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Preface

The | LO- MATCOM Proj ect has produced a total of fourteen training pack-
ages designed to assist the people responsible for planning or con-
ducting training courses for advisers and managers of agricultural co-

operatives in devel opi ng countri es.

In addition, MATCOM has now desi gned two packages to help in the train-
i ng of advisers to people considering establishing workers' co-operat-

ives:

A WORKERS' CO- CPERATI VE: THE DECI SI ON TO START
and
A WORKERS' CO- OPERATI VE: FORMATI ON AND MANAGEMENT

Workers' co-operatives are usually concerned w th nmanufacturing rather
than farm ng. The inportant distinction here, however, is not between
agricul tural and non-agricultural co-operatives but between service and

wor kers' co-operatives.

Service co-operatives exist to provide marketing, supply, equipnent
hire, credit and other such services to their nenbers, generally inde-
pendent farners. (MATCOM s training packages for agricultural co-oper-
atives are actually designed for this type of service co-operative.)
Qobvi ously, independent craftsnmen, such as carpenters or tailors, can

al so form service co-operatives.

Wor kers' co-operatives, on the other hand, are set up to provide jobs
to menbers, not services. Menbers of a service co-operative own the
co-operative and buy fromor sell to it; nmenbers of a workers' co-op-

erative own it and also work for it.

The term "workers' co-operative" has been chosen because it is probably
the nost widely used termto describe this kind of organisation. O her
terns in common use include industrial co-operative, producers' co-op-
erative and workshop co-operative. The term nology is not inportant;
the critical determinant is not the particular activity undertaken but
the fact that nenbers of service co-operatives retain their own inde-
pendent econonic activities, while menbers of a workers' co-operative

are actually enployed by it.



Many countries have | ong experience with agricultural service co-oper-
atives. The function of the MATCOM trai ni ng packages for their man-
agers is often to introduce nore effective nanagenent techniques to or-
gani sati ons whose basic principles, problenms and activities are already
wel | under st ood. Wor kers' co-operatives, on the other hand, are |ess
common; they have a greater need for nore fundanmental training. It is
hoped that these new conpl enentary MATCOM trai ni ng packages will help
to satisfy this.



Target Group

This training programme is intended for co-operative officers and
ot her advisers to people considering setting up a workers' co-oper-
ative or sonme other form of organisation to provide thenselves em

pl oynent .

Al m

The aimof this training programme is to enable the course partici-
pants (the co-operative advisers) to decide whether or not a
wor kers' co-operative should be started. (Formation and nanagenent
of a workers' co-operative are dealt with in a conplenentary train-

i ng package.)

- It is inportant that participants be clear that workers' co-op-
eratives are only one possible solution to the unenpl oyment
probl ens of those whomthey are advising.

Participants may be famliar with the problens of the agricul-
tural sector, where service co-operatives are often the natura
and only possible type of organisation for certain functions.
They may have little doubt as to whether a service co-operative
shoul d be started.

They may be less faniliar, however, with workers' co-operatives
which are only one of many different ways in which potentia
menbers' objectives may be achi eved. The "start up decision" is
therefore fundanental and crucial, and this training progranme
has been designed to help advisers to focus on this issue.

In some cases the best advice and the w sest decision may be not
to establish a co-operative at all. Trainers and trainees
shoul d be encouraged by the use of this package to be quite
realistic about the possible reasons for failure and the con-
ditions necessary for success.

A basic condition for success evident fromthis nmaterial, is
that all co-operative decisions (especially the fundanental one
of whether to begin or not) nust be nade by the potential nmem
bers, and not by an outsider. It is therefore vital that ad-
visers realise that their job is to advise and not to decide

They should learn fromthis material the conditions nost con-

duci ve to success, but they should never think that this know
| edge gives themthe right to tell people whether or not to
start a co-operative. What the advisers should do (and this is
in fact nore difficult) is help people nake their own deci sions,

by showi ng them both opportunities and potential problens and
then I eaving themto decide for thenselves



hjectives:

Thi s progranme consists of thirteen sessions (see page XT.) Briefly

sumari sed, their objectives are to enable the participants -

- to identify and distinguish between different types of organis-

ations

- toidentify co-operative enterprises, to distinguish between
servi ce and workers' co-operatives and to identify activities

for which each may be appropriate;

to identify the main reasons why workers' co-operatives fail and
to list the factors which can help to avoid common probl enms when

sel ecting groups for assistance;

to recogni se and avoid the dangers of excessive intervention and
support for workers' co-operatives, and to recogni se the need

for encouraging self-reliance

- toidentify situations where |ack of participation in a workers

co-operative is likely to lead to exploitation and failure

- to recognise the inportance of effective |eadership in the de-

vel opment of workers' co-operatives;

- to recognise ways in which politicians and vested interests my
attenpt to work through workers' co-operatives, and to identify

and prevent, when possible, inappropriate intervention;

- to identify ways in which new workers' co-operatives can over-
cone obstacles and strengthen their conmi tnent through persist-

ence;

- to identify and nake use of appropriate sources of finance for

new wor kers' co-operatives;

- to identify the appropriate criteria for new menmbers of a

wor kers' co-operative

- to guide nmenbers of new workers' co-operatives through the pro-

cedures necessary for formal registration;

- to apply what they have learned in this course to their work in

the field.



4.

Tinming Structure and Use of the Materi al

The following material is provided for each session:

a session guide for the trainer (yell ow pages), giving the ob-
jective of the session, an estimate of the tine needed and a
conpr ehensive "plan" for the session, including instructions on

how to conduct the session

handouts (white pages) of all case-studies, fornms, etc., to be

reproduced for distribution to the participants.

The course which is covered in this package can be conpleted in
sonet hi ng between 20 and 30 hours of classroomtine, depending on

t he nunber of trainees and the pace at which the material is used

Not e: The conpl ementary training programme "A Wrkers' Co-operat -
ive: Formati on and Managenent" can conveniently be linked to this

course, and both programres run as one course.

Trainers may prefer to use groups of sessions, individual sessions
or parts of sessions, and they should certainly feel free to do
this. Conponents of this package can be integrated with other na-
terial and can be nodified and used in whatever way the trainer
thinks fit. Each trainer should aimto nake this naterial his or
her own; parts of it will undoubtedly need substantial nodifi-
cation to conformto local situations, regulations, currencies and
so on. Trai ners may have better exanples and case-studi es which

can be substituted for sone of those which are used in the nma-

terial. A MATCOM manual is deliberately produced in | oose-| eaf
form it should be witten on, amended and inproved continually.
. I

The MATCOM packages are based on the assunption that training is
expensive and that funds for training are scarce. Training is an
i nvest nent, and unless the traini ng yl el ds results which are

greater than that investnent, it would have been wi ser to use the

noney for some other purpose.

On their return to work fromthe training programe, participants
shoul d be able to show concrete results. In order to prepare them

to achieve this, the material includes little or no theory; it is
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al nost entirely participative, with the nininmmof |ecturing and a

maxi mum of shared experi ence and | earning.

The participants will not |earn how to advi se workers' co-operat -
ives in a passive way; the kinds of problens which they neet in
their everyday work have been, as nmuch as possible, translated into
realistic case-studies and ot her probl em sol vi ng exerci ses. Par -
ticipants, working in groups and on their own, will solve these
problens with the hel p of one another, and with sone assistance and
gui dance fromthe trainer. He should act nore as a facilitator of

|l earning than as a |l ecturer.

Every participant, even if he or she has never actually given any
advice to nenbers or potential nenbers of a workers' co-operative,
has sone ideas and suggestions from which others can learn. |If all
these insights and experi ences can be shared, a great deal wll
have been achi eved even wi t hout the new know edge provided by the
material or the instructor. The material is designed to facilitate
this process of exchange, so that everybody goes away with the ac-

cunul ated know edge that each has brought to the programre.

Renenber that knowl edge is like fire; you can share it w th other
peopl e wi thout | osing anything yourself. You shoul d treat each

person as a source of ideas and suggestions which are at | east as

val uabl e as your own. The material is designed to help you draw
out, or "elicit", these contributions.
The | ast session, on "Action Commitnent"”, is designed to ensure

that the "bridge" between the course and the working world is as
easily crossed as possi bl e. Working with each other and with you,
each participant should conme up with a very specific plan of what
he or she proposes to do on return hone. You should make every ef-
fort to ascertain whether or not they inplenent their plans and to
support themin their efforts. If they fail, it is the course that
is at fault; and if they succeed, you - the instructor - can take

a great deal of the credit.

: I o i al

Handouts constitute an inportant part of the training material used
in the progranme. They can be reproduced fromthe original hand-

outs supplied in this ringbinder, after the necessary adaptation
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has been made.  Reproduction nmay be done using whatever nmethod is

avail abl e: stencil, offset printing, photocopy, or other.

The only item of training equi pment which is absolutely essenti al

is the chal kboard

Some suggestions for visual aids are given in the session guides.
If flipcharts or overhead projectors are avail able, you should pre-
pare these aids in advance. If they are not available, you can

still use the chal kboar d.

The Pre-course Questionnaire (See Session 1) should be sent to the
participants in advance. They shoul d be asked to conplete it and

hand it in at the beginning of the programe.

Preparing Yourself

Sorme trainers may feel that material of this sort neans that they
need only spend a few mnutes preparing for each session. This is

not the case

You shoul d go through the foll owi ng steps before conducti ng any

course based wholly or in part on this materi al

a. Read it'carefully; be sure you understand the content and that

you can envi sage what is intended to happen in the classroom

b. Wirk through all the calcul ations; be sure that you understand
themconpletely. Try to predict the errors that trainees are
likely to make, and the different answers which nmay not be

wrong, but which will be worth follow ng up

C. Work through the case-studies yourself and try to predict al

the possi bl e anal yses and answers which trai nees nmay cone up

wi th.
d. Look up and wite down on the material itself, as many |oca
exanpl es as you can to illustrate the points that are raised

e. Plan the whole session very carefully; try to predict approxi-

mat el y how many m nutes each section of the session is likely

to take, and meke the appropriate nodifications to fit into

the time you have avail abl e. Do not take the suggested tine

at the beginning of the session too seriously.
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Conducting the Programme

Wil e using the material, you should try to observe the foll ow ng

gui del i nes:

a. Arrange the seating so that every trainee can see the faces of
as many as possible of the others; do naot put themin rows so

that the only face they can see is your own.

b. Be sure that the session is clearly structured in the trainees
m nds. Qutline the structure at the beginning, followit or
say that you are diverging fromit, and summari se what has hap-

pened at the end.

C. Bear all the learning points in mnd, and do no forget the job-

oriented objectives of the session.

d Be flexible; do not follow the material slavishly and be pre-
pared to change the approach, depending on what trainees them

sel ves suggest.

e. Avoid, whenever possible, telling the trainees anything; in a
successful session all the points will have been elicited from

them by skillful questioning.

f. If you fail to draw a particular answer fromthe trainees, it
is your fault, not theirs. Persi st, asking the sane question
in different ways, hinting at the response you want. Only mnake

the poi nt yourself as a last resort.

g. Use silence as a weapon; if nobody answers a question, be pre-
pared to wait for 20 or 30 seconds in order to enbarrass sone-

body into making an attenpt.

h. Avoid tal king yourself. Trainees' discussion and suggestions
shoul d occupy around three-quarters of the total tinme. Ask,
listen and guide rather than talKk. (The nore you yourself

tal k, the nore you are revealing your own insecurity or ig-
norance of the subject, in that you are not willing to risk

guestions or comments wth which you cannot deal.)

i Never ridicule a trainee's answer or suggestion; there is

bound to be sonme nmerit in it sonewhere, and the very fact that

he or she has put forward a suggestion is commendabl e.

i If you cannot answer a trainee's question, or conmment on a

suggestion, (or even if you can) ask another trainee to answer



or make a comment. You are the facilitator, not the source of

know edge.

k. Wite trainees' own words on the chal kboard whenever possi bl e;

do not follow the words in the material, even if they are nore

preci se.

1. Be prepared to act as "Devil's Advocate", there are usually no

right or wong answers to managenent questions, and trainees

must see and understand both sides of an issue.

m If trainees appear to be following a quite different track from
t hat suggested in the material, do not dismss this out of

hand; it may be as useful or nore so.

n. Call on the silent and, if necessary, silence those who talk

t oo nuch.

o. Be sure that everybody understands what is going on; do not

al | ow di scussion to be taken over by a few who understand

After the Course

Be sure to contact all participants, in person or at |least by let-
ter about six nonths after the end of the course to find out how
t hey have managed to apply what they have | earned and how wel | they
are inplenenting their action commitnents. If they have failed, it
is not they who were at fault, but the course. Either the training
was ineffective, the participants were poorly selected or you
failed to recogni se problens which might prevent them from applying

what they | earned
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LINTRODUCT] ON

(hjective: To denonstrate the scope and conplexity of a co-operat-

ive adviser's duties, particularly the inportance of ad-
equat e gui dance to workers' co-operatives; to ensure
that all participants are aware of the objectives of the
programe; to introduce participants to one another; to
identify sources of expertise within the group and to

ensure that all adnministrative details are in order

1 - 2 hours.

Mat eri al Conpl eted Pre-course Questionnaires.

Ti met abl e.

Li st of participants.

Session @Qiide:

The opening of the progranmme should be brief and to the point. If
a promnent visitor is to open the progranme, he or she shoul d be
asked to give exanples of problenms arising frominadequate advice
or assistance to workers' co-operatives. He shoul d stress that
advi sers can nake a major contribution toward the successful de-
vel opment of workers' co-operatives. But he should al so stress
that a common reason for the failure of such co-operatives is ex-

cessive intervention by advisers.

To clarify the objectives and the contents of this course, ask

the participants questions |like those bel ow, explaining that the

course will deal with problens of this type

What are the real reasons you have hel ped people to start co-
operatives in the past - the fact that your job is to pronote

the co-operative formof organisation or the fact that you have
found it to be the best solution in every case?

Can you be certain what type of co-operative would best benefit
a group of craftsnen (tailors, for exanple)? Shoul d t hey
organi se just to obtain raw materials, to sell their products,

or to work together as a production co-operative?



3)

4)

- Can you explain why sone workers' co-operatives have not been

successful in the past?

- How can you ascertain that the people initiating a co-operat-
ive are seriously committed to the idea and will not sinply

give up and di ssolve the group at the first set-back?

- Should you help a new co-operative to sell its products, or
shoul d you only help with menber education? Which is nost im

portant? \Wat is your actual role?

- Wat support should the governnent give to a workers' co-oper-

ative?

- What possible sources of finance for new co-operatives do you

know about ?

- What style of managenment do you reconmend for a small co-oper-
ative? Should all nmenmbers be involved in all decisions, or is

it better to have a strong | eader for day-to-day nmanagenent ?
- How do you identify good | eaders?

- Wat single pre-condition is the nost inportant for the success
of a co-operative? (This question can be put to all partici-
pants; their different opinions will clearly denpbnstrate the

conplexity and difficulty of a co-operative adviser's job.)

Go briefly through the tinetable, stressing that participants wll
be required to contribute their own ideas, not nerely listen to
ot her peopl e tal ki ng. Stress that people |learn nore by active

partici pation than by passive |istening.

Ask each participant to sunmari se his previous training and prac-

tical experience for the group, and to state what he hopes to gain

fromattending this course. Enmphasi se that everyone brings sone
thing to the course and that, if all return having shared the ac-
cumul at ed experience, a great deal will have been gai ned. Re-

source persons, and the material, can only provide sone ideas

about techniques and a structure for the course. The nmjor input

will cone fromthe participants thensel ves.

Expl ain that the purpose of the course is to inprove partici pants'
abilities actually to advise their clients nore effectively, and

not merely to repeat theories or principles without putting them
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into practice. Explain the main features of the "Action Conmit-

ment" which is included in this progranmme:

- Before the end of the programme each participant is expected to
have identified at | east one nmajor task, related to workers
co-operatives, which they are going to carry out on their re-

turn hone.

- During the final course day everyone will work out, in consul-
tation with coll eagues, detailed "action plans” to which they

will commt thensel ves.

Tell participants that the instructor intends to contact themat a
|ater date in order to assess how successful they have been in im
pl enenting their plans. The course, rather than they thensel ves,

will be evaluated by their success.

Ensure that any admi nistrative problens are dealt with. Matters
of acconmopdati on, paynent of expenses, transport, roomnms for pri-
vate study and any other points of information should be settled

Now.



Pre-course Questionnaire

Name:

Employer:

Job Title:

Brief description of your responsibilities:

What is your experience of Workers' Co-operatives?

What parts of your job do you find the most difficult?

Please complete the following sentence:

As a result of attending the course on Workers' Co-operatives, I hope

that I shall be able to
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SESSION 2
IYPES OF ORGANI SATI ON
hjective: To enabl e participants to identify and distingui sh be-
tween different types of organisation.
Tine: 1 - 1 1/2 hours.
. id
1) Explain to participants that in this session they w ll discuss

what di stingui shes different types of organisations from one an-

ot her, including workers' co-operatives.

Stress that definitions, in words, are not inportant, but it is
vital that everyone will be clear as to the types of organisation
which we will be discussing during this course.

Ask partici pants what stinul ates people to form organi sati ons of
any kind; elicit the suggestion that people nust have a need of

sone sort which they want to satisfy.

Ask participants to suggest a nunber of common needs which people

have, and the activities (enterprises) they mght attenpt in order

to satisfy these needs. Participants should not at this stage con-
sider the types of grganisation that might be appropriate for each

activity.

Elicit and wite on the chal kboard/ ohp* a |list with needs and ac-

tivities such as the foll ow ng:

Food: A farm

Heal t h servi ces: Aclinic

Credit: A bank

Processing facilities: A factory

Li quor: A brewery or distillery

*) ohp = overhead projector
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Legal services: Lawyers
Recreation facilities: A playing field

Wor shi p: A church or tenple

Wthout referring to this list, allow participants up to 5 ninutes
to wite down as many different forns of organi sation as they can
think of. In order to clarify this task, give them one or two

exanpl es such as a linmted conmpany and a gover nment departnent.

Ask participants each to suggest one type of organisation; go
round the group, asking for second and further suggestions until
no further ideas renain. Wite the |list on the chal kboar d/ ohp op-
posite the list of needs and activities, but do not at this stage
attenpt to relate the two lists. Ensure that participants suggest
all those organi sati ons which are known in their country. If any
are mssing, elicit them by appropriate "probing" questions, such
as by asking under what type of organisation a particular enter-
prise with which they are famliar, is run. A typical list mght

read:

I ndi vi dual | y owned busi nesses
Par t ner shi ps

Li m ted compani es

CGover nnment departnents

Aut ononous public corporations
Co- operati ves

Associ ati ons

Trusts

If the nunber of types of organisations differs fromthe nunber of
activities listed, add or take away one or nore activities to nake

equal nunbers, so that they can be "paired".

Allow 15 m nutes to natch each of the activities (enterprises) al-
ready listed with an appropriate type of organisation fromthe
list. Ask for their suggestions, and elicit pairs such as the fol-

| owi ng:
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Ear m I ndi vi dual | y owned busi ness
dinic: Cover nment depart ment
Bank: Aut ononmpus public corporation
Processing factory: Co-operative
Brewery: Li m ted conpany
Lawyer : Par t nershi p
Pl aying field: Associ ati on
Chur ch: A trust

Participants may find it difficult to natch every type of organi-
sation. If the local reputation of any particular type, for ins-
tance a co-operative, is poor, participants may try to leave it
out, or they may pair several activities with a particularly fani -
l'iar or popular type of organisation. Stress that they should try

to "pair off" each type

Participants will alnpost certainly have different suggestions from
t he above. Di scuss them and denpnstrate that each of the activi-
ties which have been nentioned conceivably could be, and probably

has been owned and managed sonewhere in the world by every one of

the different types of organisations which have been |i sted.

Ask how each of the different types of activity is owned and mana-
ged in their locality. They should be able to nmenti on a nunber of

actual alternatives for each type of activity.

Participants nay feel that the differences arise mainly fromdif-
ferent political systens in different countries or areas. Stress
that there are nmany other reasons for particul ar choices, and that
exanpl es of each type of organisation exist in every country, from

the Soviet Union to the United States.

Ask participants briefly to explain the nain distinguishing fea-
tures of each of the eight types of organisation. Do not go into
this in great detail, but ensure that participants can correctly
identify exanples of each type, fromenterprises known to them in
order to understand the critical differences between types of or-

gani sation. Stress the followi ng vital points:
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- Individually owned businesses. The enterprise is owned by one

person, and is legally indistinguishable fromhimor her.

- Partnerships. The enterprise is owned by two or nore people.
They share in its nmanagenent and profits in whatever way they
agree. Each one, if necessary, is wholly responsible for any

debts or other obligations the partnership may incur.

linited conpany. The enterprise is owned by a number of people,
and their share in the managenent and profits depend on the
amount of noney they invested in it. The owners' responsibility
for the debts or other obligations is Linmted to the anpunt

they invest ed.

- Covernnent departnment . The enterprise is wholly owned and con-
trolled by the Government, within the structure of the G vil
Service, and with no | egal existence of its own apart fromthe
Governnent. It would not nornmally produce any statements of its

ear ni ngs or expenditures.

- Public corporation. Alimted conmpany which is owned by the Co-

vernment. Its top nanagenent are appointed by the Governnent,
but are otherwi se free to operate as they wish, and it can make

a profit (or loss).

- Co-operative. An enterprise owned and controlled by the people
whom it 'serves. They have equal shares in its managenent, and
share in its surplus according to how nuch they have used its

services

Association. A group of people who cone together for a connobn
pur pose and who order their affairs in any way they may deci de,
subject only to the law. They usually have a chairnman, a secre
tary and a commttee, and individual nenbers are not usually

liable for an association's obligations.

- Trust . A group of people who cone together to perform social
cultural or religious activities, or to offer facilities of
this nature. Trusts are non-econom ¢ bodi es and work on a.

non-profit/non-1oss basis.

Ask participants to suggest the qualities they would |ike any or-

gani sation to have, fromthe point of view of the community at
large, in order for it to be effective. Elicit a |list such as the

foll owi ng:
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- Responsive to those whomit serves.

- Able to raise finance.

- Continuity even if individuals |leave it.
- Able to nake speedy deci sions.

- Innovative.

- Easy to form

- Non-exploitative.

Econom cal .

Ask participants which of the forns of organisation listed earlier

is nost likely to have each of the qualities.

pinions will differ, elicit suggestions such as the foll ow ng:
Responsive to those whomit serves Trust

Abl e to raise finance Gover nnent Depart nent
Continuity Publ i ¢ corporation

Abl e to nake speedy deci sions I ndi vi dual I y owned busi ness
I nnovati ve Li m ted conpany

Easy to form Part nership

Non- expl oi tati ve Co- oper ati ve

Ef ficient Associ ati on

Partici pants nmay have different opinions. They should justify and
di scuss the differences, and support their opinions by exanpl es

fromtheir own experience.

Ask participants whether this attenpt to ascribe particular quali -
ties to particular types of organisations inplies that any one
type of organisation is best for all circunstances, or that any

other is never appropriate.

- Cearly not; different types of activities require organisa-

tions with different qualities.



Ask participants to suggest, for instance, what would be the nmain
quality required of a trading organisation, a major industry and a

community facility:

- Trading requires fast decision-naking and ease of formation.

- Major industries need to be able to raise |arge anounts of fi-

nance.

- Community facilities need to be responsive to people' s needs

and non-expl oitative

Stress that organisational forms should be chosen naot on the basis

of political ideology but on their nerits, depending on the type

of activity to be undertaken and the particular qualities this re-

qui res.

In the follow ng sessions we shall exam ne co-operative enterpri -
ses, and the types of situations for which they may be the nost

appropri ate.
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SESSION 3
SERVI CE AND WORKFRS' CO- OPFRATI VES

hjective: To enable participants to identify co-operative enter-
prises, to distinguish between service and workers' co-
operatives and to identify activities for which each nay
be appropriate

Tine: 1 -1 1/2 hours.

Session Giide:

1) Explain the distinguishing features of co-operative enterprises:

They are owned by the people whomthey serve.
Every nenber has an equal share in their nanagenent.

- The surplus is distributed according to the vol une of use each

menber nmakes of the service.

- They are non-exploitative.

Ask participants to identify the basic probl emwhich | eads people
to organi se co-operatives, rather than perform ng the sane service
for thenselves. Elicit the suggestion that people cone together in
a co-operative because the activity or service is one which they
cannot provide for thenselves. The requirenment of any one indivi-
dual is too snmall to nmake the activity feasible or economc.

Ask participants to suggest a nunber of different activities which
they know to be undertaken by a co-operative. Elicit exanples such

as:

- Processing and marketing of crops.
Providing credit for nenbers.
Organising retail shops

- Providi ng housing.

- Buying farminputs in bulk



Ask participants what needs these types of co-operatives are sa-

tisfying. Elicit suggestions such as:

the need for higher prices for crops;

the need for credit;

the need for supplies of goods not grown on their own farnms;
the need for shelter;

the need for fertilisers and other farm supplies.

Show that all these needs, and the co-operatives that people form
to satisfy them depend on the nenber having a source of income to
pay for the service. Ask participants how the co-operatives help

the menbers to increase their income, eliciting the follow ng:

They help themto get higher prices for their crops.
They help themto purchase cheaper food or other supplies.

They help themto obtain credit to buy basic necessities or to
make investnents for thenselves nore easily and | ess expen-

sively

They help themto obtain housing nore cheaply.

Stress that these are all services which help farmers, wage ear-

ners or business people to earn nore or spend | ess. They do not,
in thenselves, provide people with an incone or activity.

Ask participants what is the najor need of people who do not own
their own farns or other businesses, and are not enployed; clearly

they need an incone and a job

The various types of co-operatives which have been covered so far
are of little value for sonebody w thout an income; a warkers' co-
operative is a way in which people can get together to create
jabs .

Ask participants what nost people do if they have no capital or
ot her business, little skill and cannot find a job. Elicit the
answer that they try to create a job for thenmselves, by starting a
smal | individual enterprise which can be run with a |ow | evel of
skill.



Session 3
Sheet 2

Ask participants for exanples of the kind of business which poor
people start for thenselves. Elicit suggestions such as hair cut-
ting, shoe-shining, small-scale shops, hawking, shoe-repairing,

tailoring, etc

Ask participants what these types of businesses have in comon;
they are very snmall, they need very little capital and skill, and

they usually earn very little noney.

Renmi nd participants of the basic purpose of a co-operative which
is to enabl e people to do sonething together which they cannot do
on their own. Explain that such people can join together into a

service co-operative which can then provide conmon facilities such

as raw materials, marketing or a particular piece of equipnent.

They can also join in a workers' co-operative, which is a way in

whi ch people try to create jobs for themsel ves and can earn nore

money and be nore secure than in a small individual activity such
as has been nentioned. It is not nerely a service which in some
way i nproves the incone they can earn fromtheir own existing en-
terprises.

In order to ensure that participants are quite clear as to the
distinction, wite the following Iist of co-operative societies

on the chal kboard/ ohp and ask participants to say which are ser-

vi ce co-operatives and which are workers' co-operatives

- A society which markets its menbers' crops.
- Acredit union

- Acollective co-operative farm

- A co-operative housing society.

- Aleather-tanning society to provide |leather for its nenber

shoenekers
- A grain storage society.
- A co-operative tea factory owned by the growers.
- A netalworkers' co-operative owned by its enpl oyees

- A consuner co-operative society.



Stress that only the co-operative farmand the netal workers are
wor kers' co-operatives; all the others are service co-operatives
because they exist to provide a service to enable nenbers to in-
crease their incomes, or reduce their expenditure, but are not
their menbers' main activity. Only these two actually provide em

pl oynment for their menbers.

Confirm participants' understanding of this point by asking whe-
ther the enpl oyees of any service co-operative which are famliar
to them are menbers of the co-operative. Usually they are not, be-
cause the nmenbers are not those who are enployed by a service co-
operative but those who use its service. A workers' co-operative,

however, exists to enplaoy its menbers.

Ask participants to suggest alternative ternms to describe this

type of co-operative. Elicit suggestions such as:

i ndustrial co-operatives;
| abour co-operatives;
producer co-operatives
wor kshop co-operatives

joint production societies.

There nay be others. Stress that what is inportant is not the ter-
m nol ogy, but that everybody understands what type of organisation
is being discussed. A precise definition is not possible, since
there are borderline types of enterprise. One useful criterionis

that, in general, in a workers' co-operative, it can be said that:

every worker is a nenber;

every nenber is a worker.

Al t hough occasions nmay arise when a few, short-term specialists or
casual workers are not nmenmbers, and some initial sponsoring nmem
bers may not be workers, these criteria can and often do apply to
what we are calling workers' co-operatives, and not to any other

type of enterprise.
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Ask participants to identify the types of activities when service
or workers' co-operatives may be nost appropriate. Elicit sugges-

tions such as the follow ng through discussion:

Servi ce co-operatives -

- circunstances when a nurber of individuals have a conmon need
such as credit, nmarketing or material, but the renaining as-

pects of their activity can be carried on individually;
- when nenbers do not need to work collectively away from hone;

- when there is no need for uniformty in the ultinmate product.

Wor kers' co-operatives -
- when high capital investnent is required,
- when a common and all-enbracing policy is required,

- when uniformty of products is required.

Stress that workers' co-operatives are difficult to operate, and
require a high degree of cohesion and w llingness to subordinate

i ndi vi dual preferences to the conmon will.

It is therefore inportant to ensure that people are only encoura-
ged and assisted to start workers' co-operatives when circunstan-
ces are appropriate. The followi ng session will enable partici-

pants to identify such conditions.
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SESSION 4
THE CAUSES OF FAITURE AND CONDITI ONS FOR SUCCESS
hjective: To enabl e participants to identify the main reasons why
wor kers' co-operatives fail and to |list the factors
whi ch can help to avoid common probl ens when sel ecting
groups for assistance.
Tine: 2 - 3 hours.
Material Case study "Failures".
Session Qiide:
1) Ask participants to comment on the general record of industrial

co-operatives in their country, region or comunity. Ask for spe-
cific exanples, and ensure that they are in fact workers' co-op-

eratives, as defined in the previous session.

Sone participants nmay only be aware of very few co-operatives, or
of none at all. In any case, the proportion of success is likely

to be rather |ow

Stress that the record of workers' co-operatives is poor in nearly
every country in the world. The objective of this sessionis to
identify typical reasons for failure and to evol ve gui delines
whi ch can be applied to mninise the chances of failure. Later
sessions will cover these guidelines in nore detail and suggest

ways in which comon probl ens nmay be avoi ded

Distribute the case studies to participants in groups. Al low them
up to 45 mnutes to conplete the assignnment. (If time is short,

the case studies may be dealt with by participants individually.)

Reconvene the group, and ask the representative of one group to

suggest the main reason for the failure of the society in Case A

Ask ot her groups for their suggestions and elicit the concl usion

that the society failed nmainly because it was inspired and in ge-
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neral managed by an outsider - there was no real need for the co-

operative, and thus no commitment by the nenbers.

Ask other groups for their suggestions as to the main reasons for
the failures in Cases B to F. They nay have a nunber of sugges-

tions, but attenpt to elicit the foll ow ng:

B: The business itself was not viable. The foreign traders had
wi t hdrawn because of conpetition, and there was no reason to
suppose that the society would be any nore successful than

they were

C The nenbers failed to realise that a workers' society nust be
managed in a business-like way. The fact that it is a co-op-

erative does not nean that good nanagenment i s not necessary.

D The society | acked a | eader and was in part notivated by
"subsidy hunting" rather than a real belief in working toge-

t her.

E: There was no real denand for the service which the theatre
group tried to provide, and it was used for political purpo-

Ses.

F: The printers | acked the necessary skills to produce work of

the required quality.

Partici pants' responses may not use these precise words, and they
may i ndeed have rather different conclusions. These should be dis-
cussed and if they appear as inportant as the ones nenti oned

above, they should al so be incl uded.

Ask participants to summari se their conclusions in groups fromthe
case studies as well as fromtheir own experience and to design a
set of positive guidelines or conditions for success, avoiding the
phrase "must not". Allow up to 30 mnutes for this and elicit sug-

gestions such as the foll ow ng:

- The idea for a workers' co-operative nust conme fromthe nenbers

t hensel ves.
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The menbers of a workers' co-operative nust share a common eco-

nom ¢ status and need.

The busi ness undertaken by a workers' co-operative nust be fun-

danental |y viabl e.
A workers' co-operative nmust be nanaged in a business-like way.

The nmenbers of a workers' co-operative nmust have a conmobn pro-

blemor a felt need which the society can solve.

- A workers' co-operative nust be treated as a comercial organi -

sation, and nust avoid political entanglenents.
- A workers' co-operative nmust have a good | eader

- A workers' co-operative nust offer a product or service which

is genuinely needed by its proposed target market.

- The nenbers of a workers' co-operative nmust have the necessary

skills to provide whatever product or service they propose.

- The nenbers of a workers' co-operative nmust be conmitted to its

Success.

- The scale and conplexity of the proposed activities of the
wor kers' co-operative nust be within the scope of nenbers’

abilities.

The exact wording is uninportant, and partici pants may suggest
useful additional items which are equally inmportant. The I|i st
shoul d, however, be as concise and brief as possible, and it may
be appropriate to onmit some of the reasons which are given here if
they are not of any relevance in a particular national situation,

or to add others which are of |ocal inportance.

Sum up the discussion by displaying on the chal kboard/ ohp the
foll owi ng factors which can be considered essential for the

success of a workers' co-operative:

- Menbers' initiative, no "featherbeddi ng".
- Common status and a conmon serious need.
- Necessary technical skills.

- Business-1ike nmanagenent.

Fundanental viability.



- Mnimum of political interference.

- FEffective | eadership.

Stress that it is very difficult for a workers' co-operative to

succeed if these conditions are not satisfied.
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Read each of the followi ng brief descriptions of workers' co-operatives

whi ch have failed, and deci de why each has failed

A The Atlantic Shoemakers' Society

Atlantic has a long tradition of |eathercraft, and its people were well
known for their independent spirit. A nunber of them had in recent
years turned to the manufacture of shoes. They had sone difficulty in
obtaining raw material and in marketing their products in conpetition
with larger recognised producers. Some were nore successful than
ot hers, and al though none of themwas totally satisfied with his busi-

ness, nobody had to go hungry.

A co-operative officer talked to a nunber of the shoenmakers, and con-
cluded that a workers' co-operative would help themto sol ve many of
their problenms. He introduced themto the idea, and hel ped themto se-

lect a coomittee and to appoi nt a manager.

The co-operative seenmed to start well; the co-operative officer arran-
ged a loan for raw material purchase and introduced the shoemakers to
some new custoners. After sonme tinme, however, the nenbers seenmed to
|l ose interest. Some of themreverted to their old sources of materi al

while others preferred to sell direct to traders as they had before.

Very few nmenbers turned up at neetings, in spite of the co-operative
officer's best efforts, and after a few nonths the society had becomne

entirely noribund.

B - The Banbhoo Whrkers' Society

Canaan was fanous for its banmboo, and for the high quality baskets,

hats and ot her products which had been woven there for many genera-
tions. There had been a nunber of conpani es produci ng these goods; nost
were owned by foreign traders, who used to bring banmboo fromthe neigh-
bouring hills and issue it to individual craftsnen. They woul d nake
what the traders denanded, and then would be paid for their work, |ess

the cost of the banboo.



Over the years, however, the nunbers enployed in this way declined
steadily, and their earnings decreased as well. The traders conpl ai ned
about conpetition fromnmore nodern articles nmade of netal and plastic,

and said they could only sell the banboo goods at very |ow prices.

The CGovernnent was keen to encourage indi genous people to take over
busi ness activities fromaliens. The banmboo workers had been so frus-
trated with their conditions that they had already forned an inform

association to press their clains, and its | eader eagerly grasped the

i dea of starting a workers' co-operative.

They started with high hopes; they purchased sonme banboo with a Govern-
ment | oan, and offered "a fair day's pay for a fair day's work" to
their menbers, instead of the nmeagre sunms they had been receiving be-
fore. The Governnent had a department to assist with export sales, and
sone initial orders were received through them and el sewhere. Their
prices were still low, however, and the society soon found itself in
difficulty. After sone time they were no |longer able to pay the sane
wages any nmore, and they had to delay repayment of their |oan as unsold
stock accunul ated in their warehouse. Finally many of the nmenmbers drif-
ted away and stopped manufacturing altogether; some of themreturned to

the alien traders, who paid themeven | ess than before.

The demand for machi ne conponents was rising all the tinme as nore in-
dustries cane into the area, and a group of skilled nachinists decided

that they would start a workers' co-operative to take advantage of
this. They could not see why only the nanagers and capitalists should

reap all the benefits.

They heard of a snmall, but reasonably well -equi pped nachi ne shop that
was being sold by a |arge conpany which wi shed to specialise in other
items. Since they were all skilled nmachinists, and they had a certain
anount of noney fromtheir own savings, they were able to raise a | oan

fromthe bank and buy the equi prment.

They were determined to stick to the principles of a genui ne workers

society, and to avoid draining away their earnings on overpaid nana-



Session 4
Sheet 4

gers. They knew how to do the work, they had contacts who would give
them orders and supply raw material, and they knew that their custoners

woul d give them sone idea of what prices to charge

The society started well; the standard of work was very high, and nany
conpani es wel comed this new source of supply. After sone tine, however,
probl ems began to occur. One custoner conplained that the society's in-
voice arrived far too late and did not include the price that had been
agreed on when the order was placed. Urgent orders were forgotten while
| ess urgent ones were conpleted, and some suppliers were not paid on
tinme. The society began to run short of capital. Then they found a num

ber of unpaid cheques in a drawer and took themto the bank, but this

was only a tenporary respite

Eventual |y custoners becane tired of dealing with the society, and or-
ders stopped coming in. Menbers' earnings went down, and sone of them
left to take jobs which would give thema steadier inconme. Quality also
decl i ned, and when the society fell behind in its |oan repaynents, they
found they had not got enough nobney to keep goi ng. The nmachi nes were

sold to repay the Ioan, and the society went out of business.

D: The Daring \Weavers Society

The Governnent had introduced several schenmes to encourage snall-scale
weavi ng, and 25 weavers decided to forma society. A nunber of them
were in particular attracted by the generous Governnent |oan programmes
and ot her subsidi sed assistance. They thought that this would be a way
of renewi ng their equipnent at no expense to thensel ves. The idea had
occurred to a nunber of themnore or less at the sanme tinme, and they
deci ded that they would be genuinely denocratic; the chairmanship chan-
ged at each nmeeting and every decision was fully discussed by a manage-
nment comittee of five nenbers. Here again, the nenbership of this com

mttee rotated so that every nenber could have a chance to participate.

O her groups of weavers, and individuals, soon started to cone up as
wel |, and conpetition intensified. Custoners insisted on rapid deli-
veries, and on i nmedi ate quotations of price and delivery when they
asked for them It proved very difficult for the Daring Society to sa-

tisfy these custoners because every decision had to be discussed by the
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nmanagenment conmittee and the inportant decisions such as prices, had to
be debated at the weekly neetings of all the nmenbers.

Sonme nenbers suggested that they should streamine their procedures,
and appoi nt one of their nunber to manage the society for a trial pe-
riod at |least. The others did not agree. In any case, nobody was cl ear
as to who should do the job, and nobody vol unteered since they felt

that they should all remain equal

Wil e this debate was proceedi ng, they found that they were getting
fewer and fewer orders, and that their conpetitors were buying cheaper
yarn fromitinerant traders who visited their prenises. The Daring So-
ciety had been offered this yarn, but had not been able to negotiate
with the sellers because the whole group had to be involved in buying
decisions and it was inpossible to bring themtogether quickly enough

to buy the yarn when it was offered.

The nenbers still disagreed about what they should do. Sone proposed
that they shoul d di sband the society, while others suggested asking the
Governnent for further support. They failed to come to any agreenent,
however, and in the end ran out of raw material since their origina
suppliers had been forced out of business by the itinerant workers. The

weavers returned home, and the society was di shanded.

E - The Fager Society

The young graduates had two reasons to be unhappy; they could not find
enpl oynent, and they could see that the country's traditional dramas,
which they had | earnt to understand and enjoy at university, were rap-
idly dying out. The comercial theatres were turning to nodern plays,

and the cinema was totally donminated by foreign fil ns.

One of them suggested that they m ght solve both problens at once; they
should start a theatre co-operative, to rescue the |ocal dramas. They

woul d thus earn a living for thenmsel ves and preserve their nation's
herit age.

H s friends responded with great enthusiasm Their university professor

arranged for themto borrow a Local Governnent hall which was out of
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use and they pooled what little noney they had and managed to obtain a

Governnent | oan to pay for costunes and scenery.

This was partly done through the influence of a |local politician, who
al so promi sed to publicise the plays through his contacts. In return,
t he nenbers canvassed for his party, and the hall was used for politi-

cal neetings as well as rehearsals.

The graduates rehearsed their first play with great care, and succeeded
in persuadi ng the | ocal newspapers and ot her organisations to publicise
it widely. The tickets were reasonably priced, and on the first evening
there was a good attendance of university staff, sone students and
friends and famly of the actor nenbers. The cultural newspaper review
ed the play very favourably but the audi ence declined every night fol-
|l owi ng the opening. After a week only about half the seats were sol d,

and they decided to stop the play and try anot her.

They rehearsed a second drama for several weeks, and during this period
a number of the menbers had to go hungry or take part-tine | abouring
jobs in order to earn a |iving. Neverthel ess, they persevered, but this
tinme only about half the tickets for the first performance were sold,
and the hall was virtually enpty after two nore days. The politician
had in the neantine been re-elected and showed no further interest in

their group.

Sonme of the menbers wanted to change to nore nmodern plays, but the na-
jority refused. They rem nded their friends that they had started with
t he obj ective of preserving the nation's cultural traditions. If the
peopl e were so stupid and blind to their own heritage, it would be bet-
ter to stop altogether rather than to | ower their standards. The neet-

ing broke up in disagreenent, and the society never put on another

pl ay.

E - The Formml Printing Society

It seenmed to be inpossible for the educated. young people in the area to
find any way of using what they had learnt at school to earn a living
A group of young nen and wonen who had | eft secondary school the year

before were determ ned to do sonething to help thensel ves. They had



been taught at school to anal yse problems carefully, and they soon rea-
lised that their ability to read and wite very well was a fairly rare
and val uable skill in the area. How could they nake use of it? After
some thought, they decided to start a printing business. The Gover nment
and co-operative and private businesses in the area had to travel 150
kilonetres to the capital to get printing done, and there was a | arge
demand for business forns, posters, snall booklets and even, perhaps

for books and newspapers to be printed locally.

The group approached a co-operative officer, and he advised themto
find out about the equi pnent they would need. He arranged for a repre-
sentative of a firmof inporters of offset printing nmachinery to talk
to the group, and this nman was very hel pful. He recommended a suitable
set of equi pnent, and even offered to provide a two-day training course
in the capital city, free of charge. The co-operative officer agreed
for his Departnent to pay for the young people's travel and they great-
ly enjoyed observing how the machi nery functi oned and trying to work

the vari ous pieces of equi pnent thensel ves.

They prepared a | oan request with the help of the sales representative,
and this was rapidly approved. The nmachi nery was delivered two nonths
later, and the group had in the neantinme obtained a nunber of orders
for printing work. They started with enthusiasm but soon found out
that the job was not as easy as they had thought. Their ability to read
and wite was useful for reading the proofs, but there were nany, far
nore difficult tasks, like getting the right anmount of ink on the
rollers, stacking the paper correctly, ensuring that the finished work
dried correctly and so on. They produced sone jobs, but these were of
very low quality, and none of their custoners placed any further or-

ders.

The nachi nery supplier was unable to give any further help since their
offices were so far away in the capital city, and after sone tine the
soci ety had used up all its noney. The nanufacturers eventually agreed
to buy back the equi pnent, at about half its original cost, and the Co-

operative Bank wote off the renmai nder of the |l oan as a bad debt.
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SESSION 5
SEIE-REI | ANCE VERSUS EXTERNAI SUPPORT
hjective: To enabl e participants to recogni se and avoid the dan-
gers of excessive intervention and support for workers
co-operatives and to recogni se the need for encouraging
sel f-reliance
Iine: 2 1/2 - 3 hours.
Material . "Two cases from Bundu and Al ma".
: : i d
1) Remind participants of the conditions for the success of workers

co-operatives which were identified in Session 4. Ask participants
why it is particularly difficult for menbers thensel ves, and for
their advisers and other outsiders, to avoid the dangers of exces-

sive support and intervention:

- Unenpl oyed people with no ideas of their owmn will eagerly grasp
out si ders' ideas which appear to offer thema livelihood, even

if they do not really understand them

- People who are trying to start a workers' co-operative al ways
find it very difficult; they are not likely to reject any offer

of hel p.

- The job of co-operative pronotion staff is to help new and
existing societies. It is difficult to draw back and allow a
group to make its own m stakes and find its own way, since
groups of any sort are very scarce and failure may be

prof essi onal |y damaging for the officer.

The target approach for devel opment plans, whereby a certain

nunber of workers' co-operatives nust be pronoted each year.

Stress that it is nevertheless vital for people on both sides to
recogni se the dangers of excessive assistance and the inportance
of cultivating the spirit of self-reliance anong worker co-operat-

ive nmenbers. The two case studies which participants are to study


katherine


3)

illustrate the advantages of sensitive response and the di sadvan-

tages of excessive intervention.

The case studies should, if possible, have been distributed to
participants sone tinme before, in order to allowtine for
i ndi vi dual reading. Divide participants into groups. |If they have
read the case studies before, allow a further 45 mnutes for group

di scussion; if it has not been possible for themto read t hem
bef orehand allow up to 60 minutes for individual reading and group

di scussi on.

Reconvene the class. Ask one group for their answer to the first
question. Ask for alternative suggestions, and endeavour to elicit

a response such as the foll ow ng:

- The idea for the Bundu Society came fromthe | ocal branch mana-

ger of the Industrial Pronption Centre.

The weavers thensel ves had the original idea for the A na So-

ciety.

Ask anot her group for their answers to the second question. En-

courage discussion and refer to specific events such as:

Ihe Bundu Society

- The branch nanager of the Industrial Pronotion Centre prepared
the feasibility study for the group.

- The branch nmnager suggested they should apply for a | oan.

- The branch nmnager contacted the President and others for them

- The branch nmnager asked the foreigners to assist the society.

The foreign adviser asked the Co-operative Training Institute

to run a course for them and the foreigners paid for this.

Ihe Alma Society:
- The nenbers selected their own nanager.
- The nenbers each contributed $300 of their own noney.

- The nenbers decided to invite the wonen to join them
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- The nenbers enpl oyed the training and producti on manager them

sel ves.

Participants may find it easy to criticise the manager of the In-
dustrial Pronption Centre and the foreign experts in the Bundu
case. Ask them how t hey woul d react when advi sing a new workers

co-operative if they realise that it is likely to collapse unless
the nenbers nmade sone radi cal changes in managenent, which they

were quite unable to conceive or to inplenent thenselves.

Would they allow the society to coll apse?

Woul d t hey suggest and, if necessary, inplenment the changes

t hensel ves?

Any advi ser becones enotionally involved with a co-operative en-

terprise with which he has already been concerned. In addition, he
may be blamed if a society for which he is "responsible" collap-

Ses.

Ask the groups for their answers to the third question; elicit re-

spones such as:

Recrui t nent :

The Bundu group were recruited by the entrepreneur, and did not

conme together on their own.

The Al ma group cane together on their own initiative, with spe-

cific objectives.
Honogenei ty:

The | eader of the Bundu group was al ready in business, and had

di fferent objectives and needs fromthe others.

The Alma group were all people of simlar needs and objectives

and they were equal in terms of skill and econom c status.
Need

The Bundu group were reasonably well off, and had no serious

need for extra incone.

The Al ma group were poor people, with specific needs which they

felt could be satisfied by com ng together.
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Skills:

Most of the Bundu group had no particular skills, and were in

fact only being trai ned when the group started.
- The Alma group were all people of a simlar |evel of skill
Nat i onal environnent:

- The environnent of the Bundu group was supportive, but they
were treated as a "showpi ece" society, rather than being part
of a genuine national novenent. The idea of the society and the
various forms of assistance, were inposed on the group, rather

t han bei ng requested by them

- Co-operatives were an inportant part of the national philosophy
of the Alma group's country; the necessary services were avail -
able to any group which was able to make good use of them the

servi ces were provided only when the weavers asked for them

Ask participants to conment on the inplications of the two case
studies for their own work. What prevents them from acting |ike
t he support agencies in the Alna case rather than those in the

Bundu case?

Participants may refer to constraints such as:

- the official requirenments of the job;

- peopl e's | ack of awareness of the advantages of co-operation;

- the low level of skill and | ack of managenent ability anmong po-

tential group nenbers;

the national environnment which is basically not favourable to

co- oper at ive ventures.

Explain that in addition to the above points, advisers nmay have a
paternalistic attitude, or may even wongly perceive their roles
as bei ng nmanagers rather than external helpers. In many parts of
the world, advisers in such situations consider thensel ves as
wat chdogs and tend to interfere in the internal operations of

wor kers' co-operatives.

Ask participants to suggest on the basis of their own experience,

how t hey can increase the nunber of cases |like the Al na group, and
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m ninmse those |like the Bundu group. Elicit suggestions such as

the follow ng:

- They can generally pronote the idea of co-operatives, but rig-
orously refrain fromsuggesting it to people who have not
al ready cone together as a group and are maki ng a genui ne ef-

fort to solve their problens jointly themsel ves.

- Informpeople in general, and groups who have started in parti-
cul ar, what potential activities m ght be undertaken, and what
services are available, but ensure that they request themthem

sel ves.

- Arrange training for group nenbers in nanagement and ot her
skills, rather than doing the work for them even if this is

far slower and nore likely to fail

- Try to avoid demands for conplex feasibility studies or |oan
applications which are quite beyond the ability of groups to
prepare, and irrelevant to their real needs. Show them when
they ask, how to prepare sinple clear statenments of what noney
they need and how they will repay it.

- Mke it clear fromthe outset that as advisory officers they

are there to respond and not to propose.

- Be prepared to accept early failure, and recognise that this is
far better than expensive and | ong drawn-out agony such as that
experienced by the Bundu group.

- Accept that the ultimate objective of an outside adviser is to
be forgotten. People should believe that the society is their

own creation

Sum up by stressing that the adviser's task is to hel p workers
co-operatives to becone self-reliant, to enable nmenbers to decide
as they think best, and to caution them agai nst undue dependence

on external sources of supplies, advice or assistance.

Warn participants of the consequences of developing a culture of

dependence anong new wor kers' co-operatives, by extendi ng exces-
sive support, or by attenpting to nurture themthrough excessive

subsi di es and assi st ance.
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The Bundu Wamen' s Tailoring Co- ,

The BWIC was started in 1979 by the manager of the |ocal branch of the
Industrial Promotion Centre. He prepared a feasibility study and encou-
raged a local |ady who was running a tailoring school to forma co-op-
erative with 30 of her participants, who were mainly interested in sew
ing only for their famlies, but also welconed the chance of earning
sone extra noney to supplement their famly incones. Mst of their hus-

bands were civil servants.

The | PC Manager introduced the wonen to the bank, and hel ped themto
get a |l oan of $2000 for sewi ng nachi nes, and $6000 nore for working

capital. The wonen thensel ves rai sed $1800

The Co-operative was |aunched with a big cerenpbny. The | PC Manager per -
suaded the President of the country to attend, since it was one of the
first workers' co-operatives in the country, and the only one run by
wonen. Soon after this the | PC Manager was transferred el sewhere, but
before he |l eft he persuaded a foreign aid project, the Bundu Devel op-
ment Project (BDP), to take the new society under its wing. The w fe of
one of the foreigners agreed to train the wonen in sinple book-keeping,
and started to keep accounts for the society. He al so persuaded the BDP
to provide and pay for a one-week managenent course for all the nenbers
of the BWIC.

The wonen deci ded to nake pyjamas, since these were sinple to sew. They
then found that the quality was | ower and the cost far higher than the
i mported pyjanmas already on the market. Neverthel ess, they continued to
nmake nore pyjamas and other itens, since they still had noney for na-

terial. Only a fewitens were sold.

The BDP then provided a narketing adviser to help themsell the goods.
He deci ded that they could not conpete in the local nmarket, but he did
succeed in getting sone orders fromforeign charities who were interes-
ted in hel ping wonen's groups in devel opi ng countries. Quality was
still a problem however, and so the BDP al so provided an expert in

quality control, to help the wonmen inprove their goods.



The BWIC conti nued to survive on occasional foreign orders. They had
problens in obtaining material, and in export procedures, but the for-
eigners were usually able to help. After two years, however, the for-
eign aid project cane to an end, and the foreigners all left. One or
two custoners continued to send orders, but the BWC found it difficult
to get materials and to produce goods of the necessary quality on
time. After a few nonths, the npney ran out and the wonen ceased to
cone to the workroom since they preferred to stay at hone. The | oans

were never repaid, and the BWC eventually ceased to operate at all.

I I , ) : ;

For hundreds of years Alma has been a centre for weaving. The Govern-
ment was anxi ous to preserve traditional crafts of this sort; they are

part of the national heritage, and use local skills and materials to

produce products which |ocal people still use, and al so for export.

In 1972 the Governnent allowed a group of traditional |eather workers
in the capital city to start a co-operative and a nunber of other
groups of craft workers followed their exanple. In 1974, 44 nen in Al m
started the AWC. They hoped to i nprove their supplies of raw materia
and their marketing, and al so to encourage young people to learn a

trade

As Manager, they chose the son of one of the nenbers, who had been to
secondary school and had sone sinple training in book-keeping. The mem
bers rai sed $300 fromtheir own savings, and used this and a further
$300 overdraft fromthe bank to buy raw naterials. In spite of their
efforts, it was very difficult to obtain regul ar supplies of high qua-
lity yarn, and it was also difficult to sell their products; a nunber

of the weavers w t hdrew.

By 1978 the situation was very serious; the twenty renmai ni ng nenbers
managed to raise a further $400, and then approached the Governnment for
help in obtaining raw material. The Governnent O ficial was inpressed
by the nenbers' persistence; he hel ped themto obtain inport |licenses
of raw materials, and guaranteed an extension of the society's over-

draft.
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The menbers responded enthusiastically and al so recruited 45 wonen as
new nenbers. They enpl oyed one of the older weavers to train themin
weavi ng, which had traditionally been a nal e occupati on, and he al so
desi gned a new type of hand-| oom which enabled themto increase their

productivity.

In 1983 the society's annual sales were over $300000. There were 66 nen
and 155 wonen nmenbers, and they were each earni ng between $150 and $300
a nonth, depending on their production. The society reconstructed its
wor kshop, and they also started a literacy programme for the wonen
menbers, none of whom had ever been to school. Thirty-ei ght of them

passed the primary school |eaving certificate.

The society was also able to buy a filmprojector and vi deo recorder
fromits surplus. This further encouraged the nenmbers to inprove their
educati on, because Alma is in a nmountain area and there is no tele-
vision or cinena there. The society, in fact, has becone a nmjor social

and econonic force in the community.

Assignoent :

1) Who had the original idea for the workers' co-operatives in each
case?

2) Bot h societies received extensive aid from Gover nnent agenci es;

what fundanental difference was there in the way the assi stance
was initiated and provided in each case, and who basically con-

troll ed and managed each of the two co-operatives?

3) VWhat significant differences were there at the begi nning of the

two groups with respect to:

- recruitnent;

- honogeneity of the group;
- needs of the nenbers;

- skills of the nenbers;

- the national environnment in which they started?
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SESSION 6
EXPI O TATI ON AND MEVBFR PARTI Cl PAT] ON
hjective: To enable participants to identify situations where | ack
of participation in a workers' co-operative is likely to
lead to exploitation and failure.
Time 2 - 3 hours.
Material : Case studi es "Cazinga Wavers" and "Star Furniture"”
. i d
1) Rem nd participants of the discussion held during previous ses-

sions and the need to devel op workers' co-operatives into self-re-
liant units. Explain that one of the neans to devel op such rel
ance is to encourage nenber participation in all aspects of the

wor ki ng of a workers' co-operative

The case studi es should, if possible, have been distributed well
before the session, in order to allow participants tine to read

them i ndi vi dual | y.

Di vide participants into groups. If they studied the case studies
in advance, allow themup to 45 m nutes for discussion; if not,

allow up to a further 30 ninutes of individual reading.

Reconvene the group. Ask a group representative for their answer

to the first question; elicit the foll owi ng response.

- The initiative for the Cazi nga Weavers cane fromoutside, it

was Joseph Tayl or's idea.
The Star Carpenters thenselves decided to start a co-operative.

The Cazi nga Soci ety was not honpgeneous. One of the nenbers was
one of the very traders whose exploitation the Soci ety had been

desi gned to prevent.
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- The Star Society were all skilled carpenters. One had a little
nore training than the others, but they were basically a

honmogeneous group

- The carpenters all wanted to avoid being exploited by their em

pl oyers and to secure remunerative enploynment for thensel ves.

- The weavers also wanted to avoid exploitation and to earn nore
money, but Ms Lauro wanted to increase her own independent

trading profits.

- Ms Lauro al one nmanaged the Cazi nga Weavers. The ot her nmenbers

pl ayed no part in managemnent.

Kwayo was the | eader of the carpenters, but all the nmenbers

were involved in managenent .

Ask partici pants how Joseph Tayl or mi ght have avoi ded the prob-
lem How could they have prevented Ms Lauro from exploiting the
new group for her own purposes, and at the sane tine ensure that
the group was properly nanaged by soneone who knew t he busi ness

and could buy thread, nmaintain quality and sell the products?

The follow ng nay be suggest ed.

- Encourage or assist the nenbers to hire a manager with the ne-

cessary skills and experience, fromoutside the community.

- Help the nenbers to develop direct links with retail ers who
m ght be willing to supply themwith thread and buy the goods

at better prices by cutting out the "m ddl ewonen".

- Encourage nenbers to establish and enforce nenmbership criteria

whi ch pronote honbgeneity.

- Provide nenbers' education and in particular training for

commi ttee nmenbers.

Ask participants for comments on these and ot her suggesti ons.

The follow ng views may be included.

- Good managers are expensive. It is nost unlikely that anyone
with the necessary ability, experience and contacts could be
hired at a salary which the society could afford, at |east at

first.
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- Aretail shop would have to spend npbney on travel, transport
and supervision in order to carry out the necessary functions.
The result m ght not be very different fromthe present situ-

ation, leaving the weavers no better off than before.

Di scuss the above points in the two cases and sum up by stressing
the need for active nenber participation in nmanagement and opera-

tions of workers' co-operatives.

Ask participants to comrent on the original situation of the wea-

vers; were they being exploited, or not?

Ask a participant to anal yse the costs of a ten netre piece of

cloth; elicit the follow ng figures:

Cost of thread 30
Weaver's wages 8
Trader's expenses and profits 22
Retailer's buying price 60
Retailer's expenses and profits 30
Retailer's selling price $ 90

Stress that it pmy indeed cost $22 per ten-netre piece to carry
out the "whol esale"” function. The fact that this is nearly three
times the weaver's wage i s uninportant. What determ nes the cost
is what actually has to be done, and the existence of conpetition

to prevent excessive profit.

Ask participants what may have allowed the traders to nake exces-
sive profits in this case. Elicit the suggestion that they may
well all have been friends, so that they would not have conpeted

wi th one anot her

Stress, however, that the shopkeepers woul d probably have tried to
contact the weavers direct if the trader's profits had been xery
excessi ve. There is no definite evidence that the whol esali ng

function was either drastically inefficient or nonopolistic.

Ask participants for exanples fromtheir own experience of co-op-

erative societies in the agricultural or industrial field which
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have been introduced to "replace extortionate m ddl enen”, but have
ended up either costing as much as before or failing to serve cus-

toners and/ or producers properly.

Stress that the marketing functions have to be paid for by sone-
body. If they are taken over by a co-operative society, this does

not necessarily nmean that they will be any | ess expensive.

Some participants nay suggest that it mght have been possible to
arrange training in managenent and marketing for one or nore of

the weavers; ask others for their coments

- Training takes tine; it would not be possible to make a rura

weaver into a good nanager in |less than two or three years.

- Training, however |lengthy, is no substitute for experience. Ms
Lauro had probably never had any nanagenent training at all,
but she knew the weavers and their individual capacities, and

she knew the custoners personally.

Ask participants whether they would, if they were the bank nana-
ger, support the application fromthe Star carpenters, assum ng

that the project appears fundanentally feasible on paper.

- The co-operative's major strength has been the honbgeneity and
skill of nmenmbers and the small scal e of operations, which has
ensured that all nenbers have renmained in contact with every
aspect of their business. WIIl this be possible if they have to

manage a shop as wel | ?

The co-operative is very small, and could probably obtain nore
busi ness, and recruit nore suitable qualified nenbers inits
present field. Mght they not be encouraged to expand the car
pentry busi ness, perhaps through the purchase of additiona

equi pnent whi ch the bank nmight very well finance?

Stress that a group whi ch has succeeded at one | evel of operation
may well not be able to continue to succeed if they substantially
expand or change their operation. An apparently favourable feasi-
bility study is no guarantee that the nenbers will be able to na-

nage the new business.
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Ask participants for their suggestions as to what Joseph Tayl or

shoul d do. Their suggestions nmay include:

All ow Ms Thomas to take over as she suggests. This would at
| east ensure that the weavers continue to be paid at their pre-
sent | evel and, probably, that nore will be recruited in the

future as busi ness expands.

Wt hdraw al together fromthe society's affairs and all ow the
nmenbers to determine their own future. This will probably nean

that Ms Thonmas will take over in any case

Attenpt to persuade the weaver nenbers to identify a | eader
from anong t hensel ves and encourage themto reorgani se the so-
ciety into a genuine workers' co-operative. It may be possible,

but could very well lead to Ms Thonas and the other traders
"boycotting" the weaver nenbers. This would nmake them seriously

wor se of f than before.

Partici pants shoul d perhaps accept that it is in the best inter-
ests of the workers to allow Ms Thonmas to take over. The whol e
venture was misconceived fromthe start, and cannot be renedi ed at
this stage. If Ms Thonas takes over, it will at |east nmean that
nobody is any worse off as a result of the society's existence.

Many failed workers' co-operatives seriously danage their menbers.

Refer back to the conditions for the success of workers' co-opera-
tives. Summarise these on the chal kboard/ ohp and ask participants

to check which of them each society appears to conformto:

Cazi nga St ar
WWaver s Carpenters
| dea their own? No Yes
Good | eader shi p? Yes Yes
Honmogeneous nenber shi p? No Yes
CGenui ne need? Yes Yes
Busi nessl i ke nmanagemnent ? No Yes
Fundanental |y vi abl e? ? Yes
Free fromexternal exploitation? No Yes

The Cazinga Society satisfied sone of the conditions for success,

but the Star Society satisfied themall



Stress that it is easy to be wise after the event. It should how
ever have been possible to identify at | east some of the Cazinga
Soci ety's weaknesses fromthe outset, and either to have tried to

correct themor to have desisted frompronoting the idea at all.
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Ihe Cazinga \Wavers' Society

When a friend tel ephoned himto tell himthat Ms Lauro had suddenly
di ed, Joseph Taylor, who was co-operative officer for the Cazi nga Re-
gi on, decided that he should go to see what he could do for the wea-

vers' society, right away.

As he drove to Cazinga, he thought about the weavers' society. He had
started it sone years before, since he had been anxious to inprove the
incone of the | ocal weavers, and to protect them from exploitation. At
the tine, a few of the m ddle class wonen in Cazinga were trading in
the traditional woven cloth of the region, which was popular with tou-

rists who cane to the city one hundred kil oneters away.

The tourists were willing to pay up to $90 for a ten-netre length; the
thread for this cost $30. The weavers were paid $8 for weaving it,
whi ch woul d take about a week, and the wonen traders woul d then sel

this to the city shopkeepers for about $60. Tayl or thought that it was
wong that the wonen only earned $8 for sonethi ng which sold for $90

and he decided to do sonething about it.

At first Taylor had failed to interest any of the weavers, but then Ms
Lauro, a mddle class housewi fe in Cazinga, had agreed to help. She in-
vested $100 of her own capital, and the 35 weavers whom she encour aged
to join agreed to pay in their share |l ater. The bank |l ent the new co-
operative society a further $300, Tayl or bought sone thread and gave it
to Ms Lauro. She had agreed to be nanager on a sem -vol unt eer basis,

since she was al so a school teacher

Fromthen on the society seened to prosper. Taylor was transferred to
other duties, and was pleased to hear two years later that 15 npre wo-
men had joined. A year later, he happened to neet Ms Lauro in the ci-
ty, selling cloth to a shopkeeper. Taylor renmarked that the thread was
not of the same quality as that which he had orginally bought and asked
whet her she was getting it fromother sources. Ms Lauro confirned
this. The co-operative, she said, was still using the high quality

thread, but this was her cloth, nade by her workers.



Tayl or had been surprised to hear that she had her own busi ness, but
she had pointed out that her sem -volunteer salary fromthe society was
not enough. In addition to being a school teacher she had al ways traded
in cloth, like the other wonmen in Cazinga, and this was why she had
been able to build up the co-operative so successfully. Taylor had ask-
ed her if there had been ever any confusion between her own and the so-
ciety's cloth, but she had said that this had been no problem there

had been enough orders for everyone.

As soon as Joseph Tayl or now reached Cazi nga, he went at once to the
society's workshop. He net a nunber of the wonen weavers there. They
wer e obviously sorry that Ms Lauro had died, but when Tayl or asked
them what they would do now they seenmed not to be worried. After all

they said, there were plenty of other traders who would pay them $8 a

week, like Ms Lauro had.

Tayl or then realised that Ms Lauro had run the society along with her
own busi ness. The accounts, which had been duly audited, showed that
the weavers' share capital had been deducted fromtheir wages, as
agreed. The | oan had been repaid, and several hundred dollars worth of
cloth and thread were shown as being in stock. According to the ac-
counts, the society had never nade a surplus and it | ooked as if Ms
Lauro had charged all her travelling and other expenses to the socie-
ty. Her salary had never exceeded the sumoriginally agreed, and the
weavers had never conpl ained since they had earned what they had al ways
earned, and they did not care whether the cloth they nmade bel onged to

Ms Lauro or the society. It was all the sane to them

It was inpossible to separate Ms Lauro's own property in the stock
fromthat of the society, and Taylor did not know what to do. Then
M's Thomas cane in; she was one of the independent traders in Cazinga,
and she had conme to volunteer to take on Ms Lauro's position. She felt
it was her duty, she said, to help the poor weavers as her friend Ms

Lauro had done before her tragic death.

The Star Furniture Society

In 1978 fifteen of the |local carpenters decided that they had to do

something to inprove their inconmes. They all worked for private furni-
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ture makers in the town, who paid themvery badly. They agreed to start

a co-operative society instead.

The carpenters decided to subscri be $50 each, by using their savings
and, in sone cases, selling sone of their property. At this point, five
of them went back to their old jobs, because they did not want to take
the risk. The other ten persevered. They refused to adnmit sone other
people who were willing to subscribe $50, but wanted to be trai ned. The

Star, the nenbers said, was only for skilled carpenters.

The society rented sinple prenises and the nmenbers had their own hand
tools. Kwayu, their | eader, persuaded the |ocal branch of the Snall
Busi ness Devel opnent Organisation to |l et them have an el ectric planer,
whi ch had been ordered by a |l ocal business but not paid for, on a hire
purchase basis. Later on, they obtained a band-saw and a | athe on the

sanme basi s.

Al t hough the nenbers' old enployers did their best to stifle the new
society, the Government was in favour of co-operatives, and they
obt ai ned sone trial orders frompublic institutions. Their prices were
reasonabl e, since the nenbers deliberately kept their earni ngs down,
and the goods were of high quality and delivered on tinme. Their
custoners were inpressed, and a nunber of Government staff started to

buy from Star for their own use as well.

None of the menbers had any formal technical education except Kwayu,
who had attended a part-time course which included some sinple costing
and book- keepi ng, sone years before. They realised the inportance of
quality, reliable deliveries and conpetitive prices, however. Kwayu did
nmost of the administrative work and prepared the tenders, but also con-
tinued to work as a carpenter. Although they sonetinmes had npore work
than they could easily cope with, they preferred either to work | ong
hours, w thout taking extra noney, or, if it was absolutely necessary,
to enploy one or two part-tinme carpenters on a casual basis. They pre-
ferred not to expand the nenbership, since they wanted to be sure that
all the nmenbers were fully occupi ed throughout the year, even at sl ack

seasons.

By 1983, the nenbers had paid for the machi nes conpletely, and there

was about $20000 in total invested in machinery, tools and nmaterial.



They had started with their investnment of $500 and their own tools,
whi ch were worth perhaps $100 per nenber, or a further $1000 alto-
gether. They had never received any |l oans, and all their capital cane

fromtheir reinvested surplus

The Star Society al so had $5000 on deposit in the bank. The menbers had
decided to build on their success by opening a co-operative shop, and
they applied to the bank for a loan of a further $5000, so that they
woul d have the $10000 they thought they needed to fit out and stock the
shop. The Star Society nmenbers were well respected in the area, and
many peopl e had encouraged themto open a shop to conpete with the
alien traders whose prices seened too high, and who never offered

credit.

Assi gnnent

Read the case studies, which describe the origins and progress of two
wor kers' co-operatives, both of which arose because skilled people were

bei ng exploited by others, but each of which had very different re-

sults.

1) VWhat were the basic reasons for failure of the Cazi nga weavers,

and the success of the Star Furniture Makers?

2) If you were the bank nmanager in the Star Furniture case, or Joseph

Taylor in the Cazinga case, what would you do now?
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SESSION 7
LEADERSHI P
(hiective: To enabl e trainees to recogni se the inportance of effec-
tive | eadership in the devel opnent of workers' co-oper-
atives.
Tine: 2 - 21/2 hours
E : ide
1) Ask participants to recall occasions when they have been one of a

| arge number of people who were attenpting to carry out a task
whi ch required the conbined efforts of several people, such as
lifting a vehicle out of a ditch. Have they been in a situation
where there have been enough people to do the job, but w thout a
| eader who can ensure that whatever strength they have is brought

to bear in a co-ordi nated manner?

Experi ence suggests that in nost endeavours, the absence or pre-
sence of an effective |l eader is nore inportant than the nunbers,

ability or.resources of the individuals involved

Refer to Case Study D in Session 4, and the case studi es di scussed
in |ater sessions. Can anyone recall a co-operative society of any
sort, fromthese exanples or their own experience, which has

succeeded w t hout an effective individual Leader?

There are rare occasions of "group |eadership", but closer
i nvestigation often reveals an individual who is the driving

force, or who was at any rate the original stinmulus.

List two types of conditions for a co-operative's success on the
chal kboar d/ ohp:

- Useful conditions: features that will help, but which are not

essenti al
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Necessary conditions; features w thout which an industrial co-

operative cannot succeed.

Ask participants to suggest which class each of the foll ow ng be-

| ongs to:

Adequat e Fi nance
A Vi abl e Busi ness
An Effective Leader
Conmmi tted Members

Avoi dance of Political Interference

pinions will differ; it is arguable, however, that a good | eader
is the only necessary condition, since he or she can overcone the

|l ack of the other features. He or she can:

- acquire finance;
change to a nore viable venture if necessary;
inspire nenbers to beconme committed

keep politicians at bay.

Co-operative enterprises are group and not individual endeavours,
but they depend on individuals for their initiative and success.
It is vital for prospective nmenbers, or those responsible for pro-

vi di ng assi stance or advice, to be able to recogni se good | eaders.

Ask participants to wite down on their own, in any order at this
stage, the ten nost inportant qualities and/or skills they think a

| eader of a workers' co-operative should possess.

Allow up to fifteen mnutes for this. Ask each participant to sug-
gest one quality or skill, wite it down on the chal kboard/ ohp
and obtain further suggestions from participants in turn until all

i deas have been li sted.

When listing the ideas, do not wite down those that differ only
in term nol ogy fromthose that have al ready been suggested. \When
all the suggestions have been |listed, ask trainees to identify any
duplications, and attenpt to reduce the list to ten or fifteen

itens at nost.
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The final list should probably include all the follow ng, and per-
haps some others. If inportant qualities have been omtted, elicit
them from partici pants by appropriate questions describing brief
exanpl es of co-operative | eaders who have not had the omtted qua-

lity.

For esi ght
Honesty
Managenent ability
Technical ability
W1 lingness to work hard
Ability to inspire others
Sel f | essness
Educati on, training and qualifications
Communi ty i nfluence and support
Long-term comnmi t ment
Prior experience of co-operative | eadership
Initiative
Ability to present a convincing case
Flexibility

Deci si veness

Al l ow participants a further ten mnutes, on their own, to attenpt
to list these in order of priority; which aspect is nbst neces-
sary, which is the second nbst necessary and so on down to that

whi ch, al though desirable, is not altogether necessary?

Draw up a suitable table on the chal kboard/ ohp; ask participants
individually to give their rankings for each quality. There wll
i nevitably be differences of opinion, but ignore these at this

st age.

When every partici pant's ranki ngs have been recorded, total the
nunber for each quality. The quality with the | owest total should
be that which is generally accepted as the npst necessary and so

on to that with the highest total which is the | east necessary.

Ask participants whose individual suggestions are very much at va-
riance with those of the majority to justify their opinion. Ensure

that differences are genuine and not the result of different in-



terpretation of the words, and all ow any partici pant who insists

on his views to attenpt to persuade the majority to change their

Vi ews.

If he or she is successful, nake appropriate changes in the |list,

and then ask all participants to copy out the list of qualities in

their

final sequence.

One possi bl e sequence using the qualities suggested in item 3)

above is as follows, together with sonme brief explanation for the

ranki ng shown:

i)

i)

Qi)

Vi)

vii)

viii)

i X)

X)

Xi )

Ability to inspire others: this is the essence of
| eader shi p.
Initiative: a workers' i ndustrial co-operative nust not

depend on external stimulus for ideas.

Long-term conmm t nent: workers' co-operatives must expect
many set-backs before they succeed; | eaders nust be coura-

geous and persistent.

W1l lingness and ability to work hard: inspiration cones ge-

nerally through exanple, and all nust work hard.

Sel fl essness: soneone who is concerned only to enrich him
self will probably start on his own or exploit others in a

co-operati ve.

Deci si veness: a wong deci sion may be better than no deci -

si on.

Management ability: managers can be hired or trained, but

| eader shi p and nmanagenment are closely rel ated.

Flexibility: Good leaders can wusually admt their own

m st akes and be ready to change.

Foresight: This is inportant, but a good |eader is wlling

to learn from ot hers.

Technical ability: nobody can carry out all the necessary
skills in many activities, and the previous qualities my

conpensate for total |ack of technical ability.

Honesty: essential to the reputation of the co-operative;

di shonesty could result in disaster.
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xii) Community influence and support: this hel ps, but an inspired

group can overcome suspicion and hostility.

Xiii) Ability to present a convincing case: this may inpress bank-
ers and officials, but is not necessary for day-to-day na-

nagenent .

Xi v) Previous experience with co-operative nanagenment: previous

experience may suggest previous failure.

xv) Qualification: paper qualifications and formal training of-
ten have little to do with inspired | eadership or practica

ability.

5) Ask participants who shoul d be responsible for appointing the |ea-
der of a workers' co-operative. Encourage a variety of suggestions
and propose, if necessary, that the adviser or banker should nake
this appoi ntment, since the success of a workers' co-operative is
dependent on |eadership. Elicit negative reactions to this propo-

sal; ensure that all participants appreciate that:

- The |l eader nust energe from and be appointed by the menbers if

he or she is to be a genuine | eader.

Ask participants to recount exanples of workers' or other co-op-
eratives which have fail ed because | eaders have been i nposed by
Governnment or others fromoutside. Stress that the discussion of
the qualities of a good |eader should not be taken to suggest that

it is the role of an adviser to select a |eader.

Ask participants why an outsider such as an advi ser should in any
way be concerned with leadership. Is it not the role of nenbers

t hensel ves, and shoul d outsiders play any part at all?

- Qutsiders should not play any part in deciding who the | eader
shoul d be.

Qutsiders such as advisers and bankers should attenpt to judge
the | eadership of a workers' co-operative, in just the sane way

as they judge its financial or technical viability.

6) Ask participants to imagine thenselves to be the bankers or others

who are concerned to apprai se a workers' co-operative's chances of



success. In the same way as financial viability can be judged by
sal es predictions and cash flow forecasts, any concerned outsider
must nmake an attenpt to judge the quality of |eadership by judging
the extent to which the | eader does or does not possess the quali -

ties which have so far been identified.

Di vide participants into groups and allow themup to 30 mnutes to
suggest ways in which the qualities already identified m ght be

j udged by an outsider who is not personally a nenber of the co-

operative.

The groups shoul d consider the ways in which a banker or adviser
interacts with menbers of a proposed workers' co-operative, and
think of ways in which the quality of |eadership can be judged in

the course of such interaction

Ensure that they attenpt to identify at |east one way of judging

each quality which has previously been identified.

Reconvene partici pants and ask group representatives to nake sug-
gestions. These will obviously differ according to | ocal custons,
the nature of participants' interactions with prospective workers'
co-operatives and the particular list of qualities which had

previ ously been identified.

G ven the above list, one possible set of suggestions is as fol-

| ows:

The ability to inspire others:

- (Observe the rest of the potential nenbers' reactions to the po-

tential |eader.
- Do they appear to respect and follow himor her, even if they
do not necessarily agree?
S :

-  Check whether the original idea for the co-operative cane from

the | eader, or was suggested by sone outsider.

- Ask questions which demand origi nal ideas as answers.
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Long-term conmi tnent .
- Ask about prior experience in education, enploynent or other

activities. Has the | eader given up early or persisted?

- Ask what he or she will do if the proposed society does not re-
ceive the assistance they are requesting. He or she shoul d have

ot her ideas about how they will try to start regardl ess.
il | abil] K| X

- Set necessary tasks such as market surveys which require su-
stained and | ong hours of working over some tine.

Sel fl essness :

Check for evidence of prior social concern, work for famly and
the community.
.

- (Cbserve his or her ability when faced with sinple choices such
as the tine of a nmeeting or who should do what.

Managenent ability:

- Ask sinple commpnsense questions to elicit ideas on basic con-
cepts such as the choice between hi gh-nargi n sl ow novi ng goods
or low nargin fast-noving goods, the notivation of staff or the
granting of credit.

Elexlhllllyi
Ask the | eader how the society will respond to possi bl e changes

such as nonavailability of raw material, or changed market con-

di tions.
Earesight

Ask the | eader for his or her long-termviews on the proposed

co-operative, or on future developnent in related fields.

Technical ability:

Ask about prior work experience and ask to see exanpl es of
wor k. Where there has been no previous practical experience,

ask for evidence of practical and successful training.



Honesty
- Ask for the sane infornation by different "routes"” to identify

i nconsi stent replies.

Community influence and support :
- Ask about contacts in the comunity; ask the potential | eader

where he or she night expect to obtain certain types of assis-

tance and support.

Ability to present a convincing case:

Cbserve the potential |eader's presentation to yourself.

. . iih co- .

Ask, and check by reference to others.

Yalifi : :

- Ask for evidence.

Stress that it is unlikely that any potential |eader will have al
the above qualities. What is inportant is that he or she should
possess a nunber of them and particularly those which have been

judged the npbst inportant by participants in earlier discussions.

Most inportant of all, the nenbers nust have soneone who can be
easily identified as a potential |eader and whomthey are willing
to trust and follow. A group without a | eader, even with the best
of intentions, may be exploited by others from outside or coll apse

through internal difficulties.

Sum up by stressing that a | eader must enmerge naturally through
group processes. Advisers, bankers and others should not nom nate
| eaders but shoul d support whoever appears to have the necessary

qualities in the group.

Stress that the success of a | eader will depend nore on his being
credi bl e and acceptable to the group on the specific qualities

listed above. In a sense, the best way to identify a leader is to

see who | eads.
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In the initial stages of organising a workers' co-operative, the
spirit of entrepreneurship is nore necessary than the conventi onal
qualities of |eadership. Advisers must recogni se the essenti al
di fferences, and attenpt to encourage the conbi nati on of enter-

prise and | eadership which is nost likely to | ead to success.

Rem nd partici pants that assessnment of |eadership is difficult,
and nobody can avoid nistakes. Effective | eadership is a far nore
i nportant determn nant of success than favourable feasibility stu-
dies and reports. Participants nmust not make the error of thinking
that witten data, because it can be read and quantitatively
assessed, is nore inportant than the intangi ble but vital quality

of | eader shi p.
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SESSION 8
LINTFREFRFNCF BY GOVERNMENT AND VESTED | NTFRFSTS
(hjective: To enabl e participants to recogni se ways in which poli -
ticians and vested interests may attenpt to work through
wor ker s' co- operatives, and to identify and, when
possi bl e, prevent inappropriate interventions.
Tine: 2 - 3 hours.
Material Case Study "The Friendly Furniture Makers".
Session Quide:
1) Ask participants to recall situations where politicians or other

vested i nterests have used workers' or other co-operatives for
their own purposes, and have thus damaged or even destroyed the
society. Participants may al so know of workers' co-operatives
whi ch have been used in this way, and appear to have benefitted.

Di scuss t he exanpl es.

Stress that politicians and others have legitinate objectives. It
is not a sinple case of good co-operatives being destroyed by evi
outsiders; many enterprises in fact thenselves exploit politicians

and ot her interests.

There are many occasi ons, however, when politicians and others
attenpt to use co-operatives to achi eve objectives of their own
which may or may not be legitimte or acceptable to the menbers of
the co-operative, as private individuals. Such attenpts can be

very danagi ng

The obj ectives of this session are:

- To distinguish between interventions which can be harm ess or

hel pful, and those which can damage the society.

- To devel op ways in which potentially harnful interventions can
be prevented with the m ni mum damage in terns of |ost goodwi |

and so on
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Elicit fromparticipants a |list of political and other interests
whi ch might conceivably wi sh to nmake use of a workers' co-oper-
ative to further their objectives. Wite their suggestions on the
chal kboar d/ ohp; do not at this stage ask how each night wish to

make use of a workers' co-operative.

The list will obviously differ fromone country to another and in
relation to participants' experience, but a suggested |list mght

be as foll ows:

- Mnistry of Labour

- Political Party

- Mnistry of Industry

-  Local Covernnent officials
- Individual politicians

- Foreign interests

Ask participants to suggest ways in which each of the listed in-
stitutions or individuals mght try to use a workers' co-operative
to achieve its own objectives. They may refer to occasi ons known
to them or use their imagination to think of ways in which such
institutions mght try to make use of a workers' co-operative,

particularly in its early and nost difficult stages when it is in

need of any assistance it can obtain.

Partici pants' suggestions will of course depend on their own ex-
peri ence and on | ocal circunstances; a possible list is as fol-
lows. Every request in this list has, in fact, been put to a co-

operative society in one country or another

- Mmnistry of |abour
Ask the workers' co-operative to admt as nenbers participants

fromits vocational training institution who have failed to

find enpl oynent el sewhere.

Political Party

Insist that a certain activity should only be undertaken by
co-operatives on ideol ogi cal grounds, when that woul d have been

nore appropriately undertaken by ot her types of business.
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- Mnistry of Industry

Ask the co-operative to use special equipnment which has been
donated by foreign agencies for experinental use and eval uation

in small enterprises.

) I ficial

Demand speci al services, or even free goods in return for con-

tinuous support.

) - I Litici

Ask the co-operative to assist in canpaigning or ask for hono-
rary positions. Demand that only loyal party nmenbers should be

admitted to the society .

- FEoreign Interests

I ntroduce different ideol ogies, such as "Wnen's Liberation" or

a foreign religion, by offering foreign funding.

Ask participants:

- Should the nenbers of a prospective workers' co-operative agree

to such requests?

- If not, how can they refuse it w thout damagi ng thensel ves?

Elicit suggestions from participants. Stress that it is inportant
to be realistic and rem nd participants, by exanple, that many co-
operative societies, of all kinds, depend to a | arge extent on

co-operation with outside interests

Elicit the follow ng general guideline as to whether or not nem

bers of a prospective co-operative should agree to such requests:

The request should be considered strictly in cost/benefit

terns. Are the long-term econom c benefits to the proposed wor-
kers' co-operative which will arise fromaccepting the help

and agreeing to the request, likely to exceed the costs?

Stress the inmportance of "long-ternf'. Vested interests of any kind

tend to "use" co-operatives by offering generous inmedi ate rewards



as an incentive to agreeing to their short-termrequests. Wen

they have got what they want, they will show no further interest

in the co-operative.

Elicit suggestions fromparticipants as to the rather nore diffi-
cult problem of how to refuse such requests, if nmenbers, when pro-
perly advi sed, decide that they should be refused. Elicit sugges-

tions such as the foll ow ng:

- The claimof humility nay be used effectively and with sincer-

ity. If nenbers of a society say that they | ack the necessary
experience, continuity or other strengths to do what is asked

of them there is very little that the outsider can do.

- It may be useful to "play for tinme" by stressing the need for
genui ne denocratic decision-nmaking. If an issue has to wait for
a decision by a full general neeting, this decision nay conve
niently be postponed so that whoever is seeking to "use" the

wor kers' co-operative will have to | ook el sewhere

- Wbrkers' co-operatives should always stress the non-politica
nature of the organisation. Menbers and their representatives
shoul d stress that their notives are econonic, although pursued
t hrough co-operative neans, and that political goals are pro-

perly pursued by nmenbers individually.

- If the rule of "only nmenbers are workers, only workers are nem
bers" is in the by-laws, this will ensure that outsiders cannot
join the co-operative unless they work full-tinme init. This is

likely to discourage those whose interests are not sincere.

Ask participants for specific exanpl es when co-operatives have ac-

cepted such requests, with unfavourable results, where they night

have possibly refused using one or other of the strategi es already

|'isted.

Distribute the case study and all ow participants up to 15 m nutes

to study it individually and answer the assignnent.

Elicit the follow ng suggestions for effective ways of resisting

pressure of this sort:
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Strong effective | eadership.
Cohesi ve and honobgeneous nenber shi p.
Sel f-reliance and aut onony.
- Genuinely viable operations.
- Clear by-laws on nembership, objectives and activities.

- Up-to-date accounts and records of operations.

Show that these are sinmlar to the original pre-conditions for
success which were nentioned in the first session. If a workers
co-operative has to depend on being "used" by outside interests,

it is unlikely to be a long-termviable econonic unit in any case.

Warn participants that it is difficult for people starting wor-
kers' co-operatives to refuse requests of this kind, since any

help is welcome in the early stages of any new enterprise

Stress that in many countries, or districts, the success of the
co-operative sector is built on an effective and nmutual ly bene-
ficial relationship with political interests. This session should
not give participants the i npression that any such invol venent
shoul d be resisted; it should be appraised in a hard-headed econo-
mc way, and the workers' co-operative nust ensure that it "uses"
the outside interests at | east as nuch as the co-operative itself

is "used"
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The Friendly Furniture Mkers

There were a nunber of carpenters in Friendship area, nmaking furniture
and ot her wooden articles for private custoners. The Government O fices
in the town, the schools and the hospital were also | arge buyers of
simlar furniture. None of the independent carpenters, however, could
cope with the formalities of tendering for official contracts, nor
could they on their own finance the work or indeed cope with such a

large quantity at a tinme.

They decided that it would be better to work together. They approached
a pronminent local politician for support, and he hel ped themto regis-
ter their group as a co-operative society. He spoke to the bank, to ar-
range credit for them and ensured that his friends in the |ocal office

of the Mnistry of Supply awarded them some contracts.

The | ocal elections were to take place shortly. None of the nenmbers had
any particular political |eanings, but they were happy enough to pro-
m se their support for the politician in return for all his help. The
politician then encouraged a nunber of his other supporters, who were
not carpenters, to join the co-operative, and as he said, "everyone
shoul d unite for national devel opnent” and "politics and better |iving

go hand in hand".

The origi nal nenbers were not particularly enthusiastic about this.

They were even nore dissatisfied when they found that the society's
meetings were turning into political rallies, and that the society's
funds were being used to pay for posters, transport for the candi date
and ot her functions which they thought were irrelevant to their busi-

ness.

Sonme of them conpl ai ned, but the newer nenbers threatened to expose
themto the party if they "stood in the way of progress”. The ol der
menbers were at a |l oss. One by one they left the society and returned
to their old workshops and their original custoners. The society car-
ried on for a few nonths | onger, since the politician ensured that the
bank extended the | oan, but after he won the el ection he seened to |ose
interest and the Friendly Furniture Makers' Co-operative faded out of

exi st ence.



Assi gnnent

Deci de how this type of situation m ght

be avoi ded. What qualities
shoul d a workers'

co-operative such as the Friendly Furniture Makers

have, in order to avoid interference of this sort?
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SESSION 9
OBSTACI ES AND PERSI STENCE
hjective: To enable participants to identify ways in which new
wor kers' co-operatives can overconme obstacles and deve-
lop their commitnent through continuing persistence
Tine: 3 hours.
Materjal : Case study "The Ex-Servicenen's Co-operative Wrkshop"
Parts A, B, C, and D
Session Quide:
1) Refer to previous case studies and to participants' own experi -

ence; if a workers' co-operative faces severe problens and | ack of
encour agenent and support, but neverthel ess persists and carries
on, in which of the two following ways is its future performance

likely to be affected?

- The nenbers and their |eader will be "worn down" by the experi -
ence, and will be less able to neet day-to-day probl ens, and

nore severe ones, in the future.

- The nenbers and their | eader will be encouraged and inspired by
their success, and will be very much strengthened by the ex-

perience.

Stress that hardship is the best school for success. Wrkers' co-
operatives, like any other enterprises, are likely to be "sof -
tened" if they do not have to face chall enges. Qutside agencies
which attenpt to renpve obstacles nay, in spite of their good in-
tentions, be severely underm ning the long-termfuture of the
group they are trying to help. The co-operative nust therefore

work to becone self-reliant as early as possible.

Contrast local well-known exanpl es of success by private enterpri-
se with simlarly famliar exanples of public failure; what funda-

nmental factor can often explain the difference?
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- Public enterprises are usually not allowed to fail; managers
and staff do not have the stinmulus of the fear of failure to

encour age themto succeed.

- Only the best private enterprises succeed, because the weaker

ones fail and di sappear.

Wor kers' co-operatives are often fornmed by the poor, and need sup-
port and assistance in their early stages. They nust not becone
totally dependent on such support for their survival. The process
of "survival of the fittest" is as appropriate for co-operatives

as for any other business in the long run.

Di stribute Part A of the case study, and allow participants, in
groups, up to fifteen mnutes to read it and deci de what they
woul d advi se the Ex-Servicenmen to do in this situation. Do nat in
formpartici pants that there are in fact three nore case studies
about the sane enterprise, since they should not have any hint

that the society actually survived.

Ask participants for their suggestions. Sone nmay suggest giving up
and wi t hdrawal of funds, while others nay recommend that the nmem
bers should try to identify services for which there is an unsa-

tisfied denand, and whi ch menbers coul d possi bly provide.

Sone partici pants may suggest that the group should ask for out-
side help, and for an expert or consultant to survey the nmarket or
prepare a feasibility study. Stress that outside expertise has a
role to play when specific technical skills are needed on a short-
term basi s, but excessive reliance on outsiders is often an excuse

for "del ayi ng" hard deci si ons.

I ntroduce the concept of "S. WO T." analysis; stress that any in-
di vi dual , group or organi sation has internal Strengths and Wak-
nesses, and faces external QOpportunities and Threats. Ask the
groups to suggest what these are for the Ex-Servicenen, and to
recommend how they m ght exploit their own Strengths and the Op-

portunities, and overcone their Waknesses and the Threats.



3)

Sheet 2

Elicit the foll owi ng suggesti ons.

Strengths:
Strong conm t nent of menbers.
-  Previous experience of working together.
- Mlitary training in discipline and |oyalty.
- Good | eadershi p.
- Fundanental technical skills.

- A certain amount of capital

Weaknesses -
No i mredi ately sal eabl e skills.

- No experience of working in a civilian environnment or the day-

to-day discipline of the market place.

- Background of reliance on their enployer, the Governnent, to

provi de everything they needed.

pportunities:
- Fundanmental Governnent good-will.
- Local contacts since the Ex-Servicenen were |ocal people.

- Public sector demand for nmi ntenance services.

Ihreats
- Lack of co-operation by individual Governnent departnents.

- Lack of access to additional capital

Stress that since there were no i medi ately apparent alternative
opportunities for nenbers individually to obtain enpl oynent, they
shoul d build on the intangible but very scarce assets of l|loyalty,
sel f-di sci pline and good | eadershi p, and search for alternative

mar kets for their skills.

Distribute Part B of the case study. Allow participants up to fif-
teen minutes to deci de what the society should do now. Should they
give up or go on, and if the latter, how should they go about ac-

quiring the necessary training and capital ?
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As before, sone participants may suggest giving up; refer back to
the previously identified strengths and opportunities, and elicit

positive suggesti ons such as:

- Attenpt to use the basic good-will of the Governnent to obtain

capital .
- Attenpt to raise further funds fromtheir own resources.

- Search for on-the-job training opportunities with other organi-
sations, possibly through Governnment or ex-nilitary connec-

tions.

- GCenerally, attenpt to exploit the undoubted opportunity that

exi sts through extensive agricultural devel opnent.

Distribute Part C of the case study; allow participants up to fif-
teen m nutes to consider what they would reconmend as a next step
for the Ex-Servicenen. In particular, how should they react to the
request by the Governnent that they should give preference to CGo-

vernnment Corporations, in spite of their bad record as custoners?

Ask for suggestions and discuss possible alternatives. In

particular, elicit answers to the foll ow ng questions:

- Should the group accept the offer fromthe Governnment Oficia

on the terns on which it was nade?

-  Should the group turn down the offer, and attenpt to find capi-

tal el sewhere?

- Is there any alternative to the above possibilities?

Stress that it may be possible to accept the offer and neverthe-
less to nmitigate the problens which may arise fromdealing with
t he Governnent Corporations by a variety of strategies. A workers

co-operative nust be as flexible as any other type of enterprise

if it is to succeed.

Partici pants may point out that the co-operative nay be risking
action by the Governnent if it does not adhere to the spirit of
the agreenent. Stress that business involves risks. The Gover nnment
want s repaynent above all and is unlikely to enforce conditions

which will delay this.
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Di stribute Part D of the case study and allow participants up to
twenty mnutes to read it and to decide why this co-operative suc-
ceeded, in spite of having had to face such apparently seri ous

difficulties at every stage. Stress that this is a true story.

Elicit the foll owi ng explanations for their success:

- An effective |l eader, who did not exploit his position but con-
tinually consulted the group, at every stage, guided them and

then inplemented their suggestions.

- The group was in no way |l ed by or dependent on external guid-
ance or assistance. They made their own decisions about how to
use what ever assi stance was avail able, and on what terns, and

they were in control of the situation throughout.

The nenbers thensel ves, and not only the | eader, were closely
involved in the narketing research, raising funds, training and

devel opnent of the workers' co-operative. Nothing was "handed

to themon a plate".

- Above all, the group, guided but not controlled by its | eader,
did not lose faith, built on the cohesive self-discipline that
t hey al ready possessed, and were persistent in the face of ap-

parently i nsuperabl e obstacl es.

Ask participants to recall exanples of co-operatives, or other
types of organisation, which have succeeded in spite of daunting
obstacl es. How do they differ from co-operatives, or other enter

prises, which have fail ed under apparently less difficult circum

st ances?

Attenpt to identify exanpl es where success has followed a group's
own efforts to deal with problens, and where failure has resulted
from m sgui ded external attenpts to protect co-operatives or other

organi sations fromthreats fromthe outside.

Stress that there is no way of "testing" whether a group wll dis-
pl ay the sane type of persistence, or enjoy the sane effective and
determ ned | eadershi p, as the Ex-Servicenen apparently did. Exter-
nal advisers nmust in the end all ow and encourage new workers' co-
operatives to "test" thenselves, by facing obstacles and overcom

ing them wi t hout external assistance.
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Ihe Ex-Servicenen's Co-operative Wirkshop - Part A

After the war, many sol diers who had trai ning and experience in skills
such as turning, fitting, welding and electrical work, were rel eased
fromthe arny and were unenpl oyed. A nunber of these people cane from
Karad, and they had learned in the arny to be disciplined, |oyal and

hard wor ki ng, and had grown used to working together.

M  Shankarao had al ways been an infornal |eader, and he suggested that
they should formthenselves into a workers' co-operative. El even of
them agreed to be nenbers, they each contri buted $50 towards a total
share capital of $550, and regi stered thensel ves as the Ex-Servicenen's

Co- oper ati ve Wor kshop.

Their primary objective was to provide thensel ves with gainful enploy-
ment, and they proposed to set up a workshop, on a co-operative basis,

in order to undertake suitable repair work.

They expected at the beginning to receive orders from Governnent De-
partments such as Public Wrks, |ocal nunicipalities and other | ocal
bodi es. The Governnent had, in fact, issued instructions that orders
for appropriate repairs of machinery and plant in the area for |ess

t han $1000 should only be carried out by the new co-operative. Despite
these instructions and the efforts of the menbers, they received very
few orders fromthese departnents because the civil servants preferred

for a nunber of reasons, to place their business el sewhere.

The menbers had been used to working for the Governnent when they were
in the arny, and had been confident that the Governnent's instructions
woul d be foll owed, and that their new co-operative would receive nore
t han enough orders fromthis source. They were thus very di sappointed,
since they had few skills for other types of work, and a nunber of them
proposed to give up, withdraw their funds, w thout |oss, and | ook for

alternative jobs.

Some of the nenmbers, however, were not so sure. They all appealed to M

Shankar ao for guidance, and asked himto suggest what they should do.



Assi gnment

What shoul d Shankarao advi se the nenbers to do?

VWhat are the strengths, weaknesses, opportunities and threats fac-

ing the nmenbers?
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The Ex-Servicenen's Co-operative Workshop - Part B

In spite of the lack of orders from Governnent Departnents, Shankarao
refused to | ose heart. He persuaded his fell ow nenbers not to discard
their experience of working together, their discipline, their commit-
ment and their enthusiasmfor collective enterprise. After sone discus-
sion the nmenbers agreed to persevere and deci ded to undertake a net ho-

di cal search for new opportunities.

Shankarao and the nenbers approached a number of institutions and indi-
vidual s but failed to find any appropriate work. They, therefore, soon
started to | ook for alternative ways of using their nmachinery repairing
skills. They toured the area on a nethodical basis, met people in the

villages and talked to their ex-servicenen coll eagues and ot hers.

They all nmet together after one week of inquiries of this sort, and al

agreed that agricultural equipnent repairs would provide themw th al

the work they needed. The area had enornobus agricultural potential,
farmers were prosperous and a number were naking increasing i ncones
from growi ng sugar cane. The Governnent had recently proposed a nunber
of schenmes for mnor irrigation projects, for loans for agricultura
equi prent and for the introduction of new practices to devel op agricul -

ture in the region.

In earlier years foreign rulers and absentee | andl ords had i gnored
agricul tural devel opnment so that agricultural productivity was | ow
Most of the farns were cultivated by tenants, who had no interest in
investing in land and equi pnent. After independence, however, |and re-
formwas introduced and the situation started to change very qui ckly.
Many of the new y-i ndependent farmers bought agricul tural equi pnent,
and it was obvious that they woul d need extensive repair services. A

few private workshops had in fact already been set up for this purpose

Al t hough this was an obvi ous opportunity, it was hard to see how the
Ex- Servi cenen's Co-operative could take advantage of it. None of them

knew anyt hi ng about repairing agricultural equipnent, although they had
nmost of the necessary basic skills. They al so knew that they would have
to start with at | east $10000 worth of additional equipnent. They woul d

al so need a shed which would cost at | east $5000, and they would re-



quire a mininumof a further $5000 of working capital to buy the ne-

cessary raw materials. Mdst seriously of all, none of them had any idea

how to go about attracting business.

Shankarao call ed yet another nmeeting. Al the nenbers were very enthus-
i astic about this new opportunity, but Shankarao rapidly brought them
down to earth. He went through the problens, their lack of finance and
busi ness experience, and asked themto suggest what they should do

next .

Once again, a nunmber of the nenbers were for giving up, while nost of
their original capital was still intact, but others wanted to go on
trying since they had already put so nuch tinme and effort into the new
venture and they did not want to give up. Neverthel ess, they had no
i dea how to go about acquiring the necessary capital and skill. They
asked Shankarao, quite frankly, whether he thought they should give up

now, w thdraw their noney and try to find jobs el sewhere

Assignnent .

What shoul d Shankarao do now?
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The Ex-Servicenen's Co-operative Wirkshop - Part C

In spite of the difficulties, Shankarao was encouraged by his fell ow
menbers' faith and ent husi asm and was deternmined not to | et them down.
He wote to the Governnent Agro Industries Devel opment Corporation
whi ch | eased and marketed agricultural inplenments, asking for advice
and assi stance. The Corporation replied that it would wel cone nenbers
of the Ex-Servicenen's Co-operative Wrkshop as participants in its own
wor kshops, but would not be able to cover their expenses for travel,

boar di ng and | odgi ng.

The Corporation was willing to help train the nenmbers in the repair and
mai nt enance of all types of agricultural nachinery, water punps, diese
engi nes, tractors and so on. They could also | earn how to repair bul -
l ock carts and truck axles, and how to thread pipes for irrigation

schenes and to renachi ne and repl ace engi ne beari ngs.

Shankarao nmet with all the nenbers again and expl ai ned the schene. Af-
ter some discussion he nanaged to persuade six of themto undergo this
training. He warned themthat unless they did this they would be unabl e
to provide a full range of repair services. The total cost of the
training, he calculated, would cone to $600 for the six nenbers. Shan-
karao, therefore, proposed that each nenber should nake an additiona

contribution of $100 naking a total share capital of $150 each. A few
of the nenbers protested, but the renminder realised that they could
not expect others to help themif they were not willing to help them
sel ves. They agreed there and then to foll ow Shankarao's suggesti on and
within a week every menber had subscri bed the necessary extra funds.
Sone sold their watches or their bicycles, others sold jewell ery and

one even sold sone of his famly's kitchen equi pnent.

A nunber of the people in the area | aughed at the continued folly of
the ex-servicenen; they pointed out that so nmany co-operatives of this

kind had failed in the past.

Shankarao was very encouraged and felt even nore strongly that he nust
never let his fell ow nenbers down. Six of the nenbers went off for

training with the Agro Industries Corporation, and Shankarao deci ded to



visit sone of the Governnent offices in order to try and raise sone

extra capital.

He visited the Post War Reconstruction Board and the Ex-Servicenen's
Wl fare Fund offices, and told themthat he and his coll eagues had
raised a total of $1650 and that six of them had gone for training at
their own expense. Could he not expect sone external support, based on

this substantial degree of conmtnent?

The Oficers in the two agencies were synpathetic and they asked Shan-
karao to return with nore details. Shankarao cal cul ated that while he
and the other four nmenbers who had not gone for training could repair
tractors with their existing skills and equi pnrent, the Workshop woul d
need additi onal nmachinery for diesel repairs and so on. This would cost

a further $4000, and they al so needed working capital.

The Post War Reconstructi on Board agreed to nmake $2000 avail abl e,
partly in loan and partly in grant. This was of course not enough be-
cause they needed nore finance for the equi pnent, as well as for the
shed and the working capital. Mdst of the nenbers' share contributions

had been spent on travel and training and hardly any cash was |eft.

Shankar ao knew, however, that it was soneti nes necessary to act on
faith. Wthout really knowi ng where he woul d get the additional noney,
he ordered the machi nery that was needed and approached the Governnent
once again, asking for a piece of |land on which to construct their

bui I di ng, and for the necessary working capital.

Shankarao nmet officers in various Government Departnents and brought
pressure to bear on themthrough ex-servicenen's associ ati ons. He and
all the nmenbers called on a visiting politician, in order to persuade

himto use his influence on the devel opment agencies as well.

After a |l ong del ay, Shankarao received a letter inviting himto subnit
a further proposal to raise the additional finance. He prepared this
and subnmitted it to the Governnent, and after sone tine the Gover nnent
sancti oned an additional |oan of $5000, and al so approved a proposal to

provi de a conpl eted shed at noni nal rental.
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The Governnent official congratul ated Shankarao for his persistence and
loyalty to his nenbers, and said that the Governnent had decided to re-
| ease $500 i medi ately and the balance in sonme tine. He insisted, how
ever, that the Ex-Servicenen's Co-operative Wrkshop should start by
repairing tractors which were | eased to Governnent corporations in the
regi on. These corporations were well -known as sl ow payers, w th corrupt
and inefficient adm nistration, very few of them had tractors which
were working at all, and they were bound by fixed and out-dated charges
for repairs which were totally wuneconomic because of inflation.
Shankarao realised that he had to an extent been del uded by the Govern-

ment; he | ooked at the official and wondered what to do.

Assi gnment .

Shoul d Shankarao accept the Governnent official's offer? If so, or if

not, what should he do then?
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The Ex-Servicenen's Co-operative Workshop - Part D

Shankarao eventual |y deci ded provisionally to accept the offer, and
then to ask the nenmbers for their decision. He felt he had no right to
make this decision for them although he certainly did not want to re-
fuse the Governnent | oan since it was on generous terns, and he had no
i dea of how the co-operative would nanage to get into business w thout

it.

He returned to the Wirkshop, and found that a few of the nenmbers were
eagerly awaiting him He waited, however, until those who were away for
training could be present at a properly constituted neeting, and then
showed themthe letter fromthe Government, explained the offer and

asked for their coments. "Should we accept the noney", he asked, "and

do what they wi sh, should we refuse it or is there any alternative?"

Shankarao was not surprised when one or two of the nenbers suggested
that they should accept the | oan, and take the npney, but shoul d not
devote nmuch of their time to unrenunerative repairs for Governnment cor-

poration owned tractors. After all, they argued, the nmoney was nainly

on |l oan, and surely it was in the Governnent's interest as well as

their own that they should devel op a viable enterprise.

Shankarao and the others agreed that they would accept the | oan, but
woul d make no effort to obtain tractor repair business fromthe CGovern-
ment corporations. They received the noney, purchased the necessary na-
chi nery and occupi ed the building, and offered their services to pri-
vate farnmers, agricultural co-operatives and vari ous other organisa-
tions including the Governnent corporations. The Ex-Servicenen's League
in the area encouraged its nenbers to go to the Co-operative Wrkshop

and they soon had to admt new nenbers in order to deal with all their

wor k.

When the co-operative was asked to undertake wholly unrenunerative work
by the Governnment corporations, they nade excuses and clained that they
were too busy on other simlar work to offer reasonabl e delivery peri -
ods. Sone of the Governnment corporations' staff conplained, or even

threatened that they would ask the Governnent to withdraw its | oan un-



Il ess they received a "present", but Shankarao used his political influ-

ence to prevent themfrom doing this.

In five years, they had conpletely repaid the Governnent |oan, they had
saved five times their own original investnent fromtheir surplus, and
all the nmenmbers were earning far higher wages than they had ever re-
ceived in the arnmy, and far nore than they had ever dared to expect

outside. Ot her ex-servicenen set up affiliated co-operative workshops
in other regions. They formed a union in order to take advantage of
|l arge contracts, to purchase raw naterials and to provi de ot her ser-
vi ces whi ch the individual societies could not provide on their own,

and the whol e activity becane a najor novement in the area in only a

very few years.

Assi gnment

ldentify the main reasons for the success of the ex-servicenen's cor-

porati ve wor kshop.
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SESSION 10
SQURCFES COF F| NANCF
Chiective: To enabl e participants to identify and make use of ap-
propri ate sources of finance for new workers' co-oper-
atives.
Tine: 2 - 3 hours.
Material : Mat chi ng exerci se.
Session Giide:
1) Ask participants why nost suggestions for workers' co-operatives

arise; what particular resource, which is essential for their own

enpl oynent, are individual nmenbers unable to obtain on their own?

Partici pants may suggest technol ogy, narket contacts, nachinery or
raw materials. Stress that these can, to sone extent, be bought
wi th noney. Although many groups wongly suppose that noney is all
that they need for success, there is no doubt that npst new groups

are in urgent need of capital.

Al l ow participants up to ten mnutes to wite down, on their own,
as many different sources of capital as they can think of for a

new wor kers' co-operative.

Ask one participant for a suggestion; wite this on the chal k-
boar d/ ohp, and continue round the group, asking for one suggestion

from each partici pant.

The lists will clearly differ according to | ocal circunstances.
The following is one possibility; be sure to anend this, and the
subsequent matchi ng exerci se and sunmari es of needs in view of

| ocal circunstances.

a) Potential nenbers' own noney.
b) Their famlies' nopney.

c) Banks.
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d) CGovernnent assi stance.
e) Potential customers.
f) Potential suppliers.

g) Potential nenmbers' own earnings fromjobs they m ght take be-

fore actually starting the society.
h) Local or international voluntary organisations.
i) Wealthy individuals who wi sh to hel p.

j) Community contributions in kind.

Ensure that all participants have copied the |list of possible

sour ces.

Di stribute the matchi ng exercise. Divide participants into groups
and allow themup to one hour to nmatch each proposed workers' co-
operative with the npost appropriate formof finance. Stress that
several options are available and it is unlikely that a society
woul d be funded fromonly one source. For the purposes of this
exerci se, they should choose the source which they would recom
mend shoul d be approached first but should al so recogni se that

there are no right or wong answers in decisions of this sort.

Reconvene the class and ask each group to read out its sugge-

stion. Do not at this stage ask for reasons, or for comments from
ot her groups, but list the suggestions in a table of the foll ow ng

formin order to reveal where differences of opinion exist:
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Society

10 X

The suggested answers given above should not, of course, be given
to participants. They are given as one possibility, but partici-

pants may be able to justify a quite different set of natches.

Ask representatives of the groups which differ fromthe majority
to give their reasons. Encourage discussion, and ensure that dif-

ferences are not caused by mmj or mi sunder st andi ngs.

Encour age participants to support their decisions by reference to
real l|ife-experiences known to them Even if it is not possible to
refer to actual exanples of workers' co-operatives being funded
fromthe respective sources, refer to particul ar exanples of |oca

banks, vol unt ary organi sati ons, Governnent agencies, potenti al
custoners, suppliers and so on. Discuss with partici pants how
these institutions, and known individuals in them would be |ikely
to respond to requests for assistance froma group which w shed to

start a new workers' co-operative.

Ask participants, individually or in groups, to wite down briefly
why each of the proposed sources of funds might be willing to fund

a new workers' co-operative

- What have they to gain from such a transaction?



What needs of theirs will it satisfy?

- How can the potential menmbers of a proposed new group present
their application in order to show how it will satisfy these

needs?

Dependi ng on the time avail abl e, individual participants or groups
may deal with all ten sources, or with one or nore each. All ow
about ten ninutes for determ ning the needs of each particul ar

source.

Ask a group's representative or an individual participant for his
or her suggestions as to what needs potential nenbers of a new
group such as the Hopeful Wavers, are thensel ves concerned to
sati sfy when considering contributing their own npbney to a propo-

sed society of which they will be nenbers.

a) Potential nepbers' own noney

Stress that advisers, or |eaders of new groupi ngs, nust anal yse
this source as carefully as any other since they nmay have to

per suade nenbers to contri bute.

I ndi vi dual nenbers want secure and renunerative enpl oynent, but
they may al so want to assure thenselves that they will not |ose
their noney if the venture fails, and that they are not being

asked to contribute nore than anyone el se.

It is advisable to speak to nenbers altogether as well as in-
dividually in order to nake sure they realise that the sanme is

bei ng asked from each of them

Potential nembers' willingness to contribute funds is a test of
their sincerity, but it is not unreasonable to show that what
is to be purchased with their noney can be sold and the noney

refunded, if this would i ndeed be possible.

Ask anot her participant or group representative to answer the sane
question for the potential nenmbers' fanilies and ot her sources.

The foll owi ng suggestions nay be used as a guide, but participants

may have equal |y appropriate suggestions of their own.



b)

c)

d)

Sheet 3

Menbers' families - (2) The Young Reforners

They want secure enploynent for their sons or daughters, and to

"keep them out of trouble".

Potenti al nmenbers thenselves, and their |eaders, should there-
fore stress the wholly reputable nature of the proposal to
their famlies, and refer to any noteworthy Government or high

ranki ng connections to denonstrate their bona fide.

Banks - (9) The |l anded Poor

Bankers denmand i nterest and the security of land in case of de-

fault. They al so want to denpnstrate their social concern

Any political contacts should al so be exploited, particularly
if the bank is foreign and its staff are anxious to denpnstrate

their local conmtnent to devel opnent.

Governnent assistance - (3) "The Village Processors"

The Governnment wants to |limt urban drift and associ ated un-
rest. Individual Governnent O ficers who are responsible for
approving applications fromco-operatives want to show they are
doing a good job, and at the sane time to mnimse their own

time and trouble spent on them
The application should be prepared after consultation with of-
ficials, so that it can be subnmtted to the appropriate approv-

ing authorities without further work.

Potential custoners - (6) The Free Foresters

The furniture manufacturers want reliable and econom cal sour-
ces of tinber, and may al so want to denpbnstrate their concern
for local institutions and enterprise. They may be willing to

make advance paynents or deposits to the new group

Applications for these concessions should stress the technica
skills of menbers, and shoul d assure the conpani es that they
will repay any advances if the goods are not delivered. It is

al so wise to ask custoners for their advice in producing the



product, since the nore they are involved in the work the nore

likely they are to support the society.

Potential suppliers - (1) The Hopeful \Wavers
The new mll will be anxious to secure custoners for their
yarn. Its owners may be willing to give generous credit which

is, in effect, a |oan

They nay well treat such advances as trade credit, rather than
as loans, and the initial application should be addressed to
the marketing rather than to the financial departnent. Stress
the good publicity that suppliers will gain if their products

are used by the new co-operative, with its prestigeous support.

Earnings fromfuture jobs - (8) The Skilled Mchanics

Even i f the nechani cs have no noney when the Society is first
bei ng consi dered, they may be able to raise funds as well as
acquire necessary skills by taking appropriate paid jobs with
garages and | earni ng di esel nmi ntenance for a period before

starting their co-operative.

Potential nenbers nay regard this as an unnecessary del ay.
Stress that the society will be theirs and theirs alone if they
contri bute the noney thenselves. In addition, the skills they
can obtain and contacts they nake will be useful both for the
proposed society and to help themfind jobs in the future if

they wish to do so.

Wmen with chil dren, whose husbands are bei ng "expl oited" by
foreign conpanies, are priority "targets"” for |ocal or interna-
tional voluntary organi sati ons who are generally seriously con-

cerned to help particularly negl ected groups of people.

Applications should be clear and very sinple, stressing that
the group will be denobcratically constituted, and denonstrating

that the proposed society will achi eve social goals all ow ng



Sheet 4

the menbers to hel p thenselves by their own efforts, and al so
by the “"spread effects”, to benefit other suppliers and

cust oners.

i) Wealthy individuals - (7) The Youthful Hone Carers

The politician has contacts with individuals who may be willing
to help, and these are often a negl ected source of assistance.

If they can be identified, they may be anxious to gain the sa-
tisfaction of hel ping others to achi eve the success they them
sel ves have achi eved. Their success has been based on their own
initiative and enterprise; they often wish to encourage others

to do |likew se

The initiative of the group should be stressed, and wealthy in-
dividuals nay also be interested to ingratiate thenselves with

the Government or political powers.

j) Community contributions in kind - (10) The Co-operative School

The Conmmunity will benefit fromthe school; there are "under-
used" buildings in nmost towns and vill ages, and many fanilies

have at | east one or two chairs or tables they can contribute.

Peopl e who contribute in kind in this way will not "feel" the

cost in the sane way as if they gave cash. The school will have

a permanent tangible rem nder of their generosity.

Contri butors may expect to have sone influence on the school's

policy, and to earn respect in the community.

Speci fic suggesti ons on preparing and presenting proposals for co-
operative ventures are given in MATCOM s trai ni ng manual s on
Fi nanci al Managenent, Managenment of Larger Agricul tural Co-operat

ives and Project Preparation and Appraisal. Stress that while the
techni ques are inportant, the basic skills of selecting the right
"target", and appealing to its needs, are nore inportant than any

technical skills of project preparation.


katherine
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Assi gnment

Read the followi ng brief descriptions of groups who are proposing to
start workers' co-operatives. Decide which one of the sources of fi-
nance whi ch have been listed in the session is the first one you would

recommend for each group, and match each of the sources to one group.

It may be that several alternatives are possible; determ ne which you
bel i eve to be the npbst appropriate, even if it would in fact be conbi -

ned with others, and be prepared to explain why you believe this to be

SO.

Society 1: The Hopeful Wavers

A group of very inpoverished, independent part-tine weavers wi sh to
start a workers' co-operative in order to pool their resources and to
obtain better access to raw naterials and to better nmarketi ng opportu-
nities. There has for sonme tine been a critical shortage of yarn for
weavi ng, but a newnill will very shortly be starting operations, gene-

rously funded by foreign investors.

It is believed that there may in fact be a surplus of yarn once this
mll comes into production, and existing suppliers and the investors in

the new nill are said to be somewhat concerned about the possibility of

over-supply.

Society 2- The Young Reforner

A | arge nunber of unenpl oyed young people from ni ddl e-class fanilies
have been associated with violent crines, drug trafficking and ot her
associ ated soci al problems. One group of young nen and wormren, nmany of
whose friends have been involved in crimnal activities, have deci ded
to start a workers' co-operative in order to becone i ndependent and to

ensure that they do not fall into the sane dangerous habits.



Society 3- The Village Processors

People are "drifting" to urban areas in enornobus nunbers, in search of
jobs, while rural areas are bei ng denuded of their nobst energetic
peopl e. Consi derabl e public concern has been expressed about the prob-
lem and the authorities are under pressure to take steps to alleviate
it. A group of young people fromone rural village plan to start a

wor kers' co-operative to process |ocal agricultural produce.

Society 4- The Deserted WMbthers

Most of the nen from one under-privileged group are in another country
working in the mnes, and many of them have deserted their w ves and
famlies and no |l onger provide themw th any support at all. The wonen
are desperate and nany are unable to feed their famlies. A group of
t hem propose to set up a workers' co-operative to manufacture and
mar ket jans and preserves nmade fromlocal fruits, using traditiona

reci pes they have for many years practised at hone.

Society 5: The ldle Rich

A group of educated, unenpl oyed young peopl e has decided to set up a
wor kers' co-operative offering translation, tutorial and simlar ser-
vices. They appreciate that they are relatively well off by |ocal stan-
dards. A nunber of them for instance, own notorbi kes or even cars, and
m ght continue to enjoy their enforced | eisure w thout undue distress.

Thi s group, however, have concluded that they must ultinately find a
way of supporting thenselves and are determned to set up their society

as soon as possi bl e.

Society 6: The Free Foresters

Forest resources are beconing increasingly scarce, and the Governnment
is enforcing strict regul ati ons governing the cutting down of trees
wi t hout permi ssion. This has led to a severe shortage of wood in the
very inportant |local furniture industry, but the Governnent feels that
the policy is necessary. A group of individual pit-sawers who |live
near the forest have been prevented by the new regul ati ons from conti -

nuing with their traditional work. The Forest Authority has encouraged
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themto cone together to forma workers' co-operative and start a
modern sawnill. They will be given a reasonably generous all ocation of
tinber, including sone of the all ocations which were previously held by

alien sawmllers.

Society 7- The Youthful Hone Carers

A group of young people who have failed to enter the university and
have al so not succeeded to obtain enpl oynent despite many attenpts,

have decided to start a workers' co-operative, providing hone services
such as | awn- and garden-care, house painting, repairs and ni ght secu-
rity. They have been encouraged by a local politician, who is always
anxi ous to hel p people who are comritted and who display initiative in
their willingness to help thensel ves. He has a nunber of good connec-
tions with industrialists in the community, but is unwilling to try to
obtain any preferential treatnent for the new group from Governnent or

other official sources. He has, however, pronised to do whatever he can

to help themin other ways.

Society 8 The Skilled Mechanics

A nunber of young men who have received vocational training in vehicle
mai nt enance have decided to start their own workers' co-operative, ra-
ther than to work for other people, although they are confident that
they could get jobs in other garages. There is a particularly heavy de-
mand for diesel repair services, but the centre they attended did not
of fer diesel training. The extra skills should not be too difficult to
obtain on the job, but they feel that the society should be able to

offer diesel repairs fromthe very first day it opens.

Society 9:- The landed Poor

A group of farmers whose | and hol di ngs are barely | arge enough to en-
able themto feed their famlies, have decided to rent out the land to
others and to forma workers' co-operative offering construction and
agricultural contracting services, using their existing skills. They do
not wish to sell their land, as it is very valuable and has been in
their famlies for nany generations, but they have no other source of

noney.



Society 10: The Co-agperative School

A nunber of young people who had benefitted from educati on wi shed to
start a school as a workers' co-operative in their hone area, to be

owned and staffed by thensel ves, the teachers. They needed pren ses and

furniture, in addition to the books and ot her teaching material.
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SESSION 11
CRITFRIA FOR MFVBFRSHI P
(hjective: To enable participants to identify the appropriate cri-
teria for nmenmbership in a workers' co-operative
Tine: 2 - 3 hours.
Material Debating Briefs X and Y.
By-laws of |ocal workers' co-operatives
Session Giide:
1) In many countries the full range of options covered in this ses-

sion may not be available. It is inportant to amend the debating
briefs, and the session itself, in order to elimnate any options
whi ch are not available, and to include any which are avail able

but are not covered in the nateri al

Rem nd participants of the previous sessions, and of the condi-
tions necessary for the success of workers' co-operatives. Can the

menbers of . a new society, or anyone advising them ensure that it
wi || succeed by choosing appropriate regul ations, by-laws and |e-

gal forns?

Clearly rules alone cannot ensure success; groups with no clear
regul ations at all have succeeded, while others with nost neti-

cul ously drafted constitutions have fail ed.

Appropriate rules can, however, nmake it easier for a co-operative
to succeed. Many problens ari se because nobody thought about the
details in the early stages, and m sunderstandi ngs ari se which

coul d have been prevented.

Many countries already have a set of regulations for workers' co-
operatives, while others nmay only have rules for other types of
co-operatives, such as consuner societies or agricultural service
co-operatives. Ask participants why these nay not be applicable to

wor kers' co-operatives.
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The nenbers of a consunmer or service co-operative are its cus-
tomers, whereas the nmenbers of a workers' co-operative are its
workers. Their rights and responsibilities are clearly very
different.

Wor ker groups may therefore have to make up their own regul ations,

or they may find thenselves in difficulties, since there may be
only one legal formavail able.

Ask participants how a group of workers who wish to forma co-op-
erative can formalise their existence wi thout having to conformto

a wholly inappropriate set of regulations. Is there any way in
whi ch they can design a constitution nore suitable for their own

pur poses?

It may be possible to choose a quite different I egal form
whi ch can neverthel ess be adapted so that it will be very sim-
lar to a co-operative. Refer to Session 2 and rem nd partici-

pants of the various forms of organisation that are avail able.

A limted conpany, a partnership or an association can be consti -
tuted in such a way that it closely resenbles a co-operative. This
is not perfect, but it may be preferable to co-operative regul a-

tions which are inappropriate for a particular group.

The participants in the course may be enpl oyed by a Co-operative
Departnment and may be conpel l ed to advise new groups to conformto
| ocal regulations, even if these are not wholly appropriate. |f
this is the case, discuss the problens, and elicit appropriate
suggestions for how they nmight be overcone.

The actual details of the regulations and the form of organisation
that is chosen will differ fromone country to another. There are,
however, a number of issues which nust be settled. Warn partic

pants that they are to have a debate on a selection of these which

are relevant for workers' co-operatives in their countries.

Participants will be expected to argue for noni nated positions,
whi ch may not necessarily be the views they would personally pre-

fer. This should enable themto appreciate both sides of each ar-
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gurrent, since there are advantages and di sadvant ages to each side.
Menmbers of a workers' co-operative, their | eaders and their advi-

sers nust, if possible, select the best alternative in terns of:

- the country's regul ati ons;
- the nature of the proposed enterprise;

- the circunstances of the particul ar group

Di vide participants into an even nunber of groups, each consisting
of between three and six nenbers. G ve Debating Brief X to one set

of groups and Debating Brief Y to the other set.

Dependi ng on the nunmber of participants, the tine avail able for
group di scussion and the actual debate, allocate to each group one
or a nunber of issues fromtheir brief. The debating brief requi-
res groups to argue for views which are not necessarily consistent
with one another. This is deliberate, in order to force partici-

pants to see both sides of each issue.

Al'l ow the groups twenty mnutes to prepare their case for each
proposition. Then reconvene participants, and ask a representative
of one group with Brief X to present their opening argunents for
item(a), for not nore than two and a half minutes. Point out that
this is an exercise in brief and concise presentati on and ensure

that participants keep strictly to the tine all owed.

Allow a group with Brief Y to present their opposing view for item
(a) for a further two and a half mnutes. The debate shoul d then
be open to contributions fromany participant outside the two se-

|l ected groups for a further five ninutes.

The issue should then be put to the vote. Participants shoul d not
at this stage refer to particular circunstances when one or other
view nay be nore appropriate, but should deliberately present a

bi ased vi ew.

After the debate, ask participants to suggest situations when each
vi ew shoul d be preferred. List them on the chal kboard/ ohp, and

then proceed to item (b) frombrief X and item (b) frombrief Y.



Continue in this way until each issue has been debated, and the
rel evant situations identified for which each point of viewis ap-

propriate.

It is inportant that the arguments in favour of each view, and the
circunstances favouring it, should be relevant to workers' co-op-
eratives in the conditions actually faced by participants. The
foll ow ng suggestions are nerely indicative, and should be changed

and supplenented to reflect |ocal conditions.

(a) ALL workers in a co-operative nust be menbers

In favour

- This avoids two classes of nenbers, with different objec-

tives and protects the honogeneity of the group.

Al'l workers can participate in managenent, and achi eve ge-

nui ne unity and denocracy.

Expl oitati on can be avoi ded.

Appropri ate when:

- Potential nmenbers have all the technical and nanageri al

skills necessary for successful operations.
- The market denmands are not likely to vary substantially.

- The group does not wish to over-expand very quickly.

Agai nst :

- The co-operative cannot respond to changes in dermand by
i ncreasi ng or decreasing the workforce, and may suffer
heavy | osses if the workforce has to be maintai ned when

there is not enough for themto do.
- The co-operative cannot take on part-tine workers.

- The co-operative cannot nake use of the services of
qual ified specialists who may be willing to work for the
group but who do not want to be nenbers for one reason or

anot her.

This all ows prospective nenbers to "try out" the society

wi thout committing thensel ves to menbership
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| nappropriate when:

- There is likely to be a need for specialised skills, tem

porary or part-tinme workers.

Workers and only workers can be nenbers.

In favour:

- Qutsiders cannot use the co-operative for their own purpo-

ses without contributing their time to it.

- Al the menbers are fully comitted and share the sane ob-
jectives, and problens of |ack of interest or commtnent

are reduced.

-  People who stop working for the society have to give up
menber ship. This prevents the devel opnent of an externa

hostil e group, who stop working but continue to interfere.

- Peopl e who do not depend on the society for a living, and
who are not conmtted to its success, cannot have a voice

in its management and cannot gain fromits success.

Appropriate when

- There is not likely to be a need to recruit the services
or 'support of people who are either not qualified or would

not wish to be nenbers.

Agai nst :

- The society cannot enlist the genuine conmtted support of
wel | -wi shers, advisers and benefactors who may wi sh to

join but cannot work for the society.

Peopl e who wish to play a major part in initiating and
founding the society, but who cannot work in it, cannot
play a full part either at the beginning or subsequently.

| nappropri ate when:

- The society is likely to need commtted support or founda-

tion assistance fromnon-workers. (In some countries there
are special regulations for non-working founder nenbers as

a special group, who nust resign at a specific period
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after the society has been fornally constituted. No other

non- wor ker nenbers are permtted.)

The society should restrict new nenbership through qualifi-

cati ons, age, a probationary period or an absolute limt on

nunbers.

In favour:

The fruits of success shoul d not be indiscrimnately
avail able to those who do not suffer in the early strug-

gl es.

The co-operative spirit developed in the early stages of a
wor kers' co-operative is the best foundation for the fu-
ture, and the unity of the society is likely to be broken
if others who have not shared in this experience, join at

a |l ater stage.

A society can easily grow too big to be genuinely deno-

cratic and fl exible.

There shoul d be as nany "excuses" as possible to all ow
exi sting nenbers to exclude new applicants who they fee

woul d not be conpatible in a personal sense.

Appropri ate when

The nmenbers do not wi sh their society to grow rapidly.

There is unlikely to be a rapid need for extra workers or

menber s

Wor ki ng non-nenbers are permtted.

Agai nst :

Open nenbership is a fundamental principle of co-opera-
tion, which should aimto hel p everybody and not be excl u-

sive.

Restricted nenmbership discourages potentially valuable

peopl e from applying to join.

nappropri ate when:

Rapid gromth is likely and desirable.
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New and different skills are likely to be needed as the

soci ety expands.

(d) Menbers should not be allowed to be nenbers of trade unions

In favour

Trade unions traditionally serve the interests of workers
against their enployers. Menbers of a workers' co-opera-

tive are workers and enployers at the sane tine.

It is difficult for people to be loyal to two different
organi sations, particularly if they have different objec-

tives.

Trade uni on nmenbers may demand job denarcation, mninimm
wages or other conditions of work which are unsuitable for

a workers' co-operative, particularly inits early days

Appropri ate when

- Local trade unions have a tradition of confrontation

rather than co-operation with managenent.

- Local trade unions are thensel ves exclusive and denmand to-

tal loyalty fromtheir nenbers

- Some nenbers are unlikely to be associated with trade
unions, and might therefore clash with menbers who are

al so nenbers of unions.

Agai nst:

- Trade union nenbers are often the nost skilled people in
their trade; a workers' co-operative should not deprive

itself of their contributions.

Trade unions are often very powerful, and their support

can be of great value to a struggling new society.

- Trade union nenbers often enjoy benefits such as health
services, insurance and other protection which a workers

co-operative cannot afford to provide



| nappropri ate when:

- Trade unions are very strong, and include npost of the
skilled workers in the activity undertaken by the new co-

operative.

- Trade unions enjoy general support from Government and na-
nagenent, and try to work for general devel opnent rather

t han sectional interests.

Briefly summari se the concl usi ons of the "debate"; are partici-
pants' concl usi ons, as expressed by their votes, consistent with
| ocal regul ati ons and practice? Ask participants to conpare the
situation of workers' co-operatives with which they are associ at ed
with the list of situations where one or the other view is appro-
priate. Are the co-operatives adopting regul ati ons which are |i-
kely to help rather than hinder their survival and profit? If not,

how can they be hel ped to change?

Di stri bute copies of by-laws of |ocal societies, or, if these are
unobt ai nabl e, ask participants to describe the nenbership criteria
used by societies with which they are famliar. If these are in-
consistent with participants' conclusions fromthis session, re-
m nd them of the need to consider anendi ng by-laws, or even of al-
ternative forns of organisation. Stress that it is vital that the
by-1 aws of any workers' co-operative should be franmed in accor-
dance with its particular situation, and not according to any po-

litical dogna.
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Bel ow you will find a nunber of statenents, advocating certain regul a-
tions regardi ng the nenbership of a workers' co-operative. Prepare a
concise two and a half mnute presentation in favour of the statenents
whi ch have been allocated to your group. You may not agree with all the
statenents, but your group's chosen representative nust neverthel ess be
prepared to present and defend the case for your allocated statenent(s)
agai nst anot her group who will be presenting the opposite point of

Vi ew.

(a) Everyone who works in a workers' co-operative must be a nmenber of

that co-operative

(b) A workers' co-operative should not confine menbership to those who
work in it, but should also admt others who can nmake sone contri -

butions even if they do not work in the society.

(c) The original nenbers of a workers' co-operative should restrict
new applicants by specific requirenents in terns of age, qualifi-
cations, a probationary period and/or an absolute limt of num

bers.

(d) Menbers of a workers' co-operative should also be permtted to be

menbers of an appropriate trade union.
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Debating Brief Y

Bel ow you will find a nunber of statenents, advocating certain regul a-
tions regardi ng the nmenbership of a workers' co-operative. Prepare a
concise two and a half mnute presentation in favour of the statenents
whi ch have been allocated to your group. You nay not agree with all the
statenents, but your group's chosen representative nust neverthel ess be
prepared to present and defend the case for your allocated statenent(s)

agai nst another group who will be presenting the opposite point of

Vi ew.

(a) A workers' co-operative should allow sone people who are not mem

bers to work in it.

(b) A workers' co-operative should only adnmit those who work in it for

menber shi p.

(c) After it has been established, nenbership in a workers' co-oper-

ative should be open to all.

(d) Menmbers of a workers' co-operative should not be permitted to be

menbers of a trade union at the same tine.
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SESSION 12
REG STRATI ON, BY-1 AWS AND RFGUI ATI ONS
Chi ective: To enabl e participants to guide nenbers of new workers
co-operatives through the procedures necessary for for-
mal registration.
Tine: 2 - 3 hours.
Materjal Speci men Application for Registration.
Speci men Mbdel Rules, "I COM 1982"
(These speci mens have been provided by the courtesy of
I COM - Industrial Conmon Omnership Moverent, Leeds,
U K They shoul d be replaced or at |east supplenented
by | ocally equival ent docunents and exanpl es of by-Iaws
of local co-operatives.)
Sessi ide
1) Ask participants to suggest why formalities such as registration

and by-laws are necessary; why should it not be possible for a
group of people who want to work together, such as the Ex-Service
men in the case study in Session 9, to do so without the adm nis-
trative burden, del ays and expense involved in official proce-

dures?
Elicit suggestions such as:

- Menbers need to know exactly what their rights and responsibi -

lities are.

. Disagreements will arise even in the nost friendly and cohesive
groups; by-laws reduce di sputes because they state exactly what

can and cannot be done.

. Co-operatives have often been exploited by unscrupul ous nem
bers; registration, by-laws and the acconpanying reports

provi de sone protection against this.

. The co-operative will have to deal with the outside world as
suppliers and custoners. Qutside organi sations and individuals
must know whom they are dealing with, who is responsible and
for what.
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By-laws are usually based on the accunul at ed experience of |o-
cal and ot her groups, over many years and in many countri es.

They can help a group to avoid the m stakes nade by ot hers.

- Governnent or other support may be avail able for co-operatives;
there have to be sone clear criteria as to which organi sations

are eligible for such support.

In spite of these good reasons, nany groups are reluctant to adopt
formal by-laws and to go through the other formalities involved in
registration. Ask participants if they have encountered such re
| uctance; why shoul d people be unwilling to conformto formalities

whi ch are designed mainly for their own protection?

- They may not understand the reasons for the fornalities.

- The procedures may involve delays which will danage the future

of the group.

- Registration may involve expensive fees, legal costs and tra-

vel .

The record of officially regi stered co-operative societies my
be di scouragi ng; a new group nay wi sh to disassociate itself

from past failures

- The regulations nmay require the group to conformto onerous
rul es such as havi ng cheques countersigned by Governnent offi -

cials.

- The group may fear that official registration will lead to the

Governnent attenpting to "use" themfor political purposes

- The requirenments may be inpossible for the group. There may,

for instance, be a m ni mum nenbership rule which is "too high".

Ask participants to suggest how they can overcone such rel uctan-
ce. Stress that they nust first attenpt to find out which of the
above reasons, or others, underlies the group's reluctance to
register. An adviser who nmerely demands regi stration as a condi -
tion of assistance or who states that the group will be breaking
the law if they do not register will pernmanently danage the

ent husi asm and commitment of the group
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The regulations may allow probationary or pre-co-operative

regi strations, which is easier to obtain.

The advi ser should help the group with the procedures, and
shoul d "bridge the gap" between them and the official bureau-

cracy.

The advi ser should hinself be quick and efficient, and should
encourage other officials in the Registration Departnment to be-

have simlarly.

The advi ser should act as the representative of the group in
t he Departnent, and should prevent political or official inter-

ference and bureaucratic del ays.

The advi ser should ensure that the group are fully aware of
their rights and responsibilities, and should hel p t hem when
necessary to draw up by-laws which are genuinely appropriate

for their particular circunstances

Ask participants to imagine thenselves to be a banker, a |andl ord,

a supplier or a custoner who have been approached by a new group

wh

ch intends to establish sone sort of business relationship with

them Wat questions woul d such peopl e ask about the group, as a

basis for discussing the details of whatever relationship was pro-

posed?

Eli

cit suggestions of questions such as the followi ng, and suma-

rise themon the chal kboard/ ohp

What will the new organisation be called?

Wiere is it going to operate?

Wiat is it going to do?

Who are the nmenbers?

Who will be in charge?

Wiere are they going to get their capital fronP

What will stop the group from di sappearing with their noney?

Distribute copies of the "Application for Registration - Form A"

or,

preferably, a locally equival ent document. Ask participants to

read it through. Go through the questions already |isted on the



chal kboar d/ ohp, and show them how itens (a) to (n) in this appli-
cation registration are in fact providing answers to this type of
question. Ensure that participants understand the necessity for

| egal | anguage, and the real neaning of the various itens.

Di vi de participants into groups of not nore then five nenbers
each. Distribute copies of the Speci nen Model Rules, "I COM 1982"

or preferably, local sets of by-laws, and allow the groups up to
sixty minutes to read the by-laws, and to be prepared to present

to the participants:

Any questions about the neaning of the rules which they have

been unable to answer within their group

- An explanation of why each rule is included, in | anguage which

a proposed society's nenbers would be abl e to understand.

Reconvene partici pants, and ask the groups first to share any
probl ems of understandi ng which they may not have been able to
settle. Elicit explanations from other groups, where possible, and
ensure that these are in sinple | anguage. They should, if appro-
priate, be translated into | ocal vernacul ar tongues, rather than

official |egal |anguage.

Ask the groups in turn to explain, in sinple | anguage as before,
the reasons for each of the rules nunber 1 to 21. Many of these
are sel f-explanatory, but the instructor should of course, in ad-
vance of the session, ensure that he or she clearly understands
the neani ng and reasons for each of the rules in the specinen, or

the | ocal exanple which should be used instead, if possible.

The foll owi ng points may be useful to help explain sone itenms of

the | COM rul es:

Rule 2: The objects should be descri bed as wi dely as possi bl e,
since it is not appropriate for any new enterprise to be prevented

from graspi ng new opportunities, or dropping redundant activities.

Rule 5: The shares carry no right to dividend or bonus in
thensel ves, al though nenbers may receive dividends or bonus as a
result of their work. This is to ensure that a nenber who has not

wor ked for sone reason, cannot claima dividend.
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Rule 6: Founder nenbers, who will not be enployed by the co-opera-
tive, are sometines necessary in the early stages. This rule al-
lows themto be tenporarily associated with the co-operative, and
ensures that they cease to be nenbers as soon as it is properly

est abl i shed.

Rule 6(b): The actual qualifications for menbership will include
rulings on part-time workers, |ength of enploynent and so on. Most
wor kers' co-operatives denand a probationary period of, say, one
year, for new nenbers, once the co-operative has started opera-

tions.

Rule 8: This ensures that people who are di smissed from enpl oynent
in the co-operative, either because of m sconduct or because there

is no work for them cease to be menbers.

Rule 9: |t is very difficult for any new organi sation, and in par-
ticular workers' co-operatives whose nenbers are not rich, to
raise capital. This rule allows nmembers and others to | end npney
to the co-operative; the interest rate limts are included to
avoi d nenbers payi ng thensel ves excessive interest on their |oans,

but nmay be anended to all ow higher interest to be paid to outside

| enders, if this is necessary.

Rule 12 The tinme limt for the Annual General Meeting ensures

that the accounts are prepared by that tine.

Partici pants should note that the rules do not |ay down how the
bonus shoul d be cal cul ated, or what proportion of the profits

shoul d be used for each of the three purposes (a) to (c).

Simlarly, Rule 6(b) does not state exactly what nenbership quali-
fications should be, Rule 8 does not list the reasons for dism s-
sal, Rule 10 gives very wide linmts to the nunber of conmnittee

nmenbers and so on.

"Model " rules of this sort cannot be specific on these and ot her
i ssues, because nenbers' w shes, and the situati on of each group,
will differ. The rules provide a framework, and show nenbers of a
new wor kers' co-operative which decisions they have to make for

t hensel ves.



Detailed rulings of this sort can be incorporated in the by-Iaws;

ask participants why this may not always be desirable, even if it
is possible:

- The rules nust be in proper |egal |anguage, to avoid any amnbi -

guity. Lawyers may be needed, who cost noney and take tine.

- If the by-laws are quite different for every workers' co-opera-
tive, particular items may be onmitted. Mdel rules have the ad-

vantage that everything is covered, even if not in any details.

The nmenbers may not be in a position to decide in any detail on
various issues at the early stages of a co-operative, but they
must have by-laws as a condition of registration and as a basis

for their initial operations.

The details of regulations may and often should be changed with
changing circunstances. It may be administratively difficult to
change the by-laws, which are the |egal basis of the whole ope-

ration, every tine a change in detailed regulations is needed.

Ask participants to describe any additional information or docu-
nents that may be needed for registration. The regul ations differ

fromone country to another, but in sonme countries the follow ng
are demanded as well as by-I|aws:

- The signature of a "sponsor" which nay be an establi shed
organi sation, or responsible individual, who vouches for the
seriousness of the group. This does not usually invol ve any

| egal guarantee, but is Iike a reference for soneone seeking a
j ob.

- Evidence, such as a bank receipt or pass book, that shows that

menbers actually have coll ected and deposited their initia
subscriptions in the name of the proposed co-operative. In sone
cases, the name cannot be used until registration is conplete

A bank can wusually arrange a tenporary name in these
ci rcumst ances

- The signature, or other evidence froma co-operative officer or

ot her recogni sed official, stating that he has exam ned the ap-

plication, and recomends registration.
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Thi s session has concentrated on | egal requirenents and procedu-
res. Renind participants of the conditions for workers' co-oper-
atives' success which were evolved earlier in this course. To what

extent are the official regulations consistent with these condi -
tions, and how can participants, as advisers, ensure that the ini-
tial enthusiasm and conmitnment of any group is not weakened by the

need to conformto regul ations?

- They should avoid threatening a group with by-laws and regul a-
tions, but should at the sane tinme use the |l egal requirenents

to stress the seriousness of what the group is undertaking.

- They should not wite the by-laws for a group, but should work
with them so that they understand the decisions that they nust

make for thensel ves.

- They can use the tasks of mmking decisions, collecting lists,
submitting documents and so on as ways of testing and devel op-

ing the commtnent of the group and its |eadership

Many groups are full of initial enthusiasmbut weak on details
of what exactly they are going to do and how. If they have to
decide on rules for thenselves, this will help to "bring them

down to earth".

- Oficial registration confers status and recognition. An
advi ser can use this as a nmeans of enhancing the confidence of
any groups who nmay be nervous and unsure about what they can
do.

Participants may be tenpted to regard registration as an end in

itself, particularly if they are under pressure to pronote certain
nunbers of co-operatives every year, and a registered co-operative

can be "counted" towards the target.

Stress that registration is only a nmeans to an end; in many coun-
tries, worker groups have had to find alternative forns of organi-
sation, and the very term "co-operative" has acquired a bad repu-
tation, because of CGovernnent interference, bureaucracy and poli-

tical manipul ation.

Parti ci pants should use registration in working towards the goa

of establishing genuine self-sustaining workers' co-operatives. I|f



they do this effectively, they will find that it will help themto
hel p nore groups to establish thenselves, and thus to achi eve

their targets and satisfy their enpl oyers.
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INDUSTRIAL AND PROVIDENT SOCIETIES ACT 1965

Application for the registration of a society, pursuant to section 2 of the Act
To the Central Office of the Registry of Friendly Societies
1. We, the undersigned, being seven members and the secretary of a society hereby apply for the registration of
the society under the Industrial and Provident Societies Act 1965 under the name HARDWORKCO’OPER-ATWE
................................ S D@Cl m enlented and herewith send two printed copies
of its rules, both of which copies are signed at the end thereof by each of us.

2. The rules contain provisions in respect of the matters mentioned in Schedule 1 to the Act as follows. —

Matters to be provided for Number of rule
(n) The name of the society. (a) /
(b) The objects of the society. (2] 2
(¢) The registered office of the society, to which all communications and notices (©) 4

to the society may be addressed.

(d) The terms of admission of the members, including any society or company @ é, 7: 8
investing funds in the society under the provisions of the said Act.

(¢) The mode of holding meetings, the scale and right of voting, and the mode () 10,1,12,17
of making, altering or rescinding rules.

(fy The appointment and removal of a Committee of Management (by the name 163) /10 [C)
of ) and of managers or other officers,
und their respective powers and remuneration.

{¢} The maximum amount of interest in the shares of the society which may be @ 5
held by any member otherwise than by virtue of section 6(1) (a) (b) or (¢) of
the said Act.

(h) Whether the society may contract loans or receive money on deposit subject (h) 9
to the provisions of the said Act from members or others; and, if so, under
what conditions, under what security, and to what limits of amount.

(/)  Whether the shares or any of them shall be transferable, the form of transfer () 5
and registration of the shares, and the consent of the committee thereto;
whether the shares or any of them shall be withdrawable, and the mode of
withdrawal, and the payment of the balance due thereon on withdrawing
from the society.

(i) The audit of accounts by one or more auditors appointed by the society in ()] /5
accordance with the requirements of the Friendly and Industrial and Provident
Societies Act 1968.

(ky Whether and, if so, how members may withdraw from the society, and k) 8, / 9
provision for the claims of the representatives of deceased members or the
trustees of the property of bankrupt members, or, in Scotland, members whose
estate has been sequestrated, and for the payment of nominees.

() The mode of application of profits. 0) /9
(m) The custody and use of the society’s seal. m 16
(n) Whether and, if so, by what authority, and in what manner, any part of the (n) /3

society’s funds may be invested.




Signatures

of Applicants Full Names Addresses
/ [BLOCK LETTERS] [BLOCK LETTERS]
1. Ronaro. LAke . ... . 12, CLOUD LANE. ...
RAINWORTH

Signature of Full Names & EORGE MEREDITH RIWVERS
Secretary. // ] 3
. CANAL STRegeT
Address ...« AN g s
G s
.................. RAINWORTH e
Date.....It&4 | 12%173?

Name and address to which communications are to be sent:—
_HARDWORK Co-OPERATIVE L4 4z CANAL STREET , RAWwWoRTH

Where a (reduced) fee is to be paid because the rules accompanying this application are the model
rules of a promoting organisation and the application is being made through the organisation, that
organisation should endorse this form in the space below before it is sent to the Central Office.



Session 12

Sheet 6

ICOM 1982

RULES OF ... HARDWORK C0-0PERATIVE LIMITED

(registered under the Industrial and Provident Societies Acts 1965-1978)

...................................................... Limited (hereinafter referred to as the Co-operative)
2. The OBJECTS of the Co-operative shall be to carry on the business as a bona fide co-operative
society of
{a) Manufacturing orselling - .. WATER PUMPING EQUIPMENT. ... .. ... ...

(b) Manufacturing or seiling or hiring whether as wholesalers, retailers, agents, or otherwise, such
other goods (or providing such service) as may be determined by a General Meeting.

in carrying out the aforesaid objects the Co-operative shall have regard to promoting the physical,
mental and spiritual well-being of the community and especially those who participate in the
activities of the Co-operative by reason of employment in or purchasing from or selling to the
Co-operative and to assist people in need by any means whatsoever.

3. POWERS. The Co-operative shall have power to do all things necessary or expedient for the
fulfilment of its objects, provided that the assets of the Co-operative shall be applied oniy for the
purposes of those-objects which do not include the making over of assets to any member except for
value and except in pursuance of arrangements for sharing the profits of the Co-operative among
the members as provided for in Rule 14(b).

4. The REGISTERED OFFICE of the Co-operative shall be at

......... . 42 CANAL STREET , RAINWORTH

NORTSHIRE

pound each issued to persons upon admission to Membership of the Co-operative. The shares shall
be neither withdrawable nor transferable, shall carry no right to interest dividend nor bonus and
shall be forfeited and cancelled on cessation of membership from whatever cause and the amount
paid-up thereon shall become the property of the Co-operative. A Member shall hold one share only
in the Co-operative.

6. MEMBERSHIP

(a) The Membership of the Co-operative shall consist of all those who sign the Application for
Registration (the Founder Members) and other persons. If an application is sent to the Chief
Registrar of Friendly Societies for a certificate under the provisions of the Industrial Common
Ownership Act 1976 that the Co-operative is a common ownership enterprise, any Founder
Member who is not employed by {or by a subsidiary of) the Co-operative on the date when the
application is so sent shall cease to be a Member on that date provided that if the Registrar
refuses to give such a certificate each such former Founder Member may elect to be readmitted
as a Founder Member. Except for Founder Members (who shall be subject to the aforementioned
provision as to cessation of their membership) only persons who are employed by (or by a
subsidiary of) the Co-operative may be Members of it.

(b) All persons who are employed by (or by a subsidiary of) the Co-operative may be members,

subject to any provision in the rules about qualifications for membership which is from time to

" time made by the Members, by reference to age, length of service, or other factors of any
description which do not discriminate between persons by reference to politics or religion.



ICOM 1982

7. APPLICATION FOR MEMBERSHIP. On application for membership and the payment of £1

by any person qualifying under Rule 6(b) above and who has attained the age of 18 years the
Co-operative shall issue him or her with one share and a copy of the Rules of the Co-operative.

8. CESSATION OF MEMBERSHIP. A Member shall cease to be a Member if he or she:

(a) ceases to be in the employment of the Co-operative for any reason whatsoever,
or (b) ceases to fulfil any other qualifications for membership specified in these Rules,
or (c) resigns in writing to the Secretary.

9. BORROWING
(a) The Co-operative shall have power to borrow money for the purposes of the Co-operative in

10.

11.

12.

(b)

{c)

(e)

whatsoever manner it may determine including the issue of loan stock providing that the
amount for the time being remaining undischarged of money borrowed ‘shall not exceed
£1,000,000.

The rate of interest on money borrowed, except on money borrowed by way of bank loan or
overdraft or on mortgage from a Building Society or Local Authority (or from a Finance House or
Hire Purchase Company or Leasing Company approved by resolution of the Council of the
industrial Common Ownership Movement Limited) shall not exceed 62% per annum or 3%
above the Co-operative Bank P.L.C. Base Lending Rate at the commencement of the loan,
whichever is the higher.

The Co-operative may receive from any persons donations or loans free of interest towards the
work of the Co-operative.

The Co-operative may receive any sums of money within the total limit mentioned in section (a)
of this Rule, from Members and others on deposit, repayable on such notice being not less than
14 clear days, as they arrange from time to time, provided that such deposits shall be received in
instalments of not more than £10 in any one payment or more than £250 in all from any one
depositor.

The Co-operative shall have power to mortgage or charge any of its property, to issue
debentures and other securities, and to charge any or all of its assets as security for money
borrowed.

MANAGEMENT

(a)

(b

There shall be regular General Meetings of the Members of the Co-operative called by the
Secretary. The posting of a notice on a notice board giving the date time place and agenda seven
days before the date of the meeting shall constitute adequate notice. The Secretary shall also call
a meeting at the request of three or more Members delivered to the Secretary in writing.

Each General Meeting shall elect a Chairperson whose function is to conduct the business of the
meeting in an orderly manner.

(c) The Co-operative shall have a Committee of not less than five and not more than nineteen

(d)
(e)

(f)

Committee Members, the number to be decided by a General Meeting. The Committee Members
shall be elected each+year at the Annual General Meeting. Retiring Committee Members shall be
eligible for re-election without nomination. Nominations for the Committee shall be in writing
and signed by two Members making the nomination and shall contain a statement by the
Member nominated of his or her willingness to be elected. The nominations shall be delivered to
the Secretary not less than seven days before the Annual General Meeting. Only Members shall
be eligible to be Committee Members. Any Committee Member may be removed from office by
a majority vote at a General Meeting called for this purpose. Any remuneration of Committee
Members shall be decided by Members in General Meeting. The Committee may exercise all
such powers as may be exercised by the Co-operative and are not by these Rules or statute
required to be exercised by the Co-operative in General Meeting, subject nevertheless to the
provisions of these Rules and any regulations not inconsistent with these Rules made from time
to time by the Co-operative in General Meeting.

A General Meeting shali elect and may remove a Treasurer under their direction to be
responsible for the proper management of the financial affairs of the Co-operative.

A General Meeting shall elect and may remove a Secretary under their direction who will have
those functions numerated in these Rules and such further functions as a meeting may

determine.
No business shall be contracted at any General Meeting unless one half or more of the Members
are present.

VOTING. Every Member presentin person at a General Meeting shall have one vote, and questions
will be decided upon a majority vote of Members present except for those questions to be decided in
accordance with Rule 17.

An ANNUAL GENERAL MEETING shall be held within six months of the close of the financial year of
the Co-operative, the business of which will include:

(a) The receipt of the account and balance sheet.
{b) The appointment of an auditor.
{c) The election of Committee Members.
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13. INVESTMENT OF FUNDS

14.

15.

16.

17.

18.

The funds of the Co-operative may with the authority of the General Meeting be invested as follows:
(a) In or upon security in which trustees are for the time being authorised by law to invest; and

(b) In orupon any mortgage, bond, debenture, debenture stock, corporation stock, rent charge, rent
or other security (not being securities payable to bearer) authorised by or under any Act of
Parliament passed or to be passed of any Local Authority as defined by Section 34 of the Local
Loans Act, 1875;
and

(c) Inthe shares or on the security of any other society registered or deemed to be registered under
the Act, or under the Building Societies Acts, or of any company registered under the Companies
Acts, or incorporated by Act of Parliament or by Charter, provided that no such investment be
made in the shares of any society or company other than one with limited liability., -

The Co-operative may appoint any one or more of its Members to vote on its behalf at the meetings
of any other body corporate in which the Co-operative has invested any part of its funds.

APPLICATION OF PROFITS. The profits of the Co-operative shall be applied as follows, in such
proportions and in such manner as the General Meeting shall decide from time to time:

(a) Firstly, to a general reserve for the continuation and development of the Co-operative.
(b) Secondly, to a bonus to Members.
{c) Thirdly, to make payments for the social and charitable objects in connection with Rule 2.

AUDITORS

(a) The Co-operative shall in accordance with Sections 4 and 8 of the Friendly and industrial and
Provident Societies Act 1968 appoint in each year one or more auditors to whom the accounts of
the Co-operative for that year shall be submitted for audit as required by the said Act, and who
shall have such rights in relation to notice of and attendance at General Meetings, access to
books and the supply of information, and otherwise, as are provided by the said Act.

Every such auditor shall be appointed by the Co-operative in a General Meeting, and in the case of

any auditor so appointed who is a qualified auditor under Section 7 of the said Act the provisions of

Sections 5 and 6 thereof apply to his/her re-appointment and removal and to any resolution

removing him/her or appointing another person in his/her place.

{b) Every year not later that the date provided by the Act or where the return is made up to the date
allowed by the Registrar, not later than three months after such date, the Secretary shall send to
the Registrar, the annual return in the form prescribed by the Chief Registrar of Friendly
Societies relating to its affairs for the period required by the Act to be included in the return
together with—

(1) acopy ofthe report of the auditor on the Co-operatives accounts for the period included in
the return and

(2) a copy of each balance sheet made during that period and of the report of the auditor on
that balance sheet.

RECORDS AND SEAL
(a) The Co-operative shall keep at its registered office a register of Members in which the Secretary
shall enter the foliowing particulars—
(1) the names and addresses of the Members;
(2) a statement that one share only is held by each Member and that £1 has been paid, or
agreed to be considered as paid, on each share;
(3) astatement of other property in the Co-operative, whether in loans, deposits or otherwise,
held by each Member;
(4) the date at which each person was entered in the register as a8 Member, and the date at
which any person ceased to be a Member; _
(5) the names and addresses of the officers of the Co-operative, with the offices held by them
respectively and the dates on which they assumed office.
Any Member changing his/her address shall notify the Co-operative.
(b) The Co-operative shall have a seal kept in the custody of the Secretary and used only by the
authority of a General Meeting. Sealing shall be attested by the signatures of two Members and
that of the Secretary for the time being.

AMENDMENTS TO RULES

{a) Any rule herein may be rescinded or amended or a new rule made by the vote of three quarters
of all the Members of the Co-operative at a General Meeting where all the Members of the
Co-operative have been given seven clear days prior notice of the change to be proposed at that
meeting.

(b) Noamendment of rules is valid until registered.

DISSOLUTION. The Co-operative may be dissolved by the consent of threequarters of the
Members by their signatures to an instrument of dissolution provided for in the Treasury
Regulations or by winding up in a manner provided by the Act. If on the winding up or dissolution of
the Co-operative any of its assets remain to be disposed of after its liabilites are satisfied, the assets
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shall not be distributed among the Members but shall be transferred to such a common ownership
enterprise or such a central fund maintained for the benefit of common ownership enterprises, as
may be determined by the Members at or before the time of the winding up or dissolution or, in so far
as the assets are not so transferred, shall be held for charitable purposes.

19. DECEASED MEMBERS

(a) Upon aclaim being made by the personal representative of a deceased Member or the trustee
in bankruptcy of a bankrupt Member to any property in the Co-operative belonging to the
deceased or bankrupt Member the Co-operative shail transfer or pay such property to which the
personal representative or trustee in bankruptcy has become entitled as the personal
representative or trustee in bankruptcy may direct them.

{b} A Member may in accordance with the Act nominate any person or persons to whom any of
his/her property in the Co-operative at the time of his/her death shall be transferred but such
nomination shall only be valid to the extent of the amount for the time being provided in the Act.
On receiving satisfactory proof of death of a Member who has made a nomination the General
Meeting shall, in accordance with the Act, either transfer or pay the full vaiue of the property
comprised in the nomination to the person entitied thereunder.

20. DISPUTES. Any such dispute as is referred to in Section 60 (1) of the Industrial and Provident
Societies Act 1965 shall be referred to and decided by the Chief Registrar of Friendly Societies.

21. Inthese rules ‘The Act’ refers to the Industrial and Provident Societies Acts 1965 to 1978 or any Act or
Acts amending or in substitution for them for the time being in force.

Signatures of FOUNDER MEMBERS Full names in BLOCK LETTERS (no initials)

RONALD LAKE

REGISTRATION CERTIFICATE (to be affixed below)
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SESSION 13
ACTI ON COVM TIVENT
(hjective: To enabl e participants to apply what they have | earned
inthis course to their work in the field.
Tine: Dependi ng on the nunber of participants, a m ni num of
twenty minutes each
Material - Action Conmitrment forns (two copies should be distribu-
ted to each participant at |least two to three days be-
fore this session).
Session Quide:
1) Participants should be warned at the beginning of the course that

they will be required at the end to present a plan of action
wher eby they propose to inplenment in their work sonething which

they have | earned on the course.

They shoul d be continually renminded of this during the course, and
encouraged to relate what they are learning to their own experien-
ce. Stress throughout that training of this sort is an investnent;
the "return” only comes when participants successfully apply what
t hey have | earned when advi si ng workers' co-operatives in the

field.

Each partici pant should be given two copies of the action commt-
ment formtwo to three days before this session, in order to allow
themtine to think about what they propose to do, and to wite it
down in duplicate. Participants who work in conjunction with
ot hers on the course should al so discuss their plans with them to
ensure that they are co-ordinated with one another and that they
do not duplicate or conflict. Action commitments can often provide
an opportunity for inproved coll aboration between different de-
partments or institutions whose staff are represented on the cour-

Se.



4)

When distributing the action commtrment form stress that partici-
pants nust present a plan which they actually have a good chance
of inplenenting thensel ves, and whi ch does not depend on inpossib-
|y anbitious proposals to change the view of their superiors, or
the total administrative systemw thin which they work. Sone par-
ticipants may feel that it is inmpossible to inplenment any change

since they are so constrained by others. Stress that change in any
organi sation does not only conme fromthe top, and that a training
course of this type is a total waste of tinme and resources if it

does not lead to some changes.

Stress also that the action conmitment need not and indeed should
not be over ambitious. If participants comrit thenselves to inple-
nmenting even one nodest change, which is wholly within their own
capacity, this will be sonme inprovenent and should also lead to

application of other |essons which they have | earnt on the course.

Partici pants should conplete the forns, briefly, in duplicate, in
order to keep one for thenselves and to hand the other to the in-
structor. Stress that you will follow up the comrtnents, perso

nally or through correspondence, in order to ensure that partici-
pants have in fact attenpted to inplenment their plans. Stress that

the objectives of this followup are as foll ows:

To rem nd, assist and encourage participants to nake a serious

attenpt to inplement what they plan

To evaluate the training programme itself, and not the partici-
pants, since it is the fault of the instructors and/or the
course material if participants are unable to nake use of it in
the field.

When handi ng out the action commitnent form go through the head-
ings, stress that two or three lines are all that is required un-

der each, and explain in particular the last two itemns:

Partici pants nust recognise that the;, Will have to think at
| east as much about how they are to introduce change as about
what change they are to introduce. Superior officials, collea
gues in the sane position or subordinates all have to be per-

suaded and agree to the change, as do nenbers of existing or
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proposed workers' co-operatives. It may be possible for parti-
cipants, particularly those of a nore senior level, to "order"
people to do things, but they will not do themeffectively if
they do not believe in them Sending a nmenorandum or neking a
witten report is unlikely to persuade people to change

- The final itemon the formrequires participants to comit
thensel ves to a specific, neasurable target by six nonths at
nost after the end of the course. This ensures that the action
commitnents are concrete and specific, rather than vague com
mtments to general inprovenent. A conmmitnent to "inprove the
quality of the advice | give to prospective worker co-operati-

ves" may be sincere, but nobody, including the participant who
conmits himself to it, can possibly state specifically that it
has been achi eved. "To assist the XYZ group to design a narket
survey, and to test their conm tnment by asking themto carry it
out within a given period" is nore nodest, but it is neasur-

abl e.

The instructor's copies of the action commtment forns shoul d be
coll ected fromparticipants shortly before this session, in order
to allow themtine to incorporate whatever they may have | earned
fromall the previous sessions. If possible, a brief sunmary of
all the action conmitnents should be prepared and distributed to
every participant, at the beginning of this session, in order to
improve the quality of the analysis and advice which they offer to

their fellow participants.

It may al so be possible to conbine this session with the officia
cl osing cerenony, if such a cerenmony is to be held. The presence
of a senior invited guest will underline the seriousness of parti-
ci pants' action commtnent presentations, and will also be a neans
of inform ng the guests about the concerns participants nmay have

and ways in which he can inprove the situation fromhis |evel.

Al'l ow each participant up to ten mnutes to nake a brief presenta-
tion of his or her action commtnment. If tine and facilities al-

| ow, they should have been given the opportunity to prepare flip
charts, ohp transparencies or other neans of explaining what they

propose to the rest of their coll eagues.



Stress that this presentation can be a "rehearsal” for any presen-
tation that participants will wish to nake to their coll eagues on
their return home; participants should aimto be brief, clear and

per suasi ve

After the ten minute presentation, allow a further ten mnutes, or
more time if this is available, for other participants to ask
guesti ons, nake suggestions and generally attenpt to assist and

i mprove their colleague's chances of success.

Attenpt to elicit possibilities of inter-departmental conflict or
co-operation, and ensure that participants use this session as an
opportunity for assisting one another rather than pointing out the

reasons why their action conm tnent nay not succeed.

Sunmmari se the bare details of each action commitment on the chal k-
board. At the end of the session, conclude the programe by going
through the list, showing what a significant inprovenent will be
achieved in the pronmotion of workers' co-operatives if all the
pl ans are inplenented, and stress that the training programme only
really begins when the fornmal classroom sessions have finished;

the seeds have been planted, but the programme will only have been
a success if they conme up and the fruits, in terms of successfu

wor kers' co-operatives, are duly harvested

Note:

Partici pants should not be given suggestions for their action com
mtments, since the exercise of applying what they learn in the
programre to their jobs is an essential part of the |earning ex-
peri ence. The followi ng exanpl es of appropriate action comitments
shoul d only be used, with caution, if absolutely necessary; they
are included nore as guidance for the instructor than as sugges-

tions for participants:

"To work with potential Goup X so that they appreciate their
need to find suitable premi ses and obtain all the necessary in-
formati on about availability costs, terms and so on. To use
this task both as a means of obtaining the necessary i nforma-
tion and as a way of testing their commtnent and identifying

| eadership."
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- "To develop and then translate into |ocal vernacular a set of

nodel . by-laws for a workers' co-operative."

- "To assist the nenbers of Group ABC to design an appropriate
mar ket survey, to provide nanes of useful sources of inforna-
tion and then to agree with thema date by which this will have

been conpl eted, by the nenbers thensel ves."

- "To reduce the delay between application and registration from
six weeks to three weeks, by conmbining Form X with FormyY, eli-
m nating Form Z and having fortnightly neetings of the Conmit-

tee.

The "persuasion strategies" should be simlarly brief, and may in-
vol ve "l obbyi ng" col | eagues, bringing pressure to bear through
news nedia or political channels, and other non-formal . but per-

fectly legitimte ways of introduci ng change.

The "specific nmeasurabl e achi evenent" nust be able to pass the
following tests: will the participant himor herself, and an out-
si de observer, be able to say definitely whether or not it has

been attained? It nay only be an indicator of inprovenent, but

shoul d be quantified, or capable of a clear answer, "yes" or "no



Participant's Action Commitment Form

Problem which the proposed change is designed to solve:

Action that is to be taken:

Persuasion Strategy by which the change will be introduced:

Specific Measurable Achievement:

By: (a date not more than six months after

the end of the training course) the following specific, measurable
stage will have been reached in the implementation of this action

commitment :

Signed: Date:






