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Intreduction

In mest of the Jleveloping countriés the importance of cooperaiives
as an instrument for social chonge is well recognized. The natibnal
developmént plans maite explicit menticn abeut the roles agsigied to the
coapefatives. For instence in india, the ccoperative secter has Dheen
agsigned & gipnificent role in 2ll ithe Five Yeur Plans., The recent
Indien Textile Folicy alsc stetes cizirly that handlooms should be
developed in the cocperative gector,

| Despite the policy (financiai{an& personnéi) support, the pace of
cooperative development in the past has not beeﬁ very encearsging. It
iappears that there are meny missing linits in the process of developing
appropriate cooperative structures. The major hurdle seems to be the
problem of building a suitable organizational frzmework which is
viable and dependable in the face of commetitive environwent, To a
large extent this problem stems from the very nature of the
cooperative organizétion.

Cooperative is & business organization with a social purpose,

Lg 8 business ovgenization it should attain operaticnal efficienéy
like any other private enterprise., &t the same time, it is an

organizetion designed to fumction for the economic and social

¥ The authors are gratefuvl te O, V.3, Vyas, Jirector of Indian
Ingtitute of Manzgement, Alnedebad for his wany helpful comments.
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emancipation of its members. The management has to Llend business
slzill with sceial orientatibn and work towards the objective of
member developizent. From the organizatiouzl development process,

the sociel and culturai backgroundé of the mexbers very often

beceme the limiting factors. fThe managing committee, to have the
competence to run tke.crganization ag an eccsnowically viable

‘business wnit, should understand the aconomies of scale of oper&tion.
so that thé opportunities in the eavirenment could be expleited for
the developunent of the members., +t the same time the committee has to

keep coustant interface 2etween the neabders snd tLe orpanization.

33

They sheuld have cleser iiterzeticn -né greater awzreness of orpga-
niseticenal soals ud indiviiuzl sosls which re muiually supporting,

Yo imeculente these import mt inpredi

coonerciive Lrgani-
zabion 1g a seriocus chéllenge.

A mumber of study ﬁegna have gone intv the working of the
cooperatives énd have come cut with sclutiens {o strengithen them.
lieasures to implemest these recormendations have alse been tried
at different plzees. 3ut the resulis do not seem to ke very
encoureging. ovea after several years cf experience, the gearch
for a suitzble stratery te develep the right type of cooperative
organizational £Pamevork cagtinues to be an elusive factor.

This paper makes an attempt to give an overview of the
approaches evelved in the past in building up cooperative organiza-
tions in India and the recent attempt which haé yvielded some

measure of success.



Appreaches
Three approcches have eexn Isllowed in orgenizetion building
in India: evelutionary model, bureaucrstic model, and the project

apprdagﬁfu—{

Eveluticnary Hodel

The evoluticnery medel ovigiasied in the struggles of the people
$0 f£ind ways and.ueans ¢ achieve certain economic and secial goals,
The conscicus attempts of tie people result in ceming together

Ey & Fis g =] H

pooling their regcurces in the competitive envircomment and achieving
thereby the econcmi®s of seale. This ereates in them a gense of
achievenent and clicits cooperiiive belhaviour, - Success of onme
primary spreads in tie neighbourboesd cnd gore cooperatives spring up

es grewter chtllenge from
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in the region., ihen tlhe organizat
the marlet envirsmment, newer siruciures are builv—up vo meet the
emerging needs., Thie is generally imown &g bottom=up structure with

b

the primeries at the bage level and uigher tiers in the secondery
[L

5]

as well as apex ‘levels Duilt-up in sttges ia order te meet
competition from the merXet eavircmmeni. The synthesis of the
individual's goal wilh bthe organisationzl goal is the iundemental

gtrengtl: of the evolutionziry model.
o

In tae process of building the hipher tiers, the functional
_, B & c

-fa;§; pf different tiers get delinected at diffevent levels. The
primaries;the receipient in the system siart putting pressures om the
higher tiers tc perform. Tie dyasmics of tlis redel is one of
consciouskénd continuous sﬁpervision by menbers and evolutiog of

performance criented relationship Dedween members end the
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cooperatives. Tae merits of the evolutionery model are listed

below:
i) it crestes the value gystem imherent in 2 cooperative.

ii) It prouctes hermonicrs reloti.ongzip ameng members.
iii) It develeps & lot of resiisznce in

foce the marizet forces.

ct

4]

he orgonizstien, to

411 these sre achisved by the proper nix of business culiure
and democratic values, Jven at the individwal level it credtes &
greater self reliance and competitive spirit. The demerit of the
evolutionary model is its slow prsocess. The growth is closely linked

to the presence of motivated leaders with business Qcumen.

Sureancraiic liodel

The bureaucratic model cane into being as a part of the
cooperative develerment policy of the stote. In this pattern,
cooperatives are started on 2 predetermined ;cale tc achieve certain
desired zoels. Shere cnpitsl participation, chcip eredit, privileges
on the distribution, or use < searce cor=. »dities, managerial subsidy,
etec. are used as levers Lo Iorm ceope?atives. Generally the
bureaucr;ts uge cocnerniives @s Gguatits UC implement governmentel
nolicies. To¢ ma
cocperatives, uniforn werkiﬁg norns, ficw of capital from stote
cgeney, and protection from tho stote 4o tide over ccriain crisis
situctions. In this me.el, the suporsirustvres -Te tlso created
with certsin gecls. Very ociten, these superstructures tend to exist-for

themselves., This model creates mrwerical illusion of growth cf

cooperative, however, the spirit ir. -wegt of them remain only on paper.



Their operations help only & few meubers who teke the advantages
of fhe benefits thot acecrue from thege orgsmizations, Host of the
mezbers sgeldom perticipste in “he dericorat_c decisicn nrocess,
-éa instrument in the planning nrocess, cooneriives becowe toolg
in the hinds of the govermment. TFor iagtence, in c2se of conflict
between the members cnd jzoverauent goals, the labter get an
uprerhand, .

Yhe mejor demerit of tais sodel is the absence of efiorts
te build leadership from within the organization. These organizations
enjoy gevernmental natronage which cotld be explained =5 dependence
trap (Figure 1), These ccoperaiives ingbosd of gaining mowentum and

spre=ding ite spirit in 4ihe rogicm oiten lecd to maniie's suspicion

towerds cocperatives and hecome vurien Lo tie rntional exchecuer,

Preject Anproach

reiensive mster plan built-up

M . - vy ey -
e project approseh envisogoo

‘around a comrcdity aystem. Tiis coprcac: toles intoe cinsideration
bunon, zeterial, Zinszeial, feeaiienl reponrees, and also the
1 e,

eavironmentel fretors ihed hinder coomeriiive development, The

prejset opprone casures bedter scordianctisn bobweenm the ticrs and

L e

egsential elewents ia the sul-syoier

proceacing, storage, marieting, ctc, In thig pattern, tae orgenizae
tional désign cnd the operaticnal tagks of various sud~sygtems &re
clearly defined. Developiag awpropriate super—structures at different
levels and establishing closer feyward and bagkward linkages among them
are brought into the systen design. Tae mejer tarust in this

approach is thres-fold, Firstly its irpeet is directed on tae target



greup vic are brought uvnder the fold of cocperative organizetion,
Scecndly, to support the profuction system ot appropriste levels
where tie scile of operations are vizble, the crgaaizationsl design

envisages different operations. Thirdly, it full- exploits the

possibility of veriical integretion thror Lrocessing and by-product

i

utilization so i9at the value added could be utilized to eugment

the income of the members, .:il thesc steps help to ereate stability
necessary
interfoces,

are eunsured.

anticipatod and dhe necessory defensive meagures are built inte tae

fron different fields who 7Oor:: tiic nucleus to provide the necegsary
sgtirali ond goidonce Zor the realizotiosn of the 2bjectives envisaged -

in the prejeet. TYhis being o plornad model, thers are bhuilt-~in
provigicns to moniter, comtbrel, and cnvalv. te tiae perfcrmance cf the

various gub-systerss of

T

[y

izre are several wreject approach. It ercates

an enlightensd grassroot level cocuerciive merbership., Taoe cepanilities
of the membership to resclve the monsgement preblems are developed
through conscious exposure by trainiig and exiension prograrme., In
ctaer words, being 2 plamned ond systematic approach, it stirmlates

the rignat type of impulse to sten fros below. There is clsc a

congecicus effort to ensure thot the sub-systems develew inte

gelf-reliant uvnits of the crganizalion., Tzig dees not mean that
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there is no need for euternel support. oz role o7 the govertment
in the projeet epproech is vigzolized oo cne of the prinsry promoter

and not one creating dependency.

B maier limitation of e tant amroach eould be the super-—.
L4 (1) il vy

aomgideration of the geocial

'limﬂ551t1on of o strueiural misl
and cultuoral getting of ths torget group. Another limitetion ¢f this
approach relates o tiping of agticn in different scb-systems. In the
pro;ect aszroach, the sub-systems hove o be develenzd simulbancausly
o that ine tvtal aysten goias strength. It is guite pogeible thet
the physical tergets are gcihieved as per scaedule but the mumen
resource development is left bekind, The terrtaticn to hagten tle
sroceas of people's participstion could turn it intc a bureaucratic
riodel., This would have disagirous conseguences on tiae success or
feilure of the projeet. The preject tien sheuld provide for a time~
iag for the mobilizetion of the poople.

i
dvaluction of the AporoGones

deving exoainel the merils and fenerits of the three apnroaches
it eoulé se ccsoluded +het i project avpronch appedrs o he the nost

arprepriste caswer siree it includes on claperate and systematic

feveloprent. dgsentially it

%E%éﬁ*care of cortein intorned e well as ewternal factors thot

deﬁerﬁine't&e succogs or Feilure of the cooperatives. The essential
eleﬂenta invelved in this proccess sre shown in Pirure~2, It eculd be
éeen from the fizure that thave cre fncters internal. 4o the crganization

like leadership, mewbership, sceial setting, internal ccpital base,

vertical integration. These

(ﬂ
0
EXH

professionalization ond stoin
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factors are within the cantrel of tle merbers. In the preject
aprroach, gonscicus attermts ore wide to make then the blocks

L‘

for building the orgosizetiocn, Marti_rmeore, the preject approach
takes core of tae ervernnlities in toe envircmpent like inffa-

structure, politicul cliimte, govermmantel pelicies, weriket compstition,

tecinelozienl changes, oiod goclo-cultural fectors. It creates strength

in the crganizaticn to intereed guceessiunlly with the envircament,

-

It is true thot the evelunticoiry model also duilds internal

gtrengtii, but the prosess eviends cvor o long pericd dime. In the

case of bureaucratic meodel, though the inteasicne ore well conceived,

the process of implemenisticn defents the purzess. Iz tols framewerk,

Treject approach couhlnes

s

the govsrnoment decides the Zaatiny,
in the good elements i Soth thc evoluticpery as well as the
bureaueratic nodels,

Spongering hgerey

e gponscring end iaplen stetion of the project need an
appropricte instituticsoanl fgeney. In this coutext, taree zliernatives

are possible. There could be o cell in the Jepurinent of ce—operaticn,

[a)
H
i)
5]
by
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o
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2 or pienning which cculd fsrmulate ;he preject plons,
hs & variaticn, the departuent could have & spseizl pency forx
implemeatetion {e.g. Bmall Farmers wevelopment Agencies ia Iadia}.
Vhe major limitation 0 this prcecse ds dominmaticn ¢f the duresucritice
cﬁlture in the wroject teca. Tils would lefeat th: very purpose of
building cooperstive organisatisne wheve (ie interest of momber

users should get prime attention.



Anotier o uweqcy Lo gponscr nrcjects could be the apex federation
of cooperatives, or connedity federcoticne, or umiecns, They have
necegs=ry crperience regaruing the problems involved in Jdeveloping
aprropricte ccooperative gtruetures in different rzgicas. Such

aad operaticnalizing

gxperiences beeccze basic iom nEg
specific Trejects in o piven setting, lzge cetivities could be
entrusted to o seporcte wing of +the federcsticn., &5 o matter of
faet, the federaticn seems to De the idesl zgency Lo sponsor such
projects since promotional actiﬁitiea are wart of its corporats
cbjectives. The majecr constraints of the federation stem from
Elacx of rescurces in terns of Fimsnce and mannower to undertole these
ﬂspecialized tasgks., In most of the developing countries, the federal
orgonizaticns are gtill weak., They are preccenpied in stabilizing
tnelr day~to-~day business functions,

..... e third alternative to proiote thwe projects could be creation
of an autonemous institution which weuwld brimg mnlzr its icld cocoperctives,
government, cnd cther reloted orgnnizatione as resbers. Tae strengths
of tals imsditution are wony. 14 could wobilize copital, menpover,
nd h@ild oa crgenizatissal cultnre wiich could stirmlate the grewth
of cecre.otives. Sinece the scerporsic ohiectives are elearly defized,
{i.e., coo~er‘u1v1zution tarcugh project ouurofc h)'impleuentaticn

becomes casys. The spocifie exporicnce iz this regard is discussed. -

he rrcicet Apnrocchelmplesentaticn Frocess

In indin, the project approach is seing increzsingly adopted.
The Oper:tien Flood Frogromme ¥ is orBhedded on ccoperative infras

structure. Within a short span of its irpleasniation chout 5000

veed milk in Ixdia!

#* Its ain wog to creste a '"Food of r*r%lly Broda
cn ficed'.

and it becae pepulerly luiown ce 'operoticn



vieale villace dairy zooperativos hove been orghnized. vhe Fhase II

‘i:)
of the project is zupected to sirengt.
zations &nd create 2 sel?
country by 1985.

The preject arproteh parsued by “he rlational Jeiry Developrent
Soard (HDDB}** fcllows the “onnd Fattera" of coowverative (Zxhivit 1).
The ter: "Anand Fattern" refers to o gysten of work cvolved over
shout 25 years in the sirs District of Gujarat in India,

Through preject approoch the time pericd imwolved in the
implementation of "Anand Pattern" has been drastically redueed,

The prograame is inmlenented by trained gpocieclists called 2 spearhead
team. The.tesks undertciken by ihe speariead teass is given in Exhibit 2,
In general, ecel specriead team consists of 5 to & officers
of reloted fields like Goiry technolegy, deiry mwsbandry, veternary
acience, griculture, mancgenent, cte., ond asout & to 5 ccoperative
extension workers. The team assists and guides the state governnent
workers in building Lnend pettern orgenization in the project area.

1

Tiis resulis in guich

1

ad nere effective immlenentation,

)
o

e

I

In most coses, o loesl Fghodow izam™ from the preject arca —
H x ¥

conpigting ¢f officers ag well as oxtensicn wor ers - is given training

for two to three mentls &t the 103 headoverters in organizing the
cooperetives. This is genseanly done befere ioe spearhead tean is

sctually sent but cften the speariesd Lotn interacts with the shadow

tecn: in the juitial years.

*¥¥ L pational bhody proneted ny wle
dairy secloT.
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The rcle cf paar head tearfills into four cotegoriess 1) entre—
preneuricl, 2} rurel cormunicedicn, 3) moan ~rerial, and 4) training.
Tdb sruurheud tean primarily nlays an entreprencurial rcle of starting
a series cf new cooperztive Duginess orgonizaticig in 2 large numiber
of different villages, In each of then, the team has teo convisce
farmers, bring the human and physical rescurces tegether, cnd 1n1t1ate
a new organization. Closely linked to tiis agpect is tae fuaction of
effective cormmumicetion with the {er-ers on the benefits of Anand
pattern of cooporatives, énce the mogsaze is spread, the team

initially undertzkes the cormplete rmmuopomont of the rilk business,
Jairy plonts may also have o e pancged. The teanm imports
training to all staff as Qeil g the mantging ecrmiiiee mermbers.
its.ﬁltimate cbjective is te melze the loezl cergonizsticns self
dependent in a gherd tioe and then withdraw,

Tioue thz project approach nroviies om effective medel to usher

in a ccoperctive movenent waioh ig rum by the pecple.



Bxinibit is The fpond fettern

-

The 4nand Fatter:n is an integreted production oriented cooperative,

The majocr thrust cf this model depends on vertical ongd 30“120 rtal

iy

integrotion of producticn, precessing, wad morketing of milk (Pigure 3)e
™he Lpand Pattera of ccoperative hos o three tier stiructure. It

ousists of i) village milk producers' cooperative, each of which are
members of their ii) ilatrTCu nille producers unicna snd finally

ii) & ccoperative nmill marketing federation which undertekes jeint

T,

perketing progrommes, The federaticn enables mermber unicns to

coordinate production ploamning ond Yo conduct jéint narketing
progrenmes, The operations hotween the federaticn ond unions ere
accountgd in “he conventional commerical acccunting basgis., Frofits wmade
by the federation acerus to its mesber unicns and thence to merber -

village cecpercbives. Since the village cocperatives distribute

their profits to milk producers \am ad/cr use then to improve village
cmenities), tie financial structure can be de sgerived as belng

. . -, T R . . :
primerily producer sriénted".” The poliey mwoking structure of the

r

mond Pattern is dediegmed to draw leadership fron the roots of the

creanization i.c. the villape. It propels the most effective leaders
& £ proy;

. 2
to the top of the struciture.

- The fnond Milk Unicn drited (AiUL) is constituted by about 900
/

village dniry cocperative sceieties. in this sctting, colleetive

1

bargaining ond effective supervigion of goeietics by mewvbers are

built-in the organizational plans. It is by the strength and the

t Micheel “olse, "Inerersing the Inceme of Londless Labourers and
8rall-holders, Part I3 The Bxpericmee of India's Doiry Cooperative",,
Agricultural Lgministrotion, Tol y Tl k, (iToverber, 1“80) pn.?61—262L

2

Ibid.
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-effective functicning of these village units that the whole
orgenization derives jts exigtence and character. The survival

- 3 " - ! -
end growth of the primarics lorgely depend cn neriketing effectiveness

and the eccnonic efficicney of the union.

+t5 which are essential

The Anand Faticrn rainiorees TwWo ele:
for the oveluticn of 2 successiul moveent. First, the eople for
whonm the sysberm wcrls should nnre grilficient faith end patience

1 s~ orror. Second, there

in the orgenizaticn to allew Lo bri
ghould be people in the crraimniion wio e2an cerefally chserve and

. gvaluate the trinl and error exwerience, mtke sppropricte ccenclugions,

§ﬁﬂ'design effective alternCtives.3 In Zajra dis‘rict cf Gujafat
ﬁhefe‘the Lnend patiern blossomed, hoth these success ingredients
were present.

The jnstituticnal structures (typified criginally os the Apand
pattern} is spreading to ctaer cor.odities in India (e.g. cooperatives

. are already being startel to ondie the producticn, precessing, and

3=mafketing of ectton and cilseeds).

3 .Yasant ¥, Gandri, Zesenticl Zlenents of inend FPattern,
{Anmedaped; Loldhei Group fmrel Development fund, 1981).
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Surveyizg the priject zrei especin ly frem ke point of
loenting potential orecg nilk procurement, obsgerving road
eonditiong nnd distopees, and ﬁssess,,g conpetition.

Surveying individual villoges Tov assessing il Dotential,
lea derau1p, power sdrachrvs, vill~ e ingtif

.

interegt in storting deiry ecocrerztive,

!
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Affceting necessary luecl peliey chonges for soooth and
sugstained cper atlon '

Flomnin: and spearheading operstien,

Convineing villagers about starting deiry cooperative on
fnand Pattern,

Zelping the villagers with cclleeticn of share capital and

all eothoer crgenizaticonal ferralities of starting a dairy coopere-
s

CLUC,

Guiding in gelection of right people for managing cormittee
mnesbers, chodrmen, seceretary, ond staff of the gociety so

asg tc ensure nroper local mancgezent and setting of geod

precedents. " '

Training viilagers in ccrrect procedures of milk collzction,
eilke testing, recording, sccount keeping and monageuient of
tae society according Yo faond Fatiern.

Cenerating a spirit of porticivution ond oviership of the sccicty
and fostering cooperaticn s well as vigilence., Fostering e
feeiing of proner leadershin, ’
Cotaining from the implenenting ageney 2ll the rescurces

Couvineling the wvarious oo sovoranent and adninistretive
cutioritics rogerding dhe idesg of e project, chornging their
attitudes where nceessiry, and gething their ccoperation.

Controllinmg the procurcuent ond freining the input wing staff,

b

inpuring thaolt tiae society is econornically vioble. Supervision
2 T

ciet
of soeictics, ledicting im disputes whieh migit thresten tae

Ferguzding tae villagers.tc supply wmoxirmm milk to the socicty.



16, Plamaing of milk proevrsnsat routm. Fanaz ont of the
nill systemn.

17.  iring transport comtraetors crd ensuoing that they funeticn
agcording to gtipulated conditicrms,

18, COrgenizaticon of Jifferent techmieal i 1‘Lt scrvices like
veterinary rfuuu, artificial 1ggeu1;:t1 z, cattle feed
narﬁ°t11g, fcdder developreni, etec, wnd promoting these
technical input services

ic, Jetebligaing contoct with the designated implescnting
agency wiaich nay be e gtate doiry developnent corporotion of the
sovernrent deiry development deptriiient or locel milic uwnion,

26, Zgiablishing contact with the Legistrar of lcoorperatives and
his leocal autherities.

21, TFormation o¥ the distriet milk union and gniding its scund
wmanagenent,

22, leking arrangements fer the Reception znd processing cof nilk,

23. lMaking arrangerents for the sale of rilk - wmarketing of wmilk if
necegsary, '

2h, Chtaining sanctions freml JB/I?C* (Indian Dairy Corporation)
neadguarters, purckasing Lairea moterialg and seeing that the
regources are properly and efficiently utilized,

25, Zeeping NID3/ILC heodquarters inforsed sbov” the progress of
work., Cptaizing tiheir help and intervendng | whenever necessary,

26, From tire to time, takingy up different respoasibilities and
taglts whieh are eritical ond nst being dome preperly -
especially those which may threatez the well being of the
crgonizaticn.

27, ocking into issucs, oo bokall of e farers, requiring
atteaticn with the govormvient and other authoritics.

& neticnal level deiry financing avthority,

i
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FIG .3 3 CO=-OPERATIVE MILK PRODUGERS® ORGANIZATION ON ANAND PATTERN



