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ACKNQOUIEPCRI TITS

I vould like to ac“norledre my eratitude to the manyv narsons
vith vhor T vas associated for their smirit of helnfullness and
cooneration. As most of rv tire vas srent iy “indanao. T am par-
ticularly erateful to those nersons in the finistry of Apriculture
Pepional Office (YI) vho resnnnded so rraciously to my needs during

My assienment,

This consultancy vas the outerouth of the ur.ccrstending of
Mrs. Melia T, Conzalez, Lgsistant Secretary of the Ministry of
Agriculture and concurrently, Officer-In-Charre of tke Bureau
of Cooperatives Pevelonment, for the need to develon the Fede-
ration of Apricultural “arketine Cooncratives nf Mindanao (FAMCOT).
I'rs. fonzalez dedicated much time and effort to this Tederation

and her supnort kas been a major clerent in the nropress of the

Federation.

Purine mv stay in “ftindanao ‘i, Ceoree Vnth, ACPT Chief of
Party. maintained clos¢ contact with the nroblems and nropress
of the Tederation. Yo resnonded nromrtlv vith full sunmport to

requests for administrative and technieal assistance,

Ur. Arturo N, Sarmiento, Ferions! Nirector of the Yinistry
of Apriculture (l'erion Y1) deserves snecial recopnition for

the technical sunnort he nrovided durine mv stav in indanao



Throuph tis puidlance, the Tederation vas nrovided a nerrly
remodeled . air-conditioned office. A Ministry sccretarv and
vehicle and driver vere nut at my disnosal for the duration

of my consultancy. DNiscussions that T have had writh Nirector
Sarmiento have been useful in nrovidine baclperound and insights

into problers faced hy the asricultural cooperatives.



TERI'S OF REFFTFMCE

At the berinnine of my consultancv, I vas informed by
Yr. Voth that the developrent of the Federation vas not moving
forvard at the pace envisioned by Tederation merbers, nor according
to the activities timetable in the development nlan for the Tede-
ration. v oripinal terms of reference called for assistinp the
management of the Tederation in implementinge a Marleting Information
Service. Fovever, there was ro Federafrion manarement to assist, and
four of the six member Area arletine Conncratives (AMCs) were in
eminent daneer of collanse. As a result, it was necessarvy for me
to direct ry activities toward assisting the A’Cs in their mout cri-
tical arecas of need, This neccssitated revising the torms of
reference to the follovine:

1. Poard of Directors - ¥ducation in resnonsibilitics and
duties as board merhers. Settinp poals for the coone-
rative and cstablishine rolicy for attainine the poals,
Fducation in leadershin.

2, Manapement - Assistance in financial manaremeat, Admi-
nistrative nrocedures, marketine and trade tarpets
and leadershin activities.

3. Institutions - Establishine functional links hetween
the coonerative and relevant institutions such as tho
rural ban”s, the 'ational Tood Authority and the

Ministry of Apriculture tecknicians,


http:Tnforrmati.on

INTRODICTION

I beean rv four-ronth consultancy vith the Coonrerative
Yarketinpg Project (M™®) June 0, 1087, Mn that date, I flew to
Pavao City with Mr. Voth to meet the Pepion XI Ministrv of Apri-
culture nersonnel and the Chairmen of the Board of NMrectors of
some of the Federation merber apricultural cooneratives, After
tvo days of meetines, I returned to i'anila for a week where I
had discussions vith ' and Bureau of Coon:rative Development
(RCOM) nersonnel ahout my assipnment. I beoan my permanent
station assienment in Navao City on June 20, T returned to
Manila once a month to narticipate in the Tnter-Apency Coordi-

nating Committee (ICr) meetings.

In Mavao Citv, an office far the Tederation was nrovided
by the I'inistry of Aericul ture Mepional OFffice ¥T. A secretary
was assipned to the office. and a vehicle and driver vere made
available to me. A sinele sideband radio vas installed in the
of fice to provide commmication vith the ACg in Morth Cotabato,
Arusan del Sur, Davao Oricental and the Purcau of Apricultural
Econormics in !Manila.

Puring ry stay ja Mindanao, about half of my time was spent
in the field visitine samahanyg navons (SMs) and A5 in the nro-
vinces vhere the arricultural cooncratives vere to become memhere
of TAYMOM,  TField trims wore made to the nrovinces of Navao del
Morte, Davao Nriental, Surieao del Sur, Apusan del Sur, Vorth

Cotabato and Sultan Fudarat,



ASSESSIENT OF THE STATUS OTF TR FEDELATIOM

The oririnal nrorosal was that six A'Cs incornorate to form
the Federation. They wvere to subscribe 21,600 000 with initial
paid-up canital of 8322,990,70, The paid-un canital vas to he

raised and the Federation registered as a coonerative by May 15,1007,

Then I arrived in Mavao Citv on .Tune 20, wy first major
activity was to assess the status of the Federation. Although
a hoard of directors and officers had been elected there had been
no Tederation activity. There vas no naid-un canital and the
Federation had not been resistered. Further, of the six A'Cs
that vere to hecome memhers of the Federation, two were closed,
two vere sustaining heavy monthly losses, and only two were
financiallv viable. The two viahle AITs continue to have an
active interest in the Tederation, and indeed, North Cotabato
A'C has extended some of its credit nriveleecs for innuts to
Navao Oriental A''C. The tuo A'Cs with heavy losses uere inte-
rested in vhatever assistance a Tederation could pive them, but

vere in no rosition to narticinate in canitali=ine the Tederation.

T concluded that the develonment of the Federation was not
merely behind schedule, hut hecause of the failure and near
failure of four of the six A'Cs, the whole concent of the in-
danao Federation was in jeonardv. Tt was aprarent that if the
Federation vere to he salvaped, the AMCs vould have to be revived
to a noint vhere they could actively particinate in the Federation

activities,

=



ASSESSITENT OF THE STATUS NT TIR AlTg

The AI'Cs in Davao Morte and Sultan Kudarat vere no lonper
functioninp. TIn Mavao Morte, the hoard of diraectors were holdine
meathly meetinps seeliine vays of revivine their orpanization, hut
their buying and selline oncrations had co nletelv ceased, The
rice mill wvas milline a few cavans a Jdav., 1In Sultan Yudarat, [ yas
told by an emnlovee livine near the locked office that cveryone

was on leave. I was not able to find the manacer,

In Arusan dei Sur losses for the first seven months of
1982 averaped about B15.509 rer month., The A!C ig selline onlv
a small arount of innuts and vas not cperating its mill. In
Suriprao del Sur, much the same situatinn existed, excent monthly
losses vere not as ereat. MNavao Criental AI'™ annears to be on
the road to financially viability but it ic too earlv to judpe
the nermanence of its succrss. Thie is only the sccond vear
that it has had net nrofitg and it is embaring on a najor finan-
cial undertaline with the nronosed nurchase of a rice pill,
Yorth Cotabato A'%" is the rmodel of sustained success. Tt has
heen operating at a nrofit for about £ vears.  Tnnut sales to
merbers were about 7 million nesos a year. Stronp linkopes
have been developed betteen the SMs, the Coonerative Mural

Bank (CPR) and the A'C.
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CAUSES OF FAILUPF

From ry visits to the two successful A!1'Cs and those that
had failed or were failine, T was able to identifv some of the
strilking differences in the Loard of directors, mangpement and
supnort from institutions. The unsuccessful cooneratives have
failed for a variety of reaccns. but within the ruberic of
failure, there is ineffoctive managerment, lach of leadership
vithin the bnard of directors and minimal sunport from institu-
tions. 1In discussions vwith cooperative manaeers, heoard members
and institutional officials there are conflictine claims about
the causes of these prohlems. The manapers claim that thev
are ineffective because of lack of direction from the board
of directors and no sumnort from institutions such as the "A
and the SNs. The boards of dirnctors Hlame incffectiveness nn
the manager for not carrvinpg out nolicies and the institutions
for lack of support. The institutions claim there 1S nothine
viable in the cerperative for ther te conprort.  There is a ~en ral

fecelinp of frustration and immotence by all dinvolved vhich has
finclly piven way to anathy.

GUIDILINES FO™ TMEVIVINIC THE FEDEPATED COOPEPATIVFES

The nrecarious situation of the Foderation AiCs required
that puidelines to revived them be developed and immediately
irmlerented. The peneral objective was to nrovide technical
assistance to the financially distressed coonmeratives so that

thev would become financially viable. nrovide services ro the
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merbership and would be considared "permanent” by the rerbers
in terrms of their willinpness to capitalize the coonrrative.
This objective was comnosed of three senarate, hut inter-
related parts,

1. Strenpthen the S'ls

2, DPevive the A'Cs

3. Develon the Federation

A first step was to examine the problems of the SMs. A
maior problem faced by manvy SHs is that thev do not provide a
service that the rembers value. They need a service that will
nrovide immediate and nergonal henefit. According ta SU' Jeaders.,
merbershic is dvindling because the coonerative cannor offer any
service to the members. Throueh discussions with SM pregidents,
it was apreed that an input nroprar wvould be an excallent way
to heln stem the deterioration of the SMso Tt de oA criticeal
scrvice based on the felt needs of the 37 wombers, Pronerly
administered, it vill strenethen the cobhoaivencss of the Slls,
nrovide income to the A’ and may Lecore & basic husiness for

the Federation,

The lorical conduir for an SM inpuet propram is the AT,
lowvever, the AMY must have the oreanizational and technical cana-
bility to carvv out the nropram. I didentificd three nroblem

areas in the failine A'Cs vhich needed attention.

-f ..
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Board of Dircctors

a.

Resnonsibilicies and duties as board members.

Board members nmust be made avare of their general res
ponsibilities and specific duties.

Settinpg poals for the coonerative and establishing policy.
Board members must he puided in settine the roals that
will lead to a viable coonerative and developing noliciesn
that will lead the cooperative te the poals.

Leadershin,

Board merbers must be educated in the nhilosophy and
principles of cooperatives so they can nrovide the

leaderstip for the pencral rembers.

Manapement

a.

h.

Assistance in financial manaecment.

i‘anagers must institute an accounting system vhich 1i1]
nrovide accurate, complete and up-to-date financial
information. There must be the service of a component
accountant available to the A’C.

Adrinistrative nrocedures.

Manapers must knotr the nolicics of the board of directors
and be willine and able to adhere to them.

Marketing and trade tarpets.

It is the resnonsibility of the manaper to develon income
penerating activities, set tarprets and establish strategies

for achieving the tarpots,



d. Leadership activities.
The manaper must act as an advisor to the board of directors.
IL is his responeibility to develop the confidence of the
board members. He also has the responsibility for deve-~
loping the luyalty and commitment of the 5'is.

3. Institutions.

Linkapes must be estiblished hetween the AMC and the

relevant institutions, These instititions include the SNs,

rural banks, MN7?A, KKK and the MA.

My activities as CI'P consultant were structured around
these puidelines which were designed to help achiecve the general
objective. The puideline activities are also compatible with the
"Basic Functions of the Federation" as outlined by Mark Van

Steenwyl: in his Anril 1982 report Some Development Considerations

for the Federation of Apricultural Marketing Cooperatives of

Mindanao (FAMCOM) , INC.

SOI'E BASIC CONDITINNS NECESSAPY FOR IMLEVMENTATT.ON

The successful imnlementation of these ruidelines requires
sere basic assumntions ahout the SP's, conditions within the AJC,
and the oualitv or the external lecadershin of the consultant or

government technicians.
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As the basic buildine hlock for the coonerative system,
there rust be at least a fev Sis that have an active and committed
merbership and the oM chairman must be ahle to command the lovalty
of his memhers, The SN rust have the financial capability to
participate in the capitalization of the AMC, Tinally, partici--
pation in an input prorram reauires that some individual members
are eligible for institutional financing or able to gelf finance

their prrchascs of inputs.

To hecome financially viable, the A must have at least one
[ " . . . .
stroneman™., This ig a nerson who is a canaghle husinessman (one
vith business exnersence) and vho can influence the hoard merbers
and manager to see that the coonerative is onerated on a husiness
basis. This is a necessary but not sufficient condition, There
are many other elements which are needed | but this is the key

stone to successful rehahilitation.

There must be stronp external leadership. This ~ay he either
a co.sultant or a person from the "inistrv of Arriculture. The
legder must he willing to nrersonally spend a ereat deal of timc
on-site visitine the SMs, AT and the sunportine oreanizations.
The leader must have nsycholoaical accessibility to all level of
persons fror the Covernor of the province to the peneral membershir
of the SN, Mo nust estahlish personal credibility and understand
the use of influence. tost immortantly  the leader must have a
“can-do" attitude tovard the nropram. This entails motivation,

initiative and decision maline capabhility,
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I'PLEMENTATION OF THE CUIDELINES IN SURICAO DFI SUR

The basic conditions for successful implementatior existed
in Suripao del Sur and because of the tire limitations of the
contract, I concentrated mv cfforts on strenethening the SNs an-
rehabilitating the AT in that nrovince. The rationale for focusine
on one¢ cooperative was to test the practical apnlication of the
euidelines bv followine through as far as nossihlc hefore the end

of the contract.

The irmrlementation hepan July 24 when I attended a board
of directors meetiny in Tandar, Surigcao del Sur and presented the
cuidelines. A resolution was adopted by the board of directors
to accent the ruidelines and to actively participate in restruc-
turing the coonerative. Auaust 5, the board of directors called
a snecial meeting and reouested the resirnation of the manarer.
That marked the bepinninp of intensive activity to pain the
interest of the S leaders and members in nurchasing inputs throuph
the AMC, and in reorsanizine the A’C so it could act as a conduit

for the inputs.

The nrinciple persons involved ine'uded Pr. Vilfredo Pat-
rimonio, accountant from 'orth Cotabato AC Attv. Pamco Serquina.
General Manaper of Morth Cotabato A’ C- r Ceorge Voth, Consul-
tant Chiaf of Party ACPI- Tam 'oller Peace Corps Volunteer: Juan
Y. Solomon, Assistant "epional Nirector of A "egion XT: Provincial

I'A technicians, the AI'C board of directors, SM presidents and

- 12 -
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myself. On the perirhery vere the local manapers of the MFA,
KKK, F3DC and thc PMR.  These nersons have all play~d a role

in thc implementation of the cuidclines.

Purine the irnlzrentation ncriod of tvo ronthna, thers hgve

e

bren cipnificant accornlishrents. r. Patrironio apent nearly tuve
vecks bringine the accounts up to date. The AMC board has now
hired an cxmerienced accountant to maintain up-to--date and
accurate financial records. A manapemont committoc vas anpointad
and the Peace Corms Volunt.ar vas anpointed as temporary adminig-
trator to carry out tho directives oY the manapement committeo
until a permanent manacer can be reeruited, Atty. Serquifia is
nrenared to sunnly inputs to the cooparative throuph the North
Cotabato crcdit line if strict reariroments on nayrents arce mot.
Atty. Sercuifa and !'r. Voth have attendad moetrines vith board
members, 1A technicians and S leaders to discuss the innut
nrofram. Local ianut nricas, Cebu~Surieao del Sur shinping

costs and local truck hauline costs have boen callocted

analyzed to determine the feasibility of the cooncrative sclling

inputs at prices competitive with local dealers.

Overall, thec responsce by overyone involved has hoen pra-
tifying. IFA, Y¥K, TSPC and the nprovincial MA nersonncl have res-
nonded favorably to discussion about vays in vhich they can suprort
the cooperative. SM leaders are enthusiastic ghout the prospect

of revitalizing their SNs.
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The presidents of participating SVs are listine the
names of merbers whom then consider to be co:mitted and loyal
to the 3N and ave rood credit risks for the input nrogram.
The reliahility of these nersons will be cross-checlted uith 1A
technicians, lending institutions, and the KIJ which had admi-
uistered an input proprar to the sovbean provers. After the
reliahility and commitment of those persons listed is confirmed,
their orders for type and auantity of inputs will he talen.
This is exrected to be completed in mid-October. The innuts
will be scheduled to arrive for the November and Necember planting

periods,

CONTINUATION OF TN IMPLIEUTATION

I believe that in Suripao del Sur  erouch backpround worl:
has been done vith the Sils, the institutions and the AT so that
thare is a good chance to successfully implement the input
propram if a qualified extarnal leauer can be found to continue
the vork. The leader's role will he to coordinate the activitjes
of the board of directors, the manaeer . and the relevant insti-

tutions such as the PTA. YKK and t'e rural hants.

This is a crucial tire for the Suriecao del Sur coonperative,
Plantine season bepins in Noverber and innruts must be on hand
for distribution. Ther: is much vork still to be done with the
AYC before the end of the nlantine scason. The success of this

input propram vili require a continued focus of effort ntil
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the end of the plantine season. lowvever, to be truly guccessful .
this effort must be directed not only to administering the input
Program, but also to tieinp it in with educating the M members

in the philosophy of cooperatives,

If this input nropram is successful in Surierao del Sur, it
may he an acceptable model to anply to the other failine coope-
ratives in the Federation, Certainly, successful administration
of thia innut nropram and the revival of Surisao del Sur AlI'C will
be incentive for future activity by the Ministry of Aericulture
and for other cooneratives to participate in the rropram. This
will strenpgthen the individual cooneratives and nrovide a strongp

imnetus to the development of the Federation,

Based on the carly response of the Sig and the AI'C to
implementation of the puidelines, 1 believe that this annroach
is worthy of continuation. The essence of this a-proach has been
for the consultant to coordinate s concentration of human and ingti-
tutional resources. A leadershin role has been developed tthich
includes motivating and puidine the board of directors, managper,
the SM leaders and the institutjons. T™is has required estah-
lishing personal rapnort with the individuale involved. Technical
assistance,in this critical situation,can he effeoctive only vhen
it is personally supervised and ig inteesrated into the vhole of
the orpanization by the coordinator. Leadership, uhich is an
irnortant element in the rehabilitation of cooperatives | cannot

be provided hy a tagk force. It requires individual commitment
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and the ability to eain the confidence of the cooperative members
through personal contact. I'ventually, individualized assigtance
may be phased out and institutionalized sssistance substituced.
llorvrever, there is the irmediate nroble: of maintaining the
morentum and propress vhich has been made in Suripao del Sur and

vhich is 80 vital to the formation of the Farderation.

ZYECUTIVE ORDEP "N3

I helieve the newly issued Exccutive Order 803 provides an
opnortunity for apricultural cooperativas to exnand their role in
operationalizing apricultural nolicy and in increasing thejr
cffectiveness in meetinp farmers nroduction and marketing needs.
The agpricultural cooperative, trhich incorporates the SM, AMC and
CTR  may be the most effective means for the Inteerrated !Manarement

System to implement the deliverv of agricultural services and inruts.

The effectivencss of the nrovincial aericultural council in
meeving national apricultural nolicy objectives will depend very
much on the resnonsiveness and suprort o the farmers. Stronp
vnl) orpanized cooncratives nrovide the host conduit for dialopne
and understandine of objectives betueen the local covernnent and
farmers. The apricultural coonerative provides a ready made pro-
duction marketine and credit system throurh which the nrovincial
apricultural cowuncil can carry out policy. Tndeed, the cooperative
is an orpanization intesratine che essential activities of the

farmers,
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The arricultural cooneratives can nlay a sipnificant role
under Executive Order 803 if the potentials are pursued with vipor.
In my experience in Yindanao, the apricultural cooperatives do not
have the internal leadershin initiative to take the first steps
to develop the ramnort and coordination with the provincial arri-
cultural council., This must come from external leadnrs™ip. Throch
the Ministry of Aericulture, T am confiront that if the ministry
vrovides leadership  the various apencies involved in the imple-
rentation of Fxecutive Order £03 wvill resnond rositively to the
cooneratives. If the "inistry of Aericulture through BCOD can
mount a major carmmaipn to pot the cooperatives roving and coordi-
nate with the rrovincial apricultural council, there is every
reason to be ontimistic about the cooperatives helpine to achieve

rrovincial and national apricultural ohjectives.
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