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INTRODUCTION
 

Management in cooperative faring has a special prominence due to
 
the emergence of this form as a crucial factor in development in Third
 
World countries. While the management functions are, in essence, the
 
same on a production cooperative as they are in any other organization,
 
the actual implementation of the functions pose special problems because
 
of the unique nature of management-worker relationships on cooperative
 
farms. It is to these problems that this study is addressed.
 

Chapter I discusses the role of agriculture in development, and
 
provides the context against which the case for cooperatives should be
 
placed. Chapter I! uses John P. Commons' work on institutional economics,
 
theories of business management, and theories emerging from Yugoshavia's
 
self-nanagement enterprises as a framework for developing an organization
 
theory relevant to cooperative farming enterprises. Chapter III studies
 
in detail the management function and operation in view of cooperative
 
variables and goals. Chapter IV discusses two new forms of cooperative
 
farming in underdeveloped countries--the Chilean Asentamiento and the
 
Tanzanian Ujamaa--with particular stress on organizational aspects.
 
Chapter V offers a model for cooperative farming.
 

For further elucidation on the topic, chiefly in the form of detailed
 
studies of other forms of coonerative farming (kibbutz, moshav, ejido,
 
kolkhoz), the reader is referred to Boguslaw Galeski, "Prospects for
 
Collective Farming," (a forthcoming LTC Paper), as well as to the author's
 
Ph.D. thesis upon which this Research Paper is based (Claudio Barriga,
 
"Management in Cooperative Farming," Ph.D. thesis, Department of Agricul­
tural Economics and Business, University of Wisconsin-Madison, 1972).
 

C[APTER I: AGRICULTURE AND ECONOMIC DEVELOPMENT
 

At the completion of the first Development Decade (1960-1970), most
 
of the poor nations were rot developing as expected. Only 24 out of 156
 
countries which can be classified as LDCs had a per capita GNP growth rate
 
exceeding 5 percent yearly, the minimum target set for the period. Almost
 
90 had rates of less than 3 percent per capita (Finance and Development,
 
pp. 48-60).
 

Isolation and/or ranking of factors influencing poor growth perfor­
mance is extremely difficult; nevertheless, agriculture occupies n
 
unfortunate pre-eminence, constituting, on an average, about 35 percent
 
of the GDP of developing nations, reaching as high as 60 percent in some
 
cases. In the crucial export sector its importance is even greater, with
 
agriculture contributing more than 40 percent of the value of total
 
exports, while with respect to population an. employment, more than 50 per­
cent of the people depend on agriculture for a living.
 

Among the explanations for a poor agricultural performance are:
 

1) In many countries agriculture is still at subsistence or 
semi-subsistence levels, with little production surplus to be marketed. 
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2) For several years, especially from the late 1940s through the
 

synonymous with industrialization. In

1950s, development was viewed as 


many nations this meant neglecting the agricultural sector. At the swne­

due to high population grothtime, agriculture faced an increased demand 
and increased incomes in the population duerates, increasing urbanization 

to industrial emnlo'rment and expansion of trade. Thile demand increased, 

supply lagged due to the inherent coplexitic.s of agricultural moderniza­

tion on the one hand and the lack of aprorriate policic-s and necessary 

resources for agricultural improvement on the other. 

3) A third reason is the common rigid institutional framnework of 

many LDCs, with uneven tenure structures (lntifundia-minifndia 'attern), 

strong control of marketing channels--both to and from the farmer--often 

by inefficient and costly intermediaries, and highly selective credit 

policies geared mainly to lar'ge landowners. 

4) A final reason has been a fluctuating if not absent government 

policy whose responses to political pressures seldom Provide the stability
 

required for agricultural investment.
 

All of these reasons resulted in a lagging agricultural sector, 

forcing countries to use their scarce foreign currency for food imports 

to meet consumption needs instead of using it for nroductive investment. 

Struct-ral Changes and Agricultural Develotment 

The following issues must be considered in discussing agricultural
 

development:
 

1) The increasing demand for food: Third World population growth 

rates of over 3 percent yearly imply a substantial increase in food demand. 

To maintain present food consumntion levels in the LECs, then, agriciulture 

must grow over 3 percent per year; if adequate nourishment is an objective, 

agricultural growth rates would have to at least double to 6 percent yearly. 

Using the Jchnston-.ellor formula that a 1 percent increase in per 

capita income in a less developed country will oroduce a 3.7 percent
 

increase in demand for food, the rate at which agri'culture would have to
 

grow to meet demand expectations increases even mor . Substantial
 

improvements can be made in agriculture with only modest capital require­

ments, making it a feasible achievement in poor and capital-hungry under­

developed areas (Southworth and Johnston., p. 9. Johnston and ivellor, pp.
 

575-581, Papanek, p. hl0). Schultz has ad'.ocated using new indues with
 

relatively high payoffs and good distribution, together with appropriate
 

education of farmers, to bring forth agricultural modernization and
 

increase output (Schultz, 1964a and b). The green revolution has shown
 

Schultz was essentially rifht an, that adequate technologi al changes are
 

caphle of making dramatic improvements in fool production. There are,
 

however, several problems attached to an indiscriminate use of the green
 

revolution pachage if deep structural changes aee not made simultaneously
 

in the agricultural sector (Ladejinski; Falcon', I. Brown, 1970).
 

2) Agricultural development and employment: On one hand, moderniza­

tion of agriculture and the rural sector may create employment opportuni­

ties through intensification of crop and livestock production, or through
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the creation of ancillary enterprises. On the other hand, as industriali­
zation proceeds and gradually steps up, agriculture can release the labor
 
needed for industrial development, replacing it through mechanization and
 
other technological adjustments. 
Viewed in the framework of what Owen has
 
called the "expenditure squeeze" on agriculture, this sector can be seen
 
as a regulatory force, keeping workers until alternative employment
opportunity in the nonfarm sector opens up.
 

Given the present characteristics of developing nations, there will
 
have to be 
a growing reliance on the ability of the agricultural sector
 
to hold labor and provide employment. Using Dovring's formulation
 
(Dovring, 1959) and some typical data from LDCs, we find that merely to
 
absorb the population increase, job creation would have to grow in the non­
farm sector somewhere in the range of 6 to 12 percent yearly,1 
a very

difficult achievement indeed. 
Data from LDCs show that, based on past

performances, this is almost imnossible to accomnlish. 
Meier (pp. 430­
439), using several sources, shows that industrial employment in LDCs has

lagged behind growth in industrial output, behind growth of the urban 
population, and even in some cases behind the general growth rate of
 
population.
 

Data for Latin America show a growth rate in industrial employment

of approximately one-third of the annual urban population increase for the
 
1950s decade. The situation in Africa is not much better, and there are
 
several cases in which the annual rates of growth in total nonagricultural

employment in Africa were actually negative for the period 1955-1964. This
 
lack of job opportunities has created severe unemployment and underemploy­
ment (See Thiesenhuzen for the case of Latin America).
 

3) Agriculture and industrialization: in LDCs, an important sector
 
of industry (a larger fracticn than in ieveloped countries) is dependent

for its operation on alricultural raw materials (food processing, textile,

rubber, leather, paper, tobacco and beverage industries). industrial
 
diversification is also dependent on increasing activity in the agricultural
 
sector. 
Higher net cash incomes for the rural population would give

farmers more purchasing power, thus enlarging the market for industrial 
products (R. Nurkse, p. 
580). The rise in rural nroduction wil also
 
result in an expansion in supporting services and activities such as
 
marketing. packaging, supply of inouts and other household goods, etc.
 

4) Agricultural development and the balance of payments: 
 Higher

production can often be transformed into higher exports or a reduction
 

iAssuming we want agriculture to remain stable in absolute numbers,
 
and that population and labor force increase at 
the same rate, then popula­
tion increases (therefore labor force increases) would have to be absorbed
 
by the nonagricultural sector of the population. 
If we assume a 3 percent

yearly growth rate in total population and a distribution of population of
 
75 percent in agriculture and 25 percent in nonfarm sector, the growth rate
 
needed in the nonfarm sector to absorb all population would be 12 percent.

If the distribution is different, with less agricultural population, the
 
employment growth rate needed in the nonfarm sector will be lower. 
With 60
 
percent in agriculture and 40 percent in nonagriculture the required rate
 
is 7.5 percent yearly.
 



in imports, thus enlarging the availability of foreign currency for other
 
development needs. Different policies will have to be implemented for
 
each agricultural subsector (domestic and export) in order to achieve the
 
required export expansion. In cases where this enclave has not previously
 
existed, it may be necessary to create such a sector (a profitable export
 
crop can frequently be added to an existing cropping system without making
 
too large a capital outlay).
 

5. Agricultural contributions to capital formation: Measures such 
as double cropping or cultivating new land by irrigating it with such low­
capital techniquos as simple pumps, wells or regulatory dan.s : the use of 
new or improved seeds, or the adequate use of fertilizer and pesticides can 
provide agricultural returns ranging from 10 to 400 percent with only a 
moderate capital outlay. Once output increases, different mechanisms exist 
through which capital can be extracted from this sector. 1Peavv taxation 
was a very successful device in Japan's development; production quotas 
delivered to state agencies is the systemn used in the socialist countries: 
and a deteriorating parity was a mechanisn operating in the United States 
Dorner, p. 427). Other mechanisms such as rental payment to landowners, 
the use of farmer savings for industrial expansion, or the nai.tenance at 
farm cost of educational institutions are but a few of the ways in which 
capital. can be extracted out of agriculture to finance the develonment 
process. 

Land Reform and the Green Revolution
 

The kinds of structural changes needed in the agricultural development
 
process outlined above are well surinarized in the United Nations definition
 
of Agrarian Reform! 

(it) is the reform of the institutional structures
 
of the agricultural production. It includes, in the
 
first place, the land tenure system, the legal and
 
customary legal regime of property over the land, the 
distribution of property over agricultural exploitations 
between big farms and neasant holdings or between peasant
 
holdings of different size" the land tenure system, the 
system according to which the land is worked and its pro­
ducts are distributed between those who work the land and 
the landowner; the organization of credit, production and 
marketing: the system of agricultural financing, thw 
types of taxes that the governrients impose over the rural 
population; and the services that the governments provide
 
to the rural populations, such as technical assistance 
and training, sanitarj services, water supply and 
communications. 2 

The issue which concerns us onst is the type of organization which is 
best suited to help achieve short-, medium- and long.-term goals. If 
agricultural output and productivity are expected to improve, an institu­
tion is needed which will allow for quick technological change. However, 

2 Cited in Solon Barraclough and Jacobn Schattan "Technological Policy 
and Agricultural Development" (LTC Library 14imeo), May 1970. 
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that is not enough. For what happens if demand is not present to absorb
 
that increase? Economists have long ago shown how price inelastic the
 
demand for food is, which means that a heavy increase in supply will
 
normally result in a sharp decline in prices, making things worse in terms
 
of net return for farmers. This situation is especially harmful when
 
introducing a new technology, because peasants generally working at near­
subsistence levels will h.)rdly be able to use new technology unless
 
adequately guided and assisted, especially since this innovaticn will 
normally mean a much higher expense ir.input. 3 AZ substantially better 
net returns are not quickly forthcoming, the farmer is likely to resist 
adcpting new technology for obvious reasons. 

Feder' has divided developmient experts into two grouns: "the Techno­
crats and the Reformers." One approach (technocrats) is based cn the 
belief that the crucial element in rural development is an increase in out­
put and productivity. The use of better inputs, better infrastructure and 
a more rational price system create favorable conditions which translate 
into greater outruts and bet'er productivity according to this view, thus 
setting rural development in motion. 

The second anproach (reformers) reasons that agricultural development 
is almost imnossible with the present agrarian structure, and that a 
necessary condition for development is to do away with the present system 
by means of a "massive, rapid and drastic" land reform, -uhich by changing 
land ownership rill allow the imrovement of the peasant sector and thus 
foster the development prccess. ' These two approaches conform to 
the two new major rolicy measures of the last decade dealing with 
agricultural develornment--land reform and the green revolution. 

The existing land tenure system in LDCs (especially in Latin America) 
has often been denourced as cne cf the najor causes of aricultural back­
wardness (L. Brown, 1969-, T. Carroll, 196)9). Land reform became an 
"accepted" concept for rovernment officinls and politicians in LDCs around 
the 1060s, so much indeed, that it became a recuirement for Latin American 
countries seekingf the a;;sistance of the Alliance for Progress for devel­
onment programs. Kowecrer, land reform, while a necessary condition, is not 
a sufficient condition to ensure a gricultural development. Often, during 
Lhe early years of the process nroduction may fall -o levels much lower 
than those which gave ilnotus to land reform originally. 

Ihile land reformwas debated and irxolemented with greater or less 
depth and success in different countries, other ways to encourage 
agricultural development were proposed. Schultz advocated new inputs with 

3ITharton stated that a Filipino farmer adopting the new rice varieties
 
will increase his cash cost--due to all inputs required--from $20 per
 
hectare to $220 per hectare. See Wharton, P. 92.
 

4This position is mainly based in the agrarian structure of Latin 
America dominated by a latifundio-minifundio pattern. (See Feder.)
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relatively high rpayoff and good distribution to farmers, together with
 
appropriate education on the ways to use these inputs to bring about modern­
ization of agriculture which would then increase output (T. Schultz, 1964a,
 
p. 199).
 

Agricultural research conducted mainly by the Rockefeller and Ford
 
Foundations in the international agricultural centers in Mexico and the
 
Philippines produced a package of new technology--consisting mainly of
 
improved varieties, fertilizers and pesticides--which when used on a large

scale, produced such an impact on the 1967-68 crops of countries like 
Mexico, India, Pakistan and the Phili-.pinTs, that the concept of the green
revolution was b3rn. The snlendid achievements of this 
many--an alternative way to achieve dramatic increases 

zhowedprorrram 
in arricultural 

--for 
out­

put rapidly instead of through the painful and often owrccesses 
associated with structural change and land reform programs. llo-,.ever, 
technological change, on the other hand, while allowinr- substantial outeut 
increases, will not fulfill other goals which 
are expected from agricultural
 
development, and may create severe political tensions. There is 
no doubt 
that the use of these policy measures, as alternative or complementary, will 
depend to a great extent on the definition of development, land reform and 
green revolution, and how each of these relate to the secific characteris­
tics of the country or region where they are to be applied. 'any have 
indicated that the preen revolution shou.-d be just one of the sters--maybe
 
the initial one--towards agricultural develor!ment. In any case, a remark­
able similarity exists between the two rolicies if some of the side effects
 
or complementary measures are taken into c.onsideration. Increases in out­
put will make institutional adjustments necessary in the areas of credit, 
marketing, education, storage, processing, etc. (Falcon; ',Tharton, 1969b; 
Paup, L. Brown, 196P). Land refcrm anpears to be a basic mensure to assure 
the wide distribution of the benefits of the rreen revolution, which can
then be implemented almost si-ultaneous!l, taking advantage of courses of 
action made possible by.structural transformations. In agricultural devel­
opment today there are two major iss"-es, identifielt by Lester Brown as the 
food-population and the emrloyvn.ent-populaticn problems. These two issues, 
as they relate to Latin America, will illustrate the deRg:ee of competition 
or complementarity between land reform and the green revolution. 

Latin America faces one of the highest rates of population growth in 
the world. For the period 1965-1969 the average rate was 2.9 percent,

varying from 1.2 percent in Uruguav to 3.4 percent in .Mexico. Agricultural 
output for the period 1950-1965 greir, on average, at 3.8 rercent annually
(Prebisch, 1970). Redundant labor also remains in the agricultural sector 
due to a lack of working opportunities.
 

These conditions imply that the food shortage problen cennot be 
divorced from the employment problem. Altlhough it has been pointed out bj 
many that the green revolution can make an important contribution zo wider 
employment possibilities due to r:.ore intense cropping and the creation of 
ancillary industries needed to provide the required new inputs and higher
technology, it is no less true that this success story can lead--through
indiscriminate labor saving, mechanization--to hiiher unerpioymunt. Land 
reform measures, on the other hand, by providing a wider distribution of' 
land resources among the rural popu)ation, create work. If, as the tenure 
system is reorganized, the package of new technology is made available to 
the peasants, large increases in production can be obtained so as to reduce
 
the food-population problem.
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Organization of Production for Agriculturvl Devj2opment
 

These different issues show that the o-ganizational patterr. of the
 
producing unit is 
a crucial element in the process of agricultural devel­
opment resulting in either failure or success 
in meeting development goals.

Production units range from the private, individual farm system that con­
scitutes the backbone of the United States' impressive record of output
productiviLty to the State-o.ned and operated farts and 

and 
collectives typical

of socialit economies, with a host of "ntermediate foms. Agricultural
development programs in LDCs have traditionally tended to identify with one 
of these two systems, based generally on their international political posi­
tion. 
However, the need for new, original forms of organization has been
 
pointed out by .conomists who denounced attempts at 
orpanizationpl trans­
plantation and called for specially-.oriented agricultural research

(Millikan and Hapgood, 1967). A widespread belief among social scientists
workir:g in rural development is that only cooperative production can cope
with the goals set forth for agricultural development 'increased output,

employment and incore redistribution). 
The problem to be confronted in this
 
case is 
one of management and the effects of such a scheme on productivity.

The lack of inrcntives in traditional forms of collective exnloitation has

often been J[enounced, and if' it is not remedied in LDCs, the possibilities
for increusinrr output appear dim. f. cooperative farm would have many
facets, dependin- on the structure from which it originates: it will have
 
to provide .m.;rvices previously provided by the landlord (if the crganization
arises from a land reform process); it will have to convince farmers to

transfer their individual decision-making to the coonerative (if it is 
a 
rer.'ouping of minifundiftas); and, in any case, it will have to achieve
good managev ent to reach the objectives -lanned. This will demand good
coordination, mutual trust, adequate and efficient planning and implementa­
tion of the work load and wise financial management---,hich will depend

primarily on production achievements--to Drovide members with the funds

they require for their operation and maintenance, and a final year net
 
return better than that of previous periods.
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CHAPTER II: 	 THEORIES OF ORGANIZATION AND THEIR RELEVAFCE TO COOPERATIVE 
FARING 

Three bodies of theory will be used in this charter to look at 

cooperative farming: the work of John R. Commons on institutoLonal economics, 
the theories commonly used for the analysis of business organizations, and 

some of the theories emerging out of the workers' management system of 
organization 	used in Yugoslavia since 1950.
 

Institutional Framework
 

John P. Commons' work in the early decades of the 23th century stems 
from a period dominated by the emerging entrepreneurial corporation.
 
Commons' concern was how to bring the constitutional democracy of the
 
United States into economic relationships. The issue at that time was the
 

need to protect workers from the arbitrariness of management. Collective
 
action was seen by Commons as the way to balance the interests of manage­
ment and labor which would, however, remain opposing forces. This conflict
 

of interests was due in part to classical management theory regarding the
 

concepts of power and authority. Authority was defined as the right and the
 

power to expect nerformance from others. Authority and power were simul­

taneous and wore vested in management. Authority had a downward flow, from
 

management to workers, who had to comply with what was expected of them. 

The institutionalization of these concepts contributed to principles
 
of scientific management worked out by Frederick Taylor vhich were in
 

.
essence a modern interpretation of the principles of division of labor 


first outlined by Adam Smith. Methods of scientific management included: 
1) the establishment of performance standards through research and experi­
mentation; 2) the planning of work by management; 3) the training of
 
workers to meet standards: and 4) the maintenance of the performance
 
standards according to task objectives under proper supervision (J. F. Mee,
 
p. h2). The wide use of this methodoloy allowed substantial increases in
 
productivity and placed strong pressures on labor for improved performance
 
to meet management-set standards. Resentment by labor to some of manage­
ment's demands gradually led to organization and exnpansion of the union
 
movement.
 

Commons, in his theory of institutional economics, analyses relation­
ships between management and labor through the mechanism of "transactions,"
 
which he defines as the rules of order through which society controls owner­
ship of and access to the forces of nature. "Transactions," he writes, "are
 

not the 'exchange of commodities,' in the physical sense of 'delivery,' they
 
are the alienation and acquisition, between individuals, of the rights of 

future ownership c' physical things, as determined by the collective working
 

rules of society" (Commons, 1934, p. 58). To transfer these rights, Commons 

states, there will have to be negotiation between the parties concerned
 
according to 	the working rules of society. He recognizes three types of
 
transactions: bargaining, managerial and rationing, which are "functionally
 

interdependent and together constitute the whole which we name a going
 

concern" (Commons, 19 34, p. 58). 

Commons also recognizes that negotiation in bargaining transactions
 

will be influenced by persuasion or coercion, depending on opportunity, com­

petition and bargaining power. Negotiations occur only between legally
 
(though not necessarily economically) equal parties. These parties may be
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economically unequal (giving rise to coercion) or 
economically equal which
 
results in negotiation through persuasion. 
This last point is especially

relevant for cooperative farming, with its interrelationship among equals in 
management and labor which emphasizes the role of persuasion and leadership
 
to attain performance goals. 

Commons recognized that managerial transactions had come to involve a
certain amount of negotiation. "This inclusion 
of negotiation," he writes,

"arises mainly from the modern freedom of labor, with its liberty of the
 
laborer to quit without giving a reason" (Commons, 1934, p. 61).
 

Chester Barnard, in his book The Functions of the Executive (1938),

stated that authority comes 
from acceptance by individuals of orders or

commands. Thus, authority in his view flowed upward, from wor!kers to mana­
gement. Management and labor continue to be distinct forces with different
 
interests, but now management will have authority only to the extent that is

provided by worker acceptance. Power, defined "as the maximum ability of a
 
person or a group to influence individuals or groups" remains in the hands
 
of management, which can exercise this power by means 
of the economic
 
mechanisms it controls. 
 Influence in turn is defined as 
"the degree of

change in individuals or groups" (Filley and House, 1969, p. 55). 
 In other
 
words, hoir much can one make others change.
 

These concepts contribute to determine the way in which management will
 
undertake the functions of the enterprise, especially as they relate to
 
labor.
 

The third body of theory relevant to the institutional framework within

which a cooperative farming enterprise operates flows out of the workers'
 
management system. 
Under this system distinct forces with different
 
interests 
cease to exist. Instead, management becomes an extension of

workers' control over their interests, which are also those of the enter­
prise. In a labor-managed enterprise, (a model cooperative farming system)

management is a collective right exercised through the various organs elected
 
by the general assembly of worker-owners according to the working rules of 
the organization. It is collective action that prevails, and Commons'
 

'rationing transactions '--"an agreement a-mong several participants who have 
authority to apportion the benefits and burdens to members of a joint

enterprise" (Commons, 1934, p. 67)--becone relevant. Authority, under this 
system, "may be considered to be legitimate power; that is, powrer which is
generally acceptable to members of an organization and which is within the
 
values and purposes of the institution" (Filley and House, p. 55).

"-nstitution, 
in turn, can be defined as "collective action in control of
individual action" (Commons, 1934, p. 69).
 

Cooperative farming, then, as an instftution, can be distinguished from
 
a common going concern or 
business enterprise by the interrelationship exist­
ing between authority, power and influence and by relative importance given

to bargaining, managerial and rationing transactions as compared to the
 
common going concern.
 

In cooperative farming, poer will be vested in the membership;

authority (legitimate power) will be vested in management, but "it is not 
viewed in terms of rights of command: rather it is explained in terms of
 
/the/ individual's willingness to accept direction from another" (Filley and
House, p. 58). Workers (member-owners) grant the authority to management,

sanctioning it by their consent to be governed, and the influence of
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management on members will be conditioned by the perception membership has
 

of the importance of management's contribution to the success of the
 

enterprise. This perception, in turn, will be conditioned by the ability
 

and lcadership style of management. Collective or group action is not
 

something that works by itself automaticLlly, instead, it requires con­

siderable effort and work by all individuals in the group if it Is to
 

succeed (Olson).
 

Organizational Variables in Collective Action
 

Once the institutional framework within which cooperative farming Irill 

operate has been defined, some of the variables which allow the system to 

operate successfully must be analyzed accordinf - o orr-nizational theory. 

Although a large part of organizational theory is based on industrial 

a tool of analysis for complex organizations makesresearch, its validity as 

it valuable for considering cooperative farming enterprise.
 

I. ?otivation 

Motivation has been recognized by many social scientists as one of the
 

basic variables in organizational performance (Vroom and Deci). Three major
 

kinds of motivation are commonly recognized. Paternalistic motivation is
 

geared mainly to worker satisfaction, assuming that the more needs that are
 

the response of the worers. Mcmbershi
satisfied by the job, the greater 
in the organization, withcut any clear relation to performance or behavior 

is the main source of reward. Several manage-ment practices are oriented 

to providinr security to members, such as education., retirement plans, 

recreation, insurance, housing, etc. Research evidence shows that pciicies 

of this type, while improving security and decreasing turnover rates of
 

personnel, have had no direct effects on worlker productivity and 
performance on their jobs.
 

A second approach to motivation derives from Taylor's work on
 

scientific management. The basic assumption is that a person will be
 

motivated to .cork if rewards and nenalties arc tied directly to his
 

performance. Wage incentives, piece rate work and penalties, if work falls 

below management set standards, are cor.naonly Tart of the system. Work is 

organized in such a way tba:t the worker has no participation in it- he is 

programmed to carry out a certain task. ::eGreror, in an article which has 

become a classic in managerient studies, called this conception of manage­

ment's task, Theory X.1 It basically assumes that people are passive, and
 

even resistant, to organizational needs. In addition, they nave an inherent
 

dislike for work and try to avoid responsibility. Therefore, most people 

must be coerced, controlled, directed and made aware of the punishments that
 

exist to make them put forth the necessary effort toward the achievement of 

organizational goals. otivation, then, will be based on nunishment and 

externally controlled rewards. Al1though this approach--reward-puni.shment-­

1 TIcGregor first presented his ideas about Theory X and Theory Y in 

1957, in a paper presentud to the Fifth Anniversary Convocation of the 

School of Industrial Management, !IT, Massachusetts (Vroom and Deci, p. 306) 
and later expanded then in the book The Human Side of Enterprise, published 

in 1960. 
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has been 	widely used in industry, several limitations to it have been reco-
O n egnize'd. stems from the diffculty of measungperformance, especially 

as one moves up the organizational hierarchy. Another limitation arises 
- t h e-kinds of Tpenaitie s a d- rewards which-can-be utilized-b ehavio-2a...--. 

scientists have noted that needs are greatly varied and change through time
 
and according to circumstances.2 Meeting these needs will not always be
 
possible for the enterprise.
 

A third approach to motivation, and the one most relevant for a
 
cooperative farming institution, is what has come to be known as partici­
pative management-. The basic assumption of this approach is that individ­
uals can acquire satisfaction by being effective in their jobs, hence satis­
faction will provide the motivation for good performance. It is part of 
what McGregor called Theory Y, some of its assumptions being: people are
 
responsible (rather than passive) by nature and like to exercise responsi­
bility; work is 
a natural activity which depends on controllable conditions
 
to generate satisfaction or distress; land, organizational objectives can be
 
used by people as a means to achieve their o.wn personal cbjectives. This
 
approach has sometimes been called the "soft" management approach in con­
trast to 	the "hard" approach described above. Other elements in this system 
are the integration of planning and actual work performance, involvement of
 
workers in Job description, and the ecualization of power, with reliance on
 
leadership and guidance rather than authority. Incentives are bUilt into 
the task itself rather than remaining an outside mechanism. Effective 
performance as such is the goal, rather than an intermediate means to
 
achieve ultimate goals. 

There are aspects where integration of the two systems (scientific and
 
participative management) ,may be highly beneficial for the overall enter­
prise; for example, the use of wage increases as rewards for performance 
within the philosophy of involvement and commitment to the organization. 
In general, the behavioral approach to motivation should be adopted. Some 
caution must be advised, however,3 if the members of the production cooper­
ative have been operating under an alternative system for a long time. 
Integration of the practices of scientific and participative management, 
moving gradually to increase the latter and decrease the former, may be the
 
most advisable plan. 

2. Grours 

In cooperative farming, groups gain a special dimension because they 
are not only used for working activities, but also in all other forms 
necessary for the development of the rural society. The Hawthorne Studies 

2 A. H. Maslowr, a theoretical psychologist, is known as the father of 
the need hierarchy concept which states that people at work are motivated
 
by the desire to sati.sfy a wide range of needs (Physiological, Safety,

Social, Ego, Self-fulfillment). Money will only satisfy a few of them, 
so it is 	not a primary motivator as suggested by F. W. Taylor. The work
 
initiated by Maslow has been expanded and intecrated into the ork of 
several other behavioral scientists, R. Likert, D. McGregor, 'R. Blake and 
J. Mouton, and D. Katz, among others. 

James Lee, in a well-elaborated article significantly called 
"Behavioral theory vs. reality," presents several of the common criticisms 
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conducted between 1927 and 1932 (which originated the neo-classical theory 
of human relations) called attention to the importence of groups in i7orking 
and performance and was followed by further research on groups. Several 
prpoitions e come 'out"'of that-iwork.r, ----

Two basic distinctions must be made when talking of gr,)ups. One is the 
difference between a group and collection of individuals. A group.--a
 
collection of two or more people--may be recogmized as such when the follow­
ing characteristics are present: a) group consciousness; b) a perceived
 
common purpose; c) interdependence for the satisfaction of needs and goals;

d) interaction in communications; e) the ability to act as a single
 
organism.4
 

The second distinction is between formal and informal groups. Informal
 
groups can be effective to both support or subvert organizational goals
(Tannenbaum, D. 225); they must be carefully handled to avoid situations 
which might impair the organization.
 

Several other elements are important because of their influence on
 
group performance and effectiveness. Group size has a great impact on
 
several other variables. Research has found that group cohesiveness and
 
group size are negatively related.5 This conclusion, empirically tested in
 
industry by several authors, may not always hold in cooperative farming. In 
industry, where work teams develop and remain permanently for long periods
of time, probably a higher cohesiveness will be found than in agriculture, 
but only for small size groups usually not larger than 10 persons. If the 
total group is larger, say 40 to 50 people, group cohesiveness may be better 
in agriculture due to work rotation, something which normally does not take 
place in industry due to high labor specialization. In addition, agricul­
ture may also be more favorable than industry for cohesiveness in large
 
groups due to greater social interaction.
 

Participation will foster cohesiveness, but large groups make partici­
pation more difficult. Since in cooperative farming participation and
involvement are important goals, it will be part of management's task to take
measures to allow broad participation. Lower member satisfaction caused by
 

.made te participative management and which have meant a low adoption of the 
system by the majority of U.S. business orgemizations. He also mentions,
 
the two worlds of business and academia which are so different and which
 
often make academic elaborated theories impractical (see J. Lee, in
 
references).
 

''K 4

There is a substantial amount of material dealing with groups. Some
 

literature which may be consulted for furtz.r information and which is 
listed in detail in the references is the following: Knowles, Whyte, March 
and Simon; Filley and House in their book also cite Hare, Gibb and Marriot 
:n their chapter, "Span of'Control and Size of Work Group." 

5Several authors are cited by Filley and House on p. 289 to support
this.' Among them are Hare and F. Miller. Other authors state this point 
indirectly. Group cohesiveness, it is said, increases the more frequent 
interactions are. The larger the group size the fewer interactions will 
be,-from where we can deduce that larger groups, due to the lower inter­action among members, will have a lower cohesiveness (Litterer, March and 

Simon).
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lowcr participation will gradually'alienate less articulate members and
 
place the organization in jeopardy. 

Group size and performance Dve two aspects. On the one haas a .larger , 
group may have better performance because of its ability to solve Lawider
 
range of problems, due to the greater number of skills which may be found
 
in members. 
 On the other hand, larger groups will take longer to organize

and coordinate and will have, lower
therefore, productivity. 

Developaznt of group norms will be important because of their influence
 
on productivity and perfornm.nce. Special attention must be given by 
manage­
nent to the way in which these .re elaborated, trying to influence them to
 
conform to the goals and standards of the organizations. (See Knowles*)
 

A basic need for the successful implementation of any group activity is
 
the existence of group harmony. 
The problem is precisely how to achieve
 
that harmony. On the other hand, harmony must not be confused with passive­
ness. While a harmonious group is desired, a passive one certainly is not.
 
Harmony is something which must be aimed at. 
 It will not come instanta.
 
neously, or after cohesiveness or a good mech,-nisn for deciuiun-muhing has 
been achieved. Harmony ',ill be that and much more. It will be involvement 
and participation; in other words, it will be total commitment of all 
members. Conflict and discussion may still arise, but once harmony is
 
reached the successful survival of the organization is assured. 

3. Leadership 

The importance of leadership for succes-iful accomplishments has been
 
recognized by social scientists for many years, but its systematic and
 
scientific study was initiaced only in this century.
 

In his work on Institutional Economics, Commons viewed leadership as
 
the element or mechanism through which sanctions were applied, to gain

control of the going concern, which is distinguished by "its capacity to
 
continue with changing personalities and changing principles, not depending
 
upon any particular person or any particular principle" (Commons, 1934, 
p. 750). lie recognized three types of leadership--leader, boss and chief-­
according to which sanctions predominated. (Sanctions were defined "as the 
collective inducements that require individuals to conform their behavior
 
to that of others" (Commons, 1934, p. 700).) A leader depended "solely on
 

< persuasion and propaganda to attract and lead his followers." The boss

"depends on coercion through control of the jobs,, contracts, livelihocd or
 
profit of the followers." The chief "depends upon duress through his
 
control of physical force" 
 (Commons, 1934, p. 749). Three additional terms were used by Commons to distinguish different combinations of sanctions
 
through which leadership was attained. One of them was personality, which
 
may be related to what was later knom as trait theory of leadership. Asecond element was principle , which may bc related to instrumental leader­

ship because "the leader becomes such, because he can formulate in language

what others feel but could not tell" (p. 750). The third and last term,
 
organization, is more avsociated with 
the institution itself rather than 
with any one person or individual. It represents what could be called
 
collective leadership. Twio important conclusions are relevant here in terms
 
of our study. The firtt is that an important task for the leader' in newly

created systems of cooperative farming is to be able to transform these
 
organizations into "going concerns." 
 The second one is that the leader must
 
choose a system of sanctions to make guidance (rather than control) of the
 



cooperative enterprise successful.
 

The creation of the human relaticns scL-ol of r..anagement and the
 
writings of fayo and Lewin aroused a new interest in the role of leadership. 
(See Etzioni.)
 

Leadershin ha-, been de-fined "as r.proc,-ss whereby one person exerts 
social influene over others" (illey and "House, p . 392). It is a relation­
shi. o- deeade Part of' t- I adei 's suocess will de,.nd on 'is ailt 
to percei;e . du:ree cf influence he is able to exerciSe Ta cooperative 
farming due to tI:r re!atioi..-i. ex.istin- belreen io.er. "'ithoritv and'2 
influence., ica usni ,.ill be cc,:ditioncd by ac eptarnce c-' the followership. 

Three major 1,:..ies of iea'!ersh.in thec ry have been recognized and 
studied extensively: a) trait theory, b) behavioral theory, and c) situa­
tional theory. 

a) Trait theory is based on special. i'dentifiable cLaracteristics in 
the ersLnity of the leader whi2l- meke hin. s.ccessfuly accepted as such. 
It is probably the least relevant to the kind of institution under discus­
sion. 

b) Behavioral theorists have i'dentified four typ es of !.2adership: 
autocratic; supcrtive (particinative r r democratic) i".....:...ntal and 
"great man" Fiiley and ouse, . 33). (!)Atocratic le" art clearl 
identified with Coni=ons' concers of hoss or chief whose act ions are 
supported by reward and ;unishment sanctionns. (2) Supncrtive leaders 
involve members in the decsion-:.a.in, procc,:-s and, i.- r-enerali, try to 
create an appropriate environraent for wurkers' n-erformarce. This thecry 
may be associ;7tcl !:cCre-o:z Theory -andCommn-ons'with , Y concent of a leader 
acTing throurh .eruasion.(3) The i.rstru=.enta! leader will be the prad­
matic, organized, 11ethodical man who rerforr.ms nanaidefgent func-ions (plan, 
organize, direct, coordinate and control) to accoml:ish -)rganiz*ational goals. 
(4) The ",great man" theory of leadershir' represents the integ!ration in one 
leader of both the supportive and intrurrental th. ory characteristics. 

The "great man" leader is no doubt the most for cooperative 
farms, however the scarcity of "great mtn" leads one to select supportive 
leadership as most suitable to the accomplishment of coorerat2_ve farmirg 
goals. 

c) The situational theory of leadershr,., is -)roba1 y the most flexible 
current theory. 7t is riot attached to a sl,,cificor uninuo leadership 
pattern-, instead, it uses the one deemed mc.,;t apnropriate to the ;ituation 
at hand. (1,1ockler.) Situational leadershir is successful '- cooperative 
farming because of its flexibility, alwy remaining within the correct 
perspective of the cooperative farnin, codel. In other words, the sustained 
use of a leadership style such a,; automatic "eadeship which conflicts with 
the philosophy and goals of cooperative farming ust be avoided. 

In addition to these tyTe!-, a distinction betwreen form..!al and informal 
leadershir. must be he .. power bothmentioned. formal a,-r's deriv,;s frcm 
his personality and his or',anizational oSitien- te informal leader's power 
to influence others is mainly personal. Thus the basic difference between 
the two is primarily in their source of power or influence. Another 
difference is their acceptance by the group; the informal leader is almost 
immediately and autumatically accepted while the formal leader has to work 

http:rerforr.ms
http:decsion-:.a.in
http:iea'!ersh.in
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to gain that acceptance. (See Litterer.) Very often, informal leaders will 
arise due to the inability of the formal leader to satisfy the wile spectrum
of interests and necds of the meribershir. In ccop.r-.tive farn'ing, especially
in newly created systens, the ccmprehunsion of the potential represented by
the info'mal leaders is hiphly significant. 'n emerging systeIms, where the 
manager usually will have to be an outsider, group acceFtance will be proble­
matical; management should therefore try to accuire the collaboration and
 
involvement of infur-,al leaders
 

It is ircrtant to recconize the growing importance of leadership in
 
t!e body of c,r ,aJization theory. i!cnagemnent in cooperative farming,
 
therefore, s..,uid give srecial relevance to leadership and work for its
 
develoment.
 

Sel f-Manageme-t
 

One of the major merits of the Yugoslav workers' management system, and 
one of the reasons for its incorporation here, lies in the fact that it
 
re7resents the wi-, se of several behavioral theories and prcpositions to
 
create a new system of business organization which cannot be branded utopian 
nor experimental after 20 years of perfor..ane. 

The systm Cf workers' m-qnae.-nt, or self-t-inagement, e.erived from 
Yugoslavia i n 1',C followinF. the br i.i t Soviet bloc in 193 and 
a thorough evaluation of th2 accomplishmorts of the Sociali t Republic since 
the end of W'/orld War TI. As with other 'systems of organization. its main 
exT)erj ence has been in die industrial sector (where it has yielded impres­
sive result ). Its feneral nrijcielos zc:e characteristics represent 
a model of great rlIevance for the system of cooperative farming. Self­
management represents a more advanced for's than that advocated by behavioral 
theorists, so it is possibl,_ to find in it the fulfillment of many of the 
suggestions coming out of behavioral rcse'trch leadership,on motivation and 
group action and perfor!.ance. The main characteristics of the system could 
be outlined as follows: 

1) Self-mana"ement is basd on th, a-tive participation in management
by all the worhers according to principles of equality and democracy (i.e., 
one man,one vote).
 

2) All the participants in a self-.manzged enterprise share the net 
income (or :sustain the net loss) of the firm after all operating costs have 
been doducted.
 

3) Oinrershir in a sense ceases to be. The means of nroduction are 
socially owned, belonging neither to capitalists nor to the state. The 

6The author's experience with the azertni,:i.e:1os in Chile provides many 
interesting exampler; of this need for collaboration. :n one asenta-miento 
near Melipilla, in the kuntiago province, there were several informal 
leaders that had riser throu,-h union work bc fore CORA took over the farm. 
The exclusion of orne f l',em from the mSi emet i,rcce (they,- s main+.ained 
the union should manage the asentarniento) cr.eated constant problems for the 
op-eration of the enterprise. Once they acceo.ted that a specially elected 
management board was really the one which should manage it., and they
participated in the election gaining several positicus in the board, most of
 
the problems ended.
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workers have the usufruct of the socially owned means of production with
 

specific responsibilities, especially to maintain the value of the means of
 

production.
 

h) Self-:.anagement operates in a market tconoriy, decentralized in ts 

decision-melninr, although adjusting itself to some governiment guidelines of 

planning and control. 

5) Ther.,- is coimlcte autonomy for the enlerprise in shaping its ma.n­

agement and internal orgsization., 'u-oviding the basis of wower is maintained 

in the ,orking ccur.nit'r whi., sanctions thc authority of the electcd =mn­

agement through '..her:' counci2]. and other eocr:ittees.5 

6) A fina! c..-:~ctriztic of the ,-rkers' :nnemert system is com­

plete labor mobility (althouph there are clear regulations with respect T.o 

the dismissal of ;uorker 'Lers). 

Given these charac,-rictics, variables for ordanizational performanco 

will now be e'-min'd. The goals of the enterrriz(e are basic. A very 

concrete one is the maxi--zation of the members' income. A second, more 

general one to which th-c pre'vious one is an innortant contribution is the 

ma:imization of ,.:bers' sati-faction, nece..zitatin., broad organizational 

goals able tc satisfy inlividual gols. 

Prob ;].y the basic variable in worker sat4sfaccion is notivatioa. 

Vanek, in his analysis of the Yuoslav syst,i, distin,-ldshe.- ],etween ?enuino 

and imposed motiva-,ion defined ais follows: "By genuine , I un(Lerstand 

motivation which er:ntes from the n',tural lination;.; anami dcsires of an 

individual in a given environment; hy contrast an imrosed rjtivatioi is one 

based on an instruetion frcm an <x:ernal controllind a;Yent" (Vanek, 1971, 

p. 17). V1hi?. imp:os,<l mtivation exists in any enrloymr-t .iLu.ation, 
genuine motivat,_*on is difficult to ar':iev . In a I,,cr-:raged uccnoz 
Vanek a:serts, "senuine motivation hecomcs the .esessarirule for all of the 
working population, a situatio-i inconceivalle in any cthcr inCu'.:trial

1971, utri th?society" (Vanek, p. 17). Thus Wu2iCU .(laq.uCOship of workers 

to the cooperative enterprise fosters their involver,;en t anc active 
participation, im;:rcvin their notivation conFi,.]er.Iy. ! echani cnn such as 

the election of' the "forkers' Council, various co.mntee.n1 2nd zhu management 

board (elected by the 'orkers' Council fr'-m rmong its mi-m.burs,' all have a 

grass-roots base. .'egulatiorns determi;nirv' the como:iticn of tue board (at 

least three-fourThs of the board mesibers >:.ut !,e produ tion workers) assures 
broad representation. Th-e prohibition fr<.:. s(.rvin',1 on the mana g.ment board 
for more than tuo consecutive year- uarat-es the rotation of members in 
directive positions. These regu-latIons a:.dI r.rocedures Perfori i an educa­
tional ftunction which permits the e.re.v, a'; traininq, ,f nre. leaders, 
and imoroved levels o-f mtivation and rp:rf'orn'u:,:e. Tnr:reares in nroductiv.. 
ity and growth in uer caicita inco"ees in Yugo(slavia ,since thre et tlishment 
of the system clearly support this propozition (Vane., 1971, p. 2l--5C0). In 
Yugoslavia.° after more than 20 years of the systen' operation, the 
recognition ly workers of the importance cf :ectiv. formal leaderhi p in 

the person of the director has a solid foundation. A Yugo3av social 
scientist (Kamusic) his stated that in many cases where there is a dilermma 

between more direct member participation in nanagement or greater economic 

http:co.mntee.n1
http:conFi,.]er.Iy
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efficiency,, more than two-thirds of the workers consulted in a survey

regarding enterprise organization responded that they "ascribe the most

important role in the business policy and development of the enterprise to

the leading personnel," only a little more than onc-fifth assigned this
 
role "to the renresentative torzans of the worcing comxnity" (Ksmusic, D.
100). A furthw r confirmation of the recognition of the need for good
management comes from a comparative study--1962 and 1967--mude in

Slovenia where a strong shift occurred amnong workers in the importance
assigned to the manager. (Also cited in Kamusic.) 

This review of sonie of the importent points which affect complex
organizat" ,n. ,,,nd t-e research and theories that have dealt with them,provides us with the necessary background to move into the analysis of the 
functions of the :_terTprise and a later construction of a cooperative farm­
ing model which can serve as a guideline for similar enterprises which need 
to be created in developing nations. 

7This conflict seems to be confirmed by inquiries made in the
 
cooperative movement of Western Europe which has established that busiiness
 
efficiency in cooperatives is "in inverse propcrtion to the degree of

direct participation of their members in manaerrment" 
(Decroches, p. 97).
It must be recailed, ho.ever, that these are not production cooneratives,
which,as we have seen, have a different degree of member involvement than 
the traditional forms of cooperation. 
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CHAPTER III: FUNCTIONS OF THE COOPERATIVE FARMING EITERPRISE
 

The creation and organization of a cooperative farming enterprise in
 

most develoning nations represents a new venture giving special importance
 
to a systematic analysis and evaluation of other material experiences,
 
although, of course, each cooperative is unique due to the different rela­
tive importance of many variables. Some of these variables will be discus­
sed below.
 

Variables and G-vIls
 

An organization has been defined as "a set of planned activities and
 
interrelationships logically drawn up to accomplish a specific objective
 
or objectives." (Litterer, 1965, p. 10,) The way, then, in which an
 
organization functions is closely related to its goals. Once the goals
 
have been established, the organizational framework and the necessary
 
working rules are set up. Certain variables inevitably affect goals and
 
vice versa.
 

a) Size of the Enterprise
 

Size depends on the characteristics of agriculture in the area--irri­
gated or dry, monoculture or multicrop farming, crop or livestock, pre­
existing tenure structure, educational level of the peasant members, their
 
farming expertise and working capital.
 

Production cooperatives norm:.]ly are created to change an inefficient
 
tenure structure thus improving conditions for the participants, and easing
 
population pressures. Given the social structure characteristic of the
 
production cooperative, it is desirable to have a homogeneous membership
 
anu an adequate size group.1 Organizational theory has emphasized how
 
important group cohesiveness and a sense of belonging is for enterprise
 
performance. These two things, plus the development of a strong coopera­
tive spirit, may best be achieved in a medium sized group. IThile
 
generally in agricultural enternrises the size of the operation is
 
determined by tht land component, in cooperative farming the number of
 
families becomes a better yardstick. A membership of 50 to 100 families
 

has been recommended (Schiller, 1969, p. 35).
 

In Chile, where the author worked for the Land Reform Agency (1965­

lIomogeneity may be seen from different points of view. It may be
 

race and cultural background. Weitz, for example, points out the impor­
tance of this type of homogeneity, recalling the impossibility of integrat­
ing into one settlement migrating Jews who had come to Israel from the
 
Orient, northern Africa and Europe (Weitz, 1971, p. x). Another type of
 

homogeneity will be in terms of previous occupation and a(gricultural 
expertise. In Chile, for example, some expropriated farms had anong their 

of laborers: The walre worker, the sharecropperoccupants different types 
and the supervisors (capataces). When Asentamientos were organized, the 
integration of these three groups in the enterprise was extremely diffi­
cult, and their relations were a source of continual conflict- so much so,
 

that in later years sharecroppers and supervisors often preferred to leave
 

the farms once expropriated than to submit to the working system of the
 
Asentamiento, where they thought they would be discriminated against.
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1968), it was found that Asentamientos of 40 to 60 families usually allowed
 
for a better organization and a faster training of peasants in the use of
 
new technology and self-management skills. This number of fcainlies ;as not
 
in itself sufficient to guarantee success, however, and variations in
 
performance were often found to depend on intensivenesE of agriculture on
 
the farm, on the group spirit developed prior to the expropriation and
 
creation of the Asentamiento, and on leadership ability and agricultural

know-how among the CORA officials and the peasants thcmselves.
 

Many of the organizational probjlems which appeared on the early
settlements with more than 100 families were eliminated or minimized the
 
following ycar ;h-2n they were dirided up into two or three separate
Asentuiicntos which coordinated the use of the existing infrastructure. The
 
Chilean experience nlso shows that it is relatively easy to divide up larger
 
groups, and difficult to enlarge small groups through mergers. 
The strong

opposition by some peasant organizations to the current grovernment's policy

of creating centers of agrarian reform (designed to group several
 
Asentamientos togcther) appears consistent with this principle.
 

b) Labor Organization 

If increased employment is a recognized objective, measures must be
oaken to ensure the full participation of thz labor force available in the 
production cooperative. Work by family ,neinbers can be advantageous for the 
common enterprise, providing flexibility for more intensive cropping, con­
tributing to a stronger cooperative spirit, and increasing family income. 

Enploynent objectives may be, however, in conflict with income goals
for members. 2 If profits (or net savings, to use cooperative termio y
from the farming operation are expected to contribute to capital formation
 
and to increase member income., carefil budgeting, including budgeting of 
labor costs, is required.
 

Remuneration has generally been a complex issue, especially in pro.­
duction cooperatives due to the dual role of worker-owners. Hanagement must
display speoial tact to deal adequately with this situaticn. The normal 
desire for security., equated with a given minimum guaranteed income, must be
weighed against a lack of interest in the enterprise which night arise as 
a consequ!,nce of that sec,.,:ity and its system of payments. The institution­
al framework of the production cooperative will have an important influence 
on the kind of remuneration mechanism established with the general condi­
tions of the workers in the economy and their involvement in the process of
 

2This situation may occur when the enterprise, by providing more 
employment, ends up with no profits, and therefore, no dividends to distrib­
ute to members. Family income will be higher for those members who have 
working age children, regardless of the type, quality and productivity of 
the mecmbers' lal,r. On the other hand, large families who because of
children's ages have only one wage will beearner , receiving, lower income 
even if the member ha.- excellent performance and responsibility. This 
member's expectation of additional income coming out of dividends has not 
been met because increased employment has wiped out profits. Employment
expansion needs to be carefully planned, evaluated, and achieved through

increased production intensiveness. Incentive mechanisms must be introduced
 
to the system of payments to avoid unjust situations which may be detrimental
 

for membership morale.
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organization and decision-making all influential in their choice of a pay­

ment system.
 

In essence, there are three basic remuneretior. alternatives for 

cooperat'ives. A first one consists only of wc.ges., leaving profits for 

capitalization of the enterprise and financing of community services. A 

second system consists of a basic wage, g.rerally according to local wge 

levuls, plus a share in profits usually paid according to the number of 

days worked for the enterprise. The third alternative p,.ovides the member 

with an income based solely on Profits. During the year advances are made
 

cnly for the most urgent and basic needs.
 

The fir'st two alternatives run the risk of bankruptcy if wages are too 

high and harvests are bad. In addition, high wages, while representing 

security, do not necessarily improve motivation nor performance because
 

workers may fail to see themselves as decisively contributing< to the
 

cooperative's income. Thus labor productivity often remains low. ThQ third
 

alternativc, while consistent with workers' dual role as worker-owners, does 

not provide much security., especially in bad aqricultural years. This 

situation may push far-.ers to look for more independerit or =ore zc._ure income 
(like house plot- cr outside work) which may the cxmon enter--opardize 

prise. Another d;ifficulty in this alternativ is the just payment accord­
ing to occunL in:1s with differing productivity, individual effort and 

responsibility. 

In general , ti.e remuneration system will depend on the cr-anization of 
the enterprise, the incentive mechanisms that can be built into it, and the 

weight given to the factors of production. For example, in the East German 

LPG III, 80 percent of the profits of the enterprise must be ollocated to 

labor, while in India., where land is scarce, the larpest profit is allocated 
to landowners according to their contribution of land to the cooperative
 
venture (see Appendix for cooperative forms in Germany and India).
 

Technologj also has an important influence on labor organization. If
 

mechanization incx'eases, the opportunities for epnloyi.ent tend to decrease. 
However, improved technology in directly productive inputs (seeds and ferti­

lizers) together with mechanization and new technirues may intensify the 
cropping pattern, thus creating more employment.
 

Conditions regulating the entry or exit of members to or from the
 

organization must also be considered. This factor is closely related to
 

the degree of labor specialization end the impact of labor mobility
 
policies on potential members.
 

Labor mobility in cooperative farminr can affect the size of the enter­
prise, ownership rights, labor skills available to the enzerprise, and
 

grcup homogeneity. Recruitment rolicies3 will have to take these variaoles
 

3The problem of recruitment will have different aspects if the
 

organization is beingir; created in a developed country or in a LDC. In a LDC
 

with lower rural population and. more industria.ization, it will be necessary 
to compete with urban jobs for scarce labor. In LDCs with a traditionally
 

large agricultural population, the recruitment issue will be more one of
 
obtaining people with adequate skills to help boost agricultural develop­
ment.
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into account, espccially where specialization is beginning and some of the
 
required skills are lacking.
 

Labor on cooperatives is organized into brigades and work teams,
normally with some degree of specialization and responsibility. A b.cnus
 
on production may be assigned to the brigade or work team as 
an incentive.
 
This mechanism, previously banished in socialist countries, is increas­
ingly being used to improve agricultuxal labor productivity. In addition
 
to these groups, some specialists, such as mechanics, tractor drivers,
foremen, etc., will also have to be remunerated according to a system.. which
 
takes into consideration their skills and responsibility.
 

c) Capital 

Capitalization has all too often been identified with mechanization,
which is not only normally labor displacing, but also not as effective as
the use of biological capital in many circumstances. There is, therefore, 
a need to determine the adequate capital mix (inc.udinp,human capital-­
mana-,cment and specialized skill) for the enterprise, keening in mind that 
this will change through time according to the organization's general goals.

Agricultural innovations derived mainly from biological and chemical 
sciences, together with improved worLing techniques, normally do not require
intensive fi.cd, capital, yet their application increases agricultural pro­
duction and productivity, making them especially appropriate for the early
stages of agricultural development where short-term credit is more generally
available than lon -.-term. La-er, as human fkills are developed into oi'ga-­
niz:%tional coordination leading to increased production and marketing
capacity, more capita! intensive methods will be required. This char ges
the enterprise's fixed and working capital mix, thus increasing the need
for long-tern cr dit which in turn will affect the demands to be faced by
credit agencies. Thus, the country's economic directives should anticipate
increa.ing capital requirements. 

It is not easy to inake a balanced use of capital. The technically
optimal mix will, in many instances, be subjected to constraints imposed by
capital sources and the lc-nding policies of institutions that make capital
availablc.h It wrll also be affected by policy concerning debt repayrsent of 

"This point has to be clarified, especially in relation to the balance 
between physical and human capital, and often between different forms cf
physical capital. When mechanization is introduced to a farm it will be 
relatively easy to obtain the credit to rurchase all kinds of maciinery
(physical capital). It will be impossille, however, to obtain credit to
train tractor drivers, and especially mechanics (hunan capital), who are so 
necessary for the good maintenance of such large investments. Another 
ext.unple is that, while often it esy to obtain for pesticideis credits 

,ill not be so e,.'y to purchase the specialized eauipment 

, it
 
necessary for its 

correct application. 1ny other examples could be cited, these twobut 
show the influence that capital sources and lending policies have on the 
possibility of makinrr a balanced use of capital. 
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the production cooperative--whether it be undertaken collectively or
 

indiv idually.
 

A basic principle in cooperative farming is tlat capitl con-'ibutio-r 
without work in the cussnon enterprise should be discarded, ex.erpt in un­
usual co o 

The variety ef the enterprise's capital rineds will coMPel it to deal 
vrith seveoal cred"itt,:,rces and their rc.-uatirns. In LD.., m--<-t of the 
sour-es of crc.dit are g:.verrmental. overrnm,t crei 1 ,:lic:V,, howev , 
are commonly rgr.,t:isc1 aon the lines of yu-ivate banlin,g, ofI'.:n excl1ding 

f-:arirs cannotsmall- and mdi m. 7ho d, n.ot htce coli ater6,.!, cr who 
mortgag:e their land fo:' crLdit fuarantec. :pposedl.Y u. cooneretie 

structure improves the acc off rteasants tc -r: Iii, but unlvs: policies 
are clearly and specifically designed for thi:r ;uUr.ose, this does net 
necessarily occur. T.c inplementation of smp.rvisel crcdit pruir:1s by 
state banks or other agricultural agencies (including rural crdit coopera­
tives) is probably one of the most advisale recourses, although generally 
this type of credit will provide funds for onlr short- and medicum-term needs 
excluding larger, long-run credits required for infrastnur:tlre. 

Another source of short-term crcdit is throujh contract- signed early 
in the season with industrial processors using agricultural products as raw 
materials. This systce of contract fY.rni.rg can be v(;ry L.ene2.i.,ia! in tcrms 
of the commitmet it imposes on the farme.rs to perform their a'.:,iuiturai 
operationz on tie, something which is many times rela.:e- .hi:n goverrmncnt 
crc" izs are used, and often explains poor performance in some enterprises. 

One of the characteristics of ccoperative farming isi th.lat the imple­
mentation of its policies is yer'r sensitive to centralized control (through 
credit dependc:nc., infrastructure limitation, etc.). W1hil.e this may bene­
fit ccordination of overall agricultural develoipment, it can also lead to 
excessive concentration of investment decisions in the lands of the govern­
meat. This may allow a more ratioel use of scarce capital r:sourcE:;, but 
if peasant-fazmers are not involved at somn stage of the, process, they may 
become alienated, Jeopardizing the whole nlun. Exclusive control of costly 
investments by the peasants, on the other hund, may prove wasteful. 

d) Type of Farming
 

The type of farming which a production cooperative undertakes depends 
on three things: 1) The ,,vailable resources; 2) the goals of the enter­
prise; and 3) the regional stage of agriciltural develop.crt. The question 
of specialization or diversification, and the available agricultu:al 
technology will also influence such a decision. Given the level presently 
encountered in most of the developing nations, a system of diversified
 
(rather than specialized) agriculture probably contributes more to the
 
overall development process.
 

5 Cases of this kind could be an import;irt capital investment 'hich 
would boost the general economy of the enterprise, allowing it to make 
better use of some of its other resources. It can also be the case to 
permit old members or dependents of former members to continue living on 
the farm and receiving some type of income for their survival. All these 
cases have to be very carefully analyzed to avoid situations which could 
impair the institutional goals. 

http:farme.rs
http:fY.rni.rg
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A farm is defined as diversified when its organization includes 
several crop and livestock enterprises which contribute significantly to 
total income. The degree or level of diversification will depend on the 

- number -fh tree and on the maginitude of the contribution to total
 
income of each of the enterprises.
 

Specialization is defined as having only one or very few sources of
 
income. Although several enterprises may exist, most of them will be mainly

complementary to the leading one. 

Some of the advantages commonly attributed to specialization are:
 

a) Increased output leading to decreased costs and increased profits;
 

b) Labor specialization resulting in higher productivity­

c) Development of expertise both in terms of the technology for
 
better and more efficient production and in terms of marketing channels,
 

d) Easier and faster training of new workers. 
This is especially
 
relevanb when there are labor shortages or when a sophisticated operation

is performed. (Wine making, growing and packing fruit for export, poultry
 
operations. etc.)-,
 

e) Lens diversified maintenance skills and costs, thus freeing labor
and cash for other uses; 

More routinized work, leaving more time available for other 

activities, such as education or cultural programs and social eventsi
 

g) More specialized capital equipment with faller use.
 

Diversificatio1 can take two forms: 
horizontal diversification, the 
production of a number of commodities, and vertical diversification, which 
refers to the carrying out on the farm of several S4_iges of production. 
With a large enough farm, if resources are available, vertical diversifica­
tion may capture nuost of the advantages attributable to specialization.
 

Some of the reasons favoring diversification are the following:
 

a) Exogenous forces and circumstances cause diversification
 
spontaneously, such as climate, topography. and the generally seasonal
 
character of agriculture, all favoring diversification for a better use of
 
resources, both physical and human. 
The need to provide full-time employ­
ment to cooperative members is 
a strong incentive for diversification.
 

b) Diversification is one of the best 
means to reduce risk by broaden­
ing the economic base of the enterprise., 

c) Diversification permits an adequate crop rotation, thus maintaining
 
soil fertility and preventing the attack of pests and diseases.
 

d) Given the inadequate sources of credit in LDCs, an important role
 
of diversification is the contribution it 
can make to a better cash flow
 
and general financing of the enterprise. This is important when credits are
 
expensive and hard to get, and when monthly advances are required to main­
tain the members and their families.
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e) A final point favoring diversification is the kind of flexibility
 

it provides. Growth of intermediate products (such as corn, oats, barley)
 
conversion " products-like-hog rallowseitherimmediate'saleor 


poultry. Vertical diversification and integration can make an important
 

contribution to employment and income while representing a move towards
 

gradual specialization in some products. For example, in fruit production
 

different seasonally complementary fruits may be grown (apples, plums,
 

cherries and peaches--horizontal diversificatlon), harvested, graded; pro-­

cessed and marketed (vertical integration and diversification).
 

From the point of view of labor management in a production cooperative,
 
the type of farming adopted will determine the possibility of operating at
 

full labor capacity. Diversified farming may also include smaller special­

ized groups, which can facilitate incentive fsystems and wage differentiation.
 

There are many analytical aids which can be used in trying toobtain
 
the best combination of enterprises, such as linear programming, budgeting,
 
or the analysis of farm records. The process of selection will normally
 
take longer and be harder in cooperative farming,than on a private or a
 
state farm due to the advisability of involving members in it. The know­
ledge and understanding peasant farers can bring into the process must be
 

matched by the economic and technical information which management provides.
 
General membership discussion should cover a diversity of points, such as
 
laboruse, financing, yields, inputs, marketing channels, income and service
 
to members, etc. Trade-offs have to be debated--profits versus employment;
 
capital"needs for later expansion versus present advances and yearly income­
mechanization or incorporation of now members, etc.
 

A final'comment' regarding issues in cooperative farming has to be made
 
about the importance of collective action. The promotion of acoope:rative 
spirit and the creation and implementation of an adequate system of moral 
and economic incentives are probably among the important) elements for 
coope'ative success, and are a challenge to cooperative leadership. Special 
devices;such as elections and information meetings to maintain collective 
action must be developed and institutionalized to avoid'a falling off in 
member participation, 

The Management Function
 

Management as a professional discipline is a relatively new notion
 
which can be tracedback to the early parts of the present century when the
 
concepts of scientific management were introduced by Frederick W. Taylor

(See Chapter II). In modern times management and management functions have
 

become systematically analyzed and generally associated with'the institu­
tional framework of organizations; more,specifically, of corporations. .Most 
of the'research and writing about management in the last half century has 
been devoted to its analysis in the industrial process. Management in 
agriculture, widely identified with farm management, has evolved mainly 
around the institution of the family farm in the United States. Its 
analysis, methodology and recenmendations, closely associated to the 
American framework, have not usually dealt with large-scale farms, 
particularly of the cooperative kind which are seldom found in the United 
States (except for some religious communities). In the absence of specific 
research on cooperative farm management, and given the many advances which 
have been made with management by social and behavioral scientists, the 
careful use of their work 'and findings for the analysis of agricultural 
enterprises seems advisable. 



Definitions of management vary (see Doll, Rhodes and West, p. 29, and
 
Ralph C. Davis, in J. F. Mee, p. 9); but in any case the notion implies a
 
process which uses resources (human and physical) to execute a task neces­

. .. saryytotachieve,certain objectives.
 

Henri Fayol, a Frenchman, in 1916 was the first to identify management
 
functions, classifying them as planning, organizing, commanding, coordinat­
ing, and controlling'(see Mee). 
 As the study of management developed, some
 
additions or modifications to these basic functions have been made; in par­
ticular, the replacement of "commanding" by a somewhat different function
 
of "motivating and/or directing," more appropriate to cooperative farming.
 

Management functions in a cooperative enterprise are the same as those
 
of any other type of organization of similar size and complexity. However,

the way in which those functions are carried out will be different due to
 
the special kind of relationship that exists between workers and management.

If management succeeds in its task of motivating membership to participate

actively in the operations, then management is in the hands of an elected
 
body restricted in its rights by those of the general assembly of members.
 
The manager then has a somewhat weaker and ambiguous position and will not
 
have'the type of authority undisputed by labor which may be found in private

corporations or state agencies, where workers have little or no involvement
 
in the management process. Management under these conditions will need
 
special leadership characteristics. 
Schiller has given so much importance

to this factor, that according to him, it should limit the creation of pro­
duction cooperatives. "Since the question of management is of decisive
 
importance for the success of the common enterprise, one should proceed

with the introduction of cooperative farming only to the extent that capable
leadership is available" (Schiller, 19E9, p. T1-, underlining is mine). 
Schiller's position shows the importance of developing adequate leadershiptraining programs for cooperative farming in LDCs. In more advanced coun­
tries like France, Spain, or Germany, cooperative farming has gradually been
 
increasing, but only as natural leaders emerge locally to take over the
 
responsibilities of organizing the system.
 

1. Planning: 
 Planning is the process of developing alternatives to
 
achieve selected goals. 
In cooperative farming, as in any agricultural en­
terprise, this stage calls for the elaboration of the production plan. 
A
 
detailed listing of the resources available, the different alternatives for
combination of crops and enterprises in such a way as to utilize efficiently

the scarce resources, and estimated income results which they may provide

to the members are some of the things which must be considered. Sources of
 
inputs and marketing alternatives will be very important for the accuracy

04 costs, returns, and members' income estimates. Feedback between members
 
(workers) and management is an important element during the planning process

in cooperative farms. In agriculture, unlike industry, there are some natu­
ral factors which may force plan changes at the last moment. A drought, ex­
cessive rain, or a plague may eliminate a crop from the plan and another one
must take its place rapidly to prevent income loss, necessitating speedy
adjustments and flexible mechanisms for planning and decision-making.
 

2. Organizing: 
 This is the process by which resources are combined
 
to carry out approved plans by analyzing interrelationships among different
 
work activities. 
It is a very dynamic function. Guidelines exist, but
 
overall, management is responsible for day-to-day operations and decisions,
 
the organizational framework, and the assignment of responsibilities
 
(either individually or to committees).
 

i4 
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Job descriptions are desirable, although this common practice in
 
industry is not a.1ways possible in agriculture due to the changing
character of job circumstLnces. Cultivating corn or potatoes, which may b6i 

done mechanic ally,-in one field , _mayneed to_.be, done- manually in- another...... 
because the plants have grown faster or because the soil is not adequate
 
(it may be rocky or flooded, preventing the use of equipment). The manager 
must know how work is best performed. As complexity increases, functional 
organization and labor specialization become indispensible. Delegation of
 
authority or decentralization of decisicn-making will then be advisable to 
facilitate the production process.
 

3. Coordination: Coordinating is closely related to organizing and
 
often performed simultaneously. This function is often incorporated into
 
the tasks of the organizing function in industrial managc:ent. In
 
agriculture. however, coordination becomes especially important on large 
farms where intensive production takes place. Mechahized equipment will be
 
needed in several places throughout the day. On large farms this may mean
 
locations 10 or 20 miles apart, so if adequate coordination is not present

heavy losses may: occur. Labor needed for different activities during the
 
day must be adequately scheduled, and so, too, must water for irrigation,
 
which if not used opprtunely will be wasted in addition to causing deamage
 
by flooding. The importance of coordination will, then, be dependent on
 

the size and complexity of the enterprise. 

In cooperative farming these two functions--organizing and coordinat­
ing--are normally performed by the manager, and by those to whom he or the 
management board has delegated authority. Due to the characteristics of 
equality found in cooperative farming, whenever delegation is made to a 
member, a clear description of his job and responsibility should be made 
and communicated to the general membership to avoid conflicts which might 
occur among members who may resent being "bossed around" by their peers. 

4. Motivating: Although theoretically members know they are working 
for their organization and therefore forthemselves, the sense of "belong-. 

ing" and identification with an organization is not easily come by. The 
motivating functioning is therefore geared to create and maintain the
 
interest and the desire of all the people in the organization in achieving
 
predetermined goals in accordance with approved plans. Leadership will be
 
a predominating factor, followed by the need for effective comnunication.
 

Orders management gives should have certain basic characteristics which
 

Flippo has stated as: "relevance, reasonableness, completeness, clarity,
 
and acceptability" (E. ,,.Flippo, p. 81). In cooperative farming,
 

positive motivation rather than negative (fear of punishment) should prevail,
 
not only because it helps build up the sense of belonging to the enterprise,
 
but also because management is in a weaker position to make use of ordinary
 
negative motivation techniques (lower salary, lose the job, lose status).
 

5. Controlling: Controlling involves the regulation of work 
activities so they meettothemneetnecessaryfinalstandardsgoals: mayand specificationsfor re-'evaluationasAdjustments the call a 

of the plan and the introduction of important modifications. In order for
 
a controlling factor to operate, a set of standards against which to measure
 
the different tasks must be set. This practice, widely used in industry,
 
is hard to implement in agriculture due to the many interrelationships
among variables, some already discussed in the secticn cn organizing.
 
Nevertheless, standards can be formulated;. ... 
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In intensified agriculture, planting and harvesting periods must be
 
closly followed in multi-croping; so must sanitary practices in fruit
 
production. Time and 
 quality of jobs like sheep shearing, tractor -plowing
 
(varying according to type and depth cf soil) and potato 
harvesting can be
 
determined arid performance measured against then. Job description and 
standards uar b used in the elabo.ation of the payme-nt sy:tem (or advances)
which io adopted. They will also be useful in the preraration of an
 
incentive system for the organization. iowever, standards should be volun­
tarily Loi,ted by me~thhr2. Venoger' will oftcn face tha conflict between
 
popularity and &i:ciples. Probably the best r to d,'al with this 
problem
is for mona emvmt to build up a group of commit.tees which wil be jointly
responible with manag::scnt for the elaboration of standards and the control 
of performaice in work. 

6. Ext-rnal Activities 

A key element in the success or failure of nroduction cooperatives is
 
the institutional frmework within which they operate, and more 
 specifical­
ly, the kind of support system they can rely on. Where cooperative farming

is a government-promoted policy, other complementary measures must be taken 
to ensur- thvt thy are able to one:.'a.e efficie:ntly and su.cesfuily. W.en 
cooTjerative farming, grows spontaneosly, as is now the case iis some of the 
European count-ic-,, adequate legislation and other measures wil be needed 
to allow the 'ystlem to operate com;ptisively -ithin the general economic 
framework. '2 

Management generally takes direct responsibility for most external 
activities.7 Some of the oiire important external activities of management 

ilovernircont action should not indiscriminately protect the cooperative 
structure, but rather provide the institutional framneork enabling
cooneratives to operate as ether organizations. In France, for example.,
legislation on coo.e:'tives was designed for the marketing of produce, and 
their refgulations were not suitatble for the problems of joint production
(membership numbers, regulated withdrawal of contrinutions., etc.). To allow 
the GAEC's operation, legislatien in 1960, 1962, i9l)4 and i 66 was enacted.
In Spain, sinilar problems ''cre cncosntered for the implementation of group
farming attempts in the ,arlier years. L>everal regulations were dictated 
gradually, but it was th Act of February 11th, 1'9, which laid the ground­
work for the expansion of the movement (0ECD, 1972). In Chile, during the 
early years of th-e land reform program.i of the Frei government, asentamientos 
were de facto societies which were not able to obtain credit hecau!.e they
could not meet the legal requirements. Even after the asentamieno was
legaly recognizcd, banking reulatrions did not allow them to benefit from 
special loan funds for agricultural promotion. The author visited several 
asentaiientos in 1967 and 19(68 wizh a team of economists and lawyers from 
the C:ntral Bkan to explain ojc-ratin- prccedures so -. e sank could make 
adjustments peru.il.ting the asentaientos to operate through "prestamos con 
presupuesto de caja" (special cash-flow type loans) and to obtain agricul­
ture loans at low interest. 

7This does rot imply that the manager acts alone in the representation 
of the cooperative enterprise. On many occasions he will act Jointly with 
other officials, as would be the case when credits are secured and for which
 

depending on the size--the President's and the Treasurer's signature"ill be 
required.
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which can be mentioned are: official representation of the enterprise,
 
financing, marketing, and obtaining access to new technology.
 

a) Official representation of the enteprise. This activity takes a 
substantial- amount- of -the -management- team, s-time 9--particularly that ofo the .. ­

manager.8 An adequate handling of relations with national or local agencies 
is important because it influences both the image and the kind of treatment 
received from externpl institutions. 

b) Financing. This is probably one of the most imp.ortant management
 
activities. Internally, it covers accounting and budgeting, of which more
 
will be said later. Externally, it includes acquiring funds from various
 
sources of credit to obtain and to pay lo'-ns for short-run needs or long-rur.
 
investment. It means dealing with local banks or with the major government
 
agencies where the main sources for investment are usually obtained. It
 
means dealing with the supplier from whom credit must be secured, or with
 
the purchaser of output )from whom rapid payment must be obtained. Mis­
handling of the cash flow may lead to a temporary financial embarrassment,9
 

which, even when not serious, may very well put the whole operation in
 
jeopardy due to the mistrust it instills in members.
 

c) Marketing. Marketing deals in both inflows and outflows. Con­
tinued market information is an inflow, and should enable the enterprise
 
to make the best use of different alternatives. Another inflow is the
 
supply of inputs for the proposed production plan. The sale of output is
 
probably the activity with which marketing is mostly identified. The
 
marketing channels available to the cooperative are of special importance
 

they may influence the possibility of vertical integration,10
 

expanding employment opportunities, or adding to sources of income. Inte­
gration into specialized, one-.product marketing cooperatives is one option.
 
In this case, the institution (wheat, rice or corn cooperative) does most of
 
the handling or direct selling of the product in the wholesale and retail
 
market. Retail marketing is fairly common in vegetables, especially in
 

8Official representation covers such wide areas as inauguration of the
 
town's football field, lecturing about the cooperative and its activities,
 
briefing bank officials or. the enterprise's operations* etc.
 

9Some common types of financial embarrassment which may take place 
are: a delay in the payment of members' advances-,a delay to pay suppliers, 
who may complain to members, thus giving the impression of not meeting com­
mitments; and the need to postpone payment of bank loans. While "-hese may
 
occur due to an inaccurate cash flow, they may also be due to unfulfilled
 
commitments by third parties which affect the cooperative venture. Good
 
understanding by members of the reasons causing this situation and the
 
measures to solve them will help avoid critical situations.
 

10A distinction must be made at this point between marketing channels
 
and the market. Producers do not face consumer demand directly. They
 
commonly face the demand of intenediaries, and it is in this sense that
 
marketing channels influence the possibilities for vertical integration.
 
If the production cooperative has channels open toreach consumers directly,
 
it may engage on in-farm processes such as grading and packing for retail
 
distribution. If this is not the case, then producers will sell their out­
put to wholesalers as harvested, meeting only some quality specifications.
 
Integration, then, will not be possible.
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farms close to large urban centers.
 

-
d) The Search ffinealchnoloT. A ina]. important management

activity, which some autLors l1a',e included as a function in the management
process (J. F. ',ee, p. 68) is the search for t.-chnical innovation to
intensify .grieultura1 production. Aggressveness and caution are both
 
necessary 
 in the seurch for better ootions. 

7. i:trn t-'t e 

cosr
Tn ......... ,rc "'. internal activities are especially relevant,
furnishing nt c: iv the moans to carn a living, but also the vehicle throughwhich mcnilbc---r-: ci t::cr omnrs-1oi rights and responsibilities. Manage­
ment therefore he.z to be sure to involve members in different internal sub­
functions.
 

Somqe internal Activities are: 

a) Or-~s zic- of .:crk. Final farm output depands on how well thingsare ilanned, or~Jized a-nd done. .... is also a pot-ential source of dis­content or sntisfacion,. The basis for an adequate organizati on is a well­
ela)borated an(d ralistic production nla-, aetai inc possibilities in tech­
nololy, .L.-U.ivFractices, incentivesjwork assif-rnents.
aiOn etc. 

b) 7".nt.injo,,_:'iiancial P312 rd. F.:cords of all financial activity of 
the enter-ri se : be icciTirate ket, Inc)u~ding dotailud acc..nts of debts'v 

incur-,d and credi-Gs a flowar,.cas c-ar't and records of members'
accounts.11 I The pat.teo,- cf income distrion to .-e followed should be

clear and well expl:i)~r2. 
 to mcrcnbers , -. uc avoJdf. nt false expectations which
 
may end . .r..... ... a 
 ns- m-ta-ement. F'"nanciai information to the
 
general asse,l shouid be 
 crri d cun on a regular basis. 

c) Coorinationm-, Cctrol . coordination of in-ternai activities

is imrort'-:-t to ,"csure ,'3 use of a,.- il 
 rsoa s. To perform this
activity, ma'onm nt n,<ds to have a good kncwle--,, of (and be experienced
in) the tasks tc he underta,2.n. Use of tables and schedules with theearies~t and latest dates en wh oh tlhe different tas.s may take place will bevaluable for all three s'ibfunctior!,: cr.anization, coordination and control.Responsibilities be a .. .r.e nd clearly aelineazed. Deficiencies may be 

..IT"he interna1 financing cf menbers will not be difficult" the most 
cor.raon asystem is for each one to !hIve a c.ar,- account with the cooperative
which is balanced once or twice a year, accoraing to crop sales and account
audits. Attention must Oe calledi, though, to the soecial care with whichthese accounts receivable must be hanidled, beocause they may become a source
cf one of the largest drainages of fu:s, and later a cause of internal
conflict wh run:1enrs findt1h -. . in debt even "ifter their share of
income hlas beencredited. .encrsmust realize that the Iligher incomes theycan obtain from an efficient and successful farming 6peration must not be
geared only to alloi.: for increases in their colesvution !eels, but must also serve the purpose of contrihuting to the necessary ca-,ital formation. 

http:accounts.11
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rapidly overcome, and later adjusted for future operations. Gradually, all 
three activities should move as a set of gears. 

d) c:Tbr Fucation. :, '.bership education is; important not only for 
technological aspects, but nlso to group harmony. As paru of this sub­
function one may woll include the working rules used to judge and disciplinc 
members. Discinlirn_. requires the creation of a mechanism to carry it out. 
Management shouted not take on the bu:':n of this responsibility alone, but 
should u an eljcted cc:ittce with wide re resentation for this p1,n'pose.-e 

e) internal Conl n~cntio-.s. intern--! ccznvunication is ir-'ortant 
in coopnrati-ie fc .un to build esori; v:i Xlli.,wp de corps . member 
invoivemuan and responsibiity. -egular :..ccK s and elections ry be :;Ceen 
as devices to prcme1e meme : partic4Pau cn. Inf:trmuticn feedback flous from 
management to members and vice versa; if not C.one regularly, grievaices may 
accumulete. Adequate flou of cormunications will also iL:.arove the s: ed and 
effectiveness with which the orgr.nization can ceact to crisis situations. 

The,.Man oge
 

After considering management functions and activities, it can be seen 
that the m!nagcr is a key element in the suIIccessful oocration and prosper­
ity of the enterprise. it is the qualificaticns of the managecr that Make 
the difference in production between two enterprises with similar resources. 
In interdercndent organizationz , workers are productive only as. maragement-­
and the rnnager---equirs them and coordlnat!'s the work of an inalividual with 
his fellow workers,
 

In cooperative farming, due to its special characteristics, the manager 
will need several distinctive features, azmong which leadership, flexibility 
and adequate trainnrg can be ertphasied (Raup, Dec. 1969, p. 1276.). The
 
manager's background and personal experience will influence hip understand­
ing of the job ai his ability to perform it; but in genc.ral, if the 
person has some basic qualifications, he may be trained for the job. 

Training of cooperative manacng personnel. should be distinctively 
geared to operating a complex organi z dedicatod agricultural nro­1tioi to 
duction and worked. by its nembei-owners. The kind of trinin. to be devised 
is beyond the scope of thi:; cresentation, hut it can he stated that in 
general it depends on the background and edu'icational level of the trainees, 
on their experience, on their percehtion of t.heir role, and on their natural 
leadership abilities. The availability of auxiliary personnel and the kind 
and amount of external rupourt systerms in different areas of activity will 
also influence a management training, prorrr.. 

Managzers are riot always hired- the, moy he appointed by the government 
(a ver-y comunon practice in the initial years of'most of the system,)- or 
elected by members (more characteristic of older schemes or those emorging 
in advanced countries where merrbers have hipher educational levels). The 
manner by which a person is selected to fill a manap,,,; :r'position is imor­
tant. Cormmons opposes thie election m,.thod for choosing a manager: "...the
 
cooperatives /could not/ elect the bu,;iness:n-.n who could master the intri­
cacies of the markets. The successful businessua.n cannot be elected 
repeatedly by pcpular vote. lie elects himself out of t-ie struggles of com­
petition and the rivalries for promotion" (Comrmons, 19314, p. 757). Election
 
by popular vote does seem, then, to be the best method.
 

The selection of an appointed manager will be influenced by the
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perception of the manager's role. 
Appointments may be influenced by
political considerations.1 2 Too much emphasis may be placed on a single

skill--a good accountant is not necessarily a good leader nor a good

manager, neither is 
a human relations speciaii2t. The Yugoslav system hasa selection conmmittee formed by representatives of the enterprise, nationaland local government. In any case, an appropriate mechanism for manager
selection is 
a basic element in the promotion of production cooperatives.
 

In deve'opingr nations, where cooperative farming is being created as
plirt of an ag'ricultural 
 development -nd reorganization process, this reportreco:.mends ving outsiders as managers because usually peasant members donot have necezsary skills to perform the Job efficiently, and also because very often the government wants to maintain control. The way in which the manager gets his position and the way in whi'.ch his salary is paid have an
important effect on the way in which he tackles his job and the manner inwhich he will be looked upon by those he has to direct and lead.
Unfortunatcly -ational leaders often issue sweeping directives which lack
the flexibility required to cope with varying situations in diverse
 
cormaunities. 

The manager who gets his job without member participation is in adifficult leadurs!lip position. 
Very often he sees his source of legitimacy
in those who ap!,ointed him, and not in the members who should in reality holdthe power and santion the authority of the manager. This does nct neces­sarily r,-ean thaL a ranager placed by outside powers will alays fail. If hehas a clear perception of his role, adequate -.raining, and a willingness totransfer hi!; power into the hands of those. who legitimately should have it-­the peasant member-o,,ners---he 
 can succeed. Leadership involves a delicatebalance among three factors or forces: 1) the forces in the manager himself(his value system, the confidence in his subordinates or collaborators, hisnatural inclination to leadership, and the feeling he has of the control ofthe situation);, 2) the forces in his subordinates or 
collaborators, their
 sense of responsibility, their interest, knowledge and experience in the
work at hand, the.ir participation in decision making)- 3) the forces in thesituation (type of organization, effectiveness of the group involved and the
 
types of problems to be solved).1 3
 

1 2political consideration in the appointment of managers is probably
among the best known criticisms of the system, from the days of Soviet
collectivization up to the present date. In Peru this has been one of themain sources of discontent among the workers in the sugar plantat:*ons taken over by the land reform. In Chile, the replacement of professionals by non­technical appointees whose only qualification seems to be militancy inthe right party of the coalition in rower., has been publicly denounced in1971 by several prnflssional associftions, and by peasant organizations. 

13For 
a more detailed elaboration of these forces and leadership style,
 
see Tannenbaui and Schmidt; for other sources on leadership and leadership
style, see Jolembiewski, Koontz and O'Donnell, L.F. Carter, Filley and
House, Selznick, Litterer. 

http:solved).13
http:considerations.12
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It is up to the manager to try and maintain an equilibrium between thece
 
forces, while fostering member involvement and participation"so they can
 
gradually take a more important role in the operation.
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CHAPTER IV: 17. FO.IS OF COOPERATIVE FAFh!ING IN AGRICULTURAL 
DEVELOFIEWX : THE ASEiTAMIIENTO AND THE UJA4AA 

In the 1960s many countries reorganizing their agricultural sectors
 
or trying to improve them searched for new ways to organize their production

units. The cost and difficulties of a famillr farm pattern, on the one
 
hand, and the difficulties and commonly recognized inefficiencies in some
 
aspects of state farms, on the other, turned the interest of policymakers
 
more and more towards cooperative farms.
 

In rer;1onse to this interest, the asentaxaiento emerged out of the
 
Chilean land reform., and the Ujamnaa was originated by policies to reorganize
 
Tanzania's agricilture after independence. Ihile both represent a new and
original or(ganization created to deal with the specific problems of each
 
country and each situation, it is possible to find in them some influences
 
which ma be traced back to experiences with older models of cooperative

farming.l A comparative analysis of these new models with the older ones
 
will be made in the following chapter.
 

The Asentwn.into 

1. Introduction
 

Land reform was a major issue in the 1964 political campaign of
 
Eduardo Frei, who in September of that year was elected President of the

Republic of Chile. 
As expected., an important tartf his grvernment's effort
 
was oriented towards the implementation of a legal land reform that would
 
conform to the national democratic tradition. 
Part of the new approach to

the land reform was the creation of an intermediate stage between expropria­
tion and the assignment of the land to new owners. 
 This stage has been
 
called the Asentaiiento.
 

The followinf pages will try to give a view of how the system operated

between 1965 and 1968. 
The present study is based on observation of the

Asentamientos in the fourth zone of the Land Reform Agency (Corporaci6n de
 
la Reforma Agraria--CORA), which is responsible for the province of

Santiago. 
This province is of great importance in the overall land reform
 
process because it contains the nation's capital city which holds about

one-third of the country's total population. The climate, good quality of
 
the soils, irrigration conditions, and nearness to principal marketing

centers, make thiLi 
region one o2 the best in the country for agricultural
 
production.
 

On October 30., 1968.the responsibilities of CORA in the fourth zone
 
included the following: of a total irrigated area of 2h0.,490 hectares in
the province, CORA expropriated 131 farms with a total irrigated surface of
 

iSee LTC paper (forthcoming) , Boruslaw Galeski, "Prospects for 
Collective Farming," and Chapters 2 and 3 in the author's original Ph.D.

thesis, "Management in Cooperative Farming," Departments of Agricultural

Economics and Business, University of Wisconsin, Madison, 1972, for a dis­
cussion of older models of cooperative farming.
 



26,965 Has. or 11.21 percent of the total. By December 31, 1968, there were
 
79 Asentamientos operating on 22,459.5 Has. of irrigated land and 292,022
 
hectares of dry land.
 

The beneficiaries of these expropriations were 2,415 peasant families.
 
(CORA, J.969) 

2. 	Definiticn and Objectives
 

The Asentamiento is defined by law as the "initial and transitory stage 
of social and economic or'anization of the reasants in which lands 
expropriated by the land Reform Agenzy (CORA) are worked during the period 
lasting from the moment of material takeover of the land until its assign­
ment according to the article 11-67 of the law " (Law 16,640, Art. 66)
 

The 	main objectives of this intermediate structure are the following:
 

1) 	To work the land comprised by the Asentwniento efficiently,
 
improving its production with the assistance provided by the
 
Land Reform Agency.
 

2) 	To prepare and train the asentados so they may assume, at the
 
end of the Asentanmiento, the full responsibility of agricultural
 
owners and entrepreneurs.
 

3) To orient and impel the development of the community, promoting
 
the preparation, creation and strength of its cooperatives and
 
basic organizations.
 

4) To promote the capitalization of the asentados, attempting to
 
use higher incomes princi.ally for that purpose.
 

5) 	To build the minimun infrastructure required for development of
 
the fainily and community life of the asentados and future cwners,
 
and also the necessary infrastructure for the normal, actual and
 
future exploitation of the farm " (Law 16.jhO, Art. 66).
 

To fulfill its legal objectives on each farm, an independent Land
 
Reform Agricultural Corpoi-tion (Sociedad Agrfcola de Reforma Agraria-SARA)
 
was created as a legal entity in which CORA (as the owner of the land and
 
water) and the peasants (as the providers of labor and agricultural
 
implements) work together towards the achievement of these goals.
 

At the end of each agricultural year, a distribution of production
 

profits is made among the partners through a procedure explained below.
 

3. 	Organization
 

Wben a farm is expropriated by CORA, the owner receives a prior legal
 
notice and the peasants living on the farm receive an oral notice from one
 

2This law is still in force today and it is being used by the present
 

Allende government. Some interpretations of the law are, however, different
 
from the ones of the previous government, giving rise to strong political
 
debates.
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of CORA's employees in the region.
 

Once the farm is legally handed over by its previous owner to the
 
agency, the organization process of the Asentamiento reaches its decisive
 
stage. Information on each of the families living on the farm is gathered
 
and a list of all those who according to the regulations may join the
 
Asentamiento is made known during the first week.
 

To be accepted as "asentado" (member of the Asentamiento) the follow­
ing requirements have to be met: a) One must be a peasant. A person is
 
recognized as such when he has been an agricultural worker or emp.oyee, a
 
tenant, or a sharecropper. Any person holding a university degree is not
 
qualified.3 b) One must be married or responsible for the support of a
 
family as the head of it. c) One must be more than 18 years of age. d) One
 
must have a certificate of character.4 e) One must have the capacicy for
 
agricultural work.
 

Every person fulfilling these requirements is entitled to participate
 
if he is willing to do so. The Asentamiento is a voluntary association of
 
all the peasants, with CORA, who cultivate the farm. No one is forced to
 
stay or leave, as long as 
he accepts the rules that will set the Asentamien­
to into action and regulate its perfornance.
 

If the farm is big enough to provide work, and later ownership, for
 
more peasants than those actually living on it at the moment of the expro­
priation, neighboring peasants who fulfill the requirements and are in­
terc-sted in joining the Asontamiento are invited to join. The procedure
 
used in the Talagante area (of the fourth zone) was to have a list of
 
completed applicati,ns on file in CORA's office. Agency officials did no
 
more than check the data provided in the applications and then turn them
 
over t3 the provisional board of the Asentamiento (or to the official mana­
gement board if it occurred after the elections). They, through conversa­
tions with the candidates, decided which ones would be accepted. This was
 
done to avoid bringing in people who might have completely different social
 
values than the rest of the comlunity., and who later could be a cause of
 
conflict.
 

Then, as elsewhere, once the names of all those participating in the
 
Asentaniento are known, the date for the election of the peasants who will
 
constitute the management board is settled. This normally occurs in the
 
first 10 days after the official inauguration of the farm.
 

3Tbis point deserves special attention because in the previous land
 
reform law No. 15,020 of 1963 there was a system for the assignment of land
 
in which special points were given to all agriculture-related professionals.
 
This gave them an advantage over the peasants or farm workers in the acquisi­
tion of land. This procedure was revoked in the 1967 law which is more
 
oriented towards facilitating the access of peasants to the land.
 

4A certificate of character is issued by the identification and police
 
department and lists any convictions that the person hns had. It is
 
commonly required in different legal procedures or when a person wishes to
 
obtain an identity card, passport, driver's license, etc.
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Election day has a special meaning for peasants because it marks their
 

official entrance into the process that will allow them to become owners of
 

the land which they normnally have worked for years and sometimes genera­
tions.
 

Because of illiteracy among some of the peasants, a special system is 
used for the election. From among the pea !rnts approved to join the 
Asentamiento, a nunber of candidates are suggested to the committee presid­

ing over the election (formed by two pe-sants n..med "a viva voz" by the 
group and one COPA official). Each of the c-ndidates is represented by a 
figure like those prescrted in Chart No.L. ne by one the peasants are 
called to si'n the act of constitution of the Asentani,.nto -.nd to vote (in 
a separate room) by seerer ballot. 

The system, except for the figures, is almost identicil to that
 
followed in the regular national elections. After all have voted, the
 

votes are counted. Those with the five hirhest number of votes form the 
management board. They immediately meet and decide which of the two persons
 
who obtained the two highest number of votes will be the president of the 
Asentamiento. Then the places of vice president, secretary and treasurer 
are filled. CORA's officialwhile present at this meeting, acts only as 
an advisor and he cannot decide or participate in the nomination for the
 

distribution of these posts.
 

The results are made public and tuo peasants are desi;gnated to be part 

of the grading conmnittee (see p. 47). A traditional celebration of the 

event follows. 

The general assembly has no further official activity until the 
following year, when it hears the report of the management bcard and part'­
cipates in a new election for the 2eaders of that year. Extraofficially,
 

though, the management board usually calls for assembly meetings in which it
 
informs members about the operation of the Asentamiento and general reasons
 

for the action taken.
 

4. The Management Board
 

The management board is responsible for all activities of the
 

Asentamiento, ranging froT. the agricultural exploitation to the transporta­
tion needs of school children. It is presided over by the president of the
 

Asentamiento, who is usually in charge of coordinating all activities. It
 

normally meets once a week and in the initial period a CODA official
 
attends. The meetings commonly last from five or six in the evening until
 

midnight. M!inutes of each meeting are taken and in some areas a copy is 
sent weekly to the area chief as a way to maintain permanent information on
 
progress made and in some instances as an accelerated process of consulta­

tion or application for required inputs.
 

To increase the participation of all peasants in the managerial pro­

cess, the board forms different committees. The number of them depends on
 
the size of the farm, the number of families, the principal crops, etc. In
 

charge of each committee is a memlber named by the beard. Common committees
 
are: irrigation, finance, machinery, welfare, livestock, vegetables, etc.
 

The first step of the management board is to work out a fully detailed
 

production plan and budget that permits the best possible use of the
 

Asentamiento's resources. The peasants first list the crops they know best,
 

and outline their requirements--which soils are beqt for each of them, what
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,,the normal seeding period is, how many hectares they think they can work,etc. After this outline is made the board will analyze the plan with the
help of special tables prepared by CORA agronomists to provide the peasants

with information regarding costs and returns for each cr(. 
This informa-,

tion facilitates the'work- of the*board in'choosing amongalternative crops 

. 

with similar requirementsbut with different returns that would change the
income of the -asentados. 
Tables No. 1 and No. 2 are examples of what is
 
used.
 

The production plan is usually explained to the general assembly.

Discussion of the plan is often lengthy, with members through questions or
suggestions making a complete analysis of the effect of this working program
 
on the community as a whole. 
Changes may be introduced. A definite plan,
known and approved by all or by the majority of the aseembly results from

the meeting. 
After this step is completed, the plan and its corresponding

budget are signed by board members and sent to CORA for revision and alloca­
tion of annual inputs and funds. CORA's budget, in turn, is based on an
aggregation of the needs of the Asentamientos and its own normal operating
 
expenses.
 

Coordination of the production plan is achieved via a progress chart

filled out weekly after board meetings. 5 This provides a better distribu­
tion of labor, machinery, and other resources, and it is of special im­portance when new techniques and improved production practices have been
 
adopted by the asentados.
 

Although agricultural production is recognized bylall as 
an essential
 
part of the Asentamiento, it is by no means the only factor in the land

reform process. The social effect of self-direction and natural community

development is also very important. 
 It is in this field that major accom­
plishments may often be observed. 
Education is an especially important

activity; education to reach more children, special programs for adult

illiteracy, sports, folklore, women's groups to discuss care of children,

sewing and the participation of women in the Asentamiento, etc.
 

The management board has an unquestionable role of leadership within
 
the Asentamiento, and on many occasions the performance of the system is
closely tied to the quality of the peasants selected as leaders of the
community and also to the advisory role fulfilled by CORA's sTaff.
 

5. Type of Exploitation
 

There are three possible types of exploitation: Individual, communal
 
or a combination of both.
 

Individual: 
 The peasant receives from the board a fixed area (normally

1 or 2 hectares) that he is supposed to cultivate with one crop already
 

5These forms were prepared by CORA's area agronomists and distributed
 
to all the Asentamientos. 
The use of these forms and the possible benefits

of them were discussed with each management board, which would appoint one

of its members--usually the secretary--to keep them up to date. 
Most of
the forms used to control the production plan were fairly simple and were
 
posted on bulletin boards for easy access.
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TABLE NO. 1
 

Summary of Estimated Profit per Hectare of
 
Different Crops and the Est.mated
 

Periods of Income Receipts
 

Crops Profit/Ha..E* Months
 

M J J A S 0 N D J F M A
 
Cereals:
 

Wheat 454 x x
 
Barley 454 x
x 


Row tirops:
 
Corn 733 x
 
Sweet Corn 2,446 x
x 

Potatoes 3,234 x x
 
Early Potatoes 1,952 x x
 
Dry Beans (150) x x
 
Green Beans 1,069 x x
 

x
Watermelon 1,139 
 x x x 
Melons 1,159 x x x x
 

xSquash 1,361 

Sunflower 636 xx 

Peas 634 x x
 
Lima Beans 740 x x
 

Pastures:
 
Clover/Alfalfa 57 
 x 

(Associated)
 
Clover/Alfalfa 646 x x x
 

(Established)
 

Vegetables: 
Tomatoes 1,423 x x x 
Onions 2,427 x x x
 
Cabbage 2,411 x x x x x x
 
Celery 1,287 x x x
 
Carrot 2,482 Year round-4 or 5 Mo. according to weather
 
Lettuce 2,165 " " 3 or 4 " It " 

The period when income is expected is marked with an x in the months of
 

the year column.
 

Source: CORA, Talagante Area, Department of Production and Marketing.
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TABLE NO. 2
 

Table of Inputs and Expenses per Hectare
 

Early 	Potatoes
 

1. Seeds: 35 sacks at E* 51 . . . . . . ......... 	 E* 1,785
 

2. 	Fertilizers:
 
Nitrate: 300 Kgs. at E* .33 
 .. 	 ............ 
 .. 99
Superphosphate: 300 Kgs. at E* .45 
 . . .	 . . . . .... 135
 

3. Use of Machinery (per hour):

Plow: 
 3 hrs. tractor at E* 20 ..... .. ............. 60
 
Harrow: 1.5 hrs. tractor at E* 20 ... .............. 30
 
Plow: 3 hrs. tractor at E* 20.......... 
 . . . . . 60
 
Harrow: 1.5 hrs. tractor at E* 20 
 .. ... . . . . . . .
 30
 
Plow: 3 hrs. tractor at E* 20 ......... 60
 
Harrow: 1.5 hrs. tractor at E* 20 .. 
 ................ 30
 

Internal Transportation:
 
1 hr. tractor at E* 20 ...
 *.* .............. 
 20
 

4. Pesticides:
 
Insecticide to soil: 4 Kgs. of Aldrin at E* 13 
..... ... 52
 
Insecticide to plants: 2 Kgs at E* i0 .......... 	 20
.....
 

2 Kgs. at E34 .... .... .. 68
 

5. Freight:
 
To the Asentamiento: 3,404 Kgs. at E* .035 
 . . . 119
 
Produce to the market: 20,000 Kgs. at E* .035 ......... 700
 

6. 	 Containers:
 
Sacks: 250 at E* 2.10 ............ ......... ... 525
 
Cord: 2.5 Kgs. at E' 14 .... ..................... 35
 

7. Labor: 47 Man/days at E* 10 ........ .. ...... 
 470
 

Months: Au Sept. Oct. Nov. Dec.
 
Man/days -8 5 1
 

Total 	Expenditures of 1 hectare of early potatoes, E* 
 4,298
Total Gross Income 1 ha. of potatoes (250 sacks 

at E* 25 .... .... ... .......................... 6,250 
Estimated Profit per Hectare ..... . ........... .. 1,952 

Source: CORA: Talagante Area, Department of Production and Marketing
 

of PodutionandMarktin
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decided by the production plan. The location of this area in the field
 
All
(potrero) is determined by a raffle among all those sowing the field. 


the inputs used by the peasant in the cultivation are charged to his 
personal
 

account, and when his crop is sold, all the returns are credited to him. A
 

deductonf 1s-6 ade-for CORA' participation, Thiswill be explained-

Communal: All,,the expenses and returns made by the crop are part 

of the exploitation of the farm, and will contribute to final profit or loss
 

of the operation. The decisions concerning the s":tention of the crop are
 

made by the management board. The main difference between the systems is
 

that in individual exploitation the crop is the full responsibility of the
 

peasant, and the amount of return will depend on his ability, the quality of
 

his work, and the market prices at harvest time.
 

The decision of what system to adopt will depend largely on the capacity
 

of the group to work the crops planned effectively. The kind of crop to be
 
For example, on one Asentamien­cultivated will also influence the decision. 


to where there was only one skilled person to cultivate vegetables, the crop
* 

was communal and this peasant was in charge of the committee that did all
 

In a way he was the teacher of his companions.
the work on the vegetables. 


On another Asentamiento where most of the peasants were skilled in vegetable
 

production the crops were individually exploited.
 

The most common situation is that the peasants choose a combination of
 

the two types of exploitation. Communal production is used for extensive
 

crops like wheat, barley, or pastures. More intensive crops like vegetables,
 

or row crops such as potatoes, beans, peas, and corn will be individual.
 

This is not, however, a fixed rule, and the Asentamiento structure is flex­

ible enough to allow what is considered best by the participants.
 

CORA's role in this decision is, as in many others, that of an adviser,
 

pointing out the advantages and disadvantages in each case. CORA ha­

usually encouraged the communal system, especially for extensive crops, but
 

it has not forced the peasants towards that decision.
 

6. Relations of the Asentamiento with CORA
 

It is evident from the above discussion that CORA's performance is of
 

great importance. The relationship of the Land Reform Agency to the
 

Asentamiento has two aspects: that of adequate and timely supply of inputs
 

and cash credit, and that of general assistance in the operation of the Asen­

tamiento.
 

1. Supply of inputs and funds.
 

The basis for this is the production plan and budget. CORA, as a major
 

purchaser, exercises its bargaining power to obtain better conditions for
 

the peasantL.. Direct imports of fertilizer and some pesticides1 and large
 

volume purchases of seeds like wheat, hybrid corn and beans, have allowed
 

the agency to supply these inputs at prices ranging from 10 to 30 percent
 

less than current market prices. For the purchase of some types of seed
 

like potatoes and vegetables, the agency asks the asentados to participate
 

in the acquiring process. The peasants name delegates who, together with
 

the CORA representative, inspect the different seeds and select the ones to
 

be purchased. The inputs are sent to the Asentamiento on credit, to be paid
 

at the end of the agricultural year. In some cases, the Asentamientos
 

obtain cash to buy their inputs directly, or they obtain direct credit
 

This last procedure has been encouraged on the
services from the sellers. 
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more efficient Asentamientos and has increased as the sellers observe the
 
stability and good performance of the peasants.
 

Funds are supplied monthly, according to the yearly budget, and adjusted 
if necessary. Funds are used for the payment of operating expenses and also 
for -the-advnceti thdfat given-to the asentado-f6r their m'h'*.. 
The amount of this advance, which is equal for all members, is determined 
at the beginning of the year by the peasants of each of the Asentamientos, 
usually in accordance with possibilities appearing in the production plan-­
a good method of teaching financial responsibility to the peasants. The
 
amount paid in advance has been generally 50 percent higher than the
 
minimum wage fixed by the government for agricultural'workers. The advance
 
comes on a per day basis and is charged to the personal account that each
 
asentado has in SARA (Sociedad Agricola de Reforma Agraria). The total sum
 
is deducted at the end of the year. The monthly budget (income and expen­
ses) is examined by the finance committee, which reports to the board on
 
current vs. projected progress.
 

2. General Assistance.
 

Accounting services are among the most important provided by CORA.' In
 
every Asentamiento a cashier, generally hired from off the farm, is in
 
charge of the bookkeeping and handling of the money. He is trained and con­
trolled by CORA's accounting department staff, and is a member of the
 
finance committee of the Asentamiento. All funds are handled through a
 
joint checking account which the president and the cashier sign together.
 
All accounting records are kept on the farm and audited monthly, providing
 
the information required to work out the yearly balance.6
 

Another important service is community development. Surveys indicate
 
group interests, and specialists help the asentados transform this interest
 
into action, working with the basic organizations of the peasant community.
 
Pre-cooperative education is a topic of great importance in these programs
 
because a cooperative organization will follow the Asentamiento once owner­
ship is assigned. In many cases the peasants had already received some
 
training in this area through the action of the Institute of Rural Educa­
tion, a private organization which has greatly contributed to the achieve­
ment of better social conditions observed on many Asentamientos.
 

Infrastructural needs are also met by CORA to 6ome extent. These needs
 
are discussed with CORA's area chief who participates in CORA's interdis­
ciplinary committee for regional planning. A complete area program
 
determines the long-run requirements of the Asentamientos and distributes
 
appropriate infrastructure as best as possible.
 

Technical assistance for agricultural production is one of' the principal
 
areas of assistance, and because of its importance in the measurable aspects
 
of the land reform process, special effort is concentrated on it. Peasants
 
are informed about better methods of cultivation and visit other farms and
 

6The system of accounting to prepare the yearly balances has not
 
worked as expected due to CORA's excessive centralization creating great
 
peasant discontent.
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experimental stations to see them applied. Daily sessions with full infor­
mation on one important crop are held on one farm, and field demonstrations
 
on various Asentamientos throughout the zone allow the asentados to observe
 
modern techniques and the benefits of their adoption. Results of this I
 
effort are seen in the immediate adoption of some methods in the production
 
. .proce2
,in-better-yields-"obtained-at Ltheend of the year, and in innova-.
 
tions incorporated in the production plan for the following years.
 

*7. Yearly Balance and Income Distribution
 

As discussed earlier, asentados receive a per day advance monthly which
 
together with the value of inputs and credits for capitalization are charged
 
to their personal account. In addition, a balance is made at the end of the
 
agricultural year to determine the results of the operation and distribute
 
profits among the partners (CORA and the peasants).
 

Pre-determined monthly payments present no problem. Profit distribu­
tion, in contrast, represents one of the most serious problems faced by CORA
 
in its relations with the Asentamiento. Accounting systems now in operation
 
usually have failed to provide timely and adequate informationfor the. final
 
yearly balance sheet and income statement,'ihich are thus often delayed more
 
than a year. Reasons for this failure were not clear. As Warner points
 
out (Warner, p. 43) there are many reasons to explain why administrators
 
operate without appropriate feedback, among them lack of knowledge about
 
the adequate measurement of goals and the need for adequate feedback.
 
Another reason is the underlying feeling that this infornation poses a
 
threat to CORA and its program because it may become the basis for the re­
allocation of resources by external decision-makers. An interaction among
 
these three reasons is probable, especially when working with a newly
 
created system. Whatever the causes, the delay in preparing the balance
 
sheets, which prevents the peasants from knowing their real situation, has
 
been a great hindrance to CORA's action.
 

lasically, the determination of the yearly balance is made as follows:
 
CORA has provided all the inputs and cash funds needed for the exploitation
 
of the farm. Products are sold as production advances, and on April 30 of
 
each year the fiscal year is closed. All the income from production sold,
 
warehoused products, livestock existence, etc., constitute the assets of
 
the operation for that year. The inputs used, and all the operating
 
expenses constitute the Asentamiento's liabilities. The difference between
 
the two indicates the profit (or loss) of the yearly operation. Of this
 
profit, CORA receives between 5 percent and 25 percent depending on the
 
Asentamiento. On those Asentamientos where much work is needed to get the
 
land in working condition because it had been abandoned, the percf.ntage is
 
lower to allow the peasants a higher return for the extra work invested.
 
CORA's part of the profit is reinvested in the farm.7
 

7The reinvestment of profits has been primarily related to the availab­
ility of outside government funds for investments, but it is not considered
 
in making investment decisions. That is, investments will be made if deemed
 
necessary by CORA, even if no profits were made. Accounting procedures
 
when ownership is assigned will have to clear up the application of this
 
policy.
 



0 --- 7
 

47 

The remainder is distributed among peasants according to the follcwtng
 
system: the total number of days worked during the year on the Asentamiento
 
is divided into the peasant's part of the profit and a profit figure per day
 
of work is obtained. To get the income of the asentado, the profit per day
 
figure is multiplied by the total number of days the asentado worked during


8
the year. This simple distribution ofJincome isfollowed onthefarm.
 
where all the crops have been cultivated under communal exploitation. On
 
farms where both systems are used the peasant will receive his income from
 
two sources--from his contribution of days to communal crop hiring and from
 
his individual plot. The sum of these two incomes give the peasant's total
 
yearly gross income. All advances and credits given him are deducted, and
 
his net income is determined.
 

If the balance is in favor of the asentado he will receive that sum, and
 

if it is in favor of the Land Reform Agricultural Corporation (SARA) his
 
negative balance will be carried over to the following year. The negative
 
balance found in the personal account of the peasant does not affect the
 
total income which he received, and it will generally be due to heavy
 
capitalization credits that have been charged to his personal account. 
 This
 
often occurs in the first year of the Asentaniento when the peasant has
 
requested special capitalization credits to obtain the animals and equipment
 
needed to work the land and improve his living conditions to soue extent.
 
Horses, plows, implements, tools, corrugated iron sheets, etc., are some of
 
the items most commonly found in the p'sonal accounts.
 

At the completion of the Asentamiento period, the total value of the
 
farm being sold to the peasants has to be determined. All investments in
 
the farm during this period are added to the expropriation value of it, and
 

this total amount is to be paid by all the peasants receiving ownership in 
yearly installments over a period of 30 years. 

8. Gzading Committee
 

The grading committee is formed by three persons: two peasants elected
 
by the general assembly and one CORA official who has been in close con­
tact with the Asentamiento and its members.
 

Grading takes many facturs into account: member participation in
 
community organizations and activities, quality of work on coLumunal crops,
 
degree of work responsibility, production capacity demonstrated on indivi­
dual crops (soil preparation, seeding time, weed control, irrigation
 
methods, final yields, etc.).
 

On several Asentamientos grading is done every three months Euid made
 
known '.) all the workers so everyone has an idea of their estimated
 
performance. This gives those with a poor performance the chance to improve
 
in the following months. If an asentado does extremely badlyY:,the management 
board, based on the report of the grading committee, may suggest his expul­
sion from the Asentamiento. A special, extraordinary meeting of the general 

8Normally all the asentados receive the same income per day of work
 
based on the profit of the operation. In only one case among those
 
observed, a special bonus of production, meaning a higher income, was paid.
 
This was in the case of a person in charge of the winemaking process which
 
requires day and night controls and highly specialized skills.
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assembly has to hear both sides and approve or reject the measure. If
 

expulsion is rejected, usually conditions will ta set with which the asentado
 

At the end of the year, the final report
has to comply if he wants to stay. 


of the grading committee, besides being presented to the members, is sent to
 

CORA, which uses it to determine priority when ownership is to be assigned.
 

Great controversies arise yearly around the need for a grading committee.
 

Up to now, peasants agree it should exist because they recognize the need for
 

selection and the existence of a procedure to eliminate those who may later
 

become a drag on the community. Bui certainly they would prefer that this
 

task be done entirely by CORA. The agency, though,,is not will ig to accept
 

such a burden, and besides, grading by peasants appears to be c Atributing
 
As an example
to their full responsibility in the process of land reform. 


of the acceptance of this mechanism it is possible to look at the figures
 

for the Talagante area, where from 11 Asentamientos operating on April 30,
 
The two Asenta­1968, nine reported the grading done fcr the year on time. 


mientos that were reluctant to do the work had poor performance due mainly
 

to a lack of responsibility on the part of the asentados.
 

General experience has shown that in most cases the peasants have been
 

able to perform serious and mature work accepted by the wide majority of the
 

community
 

9. A Tentative Evaluation
 

Any process involving socio-economic change, as is the case of land
 

reform, will have various sets of goals, tangible and intangible, short run
 

and long run. This variety makes the evaluation process complex and
 

difficult.
 

Because of the 	differences existing among Asentamientos, measurements of
 

the accomplishment of the social goals for a zone as a whole are very
 

Evaluation turns then to the area of production, which is a
difficult. 

relatively simple way to measure what has been achieved.
 

Warner's approach.adopted hereis to compare the exploitation of the
 

farms before they were expropriated by CORA and after they had been working
 
as Asentamientos. Data on the 34 Asentamientos working in the fourth zone
 

at the end of the agricultural year 1967/68 will be analyzed under Warner's
 

procedure of two points in time.
 

Table 3 shows that cultivated land both increases and becomes more
 

intensively used because of the types of crops being exploited.
 

The number of families employed increased from 754 to 1,255. Employment
 

of permanent labor increased by 66 percent. This does not consider the
 

external labor occasionally used during some harvesting periods.
 

Another measurement under the same system has been the comparison of
 

the valued production of farms and Asentamientos based on the surface of
 

cultivated land. The same yields and the same average prices, base 1967,
 

The result of this procedure shows a farm production of
have been used. 

E*l0,018,26h.63 and Asentamiento production of E*19,773,6145.25. The
 

increase in the total value of production has been of 97.4 percent. This,
 

expressed in terms of "quintales" (100 Kgms.) of wheat, means an increase
 

If the average yield for wheat in Santiago province is
 .'. ,, .. 	 of 248,734.8 qq. 

assumed to ibe 22.6 qq/Ha (censo 64-65), then this amount of wheat represents 

: /-: an increase in production of 11,005.9 hectares of irrigated land in the 

http:E*19,773,6145.25
http:E*l0,018,26h.63
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TABLE NO. 3 

LAND USE IN 34 ASENTAMIENTOS OF SANTIAGO 

Agricultural year 1967/68 (in hectares) 

* C Farms % Asentamientos % Increase % 

Cereals 2,236.5 45.8 3,302.5 
 40.7 47.7
 
Row-crops 1,578.0 32.3 2,421.0 29.8 53.4 
Vegetables 49.8 934.51.0 11.5 1,176.0
 
Forages 607.5 12.5 960.0 11.8 58.0
 
Orchards 22.0 
 0.5 64.o 0.8 190.0
 
Vineyards 343.7 7.0 343.7 4.2 0.0 
Industrials 42.0 0.9 
 88.0 1.2 109.5
 

4,879.5 100.0 8,133.Y 100.0 + 66.3 % 

Source: CORA, 1968 (see references)
 

province of Santiago (CORA, 1968.)
 

The most remarkable increase in surface planted, and in the value of
 
its production, occurred with vegetables, which in valued production on
 
the farms totaled E*5,406,374.00. This shows a change in the traditional
 
pattern of extensive crop production toward a more intensive agriculture

which increases the productivity of the land and also provides more jobs 
for labor, thus helping to decrease rural unemployment and underemployment. 

A review of what has already been presented, in terms of descriptive
 
operation and comparative results, may lead to some conclusions regarding
the fulfillment of the objectives stated in the Agrarian Reform law.'
 ,
 

The figures on land use and the value of production show that there
 
has been an improvement in the agricultural production on the Asentamien­
tos relative to farms before expropriation, thus fulfilling the first
 
objective in the law.
 

The fulfillment of the second and third objectives of the l:tw is
 
harder to evaluate because of the great dissimilarity in the starting

point of each Asentamiento. Noticeable effects of the agency's efforts
 
in the fields of training and community development vary through a wide
 
range. Some Asentamientos are just starting and have had one year of
 
operation: others have two years and are starting their third year. Con­
ditions differ, but average results would indicate that the three-year

period will be enough to allow the peasant community to take on self­
direction.
 

It should be pointed out that for peasants and CORA officials, the
 
concept of entrepreneurship (the second objective of the Reform) has been
 
one of teamwork. The general European or North American concept of the
 
individual entrepreneur is hardly applicable to land reform beneficiaries.
 

http:E*5,406,374.00


General conditions in the peasant community (low education, scant experience
 

with decision-making, lack of sufficiently trained peri onnel and other
 

socio-economic considerations) mean that group work through cooperatives is
 

the best way to implement the 'goals of the! reform in the post-asentamiento


{ period. Peasants will have individual title certificates,
9 but most services 

will be available only through the cooperatives which will replace the 

...... .. ucation ­
experience and agricultural know-how, permiting a higher average performance.
 

Three years of Asentamiento experience and training seem adequate prepara­

tion for this future organization.
 

The rate of capitalization is the fourth objective of the Asentamiento.
 

Although no figures for this were found, the observation of the personal
 

accounts of the peasants on most of the Asentamientos in Santiago leads to
 

some estimations. In the first year of the process, capitalization is lse
 
to 50"percen of-the peasant's gross income for the year, and seldcm will be
 

lower than 30 percent. In the following years it will tend to decrease
 

unless capitalization opportunities are-offered to the peasants. (Special
 

capitalization certificates issued in the fourth zone could not be used
 

because of the delay in the presentation of final balance sheets, spoiling
 

the whole mechanism devised to attract the high net incomes obtained and
 
turn them into savings.)
 

The fulfillment iof this fourth objective has been partially met and
 

more imaginative models will have to be prepared in order to attract the
 

peasant's income in the following years.
 

The fifth and last objective in the law is related to infrastructural
 

needs. Principal efforts have been oriented toward housing, irrigation
 

improvements, warehouses, and facilities to handle and store the crops.
 

Area plans are being worked out to help accelerate and rationalize invest­

ments in infrastructure, but the size of those investments and the relative
 

scarcity of funds impedes the complete fulfillment of this goal during the
 

Asentamiento period. Progress to reach optimum levels can only be achieved
 

through time and may well be one of the important ways to attract funds with
 
capitalization incentives.
 

THE UJA14AA
 

I. Background
 

"The traditional African family lived according to the basic
 

principles of Ujamaa. Its members did this unconsciously, and without any
 

conception of whal, they were doing in political terms. They lived together
 

and worked together because that was how they understood life, and how they
 

reinforced each other against the difficulties they had to contend with--the
 

9This was the reorganized procedure under the Frei government. At 

present, an intense debate on this topic is going on in the Allende govern­

ment coalition, with the socialists strongly opposed to ownership titles, 

and communists leaning toward collective ownership. 

,": ;:!"
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icertainities of weather and sickness, the depredations of vild anirials

(and soi.tirns human eneries), 
 and the cycle of life anI death" (1yerere, 

These 	 TvorTh, w!icit opeam I'rasi<Iant -.1yerere's p.aper "Socialism and P-,uralDevelonrent," clearly shou that the 'Jjanna ?hilosophiy Terans a return to 
-tradi tiona 1-Tanzanian -forms -as-a' basij' for a -76dd ' s lia stae 

After independence in 1961, Tanzania initiated developnent efforts
 
to inprove the conditions of a groTling naulation of oiver i) nillioa people,
the 	iujority o. wihom live in scattered rural Lia'.IM6 ' .Pa:i~ent 
.yerere m..l ,i!3, irst agricultiral policy staterncnt ilittiUatI! a major

developrant program of rural trans forla tioi.
 

In F.bruary 1967, after alnmost five years of developrnat :,or, t~ie

issuance of tCie Arusiia leclaration at a !eetin-
 of TMIU (t~ie governnent
 
party--Tanzania is a one-party state) e.-ecutives stated t:h , ee to -1v2
n.i*,,etr to the 
 party's, policy of socialisi -and self-relilnce. In 

, 

order
to accelerate rural-develoorent, a "frontal approach 
 strategy' ,as devised
"tiere the Yaole range of governrTenotal and nolitical institutions is :,o.

bilized behind the principles of Ujaaa, to ensure that soxe profres-. i3

irade to ,ards the long-tern goal of 
socilist forrs of rroduction and distri­
bution throughout the rural sector" (Secoad Five Year Plan, pp. 26-27). 

2. 	 Uj man: befinition and objectives. 

The 	 second five year plau for Thwzaia's socio-econouic deve3oprent 
defines the UJaanaa policy A: folloris: 

"To create asociety 'asd on co-oneration and nutial resnect and

responsibility, 
 in t"hici till .'ibers hiave equal 	rights a~l~ e.iu.al opportumi­ties, 	 w/here there is ao exploitation of rmn by --an, and .!tiera all Inave
gradually increasing level of raterial welfare before any inc!ividwil lives 
in luxury" (Sccond iive Year Ilian, p.* 2). 

The 	 objectives of this society, to oe achiev:d t:hrou *.t the 	collectiva
r.york and decision:hn 

I 
of nroups of farn fa:,ilies, ara to be the(olloauinZ: 

i) 	 Increase ia la.our .roductivity potentially attainri,1e through
 
zrouns 
 of faruer3 iorking toether, cor,,ared to eq'ual nu-iiber7of in ividuals Uor. ing in in.olation. (.e.xlinatioou of t-lis 
potential reluires speciliaation o' ftpction, division of
labour, and stron icaderq'i, to Ud..e t',e.t.i,.as' of
 
group actilrity into productive c!±nels),
 

(i±) 	 -coiionie', of scale in purc-'ai.iing, "1lrke.CtiTn, proviZsion of

services;, I.d oI. field operatiows requiriut 
 i-nc'ienisatiori 
(including inter.ediate for., OF- , 

(iii) apenness to technical innovitio!ts, 	 in l	 ."ncr7ioreadier access to farmr elucation,-d renoval. from conserva­
tiv, influence of tr:aditioaal eaviron-.nt. 

(1b) Socio-political: 

http:eaviron-.nt
http:t',e.t.i,.as
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(i) Creation of self-reliant and self-datermining cotnmitiesfOllotving the tenets of the Aru ha -,aclaration. +"I 

(if) 	 Avoidance of exploitation and. excessive differentiation in
 
wealth, income and power.
 

(iii) 	 Raising the status of agriculture and reduction of the
 
gulf be'teen urban and rural life."
 

(A. I. 	 Ullman, 1970a, p. 2 ) 

The cornerstone then of thle new agricultural eihasis becomes the 
Ujaa Vijijini where, according to .1yerere "a group of fanilies will live 
together in a village and viill worh together on a coramunal farm for their 
coLtmon benefit." 'Thes. villages represent a return to the traditional 
extended family system, but introduce nodera technoloy to reach sone 
degree of specialization and achieve aigher productivity. 

A basic characteristic of the LJwa, and one wihich has been strongly 
by President £yerere is its priaciple of "voluntariness,"emphasized 

which neans that the movement has to exoand by relying principally on 
persuasion. ."Viable Socialist corumitien can only be established with 
w,,!lling ma-'iers; the task of leadersiip aud of government is not to try 
and force this kind of developtrent, but to e:plain, encourage, and parti­
cipate " (h1yerere, 1967, T). 21), 

The fact that voluntariness is accepted and rcsnected must not be 
viewad as a position of weakness in tern of u:pansion goals. The idea has 
been clearly stated on many occa:sions by government leadern that TIJamaa 
must, within a generation at most, reach and encoupass the vast mjority 
of t'e agricultural sector. 

3. The Orgni+"ation of UJlarna. 

The organization of+ jaraa villages t,ill not aJways folloli a horn­
geneouo pattern. Rather, villages ray be quite different ai they la'1.t ro 
the situation existing in the area of initiation. Varying pressures o, 
land, in addition to differences in the agricultural resource base 
(clitate, soil, water), are to beam.ong the Taj.1 deterninants of the systeI 
adop ted. 

Since the village is the key eleueut in tlte ne-7 organization, 
farmers are urged to leave their scdttered shabbas (farms) and join in new 
centers where the village is created. Two situatons r.y arise. It the 
first one, the move is in nany cases nade gradually, as the farnrs cnntinue 
to rely on their old s.-anlas until ne,' crops are ready for harvest on 
Ujanaa lands. *This is only possi'ble, ioever,farners cone towhen t'a 
Ujamaa from within a 5 to l.) mile radius of the nei center, and in these 
cases government assistance is usually somll, consisting minly of trans­
portation. 

T 	 'ie second situation is 7,7hen heavy popul-ation pressure excists on land. 
T'fTe government tlien encourages people to co;: tounder-oopulated areas of 
the counrry, and provides these rit,rants not only with transportation, but 

also With tools, rations, cash ajd otlier needs to establish the settlerment. 
! :;:++ Thie motivation behind: Cie TOve onto '11 1.1 In soT 

*~ll. "jn '1- ' *" 2 ax 	 v r e 

I 

I 
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cases 	 it ,ill be the 1ossibJlu access to land for landies ,Tcrkers in highly
once 	 ated s e- the , -oossibili tjy o f. - i ----­, _ 	 tr areas •*:.in othar . cas cr . t %i li O.: 

better scrvices such as a pure wtr.er supply, scaoc;.s, dical care and sov2
 
zechaninition to 
clean and cultivate the lanM. In both'i of these situations,

however, tiere i_- also a conviction auon farrtrs tiat TUjaiaa organization
 
is really a good alternatve--;naybe the only one, if not the best--to
 
achieve higher standards of 1iiing by -x.,ans of a concerted effort and .utual
 
help. 

The creation of !janaa normally foll ,,s four stens" planning,
inplemrttation, recruitrent, and village organization (',soke, p. 11-12).
P1anninS . An interesting characteristic of 'the ija a policy is the pre­
dominant role assigned to TAIM, the politizal party in po-Ter. After thie
Arusha Declaration, it becar the raspons-,;lity of TtC1fj delegates and ,' 
leaders to plan and v~:orote the new, systen. A gcod illustration of this 
planning sItage is the list of _eoolutions unanriously approved at a 
ieeting iii te ,Yait lIae region_. 

"(a) 	 All. citizens aga1 18 years or a;ov, with no en-1loyrent
 
that pais theto 125 Po,

cultivated !l.nd (one fr food cro",; and oe .Or es% crept) 
s auld b'e enc ouraged an d co F. n c .!- t r: Join hs Jj am 

17i l l a ge s , o r Srt t l r ii ) ey t o le ,.; re tst -'py.-.)V -1:3 t treed 

call theliat-, L thu selected area.
 

(b) 	 All people ar_as t'"a Ve' toaroxnd .*here . villages are 
tic, situated smou:ld contriute food and other rquirerg-n.ts 
to t'le settClez-. 

(c) 	 22nd April, iu:', 'ia-, to L! the .tarting day-for the r~mverient
 
into tae selected arau ,.
 

After 	decision-,sr- -ith to the aras to bf 3attla.,nrad respectthe agricultural agencies of the di sti ct...,+,to ',tlir ,i h TA. M eadershi ,p 
are resp~ns3ibl a for irtnler!,nting the' om n t ho ... --ecr ifte c!into 
the de sig.na ted a res... 

Recruit~n~t !-Ins uaun oa of Ce nora controversial areas in the pro-VIn la. !^1"I 1--	 ," 'norv o has be e n -Motion o 1f1the 	 an-"q1 co n 

other .igh cfficials,-' te encess-Ivc zeaL of sore 
local l_edIars has rwnulted in prossures on te. farnser3 to ":voltmteer" 
t o .0ve inIto ne-a resq (isoa, p. 17: ;:ay--IT p. _1 "3;'.'.sali, p. 5-23). 
4 vvo-,-e, ilny grass. root,, rinvrients are found perforr.aing successfully as 

The r-sda-nc's corIIitM0ent to freedon of entry ray be nel i!uis­
trated by his ducdsioa to renove five reg..n-l cou"i.i e, f,- n t,, eirpositions after conpiLznts 'a1 been rTde o t,:r pressures and coercion 

ou peasants, forcing thnuM to rove onto the. j2mn (c.ifle, p. .. 
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reported by several autiior (.1-izer, p. lf; Ellnan, pasim; Jones, p. 1-11). 
The internal orgmiization of thevi lage. deonends on the level of 4ntc­

in~I -eat to originonr 0he 
gration achievud. This, in turn, i d to the nd motivation 

-- o Lii7Lash tthe 'o-J~intfazaionillV e vork oni 
the communnl! aetivities daily accordlingto the division of labor agreed 
tqou. At lowyer lev2-s of integration, rmebrs "-11wor!: only a few days 
on com:iunal activities,' devoting rost of "icir tire to individual cultiv,­
tio. Differing arrangea.ints :lay 'e fom±d according to the group's dci­
sion. Tuesday, urs'1 y and aturday for c(-r:ur .l ativities is a pattern
found in sone cases, -ih,..u every mornng for t'e corriunity awd afternoonfor 	the individual is fouid. in others. ?ritn plot are found on'altost 

all 	of the Ujaraas, varying in importance,. #en%-ing on the comuul crop
and 	 on the ti. the Uia-iaa has ,rori r,. iual y, arebeen .... efforts con­
centrated on , farraing,increasing corr.unal s- ething thic'. if dIcLussed and 
must be approved by the genaral council of .ar.'.rs, the :-'.i authority in 
the Ujanaa (a:Llso called the central village CoT IVttec), ",,h.ch meets about 

'* 	 four tines a year. The ftniction3 of thL cmtcil are: 2) to elect a 
nanagenant cormittec ai.d all other comitt-z-e dnctiet, necessary for a good
operation. 2) elect vi2iage chairin . 11,.i r,..presents the T'Jarato 2. 

(togettier rith t Tb"eofficial apoint 
 ,y te central party leadcrshin);
3) to exaia.ine ad approve the productin 'ALan and .udget dra-in un by t,.. 
nmnagemnt cc-ritt.ee; 4) to w.mirne and pprove the p.Uma for a'.Lnual 
income distri'ution accondia- to ror,: contriUtad; ," to exan1ine antd 
.a:prove the reports of th" Ilanagctiat co:.:tuee; C) to arro, r uwrr 
rnraers or expal those not co.isidared dcira.2I. t:y the group; and 
7) to discuss and decide all 1,tt-r ? of l-rranc for the present and 
future action of the Ujatizia. 

-ktte tion nust be calle once ner to t i. of TA U' rolei-e ortaica - nin the "vc1-ae operation. T.fUJ3 an..inte2 off l. .. octs a; anadvisorrn 

to the centra! cornittee, giving tae ecessary guLiance to ensure tt.ita 
the basic prin.ciples of Uja.-ia as i!Aid do'n i, th ArUS".' Daclaration and 
other official docuuent. are '-eth foOf2.tr:c, f snecial concern i- thatcomranal acti-ties3 actually taiha place, aur! not r.i[r. ly the use o the 
Ujarma nar. to obtain,governnent assistance. The second ,asic principle 
is the non-hiring of labor by nenwers, at least o:a a raular ;,asis. 

4. 	 Teie 'tanagermant of the Ujarraa. 

The naragerment of the 11janaa is t!one .jy the elected :-.a.ge..na t co;.it­
tee assisted Iy asq rma- other corvri.tt:2a3 a. in Cound neceo-:sary. T.Ie u'­
portance of the :C ar1'z'In coI i titti and its .-ii.e d,Iends on the el of 
integration and the total auunber of c..ueri i:n the.village. 

luizer reports that in t'e Ruvtru reiot !'hcre t-.	 oiie -ioneerix tror: 
the Ujaivas ,zas done, the central vi2llJgu cr:tiittvc hold elections ina.ly
with the TarticiTation of all matIf.,er.: .se!cta Chair.:4.:, a !.anager,n,: 
secretary/treasurer, and nine tiees to t ni .;agerAint 'hiscomrrittae. 
coi rlittee lasted three Years and one tl:irc of tw. cortrec positi6n,. cone 
tu for election each yea:r. ".e-elctio'.!Ia4 alloTed (1Thgcer,r , 01). 
Assisting cormittees u 3 lIy, found are the fin-.ncial (controillng all 
financial affair. ithi .special erp!asj.s dn fighting corru.tioQ), te. 
aducation cormittec, cultural and social tvi cnrIttefe, special cmi 
comitteesr etc. 

]lusok:e reports, for the case of >ikoba, a T.1nagt~ncnt conrittee con­
-.	 I~(!,c L o ri tc cn 
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posed of cell ..1eaers plu; the chairuan and the secretar,, all derTocrati­cally dccte'd. gricultural FieldA-,O Extension Officers "(govemnmentemployees) are also part of the managemnt comiittee esoke, . 0).'.. -anagement functions noramllY lude the. co of a • -luactivitips. 'jpecial in.uortanc+±s given tote elaboratioa Of "roductioapiLs and village budget isa o:iiich later discussed. wtat all tenbHrs. - ecanological innovations are proposed in the plan to, irproveproductivity of agriculture. the
The :nanageT_:nt connittee also akes


various appointne-1ts of those responsible 
 for specific vi.llage activities. 

Ai>bers' yearly incom is cor.posed of two-parts: that coring fron.tlieir individual plot, wriichj they receive iii total, and that coring frorsaares paid according to te aurfoer of days of work contriVute! to
 
t4e connural~t heir Jt.. cemer dur-ng the year. Fines
m :.:. "or!.; i- G IV,! -r deducted 

ilrked their responsibilities. Sot1.ires special rMasures are tacen
control. the 


o-. Y a I-.c. ray ba "%PLO -n,l 

namber in the future. In so,P cxazs, 
to 

rembers are alloiwed tosend a friend or reLative as a replaceooligations. This rnus te -nt to, fulfill their cormumalaccepted, :-ovvar, the comdttee.by management 

Thie mai~i source of i~icoma of the 'Jjahaa zo-m fro: the sale ofagricultural output. Aditional Lcomr 
its 

al,,7. c-.M,- fron the renting ofvillage nachirnery aud thie services provided by ".eir s.ops. Part of the
 
revenues of cooperative varures is I'ept
addition, a special e1-ergency for zonstruction projects. Infund is fojnaI 'by dCductinfy beteen 5
 
and 1J perceat of the rev-rLuez.
 

6. A:sistaac3 to t,e lJaImas.
 

Jifferent inds of assistance are provided to the villages, 
 depenadiion their si n, location, level of Litegratioa anL' Liain agricultural eater­
prise.
 

l';e assistance of TAIRU offi-ia's is most iriportant • dua to the powerand the corn-tit-unt of the parcv to the Ujanaa pol±^y. he presence ofiAJU in alrost ail the existiug v~llages in thi cotuitry gives -he party a
 
special ability to control te correct politlcal or!Qntat±on of the Ujarin,
in conpliance with national leadership directives.
 

A second tyrpe 
 of as3istance coT-nes frnr rur-il develo-,"ient ass".stant.3(govertiment en.p.loyees) ho harically do ar .cuturl' " .... .. ,Lcu~u .. l etension w;orn-,
v:,,iluassisting the in their crops.:.iily techn-icail,farners irnprovingis at all tJins geared '2promoteie work of these enployee.z,to the idea of the
 
l.1J'ama 1.iJijili.
 

A third type of assistance is geared to th, formatiou of villageleaders cornittedi to Ujamaa. Training programs ta!e place in severallocations througiout. the coLtry e::plaln concetCo te " of innaa and itopotential for developrent. Visits to sonc of tlhe viliages are mde asa way to enlarge opportmunties for e0.:ciangas o" ideas. Ujaanas also host
advisory teams ho into
mve the village for soni tirj and work ".ithl rr-,rsto shape a comprehensive village plan., The to:-,s consist of an a jriculturaltechnician, a livestoc: specialist, a lan:i planner, an economist, an­
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irrigation specialist, a surveyor, a town planner, arid a cooperative
specialist (Ifuizer, p. 15). Otlier members rzay be added if their assis­
taice is nieeded for .iecific problern within the Ujaraa. 

7. A Tentative Evaluation. 

An evaluation of Ujarna policy is a cotplc:X task given the rnny
variations existing izthin Lie systar. Table .Jo. 4 snous the rapid rateof expansion of the 'Jjamaa in the ralativ!ly short period of tire. sincathe turning point represented by the Arusha Declaration. 

TABLE '-O4. 4 

UU R OFI UJA.AA VILLAGIS 

WI -2) (3)(< 

Lotal iOta. Pop. as Z 
Io. of Pop. in Ave. PO. of National 

flite Vi ses Per Villace Total 

Feb 1967 48, j,030 111 0.04
 
Dec 1V263 180 5dJ 325
- 0.5.)
 
Dec 1)69 65u 3;XhJOY0 4 2 
 2.5)

Sep l)7-0 ! 200 5J), JUO 417 
 4.2.) 

Source: Ultan, 1.)131, p. J; coluria(3) r. addition. 

The figures used hera include villaves at~al _ stages of 1jaraadevelopment ind at all levels of cot-itrvnt to the policy. As ray be
 
seen 
in the table, the villages have not only increased in nunrber, but-also in size. Iu sovv areas, Uja1raas uith as .any as i,JJJ families have 
been reported, alt;ouga nos t of ten they do not e.ceec 23 fai-_ilies. 

Another poiat regarding the erpLsoI oa of the fjaraa is the lccntion
 
of the villages. Ly the end 
o- 1)71, a vast rmjority of 'janaa villapes

iere located in the econoracally lesc daeloncd aruas of tab 
country.
Cliffe criticizes this strategy of vn, setcle::nt1s, w 1ichen finds en­phasizes "the provision of social facilitier ratier t!than teie organization 
oZ cooperative productio' (Cife, p.." 1) whkch Tmight provokeL a con froci­tationw ith vested interests. !,o'i nuch, of irlunat these ne,, and oftenan 
isolated settlements %willhave on agric-_tural n.:r:et , reiuins to be seen
since noat of thee are barely sur,)assiug subt. tence levtls of agri culture.
ilnat is needed Cliffe contends, is "te ne-1/essIty to -ace up to existing
inequalities as well as the particular eco .. l 3.)ec±l fcal y confrontationof the energing class structure ny involve tie identification of any 
large farmer_, who rny have to be erropriated, prevented fron wiiployinga regular labour force, be: tervorarily xc2!uded from Ujaa proupz, or 



at least eliminate-d from decision-makiag" (Cliffe, p. 16). 

Tle point that needs to ba made., hen, is that if Ujamaa is to achieve
 
its objectlive. of.1iiiiprovement ,through- equaizati~on-expndng
vast to- cover the-majority of tiie agricultural Q-­sector within a generation, specific

policies and a special strategy 
for action must be devised quicklybefore resistance to the policy increasas. The successful spread of
tie IJjamaa up to now represents surely a starting point. After all,

only 4.2 percent of the national total population has joined lI-at-aas,a low percentage when one considers that over 83 percent of the population

of Tanzania depends on agriculture for a li,,ing.
 

With respuct to agricultural output and income of noamb!rs as a resultof the Uja.aa policy only scattered evidence exists, showing a generalirrease in both output and incorm. he two main factors that account for

this are the clearing and incorporation of ncni lands tito 
agricultural
production, and the improvaronts in productiviity dun to the use of

.iproved inputs. .-ayombo, 
 for exarple, reports that in *er~ge Ujamaa


Village, where 750 acres of plantation faming (cashewmut and coconut)

were worked in the agricultural year 
 /69,UI 7 newu acres with rica.
fields, sinsin, and castor oil are baiag added to the productir : plan of
the village in the 1)69/70) agricultural year. Inconas, which '±n the
period 63/69 averaged Lhs. 7J) per na:aber 
 are expected to increase to
Shs. 800 in 1969/70, to 4s,. 950 in 1)70/71 and'. to Shs. 3,480 by l78

when several new iThVetLrLts are in production. All thase incor.ms refer
 
only to cormiuaal activities. Therefore, results 
of individual crops
must be added.
 

Figures, thougn, for production and incom.e are still difficult tofind, and * will remain so for as long as Tanzarian agriculture rei-ain3close to subsistence levels uhare the uroducer is in turn tl:e m:iain consu­
uer. AL evaluation then, in terrms of incore and ourput, does not seenpossible, or at least of much relevance at this :3tage in their agri­
culture. 

,ktlLEIRAL CU!ENTS i THEA'L.,TA I-"A7 ..... .JA
 
basic sirzilaritv In 
 these two rlodel is that 'oth are in oparatton
 

due to governti-.ental action, as 
part of a policy intended to fonter

agricultural devalopTnent. 
 Sut, at the same time, they hhive three majordifferences: a) The Asentamianto is a compulsory organization which

all those participating in the id 
reform ust join. The 11jamaa,on the other hand, is a voluntary organi.zation joined by mNers Iecause
of the benefits it can of"_er to tem; b) "he Asentaniento in a
transitional form of organizatioa, whic% after 
a period speci.fied inthe law--normally tl.ree years, ma.,ni five y2,rs--gives way to a
pernanent form of or:ganization which nLay I:, irndividual or cooperative.
This resulting for w2ill lie closely associated vith the type of landownership assigned. T.he Ujana, Is a perma.nent form of or,-anizatinn, 
waure onmership of land has no real significance; c) The.Asentariento
is organized only on those lands affected by the lmd reform. It covers, therefore, only part of the agricultural sector and this only
on a transitory basis. lhe Ujarua is expected to encompass the vast
majority of the agricultural sector.• As a permanent orfraization, 
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its incretent o-er tine can be masured and easily analyzed. This is 
not poss!lb'- with the Asentaniento, hich s'hould gradually terMInate" 
as a shift into permanent forrt tales place. 

In tnu area cf politics, mother difference- can bc found. Phile 
ithe jaaa relis heavily on TAOU, and is an official party policy 

for agricultural development, the Asentariento has no official political 
guidance. This does not mean that politics is absent on the Asentami­
ento, Quite the contrary, struggles for political influence (if not 
complete control) by the different political partI s.in'Chile' airz n6 

; 	 doubt a'rajor issue today in th country. In spite of this, the Asenta­
mieto as an institution is not politically co.utitted to wny party or 
group, aad in turn, no party or group has among its officiiii policies 

o .a 	 corritment to the Asentariento as the fori orgonization. 

Another difference, related to the previous one, is the irdeological 
background of these models. As already r-ntioned, the 'Jja aa represents 
an ideologically motiated return to traditional African society. 
14yerere has stated that Tnzania needs no lessons "i r. iS, because 

* 	 that was its natural form of organization in precolonial days. 
* 	 Ideology, then, is a strong coriponenc with substantial weight in all 

facets of iiplementation of lijariaa policy. .Qa the other hand, the 
Asentamiento may be viewed as being in an ideological lilbo. "hile there 
is no doubt that so:e ideological traces can he found, especially 
in regard to older nodels oS. cooperative farming, it can -e stated that 
the Asentaniaito is a much iore pragnatic forn of organization than 
an ideological one. 

-A final difference is the hind of situation fron vhich the inde l. 
emerge.e.-ords,In other the kin. of syst. wlaic, procedes each M0,21. 

_is organed e::pcpr-ate.d. arrn, 
large, where peasants have uor:v-ally been workiv.c. r.iti~in the fraMe.or'­

of an orgmnization with rather clearly- .3tated vorkinc rules. 'easants 
are therefore used to worlking in groups and lbin- directed or. wat to do 
and h6i, to'do it. In the UJjam-a, the situation is generally quite dif­
ferent. The ijanaaa has to group small, often fnirly indepandeat garners, 
who, although part of a group or tribe, iave keen able to naiatain 
ticir freedom of 	operation. 

The Asentaniento aliays on " usually 

With respect to sinilarlties, sore i:TVortant ones are the cotriou 
elements found in the objectives of both organi aions ralatin, to 
increasing agricultural production, strengthi ii the coTa-siunties, And 
in general coruitting themselves to the goals of sccio-ocoric develop­
rent. A particularly relevant sir.1il-arity is the systen of wo-ch and incorie 
distribution. !it both odels there is a vJ.do range o varintion N7t0 
respect to the level of integration. ied foru;---an indvic.uall plot 
and cooperative nnterprines--seen iidasp read ad .ell accepted. !i !.th 
respect to inco.e, both systems fo.lc.v-, th sa;te principle of income 
distribution on comnural production according to the total, number of 
days worked through the year in the co:,ron -nt,'.rrifws. 

In couclusion, it ray be stated that tl-ese rye rodels clearly 
sho*.7 that every case is 4-1 itself unique. Cormvoa principles and 
practices evolve in the sare way that cifferences nnerge, each coing 
as a response to conditions that must be met. 
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CHAIPER V: COMPARATIVE ANALYSIS A!ID CONCLUSIONS 

ABOUT COOPEPArIVE FARHING 

A comparative analysis of different models of cooperative farming
is a comple: task due to the uany variables which have influenced the 
outcorm of each of them. There are political, sociological, ideologi­
cal, economic and ecological factors which must be considered because 
of their infl.m.en on the institutional frarework devised. In the same 
way that many different systems have been created by each nation engaged
in cooperative farming, many different variations in that system are 
also found within each country. To clarify this one model will be 
examined: the Asentamiento. 

While the Asentanlento is no doubt a Chilean institution created
 
with a clearly defined purpose--that of transitional operation 
 of land­
reform-expropriated farrs while final ownership and organization are
 
being thought out--it is- possible to find vide- v.rlations aixng the 
Asentamientos. Some are totally commtnal, sone predoinantly indivi­
dual. There are those which 
 may be considered "ia-bet%,een," but here
 
again 
 there are differences according to which characteristic predomi­
nates. There is also a tine factor. Not all of then will operate in
 
the same way every year, especially due to the transitional nature
 
of the organization. Changes on Asentarientos 
 my be due to community 
or government decisions, and my be based on political, econoic, 
or practical considerations. For instance, if the. Asentamiento is
working on a contract farming agreerent, certain structural forns may
be required. If that crop is not growm the following year, the whole
 
internal organization ray no lcger he rele,7ant. Na.£Y, If these
 
variations 
 can eist within one model, the issue becomes ruch nore
 
complex when comparing several models.
 

Another consideration which must be made when naking a comarative 
analysis is the perspective it should have, and the expectatlons one 
has of the analysis. In this study, there are two things the reader
 
must be aware of. 
 One is the large nuriber of variables, anyone of 
which can make the outcome totally different. The second is the dif­
ficulty in determining whieil of these variables, internal or external, 
can be mnipulated in order to improve cooparative performance and 
avoid past errors. Given the lack of experience in LDCs with coopera­
tive forms of agricultural production, emphasis should be nlaced on 
the benefits of lea nitY from the experienca of other nations in order to develop a properly tailored and successful system of agricultural
organization which will allow developing cotntries to meet their goals. 

The following analytical model may be useful in this context: 

1) Identification of a set of the most important variables; 

2) Construction of a table indicating the .ianner in which the 
variable operates in each of the mdels; 

3) Elaboration of a descriptive corparative analysis for the 
variables presented in the table, and explanation of the variations 
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found in them. Some conclusions can be advmced;
 
4) Presentation of a model of cooperative faring draving fraom
 

thediffer ,nt ideas discussed in the text.
 

1. Identification -f V.triabies. 

Several kinds of variables will L- identlfiri in order to kno; 
to what extent they influence! perfo_'ma.-ce. The first kir.d are those 
which can teli us sor.:thing about t":h degree of autono-r of the organi­
zation, or in other words, those wnicii c.a'n ,,o7e. idea of 'here 
powcr is Iccated in the organs ;:a tion. Thx- ar.,-,efeles irr1.ue: 
a) meri)ership (voluntary or controll-",,; ') production plan decisions 
(what is to be produced); c) who el.cus the rianagpr (govnrnix:nt or 
members); d) ho, is production organized (level of integraticon indi­
vidual or corunal wuor1.); e) investm,-nt dez-ionn (Iong-run capital 
investrent). 

The second kind of variables are tuiosc. r,21.nt cd to sono of the 
activities which must be performed by the :'-ris_ adntnn wlich have 
some bearing on tie: results of the operation. Thc"-;e are: f) accomting
(where are rucords kept and who is r:.poi-il1 for them); g) financing 
(what are the rin sources of credit: govrrunc, private LnstiLutior.s, 
or the entrl)rise itself); h) rketing of t inputs (how they are 
purchased) ; i) marketin.- of th output (hc;., sale- are! 'jade) ; j) h74 
is incorme of renb-er3 deterr_-d (according to ne:1, contribution of 
work to the coron enterprisc, or mcrey r&:uitIng lar. ly from indivi­
dual plots).
 

The third -ind of varia'les are those hicl do not form a defined 
group but which provide adeitional in ormat!on. For exar-ple, the 
estimnited flexiDility of each of the models to adjust to socio-economic 
change is important. 

2. Table.
 

Table '!o. 5 shows the interaction among varinles in various 
cooperativ( models presented here and in the Galeski papur. 

3. Coparative Analvsis of Variab les. 

a) "ferbersh'p. In all cases there is so-o type of restricticn 
to entry. Appllications riust be accepted oithor by the govcrnmmt, tle 
general assembly of nc.-b-rs, or both. A ti al period for the -ipplicanit
is conm.on. Ability to leave the production cooperative has more 
variations. liasically (in all caDslu excePt ter Kolkhoz) can(,br, 

leave the organization whenevur they please if they are tillinp to givwe 
up what they may have in thea enterprise. n tht:Asentaninto, a 
transitory organization, me:4ers do not have pnrrianent: rights. Thvr 
they are more free to lave. if they want to r.turn, however, they must 
be accepted by the C ncral Assembly. (. the Ujarina, exit and entry are 
free and normally some internal rugulations will exist. 
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TABLE No. 5
 

Comparative Pralysis
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v- voluntary 
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G- Government 
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III/II, X 2 
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' : 'I ___ __ 

Col. b,c 

I- Imposed 

II- Shared 


Decision 

III-Internal 


Decision 


Col. j 


Col. d,h,i 

I- Individual 


Predominates 

II-Mixed: Indiv. 


and coop. forms 

III-All coop 


A- According to needs 

W- According te days work 

P- According to individual 


production
 
X- W and P
 

Col. e,f
 
F- In the
 

farm
 
C- Farm and
 

outside control
 
0- Outside farm
 

Col. k
 
1- Poor flexibility
 
2- Medium flex.
 
3- High flexibility
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b and c) Production Decisions and Election of the Manarer.

Conditions vary, from decisions imposed from the outside 
by whatever agency is responsIble for supervising producticn cooperativesP to the

corpletely indepeident decision typical 
of any autonomous enterprise.Depending on variations within the system, any of the three categories
 
may be found. On the Asentariento, for (:ample, production decis-ions

depend to sonii,. 
 extent on the ability for se!f-'nnnagenent in the organi­
zation. An nttonpt was made, based on this rbility, to increase the
degree of autonomy of sor:a of the AsentaTrienros, t'ius freeing scarce
 
personnc. to lc'k 
 iftei !.:wly established settlemnts. In 1963, in the
Santiago Zon, of CORA (Chile), four cat gories w.,-ere developed atmng

the Asentamionto,s: ]) those uith good 
 human and physical resource 

, .
base; 2) tl:- with good huian resourc :; but poor or frail physical

resources; 3) those with poor or fair hurjan resources and good
physical resources; and 4) those with both poor human and physical
resources. By good hum7n resources was meant a peasant cormnunity withstrong leadership, reasonable harmony, and sufficient motivation to make 
necessary iuanagnm.nt decisions for successful operation of the enterprise.
By good physical resources was meant the potential of the farm as a
productive and profiLable enterprise. The idea discussed at that time
 was the po'xAhiity 
 of giving the naximum degree of autonomy to all
the Asentame!entos fallint in the first two cat._,:ries. They would be

provided wick aqssista:uce and guidance throuilh the preoaration and

lacer financing of their production plan. It was expected that these

Aoentamientos would be in a pcsition to utilize private sourc,'s

credit, often worlkiAg tirough contract-farming. The 

of 
two latter cate­

gories would concinuo under the close 
 sup,ervision of MRA cff:_cialswith intensifiud training program for the peasant coimnunity. Although

the idea wis not implemented, mainly 
 due to a po!l tical decision in the
central office of CO-A, thc id ,a is xorth mentioning because it shows

the kinds of ways in waich a growing cooperative farming sector cm­
be orgonizcd oud assisted when there is a lack of trained personnel.

There has to be, ho,:ever, a true commitment to transfer the power to
 
the peasants and allow them 
 their autonomy. 

d, I & I) Production Orianization and .!arketing. A good under­
standing of the way in which 
 these variables operate can be obtained from 
the Table. 

e & f) Investment Deocisions and AccoLntini, These wo variables
refer to the decisTons for long-run capitai investment and the way in
which accounting is handled. The three categories in the table indicate
they can be made on the farm, on the farn with outside control, a,d
completely outside tLe farm, that is, by whatever agency is in chaarge ofcontrolling the system. Looking at the table, the variations are clear.
A special cormiuent must be made on accounting because of its Jriportance
to the success of the enterprise. The AientaryLento is the only r'odelwhere accounting is coplately controlled outside the farm. This situa­
tiot has greatly impaired the system. ferbers usually do not know
exactly heM they staud at the end of the year, resulting in insecurity,
lower motivation and often many credit difficulties. This nitkes the
variable a crucial one needing to be correctly handled for successfulorganizational results. A final comt.t on both of these variables
is to call attention to the importance they have in developing involve­
ment and a true sense of belonging to the organization. If both of 

http:iuanagnm.nt
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these variables are handled outside of the organization.l frar'ework by 
an outside agency, these goals v.ill not be achieved. 

g) F[:irnci11g of Farm Operations. This variable deals with the 
yearly fiinnc., of the production pian. The nain sources fcr it are: 
1) Goveriroent aZgninias responsible for Droduction cooperatives.z 2 ) Banks, 

- . ,_private or state v ad, both of nor-aly qccord'in hilich operate to banking 
business 'rinliL~'..in r:.ny cases i .... rclative-ly ,o,.r access."id nerun 
to credit by srall f*r9.er3. 3) Ocher scurces suci as intcrnaj. 4nds, 
credits granted zy sup;liirs or ad,,aaccs fof crons. 

In rani cas & C,.-se thrce sources ;i!l le use.J, but ccrrocr:oLv one 
of these chann pcredc..ii; t cs. The uL-: r .k crezit a:d :,at fro 
other sources frequeritly (but not al-inys) ;-: .a sti:-ulatin2,- , cect cn 
prcdictin by helpin, tu d-,:elcp resp;nsihi.ity o,7 .enlars, escciall,' 
if they have participate-3 in makir.g the financlal decisivias. This is 
due mainly to the stricter regulatiool" ant sup:,rvision inrosed by those 
two sources as corpared to governrpanc agencies .,hicn co.ircnJv a-, ....taking, 
unpopular ue.asurcs, soi ct'in c. narr-aJlv -. c1l.pas..its understnnd 

For e-m> to .:.large e::tent, p:vor rep.,r.ent of credits on 
Asentarientos ,:-, e blai-.ed on nccolc-tin? delays, bezause )e,,_.ants will 
not channel fdn '.s through Cc> 'idcntifie'2 !-71ith T c) 
without kncwinc thir debt situation. This fI acin , oroloen can often 
be r.entioned as a reason for {radual de-collectiviz,.tian of , in 
cocl.ertive farming, because iridividu:l ono:reti uns are ruch nsier to 
handle in tcr.,s of icediate receipt of incre by th. eriarliers. The 
paranoumt ir-portance of financing and [c-ounLin? i -proluctioncoopera­
tives nust the c'sore be clanrly understoo:. 

j) Income DeLern.ination. The point here is to e"onasIze the 4rpor­
tance of the rtuneratin syster for inproving performance and productivity.
.hen'aver a m,!ixed ,roduction - L.-ts fcomr.mcv.. an6 .. '.2 
special incentives r'ust be built into the conunai sources of incerle to 
avoid rf.-cr concentration on individual prructiOn, tiils neglecting 
conraunal encerprises. 

k) F]exibility to just. Tlie ,;t ruesti, n that arises with 
this variable is: adjustment tc what? TLe, isI...e.adjustrent to 
whatever clhallenge the systen faces. Initi~i'lv it ny be te abi'lity 
to provide nore t.mployien:. Later it '.y t!-:, nee,! t. -.,-e!loe labor. 
Another co.-non a :,.ustrPe-tt required involve,'; c!rges to onsi're Ciat the 
sys'te illty to adju. t remun, therefore , nrding 
to the general ,ocio-.ccono-lic environurent n Ahich tCe orpminzation rTust 
operate. Fle:ldbility has often been nentionedI aq one rf the reasons Lor 
advocating cooperative farring, r-Lking, its importance anpa- nt. 

4. A:!od:l ef fooperative a__arnn_ 

The following assil-ptions will be at tho basis of our model: 

Fir, , it will be assumic'd that the cooperative farming enterprise 
is being created in a developing nation with a larfge peasant se2ctor. 

Seccnd, it will be assumed that the system is promoted by a special­

http:blai-.ed
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ized agency, either private or governmental. Third, that the system is

initiated on a previouajly existing large far-. sector either by expropria­
tion of estates ia a land refiurm progr3ai or by colonization of new
 
lands. 1eantficiarics of 
 this program-- cooperative farcting irerbers--will
generally have a background a3 far. wor!ers, either as sharecroppers, small 
tenants, or wage workers, ;.mst of whori have never pruciously owned land. 

1. GoA.s. First te.earedsaare t..o. t F-tisfaction of the nenbers'
needs; e.g., a) to Imnprove the level of incre of te ner.bers and
 
b) to inr.j:ova the general level 
of living of t.e mcrbers and their famiiies. 
Second are. -cals of th'e enterprise as sucr, ane as it relates to t'esocievy; e.g., a) to 'I the .ost ef.cio.it use of resources in order
 
to achieve all c:.tcp-' objectives 1) to increase foo production c) to

make the increased production available to the nopulation (especially

urban) d) to increase enployment opportunities e) when necessary, to
 
allow laboc release to meet industrial requ'remnts.
 

2. .:eiUibersii-,. There must be clear Lrchanisns regarding qualifi­
cotions - with
for r bcrship, fIeib1e but clear provisions for entry

and exit to 2:nd 
 from the enterpr:.ise af general socio-econornic conditions
 
change TLs sI" i,iprtant to voi d rigidity -7Iich ray

hinder the 
 en~er rIse i7-al prev..t thii acccrnlishnent ef scme of its
 
goa ls.
 

3. l ,; le.... :n ?rocm.s. Po,.er will be centered in the general
asse:.,bly of v.is~ej,: "f -i fooerate un-cor der:ccratic procedures of

majority control. Foreulation of 
 ob icctives -ind general policy guidelines
to achieve then ,iill have to be approved by the general assemrbly. So too
ill the yearly i-reduction plan, any r.a or adjustm.ents that r-ust be nade 

to it in -Lid--course, and all T.ajor invest:'ents. The general asserbly will
 
also elect a ranagerent coiittee and a rn'anaer 
 if necessary, as 1'e,1
ab all other committe'es deemed useful for the operation of the entcrprise.
Full authority and responsibility for carrying out policy decisions will 
be granted to the inanagearent corn-itt-e. 

4.- Land Use and Control, Land u.se,,ill he the responsibility of 
the management board (or coruittee) in accord-n-ce with the aTprovcd

production plan. This plan iay, however, 
 be influenced by regional or
national guidelines cornng out of the toesponsible agencies, in which
production decision-nmaking will be sharerd between cocperative farming
inemabers and tie ccrrcspcnding agencies. This shared decisF on-making may
also occur betweca the enterprise and credit insititution,. 

5z Cnpit.1. Structure. Ti.e capital structure -ill depend on the
availability of resources ,o tLIC enterprise and should be specified in
the production plan. Priority -ill be given to the fullest possible
profitable use of labor. Two cateo:-ries of credit will be recognized:
A short-run credit rna:iunm to be subscribed by the nanagement board, and
long-run investrtent credits whlic) include all those above the .a=1i-uI.L1 
and which must be approved by the goeneral asserbly. 

6. Financing. Cooperative ferns shoulI he encouraged to use more
than one source of czedit.in order to help reduce dependence which might
develop wlhen only one credit source is used, helb_ the enterprise acquire
more flexibility of operations, and eventually i,.ore responsibility. 

http:czedit.in
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The mechanisms tmqad by financial institutions assisting a cooperative 

farming sector should be based on the farms' production plans and geared 

to help their fulfillment. Thlis, of course, will d.tpend on the ability 

of these institutions tc hare appropriate supervision of farnm operations. 

Assuming they do have the personnel to do so, then loans should he dis­
bursed according to progress made in production. A si-ple but accurate 

cash flow of thc yearly operation should. he 'iirtnined to know precisely 
when funds re needed and when they can 1e repaid. This cc-rdit:-.ent of 
the cnterprise sheuld be known to ner'ers so Lhey feel th'e ncxzo for effec­
tive 7erfowT'ane if the untcrprise is to sucreed. Thfis i;: the only 
way members -,ill 1e ab.c to rect th(:r o:rectation and ac'ieve t;:eir goals. 

Armong credi ::2chanisns, probably one of the most successful is 

one which initially provides inputs required for the crop, to be nlanted, 
and later a cash advance per unit of land being cultivated. This advance 
may be divided into tuo or T'more i::staliments e(nending on the crop. its 
prerequisite is the verification of the condition o" the crop. Inputs 
and cash may also be provided by different sources, and the enterprise 
should be in a position to opt for the most adv.ntafecu.s coarbina]:icn. 

At thic point, emphasis must be placed on thc need for la up-to-date 

and efficieut accounting system if a credit system of tlhis sort is imple­
mented. A fatilu;:e in accounting ray jeonardize the -,hole onerotJion. 

7. Or anizanion of Prodi,'tlon and Llbor. The besu possihle system 
to a:sure full participatLioa should x ado,,Ted. According to types and 
number of agricultural enterprises includli in tle production plan, 

comittees may be created when their function is seen as a contril-uti.on 
to better organiz ng, worh anLd firxing responsibility. .iNcentive ne(chanisms 
should be incorporated into tle general organizational framework together 
with specifications regarding work a,,:ssi,,.nent tethods and labor speciali­
zation. Crops should be predorinantly coopa-:ative and represetit the rein 

source of income to erbers so as to ensure their full dedication and 
participation. 

If production is cooperative in nature, then the Yay in which labor 

is to be organized becomes a crucial ecerent. Brigades, work tears, an(I 

specialized workers are some of the ,.vices commonly used depending on the 
size of the fare and the type and magnicude of the agricultural enter­
prise. ResponsbLility for brigades and uor'k tears should be assigned to 

meTabers with leadership abilities and other qualifications to perform the 
tasks. lienever possible, these designatians should be rade by the 
general assembly as a .ay to foster mc:,.ber involvcrent. The rTIanaement 

cormittee, however, must have sufficienilt !ee,.cay to mak e designations or 
delegate the authority it deews necessary for more efficient operation 
of the enterprise. 

Job assig.nments should meet two sometimes contradictory conditions: 
one, the developrent of a certain degree of labor specialization; and 
second, job rotation to provide rnbers with the opportunity to learn 
different jobs and also to worl- with each ot'her. Uork rotation also has 

merit in terms of equalization, because all rerbers eventually do all 
the different jobs. This prevents to sore extent the emergence of 

"bosses" which can lead to conflict and abuses. 

http:contril-uti.on
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When specialized teams 
are organized, direction need not necessarily

always bo in the hands of those with greater technical exrerrise. Tlow­
ever, specialists should always participate in teaching others so as to 
improve teiu level of efficiency of fellc;-workcrs. 

Finally, one needs to mntion trle advisability of elaborating norms

when different tasks are to be perforr-ed througiout the year 
an 'I the laborrequi rei nt LFor iem. This will contribute to tltely pcrfornance of
 
the operatioi.n. cin the ferm.
 

6. Incoa j tarnin;Ltion, The incore leval desired for nenbers has
to be stated at th,_ onset in order to produce a productie:,. plan appro­
priate to aciuve this stated aMoun:. if this is not no-sible aftercareful analysis of enterprises and their estimated returns, an adjust­
ment of the income, goal must 
be rmide. Later, sore invastent programs
 
r-my be planned to allow future higcher inccre to mr.bers 
 closer to initialcxpectatio:s;. ThOis hoped-for level of incolre should, of coursc, be

adjusted to national and local standards for similar jobs so it renre­
sents a realis;tic objective.
 

inThe wal,.ihich inco, w.ill e , tri"utttd has to be cilearly stated 
at thu hogi.nin: of tie e'. errise (;.ee ,'icn ur 1!!), It is apparent

from the nodels discused (and those 
 fout--i in the Apoonedix) that a
comination of incom,! from conmual e-i.erp rises--distributed according to
days; of work--plus inc:,,., ceming from :3o",! i-'.ividu.ia! .roduction is 
a widespreacl practiIcu. A correct ba:,ce cf tK su forrs i;s Csser.tia to
 
avoid poor performanrce en cc:-mual,'terrise. 1 no -ore, than 25 to

30)percent of total incoe deriv(s 
 from indivicdal production, rtbers
will mintain thir nturu3t in coi.urnia cntorr-.rises. In any even,:, in­
centivis must be 
 built into th.:-systen to assure fu. -aarticipation.
If a different ferm of wTork orgranizatLou is adopted aa(d - larger percen­
tage of income is 
 to coe from individual pr.oducticn, incontives beco.ceven more r,levant. If production is or way that inco 

* il SUCLIa1h;~of members will come predominantly from individ:ual pro-loction,
specific working rules 

thcn 
must be -t'actcd to aLsurci th... efficient oneration

of covmunal vuntu:es, b.cause their failure ; l contribute to the gradual

and incras,;ing do-coope!ratix± zat ion 
 or the organi zat ion. 

9. Fle:ibilitX to Adjust. E nc son, alaboration on this point
has already he.-oa tde, only.- a hrie f cornnt tzing need consi­the to

der this poi t i:; i.c,-ssary. Effective the
-i'echarni-sms for ree-valuating

institutional frem.worl. 
 of the organizatio are n"cessa-ry. 'echanisms
might inclut-d, adot ion of .ne basic polici e:; or chvnging old ones by a

two-thirds or th;ir,.e.-fourths najority vote. It also 
night a'-nthe ability

to chan!i thu condit1 n1"r.,guintinr ,:trv or ex!:it to 
or from the organiza­
tion, or changing r,gulations wjhich detern rights- to land and nartici­
pation in iworl, things, whic!h today are2 rusnonsilhL in large part for the 
rigidity in sov;e of th,- models discussed and ,hich are cormonly riontioned 
as sor', of thu 
reasons for tiwter poor perforurinc.. 

10. Iucentiw.,--. Probably one of the Ta.5t often discussed and 
certainly one of tl most important issues! in cooperative farming as
well as in other enterprises is the r.rtter of incentives (See Chapter II). 

http:i-'.ividu.ia
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Incentives are n..chanisrs motivating p.!ople to action to help them 
satisfy their needs and achieve their goals. The types of incentives 
used will be dependent On the needs and on the pe!rccption tvewlrers have 
with rasp.ct to ways in Th.ich these nucd,3 i.,.ay be satisfied. As a result 
of these new concepts, the use of rAr'l! ince.ntives has gradually gr~*r in 
impor tanc", oft!'n predoninating in socialist countries and also inc--.easing 
in affluunt sccieties. 

The typ-2s of incenti es .ore -Clv't to coop-rativ, farminoC ill 
now be discussed. vral tirn&s throughout this study : ;inera- assertion 
has been 112.du about the nee'cd to build into LIe organizational fr .- keuork 
a "balan:c'd syst.m of incentives." ' N.a is the roanitig of this con,_pt? 
Simply stated, it :.-L'ns tno u.;c Of both moral Und e'.conomic inc.-ntivk.s 
to motivate !enmbers of proluction cooperatives. Thile th : importance. of 
moral incentives is recog.nized and h-eartily er'braced, arzoic incentives 
no doubt represent an e:-tremoiy valuable mechanism for promoting ir-nrovw'­
mnnts in pe'forri.ance. 1is is so ma.inly bcause a T-inmu irlc I.e and 
standard of ]ving i basic to the use of moral incentivu3. Stated in 
other words, it is irrelevant to speak of -ioral incEntivc.s to peopl! who 
are starving, have no s-.tcurity nnd an obsc-re future wlizi2 often they 
would ratli..r ignore. 

Econma c ir. Uivs. This usaLL-y refers to remuneration for wiork 
performed, over and above a certain standard or norm. The importance of 
a gradual dev.ihr'r.t of standards and norrs on enc firm '.,as ni.ntioned 
in Cuiapcer ilI and it will be in relation to thus'z aoecialiy developecd 
norms tht incMntivas can operate. 

To develop a ,'age incentive plan four things n.ed to he consilere d: 
units of output, startdard tie., time effcctiV,]y 1!o1kWd, and ti.'r saved. 
From these, two main. categories of i;rno:'iL incentives iay be cduriwd: 
piece rates and tine boiuses. In farr.n, .. varal r-echanisT.n ; c-ri b" 
worked out. In potato harvesting for .on" , n,chanism is to sot 
a price per bushel harvusted. %.noth,-ri:3 to ! :L a bonus Lor every bshe]. 
harvested above a certain rMIAnirum norm s tated for a day's work. Still 
another mecharnism is to scet a time period for arvw,;ting a given nutiber 
of bushels. If harvested in less time the. workie r c:-n eiti-!r leave when 
he has completed his quota, or con tini,.: wor'-ing vith ex'tra pay, cithe:r 
per time unit or per volume of output harvested. 

In livestock enterprises, a common D'rctice is to pay a bonus; accor­

ding to the type and size of the herd. In sleeop raising, for exarmple, 
a bonus per la:da born and/or rarketed nay he paid. Additional bonus 
payments can be mde according to the yields of wool pe.r s iiep, and 
shearing is frequently paid per animal. 

Sometimes incentives are paid to the individuails. Other tirs group 
incentive riates may be distributed among nrihers of the group. Ti.!si4des 
time bcnuscs or piece rates, group incentive2 s can take otieur forrs such as 
profit sharing. Thi:s is possible 1,rluen one has labor sp!ci.liza.t1ol, 
pernnent work teams or brigades, a good systen of cost accouniting, and 
tasks which can be organizt:d to allo. most -.irbers to operate rndar 
similar conditions. This latter point is important, because if only 
part of the members of the production cooperative are w.orking under 
incentive mechanisms, those who are not ray conrsier they are being dis­
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- - -criminated -against, -besides-normlly gettinig limypr_ ic'n~- The 'need toavoid this situation is probably one of the reascns behind the widespread
use of profit distribution according to days worked in addition to abase wage or advance, something which does not, however, represent an 
automatic inceative to productivity.
 

There are some systems geared to solve the problem of incentives forthose who are not working directly on a reasurable task. One alternative
is higher wages for those who cannot be easily incorporated into incen­
tive devices (this technique is in wide use on some Czechoslovakiancooperative farni). Group incentives with a percentage (15 to 25 percent) 
to be allocated among those performing supporting tasks is another
alternative. 

The following guidelines should be considered when choosing anincentive plan: a) The plans must be simple, understandable and easy 
to calculate, especially by those who Will be working with it; b) Earn­
ings should vary directly with increases in output and efficiency;c) Incentive payments should be made as quickly as possible; d) Workstandards relevant to each organization must be developed through syste­matic study of internal conditions and potential; e) DIcentirN rates 
should be guaranteed against change unless changes occur in the methods or materiaLs employed; f) A base wage or advance should be guaranteed
regardless of daily output, assuming there is a.reas.oiable work perfor­
mance by the workers; and g) There should be a sufficiently lorge snread
(30-4,'01 percent above common earnings) between the base wage, or advance,
and the incentive earnings so as to stinulate more taan nornml effort by
workers. 

The use of econoTic incentive plans is something which should be
carefully planned and evaluated because of their potential for hamperinginternal relations. It must also be considered that incentive plans areusually expensive to carry out due to the administrative costs involved
in detailed keeping of records for payent--another reason why their 
use must be approached with caution and appropriately balanced with 
moral incentives. 

Moral Incentives. These include inforrntion, participation, praise
and delegation of responbibility.
 

Cooperative farrming is an organizational form which can make useof some of these devices. Information and participation are two elementswhich have already been emphasizctd because of their imoortance in develop-
Ing aisanse of belonging as well as forming the basis For merhership
decision-making. 
 The suggested use of comnittees, brigades, work teams and
work rotation all delegate real responsbibility to the me,10er. Praise 
and punishment,1by means of an election of the best and worst worker,
is a type of incentive widely used in socialist Cuba today. Certificatesof achievement to highly productive workers have been a device used for 
runy years all over the world. 

In general, moral incentives are geared to develop a comitment to 
the organization to which people belong. If this commitment is trals­lated into higher efficiency and productivity, then the goals of the 
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-,organization and-its-rmbers in the best -possible way, 

Some Additional Considerations. The ten variahles just discussed no 
doubt represent the most important points that need to be taken into
 
account when a cooperative farming system is being created. There are,
 
however, a few additional elements worth taking into consideration.
 

a) Some Internal Operating Procedures. Work organization and
 

coordination should be done by the nanageirnt board and those to whom
 
authority is delegated. A special control committee may be set up to
 
evaluate progress and performance, reporting to the manageent board and
 
to the general assembly, and meeting at least four times a year. A
 
feedback mechanism between nnnagement and ronbers should be devised in
 

order to make timely adjustments. Annual elections of officials should
 
be held (at least partial replacement). Committee menbers responsib.le
 
for specific tasks should be elected more often to foster participation
 
and responsbiility. The process of hiring a anager--if this is decided
 
instead of working mainly through the managemnt board--needs to be knomn
 
and approved by the general assembly. This is especially important since
 
the manager will most likely be an outsider With some special training

for the job.
 

b) So.- E:-ternal Operating Procedures. Every organization should 
have official representatives for its external activities. Ihfie commonly
 

this work is part of the responsibility of the manager and the members of
 
the executive cormittee of the management board (presidant, secretary and 
treasurer) other members can also be appoiknted if they have special skills 

for the job (such as financial and marketing skills). Farketing should 
be given special importance due to the weight it has on the final out­
come of the enterprise. Whenever possible and convenient, production 
cooperatives should be actively involved in activities of service type 
cooperatives (credit, insurance, marketing). 

c) Back-up 1echanisms. These will be mainly the responsibility 
of the agency in charge of the promotion of a cooperative farming system,
 
and should provide strong support for the different enterprises being
 
created, assisting then in whatever needs they may hav in their take­
off stage, and later duing their normal operations. A long-run perspec­
tive should also be kept by the assisting agencies in choosing ih.ch
 
projects to support.
 

Concluding Remarks. One point needs to be emphasized before corle­
ting the model. It concerns the importance that nanagment has in the 
success of the cooperative enterprise. The .xodal thus far has spelled out 
the more important variables that need to be handled as well as other
issues to be considered, but in the final analysis it is the capability 

of management which determines whether or not these variables are correctly 
handled to lead the cooperative farming enterprise along the road to 
success. Managamerit in this context may either be provided by group 
action--the rianagement board--or by an individual-- the manager. In both 
cases there must be: sr,.cial understanding by management of the alterna­
tived in each unique situation in order to select the best course of 
action for the organization to achieve its goals.
 

http:responsib.le
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APPENDIX 

Survey of Different Forms of 

Cooperative Production in Agriculture*
 

The intention of the appendix is to provide readers with a more

detailed explanation of some of the cooperative farming forms which are 
cited throughout the text, and at the same ti.e show the many variations 
which' are found among agricultural production cooperatives existing 
in the wcrld. 

The same type of information for each of the forms will be provided0
wherever possible and according to the sources of information available. 
Two elerients for a classification of these forris are included for each 
cooperative. The first element is the location of decision-mking, which 
is classified according to the type of management (centralized manage­
riient, shared management and self-management). The second classification 
is based on the level of integration of productive resources, which 
fall into three categories. Category I is the loosest form and only 
some means of production are integrated, and Category III is the highest
form where all the means of production are integrated into the coopera­
tive enterprise. 

*Credit must be given for the decision to elaborate this Appendix 
to my friend and office companion, Mr. Burt Swanson, who suggested
this when commenting on the early drafts of my research. 
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CATEGORY I
 

Partial Integration
 

Name: Polish Type I Cooperative Fan 

Country: Poland Year of Creation: approximately 1950 

Location of Decision-MLaking: on r.-nbers 

Description: The member maintains the individual 
means of production and carries out 

control of his 
cooperatively 

only some tasks and activities. The product is sold individually 
by the farmers and this provides their incone. 

Bibliographical Sources: Boguslaw Galeski, in P. M4.Worseley (ed.) 

Name: UAC I (Unified Agricultural Cooperatives)
 

Country: Czechoslovakia Year of Creation: 1949
 

Location of Decisiou-Making: mainly on mpbers 

Description: Only some activities are done cooperatively, such 
as soniing or planting. The itrber retains the 

majority of his land, livestockoand equipment. This type of 
arrangemnt normally is considered as neighborly help on a 
cooperative basis. 

Bibliographical Sources: Trnka and Hach, 1967 



Nam: ~Ujaama
 

Country: Tanzania 
 Year of Creation: 1967
 

Location of Decision-Making: 
 on nebers, somtimes shared with 
government agencies 

Description: This form has wide variations depending theon 
level of integration. Members can work most oftheir land individually, they workor can it in a cotpletely

communal or cooperative form, their sources of income depending 
on the form adopted. 

Bibliographical Sources: See Chapter 4 of this work 

Name: Cooperative Better Farming Society 

Country: India 
 Year of Creation: * 

Location of Deciion-'aking: on members 

Description: It is a form with vrying durcrees of integration 
and activities. 'Lnbers will engage in only some

activities which iillthey work jointly. 1mbers are, hoever,
indepeindent for all their other activities. The organization
will r-ainly provide services for marketing (inputs and output)
and cooperative production trill not be the common case. 

Bibliographical Sources: G. R. 1aidan, 1961 

* Date not specified in source reviewed. 
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Name: GIE 	 (Groupement d'Interet Econonique) 

Country: France 	 Year of Creation: 1967 

Location of Decision-Making: on mrbers 

Description: 	 It is a rather loose type of cooperative organiza­
tion created in order to specialize in one particular 

area, e.g., research, sales, packing, exporting. Members therefore
 
associate themselves mainly for one of these activities, rernining 
very independent in all the rest. There are few formalities 
for the creation of the GIE. YMrbers have to number at least 12, 
farmers or not, and the enterprise will have a civil or cormercial 
character according to its activities. A social capital is not 
required for the creation of the enterprise and all the conditions 
under which it will operate will be stipulatud in a special document 
subscribed to by all rierbers. 

Bibliographical Sources: Options Mediterraneenes, avril 1971 

Name: Societe Civile d'Exploitation Agricole 

Country: France 	 Year of Creation: * 

Location of Decison-Making: on members 

Description: 	 It is a society organized with the purpose of 
rendering different kinds of services to its 

members, ranging from comnon production to processing and 
selling. Its forn is rather loose and non-farrier members are 
also allowed. The society will usually be created for a deter­
nined period of years and will have a specified volume of assets. 

Bibliographical Sources: Options 11ditrranunes, avril 1971 

* Date not specified in sources reviewed. 
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Name : lbshav-ovdim 

Country: Israel Year of Creation: approx. 1904 

Duration: still operating 

Location of Decision-Making: on the members 

Description: It is a settlement where land is individually worked
 
by the members who belong to a multi-purpose


cooperative society through which all arketing is done. 
Planning of the crops for all the village settlement is worked
 
out by the cooperative society and approved by the general
 
assembly of members. Besides individual cultivation of land
 
there are also cooperative exploitations, commonly fruit
 
orchards, poultry, or processing industries attached to the 
Moshavim.
 

Bibliographical Sources: Mordecai KreiniL, 1961; Ma., ell Ilaymn, 
1969; Weintraub, Lissak and Azmon, 1969; 
Effraim Orni, 	19(3; Eduardo Bastos, 1971
 

Nan-: LPG 	 I (Landwirtschaftliche Productions-CGenossenschaft) 

Country: Eastern Germany Year of Creation: approx. 1952
 

Duration: still operating
 

Location of Decision-Making: on the mebers
 

Description: 	 Only the cropland is contributed to the cooperative 
society for joint use while garden and forest-land 

as well as grassland remains in individual use. Livestock,
 
including draught animals, and the dead inventory (machinery,
tools and irplements) renain the property of tie rmembers ,iho 
are paid for their use in the cooperative society. 

Bibliographical Sources: Komrad Merkel, in ". A. D. Jackson (ed.), 
p. 222; Otto 	Schiller, 1969, pp. 209-211. 
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Name: TOZ or TOZY (Association for the joint cultivation 
of larid) 

Country: Soviet Russia Year of Creation: approx. 1926
 

Duration: approx. 1930
 

Location of Decision-Making: on the members
 

Description: It was the loosest type 
of production cooperativeoften
 
viewed as a transitional form. Only land was worked 

jointly. All other agricultural neans of production--draught animals 
and other livestock, and the tools and implements--continued to be 
used individually.
 

Bibliographical Sources: Alex Nove, "The Decision to Collec­
tivize," and Otto Schiller, 

"Communist Experience and its Implications for Developing
Countries." Both in U. A. D. Jackson (ed.), Agrarian Policies 
and Problems in Cotmnunist and Non-Conmunist Countries. Seattle: 
University of Washington Press, 1971 
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CATEGORY II
 

Medium Integration 

Name: Polish Type II Cooperative Farm
 

Country: Poland 
 Year of Creation: approx. 1950 

Location of Decision-Making: minly on members 

Description: All the land is pooled together for cormon 
cultivation, except for garden plots of r.embers.Income is distributed according to the proportion of workdone and to the contributions of land and capital. 

Bibliographical Sources: Boguslaw Galeski, P.in M. 11orseley, 
(ed.) 

flame: Cooperativas Agricolas de Produccion 

Country: Spain Year of Creation: approx. 1960 

Location of Decision-Making: on the r.embers 

Description: These cooperatives are generally of relatively

large size (50 to 30 r.omers and 800 to 1,003Has.), especially relative to GAECs.the French b.rbers'

incom will usually be distributed according to the work,land, and capital they have contributed to the cooperative 
venture. 

Bibliographical Sources: OECD, 1972 
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Name: UAC II (Unified Agricultural Cooperative) 

Couutry: Czechoslovakia Year of Creation: 1949
 

Location of Decision-Making: mainly on merbers 

Description: Members develop a common crop rotation and
 
perform a large number of 	operations coopera­

tively. Crops are divided according to the acreage contri­
buted by the mnber to the cooperative. L'ork done is remun-. 
erated accordinr to labor norms taking into consideration 
the difficulty of the job. Animal production is retained on 
an individual basis. 

Bibliographical Sources: 	 Trnka and lach, 1967
 

N-me: Comnunes 

fCountry: Mainland China Year of Creation: 1958 

Location of Decision-Making: shared by members and governrent 

Description: The Commune 	 is a basic econor-ic, social)and 
political entity in the rural areas, which 

owns all--or most--of the means of production. It is an 
integration of agriculture, industry and administrative 
responsibilities, all in one organization. Uork is done 
cooperatively, usually by production brigades. There is an 
emphasis on labor specialization, and general education of 
workers. The income to r,embers varies according to the 
Commune and the activities that take place .1n it. lormally, 
after several deductions, between 50 mid 70 percent of the 
total income will be distributed to the er'berso according to 
the days worked in the cooperative enterprisa. 

Bibliographical Sources: 	 Kang Chao, 1970; Paul Pickowicz, 
The Progressive, January 1.972 
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Name: Cooperative Tenant Fardng Sociaties 

Country: India Year of Creation: ** 

Location of Decision-Making: on menbers 

Description: The society gets the land on lease and then 
allocates it to members on an individual holding


basis. The whole land is cultivated according to a production

plan laid down by the society, which will provide r~m-bers
with credit, seeds, ranure and farm equiprent, if necessary.
It will also handle the marketing of the rnnberc' output.
Each tenant pays a fixed rent for his holding, the produce

of it being his own and at his complete disposal. Profits

of the society after paying for all expenses and allowing

for a reserve fund are distributed anong the tenant members
 
in proportion to the rent they paid.
 

Bibliographical Sources: C. R. Nadan, 1961 

N4ame: Cooperative Joint Farming Society 

Country: India 
 Year of Creation: *
 

Location of Decision-Making: on L-rMbers 

Description: It is a society usually formed by small size 
owners. They agree to pool their land and

work it as a whole. NMerbers work in the tasks assigned by
a special committee they have elected and receive wages for
their daily work. They ,iill also receive a dividend payment
in proportion to the vauue of their land contributed to the 
society. The profits of the enterprise (after all payrients
have been made) will be distributed among th ecrbers accord­
ing to their days of work after providing for a reserve fund. 

Bibliogranhical Sources: G. R. Mdan, 1961 

** Date not specified in sources revice~id. 
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Nam: CAC (Cooperative Agricole Civile) 

Country: France Year of Creation: 1959 

Location of Decision -lking: on nenbers 

Description: This is a society associated according to the 
regulations of the French cooperative mover:.ent. 

The organization must have a mininuni of seven reibers and no 
maximum is stipulated. Its activities and level of integration 
will vary according to merers' decisions and needs to be 
met. It will vary from production in comon, to processing, 
selling, etc. The cooperative will handLe only products 
of its members, and those joining have to nake a comnitment 
to operate. through the cooperative. The distribution of net 
savings or income will be determined by thc General Assembly 
of each of the cooperatives. 

Bibliographical Sources: Options ?zditerran'!en "C, avril 1971 

Nam: GFA (Groupement Foncier Agricole) 

Country: France Year of Creation: 1970 

Location of Decisiori-1iaking: on mreimers 

Description: It is a type of civil society cre ated to operate 
or maintain one or more farrn. Minile legal 

registration is not fully required they nust opterate accord­
ing to a set of regulations. lenivers do not necessarily 
have to work the land directly and it may even be leased if 
the group so decides. The GFA has a iminimur., duration once 
created of nine years, and thure is no size limit. LAnbers' 
nontributions can be in land, equipment capital, or all of 
those. The system is quite new and there is not ye!t much 
experience with its operation. 

Bibliographical Scurces: W to diterranenes, avril 1971 
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Name: GAEC (Croupemnnt Agricole d'Exploitation en Commun) 

Country: France 	 Year of Creation: 1962 

Location of Decision-Making: 	 on members 

Description: All the rbaibers 	agree to contribute their land 
to the enterprise and operate 	 it under joint 

management. dl tile members have to work directly in the 
tasks assigned and labor hired by the joint enterprise in 
limited nurbers my also be employed. The group should not 
be larger than 10 mciebers, most of them contributing faily 
type enterprises. Integration of land is normally coplete
 
but it will range in some of the other types of agricultural
 
enterprises (livestock, poultry). societies
The have to be
 
legally registered. Ifenbers' income will come fron wages

for the work performed, plus a proportion of profits accord­
ing to t'i e land and capital contributed to the society.
 

Bib liographical Sources: Op tions di terrancenos, avril 1971; 
OECD, 1972.
 

Name: Ejido 

Country: ilexico 	 Year of Creation: 1915 

Duration: still operating 

Location of Decision-11aking: 	 usually shared due to credit 
regulations 

Description: Two forma; can be found: the collective and the 
individual Ejido. They represent tiio different 

organizations where for the most part, land is worked in a 
cooperative or collective fashion as one unit, or wh!ere theLajority of land is individually ,ploftd. Land is owned by 
the State and is assigned to the ejidatarios with the condition 
that it cannot be sold, mortgaged, leasedor divided. Iftmbercs 
who do not cultivate their land directly for tw.o years my
lose their rights, i'hich are re-assigned by the Conisariado 
Ejidal to other applicants. 

Bibliographical Sources: Salomon Eckstein, 1)66; Rayriond Uilkie, 
1971; Juan Ballesteros Porta, 1964;

Eyler Simpson, 1940; Hugo Tulio Mlclendez, 1965. 



Name: Ko lkho z 

Country: Soviet Union Year of Creation: 1929 

Duration : still operating 

Location of Decision-Haking: 	 shared between rembers and the 
State, the la.ter predoinating 

Description: It is an agricultural organization where the 
land is owned by the State and peasants only 

have its usufruct. Organization varies, but generally it 
is cooperatively organized. The workers rucc,_ive an advance 
or a base wage, depending on the results of the enterprise. 
A special characteristic of this form is the private plot 
that rmbers maintain next to their houses and rhich not 
only represents an important source of incoe for them, 
but also represents an important source of food supply 
for all the nation. 

Bibliographical Sources: 	 Otto Schiller, 1969, pp. 182ff; 
,-7.A. D. Jackson, passim.; 

A. 11. Sakoff, 1968 and 1979. 

Nam : LPGII (Landirtschaftliche Pro duZtions-Genossenschaft) 

Country: Germ-in Devnocratic Repdlic (Eas tern Germany) 

Year of Creation : approyimaitely 1952 

Location of iDecision-Making: 	 shared by rmrbers and golernrent 
through planning devices 

Description: The farmer brings into the cooperative enterprise 
his land plus his traction pcx.7er rrichinery and 

implements. Livestock will usLlly renain ,,ith t1he farmer, 
who will alno cultivate sorIe additional lond indiviclually-­
usually a small plot of no Trore than five acres. 

Bibliographical Sources: Konrad lerkel, "Th, Agrarian Problem
 
in Divided uerm'rny," in '. A. D.
 

Jackson (ed.), p. 222 (see references); also in Otto Schiller,
 
1969, pp. 209-211.
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Name: Agrarian Circles 

Country: Poland Year of Creation: 1956 

Duration: still operating 

Location of Decision-aking: shared between the government 
and the farmer-members 

Description: The agricultural circle is basically a government 
sponsored association of farmers iiho gather

regionally to improve the level of technology of their
exploitations. They purchase and operate farn machinery
coimnonly. Services are provided to all farmers--with rmebers
getting theirs at reduced prices. The circle can be seen
mainly as a service cooperative which allows improvements

in yields by making new technolopy available. Financing of

the organization cories from tho Agricultural Development Fund

of the government and member contributions. hile mechaniza­
tion is the main effort, irrigation, plant production, 
 and 
shared action in processing plants is also undertaken. 

Bibliographical Sources: Witold Lipski, Agriculture in Poland, 
Warsaw: Interpress Publishers, 1969;Arthur and Jan Adams, en Versus the Sytstan Ne. York: TheFree Press, 1971; Tonasz ybraniec, "Peasant Farrming in 

Poland: Performances and Prospects," paper pr2sented at the

Conference on Soviet and Peasant Affairs, August 1967, Seattle,
Washington. 
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CATEGORY III 

Total Integration 

Name: UCP (Unites Cooperatives de Production) 

Country: Tunisia Year of Creation: annrox. 1965
 

Location of Decision-Making: r-nbers and governrlnt agencies 

Description: The work is cooperatively organized according 
to a plan approved by the General Asserhly of 

nembers. A management board and a President are elected to 
take responsibility for the daily operations of the enter­
prise. A Manager appointed by the Regional 'Jnion of Coopera­
tives assists the manage:.ent board in the orgn.ai zation and 
managerial functions. Tho newers' incorm is M.stributed 
according to days worked in the cooperative e;terprises, 
and will depend on the year-end results of the organization. 

Bibliographical Sources: Options diterranoenes, avril 1971 

Name: Polish Type III Cooperative Farm 

Country: Poland Year of Creation: approx. 1950 

Locatiun of Decision-Mai'ing: on rembers and -ov,rnncnt 

Description: All the reans of production are I o,.i ! for 
joint operation and mnagerunt. ',- " garden 

plots are allwed. Incor.e depends only on the worl done 
and is distributed accordingly. 

Bibliographical Sources: !,oguslaw Galeshi, in P. '1. '!orseley 
(ed.) 



-85-


Name: Autogested Farms (Self-'!anagement Farms) 

Country: Algeria Year of Creation: 1962 

Location of Decision-Making: on memers sonetires shared 
with government agencies. 

Description: In this system nil (or most) of the mans of 
production are the property of the cooperative

enterprise which works them under the principle of self­
anagenant (autogestion). The General Asseubly of workers 

elects a Workers' Council which in turn elects a ranagement
committee responsible for the daily operations of the enter­
prise together with the manager. The latter is usually a 
governrient-appointed official who is, however, responsible
for his work to the management conmtittee and the 'lorkers' 
Council. ebleer.' income is composed of a basic daily 
wage plus end-of-the-year share of profits of the enterprise. 

Bibliographical Sources: Thomas L. Blair, 1970; Eduardo 
Bastos, 1971. 

Name: TJAC III (Unified Agricultural Cooperative) 

Country: Czechoslovakia Year of Creation: 1949 

Location of Decision-Making: mainly on members 

Dscription: The members contribute their rain means of 
production to the cooperative enterprise,


including their livestock. Ow-nership of land is retained 
and members are allowed a private plot and some back-yard
livestock. Itmbers' income is determinid at th2 end of the 
year according to the results of the enterpr:'.-, and it is 
mainly distributed according to the w,ork done through the 
year. The members will also receive some payrient in kind 
(grain) and rent on the land they cnntributed to the cooperative. 

Bibliorabhical Sources: Trnka and 11ach, 1967 
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Name: UAC IV (Unified Agricultural Cooperative) 

Country: Czechoslovakia Year of Creation: 1949 

Location of Decision-Making: nembers theon and government 

Description: All the mans of production are cooperatively
 
owned and operated, The members will receive
 

an 
 income based on the work done (nunber of days and type of 
work). Bonuses added the base wageare to according to the
 
type of work performed.
 

Bibliographical Sources: Trnka and lach, 1967 

Name: Asentamiento 

Country: Chile Year of Creation: 1965 

Location of Decision-Making: on members, sonetirmes shared 
with the governmeiit 

Description: The Asentamiento is a transitional organization 
created in Chilean land reform process to allow 

the exploitation of the expropriated land ,Yhile onership was 
being determined. Two types of exploitation were commonly
found: the individual and the cornunal. Thu former was one 
where land was assigned to the -nenbers for their individual 
exploitation, thus becoming their rain (or only) source of 
income. In the corjiunal exploitation land was '1orked coopera­
tively and MeMbers' income was determined after profits and 
distributed accor.ing to the days of work of members during 
the year in the cooperative activities. 

Bibliographical Sources: See Chapter 4 of this 'iork. 
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Name: Cooperative Collective Farming Society 

Country: India 
 Year of Creation: * 

Location of Decision-Making: on members
 

Description: The society holds the land and -il other means 
of production. Cultivation is jointly doneby all the members who receive a wage for their daily work.

At the end of the year profits are deterrined after deducting
all the payments and a reserve. Profit will be distributed
 
among members in proportion to the wages earned by each of
 
them during the year. 

Bibliographical Sources: R.G. Madan, 1961 

Name: SAIS (Sociedad Agricola de Interes Social) 

Country: Peru 
 Year of Creation: 1969
 

Location of Decision-Making: mainly on Trimbers with the 
advice of government officials 

Description: These societies have b2 n organized for the 
collective exploitation of lands mainly dedi­cated to livestock in the Peruvian sierras. The SAIS groups

several farms and all the peasants living on Lhen at the
time of the land expropriation. The systen is democratically
managed by a General Assembly of Delegates formed by two
delegates from each of the ember-farms, and !,hich is renewed
by thirds every year. Hoebers' income depends on the results
of the enterprise and they receive. sore advanc :s during the 
year.
 

Bibliographical Sources: 
 'linisterio de Agricuitura del Peru,
 
1970, 1971 

Date specifiedD not in sources reviewed. 
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Name: Village Corporation 	(Empresa Agropecuaria Ejidal)
 

Country: Mexico 	 Year of Creation: 1963
 

Location of Decision-Makinp.: 	 principally in the Manager, but 
ultimately in the peasant members 

Description: 	 The system is based on Ejido lands with the
 
special characteristic that a r'anager is hired
 

to make most of the technical and administrative decisions.
 
Mebers contribute their land to the cormon enterprise and
 
will receive payrient for it according to profits. During the
 
year they work for a wage 	 in the enterprise under the direction 
of the manager.
 

Bibliographical Sources: 	 I. Haisman, 1971
 

Name: Kibbutz
 

Country: Israel 	 Year of Creation: approx. 1900
 

Location of Decision-. aking: 	 on members
 

Description: This is a totally comrunal society ,,here the 
level of integration is compl.te. Everything 

but the land is owned by the Kibbutz enterprise which provides 
for all of its members' needs. These therefore do not 
receive incorme. Work is performed cornunally by the wmebers 
according .'o a production 	plan approved by then in the
 
General Assermbly, the r ::ium 	orgarism of the enterprise. 

Bibliographical Sources: 	 Eduardo ,astos,,1971; r2.:acohen, 
1963; 1..eintrad1', Lissa. and Azmon, 

1969; E. Orni, 1963; Otto 	Schiller, '1969.
 

http:compl.te
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Name: Moshav-shi tufi 

Country: Israel 	 Year of Creation: approx. 1936 

Duration: still operating
 

Location of Decision-Making: on the members 

Description: 	 It is an agricultural settlermnt where all 
the work is organized on a communal basis, but 

members receive a personal or fanily income which they are 
free to spend according to their wishes. Fanilies live in 
private houses and they hold the rajor responsibility for 
child care. Production is planned and approved by the General 
Assembly and all the operations are done cori:unally based 
on one single organization. 

Bibliographical Sources: 	 Efrain Orni, 1963; Otto Schiller, 
1969; Eduardo Bastos, 1971. 

Name: LPG 	 III 

Country: German Democratic Republic (Eastern rermany) 

Year of Creation: approximately 1952 

Description: 	 The nembers contribute all agricultural and
 
forest lands to the cooperative society for
 

joint use. They also contribute most of their livestock, 
equipment and implerents. The nreber is only allowed to 
keep for free use up to .5 Ha. of landmainly for vegetables 
and fruit. Livestock is restricted to no nora then two cc ;,7 
with calves, two says, and five sheep. 

Bibliographical Sources: 	 Konrad "Lerkel, in !. A. T. Jackson 
(ed.), p. 222; Otto Schiller, 1969, 

pp. 209-211. 
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