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INTRODUCTION

Yanagement in cooperative farming has a special preminence due to
the emerpence of this forn as a crucial factor in develcpment in Third
World countries. While the manegement functions are, in essence, the
same on a production cooverative as they are in any other organization,
the actual implementation of the functions pose special problems because
of the unique nature of management-worker reletionships on cooperative
farms. It is to these problems that this study is addressed.

Chapter I discusses the role of agriculture in develcpment, and
provides the context against which the case for cooperaiives should be
placed. Chapter II uses John R. Commons' work on institutionel economics,
theories of business management, and theories emerging from Yugoshavia's
self-nanagenent 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 cooperztive
variables and goals. Chapter IV discusses two revw forms of coorerative
ferming in underdeveloped countries—--the Chilean Asentamientc and the
Tanzanian Ulamaa--with particular stress on organizational aspects.
Chapter V offers a model for cooperative farmirpg.

For further elucidation on the toric, chiefly in the form of detailed
studies of other forms of cooverative farming (kibtutz, moshav, eijido,
kolkhoz,, the reader is referred to Boguslaw Galeski, "Prospects for
Collective Ferming," (a forthcoming LTC Paper), as well as to the author's
Ph.D. thesis upon vhich this Reseerch Paper is based (Claudic Barriga,
"Management in Cooperative Farming," FPh.D. taesis, Department cf Agricul-
tural Tconomics and Business, University of Wisconsin-Madisor, 1G72).

CEAPTER I: AGRICULTURE AND ECONOMIC DEVELOPMENT

At the completion of the first Development Decade (1360-1970), most
of the poor nztions were rot developing as exvected. 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 ver capita (Finance and Development,

op. L4B8-60).

Isolation and/or ranking of factors influencing poor growth perfor-
mance is extremely difficult; nevertheless, agriculture cccupies «n
unfortunate pre-eminence, constituting, cn an average, about 35 vercent
of the GDP of developing nations, reaching as high as 6C percent in some
cuses. In the crucial export sector its importance is even greatver, with
agriculture contributing mere than 40 percert of the value of total
exports, while with resvect to population and emmloyment, more than 50 per-
cent of the people depend on egriculture for a living.

Amongr the explanations for o poor agricultural verformance are:

1) In many countries agriculture is still at subsistence or
semi-subsistence levels, with little production surplus tc be marketed.
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2) Tor several years, especially from the late 1940s throuzh the
1950s, develorment was viewed as synonymous with industrialization. 1In
many nations this meant neglecting “he agricultural sector. At the samz
time, agriculture faced an increased cemand due to nigh porulation growih
rates, increacing urbanization and increased incomes in the population due
to industrial emplovment and expansion of trade. VWhile dermand increased,
supply lagged due to the inherent complexitics of agricultural noderniza-
tion on the one hand and the lack of approrriate policics and necessary
resources for agriculturzl improvement on the other.

3) A third reason is the comron rigid institutionsl framework of
meny LDCs, with uneven terure structures (lntif fundie-mirdifundia mattern),
strong control of marketing channels--poth to and from the farmer--often
by inefficient and costly 1ntermed1ar1es, and highly selective credit
policies geared mainly to large landowners.

4) A final reason has been a fluctuating if not absent government
poiicy whese responses to pelitical opressures seldom provicde the st +ability
required for asricultural investment.

All of these reasons resulted in a lamging agricultural sector,
forcing countries to use their scarce foreign currency for food imports

to meet consumption needs instead of using it for prog ductive investment.

Structural Chanres and Apricultural Zevelopment

The following issues must be considered in discussing agricultural
development:

1) The increasing demand for food: Third World popuiation growth
rates of cver 3 percent yearly imply a substantial ircreace in food demana.
Tc maintain present focd confunn+ion levels in the LDCs, then, agriculture
must grow over 3 percent per year; if adeguate nourishrent is an cbjective,

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

Using the Johnston-Mellor formula that a 1 percert increase in per
capita income in a less ceveloped country will produce a 3.7 percent
increase in demand for food, the rate at which agri~ulture would have to
grow to reet demand expectations increases even more. Substantial
improvements can be made in agriculture with only modest capital require-
ments, meking it a feasible achievemert ir. poor anid cepital-hungry urder-
developed areas (Southworth end Joanstorn, p. 9; Johnston and Mellor, pp.
575-581 Papanek, p. 41G). Schultz hes azdwocated using rew induis with
relatively hiph payoffs and good distribution, tomether with anpropriate
education of fermers, to bring forth agricultural modernization ard
increase output (Schultz, 1964a and b). Yhe preen revolution has shown
Schultz was essentially rirht and that adeguate techrologival changes are
capsble cof maliing dramatic improvements in food production. There are,
hovever, several problems attached to an indiscriminate use of the pgreen
revolution pachage if deep structural changes zee not ruace simultaneously
in the agricultural sector (Ladejinski; Falcon:; L. Erown, 1970).

2) Agriculiural development and employment: On one hand, mocderriza-
tion of agriculture and the rural sector mey create employment oppcrtuni-
ties through intensification of crop and livestock nroduction, or through



-3 -

the creation of ancillary enterprises. On the other hand, as industriali-
zation proceeds and gradually steps up, agriculture can release the labor
needed for industriel developuent, 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
8s o repulatory force, keeping worxers until alternative employment
opportunity in the nonfarm sector opens up.

Given the present characteristics of developing nations, there will
have to be a growing relisnce 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 increzse, job creation would have to grow in the non-
farm sector somewhere in the range of 6 to 12 percent yearly,l a very
difficult achievement indeed. Data from LDCs sihov that, based on past
performances, this is almost impossible to accomplish. Meier (pp. k30-
439), using several sources, shows that industriel 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
populaticn.

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 ir which the annual rates of growth in tctal nonzgricultural
employment in Africa were actually negative for the veriod 1955-196L, This
lack of job opportunities has created severe unemploymerit and underemploy-
ment (See Thiesenhusen for the case of Latin America).

3) Apgriculture and industrialization: In LDCs, an important sector
of industry (a larger fracticn than in ieveloped countries) is dependent
for its operation on asricultural 1aw materials { food rrocessing, textile,
rubber, leather, paper, tcbecco and beverage industries). Industriel
diversification is also dependent on increasing activity in the agricultural
sector. Higher net cash incomes for the rural povulaticn would give
farmers more purchasing power, thus enlarging the market for industrial
products (R. Nurkse, p. 58C). The rise in rural production wil. also ...
result in an expansion in supporting services and activities such as
narketing, packaging, supply of inputs and other liousehold goods, etc.

4) Agricultural develcpment and the balance of payments: Higher
production can often be transformed into higher exvorts cr " a reductiocn

lAssuming we want agriculture to remain stable in absolute numbers,
and that population and lator force increese at the same rete, then popula-
tion increases (therefore labcr force increases) would have to be absorbed
by the nonagricultural sector of the population. If we assume a 3 percert
yearly grouth rate in total population and a distribution of ponulation of
75 percent in agriculture and 25 percent in nonfarm sector, the growtih rate
needed in the nonfarm sector to absorb all population would be 12 percent.
If the distribution is different, with less agricultural populetion, 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.
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in imports, thus enlarging the availability of foreign currency for other
development needs. Different policies will have to be implemented for
each agricultural subsector (dorestic and export) in order to achieve the
required export expansion. In cases wnere this enclave has not previously
existed, it muy be necessary to create such a sector (a profitable export
crop can frequently be added to an existing cropping system without makirng
too large a capital outlay).

5. Agricultural contributions to capital formation: lMeasures such
as double cropping or cultivating new land by irrigating it with such low-
capital techniqucs as simple pumps, wells or reguletory dams: the use of
new or improved seeds, or the adeguate use of fertilizer ard pesticides can
provide agricultural returns ranging from 100 to 40O percernt with ouly a
moderate capital outlay. Once output increases, different mechznisms cxist
through which capital can be extracted from this sector. Yeavy taxation
was a very successful device in Jepan's development: production quotas
delivered to state agencies is the system used in the socialist countries:
and a deteriorating parity was a nmechanisn operating in the United States
(Dorner, . 427). Other mecheanisms such as rental payment to landowners,
the use of farmer savings for industrizl expansion, or the maintenance at
ferm cost of educational institutions are but & few of the ways in which
capital can be extracted out of agriculture to finance the develcriment
process.

Land Reform and the Green Revolution

The kinds of structural chanpes needed in the agricultural development
process outlined above are well surmarized irn the United Nationrs definition
of Agrarian Reform:

. - . (it) is the reform of *“he institutional structures
of the egricultural production. Tt irncludes. in the
first place, the land tenurc system, the legel and
customary legal regime of property over the land, the
distribution of property over apgricultural exploitations
between big farms and peasant holdings or tetween peasent
holdings of different size: the land tenure system, the
system according to vwhich the land is worked and its pro-
ducts are distributed bewween those who work the land and
the landowner; the organization of credit, production and
marketing: the system of agricultural finanrncing, the
types of taxes that the povernnents impose over the rural
population; and the services that the movernmernts provide
tc the rural populations, such as technical assistance
and training, sanitary services, water sunply end
cormunications.?

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

2¢ited in Solon Barraclough and Jacobn Schattan "Technological Policy
and Agricultural Development" (LTC Library Mireo), 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 ego shown how price inelastic the
demand for food is, vhich means that a heawy increase in supply will
nermally result in a sharp decline in prices, making things worse in terms
of net return for farmers. This situation is esnecially harmful vhen
introducing a new techrology, hecause peasants generszlly working at near-
subsistence levels will hardly be able to use new technology unless
adequately puidcd and assisted, especially since this innovaticn will
nornelly mean a much higher expense in input.3 Ag substantizlly better
net returns are not quickly forthcoming, the farmer is likely to resist
adcpting new technolegy for obvious reasons.

Feder has divided development expertis into two grouns: ''the Techno-
crats end the Reformers." One apprcech (technocrats) is based cn the
belief that the crucial element in rural developmert is an increase in out-
nut and productivity. The use of tetter inputs, better infrastructure and
a more rational price system create favorable conditions vhich trarslate
into greater outruts and betier preductivity according “o this view, thus
setting rural development in motion.

The second anproach (reformers) reasons tnat agricultural developnent
is elmost irpossible with the present egrarian structure, and that a
necessary counlition for development is to do away with the gresent system
by means of a "massive, rapid and drastic" land reform, which by changing
land ownership will allow the iwnrovement of the peesant sector and thus
foster the development prccess.® These two approachnes conform o
the two new major policy measures of the last decade dealins with
agricultural develcoment--land reform aznd the green revolution.

The existine land tenurc system in LDCs (especially in Latin America)
has often besnr denounced as cne cf the major causes of agricultural back-
wvardness (L. Brown, 1€69; T. Carroll, 1969). Land reform became an
"accepted" concevt for government officials and politicians in LDCs around
the 1960s: so ruch indeed, that it became a reguirement feor Latin American
countries seeking the assistance of the Alliesnce for Progress for devel-
opment programs. lowever, land rcform, vhile a necessary condition, is not
a sufficient condition to ensure sgricultural develepment. Often, during
lhe early vears of the process rroduction may fall to levels much lover
then those which gave imretus to lend reform originally.

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

3harton 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.

Yo s . . . . . . .
This position is mainly based in the agrarian structure of Latin
America dominated by a latifundio-minifundio pattern. (See Feder,)
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relatively hish peyoff and mood distributior to farmers, together with
appropriete education on the ways to use these inputs to bring about modern-
ization of agriculture which would then increase output (T. Schultz, 195La,
p. 199).

Apgricultural research conducted mainly by the Rockereller and Ford
Foundaticns 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, produred such an impact cn the 1947-(8 crops of countries like
Mexico, India, Poxistzn and the Philinpinps, that the concept of the green
revoiution was born. The splendid achievaments of this procram chowed--for
many--an elternative way to cchieve dramatic incresses in apricultural out-
put rapidly instead of throusa the painful and often slowv prccesses
associated with structural change and land reform programs. However,
techrological change, on the other hand, while allowing substantial outpui
increases, will not fulfill other goals which are expected from agricultural
develcprent, and mey create severe pclitical tensions. There is ro doubt
that the use of these policy measures, as alternative cr compnlementery, will
derend to a great exten on the definition of development, land reforin and
green revolution, and how each c¢f these relate to the specific charzcteris-
tics of the country or region where they are tc be apniied. !ary have
indicated that the preen revolution shculd be Just one of th2 steps--maybe
the initiel one--towards agricultural develormert. In any case, a remark-
able similarity exists te*wveen the two policies if some of the side effects
or complementary measures ars taken into consideration. Increases in out-
put will make institutional adjustments neccsszary in “he areas of credit,
marketing, education, storape, processing, etc. (Falcoa; “harton, 1949b;
RPaup; L. Brecwn, 196R). Land refcrr anvears tc be = basic measure to assure
the wide distribution of the ternefits of the preen revolutior, which can
then be implemented almost simultancously, teking advantage of courses of
action made possible by structural trensformations. In agricultural devel-
opment today there are two majcr issues, identified by Lester Brown as the
food-population and the emnployment-populaticn problems. Trese two issues,
as they relate to Latin America, will illustrate the depiee of competition
or complementarity between land reform ani the rreen revolution.

Latin America faces one of the hirhest retes of populeticr. growth in
the world. For the period 1965-1969 the average rate was 2.6 percent,
varying from 1.2 percent in Urupuay to 3.4 percent in Mexico. Amgricultural
output for the period 1950-19F5 grew, on average, at 3.8 rercent annually
(Prebisch, 1970). Redundant labor also remains in the agricultural sector
due to a lack of workins opportunities.

These ccnditions imply that the food shortage problem cennot be
diverced from the enployment problem. Althoush it has been wointed out by
mary that the green revolution can maice an important contribution zo wider
employment possibilities due to more intense cropping and the creation of
ancillary industries needed to provide the required new inputs and higher
technolory, it is no less true that this success story can leed--througzh
indiscriminate labor saving mechanization--te hirher unemployment,.  Land
reforn measures, on the other hand, by providinrs a wider distribucion of
land resources erong the rural population, create work. If, as the tenure
system is reorganized, the package of new techrolopgy is made aveilable to
the peasants, lerge increases in production can be obtaired so as to reduce
the food-population problem.
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Organization of Production for Agriculturel Development

These different issues show that the organizational vatterrn of the
producing unit is a crucial element in the process of agriculturai devel-
opment resulting ir either failure or success in meeting development gozls.
Producticn units range from the private, individual farm system that con-
stitutes the backbone of the United States! impressive record of output and
productivity to the State-owned and operated farms and collectives typical
of sociaziist economies, with o host of intermediate foims. Apricultural
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 denourced attempts et organizetional trans-
plantation and cnlled for specielly-oriented agricultural research
(¥illikan and Hapmoocd, 1967). A widespread belief among social scientists
workirg in rural develovment is that only cooperative production can cove
with the roals set forth for apricultural development {increased output,
employment and incowe redistribution). The problem to be confronted in this
cuse 1s one of manapement and the effects of such a scheme on productivity.
The lack of incentives in traditional forms of collective expnloitation has
often been denounced, and if it is not remedied in LDCs, the possibilities
fer increcsine output appear dim. A cooperative farm would have many
facets, depending on the structure from whicn it originates: it will have
to provide survices 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 cooperative {(if it is a
rerrouping of minifundistas); and, in any case, It will have to achieve
good management te reach the objectives nlanned. This will demand good
coordination, mutual trust, adequate and efficient planning and imrlementa-
tion of the work load and wise financial anagement--~which will depend
primarily on production achievements--to vrovide membters with the funds
they require for their operation and maintenance, ané a final year net
return better than that of vrevious periocs.
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CHAPTER II: THEORIES OF ORCANIZATION AND THEIR RELEVANCE TO COOPERATIVE
PARMING

Three bodies of theory will be used in this chapter to look at
cooperative farming: the work of John R. Commons on institutional econemics,
the theories commonly used@ for the analysis of business organizations, and
some of the theories emerging out of the workers' management system of
orpanization used in Yugeslavia since 1950.

Institutional Framework

John R. Cormons' work in the early decades of the £0th century stems
from a period dominated by the emerging entrepreneurial corporation.
Cormons' concern was how to bring the constitutional democracy of the
United States into econcmic 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 tc balance the interests of manage-
ment and labor which would, however, remain opposing forces. This cornflict
of interests was due in part to classical management theory regarding the
concepts of power and authority. Authority was defined as the ripght and the
power to exrect performance 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 then.

The institutionalizetion of these corcents contributed to principles
of scientific manapement worked out by Frecderick Taylor vhich were in
essence a modern interpretation of the principles of division of labor
first outlined by Adam Smith. Methods of scientific manegement included:
1) the establishment of performance standards through research and experi-
mentation; 2) the planning of vork by manasement; 3) the treining of
workers to meet standards: and 4) the maintenance of the performance
standards according to task objectives under prover supervision (J. F. Mee,
p. 42). The wide use of this methodology =2llowed substantial increases in
productivity and pleced strong pressures on labor for improved performance
to meet management-set standards. Resentment by labor to some ol manage-
ment's demands gradually led to organization and expansion of the union
movement.

Commons, in his theory of institutional economics, analyses relation-
ships betweer. menagement and labor through the mechanism of "transactions,"
which he defines as the rules of order through which society conirols owner-
ship of and access to the forces of neture. "Transactions," he writes, "are
not the 'exchanpme of commodities,' in the physical sense of 'delivery,' they
are the alienation and acquisition, between individuals, of the rights cf
future ownership c® physical things, as determined by the collective working
rules of society" (Commons, 1934, n. 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 recopnizes three types of
transections: barpgeining, managerial and rationinp, which are "functionally
interdependent and together constitute the whole which we name a poing
concern” (Cormmons, 1934, p. 58).

Commons also recognizes that nepotiation in bargaining transactions
will be jafluenced by persuasion or coercion, depending on opportunity, com-
petition and bargaining power. lepotiations occur only between legally
(though not necessarily economically) equel 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 ic especially
relevant for cooperative farming, wita its interrelationship among equals in
management and labor which emphasizes the role of versuasion and leadership
to attain performence goals.

Commons recognized that managerial transactions had come to involve a
certain amount of negotiation. "This inclusion of negotiatiorn," he writes,
"arises mainly from the modern freedor of labor, with its liberty of the
laborer to quit without giving a reason" (Commons, 193k, p. 61).

Chester Barnard, in his took The Functicns of the Fxecutive (1938),
stated that authority comes from acceptance by individuals of orders or
cormaends. Thus, authority in his view flowed upward, frcm workers to mana-
gement. Management ani lebor continue to be distinct forces with different
interests, but nov management will have authority only to the extent that is
provided by worker acceptance. Power, defined "as the maxirmwa ebility of a
person or a group tc influence individuals or grouns" remains in the hands
of manapgement, vhich can exercise this power by means of the eccnonic
mechanisms it controls. Influence in turn is defined as "the degree of
change in individuals or croups" (Filley and House, 1989, v. 55). 1In other
words, how much can one meke others change.

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

The third body of theory relevant to the institutional framework within
which a cooperative farming enterprise operetes flows out of the workers'
management system. Under this system distinct forces with different
interests cease to exist. Instead, manazement becomes an extension of
workers' control over their interests, which are also thcse of the enter-
prise. In a labor-managed enterprise, (a model cooperative farming system)
management is & collective right exarcised through the various orgens elected
ty the general asseibly of worker-cuners accerding to the werking rules of
the organization. It is collective action that prevails, and Commons'
'rationing transections'--"an agreement among several participants who have
authority to apportion the benefits and burdens to members of a Joint
enterprise" (Commons, 1934, p. 67)~-becore relevant. Authority, under this
system, "may be considered to te lezitimate pover; that is, pcwer which is
generally accepteble to members of an organization and which is within the
velues and purposes of the institution" (Filley and House, p. 55).
"Institution," in turn, can be defined as "collective action in control of
individual action" (Commor.s, 1934, p. 39).

Cooperative farming, then, as an inst.tution, can be distinguished from
a common going concern or business enterprise by the interrelationship exist-
ing between authority, power and influence end by relative importance given
to bargaining, menagerial and rationing transactions as compared to the
common going concern.

In cooperetive farming, pover will be vested in the membership;
authority (legitimate power) will be vested in nanagement, 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). Vorkers (member-owners) grant the authority to management,
sanctioning it by their consent to he governed, and the influence of
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ﬁanagement 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 lcedership style of management. Collective or group action is not
something thet works by itself automaticedily, instead, it requires con-
siderable effort and work by all individuels in the group if it is to
succeed (Olson).

3

Organizational Variables in Collective Actio

»
.

Once the institutional framework within which cooperative farming will
operate has been defined, some of the variables which allow the system to
operate successfully must te analyzed accerding uo creranizational theory.
Although a large part of organizational theory is besed on industrial
research, its validity as a tool of analysis for complex organizations makes
it valueble for considering cooperative farming enterprise.

1. Motivation

Motivation has been recognized ty many social scierntists as one of the
basic veriables in organizational performance (Vroom and Deci). Three major
kinds of motivation are commonly recognized. Paternalistic motivation is
geared meinly to worker satisfection, assuming *hat the more necds that ore
satisfied by the job, the greater the response of the workers. Menmbership
in the organization, withcut eny clcar relation to performance or behavior
is the main source of revard. Severel management practices are oriented
to providing security to members, such as education, retirement plans,
recreation, insurance, housing, etc. Reseerch evidence shows that pclicies
of this type, vhile improving sccurity and decreasins turnover rates of
personnel, have had no direct effects on worker prcductivity and
performence orn their jobs.

A second approach to motivation derives from Taylor's work on
scientific management. The basic assumption is that e person will te
rotivated to work if rewards and penalties are tied directly to his
performence. Yage incentives, picce rate worZ and penalties, if wcrk falls
belov management set standards, are cormonly part cof the system. Vork is
orpganized in such a way thut the werker hes no participation ir it; he is
programred to carry out a certain task. lleGresor, in an article which has
become & classic in mapagenent studies, called tris conception cf manage-
ment's task, Theory .1 o1t basicelly assumes thet people are passive, and
ever resistant, to crpanizational needs. In acdition, “hey nave ar inherent
dislike for work end try to avoid resmonsibility. Therefore, most people
must be coerced, controliled, directed and made aware of the punishments that
exist to meke them put forsh the necessary effert toward the achievenent of
organizational goals. I!Motivation, then, will te bascd on punishient and
externelly controlled rewards. Althoupgh this approach--revard-punishment--

chGregor first presented his iceas about Theory ¥ and Theory Y in
1957, in & paper nresented to the Fifth Anniversery Convocation of the
School of Industrial lanagement, I“IT, lMassachusctts (Vroom and Deci, p. 30€)
and later expanded ther1 in the book The Human Side of “nterprise, published
in 1960.













cooperative enternrise successful.

The creetion of the human relaticne school of r.anagement and the
writings of liayo ard Lewin arouced a new interest in the role of leadershiyp.
(See Etzioni.)

Leagersh p has teen defined "us r process whereLy one nerson exerts
socizl influence cver others" (Pilley and House, p. 291). I4 is a relation-
ship ol dependence. Part of ithe lcader's guccess will devend on his aviiity
to perceive the dogree of inrlusnce he is e¢ble to exercise. In cooperative
farming due 4o tie relatiounstin existinsg heisrescn power, withoritv ond
influence, leaderznip will be cenditionce a ty ec t r.ce ¢f the Tollowership.

(J

Three nmejer hodies
studied extensively: a)
tional thecory.

T leadershiy theory have been receognized and
trait theory, b) behavioral theorv, and c) citua-

1able characteristics in
33fully accepted as such.
nstitution under discus-

2) Traif theory is hesed on spreial. fdernsi
the perscnzliity of the leeder whizh mazke hin suz
It is probably the least relevant to the kind of

sion.

¢ .
He Ok

b) Benevioral thaorists have ident r
autocratic: supuortive (particinative or dewocratic): in“trim;ntal: and
"great man" TFillev end %ouse., n. 393). (1) Autceratic leadcers ars cleeriy
identified with Comncns' concepts of tocs or chief whose actions are
suprorted ty reward an¢ ;unishment :qnctinns. (23 Sunrcrtive leaders
involve rerbers in the Gecision-mzting proccos and, in reneral, try to
create an appropriate cnvironmen:t fTor worners' narforrance. This thecry
nay be associatnl dlth MeGrepor's Theory Y and Commons' concent of a lezder
acting throurh persuzsicn. {(3) The iastrurental leader vili be the prag-
maiic, crgenized, MGEhOdL el man who rerforns manascrernt funcnions (plar. ,
organize, direct, cocrdinate and contrel) to acceomnlish organizational poals
() The "sreat man" theory of lnﬁﬂav"hip renresents the irtepration in one
leader of both the supportive aad inmtrumertal thoory characteristics.

The "rreat mnn" leader is 10 doubt the most desirable for cooperative
farms, however the scarcity of "preat men" leads one to select supportive
leadership as most cuitable to the ccomplishment of coorerative Tarmirg
goals.

[&]
,o—

c) The situatisnal theory of leadershin Is mrobarly the nost flexible
current theory. It is nct attached to a cpeeific or uniouc leadership
pattern: instead, it uses the one deemed mest appropriate to the situation
at hand. (liockler.) tuational leadership is successful - cooperative
{arming because of its flex:bllltv, alwave remainineg within the correct
perspective of the cooperative farninz modci. In nther words, the sustained
use of a leadership style sueh as autcnetic leadership which conflicts with
the philosophy and poals of cooperative ferrming must be aveided

In addition to thece tymes, a distinction between formal and informal
leadershin must be mcationed. ‘“he formal lioader's power derives both frem
his personality und his orcanizational mositien- tne informal leader's pover
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 whlle the formal leader has to work
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to gain that acceptance. (See Litterer.) Very often, informal leaders will
arice due to the inability of the formzl leader to satlbfy the wide spectrum
of interests and necds of the membership. In ccoprrative raiming, esreciully
in newly crecated systens, the ccmprehension of the potential represented by
the info:mal leaders is hirhly sipnificant. n emerging systems, wiere the
manager usunally will have to te an ou,oldnr group accertance will be prcoble~
maticual; manapement should therefore t ry to acuuire the collzboration and
involvement orf informal leaders.C

It is importunt to reccgnize the growing 'mportance of leadership in
the bodyv of wrranization theory. lenageuent in cooperative farming,
therefore, siiould give snecial relevansze to leadership and vork for its
develonnent.

Self-Manapremen

Cne of the major merits of the Yuroslav workers! managerent system, and
one of the recasons for its incorporation here, lies in “hc fact that it
represents the wiie use of several belaviorsl theories and prcpositions to
crecte a new system of business crranization which cannot be brandfed utopian
nor experimental efter 20 years of performance.

The systan of workers' menapercon®, or self-nm wragenent , energec from
Yugoslavia in 105C following the breok vwith the Qov;et bleoz in 1913 and

a thorough c¢valuation of tnz accomplishmanis of ihe Socializt Republic since
the end of “orld ¥War TI. As with oiher svsters of crmanization, its main
expcrience has been in the industrizl secter ( here It has yizlded inmpres-
sive results). Its peneral prireiples cnd some characteristics represeont

a model of great relevance for the systen of ccoperative farming. Self-
manegement represents a mnore advanced “o@m than that advocated bv behavioral
theorists, so it is possible te fird in it the fulfillment of nany of the
suggestions coming out of behavioral rese~rah on iendership, motivation and
group action and perforuance. The main characteristics of the systen could
be cutlired as follows:

I
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‘J .
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1) Self-management is based on the 3
by all the workers sccording to princivles
one man, one vote).

equw*luy uqd denocracy (-.e.,

2) All the participants i
income (or sustwin the net loss
been deducted.

n a self-mancred enterprise share the net
) of the flrm after all operating costs have

3) Ourership in a sense ceases to he. The meens of vroduction are
b§ s
socially owned, helonging neither te capitalists nor to the state. The

6”he author's experience with the asertamientos in Chile provides many
interesting examples of this need for collaberaticn. In one asentamiento
neer Melipilla, in the Santigge province. there were several informal
leaders that had risen throush union work e fore CORA took over the fam.
The exclusion of song o thenm from the monaoement Lrocess (they maintained
the union should nanage the asentoamiento) er=ated constant protlens tor the
oparation of the enterprise. Once they accepted that a specially elected
menagement beard was reclly the one which should manage itv, and they
participated in the election gaining several positicns in the board, most of
the problems ended
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workers have the usufruct of the socially owned means of preduction with
specific responsivilities, especially to maintain the value of the m2ans of
production.

L) Sclf-raragement operates in e market econory, decentralized in ts
decision-mating, although edjusting itself tc some goverameni guidelines of
planning =~nd contrcl.

5) Ther: i

nicte aulenony for the enterprise in shaping its nan-
agement and inte »panization, vroviding the basis of power is rmairtained
in the working c ity whish sznetions the ecuthority of the clected an-

agenent throurn "'rkexs' counecils and otler cormitiees.

6) A finnl clhurscserictic of the workers' managoment sygtem 15 com-
plete labor mobility (althouph there are clear reculations with respect to
the dismiszal of worker members)

e

Given these charactoristics, variables for organizationel performance
ne T

will now be examinad. The poals of the erterrrise are pasic. A very
concrete cne is the maxinizatiorn of the mermbers' income. A second, more

gerneral one to which the previous one is an impncrtant contribu tion is the
rmaximization of wobers' caticfaction, necaocitating broad organizatioral
goals able tc satis?y individual goals.

4]

robusly the basis variable in worker s=tisfacuion is motivat.ion.
Vanek, in his analysis of the Yuroslav systern, distinauisher letween genuine
and imposed motivation defined as follows: "By genulne, I unaerstand
motivation wrich eranutes from the notural inclinations and desires of an
individual in a given enviromnment; by contrast . an imposcd motivation is one
based on an irstruction frem an crieranal controlling esent" (Vanek, 1971
p.- 17). While impoced netivetion exists in wny enploymernt sicaation,
genuine motivation 1s dlfflcult to achieve., In a labor-ronaged cecnom,
Vunek acserts, "menuine metivation hecemes the necessary rile for all of the
working population, & situzticn Inconeceivarle in any other indusirial
csociety" (Vanek, 1971, p. 17). Thus the unicque relaticnship of thz workers
to the coornerative enterprice fosters their involvenent and octive
participation, improvine their notivation concider.nly. 'lechunisnms such as
the election of the 'lorkers'! Council, viariocun coriittecs end the manarenent
board (clected by the VWorikers' Council from urong its memb

ers ) all have a
grass-roots base. 2egulatiorns determininsg the comnosition of the board (et
least taree-fourths or the hearda members ;moh hee nroduction workers) assures
broad representation. ‘The prohibition fron serving on the menegenent board
for more than two consccutive yvears puarantecs the rotaticn of members in
directive positions. The:e reulatlons and rrocedures perforn on cduca-
tional function which parrzits the encrzencs sond training of row leaders,
end innroved levels of wetivetion and verformance.  Increcces in productive
ity and growth in per cupita incoaes in Yuposlavia sinec the establishment
of the system clearly support this propositicn (Vanew, 1671, p. 21-50). In
Yupocliavia, after more than 20 years of tze svaiten's operation, the
recognition Ly vorkers of the importance of cffective Tormal leadership in
the person of the director has a colid foundation. A Yupoclav social
scientist (Kamusic) his stated that in meny cases where there is a dilemra
tetween more direct member perticipation in nanagement or greaver ccononmic
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efficiency,’ more than two-thirds of the workers consulted in a survey
regarding enterprise organization responded that they "aseribe the most
importart role in the business policy and development of the enterprise to
the leading personnel,” only a little more than onc-fifth assizned this

- role "to the representative orsans of thre worting comuaunity" (Kamusic, o.
100). A fucther confirmation of the recognition of the need for good
management comes firom a comparative study--1942 and 1967--mnde in

Slovenia where a strong shift occurred among workers in the importance

assigned to the manager. {(Also cited in Kamuasic. )

This review of soue of the importent points which affect complex
orgznizati nu, cnd the rescarch and theorics that have dealt with them,
prevides us with the necessary background to move irnto the analysis of the
functicns of the caterprise and a later construction of a cooperetive farm-
ing model which can serve as a guideline for similar enterprises which need
to be created in developing natiors.

TThis conflict seenms to be confirmed by inquiries made in the
cooperative movemert of Western Europe which has establisned that business
efficiency in cooparatives is "in inverse propcrtion to the degree of
direct participation of their members in nanagement"” (Decroches, p. 97).
It must be recalled, however, that these are not production coormeratives,
which,as ve nave scen, have a differens cdearee of menmber involvement than
the truditional forms of cooperation.
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CHAPTER III: FUNCTIONS OF THE COOPERATIVE FARMING ENTERPRISE

The ereation and orgenization of a cooperative farming enterprise in
most developing nations represents a new venture giving special importance
to a systematic analysis and evaluation of other material experiences,
although, of coursc, each cooperative is unique cdue to the different rela-
tive importance of many varisbles. Some of thase variebles vill be discus-
sed below.

Variables and Goals

An organizution has been defined as "a set of planncd activities and
interrelationships logically drawn up %o 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 nzcessary

working rules are s=t up. Certain varizbles inevitably affect goals and
vice versa.

a) Size of the Enterprise

Size deperds on the characteristics of agriculture in the arca--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 cooperstives norm:zlly are created to change an inefficient
tenure structure thus imprcving conditions for the participants, and ecasing
population pressures. Given the social structure characteristic of the
production ccoperative, it is desirable to have a homogereous membership
anu an adequate size group.l Organizational theory has emphasized how
important group cohesiveness and a sense of belonging is for enterprise
performance. These two things, plus the development cf a strong coopera-
tive spirit, may best be achieved in a medium sized group. ‘nile
generally in agriculturael onterprises the size of the operation is
determined by th: land component, in ccoperative farming the number of
families becomes a better yardstick. A membership of 50 to 100 families
has been recormended (Schiller, 1969, p. 35).

In Chile, where thc author worked for the Lgnd Reform Agency (1965-

llomogeneity may be seen from different points of view. It may be
race end cultural background. Weitz, for example, points out the impor-
tance of this type of homogeneity, recalling the impossi®ility of intepgrat-
ing into one settlement migreting 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 occupatiorn and agricultural
expertise. In Chile, for example, some expropriated farms had among their
occupants different types of laborers: The wage worker, the sharecropper
and the supervisors (capataces). When Asentumientos were orpanized, the
integration of these three groups in the enterprise was extrencly 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 ol the
Asentamiento, where they thought they would be discriminated against.
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1968), it wes found that Asentamientos of 40 to 60 families usually allswed
for a better orgenization end a faster training of peasents in the use of
new technology and self-ranugement skills. This number of femilies was not
in itself sufficient to guarantee success, however, and variations in
performance were often found to depend on intensivencss of agriculture on
the farm, on the group spirit develcped prior to the expropriation and
creation of the Asentamiento, and on leaderchip ability and agricultural
knov-how among the CORA officials and the peasents themselves.

Mauy of the organizational problems which eppeered on the early
setilements with more than 100 Tamilies were eliminated or minimized the
following year whon they were divided up into two or thres separate
Asentanicntos which coordinated the use of the existing infrastructurse., The
Chilean cxperience also shows that it is relatively casy to divide up larger
groups, and difficult to erlarge small groups througn mergers. The strong
oppositien by some peasant organizations to the current government's nolicy
of creating centers of agrarian reform (designed to group several
Asentamientos together) appears consistent with this principie.

b) Labor Organization

If increcascd employment is a recognized objective, mcasures must be
caken to ensure the Tull participation of the labor force available in the

production cooperative. Work by family menbers can be advantageous for the
cormon enterprise, rroviding flexibility for rore intensive cropping, con-

tributing to a stronser cooperative spirit, and increasins family income.

Employnent objectives may be, however, in conflict with income gcals
for members.? If profits (or net sevings, to use cooperative terminolegy)
from the farming operation are expected to contribute to capital formation
and to increase rember income, caref il budgeting, including budgeting of
labor costs, is required.

Remuneration has generally been a corrlex issue, especially in pro-
duction cooperatives due to the dual vole of worker-owners. Management nust
display specizl tact to deal adequately with this situation. The normal
desire for security, equated wiih a given minimum guaranteed income, must be
weighed aguinst a lack of interest in the enterprise which right arise as
a conscquence of that secvvity end its system of vayments. The institution-
el framework of the production cooperative will have an important influernce
on the kind of remuneration mechanism established with the general condi-
tions of the workers in the economy and their involvement in the process cof

2Phis situation nmay occur vhen the enterprise, by providing nore
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, rerardless of the tvpe, quality and productivity of
the menbers' luabor. On the other hand, large fanilies who because of
children's ages have only one wage earner, will be receiving lower income
even if the member has 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 nrofits. Employment
expansion needs to be cerefully planned, evaluated, and achicved through
increased production intensiveness. Incentive mechanisms must be introiuced
to the system of payments to avoid unjust situations which may be detrimenta]

for membership morale.
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orgenization and decision-making all influential in their choice of & ray-
ment systen.

In essence, there are three basic remunersticr alternatives for
cooperatives. A first ome consists only of woges, leeving profits for
capitelization of the enterprise and financing of community services. A
second system consists of a basic wage, garcrally according o local waje
levels, plus a share in profits usually rveid according to the number of
days worked for the enterprise. The third al%ernative provides the member
with an inccome based solely on profits. During the year advances are made
cnly for the most urgent and basic needs.

The fivrst two alternatives rurn the risk of bankruphtey if wages are too
high aad harvests are bad. In addition, higa wapes, while renreseating
security, do not necessarily improve motivation nor performance beceuse
workers may fcil to see themselves es decisively cortributing to the
cooperative's income. Thus labor preductivity often remains low. The third
nlternative, while consistent with workers' dual role as worker-owners, does
not provide much security, especially in bad asricultursel years. This
situation may push farmers to lock for more independent or mére ccrure income
(like house plots ci outside work) which may jeoperdize the common enter-
prise. Another difficulty in this alternative is the just payment zccord-
ing to occuntticias with differing productivity, individual effort and
respensibility.

In general, the remuneration system will depernd on the crmenization of
the enterprise, the incentive zecharisms that can be built into it. and the
veight given to the fzctors of production. Tor example, in the East German
LPG III, 80 percent of the profits of the onterprise nust oe alloccted to
labor, while in India, where land is scarce, the larpest profit is allocated
to landowners according o their contribution of land to the cooperative
venture (see Appendiz for cooperative forms in Germany and Indie).

Technology also has an important Infinence on labor organizetion. If
mechanization increases, the opportunities [Jor employrment tend to decrease.
However, imprcved technology in directly productive inputs (seeds and ferti-
lizers) together with mechanization and new technicues m2y intensify the

cropping rattern, thus creating more employment.

Conditions reguleting the entry or exit of members to or from the
orgenizetion must also be considered. This factor is closely related to
the degree of labor specializatior end the impact of labor mobility
policies on potential members.

Labor mobility in cooperative farmingz can affect the size of the eater-
prise, ownership rights, labor skills available to the enterprise, and
greur homogeneity. PRecruitment rolicies3 will have to take these variables

3The rrooblem of recruitment will have different aspects if the
organization is being created in 2 developed country or in a LBC. In a LDC
with lower rural population and more industrializetion, it will be necessary
to compete wita urbtar jobs for scarce labor. InLDCs 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, espceially where specislization is teginning and soie of the
required skills are lacking.

Labor on cooperotives is organized into brigades ané vork tears,
nornally with some degree of specialization and responsibility. A bonus
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 agricultural labor productivity. In additiecn
Lo these groups, some specialists, such as mechanies, tractor drivers,
foremen, ete., 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 displecing, but also not as effective as
the use of biological capital in many circumstances. There is, therefore,

& nced to deternine the adequate cepital nix (including human capital--
nmanagement and specialized skill) for the enterprise, keening in mind that
this will change through tine according to the orpanization's general goals.,
Agricultural) innovatiors derived mainly from biolozical and chemical
sciences, Logether with improved worlking techniques, nornmully do not reguire
intensive fixed capital, yet their application increases agricultural pro-
duction und productivity, meking them especially apprcpriate for the ezrly
stapes of asriculturel development where short-term credit is more generally
available then lons-term. Lazer, as hupen cxills are developed into orga-
nizitional coordination leading to increased production and marketing
capacity, more capital intensive methods will be required. This charges

the enterprise's fixed and working capital mix, thus increasing the need

for long-tern eradit vhich in turn will affect the demends to be faced by
credit ageneies. Thus, the country's economic directives should anticipate
increacing capital requirerments.

It is not casy to make a balanced use of capitel. The technicelly
optimal mix will, in many instances, be subjected to constraints imposed by
capital sources and the lending pelicies of insti*uticns that make capital
available.b I+ will 2lso be arfected by policy concerning debt repayment of

l‘Thi:: peint has to be clarified, especially in relation <o the balance
between physical and humon capital, and often between different forms cf
physical capital. When mechanization is introduced to a farm it will be
relatively ecasy to ovtain the credit to vurchase all kinds of machinery
(physical capital). It will be impossitle, however, to obtain credit to
train tractor drivers, end especially mechanics (human capital), who are so
necessary for the good maintenance of sueh large investuients. Another
example is that, while often it is ensy to obtain credits for pesticide , it
111 not be so ecasy to purchase tine speeializad equipnent necessary for its
correct tpplication. tlizny other examples could be citea, but these two
shov the influence that capital sources and lending policies have on the
possibility of making e balanced use of capital.

(ST
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the production counerative--whether it be undertaken collectively or
individually.

A basic principle in cooperative farming is that capitul con*-ibuticus
without work in the common enterprise should be diccorded, extept iu un-
usual ceces.”

Tiae varicty of the enterprise's capital neads will compel it to deal
with severcl eredifs nources and their regulations., In LDO5, nmost of the
sour-2s of crcdit are govarnmental. Goverrnmont eredit yolicies, however,
arce commonly crzocized alons the lines of private banking, often excluding
small- ond mediwn-size Czimers vho d¢ not huve collater:sd, cr who canuov
mortpage their land So- credit puarantecs.  Supposedly, & ccoperative
structure izmnroves the acecus of peasants to orcdii, bat unless policles
are clearly and specifica2lly desirned for this puirnose, ihis doos not
necesserily ocevr. The inplamentation of suvpervisol crodit programs by
gstute banks or other apriculturzl agencies (including rural credit ccopera-
tives) is probably cne of the most advisable recourses, althoush generally
this type of credit will provide funds for only short- and nmedium-tern needs
excluding larger, long-run credits required for infrastructure.

Another scurce of short-term cercdit is throuh contracts signed early
in the season with industrial processors using agricultural products as rew
naterials., Thic systen of centract frrnmiag ecan be very ieonclicial in tervms
of the commitment it imposes on the farmevs to perform their azoicuitural
operations on tiue, senething which is many times relared when government
ere’its are used, 2nd often explaing pcor performance in some enterprises.

One of the characteristics of ccoperative farming is that the iwple-
mentetion of its policies is very sensitive 1o centralized control (trrourh
credit dependsznc,., iafrastructure limitation, ete.). While this may bene-
fit ccordination of cverall ugricultural development, it can also lead to
excessive concentration of investment decisions in the hands of the gevern-
mert. This nmay ¢llow a rmore rational uce ol scarce capital roesources, but
if peasant-fermers are not involved at some stame of the vrocess, they may
beceme alicasted, Jeopurdizing the whele plan.  Execlusive control of costly
investments by tke peasants, on the other hund, may prove wasteful.

d) Type of Farminz

The tyre of farming which a production ccoperative undertakes depends
on three things: 1) The nvailable resourccs; ¢) the goals of the enter-
prise; and 3) the regional stage of gprricultural developucr.t. The questicn
of specialization or diversification, and th: aveilable agricultu; el
technology will also influence such a decision. Given the level oresently
encountered in most of the developing nations, a system of diversified
(rather than specialized) apriculture vrobably contributes more to the
overall development process.

5Cases of thic kind could be an importint capital investment which
would booct the pencral economy of the enterprice, 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 receciving some type of income for their survival. All thesge
cases have to be very carefully analyzed to avoid situations which could
impair the institutional goals.


http:farme.rs
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In intensified agriculture, planting and harvesting periods must be
closely followed in multi-cropping:, so must sanitary proctices in fruit
production. Time and quality of Jobs likc sheep shearing, tractor plovin
(varying according to tvpe end depth cf soil) and potato harvesving can b
determined and perroriance measured against thenm. Job description and
standards mzy be used in the elshoration of the payment system (or advences)
which is adepted. They will elso be useful in the preneration of an
incentive system Tor the orgenization. nowever, standzrée should be volun-
tarily odcepted by newberc. Veragers will oftcon Tace the conflict between
popularity end aizciples. Prebably the best vwev to deal with this provlem
is for managemsut to Huild up a group of commit.ees which will be jointly
responsible with management for ihe elaboration of standurds and the zontrol
of performance in woik,

6]

[#]

A. EIxtrrnal Activities

A kzy element in the success or failure cf production ccoperatives is
the institutional framevork within which they operate, and more specifical-
ly, the kind of suprort system thev can rely on. Wnhere cooperative farming
is a government-promoted pclicy, otaer complementary measures must e taken
to ensurs that they are able tc orerate efficiently and successfully. VWhen
cooperative farming grows sponteneously, as is now “he case ir some of the
buropean countricr, adequate legislation and other measures will be needed
to allow the system to cperate competitvively within the general economic

-

framcvork.”

‘lanagement generally takes direct respensibility for most external
activities.T Come of the uore important external activities of management

6Governmcnt actlon should ro: indiscriminately protect the cooperative
structure, but rather provide the institutional framevork enatling
cooperatives to operate as cther orpmanizaticsas. In france, for example,
legislution on coorerntives was designed for the narzeting of produce, and
their regulations were not suitabile Zor the prcblems of joint production
(membership rumbers, ropgulated vithdraval of contributicns, etc.). To allow
the GAEC's operation, lemislaticn in 1060, 1962, 1904 =nd 1966 was enacted.
Ir Spain, siuilar problems were encountered for the implementation of grour
farming attempts in the carlier years. Ceveral remulations were dictated
graduaily, but it was the Act of February 1lth, 2059, which laid the ground-
work for the expansion of the movement (OECD, 1972)., Ia Chile, during the
early years of the land reform program of the Frei government , asentamientos
wvere de facto societies which were not able o obtain credit becauce they
could not meet the legal requirementc. IDven after the asertamiento was
legally recogrived, banking reeulations did not allow them to benefit from
special locen funds for agricultural promotion. The autnor visited several
asentamientos in 1967 and 10€8 with o team of economists and lawyers from
the Centrel Eanl to explain operating procedures so the Pank could make
adjustments pernitting the asentemientos to operate through "prestamos con
presupuesto de caja" (special cash-flov type loans) and to obtain agricul-
ture loans ut low interest.

This does rot imply thet the manager acts alone in the revresentation
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 will be
required.
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farms close to largze urban centers.

d) The Search for New I_Yachnology. A final important mansgement
activity, which some autiors lLave included &s a function in the managenent
process (J. F. ilee, v. 58) is the search for technical innoveition to
intensify cgricultural production. Agressiviness and cautlon are poth
necesscry in the search for better options.

In cooperivive farmirg, internal sctivities are especielly relavent,
furnishing nuct cnls +he meanc Lo carn 2 living, but also the vehicle through
vhich nemiers exercise tneir owna 2rehild rights and responsitilities. Manage-
ment therefore hus to be sure to involve members in differsnt internal sube
functions.

Some Internal Activities are:

a) Jrranizaticn of Werk. Final farm outpus depands on how well things
are vlanned, orgouized and done. Werk 1s also a petentical source of dis-
content or cetisfaccion. Tre besis Tor an acequate orgasizetion is a well-
claborated and realistic vroduction plan, detalling possibilities in toch-

nology, inptu;uu*€1V1210n Frectices, incent tives,worx assigrmenis, ete.:

b) intairines Financic al. Pezerds. Ticerds of all financiel activity of
the enterprise must be acouralone inoluding detailed peccunts of debts
crart, and reccrds of members'

incurred and credits granied, a cas
accounts.ll The prattesn cf incone d stritution To be followed should be
clear and well expleined to members, ohus avoiding false expectations wkich
mey end ur er sricvienees accirse Tquvenent. financial information to the
general assembly should be cariied cus on a regular basis.

c) Coordination avi Jentrel. The coerdination of internal activities
is importe:t to ensure nqvi use o1 availoble resources. To perform Shis
ectivity, manziement neqds to have o ~00d \nLWleiﬂG of (ard be experienced

ir) the tasks tc be undertaker. Use or tables und szhedules with the

earliest and latest dates on whielh the different tasks mey teke place will be
veluable Tor 21l irrec subfunctions: crpanization, coordiration and control.
Responsidilitics ney be as.izned wnd clearly celineated. Deficiencies may be

11lThe internsl financing cof merbers will rot be difficult: the most
common systc: is for each one to have a charre awccouns with tL- couperative
which is balanced once or twice o Year, accoriing to crop sales and account
audits. Attention nust ve callec, thousth, to the special csre with which
these cecounts receivable must be handled, because shey may become a source
cf one ol Lhe lurgest drainuges of Dwls, and later a cause of irternal
conflict when mombers ind themselves in debt even srter their share of
income hus beon credited.  llembers musi reelive that <he higher incomes they
can obtain from an efficient amd successful farming operation must not be
geared only to allew f'or increases in their consumption levels, but must also
serve the purpose of contributing to the necesse ry cepital formutlon.


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

¢) Herbor Fluestion. idombership educction is important rot only for
technological espects, but also to group harmeny. As pare of this sub-
function one muy well include the working rulss used to judge end diseinline
members. Disciplin: requires the crea*ion of & mechanisa to cerry it out.
Maragement should not take on the burden of this responsitility alone, dbut
should ure an elected cammittee with wide reorasentation for this purpese

4

#) Internal fommnicotions. Intern:l communications is important
in cocoperative foonine to build vp esnrris dz corps erd maximea member
invelvenent and resporsizility. Remglor cires ocnd clections roy be seen
as devices to prounte member vorticipacicn.  Informaticn feedback flows from
Pal

managerient to members and vice versaj; if not done repgularly, gricvances may
accunmulate Adequate flov of ceormmunications will also improve the sryeed and

effectlve“vss with which the orgonizution can react to crisis situations.

:J

The. Mana:er

After cencidering management Tunctions a:d ectivities, it can be seen
that the manapger is ¢ key element in the s sful operation and prosper-
ity of the cntcrp"is Tt is the gualificaticns of the manager thot make
the differcnce in production between two cnterprises with 51m_lar resources.
In interdependent organizationz, workers are productive only as afenent--
and the minager--equins them and coordinates the work of an inleldual with
his fellow workers.

)

In cooperative Tarming, due to its special characteristics, the manamer
will need scverel distinctive fealures, among vwhich leadershiyp, flexibility
and adequate truining can be erphasized  (Rzup, Dec. 1069, p. 1276.), Tae
manager's background and personal experience will influence his understand-
ing of the job and his ubility to perform it; but in general, if the

perscn has sowe tesic gualificatiors, he may te trained for the job.

Training of cooperative rmapepoacni personnel chould be distinctively
reared to operatine a complex orgeauization Ad~diceted to agricultural pro-
duction 2ad worked by its member-cwners. The kind of traininrs to be devised
is beyond the scope of this presentztion, hut it can he stated that in
general i*t depends cn the backpround and edaceticnal level of the trainees,
on their experience, on their percernticn of 1hecir role, and on their naturel
leacdersnip abilities The availability of suxiliary personnel and the kind
and anount of cherﬂaL support systens in differcent areas of activity will
also influence e managenrent treining prosrum.

Managzers arc not zlvays hired- ithev may e appointed by the government
(a very common practice in tlie initinl years of most of the systemu): or
elected by members (more characteristic ¢f older schemes or those emerging
in advanced countries where members have hipgher educational levels). The
manner by wvhich a perzon is selected to f111 o nenager's pesition is impore-
tant. Commons opposes tie clection method for choosing n manrager: "...the
cooperatives /coa‘u nOL/ elect the businesemnn who could master the intri-
cacies of the rmarkels, Tae successful businessmon canmot be elected
repeatedly by pcpular vote. lHe elects himself out of the strusgles of com-
petition ond the rivalries for promotion" (Commons, 1934, p. 757). Election
by popular vote does seem, then, to be the test method.

The selection of an appointed manager will be influenced by the
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perception of the manager's role. Appoirtments nay be influenced by
political considerations.l2 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 & humen relations specizlizt. The Yugoslav systen has
a selection committee formed by reprecentatives of the enterprise, national
and local government. In any case, an appropriate mechanism for manager
selection is a basic element in the promotion of production cooperatives.

In developing nations, where cocperative farming is being created as
part of an agricultural development end reorganization process, this report
recomnends Laving outsiders as managers because usually peasant members do
not have rnecessary skills to pertorm 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 ir vhich his salary is peid have an
important effect on the way in which he tackles hiz job and the manner in
which he will be looked upon by those he has to direct and lead.
Unforturately .ational leaders often issue sweeping directives which lack
the flexibility required to cove with varying situations in diverse
comunities,

The manager who gets his job without member participation is in a
difficult lezdership pesition. Very often he sses his source of legitimacy
in those who aprointed him and not in the members who should in reality hold
the power and sonction the euthority of the nanager. This does nct neces-
sarily nean thai a manager placed vy outside vowers will alvays fail. If he
has a clear perception of his role, adequete training, and a willingness to
transfer his power into the hands of those who legitimately should have it--
the peasant member-owners--he can sunccecd. Leadership involves a delicate
balance amcng tiaree factors or forces: 1) the forces in the manager rimself
(his value system, the confidence in his subordinates or collaborators, his
natural inclination to leadership, and the feeling ke has of the control of
the situation); 2) the forces in his subordinates or coliaborators, their
sense of responsibility, their interest, kaowledge and experience in the
work at hand, their participation in decision naking); 3) the forces in the
situation (type ot organization, effectivenecss of the groupr Involved and the
types of problems to be solved).l3

12po1itical consideration in the appointment of maragers is protably
among the test known criticisms of the system, from the days of Soviet
collectivization up to the present date. In Peru this has been one of the
main sources of discontent emeng the workers in the sugar plantat ons taken
over by the land reform. In Chile, the replacement of professionals by non-
technical appointecs whose only qualification seems to be militancy in
the right party of the coalition in rover, Las been publicly denounced in
1971 by several Professional agsocictions, and by peasant organizations.

l’For a more detailed elaboration of these forces and leadership style,
see Tannenbaum and Schmidt; for other sources on leadership and leadership
style, see Jolembicwski, Koontz and O'Donnell, L.F. Carter, Filley and
House, Selznick, Litterer.
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It is up to the meaeger to try and maintain an equilibrium between thece

forces, while fostering member involvement and participatioﬂ so they can
gradually take a more important role in the operation.
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CIHAPTER IV: NEV FORMS OF COOPERATIVE FARI'ING IN AGRICULTURAL
DEVELOFMENT: THE ASENTAMIENTO AND THE UJAMAA

In the 1960s many countries reorganizing their agricultural sectors
or trying to improve theu searched for new weys to organize their production
units. The ccst and difficuities of a family farm pattern, on the one
hand, and the dirficulties and comronly recognized inefficiencies in sone
aspeets of state farms, on the other, turned the interest of policymakers
more and rore towards cooperative farms.

In resnonse to this interest, the esentamiento energed out of the
Chilean land reforin, and the Ujamaa was originated by policies to reorganize
Tanzania's agriciliture after independence. While both represent a new and
original organizetion creeted to deal with the specific probliems of cach
country ond each situation, it is possible to find in them some infiuences
which mey be traced back to experiences with older models of cooperative
farming.* A comparative cnalysis of these new models with the older ones
will Ye made in the following chapter.

The Asentamiconto

1. Introduction

Land reform was a major issue in the 1964 political campaign of
Eduardo I'rei, who in September of that year was elected President of the
Repudblic of Chile. As cxpected, an important vari ~f his gevernment's effort
was oriented towards the implementation of a legal land reform that would
conform to ‘he national democratic tradition. Part of the new approech to
the land reform vas the creation of gn irtermediate stage between expropria-
tion and the assignment of the land to new owners. This stage has teen
called the Asentamiento.

The followines pages will try to give a view of how the system operated
Letween 1965 and 19G68. The present study is based on observation of the
Asentamientos in the fourth zone of the Land Reform Ageney {Corporecidn de
la Reforma Agraria--CORA), which is responsible feor the province of
Santiago. This province is of great importance in the overall land reforn
process because it contains the notion's capital city whicn holds about
one-third of the country's total nopulation. The climate, good quality of
the soils, irrigation conditions, and nearness to principal marketing
centers, make this region one ol the best in the country for agricultural
production.

On October 30, 1968,the responsitilities of CORA in the fourth zone
included the following: of a total irrigated area of 240,490 hectares in
the province, CORA expropriated 131 farms with a total irrigated surface of

lsee LTC paper (fortheoming), Boguslaw Galeski, "Prospects for
Collective Farming," end Chapters 2 and 3 in tie 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.
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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 fumilies.
(CORA, 1959)

2. Definiticn and Objectives

The Asentamiento is defined by law as the "initial and transitory stage
of social and economic organization of the reasants in which lands
exproprieted by the Land Reform Agency (CORA) are worked during the period
lesting from the monment oi material takecver of the land until its assign-
ment according to the article N-6T7 of the law " (Law 16,640, Arv. 66)2

The main objectives of this intermediate structure erc the following:

1) Tc work the land conprised ty the Asentamiento efficiently,
improving its production with thne assistance provided by the
Land Reform Agency.

2) To rrepere and treain the asentados so they may assume, at the
end of the Asentemiento, the full responsibility of agricultural
owners and entrepreneurs.

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

4) To promote the capitalizetion of the asentados, attempting to
use higher incomes princirally for that purpose.

5) To build the minimum infrastructure required for development of
the fenily and community life of the asentados and future cwners,
and also the necessary infrestructure for the normal, actual and
future exploitetion of the farm " (Laow 16,640, Art. 66),

To fulfill its legal objectives on each farm, an independent Land
Reform Agricultural Corporztion (Sociedad Agricola 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 egricultural
implements) work together towards the achicvement of these goals.

At the end of cach agricultural year, a distribution of production
profits is made among the partners through a procedure explained below.

3. Organization

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

°This lav 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 Asentaniento) the follow-
ing requirements have to be met: a) One must be a peacant. A person is
recognized as such wvhen he has been an agricultural worker or employee, a
tenant, or @ sharecropper. Auy person holding a university degree is not
quelificd.3 b) One must be married or responzible 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 charecter. e) One must heve the capeacity 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. Io one is forced to
stay or leave, as long as he accepts the rules that will set the Asentamien-
to into action end regulate its performence.

If the farm is big enough to provide work, and later owaership, for
more peasents than those actually living on it at the moment of the expro-
priation, neignboring peasants who fulfill the requirements and are in-
tercsted in Joining the Ascentamiento are invited to Join. The procedure
used in the Talagante area (of the fourth zone) was to have a list of
completed applicati-ms on file in CCRA's office. Agency officials did no
more than check the data provided in the applications and then turn them
over td> the provisional board of the Asentamiento (or to the officiel 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 community, and who later cculd be a cause of
conflict.

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

3This 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.

bA certificate of character is issued by the identification and police
department and lists eny convictions that the person h~s had. It is
commonly required in different legal procedures or when & 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 tecome owners of
the land which they normelly have worked for years and sometimes genera-
tions.

Beceuse of illiteracy among some of the peasants, a special system is
used for the election. From among the peasznts approved to jein the
Asentamiento, a nunber of candidates are sugzested to the committee presid-
ing over the election (formed by two peasants ramed "o viva vez'" by the
group end onc CORA official). Each of the cz:ndidates is represeuted by a
figure like those prescented in Chart No.l,.ne by one the peacants are
called to sisn the act of constitution of the Asentamiento and to vote (in
a separate room) by sceret ballot.

The systen, except for the figures, is almost identical to that
fcllowed in the regular national elections. After all have voted, the

votes are counted. Those with the five hichest number of votes form the
managenent board. They immediately meet and decide which of the two persons
whe obtained the two highest number of votes will be the presicdent of the
Asentamiento. Then the pleces of vice president, secretary and trcasurer
are filled. CORA's official, while present at this meeting, acts only as

an edvisor and he cannot decide or participate in the nomination for the
distribution of these posts.

The results are made public and twvo peasants are desirmnated Lo be part
of the grading committee (see p. 47). A traditional celebration of the
event follows.

The general ascembly has no further official activity until the
following yvezr, when it hears the rcport of the menagenent bcard ard parti-
cipates 1in a nzv election for the leaders of that year. Extraofficially,

"though, the management board usually calls for assembly meetings in which it
informs members zbout the operation of the Asentamiento and general reasons
for the action teaken.

L, The !anapement Board

The management board is recponsible for all ectivities of the
Asentamiento, ranging from 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 coordirating all activities. It
normelly meets once a week and in the initial period a CORA official
attends. The meeclings commonly last from five or six in the evening until
midnight. !inutes of cach meetinpg are taken and in some arcas a zopy is
sent weekly to the arees chief as a way to maintain permanent information on
progress made and in some instances as an accelerated process of consulta-
tion or epplication 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 member named by the beard. Commen committees
are: irrigation, finance, machirery, welfare, livestock, vegetables, cte.

The first step of the management board is to work out a fully detailed
production plan and budget that permits the best possitle use of the
Asentamiento's resources. The peasants Tirst list the crops they know best,
and outline their requirements--which soils are best for each of them, what
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TABLE NO. 1

Summary of Estimated Profit per Hectarc of
Different Crops and the Est.mated
Periods of Income Receipts

Crops Frofit/Ha . E* Months
MmJ J A S5 0 NDJ F M A
Cereuls:
Wheat L5k X X
Barley Lsh X X
Row Jrops:
Corn 733 X
Sweet Corn 2,hl6 X X
Potatoes 3,224 X X
Early Potatoes 1,952 X X
Dry Beans (150) X X
Green Beans 1,069 X X
Vatermelon 1,139 X X X X
Melons 1,159 X X X X
Squash 1,361 X
Sunflower 63€ X X
Peaas 63k X x
Lima Beans Tho X x
Pastures:
Clover/Alfalfa 57 x
(Associated)
Clover/Alfalfa 6L6 X X X
(Established)
Vepgetables:
Tomatoes 1,k23 X x x
Onions 2,k27 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 S5 Mo. according to weather
Lettuce 2,165 " " 3ork " " " "

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

Source: CORA, Talagante Arca, Department of Production and Marketing.
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found in them, Some conclusions can be advanced;

4) Presentation of a model of cooperative farning drawving from
the different ideas discussed in the text.

1, 1Identification ~f Vuriables,

hl b |

Several kinds of variables will Le ideatifi~zd in order to know
to what extent they influence perfozmuace, The first kird are those
which can tell us sor~thing abeut the Zegree of autonorv of the organi-
zation, or in othor words, those which can oive some idea of vhero
power is lccated in the orgonirzation, Theso variables irelude:
a) menmbership (voluntary or controlled!; b) nraduction plan decisions
(what is to be produced); c¢) who elccus the manager (povermmnt or
members); d) hov is production orgenized (lewel of integratioen: Indi-
vidual eor cormaunal werk); e) investmwat decisions (long-run capital
investment),

The sccond kind of variables are those related to some of the
activities which must be perforrmed by rhe cnt.:wprise and which liave
some bearing on tihe results of the operaticn. These are:  £) accoumting
(where are records kepc and who is respensible for them); ) financing
(vhat zre the main sources of credic: goverireny, private Iasticutions,
or the enterprise itsclf); k) markating of the inputs (how they are
purchased); 1) marketineg of th2 output (how sales are rade); ) how
is income of rembers deterrdred (accordine teo neod, contribution of
work to the corron ¢ntirprise, or meroly resulting lareoly from indivi-
dual plots).

The third bind of variahles are thosc vhich do not form o defined
group but which provide additional irlormation, TFor cxarple, the
estimated flexibility of cach of the modeis to adjust to socio-economic
change is important,

2. Table,

Table lic, 5 shows the interaction ameng variables in various
cooperative models presented here and in the Galeski paper.

3. Comparative fralysis of Variables.

a) lerbership., In all cases there is so~e typ: of restricticn
to entry. Applications rust be accepted either by the government, the
general assembly of nembers, or bothin A trial period for the applicanc
is common. Ability to leawe the production cooperative has more
variations. ZBasically (in all cazus except the Kolkhoz) members can
leave the organization whenewer they please 1€ they ~re villine to give
up what they wmay hawe in the enterprise, 2n the Ascntaniento, a
transitory organization, merbers do not kave perrancnt riphts.  Thus
they are more free to leawe. If they want to return, however, they nust
be accepted by the C wral Asserbly., ¢n the Ujamaa, exit and entry arc
free and normally some internal regulations will ewist,
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b and ¢} Production Decisions and Election of the Marnager,
Conditions vary, from decisions fmposcd from the oulside by whatewer
agency is respensible for supervising producticn cooperatives, to the
completely independent dacision typical of any autcnomous enterprisa.
Depending on variations within the system, any of the threc catepories
may be found., On the Asentardento, for example, production decisicns
depend to some extent on the ability for self-mmapgement in the organi-
zation., An atienpt was made, based on this cbility, to increase the
degree of autonomy of sore of the Asentamientos, thus freeing scarce
personncl to Jeok after rawly cstablished scotlements. In 1968, in the
santiago Zone of CORA {Chile), four categories were developed anmong
the Asentamicutos: 1) those with goed human and physical resource
base; 2) thuse with gooc hunan resources bur poor or frail physical
resources;  3)  those with poor or fair human resources and good
physicul resources; and 4) those with both poor humon and physical
resources. 8y good humcn resources was meant a peasant cormunity with
strong leadership, reasonable haimony, and sufficient motivation to rmake
necessary wanagerment decisions for successful operation of the enterprise,
By good physical resources was meant the potential of the farm as a
productive and profitable enterprise. The idea discussed at that time
was the pocsibility of giving the mavimum degrze of autonomy to all
the Asentancientos falling in the first two cateycries, They would be
provided wich assistance and guidance through the prenaration and
lacer fincncing of their production plen, It was ewpected that these
Asentamientos would bSe in a pezition to utilize private saurces of
creuit, often worling through contract-farming. The two latter cate-
gories would continue wnder the cloge suparvision of 7TORA cfficials
with intensified training progrars for the peasant community, Althouph
the idea was not implenented, rainly due to a polftical decision in the
central cflfice of COFA, tihc {d:a is vorth mentioning because it shows
the kinds of ways ia waich a groving cocperative farming sector can
be organized oud assisted when there is a lack of trainad personnel,
There has to bz, horever, a true commitment to transfer the power to
the peasants and allow them their autonony.

d, It & 1) DProduction Organirzation and tarketing, A pood under-
standing of the way in which these variables operate can be obtainad from
the Table,

e & ) Investment Decisions and Accounting, These two variables
refer to the decisions for long-run capital investment and the way in
which accounting is handled, The threo cateporios in the table irdicate
they can be made on the farm, on the farm with outside control, aund
completely outside the farm, that is, by wiatever agency is in charpge of
controlling the system. Looking at the teble, the variatiens arc clear.
A special comment must be madc on accounting because of its inportance
to tiie success of the enterprise, The Asentamiento is the only model
where accounting is cormpletely controlled outside the form.  This situa-
tim has preatly impaired the system. Morbers usually do not know
exactly hew they staand at the end of the year, resulting in insecurity,
lower motivation and often many credit difficultics. This mkes the
variable a crucial one needing to be correctiy handled for successful
organizational results. A final commeut 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
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tiicse variables are handled outside of the organizationzl frapework hy
an outside agency, these goals will not Le achieved,

g) Finrociug of Yarn Operations. This variable deals with the

vearly fiEEHE;;g of the production pian. The nain sources fcr it are:

L) Goverurent apencias responsible for production cooperatives, 2) Banks,
private or state-cmad, Hoth of which norrally operate according to barnking
business nrinciplzs vhdich in rany cases ray meon relaclvely noor access

to credit by sm2il farrers. 3) Gther scurces suct as intemmal Funds,

crodits granted Ly swplicres, or advances fo: croms.

1

In rany cases thaese three sources will e used, but correrlv one
of these clhanncis predeivates, The usa of hoaok cradit and chat frorm
other sources frequently (but rot always) hirs o stirulatins ctfiect cn
prodinction by helping te d2veleop reapuqoLoLY'*v o7 menbars, esnecially
if they have nerticipated in naking the firnancial decisions This is
due mainly to the stricter regulations and suprrvision 1ncosed by those
tvo sources as corparcd to governrment agencies thich comrenly avoid ta’iing
wnpopular neasures, sowethine peasants norrally underseand weil,

For enumpla to o larpe extent, pror repayrent of credits on
Asentarientos con 'o blared on accowmting delays, beczause neasants will
not channel funcs througn COAA {identifie nre with ch2 oeveraront)
rithout knowing thelir Jdebt sitvatien., This f{inancing proble= can often
be rentigned as a reason for gradual de-collectivizotion of verl in
cocievative farming, because incdividual omevations are ruch casler to
tandle in tcrms of irmeldiate receipt of incere bv tha rnierbers., The
pararount inpcrtaﬂca of financing and sccouniine in »ro-duction coopera-
tives nust tucyefeore be claarly widerstood,

i) Iwcnre Neter The point here is to ernnasize the fmpor-
tence of tht reruneration sys en for improving performance and productivity.
“henoever a nived rroductio orghni:nt o1 exists {commumal and indiwidual),
special incentives rust be built into the cermnunal sources of income to
avoid remver concentration on individual production, thuas neplectipg
conmunal cencerprisos,

v.) Flexibility to Adjust. Tha first cuestion that arises with

this variable is: adjustment tec what? The ansver is adJurLPcnt to

atever challenge the svsten faces. Initially it may be the ability
to provice nore wmplovnent, Later it rmoay Lo thc need to rolease lahor.
Another cormon adjustrent required inveives charees to ansere thar the
systen vill srow. Tleuibility te adjust resons, therefore, adanting
to the general socio-ccenonmic envirounent iun —hich the organization rust
operate. Flexzibility has often been rentioned as one of the rcasons for
advocating cocperative farming, raking 1ts importance anparent.

4, A Mod:l of Cooperative Tarrming

The following assumptions will be at the basis of ocur medel:

Fircg, It will Le assumed that the cooperative fariing enterprise
is Leing created in a developing nation with a larse peasant soctor.

Secend, it vill be assumed that the system is prormoted by a special-
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ized agency, either private or governmental. Third, that the system is
initiated on a previou;ly exzisting larpe far~ secto either by expropria-
tion of estates via a land reform prosraa or by colimization of new

lands. Deneficiaries of this program--coopeérative farsdnse werbers—-—rill
generally have a background as farm vorkers, either as sharecroppers, smzll
tenants, or wage wvovkers, :pst of whon have naover previously owmed Lznd,

1, Gozls. First are thoze geared to £l satis{actlon of the rerbers'
nceds; e.g., a) to iuprove the level of inceme of the mevbers and
b) to inrrove the general level of living of the merbers and their fam!iies.
Secoxnd are geals of the enterprise as guclh, and as it relates to the
sacicty; e.g., a) to .wie the nost efficient use of resources in order
to achieve all citerprise chijactives b) to increasz Food production c¢) to
make tne increased production avaiisble to the nopulation (especially
urban) d) to increaase crployment opportunitics ¢) when necessary, to
allow labor release to reet industrial raquivements,

e

2. imubersinip., There must be clear mechanisrs regarding quali fi-
cotions f3;~wumburship, vith flexible but clear provisions for entry
and exit to =nd from the enterprise as general socio-econoric conditions
change. Thus i3 imnertant to aveid organizaticnal rigidity vhich mav
hinder the cnterncise cnd preveat tLha accermlishment of scme of its
goals,

3. Deaislonmbing Procnss,  Pover will be centered in the cseneral
asscibly of revhors wno <oil operate wn-der Jernccratic procedures of
majority control. Formulation of objrectivas and geneval policy guidelines
to achieve them will have to be approved bv the general assemhly. So too
1711l the vearly rreduction pian, 2ay najor adjustrents that rust be made
to it 1n mid-course, and all najer jinvestiwents. The genoral asserbly will
also elect a ranagercent coimittee and a renzger if necessarv, as ell
as all other committeres deered useful for the onaration of the entecrprise.
Full authority and responsibility for carrying out policy dacisions will
be granted to the manapcment cormitteoo,

4.. Land Use and Control, Land use ill ha tae responsivility of
the managenent bourd (or cormittee) in azcordance with the anproved
production pian. This plan may, however, be influenced by regional or
national guidelines cordng out of tiie responsiple arencies, in wvhich
produciion decision-making will be sharad befrcen cocrerative farming
members and the cerresponding agencies, This shared decie on-making mway
also occur betweca the enterprise and credit insitltution..

5. Capital Structure, The capital structure vill depend on tie
availabiIIEy of resources to tha enterprise and should Le specified in
the produection plan, Priority will be given to tiue fullest possible
profitable use of labor. Tuo caterories of crazdit will be recopnized:

A shorr-run crodit maximun to be subscribed 5y tun management board, and
long-run irvestnent credits which include all those above the pavim
and wvhich rmust be approved by tie seneral asserbly,

6. Financlanp., Cooperative farns shoul! be encouraged to use mota
than one source of credit.in order to uelp reduce dependence which might
develop vhen only one credit source is used, hely the enterprise acquire
nore flexibility of operations, and eventually 1rore responsihility.
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The mechanicms ucsad by financial institutions assisting a cocperative
farmning sector should be based on the farrs' production plans and peared
to help theiv fulfillment. This, of conrse, vill d:pend on the ability
of these institutions tc nhave appropriate supcrvision of farm operations.
Assuning they do have the persounel to de sc, then loans should be dis-
bursed accord“ng to progress made in production. A siwple but accurate
cash flou of the yearly cperation should be ruinrtained to know precisely
vhen funds are needed and when they can va repald. This commitiient of
the enterprise sheuld be known to renvers so they feel tha ncza for efiliec-
tive verforrance if the caterprise is to succeed, This is the only
way menbers will Le able to rect their emmectation and achieve tieir goals.

Among credit uachanisns, probobly one of the nost successful is
one which initially provides inputs required for the crops to be nlanted,
and later a cash advance per unit eof lond being cultivated. This advance
may be divided into tuo or more instaliments demending on tue crop. Its
prerequisite is the verification of the conditien of the crop. Inputs
and cash may also be provided by dJdifferent scurces, and the enterprise
should be in a position teo opt for the most advantapecus corbinaliicen.

At thiz point, enphasis rust be placed on the necd for an up-to-date
and efficieut accounting syster if & credit systen cf this sort is imple-

mented., A failure in accounting ray jeonardize the rhiole cperatioun.

7. Orpanization of Praduztion and Labor. The besu possibhle svstenm
to accure full participciica should ve ada)tcd. lccovding to types and
number of agricultural enterprises includ-l in the production pinn,
comnittees may be created when their lunction is seen as a contyritugion
to better orgonizing voris and fixing respoasibliity. Tdczentive nechanisms
should be incorporated into the general organizaotional framework together
with specifications repgarding vorl acsignwent nethods and labor speciali-
zation. Crops should Le predominantly coopzrative and represent the maia
source of income to rerbers so as to ensure thelr full dedication and
participation,

If production is cooperative in nature, then the vay in which labor
is to be organized becomes a crucial elerent. DBrigades, work tears, and
specialized vorkers are some of the d2:vices cormonly used depending on the
size of the farn and the type and magnitude of the agricultural entexr-
prise. Responsbiility for brigades and vorl: teams should be assigned to
meubers with lzadership abilities arnd other qualifications to perfornm the
tasks. Ilhenever possible, these Jesignations should be made by the
general assenbly as a way to faster manber involverent, The management
cormittee, hcwever, must have sufficient laevay to make designations or
delepate the authority it deews necessary for more efficieut operation
of the enterprise.

Job assignments should neet two sometimes contradictory conditions:
one, the developrent of a certain degree of labor specialization; and
second, job rotation to provide rcrbers witi the opportunity to learn
different jobs zan< also to work with each other. Vork rotation also has
. merit in terms of equalization, because all rerbers eventually do all
the different jobs. This prevents to sorme cxtent the emergence of
"bosses" which can lead to conflict and abusazs.
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When specialized teams are organized, direction need not neace,sarily
always be in the hands of those with greater technical expercise, low-
ever, specialists should always particivate in teacuing others so as to
improve tic level of efficiency of fellow-workers.

Finally, cne needs to rention the advisability of elaborating norns
when different tasks are to be perforred throughout th2 year and the labor
requiremsnts For them. This will coutribute to tirely perfornance of
the operations cn the farn,

6. Income Doternination. The incorme level degirad for merbers Mas
to be stated at the onsct in order to produce a producticen plan appro-
priate to achicve this stated amouncz., IFf this is not nossible after
careful analysis of enterprises and their ostimated returns, an adjust-
nent of thie incere goal nust be mde, Later, sormc investrent proprams
may be planned to allow future higher incero to rembers closer to initial
expectatious.  This heped-for leve? of incore should, of coursc, be
djusted to national and loecal staundards for similar jobs so it renzoe-
ents a realistic objective,

[

The way in vihich incore will be distributed has to be cla2arlv stated
at the beginning of tre anterprise (soo Tzpter 11T}, It is apparoent

from the wodels discussed (and thoge fourd in the Apnendix) that a
combination of incom: irom comrumal enterpriseg--distributed according to
days of wori--plus incorw comng from sore individuwal sroduction is

a widespread practice. A correct holmice of tiase forns is essential to
avoid poor perfeormance en comunal cuacevnrises. IS a0 more than 25 o

3J percent of total incory deriwves fror indivicual production, merbers
will maintain thelr dintevest in commumal caterrrises.  In any cwvenr, in-
centives must be built into tha systen o asgure {ull sarticipation,

If a differont form of vork orgenization is adopted and 1 larger parcen—
tage of income is to come from individinl preductieon, incentives becore
cven more relevant,  If prodiuction is orginized in sucn a wav that incore
of members will core predominartly fronm indivicual prodaction, thon
specific working rules must be enacted to assure the. cfficient operation
of comunal ventures, hecause their failurs w11l contzibura te the gradual
and Increasing de-cooperativization of the organization.

Y. Flewibility to Adjust,  Cince som: 2laboration on this point
has already beea rade, only a brief coment erphasizing the nacd to consi-
der this point is necessary. Lffective meelhanisms for roevaluating the
institutional fromeworl of the organization are rnecessary.  Mochanisms
might include adoption of ne: kasic policics or changing old ones Lty a
two-thirds or throoe-fourchs majority vote. It also might mean the ability
to change the econditions regulating oatry or axit to or fron the organiza-
tion, or changing regulations vhich doterniswe rights to land and nartici-
pation in worly, things which today arc respensible in large part for the
ripidity in sonme of the models discussed and vhich are cormonly mentionad
as gsore of the reasons for taeir peor performanca,

10, Incentives. Probably one of the rost often discussed and
certainly one of the nost important issues in cooparativwe farming as
well as in other enterpriscs is the matier of incentives (Sec Chapter ITI),
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Incentives arc mechanisms motivating ncople to action te help them
satisfy their needs and achieve their goals. The tvpes of incentives
used will be dependent on tie nceds and on the porception resbers have
with respzct to ways in which these needs pay be satisfied, As a result
of these now concepts, the use of roril Inccatives has praduelly grom in
importance, often predominating in soclalist countries and also incme:asing
in affluent sccicties.

o

N

The types of incentiwves more rolowant to cocpurative farning will
now be discussed, Several tims throughout this study 2 general assertion
has becen moade about the need to Luild into the organizatienal froamework
a "balanced svstenm of incentives.' Vhat is the reaniag of this concept?
Simply stated, it weans the use of both moral aad cconomic incintives
to motivate members of production cooperatiwves. Uhile the importance of
moral incentives is recopnized and heartily erbrzced, cconcntic incentives
no doubt represent an extremely valuable mechanisnm for promoting irnrove-
ments in pevformance.,  This 1s so nninly bacause a ninipum income and
standard of 1 viag i3 basic to the use ol moral incentiwves., Stated in
other words, 1t is irrelevant te speaic of wmoral incentives to people who
are starving, have no security and zn obscure future whizh often thev
would rather ipnere.

Economic Incontiwves. This usunily refers to remuneration for work
performed, over and above a certain standard or norm., The importance of
a gradual devilcprent of standirds and norrs on ench favrm was entioned
in Cuapter III and it will be in relation to thesc specially developed
norms that incentives coan operate,

To develop 2 wage Incentive plean four thiinge need co he considered:
units of output, stondard tine, time effcctively worked, and tire saved,
From these, ftwe main categorics of ceononmic incentives may be derived:
piece rates and time honuses. In farming seoveral mechianisns eon be
worked out., In potato harvesting, for cxainle, one mechanism is to ser
a price per bushel harvested.  Another 45 Lo s:t a bonus for cvery bushel
harvested above a certain mininun norm stated for o dav's work., Still
another mechanism is to set a time period fsr harvesting a given rnumber
of bushels. If harvested in less time the woricar can eithzr leave when
he has completed his quota, or continues ver-ing with cxira pay, cither
per time uait or per volume of output harvested,

In livestock caterprises, a common practicc 1s to pay 2 bonus accor-
ding to the type and size of the herd. In sheep ratsing, for exarple,
a bonus per lamb born and/or mrketed may be paid. Additional bonus
payments can be nade according to the yieids of wool per sieep, and
shearing is frequently paid per aninal,

Sometires incentives are paid to the individuals., Other tirces group
incentive rates may be distributed among rerbers of the groun,  HBesides
time beuuses or picce rates, group incentives can take other forrs such as
profit sharing, This is possible when one has labor specialization,
permanent work teams or bripgades, a good systenr of cost accounting, and
tasks which can be organized to allewy most —wrbers Lo operate wder
similar conditions. This latter point is irportant, hecause if only
part of the members of the production cooperative are working under
incentive mechanisms, those who are not may consider they arce being dis-
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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 cxplanation of some of the cooperative farming forms which are
cited throughout the text, and at the same time show the many variations
which'are found among agricultural production cooperatives cxisting
in the werld,

The sare type of information for cach of the forms will be provided
wherever possible and according to the sources of information available.
Two clenents for a classification of these forms are included for cach
cooperative. The first element is the location of decision-making, which
is classified according to the type of management (centralized manage-
nent, shared management and self-management). The second classification
1s based on the level of integration of productive resources, which
fall into three categories. Category I ie the loosest form and only
some¢ means of production are intugrated, and Category III is the highest
form where all the means of production are integrated into the coopera-
tive enterprisec.

*Credit must be given for the decision to elaborate this Appendix
to my friend and office companion, Mr. Burt Swanson, vho suggested
this when commenting on the carly drafts of my rescarch.
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Partial Integration

Name : Polish Type I Cooperative Fam

Country: Poland Year of Creation: approximately 1950

Location of Decisjon-Making: on rembers

Description: The member maintains the individual control of his

means of production and carries out cooperatively
only some tasks and activities. The product is sold individually
by the farmers and this provides their incore,

Bibliographical Sources: Boguslaw Galeski, in P, M, Uorscley (ed.)

Nane: UAC I (Unified Agricultural Cocperatives)
Country: Czachoslovakia Year of Creation: 1949

Location of Decision-Making: mainly on merbers

Description: Only some activities are donc cooperatively, such

as sowing or planting. The 1erber retains the
majoricy of his land, livestock,and equipment. This type of
arrangement normally is considered as neighborly help on a
cooperative basis.

Bibliographical Sources: Trnka and lach, 1967
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Name: Ujaama
Country: Tanzania Year of Creation: 1967

Location of Decision-Making: on rerbers, sometires shared with
governrent agencies

Description: This forn has wide variations depending on the

level of integration. Merbers can work most of
their land individually, or they can work it in a completely
conrunal or cooperative form, their sources of incore 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 Decision-!faking: on members

Description: It is a fornm vith varying derrees of integration

and activities, ‘knbers will enpage in only some
activities which they vill work jointly. lMembers are, however,
independent for all their other activitios, Tho organization
will mainly provide services for narketing (inputs and output)
and cooperative production will not be the common case.

Bibliographical Sources: G. R. adan, 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 members

Description: It is a rather loosec type of cooperative organiza-
tion created in order to specialize in one particular
area, e.g., research, sales, packing, exporting, Members therefore
associate themsclves mainly for one of these activities, remining
very independent in all the rest. There arc fou formalitics
for the creation of the GIZ. Merbers have to nwurber 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 stipulated in a special docurment
supscribed to by all merbers,

Bibliographical Sources: Options Miaiterrandencs, avril 1971

Name: Socicts Civile d'Exploitation Agricole
Country: France Yoar of Creation: *

Location of Decison-Making: on members

Description: It is a society organizcd with the purpose of
rendering different kinds of services to its
rnembers, ranging from comrmon production to processing and
selling. 1Its form is rather loose and non-farner rembers are
also allowed. The society will usually be created for a deter-
rmined period of ycars and will have a specificd volure of asscts.

Bibliographical Sourccs: Options Tﬁhitcrrané@ncs, avril 1971

* Date not specificed in sourcaes revicwed.
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Hame : Moshav-ovdin
Country: Israel Year of Creation: approx. 1904

Duration: still operating

Location of Necision-Making: on the members

Description: It is a settlement where land is individually worked
by the members who belong to a nulti-purpose

cooperative society through which all marketing is done.

Planning of the crops for all the village settlerent 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 Kreinin, 1964; Maxwell Klayman,
1969; Weintraub, Lissak and Azmon, 1969;
Effraim Omi, 1%{3; CLduardo Bastos, 1971

Name: LPG I (Landwirtschaftliche Productions-Genossenschaft)
Country: Eastern Germany Year of Creation: aporox. 1952

Duration: still operating

Location of Decision-Making: on the menbers

Description: Only the cropland is contributed to the cooperative
society for joint use while garden and forest-land

as well as grassland rerains in individual use. Livestock,

including draught animals, and the dead inventory (machinery,

tools,and inplements) rerain the property of the rechers who

are paid for their use in the cooperative society,

Bibliographical Sources: Konrad Merkel, in ''. A, D, Jackson (ed.),
p. 222; Otto Schiller, 1269, pp. 209-211,
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Name: TOZ or TOZY (Association for the joint cultivation
of land)’
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 cooperative, often

viewed as a transitional form. Only land was worked
jointly., All other agricultural reans of production--draught aninals
and other livestock, and the tools and implerents--continued to be
used individually.

Bibliographical Sources: Alex Nove, '"The Decision to Collec-
tivize," and Otto Schiller,

"Comunist Experieﬂce and its Inplications for 0cveloping

Countries." Both in !l. A. D. Jackson (ed.), Asrarian Policies

and Problems in Comnmunist and lon-Cormunist Countries. Seattle:

University of Washington Press, 1971
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CATEGORY 1L

Mediun Integration

Name: Polish Type II Cooperative Farn
Country: Poland Year of Creation: approx. 1950

Location of Necision-Making: mainly on rerbers

Description: All the land is pooled together for cormon

cultivation, except for garden plots of rembers,
Income is distributed according to the proportion of work
done and to the contributions of land and capital.

Bibliographical Sources: Boguslaw Galeski, in P. M, Worseley,

(ed.)
Name: Cooperativas Agricolas de Produccion
Country: Spain Year of Creation: approx. 1960

Location of Decision-Making: on the rembers

Description: These cooperatives are generally of relatively

large size (50 to 3V rerbers and 800 to 1,000
Has.), especially relative to the French GALCs. Merbers'
income 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)
Country: Czechoslovakia Year of Crecation: 1949

Location of Decision-Making: mnainly on rerbers

Description: Members develop a common crop rotation and

perforn a large number of operations coopera-
tively. Crops are divided according to the acrecage contri-
buted by the renmber to the cooperative. Vork done is remun-
erated accordinre to labor norms taking into consideration
the difficulty of the job. Animal production is retained on
an individual basis.

Bibliographical Sources: Trnka and lack, 1367

Nane: Cornunes

fountry: Mainland China Year of Crecation: 1958

Location of Decision-Making: shared by rmembers and governrent

Description: The Corrwune is a basic econoric, social,and

political entity in the rural arcas, which
owns all~-or most--of the reans of production., 7Tt is an
integration of agriculture, industry, and administrative
responsibilities, all in one organization. ‘lork is done
cooparatively, usually by production brigades. There is an
enphasis on labor specialization, and gencral education of
workers. The income to rerbers varies according to the
Comnune and the activities that take place in it. llormally,
after several deductions, between 50 and 70 percent of the
total income will be distributed to the rerhers according to
the days worked in the cooperative enterprisc.

Bibliographical Sources: Kang Chao, 1970; Paul Pickowicz,
The Progressive, January 1972
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Nare: Cooperative Tenant Farrming Soc?aties

Country: India Year of Creation: *%

Location of Decision-Making: on rerbers

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 provicde rembers

with credit, seeds, manure and farn equipnent, if necessary.

It will also handle the rarketing of the renbere’ 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 socicty after paying for all expenses and allowing

for a reserve fund are distributed arong the tenant members

in proportion to the rent they paid,

Bibliographical Sources: G. R. Madan, 19601

Name: Cooperative Joint Farming Society
Country: India Year of Greation: %%

Location of Decision~Making: on members

Description: It is a socicty usually formed by small size
owners. They agree to pool their land and
work it as a whole. Merbers work in the tasks assigned by
a special committee they have elected and reccive wages for
their daily work, They will also reccive a dividend payment
in proportion to the vauue of their land contributed to the
socicty, The profits of the enterprise (after all paynents
have been made) will be distributoed arong the rerbers accord-
ing to their days of worlk after providing for a reserve fund,

Bibliographical Sources: G. R. iadan, 1961

**% Date not spacified in sources revicued.
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Narme: CAC (Conperative Agricole Civile)
Country: France Year of Creation: 1959

Location of Decision=taking: on rembers

Description: This is a society associated according to the
regulations of the French cooperative movement.,
The organization nust have a minimun of seven mewbers and no
maxinun is stipulated. Its activities and level of integration
will vary according to merbers' decisions and nceds to be
net, It will vary fronm production in cornon, to processinz,
selling, etc, The cooperative will handle only products
of its members, and those joining have to make a commitrnent
to operate. through the cooperative. The distribution of net
savings or income will be determined by thc General Asserbly
of each of the cooperatives,

Bibliographical Sources: Options t@diterranéuncs, avril 1971

Nare: GFA (Groupement Foncier Agricole)
Country: France Year of Creation: 1979

Location of Decision~-ifaiting: on renbers

Description: It is a type of civil sociaety created to operate
" or maintain one or rore faris., Thile legal
registration is not fully required they must opuerate accord-
ing to a set of regulations. ileskers do not nccessarily
have to work the land directly and it nay cven be leased 1if
the group so decides., The GFA has a nininun duration once
created of nine years, and there is no size limit, Jerbers'
contributions can be in land, equipment capital, or all of
those, .The systen is quitc new and there is not yat nuch
experience with its operation.

Bibliographical Scurces: Options }ﬁhiterranéénus, avril 1971
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Hame: GAEC (Grouperent Agricnle d'Exploitation en Cormun)
Country: France Year of Creation: 1962

Location of Decision-Making: on nembers

Description: All the wmeubers agree to contribute their land

to the enterprise and opcrate it under joint
managenent, All the members have to worle directly in the
tasks assigned and labor hired by the joint cnterprise in
limited numbers may also be cmployed. The aroup should not
be larger than 10 rerbers, most of then contributing family
type enterprises. Integration of land is normally corplete
but it will range in sore of the other types of agricultural
enterprises (livestock, poultry). The societies have to be
legally registered. Merbers' incore will core fron wages
for the work performed, plus a proportion of profits accord-
ing to the land and capital contributed to the society,

Bibliographical Scurces: Optioas Pﬁﬁiterranébnes, avril 1971;
OECD, 1972,

Hame: Ejido
Country: iexico Year of Creation: 1915

Duration: still operating

Location of Decision-Making: wusually shared due to credit
regulations

Description: 1Two forrms can be found: the collective and the
individual Ejido. They represent two different
organizations where for the most part, land is worked in a
cooperative or collective fashion as one wnit, or where the
najority of land is individually axploitad, Land is owned by
the State and is assigned to the ejidatarios uith the condition
that it cannot be sold, mortgaged, leasedjor divided. lembers
wiho do not cultivate their land directly for two years may
lose their rights, vhich arce re-assigned by the Comnisariado
Ejidal to other applicants.

Bibliographical Sources: Salomon Lckstein, 1266; Raynond Uilkie,
1971; Juan Ballesteros Porta, 1964;
Lyler Simpson, 1940; Hugo Tulio Molendez, 1965,




Name: Kolkhoz
Country: Soviet Union Year of Crecation: 1929

Duration : still operating

location of Decision-Makinpg: shared betveen renmbers and the
State, the lattcer predominating

Description: It is an agricultural organization where the
land is owned by the State and pansants only

have its usufruct. Organization varies, but generally it

is cooparatively organized. The workars rccrive an advance

or a base vage, depending on the results of the enterprise.

A special characteristic of this forn is the private plot

that rembers maintain next to their houses and ~thich not

only represents an inportant source of incone for them,

but also represents an important source of food supply

for all the nation.

Bibliographical Sources: Otto Schiller, 180693, pp. 182ff;
W. A. D. Jackson, passin,;
A, M. Sakoff, 1968 and 1979.

Name : LPGII (Landwirtschaftliche Produ.tions-Genossenschaft)
Country: German Democratic Republic (Eastern Gerrany)

Year of Creation : approximately 14952

Location of Necision-Making: shared by rerbers ard governrent
througa planning devices

NDescription: The farmer brinpgs into tne cooperative enterprise
his land plus his traction pmer nachinery and

implenents. Livestock will usually rerain with tha farmer,

vho will alno cultivate sore additicnal lond individually--

usually a small plot of no morc than five acres.

Bibliopraphical Sources: Konrad .lerkel, "Tha Aprarian Problem

in Divided Germany,” in ', AL D,
Jackson (ed.), p. 222 (sce references); also in Otto Schiller,
1969, pp. 209-211.




Nape: Agrarian Circles
Country: Poland Year of Creation: 1956

Duration: still operating

Location of Decision-ifaking: shared between the government
and the farmer-rerbers

Description: The agricultural circle is basically a governnent
T sponsored association of farrcrs vho gather
regionally to improve the level of technolosry of their
exploitations. They purchase and opcrate farn machinery
cormonly. Services are provided to all farmers--vith nerbers
getting theirs at reduced prices. The circle can be seen
mainly as a service cooperative which allows improvements

in yiclds by making new technology available. TFinancing of
the organization cones fron the Agricultural Development Fund
of the povernment and rember contributions. Thile rechaniza-
tion is the main effort, irrigation, plant production, and
shared action in processing plants is also undertaken,

Bibliographical Sources: Vitold Lipski, Apriculture in Poland,

Yarsaw: Interpress Publishers, 1969;
Arthur and Jan Adams, Men Versus the Systen, Mew York: The
Free Press, 1971; Tonmasz Vybranice, "Poasant Farming in
Poland: Performances and Prospects,” paper prasented at the
Conference on Soviet and Peasant Affairs, Aupust 1967, Scattle,
Washington,
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CATLEGORY III

Total Integration

Name: UCP (Unitds Cooporatives de Production)
Country: Tunisia Year of Creation: approx. 1965

Location of Decision-Making: rerbers and governrunt agencics

Description: The work is cooperatively organized according
to a plan approved by the General Asscrbly cof
nembers. A nanagement board and a President are elected to
take responsibility for the daily operations of the enter-
prise. A Manager appointed by the Regional 'Imion of Coopora-
tives assists the managenent board in the orgnaization and
managerial functions. The merbers' incore is distributed
according to days worked in the cooperative cnterprises,
and will depend on the yecar-end results of the organization.

Bibliographical Sources: Options Nbﬁiterrandﬁnes, avril 1971

Name: Polish Type III Cooperative Farm
Country: Toland Year of Creation: approx. 1950

Locatiun of Decision-MMalinp: on rembers ard poveornnent

Description: All the means of production are onl:d for

joint operation and nanagem:nt, vt parden
plots are allowed, Incone depends only on the worl. done
and is distributed accordingly.

Bibliographical Sources: Doguslaw Galeski, in P, M. 'lorscley

(cd.)
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Name: Autogested Farms (Self-lanagerent Farms)
Country: Algeria Year of Creation: 1962

Location of Decision-Making: on members sornetimes shared
with government agencies,

Description: In this systen all (or most) of the means of
production arc the property of the cooperative
enterprise which works them under the principle of self-
managenent (autogestion). The General Assowbly of workers
alects a Workers' Cowncil which in turn elects a management
comni ttee responsible for the daily operations of the enter-
prise together with the manager. The latter is usually a
governrent-appointed official who is, however, responsible
for his work to the management cornmittee and the “lorkers’
Council. llember.' incore is corposed of a basic daily
vage plus end-of-the-ycar share of profits of the enterprise,

Bibliographical Sources: Thomas L. Blair, 1970; Lduardo
Dastos, 1971,

Name: AC II1 (Unified Agricultural Coopcrative)
Country: Czechoslovakia Year of Croation: 1949

Location of Decision-Making: mainly on members

Description: The members contribute their nain reans of
production to the cooperative enterprise,

including their livestock. Ownership of land is ratained

and members are alloved a private plot and sone back-yard
livestock. HMembers' incone is determined at the end of the

year according to the results of the enterpriss, and it is
mainly distributed according to the work done through the

year., The members will also receive sore payrent in kind

(grain) and rent on the land they contributed to the cooperative.

Bibliographical Sources: fTrnka and lach, 1967
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Name: UAC IV (Unified Agricultural Cooperative)
Country: Czechoslovakia Year of Creation: 1949

Location of Decision-lMaking: on members and the government

Description: All the means of production arc cooperatively

ovmed and operated. The merbers will receive
an income based on the work done (number of days and type of
work). Bonusecs are added to the base wage according to the
type of work perforned,

Bihliographical Sources: Trnka and Hach, 1967

Name: Asentamiento
Country: Chile Year of Creation: 1965

Location of Decision-Making: on merbers, sonctimes shared
with the governmoent

Description: The Asentamiento is a transiticnal organization

created in Chilean land reforn process to allow
the exploitation of the expropriated land ohile omership was
being determined. Two types of exploitation were cormnonly
found: the individual and the communal., The former was one
where land was assigned to the menbers for their individual
exploitation, thus becoming their rmain (or only) source of
income. 1In the cormwunal cxploitation land was vorked coopera-
tively and rembers' income was deterrdned after profits and
distributed according to the days of work of menbers during
the year in the cooperative activities.

Bibliographical Sources: See Chapter 4 of this work.
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Name: Cooperative Cnllective Faming Society
Country: India Year of Creation: *

Location of Decision-Making: on rerbers

Description: The society holds the land and all other means
of production., Cultivation is jointly done

by all the members who receive a wage for their daily work.

At the end of the year profits are determined after deducting

all the payments and a reserve. Profit will be distributed

anong menbers in proportion to the wages earned by each of

ther during the year.

Bibliographical Sources: G. R, Madan, 1961

Name: SALS  (Sociedad Agricola de Interes Social)
Country: Peru Year of Creation: 1969

Location of Decision-Making: rainly on rembers with the
advice of government officials

Description: These societies liave boen orpanized for the
collective exploitation of lands mainly dedi-
cated to livestock in the Peruvian sierras. “he SAIS groups
scveral farnms and all the peasants living on then at the
time of the land expropriation., The syster is democratically
minaged by a General Asserbly of Delepates forred by two
delegates from cach of the nernber-farmns, and vhich is renewed
by thirds every year, ifembers® income depeinds on the results
of the cnterprise and they reccive. sone advances during the
year,

Bibliographical Sources: ‘Hnisterio de Agricultura del Peru,
1970, 1971

* Date not specified in sources revicwed.
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Nare: Village Corporation (Empresa Agropecuaria Ejidal)
Country: Mexico Year of Creation: 1963

Location of Decision-Maliing: principally in the Manager, but
ultimately in the pcasant members

Description: The system is based on Ejide lands wvith the
special characteristic that a ranager is hired

to make most of the technical and administrative decisions.

Members contribute their land to the common enterprise and

will receive payrient for it according to profits., During the

year they worlk for a wage in the enterprise under the direction

of the manager.

Bibliographical Sources: I, ilaisman, 1971

Name: Vibbutz
Country: Israel Tear of Creation: approx, 1900

Location of Decision-!aking: on nerbers

Description: This is a totally cormunal society rtere the
level of intepration is corplete. Lverything

but the land is owned by the Kibbutz enterprise vhich provides

for all of its merbers' needs. These therefore do not

receive income. York is performed comunally hy the merbers

according co a production plan approved by thern in the

General Assembly, the raminum organism of the enterprise.

Biblioprdphical Sources: Lduardo lastos, r1571; F. flacohen,
1968; Veintrad), lissa and Azmon,
1969; E. Orni, 1963; 0Otto Schiller, /1969,
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NHame: Hoshav-shitufi
Country: Israel Year of Creation: approx. 1936

Duration: still operating

Location of Decision-Making: on the members

Nescription: It is an agricultural settlerent where all

the work is organized on a communal basis, but
members receive a personal or family income vhich they are
free to spend according to their wishes. Families 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 corrumally based
on one single organization.

Bibliopraphical Sources: Efraim Orni, 1363; Otto Schiller,
1969; Lduardo Bastos, 1971,

Hame: LPG 111
Country: German Democratic Republic (Zastern Germany)

Year of Creation: approximately 1952

Description: The members contribute all agricultural and

forest lands to the cooperative society for
joint use., They also contribute wost of their livestock,
cquipnent and implerents. ‘The rerber 1s only allowed to
keep for free use up %o 0.5 Ha. of land,mainly for vepetables
and fruit, Livestocl: is restricted to no rora than two cows
with calves, two sows, and flve sheep,

?
Biblliographical Sources: Konrad lierkel, in I, A. D, Jackson
(ed.), p. 222; Otto Schiller, 1969,

pp. 209-211,
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