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... The Unemployment and Underemployment Institute vas created to coordinate all
international economic development activities of the 211(d)"grant.at Southstn
University. velo ‘ »

. In 1972, the Agency for International Development (AID) approved a five year
grant to Southern University to strengthen and increase its capacity in economic/:
agricultural economics to enhance Southern's capabilities to contribute to the
resolution of problems of rural unemployment and underemployment in developing
countries.

, The general objectives of the Institute are (a) to develop and coordinate the
activities of the University for greater participation in intermational economic.
development programs; (b) to make available the capacities and expertise thus de-
veloped to public and private agencies involved in industrial development programs;
and (c) to conduct research, seminars, ‘and workshops on domestic and international
development problems including cooperatives, manpower utilizatiom, small farmers,
housing, population, nutrition, leadership training, and community development.

3 In keeping with objective (a), the University supports several faculty members
‘working towards advanced degrees in the area of economic development and related
‘disciplines, supports undergraduate scholarships to foreign and U. S. nationals in
the Department of Agricultural Economics and Economics, provides tkavel to profess-
ional scminars for faculty, foreign exposure to development experiences, and °
special training on techniques of program design and evaluation.

In keeping with objective (b), the Institute sponsors an International Develop-
ment Seminar Series, Student-Faculty & Staff Seminar Series, and hosts foreign
individuals and groups intcrested in economic development programs at Southern
University.

~ Results of research projects consistent with the objectives of this program are
‘publishéd under the Institute's Faculty-Staff Research Paper Series. Papers publish-
ed under this series reflects the diversity of interests and specialties of our

fhculty and staff.

- The above activities of the Institute demonstrate the capacities and expertiss.

_of Southern University developed through the 211(d) program. As a result of the

'211(d) grant, the Unemployment-Underemployment lInstitute at Southern University is

in a position to offer expert and technical personnel to private and public agencies
jnvolved in international economic development programs.

T. T. Williams.
Director






PROGRAM TO MEET THE TRAINING NEEDS
:OF EMERGING COOPERATIVES

- BY .

1INTRODUCTION.

This paper is addreased to specific ways of meeting the training
;needs of emerging cooperatives.. The content of this article is. based upon:
fthe experiences of the author. For over twenty years he has,been‘directly»
finvolvedzwith"economic;development-in’general and emerging cooperatives in:
partiCularff He.hasfworked closely«with~otficials in the cooperative move-<
‘ment in this country and less developed countries (LDC's) of: the world: in

.promoting viability among emerging cooperatives. ‘

Th 'Institute for)International Economic Development at Southern

“development, is that a true cooperative is a: self-help organization throughyq

}which people can poohdtheir‘resources (however meager), to accomplish things&

collectively that they could not accomplish individually.
Cooperatives are also social institutions owned and controlled ‘by:the
;members;through the;democratic process.
Eisnccessful cooperatives make significant economic savings for their
members and are often the community center for social and community actions}
Viable emerging cooperatives offer great potential for membership develons¥

ment provided certain requirements are met and maintained.
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Emerging cooperatives have three characteristics in. common First,
sthey have a short history of operation as a legal entity. The majority of
'the estimated 2500 emerging cooperatives were chartered within the 1ast 15
years. Second, emerging cooperatives cannot draw membership loyalty or
support.. Few of the emerging cooperatives have paid patronage dividends'nor7
have they realized significant savings for the approximately two million g
members. Third, emerging cooperative membership consists of the people left;
'behind. Low family income, limited- formal education, and business experience
'characterize the membership of emerging cooperatives.- Various»federal ‘and:.
_private -agencies have approved loans or: grants for emerging cooperatives, but.
_these agencies fail to provide emerging.- cooperatives with the needed trainingf
: inputs ‘necessary to utilize the ‘money effectively. The result is that most~
dof the emerging cooperatives are: operating on: borrowed money - (loans or grants)
: and borrowed time.

The economic .and social. impact that emerging cooperatives can: have‘
jdevelopment will depend upon the,relevant training provided the rank and file
fmembers and managers. . Initially, members and potential members must under-
;stand what a: cooperative is (a: specialized form of corporation), and what is}
;required of them to make ‘the- organization ‘a success.

QUI ITES TO_THE TRAINING PROGRAM ‘AND - THE OBJECTIVES

A. Prereguisites:‘

Members who are elected:to the board: of directors need to understand

their responsibilities as a member of the board and what'their“‘oledand

management team.
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The board needs to be able to distinguish between long-and-short-runﬁ
Adecisions. The day-to-day decisions affecting the operation should be left;
lto the manager while 1ong-run decisions involveing commitments of resources‘
7shou1d be the responsibility of the elected board.,

‘ The responsibility of the manager is critical to the success of the
;cooperative. Many of the problems faced by.emerging cooperatives are due‘to'
ithe involvement of the board with decisions of management. The manager ' ;i
‘should .have managerial experience, be able to supervise his staff, be a good
:public relations person, and understand and be qualified to implement the
ifunctions of the cooperative delegated to him by the board.

The manager, together with the board, comprise the management team. The
tmanager needs not. only to understand the organization and structure, but he 3
ﬁalso needs to possess at least the level of management skills possessed by
other ‘types of competing organizations in the area._ The manager of an
=emerging cooperative needs a high degree of. skill in human relations because
of the specialized nature of the organization, andthe membership character-
‘istics.

“;ﬁ, Observations of emerging cooperatives in the USA demonstrate that the
'lack of a trai'i gvprogrsm to meet the above needs is the underlying sause

for failure, rather than the ‘more obvious symptoms - financial loss and lack

'of adequate volume.;,The absence of a planned program to meet the training

needs of:emerging cooperatives is, observed in the non-economic thrust of
these groups.

There are four prerequisites to a program to meet the training needs of
emerging cooperatives. First, the training program should be relevant to
the problems faced by the cooperative's input to assure economic viability.

Second, the training components should include classroom instruction,
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supervised on-the-job experience, and field evperience with successful
cooperatives. Third, the training program should be under the auspices of
an institution with a history of involvement with instruction, research, and
extension programs for low-income people. The training staff should be
knowledgeable of cooperatives in general and emerging cooperatives in

~ specific, and sensitive to the aspirations of poor people; and fourth,

the educational material used and teaching methods employed (formal;”dnithei
"job and field experience) should be geared to the educational level end""
business experience of the trainee.

B. Program Thrust:

The six major objectives of a training program designed to’meEtétﬁég

needs of managers of emerging cooperatives should incorporate'the:folloﬁiﬁg;ﬁ

61):aSsist‘with the teaching and training of persomnel to sﬂinxegﬁéfiénce‘f@‘

and. expertise in the cooperative concept, and to develop and coordinate a*

ca e:of’é?&iﬁéa?béryahnéi“ahb %illioe:availaole‘to coﬁauit"Shd7£&visefafeﬁ*“
leadersyof emerging cooperatives, relative to their day-to-oay operaticnal

problems, (2) train participants in fundamentals of cooperative principles

and their application, (3) assist participants in understanding the role and

"of cooperatives in economic, social and education development with-

in the"context of the political system;. (4) train participants in cooperative

operational level policies and practices related to management, financing 2 f
:accounting, and member and public relations, (5) provide supervised field

‘1training in cooperatives in order to develop administrative and. leadership

skills and (6) provide participants with supervised on-the-job training.
PROGRAM COMPONENTS : |
The training program should be operationally oriented and should be

designed to assist in the development of community leadership and
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1administrative”shills:*%Knowledgé*of-cooperatives%asﬁan.economiclinstitution
shouldjbe stressed"and;the;ugéﬁofithisginstitutionvforrcommunity.development@”
should be encouraged.

Training should’ include group instruction, workships, discussions,
group dynamics, and field experiencs.‘ All instructional on-the-job and
field training activities should be coordinated ‘and: supervised to provide maxi-j
mum development of participants;"Trainees'shouldﬁbe provided(relevantﬁ
material for future reference.- |

Flenibility should" be provided in the training program components_to_meet

the needs and requirements of trainees and their employers--cooperativsa or

»'non-cooperatives. It might be necessary to schedule initial group sessions

Qfor a short period of time to allow for adjustment while away from. the job.

The;

"Later sessions may be longer after time adjustments have been mad

group‘sessions should be geared to the educational achievement 1eve1 and

~c00perativevexperience of trainees as determined by an evaluation of
‘participants (based on’ personal interviews‘with trainees)

!A; Group Training:

- Group training instruction shouldobe based on a specific number.of hours
,per week. Instruction in group training sessions for the ten training areas

,which follow should ‘total: approximately 20 hours per area (including<homeyhf

‘work problems ‘and supervised study), for a total of 200/hours. The remaining

time should be utilized in field trips to local cooperatives, films anﬁn
other visual aids related to cooperative management, and special group{ﬁis-
_cussion of problems at the trainees' ‘home cooperatives.

Trainees should visit cooperatives on local field trips earlyi n the

group training sessions tou gain exposure to new experiences: 80 asto. provide

motivation and stimulation for study and discussion.
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ﬂ“Entra;curricular activities should be provided during’the training,
programvsuch as visits to sessicns of local or community units of government
and action groups to observe their business deliberations. Previous ex-
perience has proven such exposures valuable to the understanding of a
cooperative as an economic development tool.

Location and utilization of consultant and resource personnel should
mirror the total community by the involvement of talented personnel from
agriculture and agricultural related disciplines.. Capable personnel from
_agencies, operating cooperatives, and . industry ‘should be utilized where
practical and feasible.

s The following topics should be included in the group training sessions
»~and ahould be the basic subJect areas for the group training:
Course om Cooperative Management:

‘This subject area should cover the practical operational aspects
of management from the view-point of the manager and board of directors,
manager and board decision: areas, duties and responsibilities of

the manager and board of directors, parliamentary procedures‘for

elections and other meetings, board-manager, communication and
reporting, manager evaluation, determining of objectives and estab-
lishing policies, board training and succesaion, principles, and
functions of management and board-manager relations.‘ Primary emphasis _
1should be placed on the board-manager functions as the management
%team”for a cooperative and critical role of management in the success

gorpfailure of a cooperative venture.

tngglication of Cooperative Principles:

‘This course should examine cooperative principles and thinking

with particular emphasis on the application andzimplementation.of;sucb3&
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principles in the practical day-to-day operations of emerging coopera-

,=Organiéation'and'Structure of Cooperatives:

Major emphaeis should be placed on helping participants
evaluate the various types of organization structure that will aid
in accomplishing the major objectives of the emerging cooperatives'

This should include’ a brief examination of the history and

development of the cooperative movement, steps in organizing

coopera v‘ f

4 ‘ Record Keeging

AThe course in record keeping should provide ‘an’ understsndingf

of basic bookkeeping terms, examine the basic principles ‘of book-?

, N

L hse e e
»keeping, provide instruction on setting up required records and s

TN ,gs';:": o)
iaccounts necessary for successful operation, and provide manage-””
fment informstion needed by the manager and the board of directors.

iAttention should be directed to how record keeping may affect the

;success or failure of the emerging cooperative#ventures.
i5f} Financing of Cooperatives:

e "The financing course should cover membership responsibilities
'for providing capital, policies related to the financing, '
methods of financing, sources of borrowed capital, efficient use o

capital, development of financing'plsns, how financing can affect
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itne‘success or failure of cooperatives, credit policies of
cooperatives, and financial reserves for the maintenance of facili-‘
ties and equipment. Farticular emphasis shoula be placed on the
development of practical financial plans and controls to meet the’_
present and future needs of the emerging cooperatives representen
by participarts.

6. Education and Public Relations:

The educational portion of the training program should include.
application of adult education techniques to problem solving}an@{
economic development; planning of cooperative education programs

for emerging cooperatives; cooperative education thrusts erg@é?b'?gi

directors, and employees; and the role of the manager, directorsgxpii
and employees in education for emerging cooperatives.

:"_lThe public relations portion should deal with such topics as'v

nature of public relations and public opinion, public relations v,
methods public relations planning, cooperative publications, and
identifying community organizations or agencies as resources for

emerging cooperative education ‘and public relations work._ Case

work on public relations problems and how to plan annual and other
meetings should be included_in the program design.
7. Leadership Qualities:

. Ihis component of the training program for emerging coopera-
tives‘shculd deal with basic characteristics of successful leaders;
human relations; principles of leadership; individual and group
wants; desires and goals from the standpoint of what is needed for_

successful group action; and factors important to human motivation,
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Vincluding'accepted techniques of group dynamics that are
‘applicable to operating emerging cooperatives. Particular
emphasis should be placed on motivating managers and board mem-

bers to improve their human relations and leadership skills in;y

the atmosphere of the emerging cooperative, including the uselof
appropriate group dynamics techniques at meetings.

‘8._ Marketing.

The marketing course should place emphasis on. the need for

;overall efficiency in providiwg,ugric t“’ah;good,, n ;ma ‘e. at

gservices to the members of“emerging cooperatives.» Attention

éshould be givon to the effectiveness of the use of marketing

}operations or functions - buying and selling, risk taking, financing,
:supply procurement, storage, transportation, standardization, and
market news. The marketing components should be coupled with

;developing an understanding of the markers and related use of

.;w,. VR Sl ‘- e

emerging cooperatives for economic development.

9 Management'

This component should include instruction on recruiting and

'H'

‘cut job assignments, wage policies, labor relations,_
benefits.

10. Cooperatives as_an Economic Development Tool:

Discussions should focus on the role of the emerging coopera-

tive in community development, the image of the cooperative in the‘
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community, participation of emerging cooperative perscnnel in
community sctivities, posibilities and limitations of coopera-
tives, and how emerging cooperatives must adapt to changing
~ conditions to remain successful. Comparisons should be drawn
,from the cocperative movement in the U, S. and in developing
icountries. |
The length of time required to complete either or all of the
ten courses will depend upon the characteristics of the partici-

pants.

kﬁ;' Follow-througﬁ:

Although the curriculum and the training program-should be evalusted,

continuously throughout the training period, the final period shou

: }

:devoted to further study of specific problems encountered during the on-theef
Job training with alternative suggestions for solutions; and to an in-depth i
Vevaluation and appraisal of the total training experience. Various 1eaderf .
jiship and group dynamic techniques such as role playing, group discussio;;f’
*panel debate, etc., should be used wherever practical.
L ' The total curriculum incorporating a detailed outline of each course, ;f”
ishould be prepared and made available to each participant in a loose-leaf
:form to facilitate revision and change throughout the program. It should bej,
Jexpected that the curriculum will be revised as experience indicates.
N-THE-JOB EXPERIENCE:,

Trainees should be assigned wrik projects during each period.of on-job
training based upon topics discussed during-group sessions-and related to
the conditions in the emerging cooperative in which the participants are

training. This supervised on-job training should be interspersed with group

training sessions and should be continued at least ome year.



'_ FIELD TRAINING°
. It has been recognized that field training- -18% one of the most ‘important:
;aspects of a cooperative training program. This component of the training -
‘program should be planned carefully to assist trainees to study and observe.
4situations which will be related to their job and responsibilities.
In order to utiliae the field training most effectively, objectives
and guides for study and snalysis should be prepared based upon previous

applicant interviews. Close supervision and progress analysis should be'

maintained for each*participant.

‘fThe entire field training program mayrbe at one or more developed
cooperatives. However, the trainee should be placedsin a: cooperative environ-

ment which will provide exposure needed to upgrade his usefulness “PA.,

returning to his ‘emerging cooperative. Field fraining should be related to,

:formal training and on-job training using the: following sequence.; (a) group

session, (b) on-job experience, (c) group session, (d) group session,,n ;
:(e) on-job experience, (f) group session,*(g) on-job experience, (h):field f
experience, (i) on-job experience, (j) on-job'experience, (k)‘field
experience, (l) on-job experience, and (m) summary and evsluation.

This sequence or pattern should be flexible and can be adjusted ‘to- meet ‘the
needs of trainees.

» Initial group sessions should be short in length to enable trainees to
adjust to the training sequence and to facilitate the objective.»zSuch»a‘
‘short'period should eliminate the need for hiring replacements.rALongerf}
sessions could be scheduled later when trainees and employers%haveﬁmadeﬁthé

necessary adjustments to the training program. -
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The entire sequence of group sessions, field experience, on-the-job,
‘ekperience, summary, evaluation, and appraisal will require a minimum of

~one year.

SELECTION OF TRAINEES:

Field supervisors from the training center should assistminzrecruitingV

applicants from emerging cooperatives., However, £inal selection should'be
Institute Director.

Participants should be selected from appf'cati,”7””;

'emerging-cooperativesr, In the selection process, preference should be given

to managers of the emerging cooperatives and other individuals who have

.volvement with(low-income sponsored programs. ’
fshould be: submitted on forms prepared by the Institute Staff. All,nominations,

'for participation in the Training Program shoul_ vlreceived by the.. director i

lprior to the beginning of the,formapktraining session.
»s.o_Ns.L.ts.I_ozs-

| The training program described in this- paper deals specifically with
,only one .area of . training needs of emerging cooperatives ~management. . The
4International Economic Development Institute at Southern ‘University recognizes :
that there are a number of other training areas that require similarvattention“
if‘emerging cooperatives in low-income or economically depressedvareas are

to become viable economic institutions. It is generally believed by those

knowledgeable of the problems of emerging cooperatives that the management
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“training need is most crucial during‘théirEinitialégrdwth;;and”thatimany-
_emerging cooperatives will faill in meeting the needs of their membership -
unless such training is provided. It is anticipated by the~Institute‘that5
there will be opportunities to consider other critical training needs that
.would be the logical next step after crucial management needs have been met.'
The manager, together with the board of directors, forms the management
,team for a: cooperative. A manager 's effectiveness is greatly limited by a
tweak or poorly trained board., Board members. need to clearly understand
,their role and function in management as distinct from that of the manager

in the management process, if they are: to be an effective part of the team.

NifIdeally, Qirector training should precede or be simultaneous with
,training of the emerging cooperative manager for effective implementation or.
ithe management concept.‘ In addition, emerging cooperative members need to
funderstand that they must use thcir cooperative if it is to be. successful,
-and that a numher of years is required for an emerging cooperative to gain
’the operational efficiency required for making significant savings for- its
‘membership. The members need to understand their .esponsibilities as . »
members, what they must do to make their cooperative a success. My discussion
with ‘the leadership of successful cooperatives in the U. S., Puerto Rico,

and: developing countriesihas‘convinced me that member relations, education,

_and training is one of their major continuing problems.,

It 18 my sincere belief that the”use“of the training program described

,in this paper will demonstrate the effe,t s~.“ “M‘ ii'v ng man:

-resources existing within the geographic area in- general, and’the 1890‘1andi
agrant colleges in particular.

| It is further believed that the program will demonstrate that low-income

and economically depressed areas contain personnel and resources that can



make significant contributions to economic. development. These resources
' m§st'be_1ocated, identified, and the opportunity ﬁrovided for their use..

. toward the solution of the economic development pfbblem in the area. .
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