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ration of Apricultural arketine Cooneratives nf Mindanao (TAMCOl),
I'rs. Gonzalez dedicated much time and effort to this Federation
and her support has becen a major clement in the propress of the

Federation,

NDuring my stay in “indanao, Mr. Georpe Voth, ACDI Chief of
Party, maintained close contact with the problems and propress
of the Federation. We resnondad nromrtly uvith full sunport to

requests for administrative and technical assistance.
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of my consultancy. DNiscussions that I have had with Director
Sarmiento have been useful in nrovidine hackpronund and insiphts

into problems faced hy the aaricultural cooperatives.



TERMS OF REFFRENCE

Af the bepinning of my consultancy, I was informed by
Hr, Voth that the development of the Federation was not moving
forward at the pace envisioned by Tederatior merbers, nor according
to the activities timetable in the development plan for the Fede-
ration. My oripinal terms of reference called for asgisting ;he
management of the Tederation in implementing a Marketing Information
-Sérvice. Hovever, there was no Federation manapement to assist, aﬁd
fou? or the six member Area 'farleting Cooperatives (AMCs) were in
eminent danper of collanse. As a result, it was necessary for me
to direct my activities toward assisting the A}Cs in their most cri-
tical areas of need. This necessitated revising the terms of
reference to the following:

1. Roard of Directors - Fducation in resnonsibilities and
duties as board merbers. Setting poals for the coooe-
rative and estahlishing policy for attaininm the poals.
Education in leadership.

2, Manapement -~ Assistance in financial manamement., Admi-~
nistrative nrocedures, marketine and trade tarpets
and Jeadershin activities.

3. 1Institutions - Establishing functional links hetween
the coonerative and relevant institutions such as the
rural ban%s, the Mational Food Authority and the

Ministry of Apriculture technicians.
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INTRODUCT ION

I hegan my four-month consultancy with the Coonerative
Marketinpg Project (C}MP) June 7, 1982. 0On that déte, I flew to
DPavao City with Mr. Voth to meet the Repion XI MMinistry of Agri~

- culture personnel and the Chairmen of)fhe Board of MNMrectors of
gome of the Federation member agricultural cooperatives, After
two days o” meetings, I returned to l'anila for a week where I
had discussions with C'P and Bureau of Cooperative DNevelopment
(RCOD) personnel about my assipnment. I beean my permanent
station assiemment in Navan City on June 20. I returncd to
Manila once a month to narticipate in the Inter-Apency (oordi-

nating Committee (ICC) meetings.

In NMavao Citv, an office for the Federation was nrovided
by the IMinigtry of Agriculture Pepional Office ¥I, A secretary
was assipned to the office. and a vehicle and driver were made
available to me. A single sideband radio was installed in the
of fice to provide communication with the AMCs in Morth Cotabato,
Apusan del Sur, Davao Oriental and the Pureau of Apricultural
Economics in !Manila.

Puring rmy stay in Mindanao, ahout half of my time was spent
in the field visiting samahang nayons (SNs) and AMCs in the pro-
vinces vhere the agricultural cooneratives were to become merhers
of TAMCOM, TField trips were made to the nrovinces of Davao del
Norte, Davao Oriental, Suripao del Sur, Apusan del Sur, North

Cotabato and Sultan Fudarat.
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ASSESSIENT OF THF, STATUS OF TYE VEDEPRATION

The orieinal prorosal was that six A*Cs incorporate to fqrm f;
the Federation. They were to subscribe ?1,600,000 with initial
paid-up capital of ®320,700,0). The paid-un canital was to he

raised and the Federation repistered as a coonerative by *ay 15,1002,

Then I arrived in DNavao City on June 20, uy first major
activity was to assess the status of the Federation. Althouph
a board of directors and officers had been elected. there had been
no Federation activity. There was no paid-up capital and the
Federation had not been repistered. Further, of the six AMCs
that were to become members of the Federation, two were closed,
two were sustaining heavy monthly losses, and only two were
financially viable. The two viahle AMUs continue to have an
active interest in the Tederation, and indeed, Morth Cotakato
A has extended some of its credit nrivelenes for inputs to
NDavao Oriental AMC. The two A'Cs with heavy losses were intéé 
rested in vhatever assistance a Federation could pive théﬁ, §ﬁt

vere in no position to narticipate in capitalizing the Federation.

I concluded that the development of thé Federation was not
merely behind schedule, hut because of the failure and near
failure of four of the six ACs, the whole concent of the !in-
danao Federation was in jeomardy. It was apnarent that if the
Federation were to be salvaped, the AMCs would have to be revived
to a point where they could actively participate in the Federation

activities,


http:4320,MoO.0O

ASSESSMENT OF THE STATUS 0OF THE AlCg

fﬁe AMCs in Davao Morte and Sultan Kudarat were no lonper
functioninp, In Navao Morte, the board of directors were holdingp
monthly meetinps seekine vays of revivinpg their orpanization, but
their buying and sgelling onerations had comnletely ceased. The
rice mill was milliny a few cavans a day. In Sultan Kudarat, I was
told by an employee living near the locked office that everyone

‘was on leave. I was not able to find the manaper.

In Apusan del Sur, losses for the first seven hoﬁths of
1982 averaped about B15,50" per month. The ANC ig sellinp onlyf>
a small amount of inputs and vas not operatinpg its mill, In
Suripao del Sur, much the same situation existed, except monthly
losses were not as great. DNavao Oriental AIC annears to be on
the road to financially viahility but it is too early to judpe
the permanence of its success. This is only the second year
that it has had net profits and it is ermbarking on a major finan?
cial undertabine with the pronosed nurchase of a rice mill.
North Cotabato A" is the model of sustained success. It has
heen operatinp at a nrofit for about R years. Input sales to
merbers were about 7 million nesos a year. Strong linkages
have been developed betveen the SNs, the Coonerative Rufal

Bank (CPB) and the AMC,



CAUSES OF FAILURF,

From my visits to the two successful AMC3 and those that .
had failed or were failing, i was able to identify éoﬁeyof tﬁe
striking differences in the board of directors, management and
support from institutions. The unsuccessful cooperatives have
failed for a variety of reatcns, but within the ruberic of
failure, there is ineffective management, lack of leadership
within the bnard of directors and minimal sunport from institu-
tions. In discussions with cooperative managers, board merbers
and institutional officials, there are conflictine claims about
the causes of these prohlems. The manapers claim that thev
are ineffective because of lack of direction from the board
of directors and no support from institutions such as the A
and the SNs. The boards of directors hlame ineffectiveness on
the manaper for not carrvine out nolicies, and the institutions
for lack of support. The institutions claim there is nothing
viable in the cocperative for ther to support. There is a reneral

feelinpm of fruatration and impotence by all involved vhich has

finally piven way to anathy.

GUIDELINES FOP PEVIVIIIC THE FEDEPATED COOPERATLVES

The precarious situation of the Federation AlCs requifed
that puidelines to revived them be developed and immediately
implermented. The peneral ohjective was to provide technical
asgistance to the financinily distressed cooneratives so that

they would become financially viable, nrovide services ro the



merbership and would be considered "permanent"” by the mermbers
in(terws of their willingness to capitalize the cooperative.
This objective was composed of three separate, hut ihtefe “
related parts.

1. Strenpthen the Sls

2. _Revive the AlCs

3. Develon the Federation

;A first step was to examine the problems of the SMs., A -
ﬁaﬁbr problem faced by many SNs is that they do not provide a
service that the mevbers value. They need a service that will
provide immediate and personal benefit. According to SN leaders,
merbershiv is dvindlinp because the cooperative cannot offer any
service to the members. Throuph discussions with SN presidents,
it was apreed that an input nrropram would be an excellent way
to help stem the deterioration of the SMs. Tt is a critical
service bhased on the felt needs of the SN members. Pronerly
administered, it will strensthen the cohesivencss of the Sls,
provide income to the A" and ray become a basic business for

the Tederation,

The lopical conduit for an SM input prosram is the A'C,
However, the AMC must have the organizational and technical capa-
bility to carry out the nrogram. I identified three nrohlem

areas in the failing A!Cs which needed attention,
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1. Board of Directors

a. Responsibilities and duties as board members.

Board members rust be made aware of their general res-

pongibilities and specific duties.

 b} Setting poals for the cooperative and establishing policy.

Board members must be puided in settinp the poals that
will lead to a viable coonerative and developing policies
that will lead the cooperative to the poals.

¢, Leadership.
Joard merbers must be educated in the philosophy and
principles of cooperatives so they can provide thé
leadership for the peneral members,

Management

8. Assistance in financial management .
Managers must institute an accounting system vhich yill
provide accurate, complete and up-to-date financial
information. There must be the service of a component
accountant available to the AMC,

b, Administrative procedures.
Manapers must knov the nolicies of the board of directots
and be willing and able to adhere to tﬁem{

¢. Marketing and trade tarpets,
It is the resnonsibility of the manaper to develon income
generating activities, set tarpets and establish strategies

for achieving the tarpets,



d.k Leadership activities.
The manaper must act as an advisor to the board of directors.
It is his responsibility to develop the confidence of the
board members. e also has the responsibility for deve-
loping the loyalty and commitment of the SYs,

 3;’ Institutions.

Linkaaés must be established between the AMCVand>the,~

relevant institutions. These institntions iﬁélﬁdé?the‘SNé;

rural banks, MFA, KKK and the MA,

My activities as CMP consultant were structured around
these guidelines which were designed to help achieve the general
objective, The‘auideline activities are also compatible with the
"Basic Functions of the Federation” as outlined by Mark Van

Steenwyl: in his Anril 1982 report Some Development Considerations

for the Federation of Apricultural Marketing Cooperatives of

Mindanao (FAMCOIY), INC.

SOME BASIC CONDITINNS NECESSARY FOR IMLEVMENTATION

The successful immlementation of these guidelines requires
some basic assumptions about the SMs, conditions within the AMC,
and the quality of the external leadership of the consultant or

government technicians.
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As the basic building block for the cooperative system,
there must be at least a few SMNs *hat have an active and committed
verbership and the SN chairman must be able to command the loyalty
of his members. The SN must have the financial capability to
participate in the capitalization of the AMC. Finally, partici-
pation in an input program requires that some individual mermbers
arc eligible for institutional financing or able to self finance

their prrchases of inputs,

To become financially viable, the AMC must have at least one
"strongman". Thie ig a rerson vho is a capable businessman (one
vith business exverience) and vho can influence the board members
and manager to see that the cooperative is onerated on a business
basis. This is a necessary, but not sufficient condition. There
are many other elements which are needed, but this is the key

stone to successful rehabilitation,

There must be strony external leadership. This may be either
a consultant or a person from the Ministry of Agriculture. The
leader must be willing to nersonally spend a preat deal of time
on-site visiting the SNs, AIT and the supporting orpanizations.
The leader must have nsycholopical accessibility to all level of
persons from the Governor of the province to the general membership
of the SN. He nust establish personal credibility and understand
the use of influence.‘ Yost irmportantly, the leader must have a
"can-do" attitude toward the nrogram. This entails motivation,

initiative and decision making capability,
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I'PLEMENTATION OF THE GUIDFLINES IN SURICAO DET, SUR

The basic conditions for successful implementation existed
in Suripao del Sur and because of the time limitations of the
,ephtract, 7 concentrated my efforts on strengthening the SNz and
?éeheﬁilitatinp the AMC in that province. The rationale for focusing
fen one cooperative was tn teqt the practlcal applicatlon of the
iyuidellnes by followlne through ae far as possible before the end :

of the contract.

The implementation hegan July 24 when I attended a board
of directors meeting in Tandas, Suripao del Sur and presented the
euidelines. A resolution wag adopted by the board of directors
to accept the puidelines and to actively participate in restruc-
turing the cooperativ~. August 5, the board of directors called
a gpecial meeting and reouested the resipnation of the manager.
That marlked the beginning of intensive activity to pain the
interest of the S!' leaders and merhers in purchasing inputs throuph
the A'C, and in reorpanizing the A’C so it could act as a conduit

for the inputs,

ThP principle persons 1nvolved included Mr. Wilfredo Pat-

1r1mon10 accountant from north Cotabato ANC Attv. Romeo Serquifa,

yGeneral Nanager of North Cotabato APC' Hr. Ceorpe Voth, Consul-
,tant Chief of Party AGDI- Tom Moller, Peace Corps Volunteer; Juan
Y. Solomon, Assistant Repional Director of M\ Region XI- Provincial

MA technicians, the Al hoard of directors, SN presidehts,aﬁdi"

;,lzeét



myself. On the perirhery were the local managers of the NFA,
KKK, FSDC and thc PNB. These persons have all played a role

in the implementation of the ruidelines.

NMurine the irnlecrentation ncriod of tuo rontha, theres have
been cipnificant accornlishrents. Mr. Patrironio apent nearly tvo
wecks bringing the accounts up to date, The AMC board has now
hired an exnerienced accountant to maintain up~to-datc and
accurate financial records. A manapement committec was anpointed
and the Peace Corns Voluntecer was appointed as temporary adminis—
trator to carry out the dircctives of the manapement committee
until a permanent manaper can be recruited. Atty. Serquina is
prepared to supply iaputs to the coopcrative through the North
Cotabato cradit line if strict requircments on nayments arc met.
Atty. Serouifa and Mr, Voth have attended meetines with board
members, MA technicians and SN leaders to discuss the innut
program. Local input prices, Cebu~Surieao del Sur shipping
costs and local truck hauling costs have been collected
analyzed to determine the feasibility of the coonerative selling

inputs at prices competitive with local dealers.

Overall, the response by cveryone involved has been pra-
tifying. IFA, KKK, FSDC and the provincial MA nersonnel have res-
ponded favorably to discussion about ways in which they can support
the cooperative. SN leaders are enthusiastic about the prospect

of revitalizing their SNs,
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The presidents of participating SMs are listing the
names of members whom then cqnaider‘to be committed and 1oyai
to the SM and are 'pood credit risks" for the input program.
The reliability of these persons will be cross-checked with 1A
technicians, lending institutions, and the KKK which had admi-
nistered an input program to the soybean grovers. After the
reliability and commitment of those persons listed is confirmed;
their orders for type and quantity of inputs will be taken.
This is expected to be completed in mid-October. The inputs
vill be scheduled to arrive for the November andtDecéhbéfﬁpiantihg

periods,

CONTINUATION OF THE IMPLE!'FNTATION

I believe that in Suripao del Sur, enoush background work
has been done with the SNs, the institutions and the AMC so that
there is a good chance to successfully implerent the input
program if a qualified external leader can be found to continue
the wvork. The leader's role will be to coordinate the activities
of the board of directors, the manager, and the relevant insti-

tutions such as the MFA, KKX and the rural hanlks.

This is a crucial time for the Suriprao del Sur cooperative,
Planting season bepins in Noverber and inputs must be on hand
for distribution. There is much work still to be done with the
AIC before the end of the planting season. The success of this

input program will require a continued focus of effort until
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the end of the planting season. 'lowever, to be truly successful,
this effort must be directed not only to administering the input
program, but also to tieing it in with educating the SN members

in the philosophy of cooperatives,

If this input program is successful in Suripao del Sur, it
may he an acceptable model to apply to the other failinp coope-
ratlves in the Federation. Certainly, successful admlnlstratlon‘
of this input program and the revival of Surigao del Sur Al'C will
be incentive for future activity by the Ministry of Apriculture
and for other cooneratives to participate in the propram. This
will strengthen the individual cooneratives and nrovide a strongp

impetus to the development of the Federation.

Bagsed on the early response of the SNs and the AMC to
implementation of the guidelines, I believe that this appréach
is worthy of continuation. The essence of this anproach has been
for the consultant to coordinate a concentration of human and insti-
tutional resources., A leadership role has been developed which
includes motivating and fuidine the board of directors, managper,
the SN leaders and the ingtitutions. This has required estab~
lishing personal rapport with the individualg involvcd. Technical
asgistance,in this critical Situation,cen be effective only vhen
it is personally supervised and is inteprated into the whole of
the organization by the coordinator. lLeadership, which is an
important element in the rehabilitation of cooperatives, cannot

be provided by a task force. It requires individual commitment
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and the ability to pain the confidence of the cooperative members
through personal contact. Tventually, individualized assistance
may be phased out and institutionalized assistance substituted,
However, there is the immediate orobler of maintaining the
momentum and propress which has been made in Suripao del Sur and

vhich is gso vital to the formation of the Federation.

SYECUTIVE ORDER P03

I believe the newly issued Executive Order 803 provides an
opportunity for agricultural cooperatives to expand their role in
operationalizing agricultural nolicy and in incresasing their
effectiveness in meeting farmers' production and marketing needs.
The agricultural cooperative, which incorporates the SH, AMC and
CIB, may be the most effective means for the Inteprated Manapement

System to implement the delivery of agricultural servi.ces and inputs.

The effectiveness of the nrovincial aericultural council in
meeting national apricultural policy objectives will depend very
much on the resnonsiveness and support of the farmers. Strong,
well organized cooneratives nrovide the hest conduit for dialopue
and understanding of objectives between the local fovernment and
farmers. The apricultural coonerative provides a ready made pro-
duction. marketine and credit system through which the nrovincial
agricultural council can carry out policy. Indeed, the cooperative
is an orpanization inteprating the essential activities of the

farmers.
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The arricultural cooperatives can play a significant role
under Executive Order 803 if the potentials are pursued with vigor.
In my experience in Mindanao, the agricultural cooperatives do not
have the internal leadership initiative to take the first steps
to develop the rapnort and coordination with the provincial apri-
cultural council. This must come from external leadership, Throuph
the Ministry of Aesriculture, I am confident that if the ministry
provides leadership, the various apencies involved in the imple-
rentation of Executive Order 803 will resnond positively to the
cooperatives. TIf the Ministry of Aetriculture through BCAD can
mount a major campaipn to get the cooperatives moving and coordi-
nate with the provincial apricultural council, there is every
reason to be optimistic about the cooperatives helping to achieve

rrovincial and national apricultural ohjectives.
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