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This manuscript is dedicated to the memory of

Dr. Alf Carlsson

Alf was involved in the project from its inception
until his untimely death, 28 September 1994
He was one of a group of Scandinavian co-operators
attending a seminar on Peace and Security
aboard the M.S. Estonia.
Alf was an important part of this project.
His commitment, insightful observations, and humour
endeared him to the members of the project.

He was a dedicated co-operator, an accomplished researcher,

and fine citizen of the world.
He 15 greatly missed.

PREFACE TO THE FINAL REPORT OF THE
- INTERNATIONAL JOINT PROJECT
n the autumn of 1994, I was asked by Mr. Robert Houlton,
tor-of the Co-operative College in Britain, “Why did you
 carry out this kind of international joint project?” His
nunleashed a flood of memories reminding me of the
events that had led up to starting the joint project.

1 recalled the warning by Dr. Laidlaw of an ideological cri-
ropgh the proposal relating to basic values presented by
an Marcus at the Stockholm ICA Congress in July 1988.

ccalled how we at Co-op Kanagawa had formulated a
ew-long-term plan and corporate identity in August 1987,
Ve were troubled by how to develop democracy among mem-
érs, in the midst of a transformation into a large-scale or-

ization and social changes then taking place, such as in
en’s lifestyles.

had held an international symposium in April 1989 on
of the Consumers’ Co-operative Movement towards

_ Qme frlends so I broached the subject w1th him and asked,
e could get that kind of project going, would he be able to
ith us. He would, he said.

. Inthe spring of 1991, I was in Stockholm, and Mr. Per-Olof
]Onsson invited me to have dinner at his home. On the way
there I shared my personal ambition with him, and he en-

Wlt_h the cooperation of these two men, we were able to
old the first meeting of the project in October 1992, imme-
tely prior to the Tokyo ICA Congress. The project group
included the Swedish Co-operative Developmentand Research
_ tltute a team of Canadian researchers consisting of Pro-




Making Membership Meaningful

fessor Ian MacPherson and Professor Lou Hammond Ketilson,
Professor Jack Craig, and Co-op Kanagawa. After that meet-
ing, because of the efforts of Mr. Ivaro Barberini and Mr.
Graham Melmoth, the National Asscciation of Consumers’
Co-operatives in Italy and the Co-operative Wholesale Society
in the U.K. joined us. I was overjoyed to see how the aspira-
tion of one individual could be transformed, becoming tangi-
ble in the form of an international joint project involving five
countries and creating ideas to submit to the Manchester ICA
Centennial Congress in the autumn of 1995.

Ignite the latent energy sleeping in the legions of co-op-
erative members and employees! It is no exaggeration to say
that the fate of co-operatives in the 21st century will be gov-
erned by whether or not they can ensure their ascendancy
with respect to private corporations by marshalling such hu-
man potential.

Having said this, I believe the system for keeping such enor-
mous human potential burning efficiently and effectively is
participatory democracy. Like the circulation of blood in our
bodies, what we call participatory democracy is not something
that you can separate from its context and hold up, exclaim-
ing, “This is it!” However, we can see it as the abundant suc-
cessful results of our practical work.

We want to emphasize that our proposals are not prescrip-
tions for the solution of all problems. We strongly hope that
members of co-operatives throughout the world are not let-
ting the Book Report and resolutions from the Tokyo ICA
Congress gather dust on their bockshelves, and that they will
seize our proposals at the Manchester ICA Centennial Con-
gress as an opportunity to further develop participatory de-
mocracy in a way that is adapted to the current situation in
cach country.

I have great respect for Mr. Jonsson, Mr. Melmoth, and Mr.
Barberini, who collaborated on launching this projectand con-
tinued to inspire the activities, as well as for the members of
the secretariat, Mr. Alf Carlsson, Mr. Iain Macdonald, and Mr.
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inally I express my heartfelt thanks also to the many co-
ators and researchers who lent their support, especially

Mﬁ_sa}h_lki Yamagishi

'6p_3Kénagawa, Chief Executive Officer




The Manuscript

The writing of this manuscript was a collaborative proc-
ess involving nine authors from five countries on three conti-
nents. This was not an easy process, but was a very rewarding
experience. The project’s conceptual framework took shape
in a meeting in Yokohama involving both the practitioners
and academics. It was agreed that the case studies would be
written by each organizational team with one person taking a
lead role for each country, but the material would be devel-
oped through a learning process involving many others to
various degrees.

Chapter 1 was drafted by Co-op Kanagawa and Chap-
ters 7 and 8 were drafted by Professor Jack Craig, Canada with
contributions from Dr. Alf Carlsson Sweden and Dr. Toshikazu
Nagayama, Japan. The drafis became the basis for discussion,
and following the discussion each country's team made revi-
sions, The theoretical part was revised and greatly improved
with the hard and careful work of Professor Leslie Brown and
Professor Lou Hammond Ketilson. The result is a manuscript
not only jointly written, but one in which both the academics
and practitioners from five countries contributed. For those
involved it was a unique joint learning experience that en-
riched our lives. We hope that co-operators will find it inter-
esting and useful.

Professor Jack Craig,
June 1995

The Research Team

Dshlkaz Nagayama Nippon Umversny, Tokyo
ioTa ton, ‘Co-op Kanagawa, Yokohama

'.o_f c"mssbn “Swedish Co-operative Institute, Stockholm
e Booi( Swedish Co-operarive Institute, Stockhoim
; ol'd Swedish Co-operative Institute, Stockholm

_ f Carlsson Swedish Co-operative Institute, Stockholm

operatives, Rome

design; Editing, and Publishing

yron Heriderson, Centre for the Study of Co-operatives,
U i{ff;'rsity of Saskatchewan, Saskatoon
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INTRODUCTION

is Le dmg to the International
it iject on Participatory Democracy

y project was initiated to meet the needs of co-
v helping them learn from each other. At the
A Congress in 1980, Dr. Laidlaw presented a re-
ng of an ideological crisis in the co-operative move-
owever, the movement has been slow to respond

$-wafnihg' and proposed four values for co-opera-
co-operative concepts. An ad-hoc committee
1ed,’ halred by Mr. Sven Ake Book and the com-

.Report was debated at the Tokyo ICA Congress in
-delegites adopted three core values behind the
novement (the basic ideas in Mr. BoOk’s report)
ve basic global values as goals for the future.

le we applauded the results of Mr. Bo6k’s work, we
we must'continue to build on those achievements,
veloping the content of the basic values in a theo-
hat was backed up by practice. We wanted to
e direction staked out by Mr. B¢k when he
here is a need for an exchange of information re-
¢ ways in which established co-operative organi-
dy be revitalized, above all as regards member par-
-T’ms xs mam]y a matter of 1dentzfymg and testmg
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sidered it most important to illuminate topics paying special’
attention o participatory democracy and the relationship.
between co-operatives and society, and how they relate t
the future society.

was an: attempt ataction learning in which
practitioners studied and learned together to
Joint undelstandmg In our view, that has given
Participants in this study have been Britain’s Co- -opera- onfids inour ﬁndmgs which reflects our belief
tive Wholesale Society, the Italian National Association of decline of consumers’ co-operatives in many places
Consumers’ Co-operatives, the Swedish Co- -operative Re ' : _111;_re of leaders to stm'lula'te sufficient par-
search and Development Insttute, Co-op Kanagawa, and a° he_-business enterprise side and the vol-
team of researchers in Canada. ; side of the co-operative. There are prac-
'_ an be done to remedy this, and our find-

Structure of the Report

This report is written for both practitioners and theoreti
cians. We think the two are not mutually exclusive. Rather,
they complement one another, as good practice is founded
on good theory, and good practice is what theorists use to
build theory.

The report consists of a main report on the practice of
participatory democracy and a part on the theory and meth
ods used. Chapter 1 of the report contains the essence o
our ﬁndings in the form of a handy guide for practitioners
to gain ideas about how participatory democracy can be ap-.
plied in modern socicty. Chapters 2 through 6 contain re-
ports on how participatory democracy is currently being dealt
with in the five countries involved in the project. Although |
similar in that all are industrialized countries, the contexts
for each of the co-ops studied did vary significantly. For ex-
ample, the nature and role of the voluntary sector, and spe
cific involvements of women and men differed. Also, while -
all were experiencing pressures related to globalization and -
competition, each co-op movement was placed somewhat
differently in its market and economy. Our findings must be
interpreted in light of these differences and similarities.

t thi process in the coming years we would like to
mbers of the International Co-operative Alliance
make membership in consumer owned co-op-
eaningful in the 21st century. To do this we need
went the suggestions raised in 1992 by Mr. Sven
k-when he identified the need to exchange infor-
n about the ways co—operauves could be revitalized and
that ICA could play as a “natural co-ordinator”. This
cused. prlmarﬂy on consumer co-operatives and the
‘suggestions are directed to consumer-owned co-
ies. However, we have included some examples from
pes. of ‘co- operatives and we feel very strongly that
t types-of co-operatives can learn from each other in
i ys to revitalize their organizations and make
sership meaningful in the 21st century. In order to ini-
process of reflection and debate at the level of the
Ihancc we respectfully propose the following

Chapter 7 reviews the answers co-op theory and research
offer to several key questions asked by co-operatives inter-
ested in democratic renewal. This review of the literature °
provides the basis for the conceptual framework which guides -
this research project, and is aimed at both researchers and "
practitioners.

Chapter 8 summarizes the research approach used in the




Making Membership Meaningful

MOTION PROPOSED TO THE ICA CENTENNIAL
CONGRESS IN MANCHESTER 1995
BY THE PARTIES OF THE INTERNATIONAL
JOINT PROJECT ON CO-OPERATIVE DEMOCRACY

The CGentennial Congress of the ICA at its meeting
in Manchester in September 1995:

COMMENDS the initiative of the International Joint
Project on Co-operative Democracy in Consumer Co-opera-
tives involving movements in Canada, Italy, Japan, UK and
Sweden;

ACKNOWLEDGES the difficulties faced by co-op-
erators the world over to find methods for and good exam-
ples of active member participation in more complex busi-
ness structures, under tougher competition, and relatively
lacking in young members;

EMPHASIZES the need of co-operators to positively
influence the living conditions of members through new and
existing ways of developing participatory democracy so that
our values, ideas, and activities contribute significantly to
democratic development for justice and solidarity;

CONFIRMS the group’s finding that participatory
democracy (members’ participation, commitment, and in-
volvement) must be integral to co-operative activities and
continually developed as core conditions for business and
society change;

REMINDS co-operators that participatory democracy
is never fixed once and for all but must be continuously re-
cast and reconquered;

ACCEPTS the final report of the project group, com-
prising

(1) a description of the consumers’ co-operative move-
ment {retailing) in each country,

(2) case studies from each country focusing on in-
creasing member involvement and participatory democracy,
and

(8) conclusions and recommendations;

RECOMMENDS further study by co-operators in the
five areas of the project:

Dutroduction

{1} expanding members’ participation,

_ (2) the relationship between members and manage-
ment,

' (%) innovation of organizational structure,

(4) expanding the relationship with employee par-
ti(:lpatlon and

- (B) economic and social responsibility;

~o ENTRUSTS the Board and Regions to initiate meas-
ures for co-ordinating and informing member organizations
. about the exchange of experiences and opinions on the de-
.j':velopment of participatory democracy in co-operative or-
. ganizations in general and on the final report of the Inter-
national Joint Project in particular.




Participatory Democracy in Practice

The logic of co-operatives is simple and straight forward.
The users of the services should be the owners and the or-
ganization should run to meet the needs of the users. This
implies that the organization needs to keep in touch with its
members and learn from them; how else but through par-
ticipation and democracy. This is difficult, and as the socio-
economic context of the organization changes so must the
techniques. Also, as organizations are successful and grow,
the way they involve members must also evolve. Participa-
tory democracy sounds good, but is it practical?

What Is Participatory Democracy?

Participation means to take part, to involve people in the
decisions. It does not mean that they make the decisions,
rather that they contribute.

Democracy means that the people are involved in making
the decision. It is a global term and used in several different
ways. It is a form of government; it is a way for people to
make decisions and a way of legitimizing decision makers.

The ideals of democracy have been described on many
occasions by philosophers, social scientists and politicians.
Abraham Lincoln’s famous phrase, “government of the peo-
ple, for the people, and by the people,” is as succinet a state-
ment as any, but it is not as simple as it appears. This as-
sumes that the individual has a central place in the demo-
cratic process and each individual is capable of making deci-
sions about the affairs of the polity. These assumptions then
are the bases for the ultimate goals implicit in Lincoln’s words.

The distinction between direct democracy and representa-
tive democracy is common in political science. In representa-
tive democracy, members of the organization or society elect
representatives who then govern in the interests of the or-
ganization or society. Direct democracy means that repre-
sentatives may not make all decisions. Conventional wisdom
is that small groups or organizations can have direct democ-
racy and large ones cannot. But this common view is increas-
ingly challenged as too simplistic. We see them as comple-
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Init duiction

atary in that representative democracy in overall gov-
riance does not preclude direct democracy in particular

ur ‘aim in investigating participatory democracy is to
tify practical ways that this base can be nurtured and
ways répresentatives may learn from the membership of the
perative. It is much more than organizing meetings. The
o way flow of information between the co-operative and
ts.meinbers is important for this process and both formal
ind informal techniques can keep member participation alive
i well. Some techniques are expensive and time consum-
1ing, others have very little cost and can be built into the way
do things in our daily routines. The following chapters
plore these options in more detail.
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Chapter 1: ESSENTIAL ELEMENTS

How Shall We Solve the Difficulties We are Facing?

The period from the late 1980s to today has been a
time of dramatic transformation: the collapse of the Soviet
Union and the change in relations between East and West;
the disappearance of borders for people, goods, money, and
information; and the resurgence of religious and ethnic con-
flicts. Clearly, the centrally planned economy has been dis-
credited. But the market economy is imperfect, and economic
conflicts are deepening; in addition, a variety of global is-
sues, of which the most obvious is the environment, are be-
coming more serious. Under such circumstances, we are ear-
nesily seeking ways to change the present socioeconomic
system into a society and economy appropriate for the 21st
century. In this search, the co-operative system is attracting
more attention.

Co-operatives in industrialized countries have played
an important role in their national economies and societies.
But in competition with international, large-scale retailers,
which are integrating vertically back to the production stage,
some co-operatives are losing market share and some have
even disappeared. Simultaneously, the financial basis of co-
operative enterprises is weakening as they lag behind pri-
vate corporations in fund-raising and capital formation.
Competition with private sector companies has intensified,
and management has tended to focus on that competition.
The bias toward economic activities has tended to dilute the
character of co-operatives as a social entity by reducing the
characteristic differences between co-operatives and private
corporations. Many co-operatives have not drawn on their
democratic legacy to emphasize development of their hu-
man resources to respend to competition. The bias toward

economic activities has resulted in an identity crisis in the’
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-operative movement and a decline in member participa-
101 and engagement,

. In the 150-year history of the co-operative move-
“ment, co-operatives around the world have enjoyed success
d suffered failure. On the threshold of the 2lst century,
~members of many existing organizations are searching their
souls for their group’s raison d’étre. Whether an organization
can’ continue to exist depends on its ability to renew itself.
i’ times like these, we cannot rely on memories of success
‘in-the good old days or fall victim to pessimism caused by
‘failure. Rather, we must intensely examine our mistakes and
y attention to change to best prepare ourselves to create a

. The premise of this report is that if co-operatives do
notstrengthen their character as social entities by develop-
ng their human resources, defeat is inevitable; they will be
marginalized in the global economy and one by one disap-
ar.. Thus we have chosen as our urgent and vital theme
the restructuring of participatory democracy.

- The Baszc Values in Co-operatives and
Participatory Democracy

Sven Ake Book identified the basic ideas that are cen-
- tral to the concept of co-operation as equality (democracy)
d equity, voluntary and mutual self-help, and social and
economic emancipation. He then defined four basic ethics:
honesty, caring, pluralism (democratic approach), and a con-
structive attitude (faith in the co-operative way). These ba-
sic ethics are close to the basic ideas and are stated in his
éport as personal characteristics of co-operators. In addi-
n, the basic principles and characteristics were structured
to eight items. Mr. B66k proposed five areas for global
sic values for the future which parallel the above struc-
ture. B6ok concluded his report by observing that the prin-
“ciples set down in 1966 need to be restated to better reflect
the value sets outlined above. (On the subject of reviewing
rinciples, the Bo6k Report specified a variety of proposals,
such as developing democracy and mtroducmg methods of
_ap1tal formation.)
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At the Tokyo ICA Congress, delegates decided to
launch a review of basic co-operative principles, under way
since 1992 by a committee headed by Dr. JTan MacPherson
of Canada. The committee tabled its report at the ICA Con-
gress in Manchester in 1995. Because these basic principles
form a crucial foundation for this report, we repeat the com-
mittee's statement on co-operative identity in full.

THE INTERNATIONAL CO-OPERATIVE ALLIANCE
STATEMENT ON THE CO-OPERATIVE IDENTITY

DEFINITION

A co-operative is an autonomous association of persons united
voluntarily to meet their common economie, social and cuitural needs and
aspirations through a jointly-owned and democratically-controlled enter-
prise.

VALUES

Co-operatives are based on the values of self-help, democracy,
equality, equity, and solidarity. Co-operative membaers believe in the ethi-
cal values of honesty, openness, sactal responsibility, and caring for oth-
ers.

PRINCIPLES

The co-operative principles are guidelines by which co-opera-
tives put their values into practice.

1st PRINCIPLE: VOLUNTARY AND

OPEN MEMBERSHIP

Co-operatives are voluntary organizations open to all persons
able to use their services and willing to accept the responsibilities of mem-
bership without gender, social, racial, political or religious discrimination.

2nd PRINCIPLE: DEMOCRATIC

MEMBER CONTROL

Co-operatives are democratic organizations controlled by their
members who actively participate in setting their policies and making deci-
sions. Men and women serving as elected representatives are account-
able to the members, In primary co-operatives members have eqgual vot-
ing rights {one member, one vote) and co-operatives at other levels are
also organized in a democratic manner.

10
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- 8rd PRINCIPLE: MEMBER ECONOMIC
“PARTICIPATION
.‘Members contribute equitably to and control the capital of their
serative. They usually receive limited compensation, if any, on capital
ribed as a condition of membership. Members allocate surpluses for
if of the following purposes: developing the co-operative; benefit-
mbers in proportion to their transactions with the co-operative; and

ssUpporting other activities as approved by the membership.

th PRINCIPLE: AUTONOMY AND INDEPENDENCE

Co-operatives are autonomous, self-heip organizations control-
id by their members. If they enter into agreements with other organiza-
ons {including governments) or'raise capital from external sources, they
' ‘of1 terms that ensure democratic control by the members and main-

tain theif co-operative independence.

“Bth PRINCIPLE: EDUCATION, TRAINING AND INFORMATION
‘Co-operatives provide education and training for their members,
Iected representatives, managers, and employees so they can contrib-
“affectivaly to the development of their co-operatives. They inform the
- public — particularly young people and opinion teaders — about

ature and benefits of co-operation.

6th PRINCIPLE: CO-OPERATION AMONG

Co operatives serve their members most effectively and

8 ngthen the co-operative movement by working together through local,
- national reglonal and international structures,

“7th PRINCIPLE: CONCERN FOR COMMUNITY

“While focusing on member needs and wishes, co-cperatives work
sustainable development of their communities.

_We believe that participatory democracy is related to
the -values listed above and the proposed new co-operative
ples. Participatory democracy is a co- -operative method

for eahzmg the diverse values inherent in the idea of co-

tion and practiced through the human resources of
( -operatwe The majority of members who have invested

-"prlva e capital in the co-operative have expressed their ini-

nterest, but financial participation is only part of the

:"equatlon A learning process using participatory democratic
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techniques that involves members, boards, management and
staff can be the means to develop business operations to meet
economic and social needs and as a result, enhance capital
formation and create surplus for members.

Co-operatives’ Position in Society

The 20th century has seen increasing expectations
for democracy and freedom and escape from war and hun-
ger. Technological development has enhanced standards of
living but produced adverse side effects, such as uneven in-
come distribution and environmental degradation, and has
raised awareness that old models of development are
unsustainable. We believe that co-operatives and the co-op-
erative ethos offer one vehicle for addressing the need for
major change in social and economic systems.

The present can be seen as a period of transition,
from an industrial society to a different or new society, as
described by Dr. Peter Drucker in his book The Post-Capitalist
Society. Drucker describes this society as a society of knowl-
edge, a society of citizenship, and a society of organizations.
Whereas industrial societies have emphasized production
and values of efficiency, it is reasonable to assume that the
newly evolving post-capitalist society will correspond to new
values. Drucker and many others believe that this society
will be based on the initiative of individual citizens in their
communities. Drucker’s view is consistent with the vision
outlined in the MacPherson ICA Report, but it is not the
only scenario.

Several routes to a new society are possible, includ-
ing the development of narrow-minded egoism, selfishness,
and conflict between the haves and have-nots. But a new
society can also develop from citizenship seeking co-opera-
tion. Of course, no one knows the furure. What we do as
citizens of the world today shapes the world of tomorrow.
Co-operators need a vision of what they would like the world
of the 21st century to look like to help shape their actions.

When the idea of a co-operative comes in contact with
felt needs and the readiness of people to act, it takes root,
grows, and flourishes. The association of people and enter-
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i dyn&mlc co-operatives represent instruments of so-
~change: This is not on the grand scale of restructuring
ty, but on a community basis where the change can be

o-operation of individuals and broader collaboration
ther independent non-profit organizations in the so-

sector as illustrated in the higher plane of the figure.
s not revolutionary change. Rather, human society can
closer to this ideal as the strong co-operative sector
competitors and they modify their practices to com-
ith co-operatives. This statement of an ideal that we

expect many diverse co-operatives share and aspire towards,
.18 illustrated in diagram 1.1.
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Diagram 1.1: Cooperation as Seen in
Relation to Society

A FEACEFUL SOCIETY WHERE
HUMAN BEINGS CO-EXIST WITH
OTHER BEINGS AND NATURE

The Co-operative Identity and Participatory Democracy

The stagnation of the movement was recognized early
by Dr. Laidlaw who warned of a coming ideological crisis,
which has manifested itself in the 1990s as an identity crisis.
Co-operators are unsure of their common raison détre and
are seeking it partly by identifying basic values and princi-
ples, though these will be expressed differently worldwide.
By definition, co-operatives reflect the needs and visions of
their members in theilr societal context. This is where the
import of participatory democracy becomes clearer.

We have already indicated that participatory democ-
racy complements the values and principles of co-operation,
We also suggest, based upon our review of literature and
our own research, that participatory democratic structures
are essential for members seeking to create responsive, suc-
cessful organizations which reflect their needs and visions.
Far from hampering business success, participatory democ-
racy can enhance it. Further, the more aware members and
employees are of their organization as a co-operative, as an
organization embodying a clearly articulated value system,

14
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the easier it will become for them to find common cause

with other forms of co-operatives, and to lead efforts toward

building the new emerging society. This goal is illustrated in
igram 1.2.

Diagram 1.2: The essence of being a co-op in
the new society

Hurman Resourse
Development

resentative democracy in the public sector, and a liberal
sscz faire approach with respect to the private sector. We
ve that participatory democracy must be positioned as

lin co-operatives but society wide. Our various co-op-
rative- activities can become one of many venues for draw-

le"m the citizens’ community. At the same time, the

ire process will enhance the co-operative identity and the
1igthof individual citizens.

he participants in this project share a vision of the

w.society as a peaceful community where people, society,

ndture are in harmony, a society of citizens working to-

ef i1 co-operative activities, seeking esteem and self-ac-

alization as well as goods and services. The peaceful, sus-

nable, and just society we aim at is needed by all people.

operativés can lead the way as we seek to develop co-

tive strength with people in our communities. We have

1ese thoughts in mind as we carried out our work in
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We would hope that leaders of the movementsee Key Points From the Management Literature:
these ideas as self-evident. But not everyone in the move-

ment thinks that the current situation is cause for concern.
We hope that co-operators around the world will agree with
the need for a new co-operative identity and agree that par-
ticipatory democracy is central to mobilizing people in the
movement and earning a place for the co-operative vision in >
the new society. It'is likely that organizations which are impacted by
‘globalization will need to increase competitiveness, in
yart through increasing flexibility and ability to access
nd handle information. How these are to be achieved
eeds to be explored—no one way is necessarily “best”.

Management does have to change. But there is no in-
evitable or “one right way” to respond to the challenges
-of globalization, nor will current trends necessarily lead
to increased harmony and prosperity world-wide. Ef-
fort must go into promoting that vision.

Themes and Concrete Examples for Making
Participatory Democracy Work

Our research and own experience have convinced
us that a participating membership is fundamental for the
future success of co-operatives. Many co-operatives in in-
dustrialized countries have imitated the methods of conven-
tional businesses to survive against the competition, under-
mining the foundation that sets co-ops apart from private
corporations. In the formerly centrally planned economies,
the mistakes of co-operative systems once dominated (and
in some cases still dominated) by national policy are obvi- . * Onpgo ng strategy formulation and experimentation,
ous. In both settings co-operatives have surrendered their ongoing debates over the nature of the company’s busi-
positions as democratic organizations set up to serve the 5s; fostering creativity in a safe environment are all
needs of autonomous members, We believe the key weak- '
ness is in applying participatory democracy (see Chapter 7).
The co-ops participating in this research project agree that
co-ops must actively seek to promote member participation.

. Organizational characteristics (such as values, tradi-
tional patterns, etc.}) have an impact. There is a role
 for strategic management, especially when located in a
supportive and coordinated network context. (The
‘network may be branches and suppliers of a large
multinational, or organizations within the consumer
0-0p movement.)

In exploring ways to do this, it is beneficial to find a
way to break down the problem into components. A useful
way to do this, we have found, is to analyze one’s own co-op
in light of five themes for making participatory democracy:
work: 1) expanding members’ participation; 2} the relation SOt
ship between members and management; 3) innovation of 0 “thought must go in to restructuring that in-
organizational structure; 4) expanding employee participa- | €8 It 1cally downsumg the number of employees
tion; and, 5) economic and social responsibility. '

The theoretical basis for the five themes is containet
in Chapter 7. The following is a summary of the key points.
derived from a review of the management and co-operativ

literature. S < .
commitment needed to make the alliance
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* For co-operatives, the literature communicates the
message that increased participation, decentralization,
and democratization are likely to be changes fostering
success. While such changes may not be the only way
to go, there is evidence that they work! And co-ops
may well find such directions compatible with their
values, stakeholder opinions, and long term vision.

Key Points from the Co-operative Literature:

* Co-operatives are both associations of people and busi-
ness organizations. To survive as co-ops, both economic
and social objeciives must be articulated. The two are
not in conflict but intertwined in complex ways. Social
objectives are unlikely to be realized unless the busi-
ness is effective and viable. Similarly the business ob-
jectives are enhanced when co-operatives actively ad-
dress their social objectives.

* Democracy is generally seen as an ethical imperative
of co-operatives, though the ways democracy is de-
fined and implemented change over time and across
organizations. Increasingly, democracy is viewed as
making good business sense when in balance with en-
terprise needs, and as part of the process of differen-~
tiating co-ops from their competitors, and staying in-
novative and abreast of member needs/wants,

* Member control and influence are basic to co-opera-
tives. Representative democracy allows for control to
be exercised by active members. However, representa-
tive structures are not suitable for broad-based involve-
ment and influence, nor are they particularly effec-
tive at building community and commitment. To pre-
vail against an over emphasis on consumerist values
(e.g. convenience and price), and to take advantage of
the information and input members can provide, co-
operatives must engage their member/owners. Partici-
patory democracy is thereforc necessary.

* Employees of co-ops have a stake in the co-op which
goes beyond their stake as members. Their commit

Chapier 1: ESSENTIAL ELEMENTS

" ment and knowledge is there to be cultivated and
. tapped through sincere democratic (participatory}
management techniques.

Individual co-operatives can benefit by developing a
' clear sense of themselves as different from conventional

- businesses, and clarifying what forms of participation
" are to be facilitated and encouraged, by whom, and in

" what. To do this effectively, their members need to be
" prepared for participation, and the co-op needs to be
“-ready to respond to the consequences of increased
- participation.

Democracy and the day-to-day management of con-
‘sumer co-operatives requires a balancing of tensions
~and it is the role of management to balance the ten-
sions. Boards can be more effective as governing bod-
ies if they govern by policy and articulation of vision.

- Consumer co-operatives, in particular, are likely to be
~‘more successful if they effectively differentiate them-
selves from their competitors. As part of this effort,
they can seek to position themselves as organizations
which are relevant to both consumers and communi-
ties.

Co-operatives must develop linkages with other co-ops,
:as well as other forms of democratic organizations, in
order to have more impact on their environment, to
rengthen their market position, to learn from oth-
ers, and to extend the opportunity for citizens to live
their lives within democratic organizations.

Key Aspects that can be Democratized

Cooperatives are self-defined democracies. Democracy
‘¢an be promoted in both the governance and opera-
tions sides of a co-op.

‘Members are those who use the co-op, and members
‘are the main citizenship constituency. However, em-
‘ployees have a special “stake” in the co-op. Their spe-
‘cial ‘position deserves recognition. One way is to ex-
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tend democracy into the workplace in some way. 1ese ideas down to the five themes mentioned earlier
Representative democracy needs to be constantly re- ‘guided our case analysis (see chapters 7 and B).
vitalized. It helps, in doing this, to have a participative conclusions, following from the case studies, are pre-
base. n-the following section. For convenience and con-

we have organized them according to our five ana-

Participative democracy is valuable in its own right too, th mes. At the end of the discussion of each theme

and may even be essential to the long term vibrancy of
co-ops as democratic institutions.

Dermocratic processes necessarily involve conflicts and
tensions. These need to be actively managed and bal-

anced. arid the balance it will strike at any given point in

Democratic structures and processes which fulfil both : een enterprise and association. Experimentation,
the monitoring and development functions of co-op- )
eratives are essential.

Co-operatives which can foster a general homogene-
ity of vision among its members, a respect for differ-
cnces of opinion, and a mutual trust will have fewer
difficulties managing tensions and conflicts.

Key Points in Increasing Member and ' épth nformation, see the case studies and write the co-

Staff Participation or more information

Democracy requires active cultivation and monitoring. e
The literature indicates specific strategies and Theme 1: Expanding Members’ Participation
orientations that have demonstrated viability. :
he System. of Members® Participation in Expanding
Membership and in Decision Mahing
trengthening membership must become a funda-
ntal precept for every co-operatwe To do this, co-opera-
s need to be open organizations in which all types of peo-
n-participate spontaneously, where they have the op-
ortunity for participation in all bodies of the organization,
Co-operatives need not feel alone in their efforts to ding the board of directors, and these opportunities

find ways to combine enterprise and association. All must be open to all members based on the guaranteed right

Democracy is a process and not simply present or ab-
sent. It is always in flux and has ebbs and flows. The
important point is that democracy requires wide rang-
ing commitment and participants need to know that
they are indeed efficacious—their participation brings
results.

co-ops experience the challenge, and can learn from ¢ person one vote. In doing this, however, systems are

one another. ieeded that openly evaluate factors making people suitable
What the literature says about making participatory fo 3‘?‘3‘1‘?{5}1‘113’ such as experience, capability, knowledge,
democracy work is born out in what practitioners have found and dedication, as well as the volunteer spirit of such per-

from practical experience. In doing our research we dis- ! sons: :In addition, co-operatives should not assign roles in
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the board of directors and management, for it is vital to guar-
antee links with members in all processes.

Examples from experience:

* Finding ways to make Annual General Meetings more
participative and more meaningful has been the sub-
jectof considerable thought and innovation on the part
of these co-ops. The co-ops have developed various
types of consultation processes, forums, and processes
for the selection of delegates which take place in ad-
vance of annual meetings and help build an interested
and informed base. Several co-ops engaged in broad-
based consultation with their membership to develop
these strategies and processes.

¢ All the co-ops described in this manuscript involve
members (to varying degrees) in the less intense ac-
tivities of reading (even preparing or contributing to)
newsletters, using suggestion boxes/hot lines/ etc., re-
sponding to solicitations from “we listen” programs,
surveys, focus groups, and so on.

* The co-ops handled long term visionary planning in
very different ways. Some co-ops primarily involve
board members and annual meeting delegates, while
others try to involve members more broadly. For ex-
ample, in Italy, National Assemblies, where approxi-
mately 10-30 delegates per co-operative participate,
convene every 3 or 4 years to develop common multi-
year policies, such as social and environmental poli-
cies.

¢ The co-ops described in this manuscript all paid close
attention to matters related to the nomination, elec-
tion, responsibilities, and terms of office of board mem-
bers. One co-op was particularly concerned to encour-
age self-candidacy as a way of broadening the pool,
several concentrated on building effective nominating
committees or electoral commissions. All co-ops had
developed ways (though often very different ways) to
maximize member and/or local co-op involvement in
the electoral process. All co-ops debated and reached
(at least temporary) decisions on whether or not to
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n, nor the relationship those have with the local commu-

restfitt the number of consecutive terms of office an
ndividual could serve.

I the co-ops have taken decisions specifically about
ways to promote active membership. While the spe-
cific ways chosen differ quite significantly, what is im-
_portant is that they have all brought member partici-
~pation into the foreground of organizational planning
d strategy. One co-op has even specified quantita-
¢ criteria by which to help evaluate its success in
: 'movmg toward increased participation.

Local co-ops in the co-ops studied make membership
mouonal materials visible and easily accessible.

Creatmg New Fields for Members® Activities
he relationship between the needs of members and

__nagement of the co-operative must include a guarantee
f participation by members in the management of the co-
perative. If we look at management in practical terms, we

wide management into three parts management e

ted to business operations, management related to mem-

tivities (in which members activities will be adminis-
d and run by members themselves), and strategic man-

nt: It is essential that we integrate the attractive ideals
agement participation by members and employees.
st ‘establish fields of activity corresponding to needs
create venues for such activities. In such cases, each co-
n its own way can move towards implementing
of the ideal co-operative in a new society. We must

t overlook the relationship between the content of a co-

“business operation and the scale of the organiza-

Examples from experience:

reral co-ops offer their members a space for meet-
and activities that do not relate directly to the co-
ops’ business. For example co-op premises can be used
for ineetings of member interest groups, coffee morn-
ings, book exchanges, coupon exchanges (i.e. exchange
anufacturer’s discount coupons), perennial plant
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exchanges, coordination of organic gardening projects,
and so on. The case of Co-op Kanagawa shows that
the types of interest group activities in which mem-
bers can become involved can be as varied as: peace,
lifestyle and household accounts, the environment,
welfare, culture, health, international exchange, and
labour co-ops.

The connection of the co-op te a movement/social
change orientation is being fostered in several co-ops.
For example, in Sweden, the consumer co-operatives
are being reactivated as a co-operative consumer’s
movement. In these cases the members determine what
they want their store or co-op to support (e.g. envi-
ronimental or peace activism; co-operation as an alter-
native to capitalism and communism, etc.). This sup-
port may be extensive or tacit. Not all the co-ops stud-
ied would agree with this, however.

All the co-ops have created structures and processes
which allow members to be involved in merchandise
policy, brand product policy, supply policy, and prod-
uct development. This involvement ranges from in-
put through questionnaires, surveys and opportuni-
ties to make suggestions to management through to
more substantial involvements. These include partici-
pating in product testing groups, serving on commit-
tees which promote Co-op Brand in stores, getting in-
volved in Co-op Days events, taking part in focus
groups, voting on which items will be discounted dur-
ing sales periods, and so on.

In Japan, a group of members, usually a few dozen
regulars, raise vegetables organically on agricultural
land leased from producers and supply the vegetables
to Co-op stores.

Some co-ops are becoming involved in social wellare
activities to greater or lesser degrees. This of course
depends in part on how great the needs of their mem-
bers are in these areas. For example several co-ops have
home delivery for the elderly or infirm. Some have
programs in place whereby volunteers assist the eld-
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erl by taking them shopping or on other outings.

everal co- ops promote and facilitate recreational and
sther activities which involve the members of several
o-0ps. One example of this is the formation of co- op
oftball leagues or bowling leagues; co-operation in
nd-raising for local hospitals, etc. One co-op, Co-op
Atlantic, is particularly emphasizing co-operation be-
ceni all types of co-operatives within local communi-
s Members and staff of local stores are being asked
ake the lead in promoting and coordinating such
ages by forming co-operative development coun-
§'in their communities or regions. These councils
{composed of volunteers) try to promote co-ops of all
kinds, and facilitate the formation of worker co-op-
eratives. The co-op central provides staff support and
dvice as requested.

Promoting Participation in Management,
ncluding Management of the Business
‘We must actively broaden members’ participation in
ement from the point of view of expanding the com-
petitive sirength of the co-operative, to promote the use and
ectioni of operations toward meeting economic needs and
nicing the co-operative, while guaranteeing through the
rganization a strengthening and clarification of the co-op-
hature. The extent of a member’s patronage of the
usiness organization can usually be related to the level (in
rins of information and communication) of a member’s
elationship with management. There is a clear correlation
etween the level of participation of a member and that of a
mmber’s use of the Co-op, as can be seen in Japan. This is
ey.Teason to increase participatory democratic processes
1 order to compete effectively. Thus co-operatives must set
course toward wider influence of members in management.

- Examples from experience:

Establishing a system where members interest groups
are linked with the co-ops planning makes it possible
-to mesh voluntary group activities with development
~of the Co-op’s basic policy.
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» Initiatives linked to specific interests of the members

. participation in management, they provide opportu-
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e.g., volunteering, environmental protection, safety
and consumer education, marketing of products, and
agricultural policy, provide opportunities for members
to influence the development of the co-op's policies in
these areas.

Most of the co-ops have found ways for store manage-
ment to reward participation with financial gains,
though there is great variation in how they do this.
Patronage refunds (benefits to individuals and their
families) are paid out to members in some co-ops (with
eligibility criteria differing across co-ops which do this).
Another form of benefits to individuals in provided by
“direct charge” co-ops, which sell products in local
stores at close to wholesale cost while members pay
service fees toward the operational costs of the store.
Community (collective) benefits are provided to some
degree by all co-ops, including those co-ops which have
indivisible reserves and which seek to allocate surpluses
in ways that will benefit both members and their com-
munities. In some of the co-ops described here, the
money allocated to providing community benefits is
substantial and extremely significant for their commu-
nides.

Developing an effective committee structure within
local stores has been an ongoing task for the co-ops
participating in this project. Some have member rela-
tions field personnel who visit and actively encourage
local stores to develop particular committees, for ex-
ample, member relations committees, branch commit-
tees, finance committees, building committees, recruit
ment committees, and so on. In one co-op, member
relations committees in local stores are composed of
volunteers, with staff support. They are involved in
planning and administration, membership analysis,
recruitment, commaunications, and events/programs/
activities, These various committees not only promote

nities for volunteers to become involved and to learn
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through hands-on experience. They also provide a
dy pool of recruits for formal training programs.

‘co-ops described here all seek to develop man-
agemeént that is a partnership between members and
staff. This means they seek to develop effective, col-
laborative, and participatory working relations between
op management and the board. It also means that
they cultivate a partnership between other manage-
ment levels, non-management employees, and mem-
bers'in committees and as individuals. Revisions and
active reference to vision and mission statements help
remind everyone of the fundamentals of their co-op,
and :of the priority given to member participation.

eme 2: The Relationship between Members
and Management
~The ‘Role of the Co-operative and
‘Grasping the Needs of Members
Lo-operatives need to develop a vision correspond-
he needs of members that moves toward the new
a peaceful society of citizens based on free co-opera-
f individuals, and a peaceful community where peo-
_ ty, and nature are in harmony. Such advanced needs
as a rule dormant but are occasionally expressed as a
ismof the public and private sector. Co-operatives must
system and policies to grasp these advanced needs,
‘creative plans for members’ needs in the future are re-
cd. At the same time, we must be mindful of the current
te'of consciousness of the great majority of members. This
ssue¢ where management can play an even greater role.

his issue can be addressed by developing timely
jualitative and quantitative telephone, interview and ques-
dife surveys, creating a system for capturing the voices

of members directly, analyzing views expressed at each meet-
anid taking other steps. At the same time, we can put in
ystems for getting members involved in all kinds of
management processes. This does not mean letting man-
gement limit themselves to waiting to hear the views of mem-
ers,-but developing systems that can proactively seek out
27
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members’ wishes.

Members’ changing needs can be grasped, to a degree,
by surveying members at regular intervals about their
concerns over store-related and broader social issues.
The co-ops described in the case reports, two in par-
ticular, do such surveying. The co-ops also draw on
demographic and other studies available from other
agencies. The challenge is to have mechanisms to look
long term as well as short term.

All the co-ops have mechanisms to involve members
in financial decision making, and mechanisms to en-
courage members to balance their own needs with
those of the co-op as a whole. In some co-ops mem-
bers are involved in financial forecasting, in develop-
ing responses to shortfalls, in decisions about closing
shops, in drafting and approving final budgets. Usu-
ally this involvement is on the board level, but in some
co-ops involvement is wider. Some co-ops decentralize
responsibility for financial management to Jocal and
regional managers and local boards and member com-
mittees.

Taking member needs into account, or even being led
by them, is particularly useful when developing
stores—choosing locations and making decisions about
the range and nature of store services. Store develop-
ment in several of the co-ops is oriented toward the
creation of community and responding to specific
neighbourhood needs.

Each co-op faces the issue of bridging the gap between
central boards and local co-op stores (or local boards
in a federated system), and between central manage-
ment and local management. In all the co-ops the cen-
tral boards and managers have developed ways of try-
ing to stay in touch with local needs. One common
mechanisin is for personnel from the central board and/
or management to visit local co-ops on scheduled days.
Another is to convene meetings. (e.g. zone or district
meetings; managers’ conferences) where all levels meet
together.
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Co-operation between co-ops is another way some of
‘the co-ops have found to stay in touch with and re-

spond to members’ needs. For examples see the At-
antic Canada co-op councils mentioned above or Co-

‘op Kanagawa’s co-operation with other food co-ops in
_testmg products for contaminants.

Innovation of a System of Communication

at Elicits Initiative

he elements that are essential to guaranteeing a
ipative system and its smooth operation include the
ion ‘and development of communication. Access to

nformation ‘must be widened, both within the co-operative
anization and to outside parties. One method for doing

develop and promote members’ cards and personal

puter nétworks to gather the very 1mporﬁant informa-

out individual members. However, in a system prem-

ed on co‘operation between people, the energy coming
face-to-face communication must be recognized and

o-ops must advance the establishment of ven-
communication adapted to the conditions of all peo-

wome 1 and men both inside and outside of the formal

ce, the elderly and the young.
--Exar_nples from experience:

I the co- ops have tried to identify opportunities to
1ake communication between shoppers and manage-

_ment two-way rather than one way. For example, com-

ty councils with a focus on neighbourhood stores
ovide feedback on new products, store layout,
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* Hiring field staff at central levels, who can work with
local co-ops and act as a communication channel, has
been found to be extremely useful by some of the co-
ops here.

Innovation of a System of Members’ Education

Starting with Training Member Leaders

To support a participatory co-operative organization,
a corps of member leaders appropriate to such an organiza-
tion, must be developed deliberately setting and working
toward targets for the ratio of leaders to members. Instead
of expecting that these leaders will naturally appear, they
need to be prepared through a purposefully structured sys-
tem of education. In addition, a system for finding mem-
bers who have leadership qualities must be developed, cou-
pled with a management training system for members who
will bear responsibility in the business. The educational pro-
gram should include the principles and history of co-opera-
tion, of course, but must also cover areas such as policies for
business operations and members activitics as well as the roles
for implementing such policies. Experiential learning (learn-
ing by doing) is of particular importance as part of educat-
ing and recruiting leadership. Many different methods are
to be found in the case study examples.

* All the co-ops in this study have education and train-
ing programs aimed at helping members (and some-
times the general public) understand and appreciate
co-ops. Most common are those aimed at board and
committee members, at the general public for recruit-
ing members, and orientation programs for new mem-
bers. Some go beyond co-op education to include car
care, garden care, home security, consumer counsel-
ling, nutrition counselling, seasonal crafts, and so on.
In some cases, co-ops deveiop relations with schools.

* The co-ops also develop programs for staff and man-
agement, to help them learn about the differences be-
tween co-ops and other firms, and about styles of man-
agementemployee-member relations appropriate to
co-ops. For example, in Scotland staff training pro-
grams encourage staff to expect and encourage mem-
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o be actively involved in all aspects of the demo-
tic processes.

Role of Top Management in Taking Strategic
Initiatives to Promote Human Resources and

Develop Participatory Democracy

" human resource of members and employees,
wellspring of co-operative strength, and must
ed through participatory democracy. Developing

'_ agement through a continual process of spreadmg,
peratwe and the community, the co-operative 1den—

Concerning the structure of top management, we
ust appropriately combine representatives of members (in-
: the co-operative) and representatives of staff (bear-
of the specialist skills in the business operations). From a
point of view, co-operatives may also include viewpoints
deas from stakeholders from the larger community.

‘Examples from experience:

‘This is a key performance area for all the top manage-
ient in the movements covered by this study. For ex-
iple in one of the co-ops studied, managers are given
nnual targets for membership recruitment and a di-
it responsibility for the promotion of membership.

eme 3: Innovation of Organizational Structure

Building a New Structure to Elicit the

nitiative and Autonomy of Members

Issues of concern for members are changing, in line
wi t]*i'e'way society is now and changes in citizens’ conscious-
:'We must pursue the best course for the organizaton to
p nd areas of activity corresponding to individual inter-
members that measure up to the direction of social
opment and must support broader activities in those
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Co-operatives can build systems of members’ partici-
pation that are adapted to representative and direct systerms
of decision-making. To do that, they need to consider re-
structuring the organization away from the bureaucratic,
pyramid-shaped hierarchy, to a flatter structure with more
delegated authority and responsibility, and in some cases, a
network organization linking different functions.

Precepts of the New Structure

Restructuring is likely necessary to enhance mem-
ber involvement, learning opportunities and communica-
tion, as well as to strengthen community roots. Individual
co-ops have a wide variety of options to choose from in this
process, as the case studies demonstrate. One common fea-
ture across the co-ops studied is that of trying to foster mem-
ber's identification with units within the co-op—local stores,
small interest groups, and so on. We must prepare such an
organization for collaboration in areas of interest and with
local communities, and it must play a rele in communica-
tion with activities outside the co-operative as well as in ex-
panding communication throughout the entire body of the
co-operative. At the same time, there is ample room for crea-
tivity in involving these organizations in patronage of busi-
ness operations. We must embed members’ participation in
decision making to create committees exercising leadership
in each community, although the scope of a community will
vary from country to country. We emphasize the relation-
ship between participative structures and the promotion and
use of co-operative businesses.

It is cssential that co-operative business operations
develop flexibility according to changes in the external en-
vironment and people’s needs. At the same time, we need to
have flexible development and change aimed at achieving
the aspiration of members. To develop activities in each field
based on issues of interest to members, we must compose an
organization for promoting those activities.

Examples from experience:

Collaborative Strategies

* Collaboration between the labour union, the Co-op |

board of directors, and members. Forming on going
32
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roups in each locale and at each site of operations, to
discuss topics of common interest. Having unsatisfied
‘consumer members meet with staff after closing time
o discuss problems and ways to improve layout and
_merchandise,

Consumer co-operative leaders providing organiza-
tional leadership to form community councils with
othier co-operatives to address specific needs like job
ation and the provision of a new service in commu-
‘nities, and broader issues such as community devel-
‘opment.

Th:r(:)ugh co-operation between co-ops, develop and
upport bodies which will represent co-ops and credit
nions to legislatures and the public.

‘Decentralizing Strategies

At the same time as decentralizing member involve-
ment to the local shop level management focuses on
the international nature of the movement at national
international levels to maximize member benefits.
) example, Co-op Kanagawa provides links to agri-
cultural co-ops and bananas from the Philippines; in
Scotland trade occurs through Intercoop.

ocal committees of all kinds have the effect of decen-
tralizing, increasing local autonomy, and encouraging
caliinitiatives. When committees control their own
udgets, as happens in some of the co-ops studied, they
particularly free to be innovative. Also, members
of locadl boards and committees can be convened for
nsultation and decision making as desired.

tlantic and western Canada local co-op stores have
‘own board, in Scotland, branch committees. Of

&ico ops participating in this study, some were fed-

ations ‘of locally or regionally autonomous co-ops,

“were branch systems of one centralized co-op.

ssues of autonomy were necessarily handled some-

hat ditferently in these different situations.
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Revitalizing Strategies is essential that each staff member fully understands

» The co-ops participating in this project are all sclf-Co rative ideals, sympathizes with members activities, and

sciously “revitalizing”. This process is being hand professionalism in his or her duties and that we

in various ways. In all cases the initial steps taken w i1 education system for instilling this attitude. At

management-driven (where management is seen ime, we expect leadership based on independent

include boards and employee managers), though'g ‘a voluntary, non-profit spirit promoting social

eral members were also involved, to widely vary ation, including participation in the activities of mem-
degrees. These co-ops have, between them, tried: ndividual citizens.

assessing and developing vision and mission st xamples from experience:
ments through a participatory process, trying vari
overall structures {e.g. conventional or direct char
models in Atlantic Canada; federated or branch:
tems), spending a year or more planning a revitz :
ing strategy with members at all levels, drawing on: eveloping a System for Staff Participation in
input of local advisory committees, assessing com iston Making Adapted to Management Levels
nity needs, and so on. ; ¢ relationship between members and staff is a pare
: We must embed management participation of em-
as well as of members. Employees must have an op-
to-express their views, and the onus is on man-
o} .Wbrk toward developing systems based on those
is transfer of roles must be adapted to the level of
bility as well as authority.

txamples from experience:

cloping and delivering training and education pro-
s.to help employees learn about co-operative
‘of business and co-operative culture.

Developing Unique Structures

* In Canada, Saskatchewan Wheat Pool facilitaies m
ber input into commercial operations and agricult
policy through the reporting structure of the ¢
erative. Extensive financial support and comple
ganizational infrastructure symbolizes the significa
of member input into organizational success.
week annual meeting of delegates, Board of Direc lving employees in Quality Control circles.
and management further demonstrate the impor :

L anagement actively su i i -
attached to participatory democracy. 3 y supporting the involve

- L of employees at all levels in developing organi-
¢ Selective involvement in local and national policy, nal policy making (a clear commitment to indus-
sues of relevance to co-ops and co-operators.

orkers” Participation in Management

Theme 4: Expanding the Relationship with niries differ as to how far they have advanced
Employee Participation lly and socially in this area, but we must initiate par-

) o :  workers ] o - !
Helping Staff Support the Partnership with Member, . Workers In management. .V\ork.e'rs‘ (and their
A tute a source of constructive criticism of man-
We must advance a staff organization approp 1d-management must utilize such positive pro

the level of development of the co-operative and assignm p P
of functions within each organization. We must work for
coexistence of social effectiveness and operational effi
in the staff organization. ' 0-0ps have a range of structures for involving
loyees. In some co-ops employees can serve as in-

ples from experience:
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dividuals on local branch committees or boards of di-
rectors, Or May even serve as elected represen&ative of
employees. In other co-ops employees serve, or can
serve, as resource persons on committees of members.
Calgary co-op has established labour-management
committees at each shopping centre, with ties into a
senior committee of management and labour repre-
sentatives. In most of the co-ops CEOs and other top
management seTve ex officio on the main boards, while
in others these people may run for board offices. One
co-op, the Saskatchewan Wheat Pool, is going to sell
shares on the capital markets, and employees can pur-
chase shares as can anyone else.

Systems for Supporting the Construction of a

New Structure

The system to support the creation of a new organi-
zation must be built upon 1) a system for members’ educa-
tion starting with leaders of members activities, 2) a system
of communication related to operations and activities, 3} a
financial management system that supports growth, and 4}
a systern of data management.

ket forces. Also they concur that co-operatives have a
responsibility greater than a commercial one; they have
aresponsibility to ensure that the economy of the com-
munity is strengthened not undermined by the actions
taken by business. One co-operative emphasizes ex-
tending co-operation through an interdependent net-
work of co-operative enterprises which innovatively
applies co-op values and principles. Then, too, there
¢ claim that the role of a co-operative is to pursue
social activities relating to:

rotection and representation of consumers rights;

arantee of democratic participation; i

romotion of training of employees and members
bout co-ops;

_r_om_'otion of innovation and modernization
ithin sales network; and

dmproving the quality and professionalism of
mployees.
Establishing a Co-operative Identity
The course of success and failure of co-operatives cor-
nds to a building up and breaking down of the co-op-
‘ddentity. It is vital that we establish a co-operative
based on the new society. The co-operative identity
ire power in itself through the process by which
bers-and employees grow to hold the identity as their
ision: The co-operative identity is indivisible with sets
perative values, so that the realization of those values
arantee its foundation.

Theme 5: Economic and Social Responsibility

Enwisioning the New Society

The new society we envision is a peaceful society of
citizens based on free co-operation of individuals, or a peace-
ful community where people, society, and nature are in har-
mony. We think this is a reasonable vision for most co-op-
eratives affiliated to the International Co-operative Alliance,
and a useful statement for choosing strategic directions in
co-operatives.

Examples from expericnce:

xamples from experience:

hanging the image Co-ops have in some countries of
g reliable but ageing organizations which survived
ie Tural hinterland to a modern highly competi-
rban store.

+ All the co-ops in this study have gone on record as
being committed to something beyond the material
well being of their members. For example, they agrec
that the role of co-operatives in community is to bal-

_ance the competitive forces of the market so that the
mermber is not buffeted unduly by uncontrolled mar-

ber publications.
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onclusions
. In summary, there’s nothing mystical about member
mitment and loyalty, nor are these qualities of personal-
V. Gommitment and loyalty are built (or not built} in the
veryday workings of an organization, and on the way mem-
evaluate how they are treated. All businesses depend
mmitment and loyalty of a kind. In fact, many private
iniesses work harder for customer loyalty, and for an im-
sa good corporate citizen, than do many co-operatives.
commitment and loyalty are neither mechanical nor
etely predictable, they can be fostered rather than left
iance. Co-operatives have access to a varlety of ways to
ce ‘member loyalty and commitment, including one
ther businesses cannot offer— the promise of demo-
put and of a variety of opportunities to participate

P.

* Working in the school sysiem to increase co-op visibil-
ity

o Al the ¢o-ops work at making Co-op Label a brand -
symbolizing quality and reliability. This has been par-
ticularly significant in Japan where Co-op Label is an
assurance of lack of contaminants.

» Honing the association between co-ops and local com-
munities is a process that is ongoing in the co-ops rep-
resented here.

System for Ongoing Expression of

Social Achievements of the Co-operative

Co-operative management must continuously ex-
press the substance of achievements to people within and
outside the organization. To do that, it is important to estab-
lish themes based on an annual review and the goals for
such themes.

Introducing Systems for Social Audits and

Social Accounting

The substance of the information will determine the
form of the system for obtaining evaluations, chiefly from
members and staff (and their families) but also from local
government, businesses co-ops deal with, the mass media;
various community organizations, and society at large. We
must construct a system for reporting and where appropri-
ate quantifying a social evaluation of the co-operative or-
ganization and its business operations.

Examples from experience:

« While all co-ops are working at ways to implement this
idea, the Italian co-ops have perhaps gone the furthes
in evaluating and communicating the co-operative
performance on its nonfinancial objectives. They pr
duce a social audit showing the financial and socia
contributions of the co-operative to members and th

community. This is supplemented with a budget th

lays out the objectives for the coming year. '
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Chapter 2: JAPAN

“There is a need for an exchange of information regavding the ways in which
established co-operative orpanizations may be revitalized, above all as vegards member
participation. This is mammly a matler of identifying and lesting new ideas. Such
exchange of experience is, of course, cu wemly taking place. The need, however, is lo
achieve a contfinuity and a comprehensive view of the especially good examples. The
TCA would be the natural co-ordinator.” (Book, 1992:19)

The Japanese Consumer co-operative movement is the
most dynamic movement in the industrialized countries to-
day. Although the roots of the movement go back to carly
part of this century and the impressive pioneering work of
Toyohiko Kagawa. Most of the current co-operatives started
in the 1940s and have made impressive gains during the
1970s and 80s. The retail industry is highly regulated in Ja-
pan, land prices are high and direct buying of food has be-
come popular. Many members groups (hans) have food de-
livered each week. This comes directly from the warehouse
and one member takes delivery of the food for the group
and returns the next week’s orders. This, combined with an
integrated network of stores, has enabled consumer co-op-
eratives to be very competitive. The consumer co-operatives
have merged into prefecture organizations (restricted from
spanning prefectures by law) and have developed extensive
food testing and procurement federations.

The organizations are premised on women having spar
time to attend han meetings and be involved in the partici:
patory structures. But, Japan is changing. The restriction
on food imports and reguiation of the retail trade 1s declin-
ing. Women are returning to or staying in the workforce in
increasing numbers and the premise of participatory democ-
racy is shifting. This trend is recognized by leaders and C
op Kanagawa, one of the largest consumer co-operative in
Japan, is responding to the changes by innovating new ways
to involve members and keep membership meaningful.

Mr. M. Yamagishi, President and CEQ and Mr. H. Komo
describe the changes underway in this innovative organization,
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‘social setting, consumers’ co-operatives developed
nsumers’ movement through the organization of
housewives. There were three reasons for this. First,
of the business and the members’ activities were
ian groups; these developed into a particularly
cpression of participatory democracy. Second, co-
developed their own products that contained
rmful chemicals nor food additves. Third, co-ops
ped small-scale stores supported by joint-purchasing
ns and members’ activities. In this way, the Japa-

nsumers’ co-operative movement expanded rapidly
middle of the 1980s.

er, from the mid-1980s the conditions for Co-op
a shifted as the external environment entered a
ctural change. During the past 10 years, Japa-
conomic development has been characterized by
rers moving production capacity offshore because
yen (endaka), which began with the Plaza Ac-
85.. During the same period, the country experi-
¢ and fall of a bubble economy because of the
nalization of stock and money markets.

Co-op Kanagawa
by M. Yamagishi & H. Komori

Current Situation

Japan covers an area smaller than Sweden and has a pop
lation of 125 million. The country’s GDP is the second lar
est in the world. Co-op Kanagawa has its headquarters 1
Kanagawa Prefecture, which lies to the southwest of Tokya
Kanagawa Prefecture occupies only 0.6% of the land area
Japan, but its population of 8 million corresponds to 6
of the Japanese population and is roughly equivalent to t
entire population of Sweden. Also, the GDPs of Sweden a
Kanagawa Prefecture are about the same size. '

At present, there are 649 consumers’ co-operatives In
pan, and they have an aggregate turnover of 3.3 trillion yen
Their market share is only 2.7%, which is not at all high
comparison with co-operatives in Western Europe. The
largest consumers’ co-operatives account for 38% of aggre
gate turnover. In addition, unlike in any other country, Ja
nese law strictly forbids use by non-members, Jimits the ar
of operations of each co-op to a single prefecture, and for
bids financial business.

The first Japanese consumers’ co-operative was Co-0,
Kobe, founded in 1921, but the majority of co-ops, includ
ing Co-op Kanagawa, were started after World War T1.1
the period of confusion that followed the war, activities t
secure foodstuffs and to safeguard everyday life originate
in the labour union and citizens’ movements. However, de
velopment of consumers’ co-ops did not take off until th
1970s. The rapid economic growth that started in 196
brought a variety of problems for society, beginning wit
pollution and harmful food products. These problems gra
ally became more severe with the oil crises of the 1970s
large number of citizens’ organizations were formed base
on opposition to the corporate philosophy of “profit firs

isalso undergoing political transformation. For al-

s after World War I1, the Liberal Democratic
DP)} governed Japan. When what had amounted to
Ty, _1'*1_'11e collapsed, existing political partes lost
niew parties were formed, and the resulting pano-
ons regrouped in consecutive coalitions that held
y uneasily. During the 12 months following the
of Kiichi Miyazawa, the last LDP prime minister,
bility reigned as the country experienced four
t government.

nother perspective, brisk progress in globalization
oncérning people, goods, money, and information
road effect on citizens’ livelihoods and conscious-
arencss of problems relating to the environment on

ale has emerged and won those problems a

ame time as new technologies are causing a flood
formation, communication between neighbours
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and the person-to-person contacts that once characterized
local communities are eroding.

Additionally, in 1994, the percentage of the Japanese
population over 65 years of age passed 14%, so Japan has
already become a society of the aged. More importantly, the
rate of growth of this segment of the population is accelerat-
ing, and awareness of problems of social welfare is spread-
ing apace.

In the midst of these changes in our social environment,
the number of women working outside the home has grown
such that a majority of all adult female Japanese are now
gainfully employed.

Further complications arise from recent programs (o re-
Jax government regulation on pricing, focusing on the dif-
ference between prices of Japanese and foreign products
(partly as a result of globalization) and the gradual entrench-
ment of changes in the price structure caused by a pricing
revolution, with prices cut by more than half compared to
previous levels in domestic retailing. These are reflections
of international structural reform of systems of production
and distribution and price mechanisms as well as the appr
ciation of the yen.

These types of structural change in the external environ:
ment naturally have had a significant effect on the lifestyles
(values and conduct) of citizens and have made it impera-
tive for Co-op to review the best means of member part
pation and business operations. '

Members’ concerns have evolved beyond the previous i
terests in “economy and safety”. Individual concerns ha
spread to a greater or lesser degree to a wide range ol:
sues: peace, the environment and welfare, as well as job cre
tion. At the same time, economy has been refined to beco
quality at low prices, and safety to heightened safety derivy
from advances in food science.

The Co-op is losing its exclusive appeal as a means
participation for full-time housewives symbolized by #
groups. We must devise a means of participation and bu;
ness operations structured around the lifestyles of worki
members whose children have grown up.
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onsumers’ co-operatives stand at a crossroads in deal-
vith the current pricing revolution: Is it possible to in-
se member participation in business operations and en-
¢ that Co-op products embody co-operative ideals? (As
tered 1994, it became apparent that some Japanese
onsuiners’ co-operatives with long traditions had virtually
ba_i_}krupt, and a nationwide debate re-evaluating a fed-
business structure has started. In addition, the agricul-
O-operatives contimue (o restructure as a result of new
islative restrictions on foodstuffs and market liberaliza-

f agriculture.)
On the agenda for today’s Japanese consumers’ co-op-
ve movement is, first, the innovation of members’ ac-
s and creation of new avenues for participation by
be a_nd a system for such participation; second, inno-
n of business activities for participation of members and
ing the quality, price and assortment of products
n_c;ling to members’ needs, so that co-ops do not lose
te refailing interests; finally, the integration of these
nnovation sorely requires the promotion of lead-
who are able to realize a vision of the future and to

on. fM embers’ Activities and Management
n Based on Participatory Demacracy

our definition of management “continuously
-operative organization and its activities to-

, we can classify such management according to
nto “management of business activities,” “man-
£ members’ activities,” and “strategic manage-
ining the two. We must focus on the functional
of'these three through the attractive force of co-
values -and a vision of the co-op combined with
otion of management participation by members and
With'respect to management participation by
we are pursuing broader participation suited for
nto a structure enabling members’ initiatives,
agement of activities in the members organi-
'also in management of activities in the business
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organization and in strategic management. The trend f mitic members’ surveys, studying the everyday
our Co-op in goods and services supplied and the numb f members, and analyzing change in our exter-
of members can be seen in Addendum 1. rent; all founded on the 10-year long-term plan,

ting a course toward a tangible business plan

Understanding the Needs of Members ﬂiﬁl members needs.
and the Role of the Co-op '

Japan’s political, economic, and social environment h; eation of New Fields for Members’ Activities
seen great changes since the yen began rising in value as nagawa has worked to set up “avenues for par-

consequence of the 1985 Plaza Accord, a turning point’; onding to the new needs of members. In 1988
our country’s history. The metamorphosis of international vities were positioned among the under-

zation, the spread of the information society, and the adve £ Co-op members. There are eight fields of activity:
of the ageing society have had substantial effects on the co ¢ and household accounts, the environment,
sciousness and activities of Co-op’s members. Addendum e, health, international exchange, and labour.
presents the results of surveys of citizens’ consciousness (ca '
ried out in December 1986) relating to social issues concern-
ing the inhabitants of Kanagawa Prefecture, the site of ou
operations. In addition, in the three years or so since |
pan’s so-called bubble economy began to deflate, the disty
bution sector has been squeezed by a pricing revolution
trend toward narrower differences between the prices
domestic and foreign products caused by globalization), an
workers have suffered from unemployment and declinin
incomes. As Co-op members’ desires for safety have grad
ally been augmented by stronger requests for lower pric - - ) PR .
in );)articular, a trend toward tghe us?: of supermarkeft)s has rporate the field-specific activities in basic Co—og
emerged. On the one hand, members’ attention is focuse are pushing forward with a reorganization t(l)wztllr1
on environmental issues partly because of increased concern ygrams e_pc’o.mpassmghwha‘t were [I;) FEVIOUsTy tivs
for the environment worldwide. Because of the ageing of roup activities and w aEIale 33.“. USTESS ac ort
the Japanese population (the proportion of people in Japan d activities of committeéas. , I;I 4 i 1t1_0‘ni o 1su§§u /
past the age of 65 exceeds 14%), we see more concern fo i , we have crt?atg ,at; c ;s'trlatleved, grefeg—
welfare issues. Co-op activities and the best methods fo vmonon meetings and, aEt € regiona 31_11 fpr To-
members’ participation will be greatly influenced by such e‘ld.-.s.peaﬁia;tllvétyEp ! (ilmotu;n ([:om;cllesv e(f ﬁ%ld-
changes in popular consciousness although Co-op has not 1viies n each Lield. ?IC p“i ec ;l’lr% board
paid sufficient attention to these trends. Addendum 3 show uvity promotlon"couna ex}lgg,lasc,fes t he O—t(')p't ho
the results of a survey of members conducted in May, 1994 i nd sroup leaders responsible for that acuvity w
i leadership by deciding on the action program and

This means that the needs of members have changed or ut. This system makes it possible to mesh volun-
been amplified in that members have widened their scope; activities with the Co-op's basic policy.
from previous Co-op areas of activity such as peace and prob- , i b edto] ve themselves
lems of consumer goods. At Co-op Kanagawa, we are carry: be Qfmembers who wanted Lo improve

romoting these field-specific activities were
achlocale. As of March 20, 1994, these groups
Tand involved about 2,500 members. There
tcles (as of March 20, 1994}, as venues for

re their hobbies and special abilities, in which
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in work for pay gave birth to a workers’ co-operative. The:
workers’ co-op, consisting solely of members of Co-op, chiefly:

carries out work commissioned by Co-op. In particular, this

field has become a setting where experienced member lead-

ers can play a central role in developing know-how and ex

pertise. There are now four workers’ co-ops, as detailed in

Addendum 4.

A new outgrowth of joint participation is the establish-
ment of and participation on fureai farms. In this activity, a

group of people, usually a few dozen regulars, raise vegeta-
bles organically on agricultural land leased from producers

and supply the vegetables to Co-op stores. There are around
10 locations where this example of participation is found.
Currently, we are preparing cultural appreciation festivities

envisioned on a scale of 2,000-3,000 members, as an inte:

gral part of cultural activities. A variety of forms for joint
participation have emerged, including teams of members

promoting product development on their own and teams
supporting local stores. Their success indicates that we should
expand the concept of Co-op members’ groups.

Since the spring of 1994, each region has held present
tions of the activities of circles and groups together with meet-,
ings for exchanging views. We call these get-togethers “Co-
opcation”.

Promoting Participation in Management,
including Management of Business Activities

The areas and levels of Co-op decision-making are d
verse: from themes related to strategy, to how to advance
members’ activities on a local level, the development of C
op brand products, up to the handling of products in the
shops. Of course, the relationship between members and
employees can vary, depending on the content, but we b
lieve that it is necessary for members and employees, what-
ever the level or area, to actively participate in decision-mak-
ing.

There is a clear correlation between the level of partic
pation of a member and that member’s use of the Co-op, as
can be seen in Addendum 5. Of particular interest is the

rity between leaders of han groups associated with
op and han members. There is relatively little dif-
the amount of patronage by han group members
dual members. This is not only an indicator of the

| e} m management

¢ past 10 years, the Co-op business has been

red any number of times. For example, there were

en the surplus from operations budgeted at the

g of the fiscal year could not be achieved, and it

atithe patronage refund and return on members’

could niot be paid as members had been promised. If

mise:could not have been fulfilled, it would have

‘problem relating to the social trust placed in

‘extricate the co-operative from this dangerous

¢ kept members informed of the actual business

ons and resolved the problem by drawing on the en-
nembers collaborating with staff.

1994, employees and members on committees
allfian group leaders near outlets (involving 1,100
and 700 staff in August and September 1994) and
s to deliver dividend and patronage refund no-
embers (in September and October 1994). The
us activities engaged almost 10,000 members.

nnual general meeting in 1994, the mediocre qual-
s and vegetables and the development of staff re-
:support members received the most intense criti-
with these issues, teams of members working
{incremental, steady improvement of things large
re formed, and concrete work with staff'is un-

ategy 'o_r changing its regions. We also took steps such
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the objectives set for the general meeting of members), and
are settled and incorporated in regional initiatives by regional
management committees. The sum of the business budgets
and plans for members’ activities’ in all regions becomes the
goal of Co-op Kanagawa.

Fourth, to reflect members’ needs in business operations,
as heard in opinions voiced at outlets, we have made it pos-
sible to fulfil members’ needs by creating Users’ Discussion
Meetings for each store as well as to form teams according
to the need to organize activities around various themes.
For a long time, we have been promoting members’ partici-
pation in Co-op brand product policy, supply policy, and
product development. But now we have also inaugurated a
system with the aim of adapting the content of such partici-
pation to the current scale of the organization and of pro-
moting members’ participation in business format
policymaking and policy at associated companies.

By steadily developing a system such as that described,
we hope to further enhance the conditions for members’
participation in Co-op, as shown in Addendum 8.

The Innovation of a System of Communication that
Encourages Initiatives

Every month, the views, complaints, and proposals re-
ceived from members in various meetings and in the Co-op
shops create feedback for the members submitting sugges-
tions and for the district and local level committees. Also;
since 1989, members have made their voices heard in Co-op
head office by means of a direct, toll-free line, called Moshi
Moshi Co-op (Hello! Co-op!). An average of about 350 en-
quiries are received each month.

Co-op Kanagawa currently publishes a members’ maga-
zine, called Mo, and sends 300,000 copies out each month,
chiefly to the 270,000 members of han groups. The in-house
newsletter Fureai is distributed to all full-time and part-time
employees, all committee members, and group leaders.
However, because of the decline of the han system and han
group leaders handing them out at meetings, the number
of copies of Mio that actually get distributed has declined.
52

embership will total one million, but Mio will reach
‘than 200,000 of those people. While each commit-
ives a veritable flood of diverse information from
P head office, it has once again becorne necessary to
jechanisms for ensuring that the person who needs
1ation gets it when it is needed. The same can be said
business organization. Co-op aims and policies are
ectively conveyed to the people working on the front
the shops or depots, and so much printed matter is
hit staff have no time to read it all. Thus, the con-
nd reform of methods of distribution have become im-
i _
»ur desire to broaden participation in Co-op, we have
n investigating alternative means for delivering Co-op
n relevant to each individual member. In the au-
1994, we distributed patronage refund notices and
¢port summaries to individual members in conjunc-
ith visits by active members to non-active members.
ver,;we Tecognize the need for a new system including
_distribution of information to all members. We plan
lement a new system in fiscal 1995 to deliver patron-
und notices together with the annual report and spe-
oduct offers to all members.
sxperimented with the monthly distribution of Mie
ember’s home, but from fiscal 1995 will begin to
a more reliable method for distributing Mio
gh joint participation groups, starting with an groups.
ave started investigating a new information network
personal computers and have been thinking of pro-
‘members’ activities rooted at the community level
_ess_ing the information contained in data from mem-
yurchases and application forms by computer.

novation of a System of Member Training and
Education Beginning with Member Leaders

lember training and education has been promoted based
herent philosophy of training and study for mem-

r the future. At present, we have invested much ef-
in the cultivation of member instructors for study activi-
: 53
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ties organized near members’ homes. As of March 1994, 34
members were authorized as teachers for the Sakura School
The Sakura School trains the members’ own teachers in sub:
jects ranging from the history of Co-op to methods for pro-
moting members’ activities, the role and methods of com:
mittee procedures, and so on, so that they in turn can train
other members elected for the first time to positions of re-
sponsibility on committees. The instructor training course
is conducted by experienced member leaders. In addition
to teachers for the Sakura School, 34 members are recog-
nized as instructors for courses on food products, 21 in peace
and 23 for newsletter editing. In particular, food products
gave rise to 24 new instructors, and during fiscal 1993 these
instructors held 27 courses on food, of a total of 39 courses
held. Now we need to find a system for reregistering teach=
ers 1o keep pace with our growth policy. In addition, plans
are being made for furthering the training of instructors in
other fields of members’ activities.

Thus we are designing an education and training system
covering every level of Co-op from new members and mem-
bers of committees, to the level of board of directors—and
all fields of activity, from the environment to welfare. A par-
ticularly timportant task here is the development of a system
for finding and training candidates for regional manage-
ment committees and the board of directors.

Employee Participation in Decision-Making
Corresponding to Management Levels

What we mean when we talk about employee participa-
tion in decision-making at Co-op Kanagawa is that employ-
ees corresponding to each of the management levels per-
form their duties actively and not passively. We speak of
management in which everyone participates. With this in
mind, in 1981 we began to institute quality control circles
(QCs) and went on to introduce total quality control (TQG)
in 1985.

In QC activities, full-time and part-time workers at the
front line of operations, on-site, use statistical methods on
themes closely related to their own duties. Creating small

54

nent and haizen activities. In each of the areas of
'blhty where top goals are elaborated, too, employ-
ermine themes important for promotlng Lhe fiscal

T newal of the business organization structure are
; with the participation of employees from all differ-
anksof the organization.

e eﬁ:qé TQC activities comprising QC activities, goal

1ent activities, and function-specific activities as: The
efforts of the total resources and employees of the
mers"co -operative toward our No. 1 puorlty to raise
of quality of goods and services so that it meets the
nds of members, specifically the quality necessary for
s that help maintain members’ lifestyles and health;
of facilities and service so that members can com-

ly use the Co-op; a quality of operation of the mem-
ties that makes them enjoyable for members; a

of work by Co-op staff that is in the truest sense based
wpoints of members. We are moving forward by
ssons from and sharing information in the form
lent: examples publicized at the quality management
nces, held twice a year and at the QC activities con-

entaﬂs a number of problems We mlend to move
th'the development of a system for staff partici-
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employee participation in management and initiati
of discussions with all employees;

te valuable and want to continue to pursue this
ionin management, which plays a role in develop-
op movement.
ce March and the Co-operative Festival are ex-
of collaboration between the labour union, the Co-
: f:'dir'ectors, and members acting as a single body:
p. Ini addition, labour unions and each membel"s
ini each locale and at each site of operations, such
hop, meet to discuss topics of common interest.
atherings for discussion involve the manager of the
resentative of the members, and a representa-
¢ union for that site. And they hold joint events
cal Co-op Days.

Conversion to methods for everyday operations an
communication that put a premium on individual d
velopment of employees;

Establishment of policies for business planning base
on the understanding and consent of employees a

quired through a bottom-up consensus-building pro
ess;

* Development of staff resources who register the opin-
1ons of members on how staff can best participate -
and cooperate with members activities; and

* More thorough education in policy and co-operati

ideals as well as on-site skills training. ng n foT’m ation about the Objectives and

enis of the Organization
izing the Co-operative’s Social Achievement:s .
.ve-social audits that serve as a system for Periodl—
niblicizing Co-op’s social achievemqnts are vital. We
of social audits as a series ol activities to Judge how
progress is being made in meeting members’ needs
gh econormic activities, fulfilling our social responsibil-
1 respect to the environment, Weifare, cultqre, peace,
-operation within the co-operative community domes-
y and internationally. The achievement of these aims 1s
i1 the development of human resources, embodied
+ members and employees, through participatory de-
all for the ultimate aim of creating a peaceful com-
ere people, society, and nature are in harmony.
ocial audits fulfil their roles when the goals and-plans
1 and the evaluations carried out for the auch.t, are
o follow and use as strong and objective a statistical
roach and method as possible and involve participation
rd parties.
\Iso, by ensuring that information about the resulﬁs_gf
its reaches a broad audience of members and Citi-
the Co-op’s social role will be better understood. This
cy has not yet been developed on a broad scale.

Worker Participation in Management

Our position on the role of workers and the labour unio
at Co-op is as follows. As Co-op specialists, workers are in 2
position to become acquainted in their daily lives with many
specialized techniques, know-how, and experience in the
process of having regular contact with citizens” movements
and issues such as living standards and prices, while as wage
earners they defend their own lifestyles and rights. Also, w
expect employees as citizens of the community to conduct
their daily lives in a co-operative and volunteer spirit.

Relations between the board of directors and the labour
union should be conducted in a democratic manner. At th
same time, we think we have to build labour union partici-
pation in management on the development of democratic
relationships so that every link between management-level
employees and general staff in daily business activities are
conducted in a democratic manner, and every link between
the Co-op board of directors and members and labour un:
ion members functions properly in the purchasing activities
and other areas of the members’ movement. We think the
labour union’s positive proposals and constructive criticism
of policies and aims as they relate to management of the co
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t. such that in 1987 a long-term plan was adopted,
ollowing year a corporate identity program was
i1 the midst of promoting each of these programs
4ns. our ultimate vision of creating a peaceful com-

Making Membership Mea,ningfﬁ
A System of Social Audits and Social Accounts

The social roles that Co-op is fulfilling require that the
organization not look on the evaluations smugly. If other
citizens do not come to similar conclusions about us, then oL : L
our evaluations lead to nothing but self-righteousness. We here people, society, and nature are in }farrmony
must create a system of auditing committees involving out- the thinking of many members. A new Oc%’o‘:}illpe
siders as well as techniques for evaluation and compilation ss this is also well-known among {nf:‘mbers and other
of items that will be the object of the audits. have sloughed off our carlier Co-op persona.

. o s o - y ac-

As an example of what we must develop in such a system rd ;; ¢ El ave ddt‘f:l nc;:? rﬁfxfbglf;otzpacc%rf; Cttl?;% can
we can look at our recycling efforts based on the Co-op’s : Y ot CO%S-;- uet society: th:’:lt has shown society
ecology action program. Members have on their own initia: i 1:_(3515.)0;']131 iy Oe o enY’to the public as a mem-
tive recycled milk cartons, empty cans, styrofoam trays, and nature; that 1;1]10; ha\l,)e carried olfn plans, we have
PET bottles. In fiscal 1993, they recycled 19 million milk ed ?’mr}‘:‘&mw‘ S(V)Vl-lc such as those relatililg to the
cartons, 1.8 million empty cans, and 26 million styrofoam peg gac lfo:op Pd ‘{éure and have promoted mem-
trays. Those activities cost ¥150 million. However, the ac B Lweare, it Zueme;u Also, we have advanced
tivities reduced waste management expenses of local gov- ruc;_pagon m m(zim glic ‘1 a variety of areas of Co-op
ernments about ¥27 million. In addition, they resulted in _lf_ltog eoAry aIEb p(?negso erationys we have opened
the production of more than 2.22 million rolls of toilet pa: : nF eaic'iea Ot busl < OfP member’s’ needs and re-
per. By continuing to apply such methods and evaluations 10ps, based on survey

> ” . ranizational structure, and have progressed in

the results can gain the attention of the mass media each n organizationa s F g 5[- n. and
ear, as other reports published in new d uchas the founding of the U Co-op Federation, and
yean T reports pu 1l newspapers do. fliienced in no small way the Japanese consumers

We plan to expand our reviews to find such concrete ex:
amples in other areas to thereby indicate, among other
things, the activities’ objectives, results, and contribution to
society. And we are beginning to create procedures for do
ing just this.

- we have not come far enough: In the compound
on'that began in 1991, a combinatlon_ of a downturn
jusiness cycle and structural problems in the economy,
hése consumers’ co-operative movement, including
1, is now facing new ordeals. If we do not fulfil our
roles partly by succeeding with business operations
embers’ participation, then the survival of Co-op
threatened. We have begun preparations for adopt-

W long-term plan to take effect from fiscal 1996. We
tly aspiring to fulfil the role of top management

“strategy for strengthening even more the par-
of employees and members.

Relationship unth Employees

Promotion of Human Resources and
the Development of Participatory Democracy
Since our co-operative was founded, we have faced many
troubles. However, the history of our movement is such tha
we have always succeeded in transforming such situations
by drawing on the energy of members. This is because Co
op top management has never wished to have a mere shell
of an organization. Since the latter half of the 1980s, as busi<
ness operations and the movement entered a period of stag
nation, we began analyzing the external environment, man
agement resources, and the conditions achieved by the busi
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pl_oy'e’é Education as a Partnership with Members

he scale of an organization expands, there Is an
panying change in the consciousness of employees.
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As a place of stable employment, Co-op has become an em
ployer of choice. While this in itself is not bad, the reality is
that loyalty to Co-op activities is waning. In such a situation
employees, who in the past shared burdens with members
are now expected to play their roles in a new configuration
For that reason, we are expanding the opportunities where
members and employees may work together so that employ
ees can understand the mood of members. All key person:
nel with head office duties participate in committee meet
ings with members in each district, to think of ways to en
hance local members’ activities. On Co-op Day each month;
head office personnel promote activities that support the
stores to which they have been assigned.

A particular source of strength is the encouragement o
voluntary participation of employees in members’ activities
(Obviously, coercion is not allowed.) In this year’s Peace
March 550 employees marched alongside members. Co-op
has reimbursed the expenses of staff who wished to partici
pate in exchanges of views on production farms; in 1994
five employees took part. At the local level, staff work along:
side members in organic farming activities, and a slowly bul
gradually growing number of Co-op employees participate
in home help activities for the elderly.

Through employee training, too, we want to reappraise
our personnel and training systems, moving from the previ
ous command style of management, to one that encourages
employees to devote their energy, which will be generated
by the high regard accorded their initiative.

Being a Co-op in the New Society

The goal of realizing the essence of being a co-op can be
likened to realizing the co-operative identity. We think this
goal is to heighten the quality and quantity of every type of
activity that moves us toward the realization of co-operative
values (economic activities to meet needs, participatory de
mocracy, development of human resources, social responsi
bility, international and domestic cooperation among co-op:-
eratives) which aim at creating a peaceful community where
people, society, and nature are in harmony.
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: fo‘r the circumstances surrounding members of our
ative, issues related to the lifestyles of members —
: problem, the system of taxation, the electoral sys-
issues of pensions-—have accumulated. Taking those
ount, Co-op has published The Board’s Outlook from
sition of protecting the lifestyles of our members and
racy, proposed directions as to how members should
with these matters, and expressed to society the posi-
ur Co-op as determined through a great amount of
beration among members. We are raising the profile of
-op identity by celebrating 20 years of successful Co-
tive Festivals in 1994 and, in 1996, the 50th anniver-
its founding, by compiling a commemorative history,
g a Life Science Center, Asian Co-operatives Coop-
n Ceiiter, setting up multipurpose funds, and other
ties. We want citizens who are not yet members of Co-
n; members to deepen their sense of belonging to
~and to create a consumers’ co-operative movement
will:further the participation of all.
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ADDENDUM 2

Survey of Kanagawa Residents’ Perceptions towards Daily Life and
Social ssues (December 1986)

ADDENDUM 1
Turnover and Number of Members in Co-op Kanagawa

(1) Turnover

Would like to in future

-Paicipate in group

200 akbtivities, inchuding
hobby-related ones
180 |- .
160 Engage in activities
-almed at improving the
140 lozal environment
120 e
100 - Ip older persons
80 e
£0 p--- N
Engage in enviconmental
40 |- congervation activities
" : Engags in popular
(Billion yen) © = ovemsnts, including
1955 1860 1965 1970 1875 1980 198BS 1950 1993 (year) {peace movements

(@) Number of Members
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500,000

800,000
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100,000
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ADDENDUM 3

Survey of Members’ Consciousness and Actions

(1) Participation of Co-op Members in Co-op Activities during the

proceding two to three years

Activilies related to hobbies,
culfure, the environment,
weltare, and others

Peace activities

Study of products, fifestyles,
alc,

Recruiting new members to
Co-op

Collecting money or
Signatures on petitions for
various causes

| Actually participate
Would like to participate
Do not intend to participate

l No answer

S R

Making Membership M eaningf

ADDENDUM 3
: .Survey of Members’ Canscioushess and Actions

t-of non-Co-op activities in which Co-op members participate

"Four or mose
“Onetothree
None

" Na answer

volvement in groups,
lizding hobbies

valvement in lacal
clivities

“ fwolvsment in

eduoational activities

nvolvemant in
volunteer activiligs

. L L PR |
20 25 3¢ G5 40(%)
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ADDENDUM 4
Cutline of Workers' Co-ops, 1993

ADDENBUM 3
Survey of Members’ Consciousness and Actions

cugIc

ALCO-0P

{4) Volunteer or community activities

330 persons 103 persons

¥6.24 mn ¥2.54 mn

¥35.00 mn ¥67.00 mn

Y104 mn ¥0.51 mn

» Nursing care for the aged and
disablad

= CalateriafCatefing

Want to participate Do not want to participate e Housemork -;La:\sl;gormﬂord-pmcessing
) = Editing/Graphic dasign
* Escorling to and fram a = General affairs/Acconnd)
I Noanswer hoapfal « Handicrats "
# Assislance with child care

« Gonsral hslp bekare snd ater » Tempotary work in stores

Ike birth of a child

(5 Changes in perceptions of household expenditure during the past two to
three years :

“MINE" “APPLE EDIT"

7 persons 3 parsens

¥150,000 ¥50,000

Have becoms sensitive
{o prices

¥3 mn (projecied 1994} ¥920,000 (projected 1994)

None None

No change

. @ Planning/Crganizalion * Publishing and editing

Less orientation toward ;. of cullusal events = Advertising and Design
5 " h .. Managamant of Co-op {rnaking leaflsts and
high gquality or expensive " 9 ;
igh quelity o Hail rentals pamglets, franscrabing lapes,
and olhar word processing)

s Catering
Lost interest In fashion .

Other

J
i 20 30 40 S50(%)

Selected from simple aggregates in the report on the survey of Co-op members
carried out in May 1894. Of the 3,000 questionnaires distributed, 1.098 were
returned; 100% in the graphs above represent the total sample of 1,088 5
respadents. All graphs taken from simple aggregates in the report on the SUIVE)

of Co-op members. :
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ADDENDUM S

Patronage and Participation

ADDENDUM B
sw Parlicipation of Members and the Best Methods for That System

Average amount of purchases associated with L A, Members
a Co-op shop per month as of January 1994 o
(based on a random sample of 100 members

. Hans, Groups and Circles

C. Local Communities

. Members' Get-Togethers

tndividual memb o ' Di i
ndivi er motion:© £. Local (Members) . Userg' Discussion

Han group member Commitiees Meetings

Han leader

Local committee memb o . Users’ Teams

District committes mermibe

. Discussion
Meetings of |ccal
Committes
Chairparsons

Qrganized by
Themes

. Users’ Councils

- K, District (Members) Committees

} L] 3

3 T ] B
40,000 60,000 70,000 80,000

{yen)

M. Regicnal Management
Committee

Q. Regional Audits
Committee

>, Regional Annual General Meeting
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Addendum 6 cont’'d

A, Members

(1} Ase individuals who invest in the Co-op.

(2)  Are the subject of "participation in management® being promoted.
(3) Can make use of the Co-op's vaded goods and services.

B. Hans, Groups and Circles

(1) Positioned as venues for joint participation,

{2)  Censist of more than three people, among whom a leader is chosen, and
musi rengw registration once & year.

(3)  Promote voluntary communication and activities.

Han: A venue mainly for members to jointly use the Co-op business. (The rules
regarding business use are sel up separately.)

Group: A venue for members to promote the review of merchandise and

lifestyles, or explore social themes. (Anybody can join.)

Circle: A venue for members to pursue hobbies and share special falents. (Anybody

can join.)

C. Local Communities

(1)  Venues where members' parficipation in management is promoted through
relaxed communication.

{2}  The units for organizing "'members' gettogethers.”

(3) Where each member is registered,

D. Members' Get-Togethers

(1}  Sponsored by the local members commiitee.

{2)  Any member, including those in hans, groups, and circles, residing in the
community can join.

(3) A venue for gathering members' voices.

(4} A venue for discussing and spreading information about the Co-op's aims.

E. Logal {(Members) Commitiees .
(13 Alocal (members) committee is made up of local members volunteering to
represent the members' organization in the local community.

Activities include:

{a) toget Co-op management 1o refiect membars requests and 10
broaden understanding of the co-cperative movemant and the
business

(b}  to promote assistance and exchange in the venues for joint
panticipation in tocal communities

{c}  to hold events and activities together with other local organizations
and extend the scope of those activities corresponding to the degree
of "pariicipation in management.”

Any member can join a committes, and committee members decide who will

serve as chairperson, freasurer, reporier, and auditor.

The committee organizes "members' get-togethers™ in April, September, and;

November.
The Committee officers’ terms are two years, and a member may serve two
terms in each position. The year starts on March 21st and ends on March

'2_01.11._1he following year.
He' committee is designated *Co-op Kanagawa [so-and-so] Region [so-and
s0] town {or village) {so-and-sc] members' committee.

iscussion Meeting of Local Committee Chalrpersons
Sporsored by district (members') committees.
sts of district committee members and local committee chairpersons.

~Discussing district goals. ]
Exchanging experiences of local (members') commitleas carrying out
“activities, etc.

yollon Committee for Groups
ponsored by distiict {members) committee.
“Cénslsts of representatives of groups.
Acliviies include:
@) stimulating Co-op policy to reflect the views of members in groups

“supporting groups in the district and promote the exchange of views
and experiences
‘planning and executing activities with the disirict committee

&' Discussion Meeling

way of infroducing the views of members who use the Co-op business into
perations.

ponsored by a Store managet or area manager, any members can join,

#h members not belonging io a local committee.

sars' Teams Organized by Themes
timad by store and area on the initiative of store managers or area
nagers
Togather with statf, promote activities centering on themas that lead to
prhotion of store usage

‘Councils
Sponsored by district members’ committees.
Gonsist of store managers, area managers, and district commitiee members
who are in charge of Users' Council.
A-way of introducing the views of members who use the Co-op businass into
opaérations.

veniue for discussing monthly business goals,

ot -(Members') Commitiees
anized by members in the district and represent the members
mization in the district.
jalibarate and execute ptans for promoting and realizing goals decided
@hnual general meeting (and regional annual general meeting.)
mote mambers' “pasticipation in management” in each district.
promote members' activities in the district, including promoting use of Co-
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op business and field-specific activities.

{§)  To enhance involvement by district members in profit and loss of the
business operations.

{6} The Committee members’ terms are two years, and members serve two
terms. The year starts on March 21st and ends on March 20th the following
year.

ADDENDUM 7

Paticipation Rate by Members of Han Groups in
) Members' Get-Togethers

L. District Committee Chairpersons' Meeting

(1) Sponsored by reglonal management commitiees; involving district
commitiee chairpersons.

{2)  Venue for discussing or building consensus on goals of regional
management committees, based on goals from the regional annual generat
meeting, o promate regional management.

M. Regicnal Headquarters

(1)  Headed by the regional headquarters manager.

{2y  Members of the regional management committee and staff of the
headquartars work there.

N. Regional Management Commitiees

57 1965 1930 1950 1991 1992 1093 1994

Q. Regional Audit Committees April - Septeraber November

P. Regional Arnua! General Meeting

R R e e
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ADDENDUM 8

Image of Development of Members’ Participation Chapter 3: SCOTLAND

rth place of consumer co-operation is undergoing
al process and rediscovering its membership. In 1813
Owen started a consumer co-operative store in Scot-
New Lanark which provided inspiration to Willlam
etail co-operatives in the 1830s when over 300 co-
ve shops were started. By 1840 all had disappeared,
sé initiatives inspired the Rochdale Pioneers who
the first successful consumer co-operative in 1844.

British movement has had a one hundred year
th period during which it diversified to ownership of
factories and services like funeral services, travel cen-
optical practices. In the latter part of the twentieth
t‘has undergone considerable change. It has cen-

management, closed the small neighbourhood

Co-op's Initiatve

!

Direction of i
Qualiative ieals/Viskons
Devalopment

fember Leaders ;

Jice of Memb
d opened new modern marketplaces in order to
i mpete. Tn the process membership activity declined and
Parliation nsimers began treating the co-op store as Jjust one
. n. This is beginning to change. The CWS Retail
pctu Use 51 % i ns in Scotland have reactivated its membership base

ain involving members in meaningful ways.

llowing case describes the developments surround-
opening of new modern shopping centre in Oban
tlines how participatory democracy can be restored

ONSUIMET movement.
M icdonald is the Membership Development Officer
ish Co-op since 1985 and has had the responsibility
igorating participatory democratic involvement in

The goal for she momen; organizing Directionof
alf of the households i Ranagawa Prefectrs Quantiative
Development
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., Rochdle
Manchester

United Kingdom

3 Scottish Co-op, Oban & Lochaber
h--"GOmmittee
“Jain Macdonald

ded in 1863 to serve the needs of the growing con-
-operatives, the Co-operative Wholesale Society has

en the main supplier of goods and services to retail
“The Board of GWS is elected by Co-operative Soci-
hareholders and by individual members through CWS

primary activity of the CWS is to support and service
erative Tetailers by acting as a buying, marketing and
ution agency. This includes the supply of the Co-op
nge of 3,000 food and 1,500 non-food products,
de range of technical and specialist services.

ny regions of the UK, the CWS is now the main Co-
¢ retailer, operating hypermarkets, superstores, de-
: Tes, supermarkets and convenience stores.
sther with extensive specialist retail businesses,
or ‘an annual turnover of over £2,000 million,
30% of all Co-operative retail trade. Specialist retail-
IS are organised on a national basis, with close co-
on with Regional Chief Officers.

-r_nf:ral Services, the CWS is the country’s largest un-
conducting last year a total of over 53,000 funer-
quarters are in Glasgow.

Society’s business in the dairy scctor, which includes
itk rounds, providing doorstep delivery to consum-
headquarters in Blaydon. The Travel Group trades

Travelcare, with over 200 branches.
the Co-op Eyecare identification, the CWS has 75
yractices, which in 1993 carried out 130,000 eye tests.
¢s over 30 Garages across the country, selling
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vehicles and providing a range of services to motorists.

The CWS owns all the ordinary shares in the Co-oper.
tive Bank plc and is the sole shareholder of the Co-oper
tive Insurance Society Ltd. Members of the CWS Board serv
on the hoards of both these organisations, and other su
cessful Co-operative enterprises, including Shoefayre and
National Co-operative Chemists. '

In 1934, the CWS registered the CWS Retail Society, whic
began trading in 1936, with the transfer of engagements of
the Cardiff Society. This was the first CWS experience as
retailer in England and Wales. The CWS Retail Socie
changed its name, in 1955, to Co-operative Retail Servic
(CRS) and now operates independently from CWS.

The more recent involvement of the CWS in retailing, 1
Scotland, began in 1973 when a merger took place with th
Scottish Co-operative Society (SCS). For over 60 years th
SCS had operated shops, particularly in the more remo
areas of the Highlands and Islands and this had been e
tended by taking on responsibility for a number of reta
socleties which had run into difficulties. Since 1973 man
more Scottish societies have merged with the CWS, and th

CWS Scottish Retail Group, known as Scottish Co-op, is no
the largest Co-operative retailer in Scotland.

Scotland has a population of approximately 5 million’
has its own legal and educational systems, but politically
part of the United Kingdom of Great Britain and Northern
Ireland. As such, it has experienced 15 years of Conserv
tive Government even although the majority of Scotti
Members of Parliament are from different parties. The strong
market emphasis of this Government has tested the Co-o
erative Movement to the full but the Scottish Co-op has
maintained a strong position within the Scottish economj
Its current annual turnover is over £400 million with 180
shops and a total staff of over 7,000. Its profit levels ha
increased regularly since 1989. -

It is in this context that a decision was taken in 1985
revitalise the democratic structure which, as a result of these
many changes, had become neglected. A membership d
velopment officer was appointed and a five year plan pr.
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to Testructure the democracy of the Scottish Co-op.

sotne areas there was no recognisable democratic struc-

< 4t all'and this case study uses the example of the Oban

aber area on the wesi cost of Scotland. This was one

reas identified as a Branch Committee area and the

¢énces here give a clear insight into how an area can

nsformed from having no co-operative activity for many

: ;e where an enthusiastic and committed mem-

omimittee have raised the profile of the Movement in
ea, with a consequent effect on trade.

&5 Lochaber

asin November 1989 that a public meeting was held
an to gauge the interest of local people in forming a
commitiee as part of the CWS programme of revi-

g democratic participation in their trading areas.
Oban & Lorne District Co-operative Society, regis-
11020, had merged with SCWS in 1941 but sinpe
o record of any form of consumer co-operative activ-
existed and it was necessary, therefore, to start from
_part of the exercise Scotland had been divided
hieen areas, each with a broadly similar number of
based, where possible, on a sensible geographical
“The Oban Committee therefore was to take in the
Caol, Kinlochleven, Ballachulish, Oban, Taynuilg,
wry and Tiree. The last two presented particular
ems being islands but attempts were to be made to have

ontacts in these areas.

st meeting atiracted 23 people. Posters had been
h stores, an advert put in the local paper and con-
aade with a variety of individuals and organisations,
District and Regional councillors, local workers’ co-
ves, Workers' Educational Association, Labour Party,
f, as well as existing members, The CWS Mem-
Development Officer, addressed the meeting con-
the purpose, role and intent of the new democratic
re and a slide presentation was given to explain the
ound of the Co-op in Scotland as many in attendance
» previous involvement with the Movement.
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The image of the Co-op at that time was therefore one ¢
a reliable but ageing organization which survived in the ru
ral hinterland mainly because no other retailer gave it a lo
of mterest {the exception being Oban itself where Wm. Loy
had a new superstore). There were no other CWS Grou
involved in the area cither, e.g. Funeral, CIS, etc. There wa
no auxiliary activity although there had been a Wome
Guild some years before and one workers’ co-operative was
operating although they did not seem to connect themselv
with the Co-operative Movement.

Clearly there was still a lot of residual loyalty to the Co-op
and the trading figures at that time reflected a fairly healthy
position (Appendix 1). The initial numbers attending we
satisfactory and we persuaded 10-15 to form a steering group
I attended all the early monthly meetings explaining sta
by stage the role they would be undertaking. Eligibility wa
something of a problem as each committee member had
have two years membership; £25 of shares and be under 68
years of age. With a new committee this meant that a ‘gesta
tion’ period of two years was inevitable although 1 found
that it took that length of time for a steering group to gradu
ate to full committee status. Indeed, it was not until the i
troduction of our training programme (Appendix 2) tha
more corporate approach was developed. Fach area, ho
ever, was different and often the most successful method w
to approach individuals directly with a view to involvemen
of the committee. Quite often this was to people with no C
op background.

A knowledge of the socio-economic structure of a given
area 1s essential in this context and information from Strath.
clyde Regional Council was invaluable in this context (A
pendix 3). I include in this Study, therefore, an up-to-date
reflection of this area in the fields of employment, popula
tion, sex, industry, services, etc.

From a party political point of view, Oban is a mixed bag
Although Labour control the Regional Council, the focal re
gional councillor is from the Scottish National Party (SNP)
The District Council is largely Independent and the Parlia;
mentary Constituency is held by Liberal, Ray Michie. T:
picture is not unusual in the more rural and widespread
8¢

SCOTLAND

nce 1989 the Committee has established itself in very
térms within the community. Board approval for its es-
shiment as a fully fledged CWS Branch Committee was
ined in June 1991. One of the first recogmsable features
pecial nature of this committee was its concentration
essful members meetings. It is required that each
rmittee holds two members meetings per year and these
- hecome quite an occasion within the Oban calendar. It
ot iriusual for over 100 members to be present and the
ng is a pleasant mixture of business and entertainment.
esult of this we have an enthusiastic committee and a
se of members who will nominate and elect new com-
nmembers when necessary.
yverthe last three years the committee has been i'nvolved
number of initiatives which are of significance toits work:

stablishment of Co-op sponsored WEA courses on
he Environment.

etting up of a new Women’s Guild group.
Setting up of a local Co-op Party branch.
upporting the development of a Woodcraft Folk

upport for the Community Care and Schools Arts ini-
iatives.
entification of a site for a new store.

-egbtiation with Community Centre for creche facili-
1€5.

Encouraging new features in the new superstore, e.g.
aclic signage, coffee bar, delivery of goods to pier.

Member recruitment exercises i store.
“harity concerts with the CWS (Glasgow) Band.

olvement in Branch Committee Training Pro-
ramme (Appendix 3).
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Expanding Members’ Participation

The position of the Scottish Co-op in the economy ha
changed rapidly over the last few years. Mergers with sma
Independent Societies have made it the biggest Co-op re
tailer in Scotland and a considerable amount of expansio
has taken place, particularly in store development. Indeed
the new superstore in Oban is a good example of this. At th
same time, the role of the member has changed significantl
We no longer have Education Committees, such as in th
old Independent Societies, but we do have fourteen mult
purpose committees whose job it is not only to monitor trad
ing activity in their area but also to promote Co-op auxilia
ries such as the Women’s Guild, Woodcraft Folk and Co-o
Party and also to improve our links with the local cornmu
nity. In all of these changes the age rule has perhaps bee
one of the most significant developments which at a strok
ensured that our committee membership was in the 40-6
age range as opposed to the 50-80 range before. Creatin
new fields for members’ activities '

At the moment we have some 96 member groups within
the Scottish Co-op area. These vary from Women’s Guild
Co-op Party and Woodcraft Folk groups as mentioned
fore to dance classes and the world-famous CWS (Glasgow
Brass Band. As far as newer activities are concerned, on
unique development has been the creation of credit unions
for Scottish Co-op members only and these exist i
Rutherglen, Kilmarnock and Ayr. Many of our members ar:
involved in various environmental groups, not least of whic
is the Moray Firth Friends of the Dolphin and also a numbe
have involvement with worker co-operatives and commu
nity businesses. It is also often the case that active member
of our branch committees are also active in various commu
nity groups in their own area.

mmittees, i.e. a maximum of four out of ten. This
cen done to ensure there is a balance of employee mem-
ndlay members on our committees but it 1s strongly
at employees should not form the majority on any onc
cé. Where such a balance does exist it has to be said
dds xlot to the success and development of the branch

tée. At the same time there has been an increase of
nation within our twice-yearly Members Report and
members now receive detailed information regard-
ading performance and financial situation of the
s a whole as well as more specific details regarding
ottish Co-op. The same report advises all members of
he inembers meetings are being held to allow them
e part in discussion on that report.

ganizational Relationship
The Role of the Co-operative in Grasping the
. Needs of the Members o
1986 a lot of work has been done to revitalise de-
y in the Scottish Co-op’s trading area. Such was the
of the members' records that the old system was basi-
y scrapped and new members were rec1.‘u1ted and exist-
members re-recruited. As a result of this we now have a
ermbership of 60,000 which corresponds very closely
r actual membership. In that time we have also created
cen branch committees whose job it is to monitor the
" a(:tivity in their area, to meet with local tradmg man-
tand to promote the Co-op through the auxiliaries
he local community.
\ave also developed a comprehensive system of mem-
benefits which means that all 60,000 members re-
ur Magazine and Report twice yearly and a calendar
nd of cach year with vouchers every month for spend-
our stores. All this has led to an increase i participa-
ith over 500 people regularly atr_en'du_lg our twice-
embers meetings and a vibrancy within our branch
tees which had not previously existed. It is hoped
the last remaining area for development, t.e. the north

Promoting Farticipation in Management,
IncludingManagement of the Business
Alot of work has been carried out recently in connectio
with updating our regulations with regard to our Regiona
and Branch Committees. Included in this has been a limi
placed on the number of employees who can serve on ou
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and west of Scotland, will have a committee structure in the
very near future, although this is likely to be of a differe
model owing te the remote and geographically difficult n
ture of the area involved. Ideas involving telephone confe
ence and computer modem links are being considered which
could well be worthy of discussion in a wider forum espe-
cially with regard to the implications for democratic involve-
ment.

Innovation of a System of Communication that
Encourages Initiative
Within our stores we now have a well established system
of suggestion boxes which both our members and custo
ers regularly use. We are also in the process of erecting up
to-date notice boards in all stores which will allow the cos
munity, as well as the membership, to convey information
that way. The branch committee will be active in ensuring
that the notice boards have information with regard to me
ber activities and will therefore attract more customers in
membership.
As previously mentioned, the half-yearly report is pro
ably the most important system of communication within
the membership conveying as it does information with -
gard to trading and membership activities as well as the ve
ues and agenda for the half-yearly meetings.

Innovation of a System of Members” Education
Starting with Training Member Leaders
The Scottish Co-op has initiated a system of training &
branch committees which is now being used as a model:
other parts of the Movement in Britain. Appendix 2 in
cates details of the training programme whose basic obje
tive is to ensure that members of our committees have su
cient information about the background to the Co-op, t
way it is structured today and the specific role of the bran
committee within that structure. On completion of tk
course the committee member can then continue to und
take the Capability Certificate which builds on the basic
formation they have already received and they may also eve
tually undertake Directors Courses. All of these have be
organised through the Co-operative College at Stanford H
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/e shown the importance of having an educated mem-
ip within a2 modern Co-operative Society.

The Role of Top Management in Taking Strategic
Initiatives to Promote Human Resources and

Develop Participatory Democracy

-of the main features of the success of the Scottish
s revitalisation of democracy over the last few years
1 its increasingly positive links with management.
110 doubt that a co-operative can only work when
s and management are in agreement with one an-
d each needs the trust and support of the other. Itis
ar that management are aware that the existence of
g, democratically elected local committee represent-
t does the local community, can help immeasurably
ing of the co-operative in that area and this should
fle ted in trading activities as well.

amzational Structures

Buzldmg a New Structure that Facilitates the Initiative
and Autonomy of Members

¢ sh Co-op are at present examining the possibility of
rely new structure. One which will learn from this
is°well as bring involvement and decision making
to the member.

xperiences with Branch Committees have shown
ssity of having good community links and the im-
ce of a committee well versed in co-operative prac-
“new structure will build on this base and encour-
xpansion of greater links with the community and
“operative organisations.

lationships with Employees

f our redevelopment plan has been to ensure that
ees are aware of the background to the Go-operative
seritand the nature of the organization for whom they
This has now been built into the Induction Training
‘which all new employees receive and the Scottish
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Co-op has indeed received awards for the in-store staff
ing which it carries out—and this includes details of me
bership affairs. This also dovetails with the ability of empl
ees to become members in their own right and to aspir
membership of the branch committees and beyond.

Developing a System for Staff and Worker

FParticipation in Decision Making

A staff newspaper has recently been developed w
advises staff of issues within the organization. However, the
is not yet developed a system of employee participation
regard to decision making although the Scottish Co-op d¢
have a very good relationship with the main trade uni
As with employee participation this is not an area whic
been much developed within the Scottish Co-op, altho
trade unions are kept well informed of day to day decisio
and policies. There is, of course, a political wing of the
operative Movement in Scotland which is represented
the Co-operative Party who have many sponsored Membe,
of Parliament as well as councillors in local authorities. Th 3
in turn, are able to influence Co-operative policy thr

their own systems as well as through the CWS’s democ_i"
structure.

blishing a Co-operative Identity -
‘last few years there has been much more -
co-operatives beyond the consumer arena _such
-operatives, housing co-operatives, credit un-
ultiral and fishing co-operatives and community
sses. All of these role to play and if we are ever to
aitn of a “Co-operative Commonwealth” all types
ivés will have to work more closely together. Are
natives to the have a establishgd way of things, do
ge the expected capitalist wisdom of the market
lo' we work within that structure and attempt to
our own specialist identity?
tem for the Expression of Social
ements of Co-operatives .

oup “Co-operators for the Environment” was set

ears ago which has helped to establish the Co-op’s
on as a leading thinker in the area of the environ-
1 Consumers Issues Group within CWS manage-
about to launch a new journal Ceop Horizons
tive members and tackling wider consumers 1s-
s have also been made available through the CWS
arrying out good practice on behalf of the envi-
nd the Corporate Marketing Team in Manches-
gaged in the promotion of environmental issues
rd to retailing. The Scottish Co-op has taken a full
thiese initiatives although perhaps more work is
d ingetting this message across to the general pub-

Economic and Social Responsibility

Realising the Evolving Society
This is the subject which prompts most discussion du
difficulty in identifying exactly what this means. In
much has been made of the 150th Anniversary of
Rochdale Pioneers combined at the same time with increase
talk of more mergers, leading possibly to a National Soc
for Great Britain and/or Scotland. There is no doubt t
the debate will continue for a long time with regard to h
large a Co-op can become without losing its essentially de
cratic base or conversely whether indeed members can b
come more meaningfully involved in a larger Co-op as o)

posed to a small one whose impact on the market plac
minimal. '

al Accounting ‘ ‘
1 we are fulfilling our economic and social obli-
s'a co-operative is perhaps one of the main ques-
he day. At the moment we are discussing ways in
nitoring in this area can be carried outbut this has

ons_-:and Proposals

xperience of Oban & Lochaber does show that co-

both in a trading and democratic sense, can be
: 87
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revitalised given certain conditions. Although the area is: me_mbership
sentially rural, it does contain within it problems of urb
deprivation. It reflects the recessionary difficultics expe
enced throughout Britain both in general and in its effe
on the Co-operative Movement. It emphasises the impo
tance of membership involvement in showing how, despi
geographical difficulties, members can become more
volved in the running of their Co-operative Society. Tt al
shows there are limitations to that involvement which m
be explained and understood through a comprehensi
training programme. Increasing involvement brings its ow
difficulties particularly for management which is why their
understanding is also crucial. Committees whose powers are
increasingly understood and used will develop critical fact
ties which management must respond to properly if me)
bers are not to become disillusioned. Involvement must ]
meaningful if membership is to continue to be seen as it
portant and useful.

As a result of work in the Oban & Lochaber area
elsewhere, and through discussion with member grou
throughout Britain, the following proposals are put forwa
as ways of progressing participatory democracy:

perative, ethical and environmental policies
ould be highlighted at all times especially in shops.

._mouonal packs should be available in-store for
bers and non-members alike.

epresentatxve committees should have meaningful
budgets to promote their own activities.

(Communication between management and member-
should be improved and be a two-way process.

eniof management should give serious consideration
the par ticipation of employees in policy making, i.e.
ar commitment to industrial democracy.

mbership should be based on an annual subscrip-
n to encourage involvement.

ore emphasis should be put on the international na-
ur of the Movement both at local and national lev-

co .'munity dividend should be developed to en-
ce our profile beyond the shop.

* Membership groups should have the physical Suppo
of their Co-operative Society, preferably in the sh
of the exclusive use of premises within an operating
base, i.e. shop. These premises could then be used f:
meetings creches, coffee mornings, book exchange
membership drives, educational evenings, etc.

';sfs'_'centralised democratic structure should be de-

'pio‘yees should be allowed access to participation
thout loss of earnings.

uestionnaires should be used on a regular basis to

* Staff should be deliberately encouraged to be active 7 bW"_members to be involved in marketing, product

involved in all aspects of the democratic structure ar
staff training should reflect this emphasis.

* More time should be spent on educating membe
themselves about Co-op practices and principles an;
indeed, members of the public.

TY KEY DECISIONS TO PROMOTE ACTIVE
MEMBERSHIP"

iake training available for new and inactive mem-
 to develop a basic understanding in the co-opera-
e Movement.

* Democratic involvement should be brought do
where necessary, to the shop itself with shop-base
advisory committees linked in to the existing structu

in its active members in the skills needed to play

* Managers should have targets for membership recr o . :
role in their co-operative.

ment and a direct responsibility for the promotio

§8 89
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3. To review annually their own committees’ trainii

needs and to deliver them through the Institute of C
operative Directors and other appropriate means.

4. To 1dentify all information that must be regarded

confidential and to push downward as much releva
information as possible to other members. Freedo
of information rather than confidentiality should"
the driving force.

5. To review annually the flow of information dow

through the membership structure and to impleme
change where appropriate.

er previous year.

bensure that all co-operative social activities were rel-
ant to the development of all active co-operators.

review annually the mechanism for developing ac-
: members with the aim of removing as many barri-
rs as possible.
mine the impact that each activity has on the
-ption of the Co-op by an inactive member and (o
Jimprovements where necessary.

nsure that all publicity material is of the highest

‘ i : andard possible for the type of promotion being un-
6. To secure the commitment of senior trading mana ta P ¥p P

ment for the promotion of membership in trading ou
lets and develop a clear communications strategy fo
membership information.

b ensure that the Half Yearly Meetings give mem-
s a positive role to play in the meeting and are an

i . ncotiragement to future participation.
7. To ensure a continuous presence of membership - g

formation in stores through the provision of perm
nent in-store information boards or displays sited:
highly visible areas in the customer flow.

t in place a process to ensure that ex-committee
menbers are not lost as activists when they retire from

eview all the above at regular intervals and to in

3. To set up a system to ensure that in-store membersh I ’
are troduce additional targets as frequently as possible.

boards are filled with leaflets on a regular basis an
serviced as required. :
eport on Membership Involvement theme group of the
unties Co-operative Education Commuttee, 1993, CWS United
{om of Great Britain.

9. To take steps to ensure that store staff are able to deal
with basic queries on membership and the co-oper:
tive movement and are aware of where to direct cu
tomers for more detailed information through th
provision of adequate staff training and briefing.

10.To ensure that trading outlets are used as a basis for
membership activities organized in liaison with tra
ing managetnent.

11.To review annually the current membership base and
to compare it to the customer base, then take action |
ensure that the two continue to converge.

12/To encourage the promotion of co-operative value
co-operative advertising where practical.

13. 1o review how the committee’s own activities had im
pact on membership recruitment and development
a0
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Appendix 1

| Scottish Co-0p - Net Profit [
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Appendix 2

SET COIMITTEE TRAINING XFROGRAMME

sad trammg programme has been devised for all Branch
o mémbers in the Scottish Co-cop in conjunction with the

pe:ative follege. This is a unigue development and reflects

sottish Co-op and CWS's commitment to prefessicnalising the
Tatic -and participative structure within the organisation.
te 80% of committee members have undertaken the course which
111 lead on to further training copportunities and the
sh: Co-op is committed to ensuring that all new committes
ecelve the same training in the future.

ning involves one evening session fxrom the Scottish Co-op
Ship team Followed by a two-day residential session run by
¥l the Co-operative College itself. More recently this
combined into one 3-day course. The main elements of

' pre study materlals at home

. evening debrlef session
+ 1inks with local community
+ role of branch committes

weekend course

goals of a branch committee
a year in the life of & branch coamslttee
gkllls and attributes of a committee and its
members

roles and qualitlies of office bearers
copmittee procedures
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Appendix 2 cont’d

CWS Scottish Co-op

Branch Committee Members Tralning Programme

TUTOR'S NOTES .

Evening session {2 x 1 hour scssi';ons) g

TIME

NOTES

Distribuee the training packs and, in introducing the session, refer #
them. For the inidal exercises group participanis in their actual
commitices :

Allow 10 mirutes for the porticipanss to run through their
answers 16 the pre course exercise in groups

Debriel of pre course information pack - exercise

Athough the committees should have undertaken this prior to
arrival, ellow up te 10 minutes for then to run through it
before debriefing. Run quickly through the ‘information
points’ (Section 1), ellowing more time for qualitative
information on points 2 and 3. )

15mins -
group
discussion

Smins - per
“group fo
report back
(15 mins)

Group Exercise
What are the challenges faced locally:

the local economy
the local community
the local retailing scene

Get groups to list key points on each and report back
. List key points on flipchart
* Save flipchant for analysiy later

If possible ollow a brief breok here, then mix the comumitzees

Jor the remalning exercises

Evening session (2 & § hour sessions)

NOTES

OHP

Group Exercise
What is the role of the brunch commiitee?

Group discussion/brainsiorm followed by report back
{encourage different people to report back each time)

Debrief and iniroduce:
Some of the roles the branch commiites can have:

1 decision/policy making

h communication upwards

1 communications outwards

Iv control of executive functions

v others - group contributions

Get participanss to feed from the floor for each heading, based |

on the previous discussion examples.
Introduce hexr group exercise.

Your branch commitiee:

-what use is it to the Society/managesment?
~what use is it to the local community?
-what powers does it have?

~what role could/should it play?

Flipchart debrief - go 1o each group in turn on each question
listing key points on the flipchart - link to replies to
information already extracted eg local challenges - OHPFs for
swmary

Allow 5 mins for a brief review/evaluation of the g at
the end.

- Distribute the follow up exercises for participants to look at
before rhe weekend seminar, Emphasise the need to send
answers fo yoit at least @ week prior to the weekend so that
the informarion can be incorporated into the weekend.

 After the course transcribe the flipchart notes and send out
0 participants.
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Appendix 3

GEOGRAPHY AND ENVIRONMENT jor plans for work on the road. Other roads arcund

é__of 1ow standard and limited capacity, this may congtrain
ré developments in the town. The network is complicated

®his ares 11@5 in the north of Argyll and includes the small
islands of Seil, Luing, Lismore and Kerrera, tovering an area of

c ¢al topography and the high volumes of traffic that the
175,500 ha, ~ North Argyll has a typical West Highland Vivacts Pi?, fh§ summer which ¢an cause considerable
tupogr§phy. ‘\;:Lt}ildlong winding sea 110::!:15 ;eparated by high: .- There is a case for a link road to be constructed
mountains and w eINess areas. Although the geology and: ; - i own tre; this would
resultant scils are varied, few are suitable for intensive: ,a{f‘;‘;g];lﬁ,f,:fﬁﬁg :i;tn 3; :r};eastfqr dc:\:‘ef:g:ment. Summer
agriculture. Farming consists of beef and sheep rearing with® 5o lead to major parking problems in the town. other
winter feed being grown on the better guality land. This is: “¥he area are generally single track and some are
found in scattered patches on the coast and some narrow inland Sfidtory for their level of use
strips. Agriculture is of major importance in terms of both' _s- oTY :

land use and employment.

4 fwice daily bus service between Oban and Glasgow which
hfee and & quarter hours, run by Highland Omnibuses in
tngtion with Alexanders. There is alse a twice _daily
fis:to Inverness which changes at Fort William and a limited
#tween the town and Ardrishaig which runs three times

Much of the higher ground has been afforested with conifer
relatively recently, mostly by the Forestry Commissicn. -

The area has seen a massive population growth in the last 10
years, particularly in Oban. The 1980 census figure was 13,879
it is now estimated to be 15,481, a 7.7% increase, Obaf’
(population 7476) experiencing a growth of about 10%. The tow
acts as a service centre for a wide area, including islands such

oopyblie transport over shorter distances is poorer,
11y ‘for employees who need to +ravel daily to Oban as
gérvices are geared to school needs.

'e'fved by British Rail services to Glasgow, there are

as Mull, It is the principal growth centre in Argyll and Bute;’ o a ays which also
and there is a high demand for both private and public sector asse_t_ansg::ntr:oivl::s egghc‘;;ie?m;iig,to'rf;:&‘fftyand Dalmally
housing, and commercial and industrial development land. : : In the summer these services are extremely
Population forecasts estimate an adgitional growth of 150 people’ {th tourists as the town is a centre for island tourist
Per annum. The volume of freight carried on the line is low and

14l position of the freight service is poor. However
aiition of this service is vital to the economy of the area
important due to the number of different ferry services

Cban is the only rail terminal in Argyll and plays an importan
role in beth freight <¢ranspert and as & summer touris
destination. Cban is also an important centre for fishing
around 200 men are directly and indirectly employed. Growth in
the area has been centred on the town and there has been lass:
growth in surrounding areas although there have been significan
poekets of growth (e.g. at Dalmally and Fasdale}. The next:
largest settrlement in the area is Dunbeg {populaticn 779}, but!
in character it is little more than a distant suburb of Cban
The other significant settlements are Connel, 'faynuilt
Eenderloch, Barcaldine, Appin, Kilmore, Kilninver, Kilmerlford
Arduaine, Ardfern and Seil.

operate car ferry services to Mull, Colonsay, I.,ismore,
Tiree, Barra and South Uist. The most important in terms
e 'of traffic is the service to Mull, which has five or
atlings each way daily during the summer. Stratholyde
iipouncil also run a number of ferries in the area.
5 onnected to Seil by a 1limited cary ferry during
Wours and a passenger service in the evenings, Easdale
‘Yias a passenger ferry and Lismore is served by a short
ing ta Port Appin or a longer car ferry to Oban. calnqc
torded an increase in passenger and car ferry traffic
1985, -but there has been a decrease in the amount of
darried. Ferry services run by Strathclyde Region have
ling prohlems which can have serious effects on local

ties.

TRANSPORT AND INFRASTRIUUCITURE

Oban is the dominant transport and infrastructure node for th
area, the network from the town being dictated by the local:
topograhy. The town is the principal destination of many. : .

journeys and acts as a staging peint for a great many more. In: erry services operating from Oban are the lifeline of the
recent years there has been increasing use of both rail ‘and ferry & ébwminities and the town is the service centre for a large
services in the area, mainly related to tourist use. BRI . :

North Argyll has a relatively well developed network of majo A airstrip at North Connel, and there .is local and
roads linking it with the north, south and east. The prineipal: st'demand for a regular weekday service to the Highlands and
roads in the district are the ABS5(T), the AB28(T), the ABl6. 45 Central Belt and Inverness, but transport links between
The AB16 to Lochgilphead has poor geometic alignment but there! p and Oban need improvement to make this feasible.
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This airstrip has great potential, as it will be oniy 40 minutes
away from Fort william on completion of the Creran road bridge

of:155,196 ha. are farmed, split into 500 famm units. ©Of

195 are crofts, mainly in the coastal area; the system
i foris an important part of the land use structure unlike
reas of Argyli. Many of the farms (almost 50%) are
ighly part time.

North Argyll is not connected to the national gas grid, instes
liquified gas is transported by tanker and stored at Loghavulli
The sewerage System is barely adeguate for the towns needs bul
further population increases may put pressure on it. Some
communities in Lorn {eg Kilmore} have partial drainage schemes
but the remoter settlements relay on septic tanks. Many sewage
treatment facilities will need to be upgraded to meet EEC
standards. flectricity supplies come from the Inverawe and
Kilmelford power stations, the station at Cruachan is connecté
to the national grid and makes no direct contribution to th
local system. The capacities of substations in the area have
recently been increased, it is apticipated that supply can keg
pace with the increased demand. ;

culture is of major economic importance to the area, both in
& of land use, environment and employment. As well as being
cipal-direct employer it sustains much ancillary employment
iy distribution, agricultural engineering and marketing.
‘s the agricultural service, distribution, engineering and
“centre for much of the West Highlands and Outer Isles.
drg two major livestock markets in the area, in Cban and
y¥.which have a combined turncver of £7m. per annum.

. Strathclyde Regional Council are responsible for educatiol
roads, public transport, etc. but as in many rural areas
local Community Councils play a major role in representing
pistriet. The District Council play the major role in plannin
housing and environmental health issues. Local news is coverg

in the Oban Times aithough coverage of wider issues is patchy

5% of the land area is afforested, the majority being
¥ the Forestry Commission. There are applications for
irg-gn additiopal 6000 ha. mainly representing private
rinterest. Much of the plantings are mixed species
‘Jdominated by spruce which is ideally suited to the

The district offers a wide range of professional, public
commercial services, most being based in Oban. It has f£iv
hospitals, the DAFS and Scottish Agricultural College
pffices, and a wide range of commercial facilities.

‘production is relatively low {40k cubic m.} as much of the
‘tad area is immature, optimal production (of about double
‘Gutput) is expected to be reached by the year 2000,

taflects the large cenifer affcrestation programmes of the

At Dunstaffnage the SMBA research station is not ony

significant employer but also provides valuable services 0 years coming into yield. There are local concerns

marine based businesses and generally to the marine environmer g ability of the road system te take the associated
5887 in heavy vehicle movements. This could act as a

raint to further expansien of the industry although the
em. 18 ‘being addressed by SRC,the FC and Timber Growers UK.
ine Porest produces supplies of sawlogs and these are
éd.te increase as surrounding areas mature. Objections
‘raised by the District Council en a number of issues
ning forestry, and after censultations with the industry
cess has been achieved in improving the visual quality
paet of plantings. A minority of new plantings have been
sadleaves, however these should increase to at least 5% in

LOCAL ECONOMY AND INFRASTRUCTURE

vUnemployment in the Oban Travel to Work Area stands at 8.1
the workforce. However the seascnality of employment in
tourist industry means that _this figure varies during the yea

AGRICULTURE

There is little land (less than 6%) above grade B+, but there:
large amounte of grades b, b- and C. Farming consists of uplan
sheep and beef rearing in the main, with some dalrying on:t
raised beaches and rich aliuvial deposits around Oban and on

west coast. The dairy herds of the area have been considerabl
reduced, in 1985 these were only 14 of the 1967 total. -
number of sheep has alsc fallen slightly {by 6000, 1967-86) bt
the beef herd has remained stable at around 4800. Inland ther
are a number of sporting estates some of which gontain importan
deer forests. There are significant horticultural units on
side of Loch Awe and near Taynuilt, and some winter fodde
grown although there is little cashereopping in the area.

& harvesting prograrme in the area is carried out by
ads, using mechanisation due to inadegquate training
ofi-for a largely contract labour ferce.

- processing is carried ocut at two sawmills, at Barcaldine
ynuilt. The former produces relatively high value
shed products, and the latter concentrates on supplying the
ding and agricultural sectors.
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of the area. There has been an increase in both the value &
landings and the numbers employed in fishing in the Cban and Lot
area in the past 10 years. The value of the 1988 catch wa

£3,546,508. In 1988 fishing and related industries employe
around 200 men. :

jés for further development. 2600 tonnes of.farme
"fil-trout are produced annually by eight c_:ompaxﬁes g};:
drsind 150 people. The largest pzoducer is Gof e?nin

{500t per annum) whe employ 60 staff in far gé
- gervices and engineering; other major companles a e
Stirling Aquatic, Kames Fish Farming and Kﬁrrgn
“These major producers account for 120 of the

irming jobs.

There has been a switch in the type of catches landed at Gban
traditionally the grounds were fished by nomadic fleets from th
east coast for pelagic species, more recently the emphasis ha
been placed on local boats fishing for shellfish, and the pelagi
industry is almost negligible. Thig has promptad a rise in thi
locally based fishing population and accompanying servie

i have expanded
£ o direct employment, other seyvices
ngé‘étor, notably transportation groups, engineering and

: d
: e me ut also local shops, hotels, garages an
industries. Landings are generally composed of a mixture & :: t\;?:' in astimated further 80 jobs have been creazed
demersal fish (cod, haddock and whiting) and shellfish {scallop: arés-as a result of fish farming, and further expans °2
and lobsters). The latter account for almost 70% of the tota EraAte more. The main constraint on further developmiri_
value of all landings. In addition, significant landings aré: &hertage of housing for werkers, and a shortage of we

made at smaller coastal ports and there are o
provide support services for these landings.

Prortunities ti

£ more recent introduction bu_r. growth has

fami;fr i: scample of 24 of the 45 shellfish farmslig
11. in the years 1988-90 mussel produced has do\;]; i
per 'anmzm) , oyster shells have increased from 34,4 dinO
j6:ana scallop production has guadrupled. T?l'ie ;xpz.;agz a
indusétry on Seil forecasts a growth to k1. "i Ynd a;:e
‘ighellfish farms are le.ased by local pecple aIn are
small concerns employing one or two pecple.ld 1°c§11
ndistry are gemnerally local and produce is so oc al;
small export market for h.‘:gh value species s.uue as
& and QysSters. Expansion is expectgd to con;;:.n o
velop their leases, and a tenfold increase has

The fleet can be broken down into four areas: seine netters ar
light trawlers which fish the outer waters: Nephrop trawler
fishing the inner waters such as the Firth of Lorne and se
lochs; prawn ané lobster creels are set inshore from For
William to Loch Melfert and arcund the islands; scallop dredgers
and divers work areas such as the sound of Mull,

Landings are made at the newly improved Rajilway Pier at Oban;
although activities will be transferred to the new purpose built
fish hall on the South Pier. Considerable expense is invelved:
in the new shore developments due to new EEC regulations. Some
landings are made at Bunessan and Tobermory from where the
catches are ferried to Chan.

sar i i i hroughout the area

1 increase in shellfish farming t .
'e?e'a:és a need for infrastructural improvement and training
n to aid expansion.

White fish buvers travel from Glasgow, Tarbet, Campbeltown and
Ayr, but there are some small-scale local buyers. . Since the
closure of Homac Ltd., there iz scope for several small loca
processing units to give added vaiue to some of the eateh and
this would help consolidate the local Wephrop/white fish fleets:
Local interests have not encouraged the development of the

: i Crown Estate
5 nsultation procedure. Tun by the
Esisnnearsccthe Clyde River Purification Board, DAFS, and ;i}e
ar.the 'siting of fish farms below the low watermark, this

Processing industry due to perceived conflicts with the tourist \osed to reduce the contlicts o woen  the indgstrgatﬁgg

o : tipnal fishing, nEVigatlfi‘f' hrefc;:;:fégn ca::es nature
Anservation interests. She is!

Local services for the industry include a number of small ] rid# e ental | damage g there  are

boatyards (although vessels tend to use Girvan or Mallalg yards);
a limited number of marine engineers and electrical repairers;
and Linnhe Ice which can produce up to 20 tons per day. Thig
service is seen as a reason for decline in the sector as boats
are reluctant t¢ land fish if ice cannot be guaranteed. The
industry faces a number of further constraints including the lack
of processing facilities. : :

stions over the siting of some farms which may be
intrusive.

. i facility of
oh station a Dunstaffnage is a unique

:]\h_.reai%ar international importance and provides useful

to both the fishing and fish farming industries.

FISH FARMING

éétér is relatively small, and accounts for arcund only 5%

The area is the most important in the Highlands and Islands fo:": s workforce. gince the late 19708 it has contracted

fishfarming. Many sites have been developed and there are some
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The largest employer is Eelco International Ltd. {formerly stopping point on touring and cruising h°§§:§§§og§1§ ;gni::
Alginate Industries Ltd.) at Barcaldine, employing 100 pecpls ntral position. The town is also ahm:éo;a:ilities have been
The company processes seaweed for use in a variety of industries ile) gxcellentl da%ces;: raaivt;tgaugh g]?;:gfng holiday patterns and
including textiles, food processing and pharmaceuticals. mpeegt{?gg fcr"gm cveersea’; pack‘age holidays has seen a decline in
¢ traditional market, although the cruising market ls :tllil
ant, . Oban is a popular destination for bus tours, althoug
& Vicitors are traditionaliy low spenders.

There is a =mall local fish processing industry and interest in_
developing further small units (1500-2000 sq ft} which could
employ up to five people each. :

Mineral extraction is carried out at three sites: of thess
Bonawe Quarry is worked by J & A Gardner & Co. and employes 15
people extracting 30,000 tons of grey microgranite each year.:
The operation could be expanded if planning
extension of the face was obtained as reserves of the mineral ar
extensive. The area alss supplies the workforce for the
Glensanda Quarry and the loading depot in Loch Creran.

L i i d outdoor
rgyll provides a wide range of both indoor an

w-ingg ang facilities for visitors. The area provideswthi
brtunity for hillwalking and climbing f{e.g. on the es‘i
ghland Way}, forest trails, freshwater and sea fishing, an
ctacular ceastal and highland scenery.

are facilities for golf, temnis, squash, bowling, sailing
imming and there are safe sandy beaches at Ganavan am

Highland Enterprise own four industrial premises in the areé; +-Benderlech.

occupied by Oban Wetsuits Ltd. (who employ 12) , the West Highland
Crofters Store, Caithness Glass, and MacQueen Bros.; these cover 1L s t hotels and
an area of 30,562 sg ft. The 'major area of industrial land is aft shops, a variety of ente::ﬁ:i?renﬁzzw: and a health
at Lochavullin., This is an eight ha. site, of which aover thress : urants, a disco, the cj:nimah'cuase the latter are alsc the
quarters has been developed. Further development is dependant: ; tre. . The two halls whlc' i concerts, cenferences and
on ground preparation by Scottish Enterprise. The 28 small for a range of exhibitions, :

users sites at Lochavullin all are fully oooupied, and havée’ = '
created 65 new jobs. There is a waiting list of 50 potential . s ; i staffnage and
clients but it is unlikely that this demand can be met althogh estinations for daytrips in th? aieaoﬂmci;f: ELI{;I; wintergports
there is scope for more units at a site at Tweedmill in Qkan, and’ rcaldine castles, numercus ancter;eiinliam th'e Cruachan power
at Glenshellach. The latter site has been approved for ; :L-:_l ties Lathilenc?tieasne‘ja E;’;ﬂ Centre at Barcaldine, the Rare
developme includj i i ; tion on Loch Awe AT ;
industfiaiktu;its. ing @ hospital, housing, a school and lignt eds Park, and Selil Island withits old guarrying settlements,
L1k Mizgeum and Atlantic Bridge.

eatﬁe'r facilities include visits around lccal craft firms

Scottish Malt Distillers employ 15 people at the Cban Distillery,:

after contraetion in the 19705 and early 1980s production has no

er gports are very popular on the coast: Cban is situated in
stabilised. :

s isi d a number of
of the West (Coast cruisipg area, an !

ec d‘greelopments inciuding marinas at Dunstaffn;ge an:}-g;dgizg
& o i ket. There have

ave ‘sccurred to cater for this mar T e the srea
g a further marina at Oban. Other plan

n ci'ora major leisure development at Barcaldine, and for a

hotel development in Oban.

The Cban Times newspaper group employs 40 people in the
production of local titles. . ;

Outside Oban there are few industrial bremises and the Distrio
Council intend to survey demand for small user industrial site
in punbeg, Taynuilt, Benderloch and Seil. There are sites:

area has a large number of bedspaces in a wide variety of
suitable for development at Connel airport and at Barcaldine.

ORI icd for serviced
S ORMS es. Traditionally demand has been

o 'gg:‘t:ig: t?e. hotels and guesthouses, but more :ecem_:ly
here - has be:an an increase in the number of shelf-%atsegzzg
sitors. However, hotels are still popular, and there ha

TOURISM

fdrease in hotel bedspaces in tlle iggg?compa’rrze;‘igetohixz
Touriesm dominates the local economy of the area; the industry alatively high occupancy 1§§t§e£63§?npr%\ring the Standards of
directly employes around 2500-3000 pecple (20% of the workforce) est 'of the HIDB area. a priority by local hoteliers. Self-
and in 1986 tourist spending was estimated at £10 million. odation is seen as a P

North Argyll is one of the major tourist centres in the Highlands'
and Islands area, and Oban is the fifth most popular rescrt in’
the country. Originally a staging point on the way to the:
Hebrides, it quickly developed into a resort in its own right due
te its attractive location. There is a large stock of serviced:
accommodation, and Oban has a dual function as both a resort and’

ing accowmodation has a similarly high occupancy rate, this
jetts the continuing popularity of the area.

ajord 3 i i loyed in hotel
& j f those working in tourism are emp t
h;::é:;;:g torades. Employment in the tourist industry vartﬁz
gasﬁnally, and many employees are not local. In addition,
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industry employs mainly female staff on a part-time basiz
relatively low wages.

Very few hotels or tourist facilities
opben year all year round, A lack of

: which has
i ing station in Kilchrenan, areas

et o prive cimershly, | s 1 peny soral $e28d

: en, t reole, & s but ag

P play an importan 11 convenience food

trainirg is perceived : N They mainly se ications there has

limiting the accessibility of the better jobs to the 1g : i-iliggezwne:ship has improved communicat

People.  This is due te the lack of local training facilieis : asi gaemand for this =service.

employers bring in traineqd staff from other areas rather ‘than : esn

spending money themselves won staff training. The propose

development of Oban's waterfront should add ice skating/curtf

facilities upon completion and is also intended to include a

base for Caithpness Glass and the Tourist Information Centre

A Heritage Centre, further sh

T INDUSTRIES

ing
es in the area, rang

: & 'a 'wide variety of craft indg;’::iwhich covers BQOO =q it
°Pping and a small hotel is ale ‘Caithness Glass factory at limited supplies of
Proposed. e m[;'thelggn:_pe:son operations groi\:;ﬁngpeciaiised businessg:

B umber of s e is a cra
: s q’t?afiafl? eprx::ducts have opened. Ther

RETAILING : ;

1 -high
oncfggivegin Cban providing a ret

ail outlet for small craft
Oban is the major service and retail centre for North Argyl}
the islands. The catchment area reaches as far north as burs
" east to Dalmaliy, south to Kilmelford ana includes the islands
of Mull, Coll, Tiree and Colonsay. In addition, many peopl;
from Mid-Argyll use the town as well as some from North and sey
Uist and Barra. ‘'rhe catehment ropulation, making allowance fe:
tourists, is arcund 30,000. This has led to a
a not reflect its size.
units in the town, compared to 107 in 1986.
these units, a large proportion {around 68%) sell durable good
with convenience foods accounting for a relatively small numb
‘of outlets.

However there is a wm, Low supermarket and 'a.
$eottish Co-op superstore in the town.

relative shopping self—sufficiency of Oban and i
2 durable goods centre.

dependant on tourist spendi,
the winter.

-S¢RU¢T10N

foxrce in
7.8% of the work 4
. ustry accounts for North Argy
ipggiiuggéoguigdstat¥stical e toﬁiﬂizﬁf ggnsideratlonss
T ess due action
i“d“Strfsaﬁﬁgﬁgtftfﬁgg tuffexed congiderable contr ’
& last

ing from 15% te 6.5%.

ustry is the Short?getg: %22232?:;
2 development, and "']."e-PmblestheTe is scope for
‘suitable ford once 1t is identified. ived need for up
. 3 £ -Eqitagleonlsinruction work witch a 1003132‘193:5:;” of building
However much of the town's trade is --;;?en;; houses. There hlzealoézl guarries.

ag, resuliing in reduced trage during tetials available from the thr

ajor constraint to the ind

The retail core of the town is
developments at the Lochavullin
retail competition
estate is centred a

. : i ovement work to
. jects. including impr 1ding .and
t.constructlogévgig;ment of South Quay,ié?? :igh. The
ilway Quay, tr-ie aihe Lochawllill;l igdiiterwgterfront should
ar lach an .
P ?ﬁi’iiﬂiﬁa employment in this secter

centred around George Street;
estate have not Frovided as much
as was originally feared as retaliing on the
round the Caithness Glassworks,

The town experiences Severe traffic congestion and parking
problems and this could be a2 constraint on the development eon
further retailing. It is likely that further development will
be 1limited by the Local Authority to the redevelopment/
modification of existing premises.

Altkcough there are no shopping centres of any size ocutside Chan,
the smaller settlements such as Dunbeg,

Connel, Taynuilg,
Benderloch, Siel ang Ardfern/Arduaine have

operatives; an example is th
Appin.
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Appendix 5

) Chapter 4: ITALY
MEMBERSHIP INVOLVEMENT

T C.W.S. BOARD

Consumer co-operatives have grown rapidly in Italy
orld War I1. From 1982 to 1993 the membership has
| and sales have increased five fold. They are increas-
markét share and competing successfully with the chain
These co-operatives see involving members as good
iess and have long had a focus on their social objectives
as their financial objectives.

Participatory democracy is highlighted in the social
which all local co-operatives undertake and gets re-
ed annually. Members are not only informed on how
ocial objectives are being met but also in establishing
ormarnce standards for the coming year.

embership in the European Economic Community
ging the retail environment for these co-operative as
ultinational discounters move into urban areas. This
oncern for management and is being addressed by in-
g:members and keeping membership meaningful.

Loris Ferini, Head of the Member and Consumer
tment with the Italian National Association of Con-
s Co-operatives, is responsible for coordinating mem-
mvoelvement in local associations.

SCOTTISE CO-OFP
REGIONAL COMMITTEE

NOMINATE & ELECT

GENERAL MEETINGS OF MEMBERS
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4 JTALY

alian National Association of
nsumers’ Co-operatives
by Loris Ferini

taly has been noted for political instability and high
ion for many years. By the 1990s the changes in wage
exation and the remarkable improvement in labour pro-
uetivity brought inflation down. Economic growth exceeded
f Germany and France, and the size of ltaly's economy
S’ur.passed that of the UK. By some calculations, it 1s
1é fifth largest capitalist economy, behind the U.S,,
-Germany and France.
There are also problems. The budget deficit is large
céeds GNP. In the Spring of 1992 the entire country
' an explosion of problems relating to corruption, involv-
many political parties and many corporations. This was
irce of uncertainty. But out of this has emerged a posi-
demmand, that of abolishing the current institutional or-
sation. Italy is experiencing the transition from the first
second republic.

he population is looking forward to electoral re-
s and highly significant institution reforms. A third fac-
this uncertainty is the development of new formations,
olitical movements mainly occurring within the right

hese three factors make up the social, political and
iic reality of Italy which is currently in a very precari-
sation. This situation is obviously causing a loss of
nce on the part of contractors and businessmen, the
mic subjects, and directly the consurmers as well as the

Inthe period, May 1992 to May 1993, ltaly recorded
of industrial production of 4 1/2%. There was a loss of
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the average sizes in our modern structure.

To give an idea of what we mean by major cooperz
tives, in descending order of size: Unicoop Firenze with'
turnover of 1,227 billion lire in 1993, a growth of 10,2% i
1999 and 377.000 members; Coop Estense covering the area.
of Modena and Ferrara, with a turnover of 958 billion lire
growth of 6,9% during 1990 and 197.000 members; Cou!
Emilia Veneto, covering the area of Bologna and the Ven:
region, with a turnover of 973 billion lire and 243.000 mem
bers, Coop Toscana-Lazio, Novacoop, Coop Liguria a
other cooperatives in descending order of size. :

What are the trends in Italian distribution? A droj
expected in the absolute number of food shops, with a grov
in supermarkets, and a substantial growth in hypermark
from 101 in 1992 to 148 in 1995: the coop forecasts for th
period from 1993 to 1995 is of an increase of 8 hyperm
kets in 1994 and additional eight for the 1995-1996 perl
All sales structures will have sales areas of over 3,000 squar
meters. The integrated supermarkets (food and non-fo
will grow by eight units in 1994, while the food superm
kets will grow by four units. f

We have thus examined the political and institutio
situation in this country, the economic dimension of th
mercial sector, and the presence of coop. We shall now
at the coops’ social policy.

niers; on the provisions of the new nati rati

A 59/92),}) ional cooperative
- The reason for Coop’s existence coincides with its
jectives that are represented by its mission. For Coop, the
prise is a means through which such objectives may be
hed. Coop’s social role is expressed through the realisa-
f these objectives which have been formulated as fol-

to represent the interests and values of the members
and guarantee democratic participation in the coop-
‘erative life;

: _'.pr.otect and represent the rights of consumers, de-
feniding economic interests, health and safety and pro-
tecting their surrounding environment;

1o offer the utmost quality and the best service at the
west possible market cost;

to favour the formation of a critical awareness that is
areful in protecting the consumer;

__c'on;ribute toward the development of consumer co-
peration through innovation and modernisation of
sales networks;

0 'establish i_tself as the most qualified sales organisa-
0 for its high quality structures and excellent con-
er service;

Innovating Participatory Democracy

Innovation of Members’ Activities and Manageme
Participation Based on Participatory Democr

Understanding the Needs of Members and

the Role of the Coop

The Cooperatives’ social role that clearly emerg
among consumers from their charter is based on cor
tional principles which favour the communities of use
ticularly in the cooperative form recognising the high
function (former articles 43 and 45) of the Italian e
tion which establishes the protection of the right to t
of citizens (former article 32); on the community p

qualify the professional level of its personnel to im-
ove consumer service; and

finalise accumulation for reinvestment purposes in
er to produce an increasing number of services and
ate new employment opportunities.

00p has nearly three million members belonging
social and age groups. Itis only through the proper
ding of the development of needs that Coop can

its‘own existence and reach its objectives. Under-
theexpectations of such a wide social base requires
lassification and an adequate system that moni-
development of values, behavioural trends and
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fie Creation of New Fields of Activities for Members

nitiatives for Involving the Member as a Consumer

needs.
Coop analyses the consumer and classifies him a
cording to different dimensions and tools:

+ the member—the consumer as a citizen: the changin
system of values, the social structure and the‘ cnvirq
ment, paying attention to the emerging social n_eed
For this purpose, Coop catries out research activity
the Italian and European social development;

" ‘Based on the above-mentioned concepts, our most
nt action has been aimed at initiatives towards the con-
mer member: the involvement and listening to the con-
er also as a moment of confrontation, of reaching Coop’s
ectives regarding cost, service, quality and safety, social
civil values.

For this purpose, many cooperatives have established
100% service satisfied” in order to increase and improve
ations between Cooperatives and consumers as well as to
dialogue that allows the Cooperatives to better respond
eneeds of consumers (in 1963, b cooperatives out of 13
tablished such a service). The members and consum-
ve always had the possibility of returning the defective
ucts. The new policy also includes highly innovative and

stitive products. We wish to stress that this service of-
to members and consumers is free of charge and only
0,088% of sales and instead indicates a sharp rise in
dtion defined as participation in the purchasing
‘which is different from that of any other Italian dis-
tion chain. Coop devotes great attention to motivations,
of which legitimate, that cause the consumer to change
itude towards purchases.

"he other example of non-institutional participation
‘which we have defined as the “Direct Line”, or “Lis-
roject which we are experimenting in one of our
tive companies. Within the context of such a method,
ovide the consumer with a series of tools that range
board on which notices and opinions are to be at-
aced within the sales outlet, to the toll-free telephone
hat the member or the consumer can use to call the
ve company and express his opinion, criticism or
gestions. The Coop journal also exists that contains ques-
‘s on the quality of service in the sales outlets.

urthermore, in 1993, 9 cooperatives out of the 13
-ones, conducted consultations and referendums (bind-
he case of Coop Emilia Veneto) so that its members

+ the member—the consumer as a potential or actu
client: the purchasing trends and the expected service
quality are analysed based on the fact that Coop mu
be the leader in the relationship with the consume

+ the consumer—as an owner member who participat
or who wishes to participate in Coop’s institutional
educational activities. This is the most important an.
complex target. In this case action is not only Jlim
to research, but to relations and direct listening 1
ised by the local social structures (area committees
constantly involve the members and interpret &
principal needs.

A fourth segment is also represented by the me
bers of the representational bodies who are involved in t
decision-making process and constitute the base units of t
democratic and participatory structure. Consultation an
volvement activity as well as all the typical institutiona
trol activities are aimed at them and will be discussed in t
following chapters. As we will see, these are nearly 700
members who make up the active base of Coop’s represe

tation.

The principal criticism concerns the following::

« difficulty in developing participation for such a hi
number of members. The initiatives involve only
small minority of the social base; and

« difficulty in identifying a representational model of th
social base so that the Board of Directors and thé
committees truly represent the social base.

i00se those products or services to be inserted in the
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list of discount and special sales initiatives reserved to mer
bers only. The participation in this type of consultation r¢
istered 30,000-member voters in Coop Emilia Veneto.

ental quality and listening to expectation.

In many cases research activity, listening initiatives,
ing and information provided o members are all con-
d by the members of the area committees.

_ certain cooperatives, aggregation inltiatives were
ried linked with specific interests of the members, in par-
lar, volunteering, environmental protection, safety and
er education.
il the above activities are integrated with the Coop’s
snsolidated participatory aciivities: ac[ivit)_/ of educat-
hrespect to consumer products, information, advan-
iembers. In this field, the most significant experi-
s conicern permanent laboratories, actual places where
ationi is provided with regard to consumer products and
pse activities are mainly directed to young people, schools
oeal communities.

Inatiatrves for Involving the Member as “Ouwner”

In this case we have attempted to introduce a
general type of analysis of the democratic and particip
system within Coop. This represents one of the large:n
tional projects launched by Coop that is presently being
fined. What has been done up to now concerns the revie
of the already existing systems.

Our experiments had the following objectives:

* to broaden the number of votes in the election of ar
councils;

* to promote the candidacy of councillors; and

* to provide a greater number of representatives fro
the social bodies.

Today, we have obtained the following results: . Participation of Members and Employees

i the Decision-Making Process

Coop’s Secial Structure will soon be the

Subject of an Institutional Reform (Tables 3-1) .
loday, Coop represents the trademark of an afsoa—
operative system: there Is a system category (GIUNTA
anagement where the presidents of the major coop-
and district associations participate) and a category
le cooperatives (board of directors and area commit-

Campaign for self-candidacy: various coopera
(Emilia Veneto in 1992 and Ligura in 1993) conducte
campaign to stimulate self-candidacy for area Represe
tives. These initiatives produced excellent results in te
of participation.

Voting in Sales Outlets: another highly innovatis
method consists in organising voting in Sales Outlets i
der to give the opportunity to the greatest number of m
bers to participate. The ballot boxes are placed for abo
week in all the Sales Gutlets and also in this case, res
have been excellent (for example: in Coop Liguria, 22,(
members elected their own area committees).

An electoral commission: this is a social body th
has the task of selecting candidates according to criteri
competency and commitment demonstrated towards soc
activities (i.e., volunteering, environmental protection).

The area committees (representatives of a territory
certain cases coincide with the sales outlets) are physi-
ocated in the sales outlets and are formed by about 10/
embers elected every three years.For some years, an
: as been made to broaden the criteria of represen-
h from the single sales outlet to zones or geographical
ese criteria will be fully discussed in the reform pro-
al sirice Coop feels that it is very important to maintain a
ik with the local communities without falling into an
gerated attitude.
 The area committees convene to approve the budget

129

Another significant experience was realised i
field of training the newly elected members. Upon th
entry, the members attend a course on cooperative train
based on the themes of cooperation, product quality, €
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and other topics of civil obligations; during the assembl]
the delegates that will participate in the general assem
with a compulsory mandate are elected.In this way the v
expressed during a local assembly is binding and the
can express their own decision-making weight.None

the principal problem of reform is represented by the
of Directors.

toring activity of the needs of the local societies and

the cooperative results. At Coop, the member as-

s articulated in separate assemblies of sections or

tivity aimed at developing the social base has re-

seen conducted also promoting membership through

mpaigns and initiatives.

hé following activities have been carried out:

ampaigns on services and the material advantages of

elng member;

nitiatives aimed at obtaining support on comrmon in-
§ (i.e., environment, recycling, etc.).

esults were satisfactory in:

he number of members is constantly increasing (at
op, membership has a base cost of an average ,Of
re 40.000) even though our problem is not repre-
nted by the increase in number of members, but in
the increase of members that partcipate;

the number of members that are involved in initiatives
: lso increasing, particularly for those initiatives re-
garding the commercial area, but not exclusively; and

The Boards of Directors are formed by a numbe
members that ranges from 17 to 44 members elected’
three years. The members are not part of the Board .
rectors nor of the area committees. Only in one case

Presidents of the area committees are part of the Boar
Directors. :

However, due to the enterprise’s development, to
changes in society and of the institutional structures;
necessary to strengthen the sources of legitimation.

As already mentioned above, the new proposal
institutional reform will have to update Coop’s rol
economy, the principles and criteria of representation,
regulations and codes and the participatory and elect
systems.

ocio-demographic formation tends towards a
cater presence of young people and women with
iddle-higher education.

The members of the area committees approve the
final budget and in some cases, the Corporate

An Organised Structure that Corresponds to Participatory
Democracy and to a System made for Participation '

The Social Organisation

The cooperatives of the Coop system are org
into areas or member sections having their own committ
in addition to the Board of Directors. In order to pron
an exchange of information with the Board of Director
the involvement of the areas, most cooperatives have
ated intermediate bodies formed by the presidents of
areas. Such bodies have a consultative nature and are
vened for the most important decisions. The area comm
tees have an autonomous budget for organising their’
activity. One of our cooperatives (Coop Emilia Veneto):
experimented a new model that includes the president
the area committees in the Board of Directors. The role
tributed to the areas is that of local representation, may

The following initiatives have been tested in order to
¢ members in commercial activities:

inding referendum to choose products on sale for
)embers only; and

lient satisfaction at Sales Qutlets.

it addition to the monthly journal sent out to all
bers, many cooperatives also mail newsletters on th(?
ties of the Board of Directors and of the management.
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was held in Grado.

“We would also like to recall that one of the objectives
he above-mentioned reform must be to favour the con-
[ capacity through various different tasks on the part of
councillors as well as a greater participation of the mem-
ers in the election phases (voting at the Sales Outlets). In
ddition, another objective is to stimulate the interest on the
art of the members through a more massive communica-
‘campaign to self-candidate themselves for the role of

The Structure of Existing Control
As already mentioned, Coop Is organised into areds

or territorial sections that correspond to one or more stox
Until some time ago, the organisation was based on the store
today, this characteristic has been superseded in almost.
the cooperatives. :
Since this represents a form of enterprise whose own
ership is widespread, control is articulated at the followin

different levels:

« much more rigorous norms with respect to those’ or.
tablished for corporations. Cooperatives, in fact,
2ddition to controls envisaged for regular compan
are also subject to self-controlling their national ass
ciations with regular audits, to the supervision o

Ministry of Labour and for the medium-large coo
eratives, also to the mandatory certification of budge

« the control of representational and assembly bodi

« the control of members at the system’s level (Natio
Association); .

« the control of the cooperative headquarters; anc

« the control expressed by the organisations that m
act with Coop within society and the market.

At this point the Cooperative Social Budget that
enterprises draw up annually represents a true mean
control and direct participation for Coop’s various diffe
interlocutors. '

Innovations achieved by the National Associati
clude the following: .

» the publication of the social budget of Coop’s
and of every cooperative, a Teport with the result
cained in relation to the objectives of the missio

‘Employee Participation
Coop’s members are the consumer and not the em-
es even though the latter may choose to be members.
problem regarding employee participation regards man-
tit policies of human resources and style and Coop
regard working conditions and employment. A na-
Seminary was held in July 1993 with the top execu-
fall the cooperatives to elaborate a policy of human
es based on the entrepreneurial culture and involve-
of human resources. The National Association of Con-
ooperatives also emphasised the principal points
erlying Coop’s employment policy:

sh ir{g.a.nd transmitting values, commitment and re-
sibility for all;

he management is involved in elaborating regulations
nd policies in coherence with the mission;

onsolidation of relations with the unions; and

ecting occupation and professional growth;

o ___this purpose, the national system has undertaken
mportant initiatives:

1992 research was conducted on the expectations
d the atmosphere among the 30,000 Coop employ-
otit of a sample of 1000 individuals;

« national assemblies where approximately 10 to
cgates per cooperative participate; such assembl
convened every 3-4 years to elaborate Coop’s ¢
multi-year policies. In 1992 an assembly was
define the system’s social policies and in Mar

the national assembly for Coop’s environmen

rious inter-cooperative projects were defined among

: .ality" project aimed at spreading work systems
Toups to improve client service;
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* the “Domino” and “Marco Polo” training pr
aimed at Coop managers and professional employz
at hypermarkets; and

y'-.'as' a whole, consumers and the rest of the coopera-
movément.

The social r eport | is structured into sections that cor-
io the different “interest holders” or stakeholders,
10se who have particular interests and benefit from
operatlve s existence and activities:

* anew national union agreement has been reached fill
with group incentives (collective and departmental p
duction awards).

Other important feasibility projects are being.
elaborated such as the project for a Coop central school
techniques to improve internal communication.

Prouvide Information on Objectives and on
the Orgawmisation’s Resulls

Introduce a System of Social Controls and
Social Auditing

Social responsibilities exist that Coop has assur
towards society and it is necessary to document such respo
sibilities. We have taken on this role during the '90s. It
taken three years, from 1990 to 1993, for this system to
introduced and adopted by the entire system. We have
fined it as the “Cooperative social report or analysis”, It.
instrument that provides clear and timely informatio
commercial activities. Furthermore, the cooperative
report provides the list of the cooperative’s social ac
carried out in reaching its objectives. 1t is a tool that
rately highlights the differences between the Cooperati
and other commercial operators.

The purpose of the cooperative social reportis
an informational tool and a means of programming and pl:
ning: in the last two or three years, our companies havi
grammed activities in terms of achieving their final ¢
tives.

This is obviously a plan drawn up both on descrip-
nd _quantltauve terms. For the moment, the social re-
drawn up in its final version, but a draft is also being

owards the end of 1993, the members totalled
(with an increase of 160, 000 units. We are grow-
ate of 150.000/160.000 members a year with an
tionial participation that is quantifiable in 1000 assem-
‘by the members during the course of 1993.

heére is also a social type of participation with a total
000 hours of voluntary activity on themes of consump-
nd the environment; in 1993 such activity cost 26 bil-

However, the prerequisite for developing soc
tivities is naturally represented by the company’s high
its. This is necessary, but not sufficient. It is only a pr:
tion. The company’s various different activities are run wi
the context of the objective of social responsibility.
means of communication both internally with employe
members, but above all with the outside world, with th
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With reference to the economic interests of
bers and the economic advantages for users and con
40,000 members were consulted to learn their opinionl
garding the special offers and discounts. Over 5
members benefited from the discounts and the spec
fers reserved to members, a form of discounted prices
is promoted among members during certain periods o
year. Additionally, some of our companies also offe
fund that is proportional to the expense made du
year under the form of a re-evaluation of the capital s
scribed by the members. This initiative involves moie:
60% of ali the Coop members of the cooperatives that pr
tice this form of reimbursement. In 1993 all these activ

offered members an economic advantage equal to '6__0
miliion lire.

1ffei‘ent tools. For example, “the tool box”, gon
t that we sent to more than 79.000 secon allyl
chérs in Italy. Itis based on traditional to}}lmis sm;
d nutritional education as well as on other more
bjécts such as domestic accidents, lnfor{élanon Eg
arkets, etc. The classes arc formed by students a
. are conducted at our sales outlets,
We have also created a new sector foxi l"he elderly
n research conducted o learn their epln(lions on ;:”(3”
s: their expectations with regard to products, se
‘social activities.
ar as environmental protectior} is conc_erne}d, we
hed an agreement with Replastic, a nan(;na (}:(()n:
reated for the differentiated coll_ecnon o p?c ggl
+ials which has led to the creation of eC(l)l Og&c:;
n many Coop sales outlets. These are co ec}oiS
“the various different types of packaging maftel 1ak-
& allowed us to collect more than 25.000 tons of pac
dboard. '
AiWélys with regard to packaging, we are drawmg ;rp
¢t-that aims to collect materials that’forAm se;_:or: ang
mg of Coop labelled products, _thelr }1 ecyc utlﬁe nd
duction of new packaglmg materials. Closing
ns completing the cycle. .
e carljlpaign on pesticides, with which we ccli‘e?itfld
nt that provides evidence of our acth_tlles, t?t iongs
onith of July 1993 deeply involved Coop with p}f: s
than 1 million) aimed at the Italian lawmakers o
ducing a new law that updates our legislation 1n

As for social communication, that includes the pu
cation of periodicals; in 1993 1.800.000 monthly period
were mailed to members together with other inforima
bulletins for a total cost of 7.605 million lire.

Consumers

As for the activities aimed at protecting health
principally refer to the applications of the rights establis
by the European Economic Market on consumer defen;

One of the principal fields of application is 1
sented by the Coop products. There are 600 reliable q
products that succeed in competing with the products of
most well known and major brands. Since these do h
volve any advertising and promotional costs, they are
fered at low and competitive prices. Nonetheless, the
quality products that respect the environment and dur

1993, Coop conducted more than 110.000 quality and safe
tests on these products.

vironmenial protection represents the mol?.t 1nr{0-
field for Coop’s activity: differentiated collection, re-
ng and recycling materials, education and environ-
protection. . ‘ N
‘Also worth mentioning is the mformamop ac_zu‘vgy
ugh’the consumer journal and through specific initia-
siich as conferences-exhibits and seminaries.
-Coop has invested more than 5 billion lire for con-
‘education activities.

These activities aimed at protecting the consurm
health cost 8.072 million lire in 1993.

Furthermore, always with regard to consume _
1993 our cooperative companies developed various dif
ent educational and training programs that principally
cerned schools and that were aimed at the young cons
ers. Within the context of these programs, they utilise
136
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The Essence of being a Co-op i the New Society
The "90s have shown us that the industrialised worlt
is drastically changing. A responsible cooperative is forme:
on the ethical behaviour of cooperatives.
Giorgio Vozza (1993) summarises this behaviour
follows:

ler A: ITALY

formed, to the right of participation, to the direct elec-
ion of the directors of the cooperatives to which they
elong.

Re ponsibility towards consumers to whom the coopera-
tive must offer merchandise that is safe, of high qual-
ty and at competitive costs.

esponsibility towards employees, training and practical,
that goes beyond contract guarantees in order to pro-
ose more effective forms of involvement.

“Cooperators agree on the need to return to basic
concepts, to recuperate and adapt to present needs
the motives and traditional elements of coopera-
tion and their practical use. In order to succeed
in this intent, organisations must devote greater
attention to listening.

esponsibility towards society, from the small community
th only one cooperative sales outlet to the more com-
plex relations in large cities; commitment to improve
he quality of life for the citizens through positive ac-
101,

This “creed” does not contain anything ideologi-
cal and is firmly hinked to market research, to the
analysis of the consumers’ expectations and the
new mentality emerging in this decade. The analy-
sis conducted by cooperators, in step with that
conducted by private entrepreneurs, highlights
the obvious superiority of certain approaches such
as employee involvement, the concept of an en-
terprise led by citizens, the cooperatives’ social
commitment, the attention towards consumers,
transparency in management procedures and the -
personal prestige of its leaders.

ponsibility towards the environment, reformulating
onsumer products and distribution, without pollut-
ng; but cleaning, collecting and cooperating.

ponsibility towards the institutions: a loyal confronta-
ion without subordination or mediation between each
nstitution and not between the private body and the
lic one. The latter must be reminded of its duties
fowards cooperation and service for the citizens.

sponsibility towards the heritage which must be accu-
rately managed and possibly improved constantly. Part
of such heritage is material, while the other part is
stract as is our reputation and the market quotas.

All these elements perfectly comply with the na-
ture and identity of the cooperatives that have the :
fortune of being characterised by values and ide
als that are much appreciated today. However, this
is not sufficient for being competitive and for re
maining in the market.

onsibility towards competition with whom the coop-
) L . _eratives must demonstrate their superiority and
Two fundamental criteria exist: responsibility and uniqueness
coherence. Our thoughts and actions must be co e
herent with each other. We must attempt to ex;
press ourselves in a better way: we must depar
from a simple equation which 1s E = R + C (Eth-
ics = Responsibility + Coherence)”. :
Below is a list indicating the way of how this

put into practice: :
Responsibility towards members that have specif
that must be respected: from the right of beir

_p:i_):ﬁé'ibility towards our ideals: which must not be for-
tien, but put into practice and defended

ponsibility towards procedures: parucularly those re-
arding the functioning of the Bodies, our democratic
yproach and the proper management of the decision-
aking process.
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helped and supported in developing themselves as
as possible.

Social ébjectives must be formulated every three yea
through quantitative indicators. The annual, economic an
social report can become the best tool to verify progre
the end of the mandate it will be easy to establish whethe
not the objectives set have been reached. As society ch
and takes on a new shape, the organisations must betomi
socially responsible in order to gain respect.

Table 2

Summary of the cooperative social report 1993
" for the entire national Coop system

93-SOCIAL COSTS (in mallions of Lire)

EMBERS

epresentational casts and participation

26.401
60.340

sts for economic advantages offered to members

ts for social communication

For e

Table 1

HE CONSUMER

“osts for qualicy and safety L. 8.07

Changes that occurred in the Italian consumer b5t for consumer education and training L. 3.649
cooperatives from 1982 to 1993 sts for information and research L. 773

sts for environmental protection L. 1.057

b L. 13.651

Number of

Coops 595 341 338 335 330
Sales Qutlets 1486 1162 1178 1165 1150
Turnover {1} 2184 7458 B765 9733 10680

Sales surface IVIL SOCIETY

area (2) 361 566 622 656 684 Gost’ for supporting research for multiple sclerosis L. 4.000
Employees I5711 27656 28826 30179 31406 Coé.t.s for social and civil solidarity and

Members 1.2bn 2.5bn  2.4bn 2.6bn 2.8bn 61':.'-t€1'1'i[01‘i3.1 caltural development L. 3.182

{1} in billions of Lire

(2) thousands of square meters

osts for developing countries L. 404
ubtotal L. 7.586

E COOPERATIVE MOVEMENT

nids intended for indivisible reserves L 424462
Gooperative development and promotion fund L. 13491
Subtotal L.437.953

1.129.223
total item 5 1.437.953
ENERAL TOTAL . L.567,176
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ipier 4.

Table 4
ummary of national projects for Coop changes

Fable 3
Summary of guidelines for Coop changes

The Scheme of Policies and Projects

HOW THE PROCESS OF CHANGE I$ DIVIDED
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is-in agriculture deepens and the need for capital has
shed it towards selling shares to nonmembers.

Dr. Leslie Brown is a volunteer. She is a member on a
erinig committee to develop a new food co-operative and
oard member on a local credit union. She is also a Soci-
t at Mount Saint Vincent University in Halifax.

D Lou Hammond Ketilson is also a volunteer director
‘Saskatoon health care co-op and is a Professor in the
siness School and senior researcher at the Centre for the
dy of Co-operatives at the University of Saskatchewan.

Chapter 5: CANADA

Co-operatives began and gained strength in Nort
America amongst farmers. The Consumer co-operatiy
movement made inroads into the urban market place in
1950s but most have fallen by the wayside with the onslaug
of large shopping malls and the current trend to discoun
chains. Atlantic Canada (most Eastern provinces) is an
ception. This has long been a depressed region in Cana
with high unemployment rates.

Co-operatives took root during the 1930s with th
Antigonish movement and food co-operatives are now d
nant in the Co-op Atlantic federation. They have ove
of the food market, are continuing to form new co-oper
tive associations, increase market share and are doing it
different way than sister movements around the world

The direct charge model is important in urban cent
and each store is a co-operative association with a sep
Board of Directors and its own membership activity. The
also practice co-operation between co-operatives at the lo
level where the consumer co-operatives have provided:
ership in developing local Co-operative Development Go
cils which stimulate activities to address local needs an
prove the local quality of hife.

The largest consumer co-operative in North Amer
Calgary Co-operative Association which has over 30%:
food market share in the city of Calgary, operates 14's
ping centres and has a long history of involving me
volunteers. "

The largest co-operative in Canada, Saskatchewan W,
Pool has had a centralized management structure sin
inception in 1924, and bas the most extensive delegate s
ture to implement participatory democracy in No
America, it 1s now under intense pressure to change
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0-0op Atlantic
y Leshie Brown

his case study I describe practices and initiatives in

of member and employee democracy in Co-op At-

nd the consumer co-ops which are its members. These

located in the four Adantic Provinces of Eastern

aand in the Magdalen Islands of the Province of
he population of this region is about 2 million.

op Atlantic, with head office in Moncton is a second
-operative which is a wholesaler of consumer goods,
d petroleum (See Appendix 5). In addition it is a
~of farm inputs, and of services to member organi-
(management agreements, training programs for
s.and employees, member communications, plan-
iting, accounting, advertising, public relations, in-
ion systems, financial management, credit, engineer-
eérchandising and so on). Co-op Atlantic has livestock
poultry feed mills in four locations, and distribution
(for groceries, produce, hardware, dry goods, pe-
; building supplies, feed and farm supplies) in three.
Atlantic owns Atlantic Peoples Housing, and CA Prop-
mvolved with the development and management of
g co-operatives, land and subdivision development,
construction, non-profit senior citizen’s housing).
p-Atlantic ranks among the top 50 Canadian non-
al co-operatives, holding 9th place in 1992, and is listed
ng the top 200 businesses in Canada. It has assets of §96
on; sales approaching half a billion dollars, and over
employees. Its member co-ops employ over 5000 peo-
ver 200,000 families, comprising approximately
000 people, own shares in the member co-ops of Co-op
i¢. Their market share is 19% overall, higher in the
of individual stores.

-
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&
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e
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Current Situation

About one hundred and sixty-five (165) autono
cally owned co-operatives and their 216,000 membér h
holds own Co-op Atlantic. It is run by a board elected
and by its member co-ops. Sixty of the member co-6ps
are conventional consumer co-ops, retail grocery and
eral merchandise stores in which anyone can shop b
shareholders can vote, run for office, serve on committ
and so on. Thirty co-ops (18% of the membership) &
rect charge consumer co-ops, retail grocery and ge
merchandise stores in which only shareholders can:
Nineteen co-ops (12 %) are multipurpose, with mos
mnvolving retail functions. The remaining 56 membe
clude agricultural societies, agricultural co-ops, buying
regional, fishing, and publishing co-ops. Seventy-tw
member co-ops currently have management agreemen
tracts with Co-op Atlantic, and most direct charge
are under management agreement. :

Since 1988 there have been 7 new incorporation
pansions, and 4 new stores built for existing membe
ers. While co-ops have closed over this period (one
charge and four conventional co-ops in Nova Scotia ale
Co-op Atlantic has usually been able to avert closure b
ing closely with co-ops which are having trouble to help
get back on their feet. In fact, out of 30 direct charge
formed over the past 15 years, only 3 have failed—a rec
far better than the failure rate of the private sector wh
out of 10 small businesses fail in the first five years,

Co-op Adlantic operates within five provincial jurisdicti
across large geographic distances, in an area which is sp
populated, in two time zones, and in two languages. C
Atlantic has to be sensitive to strong local identities and
sitivities, and has to cope within the North Americi:
Trade Agreement and a historically weak regional econ

Since the late 1980s Co-op Atlantic has undertaké:
eral initiatives which have moved the organization and
members in new directions and sparked renewed cor
ment to enhancing democratic participation by membé
employees, as well as renewed involvement on the p:
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n 1088, after studying various reports including
sioned study by an economist on the effects of free
the ‘co-op system, the Co-op A{larztlc Boa.rd“of ?1—

put forward a resolution to the AGM. This reso 1111
ch was passed by the delegate body, opposed t e
ed Cinada-U.S. Free Trade Agreement and author-
oard to lobby against it. At the 1989 AGM a reso};
osing the Goods and Services Tax passed. Althougd
e Trade Agreement and the GST were enacte L
ficant that for two years in a row the delegates ha
ted “political” motions which traditionally would not
en-considered the realm of Co-op Atlantic.
g. hese years the Board of Directors and several
¢ senior management came to the conclusion tbat
op sector is approaching a crisis. The nature of c;h’e
coTiomy, economic restructuring, Atlantic Canada’s
dent” economy, the consumerist ethos, a’fid the dis-
1655 of the “movement for co-operation” were and
n-i6-bode il for the future. On the other_ hand, the
gness of Canada’s national and provincial govern-
o do anything about regional inequalities or Lo pro-
| protect the Canadian economy create a vacuuim
¢o-ops may be able to step. w
90.the Board of Directors again went to the AGM
esolution. This time they were seeking agreement
¢ ¢reation of a committee to study Co-op Atlantic’s
anid mission statement with a view to making any
‘revisions. This was part of a larger ob_]e.ct’lve —to
idei‘.co-operative ideals, and Co-op Atlantic’s co-o}}:-
deals in particular, in the contemporary era. T e
tes passed the resolution and in 1991 the committee
ed to the AGM (after much consultation and promo-
oughout the member co-ops) with Resolution 11: A
sal for Renewal. (Appendix 1) This too passed hand-

e reaffirmed vision statement and the revised mission
nit of Co-op Adantic read as follows:




CANADA
in which people have some control over their own

roponents of the IFR portray co-ops as integral to
1and economic fabric of Adantic Canadian Com-
economic well-being; and to produce and consume ~and as a key factor in community economic devel-
what we need through institutions that root social’ ent. The bedrock on which these initiatives rest 1s the
and economic power in community organizations participation of members and employees, considered
We recognize the interdependence of persons and - 4in stakeholders. Issues of democracy are seen to

organizations, 2 or effecti - ) i i
ganizations, and the need for effective and r he heart of Co-op Atlantic’s future, as a business and
sponsive links. We pursue our vision through co ement

pperatives - organizations based on fairness, equal _ . o
ity and mutual self-help. isreport I offer a synopsis of participation by mem-
MISSION employees in Co-0p Atlantic and in its member co-
hoth direct charge and conventional co-ops. My infor-

(adopted at the 1991 Annual General Meeting) comes from previous research I have done on con-
0-ops in Nova Scotia, recent interviews with Co-op
nific management and board members, documents, ob-
s .at Co-op Atlantic’s 1994 AGM, and my experi-
dealing with Co-op Adantic while I was Chair of the
ting Committee of the Sackville Direct Charge Co-op

Making Membership Meini
VISION

We -share a vision of people working together to"
achieve our potential; to improve our social and

We will extend co-operative values to all parts and
sectors of our society and economy through the
creation of an interdependent network of co-op
erative enterprises whose operations gain their .
vitality and business strength through the inno
vgtive application of co-operative values and prin
ciples.

At the same time as they voted on these revisior
egates at the AGM voted to accept an initial action plan
lution 11 offers proposals for renewal in six areas: integ
co-operative development, facilitating co-operative dev
ment, capital formation, stakeholder control, responsibi
to the environment, and communication/education. (Se- -
pendix 1) This initiative is far-reaching in the changesits
gests for Co-op Atlantic and its member co-ops, includin
it does the concern for developing stronger linkages
other forms of co-ops, the promotion and facilitation
worker co-ops as well as consumer co-ops in local comm
ties, developing an environmental program, signifi
altering management styles, and incorporating empl"()':':
as owners of local co-ops.

alion of Members’ Activities and Management
articipation based on Participatory Democracy
he Needs of Members and the Role of the Co-op
-op Atlantic and its member co-ops are trying to re-
id'to the need of member organizations and individuals
ontinued healthy co-op sector, and to the members’
ds for a secure living for their families, Initiatives for
wal is seen by its proponents as a way for consumer co-
o respond to these needs and, in fact, as the only way
e'consumer co-op sector has a chance to survive in
long Tun.
While some view the IFR as a threat and a diversion of
<ources, others see it as the culmination of the last ten years
forts to identify and debate the key issues facing co-ops
tantic Canada. These issues include: the need to clearly
late the key components of the co-op alternative, the
er's and potentials of Free Trade and economic restruc-
ing for Adantic Canada and the co-ops, problems of capi-
ormation, environmental degradation, lack of interde-
: 153

The documentation underlying Initiatives for Ren
(IFR) is clearly rooted in particular economic, politica
sociological theories about development and underdev
ment, and the impacts of free trade in a dependent econe
such as Canada’s. Throughout, the critique is sustained
fogus on the co-op commitment to an economy which se
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pendence and co—operation among co-operatives, the ne -:op_Atlantic did not feel that they could refuse to go along
to regenerate commitment to a rejuvenated co-op phiios the resolution. The warehouse opened in 1993 and has
phy, and participation in co-operatives appropriate to iséd board and jmanagement personnel by not being a
present era. the system. ' Some seem quite pleased by this turn
An ongoing challenge, though, is to make IFR a par ents, to be “proved wrong” by a group of dedicated co-
patory process rather than a top-down one, and to d who really did their homework was seen as a positive
both members and employees into it in a participatory wa erience. They also believe that the effort extended to
One commentator suggests that the IFR is often seen the produce warehouse probably has contributed to
an initiative of the board members and key managemie: ever success it achieves.
personnel, who then took steps to disseminate informatio At the same time, there is some concern that the initia-
help people understand the rationale behind the initiativ f autonomous co-ops can drain the resources of the
and consider the implications for the co-op system. Thou m. For example, a co-op (or a group of co-ops) can run
overwhelmingly supported by AGM dclegates, the IF] into the ground and be bailed out by Co-op Atlantic
less well understood at the level of local co-ops. falong the way it consistently ignored warnings and

The Creation of New Fields for Members® Activiti

New or re_]uvenated fields for member activities mclu e co-op system as a whole. While no respondents ad-
lobbying in preparation for the AGM, initiatives frox te bolishing the federated system, one suggested the
tonomous co-ops either alone or as a group (within zotie duction of contracts between the individual co-ops and
category of co-op—direct charge or conventional), memb p Ailantic to make clearer the reciprocal obligations.

relations sessions in each of the zones or areas where ¢
are located, member relations committees and pro
within each co-op, co-op newsletters, local co- operative
velopment councils.

Lobbying in Preparation for the AGM

Initiatives from Autonomous Co-ops
ops also exercise initiative in identifying issues and
oblems which the Co-op Atlantic system needs to address.
mple, several direct charge co-ops are concerned
he change in their demographics (more “empty

When asked for recent examples of member co-ops pt 57, fewer young families) and the difficulty they have
ing for an innovative idea (other than IFR) most respo cting young people and less well to do families. At the
ents chose as an example the Newfoundland produce 1 i ‘of these co-ops, Co-op Atlantic organized meetings
house. Co-ops in Newfoundland proposed a Co-op Atla _ ¢'fall of 1994 where the focus was on the difficulties and
produce warehouse for Newfoundland (first to Co-0 ‘tunities facing direct charge co-ops. These discussions
lantic managers and Board, and then to an AGM). Alth : lly embraced key direct charge issues such as the

supported by the delegates at the AGM, Co-op Atlanti s fee.
agers and board turned down the idea because they bel -

that it would not be economically viable and so would h
Co-op Atlantic. They reported this at the next AGM.

After a year or so of lobbying among other co-ops:
Newfoundland co-ops again presented a resolution instru
ing the board to set up a produce warehouse in Newfo
land. It was passed by a strong majority, and the Bo:
154 :

Member Relations Sessions
help generate and disseminate innovative ideas, Co-
antic’s Member Relations Department convenes mem-
tions sessions to which stores in a particular geo-
hic area are invited. At these sessions the co-ops and
workers talk about concrete examples of successes
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and failures in member relations activities. These sessio: ‘here appropriate. Co-op Atlantic tries to respond
supplement the more informal channels of communica y to initiatives from local co-ops. For example, one co-
and the information shared during routine visits from field - that complaints about general merchandise, espe-
workers. ' family fashions, were increasing. After doing its own
Member Relations Commitiees and minary survey the co-op contacted Co-op Atlantic to
Programs in each Co-op : how to better understand what the problems were and

o address them. Member Relations developed some
estions, including the convening of invited members in
flending section of the store after hours. These sugges-

were amended to the satisfaction of the participants

en implemented. The results were very satisfactory,
d the techniques used are now being promoted more
ely in the system.

Over the past few years the Member Relations Dep:
ment of Co-op Atlantic has spent time with each memb
co-op, encouraging each co-op to form member relatio
committees, and to develop a member relations progra
This has been very successful and has the spin-off that
member relations committee helps bring in volunteersian
acts as an incubator of potential board members. Field w

ers from the member relations department do training Local Co-op Development Councils
sions with member relations committees and help them: _ n area which offers new opportunities for volunteer par-
velop programs which have five elements: planning pation is that of the local co-operative development coun-
administration, membership analysis, recruitment, coni: bout 14 of such councils exist in Atlantic Canada, 3 of
nications, and events/programs/activities. About 90 co-op: iich predated the IFR, which does advocate such coun-
also have a paid staff person responsible for member & councils are formed by local co-ops, local credit
tions. : ns'and other forms of co-ops. These councils can draw
Co-op Newsletters son Co-op Atlantic’s IFR manager for help. This manager,

y staff person assigned exclusive responsibility for IFR,
ther hielps himself or refers them to other areas of Co-op
Aic

Prior to the emphasis on developing member relatio:
programs, Co-op Atlantic began producing newsletters:
mdividual co-ops. Each co-op develops its own copy, su

plemented by articles provided by Co-op Atlantic. Thefo ‘here are several coungis among the 14 ufhxch are quite
mat (headings, etc.) of each newsletter is the same. Now'i Y Qne of the io_ngest lived, n}ost.successh;l_l and experi-
member relations programs are being promoted, new €a.1s Le COHSC_II de la cooperaton de l'ile de PUPCC
ters are being advocated as part of such a program and'i __l'flal”_d- Ano_ther is located in Salntjohfl, New Brunswick,
vidual co-ops are being encouraged to become more invol 1t more dlre_ctly a response to Fhe I'I‘ R. It a}so }:acks the
in providing copy for their newsletters. text of isolation and ethnic solidarity that is said to fa-

Co-op Adantic also helps fund the independent regio o-op councils in the Acadian (French) parts of the re-

3 : : Ctha i [ ncils are possible even where such
newspaper The Atlantic Co-operator. This newspaper print i tnth]és Sho?l?f t};af;}:] P
co-op news articles, writes (often} controversial editor ,cmss 0 not play a part. _ ' .
encourages readers to air opinions, has several column : Fivé years ago, responding to enthusiasm generated at a

who raise issues for discussion, and generally inform e Cor_lference the managers of the co-ops and _'51"‘3(1{‘
stimulates. nsin Saint John founded the Fundy Co-op Council. Pri-

rily interested in joint ventures such as marketing, the
ncil succeeded in mounting some campaigns, sponsor-
¢ local community events, and so on. When the recession

Miscellaneous _

On a smaller scale, individual co-ops are always exp
menting with new ideas, and seeking help from Co-op
156
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own lives. Involving the emerging co-ops as members
development co-op keeps them in touch with a sup-
tive milicu, and is expected to enhance their chances of
il
While funding is still a problem, the supportive networks
teady stream of innovative ideas are encouraging to
embers feel, too, that the high concentration of co-ops
¢ area has been a help, because the concept is not for-
on:to local community residents. A few successes will help
ify the council, it is believed. Successes will also gener-
more interest and enthusiasm on the part of regular co-

caught up with the co-ops in the early 1990s, commitme
to the council waned. However, after the passage of Resc
tion 11 at Co-op Atlantic the Council was re-energized,
expanded to include board members as well as managers o
other staff from the member organizations. By 1994
membership had expanded to 12 (4 co-ops, 2 credit union:
housing co-ops, wood producer co-op, funeral co-op, 1
taurant co-op, taxi co-op).
Earlier this year, the council incorporated as the Fun
Development Co-op Limited, with the current Preside
being the General Manager of one of the local credit
ions. Shares are $10 per member. Until now a strictly vo
teer operation, the increased workload has led to a decisi
to try to raise funds to hire someone to manage the co-op
Twenty-five to thirty people now attend monthly meetings
and there are several projects on the go.

The Participation of Members and

Employees in Decision Making

Details of the governance structures are given below. Itis
ortant to note that informal channels of participation
tinue to be extremely important - activists tend to know
now of one another, and Co-op Atlantic Staff travel out
hé co-ops regularly. Even the General Manager is only a
e call away. Employees do not sit on the board of Co-
ntic, although the General Manager and members of
senior management team attend board meetings and
gest agenda items. Local co-op boards do not include
ployees yet, though this is being discussed. In many co-
‘employees do sit on committees. Employees have been
y involved in the design and implementation of the
gy program mandated by the IFR.

The Fundy Development Co-op helps groups for
ops, and is able to help people draw on the resources
expertise of the member organizations, Co-op Atlantic'(i
der its Initatives for Renewal programy), various unions, aj
other sources. These organizations provide advice, help
developing business plans, etc. Loans are provided thro
the credit unions, according to normal commercial loan
teria.

In the case of the new funeral co-op various co-opsa
individuals have signed guarantees for lines of credit.
individuals have guaranteed $30,000 and 6 co-ops (2 cr
unions + 4 co-op stores) have guaranteed $30,000 each
restaurant is a workers co-op formed by New Canadians'
Guatemala, who had no money but found people to-
guarantees for $2,800 each. The Canadian Red Cross ant
local restaurant workers’ union helped this group too.
taxi co-op (still in the planning stages) is also a workers
op, with each member contributing $5,000. :

Members of the Fundy Development Co-op enthusiasti
cally support the concept. They feel that over the past
years they have broken down barriers between existing ¢
ops, heightened awareness of and support for the co-op's
tor in the St. John area, and helped people take charg

sanizational Structures, Present and Planned, for the
itation of Member and Employee Participation:

Member Participation in Decision Making, Business
“Areas, and the Understanding of Members’ Needs

e 'structures which are in place to involve members in
p-Atlantc include: the zone conference, the elected
ard of Directors, and the Annual Meeting. Members are
o influential through their own store managers, who par-
pate in: the retail managers’ zone conference (area meet-
5), the managers advisory comrmittee, managers’ clinics,
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department managers’ meetings (see Appendix 2). '

Member co-ops (co-ops which pay a membership fee
$25) are divided geographically into 10 zones. Co-opsin
zone send delegates to meet together every fall, and ag:
during the annual meeting. Co-op Atlantic sends an ar
manager to these meetings. At the fall zone conference
representative elected to the board from that zone report
on board activities and fields questions. While this is no
deciston making body members raise issues they want s
addressed, participate in workshops, and network with
another. The General Manager of Co-op Adantic attends
least one zone conference per year.

At the Annual General Meeting co-op delegates (1 - 5
co-op) hear reports, vote on resolutions submitted in
vance by local co-ops, attend a zone meeting to elect a boa
member if necessary, attend workshops and network wit
other co-ops. The board reviews all resolutions in advan
and offers a recommendation which the delegates may
may not choose to accept.

The ten member Board of Directors meets every’ _
months for three days at a time. The August meeting rota
among the zones and directors visit each member co-op
the zone. The board’s responsibility is to determine pol
and direction of the organization, to set up any neces
committees, and to supervise management.” To varying
grees, board members also see it as their responsibility
keep in close touch with local co-ops in their zones. A
member can serve a maximum of three consecutive th
year terms before having to step off for at least a term
as yet rare to find more than one woman on the bo
directors.

The fact that the Co-op Atlantic System is a federation
independent co-ops necessitates ongoing attention to i
of democracy and participation if legitimacy is to be ma
tained for Co-op Atlantic. Ongoing attention to issues re
lated to communication, representativeness, speed and g
ity of decision making, building consensus, improving d
cratic and/or business skills, handling conflict and div
interests is required. Member co-ops may see Co-op At
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o rigid, too unresponsive, too “in control”, or too ori-
d toward uniformity. Co-op Atlantic personnel in turn,
find member co-ops 0o unresponsive, lacking in com-
€Nt or knowiedge conservative, too protective of their
pendence. It is in the nature of a federal system to ex-
ence such tensions and differences in perception, and

ese must always be paid attention to. Indeed, when han-
well such tensions can be fertile ground for innovation
h althy diversity.

esent, there is no plan to radically alter the struc-

r member participation in Co-op Atlantic. However,

he next two years Corporate Services hopes to present

e'board an analysis of the democratic structure of Co-

lantic, with suggestions for change. Also, IFR offers

eased opportunities for involvernent in co-op activities.

nly are employees to become more involved over time,

mbers are asked to serve on local co-op councils, to

elop more committees and other activities within their
-ops, and so on.

e each co-op is locally owned and operated, there is
variation in the nature and extent of member partici-
on in them. Fach co-op determines its own inventory
ppliers, usually a managerial decision, with input from
bers. All co-ops have a Board of Directors (9-12 mem-
lected at an annual meeting. The annual meeting is
ducted differently in the different co-ops, though news
cessful initiatives is often disseminated through infor-
etworks.! Most co-ops have some committees, the com-
ones being building, finance, policy, and member rela-

_response to questions about the differences between
ct chargbe and conventional co-ops as regards member
pation, respondents were unsure.” Everyone could
kof examples of highly participatory co-ops of both types.
charge co-ops have a tendency to have better record
ng, and because they are more likely to be under man-
ment agreement they are more likely to follow initiatives
ested by Co-op Atlantic. They may be more tied into
nformal information channels too. Where they have a
nittee structure, both types of co-ops tend to have mainly
161
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board members serving on them. One co-op I am aware
actually passed a policy that board members could comp;
no more than 40% of a committee’s membership. '

In general, direct charge co-ops cater to the desire
obtain immediate savings on purchases, and are believec
be more lean, efficient operations because they do not h
the advertising and promotion costs that otha stores d
Members of a direct charge co-op are “captive” too, in't
sense that they have an economic incentive (the ser
charge) to do all their shopping in the co-op, and thu
be expected to come in each week. This means tha
should be more easily reached than members in a con
tional co-op who may shop less frequently. It is not'¢
that members of direct charge co-ops are more “committed
except in relation to their tendency to purchase more of
needs in their co-op. It is likely that direct charge memb
are more knowledgeable about the key structures and
nances of their co-op too. All this has yet to be studied:
tematically, however.

Most co-ops under represent women among their lea
ership, and the direct charge co-ops under represent
affluent people among their membership. Discussion j lS
going on both these issues.

Employee Participation in Decision Making

As mentioned above, managers from local co-ops are
incorporated into Co-op Atlantic’s decision making proc
on the operational side. Managers meet at zone conferén
(area meetings) presided over by the area manager. Rep
sentatives are elected to serve on a Management Advisor
Committee which includes the general manager and the s
ior management group. This committee meets three ti
per year. Manager clinics are educational offerings wh
deal with topics deemed important to Co-op Atlantic’o
managers themselves. Department managers also meet é;
year. Co-ops with management agreement contracts h
even closer ties to Co-op Atlantic. :

At the local co-op level, managers are free to incorpor,
their staff in decision making as they see fit. As mentioned

ier. 5 CANADA

' '_employees serve on committees but not on the board
irectors. However, there is discussion on the issue of em-
einvolvement, as will be seen below.

System of Communication to Elicit Initiatives

tainly people within the system agree that more needs
one in this area. But some things are already being
essfully implemented. The governance structures of
igs and elections provide many opportunities for for-
d informal communication, as do the various manag-
meetings. People come to know one another over the
-and have several opportunities per year to meet.

etween meetings the main formal communication or-
s are Contact, which is sent out to co-op boards after each
p Atlantic board meeting, and the manager’s Bulletin
ich is'sent to each co-op manager. Member relations field
regularly visit co-ops in their district, attending board
gs where possible. Also, the General Manager main-
15 an open door policy—any member can call or visit—
he visits the individual co-ops and attends zone meet-
At least one of the senior managers also visits local co-

s often as possible.

iatives For Renewal also requires open communica-
channels. The IFR manager has been allocated a mod-
udget—about the same as the ecology program-—and
raw in some of the resources of the Member Relations
artment. There are plans to launch an IFR newsletter.
FR manager sits on the board’s IFR committee, a com-
“which also has representatives from senior manage-
t. He also meets regularly with the senior management
He helps local development councils form and oper-
te, upon request, but does not try to organize them him-
hat must be a local initiative.

The IFR manager is also authorized to help new (usually
orker) co-ops, especially those resulting from activities of
evelopment councils, and to act as liaison with other
organizations. It is important that other second tier
anizations such as the credit union centrals, the housing
p federations, the worker co-op federations, and so on
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support 1FR. This makes more likely the creation of strong ost do not. Co-op Atlantic itself deals with several unions
local development councils which have as members all th g its employees. Trade unions are not represented in
co-ops and credit unions in the community. A more dev ision making bodies in the co-ops.

oped infrastructure is needed—even for such basic tasks.as :
evaluating and disseminating information about successes ) . .
and failures for council members to learn from. . ial Reporting And Social Audits

Local co-ops do many different things in the area of com Asyet neither Co-op Atlantic I(l}(_)r. the}fgcal c-o-ofptsi] d(_J‘mu;:‘Iﬁ
munications. Apart from annual meetings and committe ay of social reporting or au u;H;Hg. A Pdaat 1o eir wom
work most issues related to communication (other than:il ¢ member relations committees of ndividual co-ops co

ers and the like) are now being handled by member rel: ile information on the impact the co-op has on the commu-
tions committees. (number of jobs, members, community projects, etc.).

e Corporate Services Division of Co-op Atlantic plans to

Training and Educating Members and lop a social audit proposal within the next year or so.

Member-Leaders
Co-op Atlantic’s Member Relations Department, wit
the Retail Development Division, centres its activities aroun
the notion of participatory democracy and education for par

ﬁloj.a'ees and Management:
riicipative Mangement and Employee Involvement

ticipation. This means facilitating member participation: i Relationship with Management and Employees
Co-op Atlantic and within local co-ops. For example, th Within Co-op Atlantic itself there is a conventional hier-
department conducts workshops on what it meaus to se hical structure, with a chain of command.’ However, by
on a beard, runs orientation workshops for first-time de  late 1980s, under the leadership of a particularly con-
egates to the AGM meeting, coordinates and helps fund d tied President, the Board began to investigate the con-
rector trainingf helps co-ops form their own member rela ency between owner-manager-worker relationships in Co-
tions committees and develop their own newsletters, hely p Atlantic and the co-op values of equity, equality, and mu-
co-ops approach Co-op Atlantic on various issues, and alself help. Further analysis in light of co-op princples
on. This department also promotes a “We Listen” program also done. By 1989 the board had passed a directive to
conducts surveys, focus groups, consumer panel group: 'hagement to investigate a more participatory form of
prepares and disseminates reports, helps board member nagement. This complemented the introduction of the
and staff respond to enquiries from members, and so o mamics of Mangement Program discussed below. The
few years ago the member relations department commis ard also began some promotion of the idea of integrated
sioned an evaluation of the director training program and 0'155 at the local level (workers and consumers). Much of
has plans to make that program more effective. swas reflected in the IFR Resolution 11. As yet little ac-
At the local co-op level training and education (e.g. ne n has been taken on these ideas, although there is consid-
member orientation) are the responsibility of local membe able support within various levels of Co-op Atlantic man-
relations staff and committees, though Co-op Atlantic helps igement for the idea of more participation.

when requested. No consensus on the meaning of participatory manage-
ent has developed and several of my respondents com-

ned that they did not know what it means or that every-
i e-uses it a different way. However, one respondent was
While some of the member co-ops have unionized staff, yery clear: participative management means having people

Trade Union Participation in Management
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participate in the decisions that impact their area of re
sibility, bringing decisions down to the lowest possibl

For that person, participative management means open'c
munication, respect, permitting anyone at any level to
ideas and raise issues.

Respondents generally agreed that the position tak
senior management is crucial in determining whethet o
participative management will work. There is strong
port within middle management for the concept, but
look to senior management to see how the concept wil
received. Most local co-ops seem willing to ignore the is
but perhaps would change their minds if Co-op At
presents them with a successful model of an alternative in
agement style. '

As regards the other aspects of IFR, respondents beli
that the role of the board and management in exe
leadership continues to be crucial. However, leadership.
the local co-ops is also needed.

CANADA
the co-op difference, in part by understanding the role
he niember-owner and in part by experiencing the co-
yarticularly good place to work. New employees take
fetitation to co-operatives training session, but much
slearned on the job and in interaction with member
nd other employees. Generally, no specialized train-
co-ops is expected of recruits either at the local co-op
at Co-op Atlantic, though previous experience in
s seen positively.
aring the late 1980s, the personnel department of Co-
tlantic began to revise its management training/devel-
ent program. They hired some people to help develop
gram which would be up-to-date and would reflect the
rences between co-ops and conventional businesses.
cular attention was to be paid to the human relations
of management. As it has developed the Dynamics of
anagement Program, currently being offered for the first
sromotes a major cultural shift in management. In
one informant asserted that one of the fundamental
mptions of the manager development program is that
¢ 154 place for participative management and the whole
n of employee empowerment.

Regarding employee participation in local co-ops,
than a handful of co-ops involve representatives of em
ees on the board or committees as stakeholders. On the
hand, the small size of the co-ops means that staff :
know members and board members, and vice versa; and
formal communication is customary. Staff often sit on-
mittees as resources, seldom as representatives of e
ees.

he program, especially its final module, involves verti-
slices of management and supervisory personnel in dis-
ons about the appropriate management climate for Co-
\tlantic. All management and supervisory personnel
ut 200 people) are required to take these 5 modules, as
all'local co-op managers who are under management
ement. Since each module is 4 days long, it is clear that

tlantic has made an enormous commitment to the
am. However, if management really commits to chang-
nanagement styles, they will also need training in group
¢s, conflict resolution and consensus building, and
Non-supervisory personnel will also need appropri-
ining modules.

Few co-ops are unionized, and those that are have a
tinctly uneven record of union-management relation
asked, the personnel department of Co-op Atlantic he
ops learn how to bargain fairly with their unionized empl
ees. Discussions on the role of employees continiie,’
worker co-ops are becoming more common and bett
derstood it is hoped that local co-ops will become nior
portive of worker involvement. At present the colop
are aware of the concept of integrated co-operatives
be opposed or uninterested.

ew management dynamics program and the Ini-
for Renewal are but two of several major organiza-
al initiatives recently introduced by Co-op Atlantic. For
irst time the co-op is doing systematic succession plan-
(half of senior management, including the General
: 167
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Co-op Atlantic is concerned to help its employeés
I66




Making Membershipr Me

Manager, will be retiring within five years) and tréil-..

potential applicants for the various positions.® Also, in

long process involving employees at all levels, Co:()p

tic has developed a fairly elaborate employment equfty':p lic
:)Frhrz e_colt(?gy pr%ggam is also involving many parts
nization, and during - :

ha% been deveimoed. ring the past year a harassment po

These initiatives represent major changes for th
and there are some who feel that perhaps that is enoug
a while. For others, these changes indicate a dynamis
they find exhilarating. Certainly it appears that inte
lations are beginning to change, though no consensu
yet on where all these changes should lead.

Atlantic and in the larger co-op sector must also be
yped.

m Co-op Atlantic’s perspective, the International
t on Co-operative Democracy comes ata good time. It
lating to have an audience for one’s efforts, and to
at there are others who are also struggling are ca-
hare their experiences. To survive in an era of trans-
onal corporations and globalism, co-ops must share and
sne another, and grow in their capacity to implement
'own co-operative values.

Footnotes

fi)rm'eihié disagreed about whether the warehouse is actually break-
or not.

A Vision of Co-ops and Co-operation
for the Contemporary World
As wfe‘have seen throughout this case study, many Affy
the activists and leaders of Co-op Atlantic and its nie:
co-ops support Initiatives for Renewal and the visio
inittatives hold out for a society in which co-ops have a sty
presence. They see the world’s peoples as interdepéen
and they value community, empowerment, and democ

The economy needs to be made responsive to people
VIice versa. ’ '

opshee conference is an annual conference on contemporary Is-
ored by the Extension Department of St. Francis Xavier Uni-
he‘co-op system, and the labour unions.

that board members have to make a heavy time commitment. Fhis
tswwho can actually think of serving on the board. Although a per
i baid, to soften the blow of having Lo take unpaid leaves from

any firms will not allow their employees to take that much time
ritig a year. And of course, to be an effective board member re-
ditional time commitments beyond the meetings. One board
old me that with committee work included, board work takes
hours per week.

The general members of local co-ops, and even ¢l
average local co-op board, probably have little awarene
TFR and its implications for transforming the way Co-oj
lantic has conceived of itself. And even among suppor
there is a difference in perception: is [FR a “project” ol
op Atlantic, or is it at the very core of its being? If cu;
plans go ahead for shifting responsibility for Co-opera
Development Councils out of Co-op Atlantic and iato
pther or_gaplzation, will momentum still exist for othe
issues within Co-op Atlantic and its members? ;

Respondents believe that for the next few years th
ership initiatives of the board and management will b
cial. Also necessary, of course, is the compiling and disse
nation of success stories in each of the six areas in W
renewal was proposed. An appropriate infrastructure wi

xample, one New Brunswick co-op initiated an open 15 minute
jon at a round table over a meal. A note taker records anything the
ers wish o mention about their co-op, and later reports to the en-
eeting. Board members stay away from these roundtables, but lis-
the presemations and take away the list for consideration at board
ngs. This has proved successful and at least one other co-op now

&'same thing. A third co-op has 2 - 3 membership meetings during
vear that are primarily social, but which incorporate this process 100,

direct charge only members can shop. Co-op members must pur-
e a'minimum number of shares weekly until some specified number
res is reached. For example, $2.00 per week untl} the member has
00 in shares. The actual number is influenced by the size of the
{cost of the store) and the number of members. These shares can be
k to the co-op if the member terminates membership. Members
further service fee, usually around $3.50, per week towards the cost
inning the co-op (light, heat, salaries, etc.). This is the “direct charge”.
: 169
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Instead of being indirectly charged through mark-ups on the shelv
member sees directly what it costs to run the store, to pay for expan
etc. The service fee is the subject of much controversy now, with le
less homogeneity In practice across co-ops. Direct charge co-ops pa
pate in a reciprocal shopping program whereby members of any di
charge store can shop at another. S

Appendix 1
A PROPOSAL FOR RENEWAL
‘Resolution 11, 1990 (the resolve only):

* Establishment of a Committee to Examine

In conventional co-ops anyone can shop, and members receive a N ni
Co-op Atlantic’s Vision Statement

age rebate at the end of the year if the co-op makes a profit, Such
compete more directly with other grocery stores, and must bear ¢on

A ; therefore, be it resolved that:
rable advertising and promotion costs.

A the Board of Directors of Co-op Atlantic establish
al Board-Management-Staff Committee to examine and de-
te'on'ways in which Co-op Atlantic’s Vision Statement should
inged to recognize the need for Co-op Atlantic to play a key
¢ in creating interlocking networks of co-operatives to counter
on of our democratic society.

the Board-Management-Staff Committee invite
itate member co-operatives and all stakeholders to par-
ate in'this examination and deliberation during the next year.
3. That the following resolution and a description
¢ strategy for its realization be placed before the delegates of
91 Annual General Meeting by the Board-Management-Stafl

% Co-op Atlantic contracts with the Agantic Council of Co-operati
LInstitut de Coopération Acadien for director training courses
lish and French respectively.

7 However, respondents reported that during the recruitment p
differences between Co-op Atlantic and other retailers/wholesalers
mentioned. An informal weeding out of highly traditional manag
types occurs when candidates are told some of the ways a co-op diff
from a conventional firm, including lower salaries and less “p
Sources of satisfaction particular to co-operative forms of busiries
also be mentioned. Candidates withdraw if such characteristicsa
attractive to them. :

$There are no women in senior management positions, and few ar
bilingual. The programs being put in place around succession pl
and employment equity are designed to help rectify that situation
years to come. :

g Co-op Atlantic’s Mission or Vision Statement rec-
¢ that the ultimate goal of Co-op Atlantic is to create in At
ic:Canada interlocking networks of co-operatives which will
tribute to counteracting the erosion of our democratic society.
Resolution 11, 1991 {complete): A Proposal for Renewal
& brought before the annual general meeting of Co-op Atlantic,
arch 22, 1991)

Whereas: The 1990 Annual Meeting of Co-op Atlantic di-
‘récted a Board established committee to deliberate on
hanges to the vision statement of Co-op Atlantic to recog-
nize the need for Co-op Atlantic to play a key role in creat-
‘ing interlocking networks of co-operatives to counter the
erosion of our democratic society;

Whereas:  Itis essential that co-operatives in Atlantic Canada

and the Magdalen Islands restructure their operations and

~plans to meet the challenges and threats posed by
globalization and the Canada-U.S. Free Trade Deal;

Whereas:  Increasing corporate mergers and acquisitions are
- creating huge corporations which will eventually completely
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‘organizations, and the need for effective and re-
sponsive links. We pursue our vision through co-
“operatives—organizations based on fairness,
‘equality and mutual self-help.” be reaffirmed.

control the production, manufacture, wholesaling, di
bution and retail sale of most of the goods and services wh
we need to live;

Whereas:  Atlantic Canada and the Magdalen Islands,
region, have become over dependent on government a
large corporations over which we have no control;

The Vision Statement of Co-op Atlantic be strength-

ened by adding the following Mission Statement:

Whereas:  Co-operatives need to change to meet the ne '
of people in Atlantic Canada and the Magdalen Island
the face of government decisions to reduce its efforts to pr
tect people from the worst impacts of the international
ket phce as evidenced by deregulation, cuts in spendiig
tax “reform”, privatization, high interest rates and ¢
real Income for most Canadians;

“We will extend co-operative values to all parts
‘and sectors of our society and economy through
the creation of an interdependent network of co-
operative enterprises whose operations gain their
itality and business strength through the inno-
vative applica{ion of co-operative values and prin-
‘ciples.”

Whereas: These government policies and corporate m
ers, taken together, will eventually destroy our existin
operatives and our ability as a democratic society to exe
ctse meaningful control over our lives and over the
being of our families, communities and region;

The Proposal for Renewal Objectives and Strategies
(following ) identified by the Resolution 11 Implemen-

ation Committee and approved by the Board of Di-
ectors as essential for the implementation of that Vi-
sion and Mission be accepted as the initial action plan
called for in Resolution 11-1990.

Whereas:  The co-operatives which own Co-op Atlantic
sales of over a billion dollars, more than 5,000 worke
sets in excess of $300 million, and are owned by moré:
168,000 families representing over 500,000 people ¢
their strength more effectively to meet the needs and
lenges facing their member-owners;

'POSAL FOR RENEWAL OBJECTIVES
VD STRATEGIES

EGRATED CO-OPERATIVE DEVELOPMENT

Whereas: Common interest exists with over 250 credit
ions and caisses populaires having more than 475,000 m
ber-owners, $1.3 billion in savings, and $1.4 blH]OIll a8
and with co-operative insurance or ganizations havmg
500 workers and an annual of business volume in excess
$90 milhon per year; and

ticeds to be done
evelop interdependent co-operative structures which
reise increasing control over our economic future.
we suggest doing it
gnize the reality of inter-dependencies between single
terest co-ops (farmers, fishermen, retail, etc.) by creating
hractical business links.

ivest capital so that it contributes to the interdependence
f.the co-operative network.

Whereas:  The co-operative form of ownership allows
ple to take control of their own communities, economy,
society by establishing economic institutions and stru
which they control, therefore be it resolved that:

1. The existing Vision Statement of Co-op Atlantic: [TATING CO-OPERATIVE DEVELOPMENT

éeds to be done
mtribute to the successtul development and growth of
new and existng co-operatives in all sectors of the economy.
suggest doing it

reation of local co-operative development mechanisms or
micils which will identity local needs, opportunities and

“We share a vision of people working together to’
achieve our potential; to improve our social an
economic well-being; and to produce and consum
what we need through institutions that reot social:
and economic power in community organizations
We recognize the interdependence of persons and
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‘What needs to be done

How we suggest doing it
-

STAKEHOLDER CONTROL.
What needs to be done

Ho

RESPONSIBILITY TO THE ENVIRONMENT

Wh

-
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priorities. '
Creation of a regional development mechanism(s) own
and controlled by the network which will provide neces
expertise and assist capital development.

Systematic use of purchasing power of existing co-op §
to expand existing co-ops and identify new opportunitie

icy with the natural world.

we suggest doing it . o
stematically examine the operations of the organizauons

thit make up our network which affect the environment

ith the help of people with environmental expertise.

evelopment of policies, programs and projects to inerease
ironmental awareness, improve our positive impact and

minimize our negative impact on the environment.

1.obby government for standards which would ensure that

dre able to operate in an environmentally responsible

anner without destroying our ability to compete.

asé our initiatives on co-op values. (Instead of using

wironmental concerns to market products.)

PITAL FORMATION

To accumulate investment capital for the establishment
growth of the community-controlled co-operative econom
and invest that capital so that it contributes to the finan; 2
health and efficiency of existing co-ops.

MMUNICATION/EDUCATION

atneeds to be done

réate an understanding among co-op members and the
ublic of the characteristics, benefits and need for a co-
erative economy and co-operative development.

To create new investment vehicles to encourage investm
by local co-operatives and members of co-operatives.
Increase the commitment of co-op owners to the develop
ment of co-operative investment capital. _
Change the way co-operators think about the relationship
between net savings, investment capital and the value o
community control over investment.

v we suggest doing it _ i .
Increasing co-operative ownership and control of a variety
of communication vehicles. ]

view the democratic structure and process of the co-
peratives which compose our network to create an Im-
proved democratic system which will allow informed deci-

sion making and ensure real control.

'To create maximum stakeholder involvement, participatio
and commitment through ownership structure and other
mechanisms which reflect the relative stake of each stak
holder and their inter-dependencies.
w we suggest doing it -
Identify key stakeholders and their stake in each of ouré
operative crganizations. _
Creation of ownership opportunities for all stakeholder
Recognize the value and necessity of having workers in
cluded as key stakeholders.
Recognition of the value of changes to the under-represen
tation of women as participants.
Develop innovative linkages between key stakeholders.

at needs to be done

To operate in harmony with the environment and contri
ute to its'enrichment, and :

'To operate in a manner which recognizes our interdepend
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Appendix 2

Formal Structures for Participation in
Co-op Atlantic

Appendix 3

LIST OF KEY INITIATIVES REGARDING
PARTICIPATORY DEMOCRACY

implementation of direct charge and conventional co-op

-concepts

revisions and active reference to vision and mission state-

Governance Side Operations Side

Board of Directors €————3 Executive Mangemer;

(& Board Committees) Team ments

Initatives for Renewal proposals (integrated co-operative
development, facilitating co-operative development, capi-
al formation, stakeholder control, responsibility to the en-
jironment, communication/education). Actively seeking out
nid promoting relations with other types of co-ops.

Management
Advisory Committee

v Structures and processes which make possible such things

§ innovative uses of pre-AGM lobbying, and creating com-
_mon-cause co-op groups to press for action from Co-op At-
antic

member relations sessions held regularly throughout the
‘region; responsive member relations department

Annual General Meeting
£

\
Zone Conferences Area Meetings

“promotion and development of member relations commit-
es and programs for every co-op

_¢o-op newsletters which reflect both the wider system and
the local co-op

“ providing resources to help local co-operative development
eouncils

formal and informal mechanisms for consultation with mem-
‘bers and employees (including the various meetings and
n-site visits, the “we listen” program and the use of surveys
and focus groups)

commitment to making a federated system of independent
co-ops work; operational and governance structures appro-
priate to a federal system

riultiple communications strategies and opportunities

Department
Managers’ Meeting;

b

Local Co-op Board <~-—3> Local Co-op Manag
(& Commttees of the Board) and Staff :

Members of the Local Co-op

programs for training members and employees, usually de-
veloped at least partially “in house” and through a consulta-
five process
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Appendix 4 Appendix 5

A BRIEF HISTORY OF CO-OP ATLANTIC
1927 MARITIME LIVESTOCK BOARD FOUND___F_.,-

Founded to provide livestock shipping clubs with a
tral of their own, and to become more independent o
ernment

fship in Co-op Atlantic
YPE OF CO-OP 1994
‘onventional Consumer 60

ect Charge Co-ops 30

gricultural Societies 18

7 Fict 1 Co- 10
1930 CANADIAN LIVESTOCK CO-OPERATI ricultural Co-ops

(MARITIMES)
A change of name that was a precursor of major st

tural changes during the next two decades. The CO-0p 9

structured and branched out well beyond livestock ship 5

New activities included auditing and insurance prog 3

Sg;(:)c;'ry wholesaling, education and training programs; an Housing Co-ops 4

ublishing Co-ops 1

A 0

1944 MARITIME CO-OP SERVICES Worker Co-ops .

As the various regional centrals folded into CLC its tu_dent Co-0ps 9
date changed and expanded, and its independence fr neral Co-ops

government was finalized. ' -

1978 CO-OP ATLANTIC

When the co-ops of Newfoundland and the Magd
Islands of Quebec joined MCS, the name was changed
reflect the new membership composition.
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d; a co-operative wholesaler owned by its 350 plus mem-
retails.
ory

Calgary Co-operative Association
by Lou Hammond Ketilson

Calgary Co-op was formed in 1956 in what was then
mer Alberta Co-operative Wholesale Association
W.A.) outlet. When the initial decision was made to go
ad there was a membership of 500; this grew to 1000
ibers by the time the co-operative had its grand open-
By the end of 1957 it boasted 2200 members. Money
ventory and fixtures was raised by selling common
es in denominations of $25.00, and preferred shares in
nominations of $25.00 bearing 4% interest and $100.00
caring 4.5% interest. Shares were sold to a mixed group of
ral and urban supporters. Calgary Co-op was to begin a
ition that year which would carry on until current times.
jat year a patronage refund was declared, and every fol-
g year in its 38 year history, with the average refund
& 3%, but reaching as high as over 5%.
" Within the community, Calgary Co-op saw itself act-
gas a “competitive yardstick”. It was board policy to stay
within a competitive range of prices; members of the Wom-
en’s' Guild did the price comparisons as a volunteer service
1 the store.
~ “The success of Co-op is hard to pinpoint, wrapped
as it is with philosophy and people and profit.™
" Success over the years has been attributed to many
ings; depth and width of product and service line, an em-
hasis on customer service, and the annual payment of pa-
onage refunds have been identified as making a signifi-
t contribution to success.

A decision was made from the beginning to go with a
stop shopping’ model, providing a wide range of qual-
v services. Everything from fresh meat and produce, to in-
ore bakeries, deli departments, fresh seafood, Howers and

ocery items can be found at the Co-op. Each store is lo-
ated in a Shopping Centre. Many Centres, but not all, offer
ch additional services as full service pharmacy, hardware
epartment, family fashions, fabrics and household linens,
travel agency, gas bars and auto centres, and cafeterias.

Current Situation

. Alberta is the westernmost of the Prairie Provin
in Canada. It is the fourth largest province in Canada
with a population of 2,545,553 is the fourth most popul
with one of the fastest growth rates. Alberta is parucula
important for its fuel resources, the largest in Canada. Oy
80% of all Canadian oil production and about 85% of na
ral gas production occur in Alberta. Petroleum-pro
processing is now a dominant industrial actvity. In ad
tion, Alberta contains approximately half of Canada’s hu
minable coal reserves. Agriculture, mining, manufact
and petroleum production support what has traditi
been a strong economy.

. _ Calgary is located in the southern part of the pro
ince, in the midst of ranch country, within an hour’s driv
Banff, the oldest and best known of Alberta’s resorts. With
population of 710,677, it is the largest city in the province
and the centre of the petroleum industry. Calgary is per.
haps best known for its annual Stampede, drawing cowb
and visitors from around the world. ' '
Calgary Co-operative Association Limited is the §e
ond largest retail co-op in North America, with over 31 1.
members. It is a conventional consumer co-operative,. e
tailing groceries, produce, hardware, dry goods, and pef.r
leum. Calgary Co-op employs 3, 525 staff* in 13 stores ir
Calgary, and one in Strathmore, located just outside Caigé‘
Within Canada, Calgary Co-op ranks ninth? among the t
50 Canadian non financial co-operatives, and is listed among
the top 200 companies in Canada. 1t has assets of 139 mil
lion, holding nearly 31 percent of the local food retail ma
ket. It's primary supplier is Federated Co-operatives L
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Tenets such as co-op insurance, beauty salons and barb
shops broaden the service base. Co-op memberships, bt
passes, and fish and game licenses, and cheque cashing a
available from the co-op store customer service centre,

ipier 3: CANADA

ng with labour costs well above industry average, in an
enscly price competitive market. At the Calgary Co-op
nual meeting held in February 1994, reporting on the
ir ended October 31, 1993, the Board and Management
ad the unpleasant task of announcing to members that the

phad lost money for the first time in its 38 year history.
esof $515.7 million (which were up slightly from 1992)
ulted in a local loss of $7.4 million; after a patronage re-
id from Federated Co-operatives Limited, Calgary Co-
profit reached $5.9 million. A 1% patronage refund on
aﬂ purchases was declared, the lowest in the history of

An emphasis on customer service has always
key. Friendly, knowledgeable staff are a result of the emp
sis placed on new staff orientation and training. A Klddle
Korral (started in 1966) provides supervision for mem
children during busy hours. Groceries are bagged an
carry out service is available to all. In 1958 a telephone o
der and home delivery service for long time members w:
introduced. Today the Ultimate Shopping Service (in
duced September 1993) provides home shopping; memb
ordering by phone or fax, receive same day delivery if.
sired; future home computer link up is planned.

‘Union of Calgary Co-op Employees (previously
known as the CALCO social club) is the official bargaining
esentative for all Calgary Co-op stores. It was formed in
62, and serves both an economic and social function for
members. In addition to negotiating the collective agree-
nt, it serves as an agent for arranging parties and staff
gethers. Approximately 425 of the 3,476 staff are non

Patronage refunds have been the tradition, not th
exception, in Calgary Co-op. Members like to see their nig
work for them; every February members receive cash::
contributions to their share account in Calgary Co

through allocation of savings. As member share investm nized.

increases, a larger portion of their allocation is paid in'¢ “Calgary Co-op’s relationship with its employees has
' 10; cally been quite good and the Board has traditionally
“supportive of the union. When the Co-op was first
ionized, the Board at the time indicated that they were
opposed to forming a union but did not want an outside
on, suggesting that the “principles of well organized un-
15 may be similar in some respects to the principles of co-
Tganizations.

"-Stress caused by reviews and reorganization of busi-
its in 1992 and 1993, however, caused the relation-
o deteriorate. The union felt that too much change
een introduced in hierarchical, non consultative fash-
A'two year contract (March 92-94) was successfully ne-
ed, but it was felt by some that the approach taken to
next round, where a reduction of labour costs was a pri-
focus, was too hard nosed.

Current Conlext
Calgary Co-op went through the bulk of its exp
sion during the buoyant 1960s and 1970s Calgary’s econ
base, the oil industry, was strong and the city grew rapi
Astute management and land acquisitions provided a s
financial base and infrastructure for the co-op. The mar
was such that the only major competitor was Safeway, ¥ wh
higher labour costs maintained prices on average .3
higher than the Co-op’s. Calgary Co-op, offering more
ices at somewhat lower prices, was hard to beat. This p
tion of superiority was challenged in 1988 when Sup
opened its first outlet, followed rapidly by COSTCO in 199
Their high volume, low price strategy was a severe challer
to Calgary Co-op’s established market share. Another:
blow was dealt when Safeway won a wage concessios
its employees in 1992, enabling them to make a sign
drop in prices. Almost overnight the Co-op found itself str

~In an effort to reduce labour costs it was proposed
mployees take a major wage cut. Union executive ini-
greed, but the membership rejected the proposal. The

10 'felt that they had not been consulted sufficiently prior
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to this decision being taken. A new contract was event
worked out but not without difficulties. In the spring of 199
the union agreed to a 8% roll back, as well as buy out p

sions and changes to number of hours worked priortoqu
fying for benefits. i

le 5: CANADA

tion, developing a plan for Strategic Renewal, rooted in
following vision statement:

Calgary Co-operative Association Limited,
Vision Statement

- We will be the communisy’s first choice—the lead-
- ing retailer in our marketplace. We'll bring value
" to our customers and provide superior returns to
‘our members through interdependence with our
. partners. We will demonstrate exemplary commit-
" ment to our community. We will be a learning or-
* ganization with a dynamic, focused !eadersh_lp
team, where all staff are dedicated and commit-
ted to work ownership. Opening day, every day!

© Every member benefits.

[See Appendix A for "Desired Outcomes and Value

" Statements”]

A new CEO was a catalyst in this initiative launched
‘March of 1993. The Strategic Plan called for an exa.mma}
‘of the viability of every unit of business, a reduction o
bour costs to improve profitability, while maintaining a
mitment to customer service, and mel'nberw education
id participation. The largest challenge facing _(_;alg_my c(ljp—
op remains returning it to the financial success it en}t())ye 1tn
the past while maintaining the services that have been its
irademark since formation. - .

. The source for information provided in this case
dy comes from recent interviews with elected ofﬁc;'a}s_an(;;l
management of Calgary Co—operatlve Assoctation Limited,
nd an assortment of Association documents.

Calgary Co-op appears to be making a recovery. I
1995 there has been an overall reduction in labour costs t6
under 13% of sales from 14.54% of sales. Prior to union ag
concessions in 1993, initial gains were made through 'tk
elimination of 78 management positions, a five percent;
back for management and non unionized employees,
vacation entitlement reduction of one week for senior
ployees. More work needs to be done, since labour costs ar
stll above the industry average of 12.5%, and well ab
those of the major competition with a 8% average. .

Net earnings for 1994* increased to $14 million ffo
$6 million in 1993, although sales showed a decline fo
first time in Calgary Co-op’s history; $15 million lower:th
1993. The Co-op was able to declare a patronage dividend
to members of 2.256% on retail purchases. ‘

Capital formation is another significant issue fa
by the Co-op. While the membership 1s large, the averag
age of the Calgary Co-op member is high. Members are al

1995 to address the decline in equity levels. The Board pro
posed that members over the age of 65 be required to main
tain a balance of $300.00 in the Co-op. To facilitate th

achieving this without penahizing them unduly, it was pro
posed they continue to receive a cash refund, but at a rate e}
50% rather than 100%. Member reaction to the proposal
was negative, and the proposal was tabled. Until this issu
resolved, Calgary Co-op will face a continuing decline i1
equity causing ongoing capital formation difficulties.

inovation of Members’ Activities and Management
Participation Based on Participatory Democracy

“The Needs of Members and the Role of the Co-op

Member participation in the co-operative has long
been a concern of Calgary Co-op elected officials and man-
agement, although the exact nature and intensity ofhmfan_m
ber participation desired has not always been Yvh;ﬂ (?hel tsnri
the co-operative movement might see as desirable. 'The tra

‘dition within Calgary Co-op has been to support memk;g;

Challenges

Starting in 1992 the Co-op’s Board of Directors and’
Management began a detailed review of the entire organi
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participation that was educational in nature, as well a; onal consumer counsellors provide advice and answer ques-
rectional and policy oriented in a limited fashion. The typ Sas on all products carried by the Co-op, also providing
of member participation most intensely encouraged appe d recipes and articles in the Co-op News. Co-op re-
to have been consumer education and member input sources material which is included in Alberta’s elementary
decisions affecting members as consumers. Calgary Co-op school curriculum teaches students about co-operation and
has not held a tradition of advancing consumer policy issu am work. Calgary Co-op has also supported the Goldeye
beyond the store floor, nor has it tackled issues relatediip tre over the years, sponsoring young women and men
socioeconomic factors such as poverty, employment or ho he co-operative leadership camps.

ing. And although members would occasionally advan'_c__ . _The Co-op News is a quarterly newsletter distributed
sues related to smoking, gender, developmentin other cou: mbers and the Calgary public. It contains financial in-
tries, and the environment, issues such as these did no Hation and addresses customers’ concerns. Co-op’s envi-

ceive the support of the majority of members. Low part ental efforts are featured in the newsletter, along with
pation rates at the annual meeting and in initiatives such as

the Advisory Council did prompt concern among the Boa:
Ongoing support for member participation in decision '
fecting them as consumers has led to the trial of local Con “The consumer section in the newsletter was very

munity Councils to provide input into the operations of th much like Co-op...moderate, more inclined to
local Centres cope than criticize, more inclined to educate than
- decide for consumers.””

“Over the years, other educational functions were con-

The Creation of New Fields for Member’s Activities ictéd through the selection of stories in the rest of the pa-
The following provides an overview of the vario er. For example, through the years th_e F:ditors of the news-

ways that members are encouraged to participate in p - have included pieces from politicians who have sup-
ing direction to the decision makers within the Co-op oried co-operative principles. Internal matters like mem-

“equity, pricing policies, advertising policies, the bylaws
nd whether to accept the delegate system have been dis-
ussed many times.®

Volunteer Activities

Volunteers are quite central to many activities of th
Co-op. A major event, the annual Seniors Day when senio
members of the co-op are hosted to a day trip to oh
Calgary’s attraction is dependent on volunteer support. 1
annual Plant Exchange, stampede breakfast, the book
change, and other initiatives, depending on the Centre
use of volunteer labour. Volunteer contributions are rec
nized at an annual volunteer appreciation night. An Al
Night for former board members and volunteers is also h

The Participation of Members in Decision Making

- Avariety of strategies have been tried over the years

ovide a vehicle for member input into decision making.
ese include members’s suggestion boxes, an advisory coun-

ommunity councils, and neighbourhoods stores.

annually. Members’ Suggestion Box
Member Education . Every store has a suggestion box. Suggestions are re-
. P wed by Centre managers, as well as senior management.
Some Co-op Centre sponsors monthly consume e , L
courses in topics such as car care, garden care, investme : Adms'o'ry C‘oun?zl ‘ N - -
options, home security. These are provided free of charg * Participation in the Advisory Council, now disbanded,

members, and are advertised in the Co-op News. Profe rovided another opportunity for members to have an in-
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fluence over the direction of the Calgary Co-operative Asse
ciation. Formed in 1972, the mandate of the Advisory Cou

was formally defined as “a major step toward increasing th
communications flow between the association’s top leader-
ship and the members; duties to include participation in 4
program of information, communication of this knowledge
to other members, presentation of their own and other mem-
ber’s views at meetings”” The Advisory Council was intended
to have 100 members, but it was difficult to recruit membe
to the council. Its role was to be a consulting group for et
board and management, where ideas, problems and poss
ble solutions were to be fed for consideration and reacti
1t was however, not successful. '

Reconnecting with the Membership

Over the years the Board and members hav
pressed concern that Calgary Co-op was growing too la
to maintain contact with its membership. And over the yea
the delegate system has repeatedly been examined asa mod
to improve the members feeling of control and contact.
ous explanations have been offered for this; some feel th
members have had liitle experience with representa
structures and prefer to have direct contact; others feel
a delegate system has not been examined closely, nor has
been promoted. '

A survey of the membership was conducted rec
and is intended to be a regular initiative. In addition, fo
group interviews were held to confirm customer satisfac
with the new strategies set out in the 1993 Strategic Pla

The councils are proposed to have 8-12 members,
presenting the diversity of the local membership. They
Il be co-ordinated by the Communications Department.

The councils would meet to provide feedback on new
p_l_“o'ducts, store layout, services provided or required, and
to act as a sounding board for change. Tt is anticipated that
the council would create an effective “presidents council” to
provide feedback and grass roots and city wide input for the
Board and management of Co-op. The Councils are intended
to'serve as focus groups to give Centres a “pulse” of their

Neighbourhood Stores

In the past the Co-op centres emerged not so much
out of community, but because they were placed within a
cation around which a community grew and evolved. The
neighbourhood store concept recognizes the uniqueness of
minunity and is an attempt to target products and serv-
s specific to the demographics of the community. Cou-
pled with a move toward leasing as opposed to purchasing
nd for the development of new Centres and the utilization
strategic alliances with such companies as BlockBuster
deo and A&W, Calgary Co-op is making major changes to
¢ way it organizes its Centres. This latter example recog-
€s the specific needs of a neighbourhood with young fami-
which might not utilize the more traditional services pro-
ed at other more established Centres. The first neigh-
hood store will open in 1995.

Public Consultation Process
~.In order to seek member involvement in finding a
asonable solution to the equity challenge facing Calgary
p,-they have embarked on a public consultation proc-
‘the summer of 1995. This process is intended to edu-
te and inform members of the impending problems with
ity and to seek their input to a solution which is fair and
sonable for all. The process involves public education
ough Co-op News, the formation of an equity issue advi-
smmittee for a 6-8 month term, qualitative research,
‘public open houses. Recommendations will flow from

Community Councils

In the most recent strategic renewal plans, -
on neighbourhood stores and the development of co
nity councils is proposed as a means for reconnectin
the membership at a more local level. E

The councils will serve two objectives, one for corp
rate citizenship and community involvement, the o
maxirnize service and product quality. It is hoped tha
will help the local members develop a sense of pri
ownership in membership in the Centre, and in the €n
ate a stronger, community-focused base for loyalty.
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anned changes and to provide input and questions [or
nior management.

Bear Pits

The Bear Pit meetings were started in late 1993 and
ntinued throughout 1994. These meetings were organ-
ed specifically for staff at the various Centres to answer
stions about planned changes and to receive feedback
changes already implemented. These free wheeling meet-
mgs had no agenda, with the CEO present to answer ques-
ons and respond to concerns held by employees. They have
een quite successful and have contributed to improved com-
ications between management and employees.

The Participation of Employees in Decision Making
Relations with the employee group, represented- by

their bargaining group UCCE, have improved since the an
nual meeting in early 1994, thanks to the efforts of the CEO
and senior managers, with support from the Board.
number of innovative initiatives have also been mtroduced
and seem to have been quite successful.

Survey of Employees

A survey of employees was conducted in Februa
1994 to assess employee morale as a result of proposed a:
implemented organizational change. Results indicated an
average response of 3 out 5 on all items, indicating
morale on average is not overly high, nor is it overly lo
These results provide management with a benchmark
work toward improvement of Calgary Co-op’s working e
vironment.

ranizational Structures, Present and Planned, for the
ditation of Member and Employee Particpation

Mlember Participation in Decision Making, Business
“Areas, and the Understanding of Member Needs

Newsletters

The employee newsletter, Frontline, is publishet
weekly, and has been in existence for three years. It:¢
tains a mix of current news regarding the success of th
newal initiatives, reports submitted by staff at various G
tres, employee activities, training opportunities, committ
activities such as the committee created to study waste
duction in the Centres, and most recently an importan
dition called Bear Pit Meetings, a question/answer colum
where the CEO responds to questions put to him by e
ployees.

Gouvernance Structures
" Calgary Co-op is governed by a nine member board
f diréctors, elected for a three year term. There is no limit
e number of terms that a member may hold on the
oard, and over the years a pattern of long tenure has de-
eloped. Gordon Barker, chair of the Calgary store under
Alberta Co-operative Wholesale Association, was named
‘of the Calgary Co-op Board, holding that position until
987 when he was replaced by the current president, Bruno

Employees Suggestion Program

Suggestions forwarded by staff are evaluated for thez
ability to provide benefit to Calgary Co-op. Award winii
ideas are announced in the employee newsletter
awarded gold, silver or bronze awards.

Town Hall Meetings _
Meetings were organized in the spring of 199!
member relations staff to launch the plan for strategi
newal and the findings of the cross functional team
had been reviewing the operations of the Co-op. These m
ings provided an opportunity for employees to hear abg

/'The board of directors meet twice per month, and
the years have struggled to define the appropriate role
¢ Board vis a vis the CEO. The tendency of the Board
been to be very ‘hands on’, holding stronger interest in
berational matters than policy. Calgary, despite its larger
ership base and many stores, does not have a repre-
ative system of election of the board of directors. The

as been raised and debated repeatedly over the years,
ually appearing as a topic after a particularly low turnout
an ‘annual meeting, but has never won favour with the
bership. Board members maintain one-to-one contact




Making Membership Meaningfi

with members during “Meet Your Director” visits to all Cen
tres, Stampede Breakfasts, and meetings with charitable'o
ganizations, as well as through letters, phone calls and-:ln
formal conversations.

Chapter 5: CANADA

owledge or interest in co-operatives per se, and more of a
ommitment to Calgary Co-op. The M.R.C. has been criti-
ed as not being as effective as it could be in reflecting
ember needs. In the spring of 1995 the Board decided to
ut'the M.R.C. on hold while its mandate and role is being
‘onsidered.

Two new committees have been formed in the pa:
year reflecting the identification of a specific area of cot
cern; an environmental committee has been formed to én
sure a strong position on the environment. Progress has
ready been made in this area, with Deer Valley Co-op iden
tified as the first CFC-free store in Canada. It is inten
that all Calgary Co-op Centres will soon be virtually CFG
free. Auto centres have a used oil drop and freon capturi
program. An education committee was also struck to explor
opportunities for Directors to enhance skills through ed:
cation and training.

Annual Meetings

Through the years the annual meeting has attracted
he same loyal 800-1000 members, even with a membership
f over $00,000. And at the annual meetings the difference
f opinion regarding what kind of a co-op Calgary Co-op
ould be is apparent.

In 1976 it was noted that the membership was rest-

~ “Co-op wasn’t like what it used to be, and it wasn't
like what it might be according to the original in-
tentions of co-operatives. It was getting further
and further away from the grasp and understand-
" ing of most members. At the same time, it was
- doing splendidly. It was the biggest contradiction
.- in modern business, turning up success under
every rock, yet sometimes leaving members out
- in the cold.”!?

Member Relations Committee

The Member Relations Committee (M.R.C.) is:
nificant committee that is not part of the Board committe
structure, but does report to the Board. The M.R.C. con
sists of up to 14 volunteers and two Board members
chair of the M.R.C. is one of the volunteers, and the:co
mittee functions quite independently of the Board
Board members act in a haison capacity only. The M.R
controls decisions regarding the allocation of funds from th
Book and Paper Fund and newspaper recycling bins, dy
ing donations for citizenship initiatives undertaken by lo
not-for-profit organizations, and provides support fo
annual Seniors Day event.

“the member relations committee also mluated
perennial plant exchange in 1964 and its become a:tra
tion now.... That’s the kind of focus and style the meml
relations committee has taken over the years —pretty do
to earth, a good balancing factor to the bigness that the.
ness itself was experiencing.”

Although independent from the Board, the M.R
is quite central to the success of the Board, providin
primary mechanism for recruiting and orienting new B
members. Unfortunately, this independence may contr
ute to the recruitment of Board members with a‘lin

Attendance at annual meetings has been an ongoing
rry of the Board and management. Various strategies to
Tease interest have been pursued over the years, such as
tertainment and food, and formal mechanisms for encour-
g participation such as the Advisory Councils.

“If you arer’t informed about the Co-op, its your

-own fault. They try. When I was on the board, 1
know how hard they tried. But what can you do if
_-people won’t come to the general meeting? Whose
fault is that? They advertise it. They tell you to
“-come. They give you free food. They have public
:relations committees and they have a bulletin
"-board. Its the people’s fault. Its just so good they
don’t care.” !

Over the years, controversy seems to have been most
tive in getting mermbers out, as witnessed at the 1974
994 annual meetings. It is hoped that the develop-
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ment of Community Councils and the fostering of a Neig
bourhood store concept will make direct participation in Co
op affairs more meaningful and desirable for members.:.

Communications Department

Formerly called Member and Public Relations, thi
department plays an important role in communicating wi
the members and the general public of Calgary Co-op.:
the past this department has worked closely with the volun
tary Member Relations Committee, as well as with other ¢
vistons in the Co-op. They initiated the development of an
employee index of satisfaction and an extensive custom
survey. During 1993 they oversaw sponsorships of majo
community events, organized city wide food collections f
the local food bank, as well as contributing mark down ite;
from the Centres. They also oversee the awarding of bur
ries to post secondary students residing in the Calgary ar

Employee Participation in Decision Making

Long tenure of senior management has also be
tradition in Calgary Co-op. :

John Suits was manager of the Calgary store unc
A.C.W.A. and stayed on to manage Calgary Co-op until 19
Gerry Kiehl held that position until he retired in 1993. Ge:
Syvenky is the current Chief Executive Officer. Despite 1¢
cent difficulties, relations with the employees are impr
ing. The membership has expressed support for the e
ployees, and management and the Board are looking at th
introduction of a gain sharing plan to further motivate
ployees as the Co-op goes through its transition phase.

Employee Representation on Board of Directors

Management/labour problems came to a head at*
February 1994 annual meeting, resulting in representa
of labour proposing a resolution that employees be allowe
representation on the board of directors. This resolut
passed, and the annual meeting in February of 1995 sa
employee Tepresentatives compete for a position on: |
board, a first for consumer co-operatives in Canada.
union representative, however, did not win the electio:
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© Current Board members are divided about the im-
ct this move will have on the Co-op. Some feel thatitis a
rogressive move in keeping with trends in Europe; others
el that it will only increase management/employee tension
the employee/union representative may be placed in a
sition of conflict of interest. Currently there is no limit on
the number of employees who can be elected to the Board.

Labour/Management Commitiee

- To address the bad feelings caused by efforts to ne-
tiate the most recent contract and the restructuring of the
0-0p, management introduced a new structure to formal-
e commitment to a more consultative, collaborative style
of decision making. Joint labour/management committees
¢ been established for each Centre, consisting of the Cen-
 manager, shop steward, and two others. The committees
il meet quarterly, and will have responsibility for setting
e schedules, and have a mandate to review contract pro-
sions to facilitate ease of implementation of the Co-ops new
ction.

" Asenior committee, made up of three management
presentatives and three labour representatives (union
esident, bargaining chair, and a member of the bargain-
g committee) meet monthly to review progress, discuss
oblems and work toward joint solutions.

cial Reporting and Social Audits

- The Calgary Co-op has never implemented a formal
al audit or form of social reporting other than what is
orted in the annual report or the member and employee
ssletters. The Board Report in the Annual Report sum-
rizes information related to member relations and com-
unity activity. The member and employee newsletters iden-
initiatives with an environmental or social focus of inter-
to those specific constituencies.

- In 1976 a video on Calgary Co-op, entitled “The Al-
native,” was produced and distributed to schools and other
ublic service groups across North America, bringing wide
d recognition of its success as a co-op in a large urban
ting.
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Employees and Management:
Pariictpative Management, Employee Involvement

The Role of Top Management in the Promotion of
Human Resources and the Development of
Participatory Democracy

Co-operatives in general and Calgary Co-op specifi
cally, have always adhered to the principle of member p
ticipation in decision making within the co-op. Extendin
this principle to employees has typically been seen in ¢o
sumer co-ops as a conflict of interest with member needs
This perception has contributed through the years toa do
ble standard as it pertains to the virtues of participation’
decision making.

Management style in Calgary Co-op has over
years been hierarchical in nature, although relations wi
the Union of Calgary Co-op Employees have been qu
good. It has been suggested that this positive relationsh
derived in large part from the successtul Co-op’s ability
grant attractive wage increases on a regular basis, as well
implementing good benefit packages. Employee repres
tation came through the bargaining process, and emplo
seemed to feel that their needs were being satisfactorily m

The dramatic change in Calgary’s economic and co
petitive retail environment in the early 1990s forced Box
and management to adopt a more hard-line stance with
gard to operations and labour. Substantial reviews of:
were undertaken in the traditional hierarchical style::
strong reaction from employees as significant chang
operations and labour force were announced signalled
management that a move to a more open and consultati
collaborative decision making style was required in ord
have all parts of their organization pulling together.:
commitment to more participative decision making mo
has taken form in the use of cross functional teams and jo
labour/management committees to undertake plannin;
and implementing change; the utilization of Town Hall
Bear Pit meetings to provide for more direct input and
proved communication between members, employees
the Board and management; and has been formalized
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the making of employee representation on the Board of Di-
ctors a possibility.
- The need for improved employee education around
the issues of co-operatives as organizations has also been rec-
ognized. An orientation program for new employees will
address the issues related to working within a co-operative,
1couraging employees to use the ‘co-opness’ of Calgary Co-
op.as their competitive advantage in the Calgary market.
Although a general co-op orientation program for all em-
ovees has not been developed, the need for a broad ap-
ach to training for employees has also been recognized,
 as'well as importance of team work training among manag-
These programs are in the developmental stage.

wion of Co-ops and Co-operation for the Contemporary World

- Calgary Co-operative Association Limited came into
ng at a tme when Calgary was undergoing tremendous
wth and opportunity. Calgary, and Alberta in general,
¢ historically been one of the more affluent areas of
ida. This affluence has affected the philosophy of the
ds and management of Co-op over the years.

_The Co-op has been characterized as “quite right
g, small ‘¢’ conservative, almost reactionary, and criticized
not being out front, working for better environmental
trols, seeking an end to monopolies, working to build
tter communities seeking justice and a better world for
Rather, the authors of the 25th anniversary retrospec-
ggest, “Co-op quietly tends to its knitting, never en-
g the political realm unless it is to support free enter-
or boost Canadian made and owed over foreign owned
ontrolled.”* Co-op never formally connected with the
ion movement, feeling rather that Calgary Co-op began
s a store for people and should stay that way.

It would appear that the role that Calgary Co-op
d and management foresaw for co-ops at the beginning
¢ Co-op’s history and continue to see for today is one of
plementing the market as opposed to challenging or re-
cing the market. The role of co-operatives is to be a watch
and to act as a competitive yardstick for private enter-
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prise. Primary responsibility for improving the plight of s6
ciety lies with government.

“It is generally agreed that Calgary Co-op helps
keep grocery prices competitive in Calgary, In the
July 16, 1980 Calgary Herald, it was reported that
Calgary had the lowest food prices of six Cana-
dian cities... Thus all Calgarians benefit from the
Calgary Co-op, not just the ones who belong and
get the yearly patronage refund.”"”
Co-operatives do however, have a responsibility
community which co-op leaders feel is somehow more sub
stantial than that which private enterprise sees for itself.
Calgary Co-op places very high priority on donations and
sponsorship within the community in general, as well as
providing significant service to its members, in particula
the elderly and disadvantaged.

New Sociely
The vision of our changing society as described
Calgary Co-op Board members and management is one of
tremendous competition among food retailers; a moveme
toward individualism and limited loyalty on the part of ¢
operative members. This creates an almost insurmountab
challenge for decision makers in the Co-op. The solutio
seen to reside in continuing to improve quality and quantity
of service to the customer-owner, at the same time conti
ing to be price competitive. Patronage refunds are also s
as critical to maintaining customer and member loyalty. Sales
declined immediately in the week following the annour
ment of a 1% refund at the 1994 annual meeting. And
nally, commitment to the kinds of community and memb
oriented services and events that Calgary Co-op has b
known for in the past has been assured. :

Role of Co-op Principles ;

Co-op principles are considered to be important,
also a bit of an enigma, as demonstrated by the followin:
quote taken from Calgary Co-op The First Twenty-five Year:
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“It almost seems the as if the co-operative princi-
ples are incidental to the whole business, as if
Calgary Co-op could succeed very well without
the basics worked out by the Rochdale Pioneers
who started it all years ago. .....So the question
stands...what good are the co-operative principles?
Why not just run a good operation and return a
yearly patronage refund? That's all many mem-
bers know about anyway!”

-~ The reason that the co-operative principles are re-
ained and nourished and encouraged is two-fold. First,
nany people think they are vitally important as a human
and economic way of running a business. Secondly, if Calgary
o-op ever went through a tough time, the principles of co-
peration might make the difference between continuing
uccess and failure.

“In a crunch period, if the members are faithful
to us only because of the patronage refund, then
we haven't done a very good educating job.
They've got to understand that it is more than
just a few dollars involved—it's the people thatare
involved and it’s their protection that’s mvolved.” !

These word spoken as they were in 1981 are quite
etic. Calgary Co-op is going through tough times and
Il be a test of the Co-op to see if Co-op principles can
e the difference to Calgary Co-op’s survival.
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Footnotes

'As of December 31, 1993.

#1991 statistics.

? Calgary Co-of The First Twenty Five Years, p. 50.

#1994 Annual Report, Calgary Co-operative Association Limited.

-Saskatchewan Wheat Pool
by Lou Hammond Ketilson

*Ibid., p.61. urrent Sttuation

“Tbid. x . . .

_Ib{ Saskatchewan is located in the middle of the three
7 Ibid., p. 63.

rairie provinces. Since the turn of the century, local and
rovincial development in Saskatchewan has been largely
entred around primary products. In the southern portion
he province, agriculture has been the mainstay, coupled
h the development of the oil industry in the south and
west, and the potash industry in the central corridor. In the

¢ Co-op Community Councils A Proposal, August 1994,

?Calgary Co-op The First Twenly Five Years, p. 63.
¥ Calgary Co-op The Firsi Tventy Five Years, p.34. _
" George Rae, quoted in Calgary Co-of The First Tiventy Five Years, p.62
" Calgary Co-op The First Twenty-five Years, p. 73,

“1bid., p. 73. th of the province development has been based largely
“Ibid., p. 49. round forestry, fishing and trapping.
“Ibid., p. p. 49, . With a population that fluctuates around the one mil-

*Ibid., quoting Lou Faber, p.49. on mark, the province has struggled over the years to es-

blish alternate industry to supplement its agricultural base.
spite some progress in this direction, the state of agricul-
e continues to have a major impact on the overall pro-
ncial economy. Cereal grain prices, once the mainstay crop,
ave dropped dramatically over the past ten years. The
mber of farmers has decreased and the size of farms has
increased. Poor revenues from cereal crops has resulted in a
'()_"ve by farmers to diversify into oilseeds, pulse, and more
xotic crops, such as spices and canary seed. Food process-
g and biotechnology initiatives have occurred around the
rovince concurrent with these diversification moves.

After ten years of depressed grain prices the provin-
al economy would appear to be experiencing a turnaround,
ith the support of improved potash sales and slightly im-
proved grain prices. Yet Saskatchewan continues to be one
he more disadvantaged parts of Canada, with high out
igration a testament to the lack of employment opportu-
es for young people.
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erations and served its members. Agricultural reform drive
by both trade agreements and fiscal constraint, eliminated
the Crow Benefit, dramatically affecting producer costs, an
subsequently the Pool. Greater diversity of producers, pre
ducer needs and market segments has augmented a moy
to increased individual freedoms. A growing percentage, a
though still small in relative terms, of the producers in't
province feel that their individual marketing opportunities
are being impaired by centralized selling models, challen
ing a cornerstone principle of the Saskatchewan Wheat Pool
and its policy support for the Canadian Wheat Board.

In response to these changes and in anticipatio
even more, Board and management of Saskatchewan W}
Pool concluded that two central strategies were require
move the Pool into the next century in a renewed posi
of strength provincially, nationally and internationally

A new CEO in January of 1994 has been instrum
tal in implementing the new direction approved by the Boa
of Directors. Becoming more effective at the core busi:
of grain handling through reducing costs and by increa:
the flexibility with which the company was manages
deemed essential. It was proposed that these two objec
would best be achieved through reorganization of the G
try Services Division and a revised collective agreemeh
strengthen the Pool’s capital position, financial restru
ing was deemed necessary. Both employees and mem
would be affected by these decisions.

Relations with the employees representative,
Grain Services Union!, have historically been quite:
Management determined through its strategic plan
process that substantial changes to the collective agre
were critical to longterm survival. During negotiation o
recent collective agreement provisions regarding con
ing out were challenged and became a central issue 0
puie. An agreement was not reached and a thirteen da
ensued in September, 1994, Occurring as it did in‘th
dle of harvest put the elevator managers in an imp
situation of wanting to serve the members during the
critical time of the year, and wanting to retain loyalty to
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union. Loyalty to the members prevailed and the work stop-

age strategy was unsuccessful in the country. The strike
ided in a bitter fashion and continues with a group of 400
t ployees suing the union. Steps have been taken by the
nion and management to rebuild relationships and move
rward from the dispute.

< Interms of capital issues facing the Pool, the Board
Directors and management of the Pool took what has be-
me a very controversial proposal to the delegate body and
embership in March of 1994. The primary source of fund-
for Saskatchewan Wheat Pool ventures and reinvestment
In infrastructure and other aspects of the business had tra-
ditionally been members equity and debt financing. In re-
ntyears reductions in working capital and increases in debt
ave impeded the Pool's ability to move quickly with invest.
nt decisions. An increased demand for payout of mem-
e1s equity with the average age of Pool members increas-
in the future, was predicted to aggravate an already dif-
It situation.
- 'The proposal was to transform Saskatchewan Wheat
] from a solely member-owned co-operative to a co-op-
ive offering two types of ownership. Current members
ld continue to have voting membership in the Pool by
ining a portion of their equity in a voting share account.
active farmers would be allowed to purchase this type
are. A second type of non voting share would be of-
to the public, with members having the opportunity
onvert the balance of their current equity in the Pool to
voting shares, able then to be traded on the open mar-
This proposal was decided upon by a meeting of the
>gate body in July of 1994, and was passed with the sup-
of 80% of the delegates. A general vote of members was
cquired since the Pool’s Act and bylaws legally gave the
ion making authority to the delegate body.

As the Pool moves into its 71st year of operation it
0 primary challenges: to convince the majority ofits
sership to retain their equity in the Pool rather than
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selling the balance of their shares; and to continue to oper
ate as a co-operative as it moves forward to face challenge
from its competitors as a publicly traded co-operative.

hapter 3: CANADA

member activities provide additional opportunities for mem-
et involvement.

In addition to providing a mechanism for receiving

d distributing policy and operational information to the
iembership, the tocal committees provide input and advice
0 delegates, the Board of Directors, and managers. This
nput includes product and service needs or problems, pro-
osed positions on agriculture policy for the Pool to advance
n.behalf of its farmer members, cropping information and
tatus, and concerns of a more general nature.

Innovation of Members® Activities and Management
Participation Based on Participatory Democracy

The Needs of Members and the Role of the Co-op

Since its inception, Saskatchewan Wheat Po_ol has en
visioned its role as a co-operative to be a voice for its farme
members in the formation of agricultural policy, as we1.1- a
providing a marketing and supply mechanism whose obj
tive it was and is to enhance direct economic benefit to i
members. This role has been carried out through lobbyi
and advocacy to alter the legislative and policy environme
within which its farmer members run their businesses; at
through the development of a grain and livestock collectio
and marketing infrastructure to enhance the individual bar
gaining power of the farmer member through collectuive st
egies, thus delivering to the member a greater share ()_f__
value of the end product of their farm output. A furth
objective of the Sask Wheat Pool has been to suppo
future of farming for the family farm and contribute to th
viability of rural communities.

Local committees also provide a mechanism for re-
liting delegates. Recruitment is encouraged by two pro-
rams in particular sponsored by the Member Relations Di-
1r; the Farmers for the Future Program and the Ad-
anced Committee Leadership Program. The former is a
eminar designed for farm couples to develop interpersonal,
ership and farm management skills, and to learn more
bout Pool operations and direction. The latter provides an
pportunity for members with an interest in becoming more
lved in Pool leadership to learn about the democratic
ucture of the Pool, and to attend a portion of the fall An-
al Meeting. The local committees have also been central
elegate recruitment and to recent efforts to encourage
women and aboriginal people to participate in the
l's.democratic processes and to attend informational
firigs.

The Creation of New Fields for Member’s Activities

Volunteer Activities

Volunteerism is central to the success of th
democratic structure and processes. The primary entry
for volunteers is at the local committee level. Each elev
point has a Jocal committee whose mandate it is to rep
the issues of that point and community, via the delegate
tem, to the Board and management within the Pool.
stock and other special interest committees also fun
within the Pool's committee and democractic structure
ricultural policy issues, as well as operational matte
been the primary focus of most committees. Each comnr
tee holds an average of four meetings throughout ¢
Local annual meetings tradtionally held in the fall, and

“In 1994, 71% of members participated in at least one
he six kinds of activities identified in the member survey,
trending the local annual meeting, voting for the delegate,
ng'the delegate nomination form, attending other SWP
inigs, attending a SWP sponsored social event, or serv-
n a local committee. Approximately 14% of all mem-
sérve on local committees. More than 51% of members
eyed discussed issues with a local committee member or
gate, and 89% read the member’s newsletter.

-;Sa’meys of the Membership
.Regular surveys of membership knowledge and atti-

shas been a tradition of Saskaichewan Wheat Pool since
carly 1980%s. The survey instrument is quite compre-
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programs available to members.

The Responsible Stewardship program provides in-
tion for farmer members to examine and modify their
ent farming practices to improve their impact on the
ronment. For example, the Farm Environmental Assess-
it: Guide, a workbook aimed at helping farmers audit
r operations, was recently developed. The Guide’s easy
llow process allows producers to examine current prac-
and conditions, identifies areas needing upgrading, and
oks at issues related to health, both personal and financial.

Finally, Saskatchewan Wheat Pool, one of the found-
g members, provides financial contributions to the Centre
or the Study of Co-operatives at the University of Saskatch-
1’ which is dedicated to research and teaching about co-

hensive and covers topics ranging [rom general attitud
toward the Pool’s functioning as a co-operative, oppor.
ties for member participation, to Pool services and ope
tions, to positions taken on a range of agricultural polic
1ssues. Results of the survey are incorporated into the Po
and Member Services and corporate planning process.

Women's participation in the Pool has received _:_sp_
cific attention since the early 1990’s, and a separate surve
of women in Pool households has been conducted in thi
two surveys to increase the total number of women respon
ents in the membership survey. In the past two years wome
claiming membership in the Pool has risen from 28% to'4
of respondents. Despite the increase in membership, a
participation in Pool activities is not high, and interest in
involvement remains low. It would appear that Sask
ewan Wheat Pool initiatives to increase women’s parti
tion have not yet achieved the desired results.

Member Education

Saskatchewan Wheat Pool is strongly committe
member education and development. The Pool's delé
development program, as an example, provides a variety of
opportunities for delegates to participate in knowledge and
skill development seminars and workshops, as well as t6:a
tend industry and co-operative conferences. The Pool isa
an active supporter of the Co-operative Youth Program
4H, encouraging local committees to sponsor youth deveé
opmental opportunities. '

The Western Producer, published by the Pool is
weekly newspaper devoted to farm policy and related infor-
mation, received by members and non members alike o
subscription basis. All Pool members receive a quarterly new
letter called Pool Today, which covers a wide variety of top
ics ranging from farm practice and policy to Pool operation
A committee newsletter, the Committee Communicator,
also published quarterly to provide committee members wit
Pool, industry, co-operative and policy information. In ad-
dition, the Pool also makes available to delegates and man
agement, on a monthly basis, audio tapes covering a wid
range of topics such as policy updates, marketing and com

mercial information, and information about educational ati
208 :

The Participation of Members in Decision Making

* Local Committees
_ The first point of access to participating in the Pool’s
decision making process is the local annual meeting, where
embers meet to elect representatives to the local commat-
¢, Teceive reports on financial and operational results, and
discuss policy issues. There are typically two to four com-
mittees in a subdistrict. Committee and member meetings
sffer opportunites for district delegates to provide informa-
tion to the membership regarding upcoming issues, as well
o gather feedback from members about issues of concern
hiat subdistrict. The Pool has a very clear system of repre-
ftation, with each delegate having to be elected in
district elections (by mail ballet) held every two years.
ections for the 8 odd numbered districts and 8 even num-
red districts are held on alternating years. Once elected,
district delegates elect one of their district delegate group to
e on the Board of Directors for a two year term. Through
Ssolutions advanced at the local commitiee level, and del-
ga"te voting at the annual meeting held in the fall, as well as
clection of delegates and directors, members exert their
control over the decisions made by the Pool.

Saskatchewan Wheat Pool committee renewal is a ma-
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jor intiative planned for 1995. Committee focus groups re-
vealed that members believe committees have an important
role to play in the Pool’s future, but that improvements are
needed to make involvement and the role more interesting
and meaningful to a larger number of members, in partic
lar younger members. In addition, there is a perception on
the part of members that staff and delegates do not liste

well. Planned changes include looking at a local process £o
introduce new ideas, strengthen leadership, and generally
help committees refocus. The Member Relations Division
has just completed the consultation phase, will be piloung
new initiatives, and if successful, hopes to have changes it
plemented beginning in 1995-96.

Early indications suggest that there will be a ma
away from local delivery point-oriented committee activi
to a regional focus in keeping with a structure adopted:bs
the Country Services Division and their marketing teamn
approach. Multicommunity collaboration rather than com-
petition is seen as a way of best using all current resou
or what may be there in the future. With changes to rai
lines and elevator delivery points anticipated following
cent federal government changes to the Western Grain Tran,
portation Act, services are more likely to be provided.
regional basis, so input from members will also need to hav:
a regional orientation. This change will not undermine
work of the committees at the local level, however, as th
are seen as providing important contributions in the area
customer data and responding to the unique circumsta
in a specific area. :

The Participation of Employees in Decision Makiﬁ

Saskatchewan Wheat Pool employees do not hav
formal mechanism for participating in decision making, oth:
than through the annual planning process, which is soph
ticated and consultitive in nature. Efforts are being mad
increasingly decentralize decision making to enhance.
ployee productivity and job satisfaction.

Newsletters :

Pool People, a quarterly newsletter, and Beyond ¢
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rapevine are two vehicles for getting information out to the
mployees of the Pool.

Employee Share Offering

Saskatchewan Wheat Pool management has an-
nounced an Employee Share Purchase Plan as part of the
pcoming equity conversion process. The co-operative will
rovide employees with an incentive to purchase Class B,
on-voting shares by providing an interest free loan, together
th the company forgiving 25% of the share purchase cost
ra five year period.

Tgaﬁizqtional Structures, Present And Planned, for the
ilitation of Member and Employee Participation

- The importance of member input into Pool opera-
ons and farm policy positions is demonstrated by the struc-

e of the organization. The Pool has a dual reporting struc-
re with two senior executive officers, one for the commer-
al divisions of the organization, one for the policy and mem-
sérvices divisions. The latter contains the communica-
15, policy and economic research, and member relations

ember Participation in Decision Making, Business
-Areas, and the Understanding of Member Needs

. ‘Governance Structures

.. The Saskatchewan Wheat Pool has a very elaborate
ocratic system. The province is divided into 16 districts,
h seven to nine delegates in each district. Resolutions from
nmittee and member meetings are reviewed at the dis-
tlevel before being referred to the Provincial Resolutions
mmittee of Delegates which manages the resolutions proc-
ss leading up to and during the Annual Meeting. A total of
‘delegates, including 16 directors met at last years an-
al meeting to discuss and debate Pool operations and ag-
culture pohicies. The president and two -vice presidents,
[ full time positions and two executive members of the
oard, are elected every year. The Board of Directors nor-
ally meets monthly. (See Appendix A)
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resentative, will be possible in future. How the Board 1s able
to interact and communicate with the delegate body may be
bstantially modified in light of insider information regu-
tions, and may weaken the representative nature of the
urrént democratic system.

Making Membership Meaning

Member Relations Division

The elaborate democratic system is supported a
serviced by the Member Relations Division. With a staff
twenty six SWP provides one of the most extensive supps
systems of any co-operative in North America.

District representatives serve as liaison wit
thedemocratic and commercial structures across the pic
ince, providing information, training and facilitation in:
riety of areas. The role of the member relations division‘ha
been modified recently as a result of internal reviews. T]
will be an increased involvement with commercial oper
as a result of the restructuring of the Country Services 1
sion, an emphasis on team models for management, and ¢
mitment to continuous improvement in member commi
cations and participation. As part of the team, the Memb
Relations representative, will act to advance the concerns
the member more directly in decisions made by CSD ma
agers.

ocial Reporting and Social Audils
- Saskatchewan Wheat Pool does not conduct a formal
ial audit or produce a formal report of its socioeconomic
npact on members and community other than what is in-
deéd in the Community Activities section of the Annual
ort. Within this section there is reference to 79 corpo-
ate donations, as well as contributions to the United Way.
activities of Pool elected officials and employees, the
evelopment of a Farm Assessment Guide for members to
hiate their farm’s environmental impact, and support for
ivities with youth, such as the Adventurer's Club, the Ag-
iculture in the Classroom program and a business educa-
on partnership with schools, are includt_ac%. Saskatch.ewe_gn
Wheat Pool has run an institutional advertising campaign 1n
-cent years, emphasizing the importance of the family farm
nd rural way of life. The Pool also lends support to projects
imed at helping the hungry by using elevator points as a
athering point for donated grain for milling and shipping

Annual Meeting

Saskatchewan Wheat Pool holds an eight day annt
meeting attended by 134 delegates. Management under;
intensive scrutiny by the delegates presenting their divisi
reports and responding to questions. This scrutiny is. ex
tended to the CEO and Executive Director as well, who
duct what is essentially a bear pit session with the delegat
Delegates then have an opportunity to debate and vot
resolutions coming forward from the districts, providing:
rection to the Board and management for the oncoming ye
on both internal operational and external public poli
sues.

ssues Concerning Employees and Management:
rticipative Management, Employee Involvement

‘The Role of Top Management in the Promotion of
. Human Resources and the Development of
Participatory Democracy

Sustaining Saskatchewan Wheat Pool as a democratic
d functioning co-operative will be one of the major chal-
nges faced by Board and management into the future.

. The recent conflict with the Grain Services Union
will take time to heal. The Pool’s financial restructuring may
srovide one means for encouraging greater employee par-
ticipation of a sort through enabling employees to buy shares
he Pool. Board and management are supportive of this

ove as a means to motivate employees and increase com-
' 213

‘The annual meeting has traditionally been an opp
tunity for delegates to receive a tremendous amount ¢
formation about the Pool's operations. How this traditi
will be affected by the issuing of public shares is still not:cer:
tain. Whether more or less information and of what typ
and will be made available to the delegate body remains.
wssue that must be addressed in the future. :

Another associated issue is whether the relationsh
of the Board with members, which is currently seen as’
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mitment to efficiency and productivity. Positive experience
with this strategy at Prairie Malt, an associated company
the Pool has contributed to this position of support.

Education of employees both about the Pool in gt
eral and the Pool as a co-op is a priority with Board:
management. The Agriculture Business Certificate pro
a correspondence program developed in co-operation w
the Extension Division and the College of Commerce at
University of Saskatchewan is an example of the emp
placed on advancing the educational opportunities of
ployees. A five day advanced segment of that progra
cludes sections devoted to co-op content specifically. Ov
all, the Pool makes available a wide variety of developm
and training opportunities for employees, delivered b
internally and externally.

g;-thls view, the Pool takes on a role very similar to any
significant employer and investment opportunity. Jobs
llbe created by expansion, members will benefit individu-
y through their investment, and the economy of the prov-
will be strengthened.
~ For another portion of the current membership, the
prov1des a means to alter the structure of the market-
e:and is a mechanism for economic and social develop-
nt.in rural communities. From this perspective, it is im-
ative that the Pool hold firm on agricultural policy issues
ch have a major impact on the family farm, such as cen-
desk selling. Such positions may be controversial, and in
mie circumstances, even in direct contradiction to what 1s
imércially advantageous for the Pool. These positions
een upheld historically because direct benefit to mem-
r's was seen to outweigh disadvantage to the Pool. For those
rig this latter view, opening up the control of the Pool
onfarmers, and those who invest for speculative reasons
‘only anathema to the essence of a co-operative, but is
ved to undermine the objective of local control and de-
ons made for the benefit of Saskatchewan farmers. The
sion between these two viewpoints has fueled the contro-
sy surrounding the finandial restructuring decision.
Saskatchewan Wheat Pool has identified itself as a
Generation Co-op, now with a broadened base of partici-
. Board and management remain committed to sus-
ng the extensive member services side of the or gamza~
on, demonstrating a willingness to fight to retain its ‘co-
pness’ in the midst of its struggle to become larger and
ore competitive. How the role of Saskatchewan Wheat Pool
co-operative evolves in the future will be watched with
at interest by its membership and community.

Vision Of Co-ops and Co-Operation for the
Contemporary World

New Generation Co-op

Saskatchewan Wheat Pool had its origins in a figh
by farmers for fairness in the marketplace. They desired
ability to procure for themselves a greater share of the:
turns associated with the end products made from th
grain. At the time that the Pool was formed, all mem
shared a commeon vision of the role that the Pool would’
in supporting members’ needs. Within today’s membersh
however, there appears to be two views as to the role
the Pool specifically, and co-operatives in general, shidul
play in society and in serving their members.

For many of'its farmer members, the Pool provi
means for enhancing the profitability of their farm busin
a means to achieve ‘collective independence.’® The finani
restructuring decision is seen as an opportunity for greate
growth and increased earnings on the part of Sask W
Pool, with benefits flowing to its membership and investor
Those members who hold this perspective are concern
that the Pool continue to be a viable player in the agrifc
industry, thus contributing indirectly to the long
sustainability of farming in Saskatchewan. For those h_

Footnotes

ie:Grain Services Union is not the only union representing employees
he Saskatchewan Wheat Pool. Employees are also represented by the
in Workers Union-Vancouver Hourly; Transportation and Commu-
on-Thunder Bay Hourly; United Food and Commercial Workers-
Saskatoon, Saskatchewan; and, Teamsters-CSP LaPraivie, Quebec.
im the speech to the delegates by Don Loewen, Chief Executive

cer, December 1994,
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Appendix A

Saskatchewan Wheat Pool
Democratic Control Structure

Members (60-65,000 active members)

N

elect elect
Deleéﬁtes

Committees (approx. 47
(approx. 137) :

elect

Directors (16) ——elect President
1st Vice-president
2nd Vice-president =

appoint Two Executive Memb

~

Chief Executive Officer Executive Director
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Consumer co-operatives started in Sweden in the 19th
ntury and have a long, proud history of breaking monopo-
lies'and defending the rights and interests of consumers. As
result the consumer co-operative movement developed into
foremost retailer by the 1960s with substantial retail mar-
_ ketshare with extensive ownership of manufacturing facili-

The Swedish movement showed other movements what
ld happen if consumers co-operated and supported their
operatives. But, circumstances changed dramatically. By
€ 1980s the consumer co-operatives were losing market
are and suffering from reduced earnings, reforms contin-
ued where introduced, but by the 1990s the economic situa-
worsened and the movement had undergone dramatic
nge, much of the industries have been sold such as the
roleum facilities. Survival was at stake.

Dr. Sven Ake Book is a long-time scholar and co-opera-
‘He replaced Alf Carlsson in the project after the fatal
nk ng of the ferry Estonia in October of 1994.
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KF/Konsum Sweden
by Sven Ake Bobk

é_ﬁimlization e the Swedish Consumer
operative Movement

Some aspects from the On-going Process of Change

The Swedish Consumer Co-operative Movement is
the time being, and has been for some years, in a period
f radical change. The changes contstitute no less than a
eak with the traditional Swedish views on co-operative

Sweden .
Such, a statement implies much, considering that

re always have been periods of changes. Most of Swedish
p-operative history is about recurrent adaptation to chang-
g conditions and, this fact goes a long way to explaining
y.the Swedish Consumer Co-operative Movement has
een recognised as one of the most successful in the world.

= This time, however, the changes are more radical than
ver- The whole organisation has been “turned upside down”.

History of Expansion and Growing Imporiance

" The Swedish Co-operative Movement traces its roots
k to the middle and later parts of the last century. The
ion KF was estabhshed in 1899 and after some decades of
ial and error” t find the proper structures and identi-
es, we can speak about a history of a continuously increas-
'g;lmpm tance for Swedish households and the Swedish
OCIety at large.

This successful history culminated, as it seems from
day’s viewpoint, during the extremely expansive period
f'the fifies until the middle of the seventies. This was a
me when the Movement became a mass organisation for
Wedish consumers; the number of members increased to
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almost two million, implying that the co-operatives had con:
tacts with almost half of the households. It was also a time
when the Co-operative Movement became recognised as an
active part of the emerging Swedish welfare society: as a peo-
ple’s movement for economic democracy, as a correctve
and countervailing power in basic consumer markets and as
“the” Swedish consumer organisation.

There are many circumstances contributing to the
successful decades. Among other things the Movement was
able to carry out its activities on an inherited, stable finan
cial basis that made it possible to adapt to, and to meet, the
increasing consumer needs with extensive and aggressiv
investment in modern shops, wholesaling and indust
production. It took the leading position in Swedish reta
ing, and the advantages for itsmembers became evident. Tt
economic capacity, together with extensive democratic a
education activities, strengthened the confidence in co-op:
erative ideas.

This was made possible also thanks to an overak
Swedish national economy that belonged to the most rapid
and steady growing economies of Europe. Such an ex
sive and stable economic climate was in harmony with t
planned character of the co-operative system. It beca
possible to handle the emerging tensions within the feder
organisation without manyconflicts; both central and lo
patts could enjoy good times.

It was also possible to make extensive chang
the end of the sixties the Co-operative Movement agre
“a basic structure for the distribution of tasks between ¢e
and local levels, determining that KF should concentrat
common background services such as wholesaling, in
trial production, education and information, while the
eties should concentrate on retailing and the direct conta
with the members. Ideas of a nationwide society “Kon
Sweden” were discussed at that time, but rejected by th
jority.

d }asting changes, both for the national economy and the
wo-operative Movement. The business cycles started to dem-
istrate larger amplitudes and the overall economy became
mistable and difficult to forecast. For the Co-operative Move-
ient this implied increasing difficulties incarrying out tra-
itional long term planning; more investments turned out
to-be bad investments (created costly excess capacity)—es-
peaally department stores. Both K,F and an increasing
umber of societies started to enter serious economic trou-
les. These, however, could be coped with thanks to the in-
erited strong financial basis.

Poorer Economic Climate-—Changing Values?

.. The seventies started to demonstrate economic prob-
ms, but became on the other hand a very democratic and
ological decade in the modern Swedish history. To quite

xtent this could be explained as a reaction against the
arge scaled sixties”, when people started to be forgotten

nd the search for economic efficiency through growing
anisations and structures. Visions and ideas of democ-
acy and participation came to the forefront and various
orms for economic democracy were introduced in practice,
ny based on co-operative ideas.

- The established Consumer Co-operative Movement
ecognised as a genuine form of economic democracy
the closely related peoples' movements, especially by the
unions, and took further steps to build on its demo-
ficorganisation. A variety of democratic bodies and com-
_eg' were set up, among others, within the expanding
nistration of common buying and distribution at cen-
nd regional levels. Toward the end of the seventies the
es were supplied with approximately 80 %, on aver-
ge, of their goods through that machinery.
“The development of the eighties then became a break
nd a reaction to, those “muddle headed” and “flimsy”
s the emerging “new realists” often chose to charac-
is¢ the passed decade. The impact of the “Friedman-
an-Thatcher” message had grown stronger, interna-
nal-and multinational companies had increasingly been

Towards the middle of the seventies economic p
lems started to emerge, at first looked upon as temp
fluctuations, but gradually considered as signs of more b
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accepted as belonging to the good future and more actot's
retailimg had started to catch up with the earlier co-op:
tive advantages. Financial markets increased in importan
and created a speculative climate.

nation became worse. An increasing number of the
ocicties were in fact on the verge of bankruptcy and the
ncial situation of KF was increasingly critical. Societies
trouble were temporarily rescued by transfers (mostly
ough the internal price policy) from still relatively suc-
essful societies and the KF creditors started to get cold feet
"demanded rights of oversight in the business. The situ-
'was extremely delicate, because we all know what harm
niours of insolvency can make.

Here starts our case study, presented in the next sec-
5. Before moving to these, it should be noticed that the
es became even worse in the beginning of the nineties. A
cw Tight wing government came into power, carrying for-

d the leading ambition to bring Sweden to a “new way”
‘the future according to the dominating ideas, values and
ctices of the eighties. To some extent it managed, but at
same time the national economy became worse than ever
modern Swedish history. The common people were those
ohad to pay for it, among them many co-operative mem-
ers: rapidly increasing unemployment, lower incomes, de-
asing consumption expenditures and continuous reduc-
nsin the welfare system.

- Since 1994 there is a left wing government again,
with its arms pinioned by inherited public deficits and
ebts. It is not realistic to expect expansive measures from
hat government during the remaining parts of this decade;
| be busy repairing the existing damage.

The ideas of the “pure” market economy became t
leading orientation for the practice and the thinking.-Si
cesstul business was characterised by the capacity to make
rapid changes, to operate from international economic pe
spectives and to quickly get rid of unprofitable parts of the
organisation. Individual and selfish values were brough
the forefront, while collective values were increasingly ¢
sidered as backwards, even more forcefully when th
lapses of the Eastern European system became eviden

Continuous Co-operative Reorganisation

The Co-operative Movement entered this changi
situation with a highly planned federative structure buil¢
the expansive and stable economic development of earli;
decades. The movement then, with this structure, plann:
to apply the principle of independent societies for retail
with central and common functions at the union level
experience was something like a “clash” between this ¢
erative system and the increasingly more market orienti
system. 3

We (also the author of this case study) did not real
understand that basic conflict in the beginning. However,
later on we will return to how this “meeting” between t
kinds of economic system was interpreted in the leading ¢
operative discourse for the nineties. In this introducto
context it is enough to state that KF and the societies: 2
proached the period with unusually heavy difficulties.. R
current reorganisations were undertaken, among othe
things with the intention of introducing more marke
mechanisms within the planned structure to make it less
and rigid. It was also looked upon as necessary to reduc
to abandon, most of the so called “unproductive” overhg
bodies and activities for democracy, education and infott
tion.

Process for Coping with the Economic Crisis

-+ It is necessary to keep the foregoing background in
mind when approaching the Swedish case studies. It had
ated an atmosphere round the leading actors, within the
ofessional and elected top management, that was much
Acterised by “to be or not to be” attitudes, combined
ith an increasing conception that something radical has to
done; “now or never”,
- Two aspects should be especially noted:

Firstly, the changes undertaken, or on their way, are

Nothing helped, and toward the end of the eigl

222 223




Making Membership Meaningfu Chapter 6: SWEDEN
considered as a”step-by-step” process; they are carried
out within some basic intention of a new orientation
for the long run, while the applied practices to quite
an extent have the character of “try and see how they
work”. There are, of course, for the time being, mos
stabilised new structures than in the beginning of t
process. Still, much is in the melting pot and there
might be some modification in the years to come.

future on how to reorganise and revitalize the co-operative

Basics for Orientation

- In 1989 the KF Board of Directors was ready to state
the basics of the future orientation:

“Our most important utility for the consumers is
carried out through our own activities. This must
permeate all our daily activities.

* Secondly, the changes undertaken, or on their wa
are initiated and carried out for economic reasons. T
democratic aspects have been put into the backgroun
particularly in the very early phases of the process
more recent times, however, they seem to be on the
way to move higher up on the agendas.

In our co-operative tradition and our traditions

as a popular movement, there are also values as
commitment, autonomy, honesty, openness, col-
laboration, solidarity and care for human beings

and the environment. These values shall be the

basis for the ethical considerations taken in all our
actividies. Goals can be simple and cbvious when

you write them down, for example to unite eco-

nomic efficiency with other co-operative values

and goals or to defend the environment. FThe chal-

lenge lies in working for the realization of these

goals.” (Business Concept, Goals and Guidelines,

1989)

A committee was appointed, called the Structural
ommlttee to carry the long term guidelines into practice.
tincluded distinguished members: The President of KF,
the Chiel Executive Officer (CEO) and Deputy CEO of KT,
President or the CEO of some larger co-operative socie-
s:and a representative of the employees. This committee
becdame, as far as it can be estimated in hindsight, of crucial
ortance for the coming readjustments and reorganisa-

For these reasons there is no needto pay too mu
attention to details of the applied practices. It is more frui
ful, especially in this international perspective of exchange
of experience, to concentrate on the ideas, the ambiti
and the intentions behind the changes. Itis also obvious that
the structures and ideas for economic efficiency make up
the relevant framework for the democratic ambitions and
methods. We may not like it from a full-fledged co-operatis
view, but to approach the on-going changes within so
other framework will not help us to understand what is g'
ing on.?

Ideas and Views for the Reorganisation

The latter part of the eighties and the beginnin
the nineties became a period of recurrent co-operative i
quiry about the future orientation. They were carried
by committees, usually consisting of a combination of la
men and professionals, appointed from the top of the ¢
operative union. Their reports were normally circulated
within the democratic structures before final decision

though not in such an extensive manner as in earlier pé
ods

Economic Crisis and Structural Problems

The co-operative experience from the eighties was
interpreted in a dark and drastic outlook:

“The Swedish Consumer Co-operative Moverment
finds itself in a very serious crisis. This crisis has
not a temporary nature, but move deep-going
structural causes. Our existing federative struc-

In this way the period produced some authoritatis
views among the leading management, professional and
elected members, serving as a point of departure for t
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ture and business organisation are facing a situa-
tion within which the competitors are working all
the more integratedly and rationally.” (Structural
Committee, page 2)

The tendencies from the last decade were expected
to go on during the nineties, essentially characterised b
increasing competition, internationalisation and specialisa:
tion within larger and more integrated multinational com
petitors and various new types of low pricing retailers. The:
overall development of consumption was expected to turn |
into a slower trend, combined with structural changes in
consumption behaviour. More people could be expected to
place a higher priority on "life style” and similar issues,as.
was clearly observed in the eighties, reflected in more sens1
tive and subjective relations to their consumption,

The Consumer Co-operative Movement had not
with some exceptions, been successful in efficiently ada
ing to such changes, which among other things had resultec
in stagnating market share, increasing economic deficits and .
a worsening crisis in profitability and identity. The situatio
was seen as a series of vicious circles: declining member us:
of the shops, weakening member trust, reduced legltlmac
in the community and a worsening financial situation.

The Main Problem: the Federative System

The basic and essential problem above all was local
ised to the federative system as it was built up in Swed
The eighties had more clearly than before demonstrat,
some weaknesses of that system, as the steady expansion of
the national economy had stopped, as more co- operatiy
societies had economic troubles and as the intensified mar:
ket economy started to demand more rapid decisions an
adaptation.

Among other things, a lower level of mutual tru
between KF and the societies could be observed, and so ther:
were increasing difliculties in carrying out decisions for th
co-operative whole. Moreover, the federative system had im
plied a heavy and costly administrative machinery with dou
bled functions between local, regional and union levels
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had also become difficult to co-ordinate issues of shop estab-
shments and marketing and to carry out a joint consolida-
i policy. The internal price policy (called the “solidaric
rice policy”) was also looked upon as an obstacle to eco-
ymic efficiency. In the words of the committee:

“The lacking trust between KF and the societies,
as well as between societies, is partly based in the
federative structure. What is good for the whole-
ness is good for some societies, but not for others
(at least not in the short runj.

Our system errors are our real dilemma (our “mo-
ment 227): The system is not possible to abandon
immediately, exactly becanse of the system itself.”
(The Structural Commiitee, page 13).

These problems with the federative system were even
ore stressed by the CEO of Stockholm Consumer Co-op-
ative Society and coming CEO of KF, Roland Svensson, in
special statermnent. In his view the main problems of effi-
ciency were connected to the use of the solidaric price policy,
the “traditional way to support societies in economic trou-
les: This had partly implied a development “against”
stead of “with” the market forces and in this way, when ap-
licd over longer periods, resulted in an overall loss of com-
petitiveness and in increasing tensions within the federative
ganisation.

-*1In his view, at the system level: “This is the basic er-
or of the co-operative system”.

‘A “Unity” or a “Dual” Structure?

. Asexpected, the committee suggested an overall long
rm orientation with an integrated co-operative business
anisation for the whole of Sweden. Some alternative mod-
ls'were examined, but the final recommendation was for a
tionwide society called "KF/Konsum Sweden”. Allthe eco-
nomic activities would be carried out thr ough that national
society, organised into some six to eight “Konsum-regions”
nd into national retail chains. This new orientation would
radually be realised during a 5-year period.
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The coming CEO of KF, R. Svensson, did not co '

view some issues should be more closely examined and c0 C the organisation of today is an obstacle for

idered: €CONOMIC success. A strong organisation for co-
sidered: X X

] ) ) ] __ operative collaboration has to be created. There

* How a strict economic and business collaboration cotild is no other way. The federative model for this is

be carried out as soon as possible that would work: - “out”. If there will be no change, the co-operative

harmony with market forces. . movement will be knocked out in large parts of
the country.” (KF protocol 910127).

The decision was carried out as a long term destina-
ton:for the new orientation and as an “invitation” to the
ber societies to join. The succeeding negotiations be-
n KF and the societies—whether they wanted to join
mmmediately, to join later or to remain outside—involved
ome critical aspects, especially in the relations to the largest
ciety, the Stockholm Consumer Co-operative society. This
aditionally strong and independent society had some hesi-

Whether there is a combination of local member $6¢
etics and a business organisation for economic -éf
ciency through integrated retail chains and othe
vantages of scale.

Whether it is possible to obtain a new orientation’
the member activities towards a strong consumer move
ment that is based on co-operative membership, bu
without responsibility for the business. :

Those questions introduced, we may say, anticipat tions, and it was considered to be highly problematic for
or brought to the fore, more explicitly than before the ide whole of the reorganisation, if this society would have
of a “dual structure” in co-operative organising, i.e., a stl : ferred to remain outside. However, in late 1991 and early
ture 1mplymg that member and business activities are 992 the Stockholm society decided to join, provided some

ried out in separately responsible organisations, if alwa hanges were made to the planned organisational structure.

within some conception of a co-operative whole: the co-
erative movement. Such a dual orientation had not belon;
to the mainstream of traditional organisational thinking

In 1992 the new structure began to be introduced
0 practice, or more correctly, the process started to work
a radically new structure. It was not, however, exactly

Swedish co-operative history, where the unity orieri_l_:ati ¢ model “KF/ Konsum Sweden” that was in sight. It was 2
had clearly dominated and was looked upon as necessary d of compromise between that model, partly already prac-
create a whole of democracy and economy. The Swedish Co sed for a time in some regions, and the implicit dual-ori-
operative Movement has never entered a structure of ted model in the mentioned statement of the new CEO of
unions” for democracy and business as in some other cou Mr. R. Svensson. In outline:

tries.

come stronger in the practices of the eighties; member
mocracy and professional business had started to move aw

from

reality had started within those formally unity oa"iented

:KF and regional (KF) organisations should take over
and develop the direct operative responsibility for re-
“tailing and other economic activities. KF should also
starta process to reorganise the wholesale activities and
~to reduce its industrial activities. Step-by-step KF
should concentrate on retailing and make it into its

Such dual tendencies, on the other hand, ha

each other, in KF and in larger societies. So, a

tures. “core” activity. This should lower costs and increase
overall effictency.

The New Struciure in Process : he societies should transfer to KF their direct eco-

The KF Board of Directors unanimously acc nomic l‘esponsibility for the retailing activities within
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their geographical area. The societies should instead
concentrate on issues of member democracy, on ¢o
sumer issues and on opinion formation. They should
also prepare and carry out the democratic member
influence in the KF bodies and in the regional bod
responsible for the local shops. And they should con
tribute to building up a member base for a consume
movement.

Until now most of the larger societies have joined
this new orientation {11 out of 98 societies}, implying tha
about 70% of the total co-operative retail business and ab
60% of the members are covered by the integrated system:
Those societies outside are receiving the common buying
services from KF on the same terms as those inside the int
grated structure. :

Will this process create a future where the Swedis}
Consumer Co-operative Movement is divided into one mor:
integrated and in one more traditionally associated part?
The question is well-founded, in light of the experience
some other countries. Nevertheless, it is too early for such
questions for the time being; what will be the outcome at th
end of the day remains to be seen. :

on to participate democratically be kept strong and mean-
1gful enough, as the direct economic responsibility of the
1iember societies will be basically reduced? And how can
h bridges and links be built up between the democratic
and the business organisation, which maintain the “unity”
aracter of democracy and economy?

The way to approach these issues implies the basic
hallenge for the Swedish Co-operative Movement from a

mocratic point of view. In fact not only from that point of
jetw; it concerns a challenge to the very co-operative iden-
ty, since democracy and participation belong to the most
asic core of Co-operation.

condition for Participatory Democracy:
omic Benefits for the Members

-~ Turning directly to the issue of democracy, we can
ake the background observation that member participa-
on, on average and in most of its forms, has decreased dur-
ng the eighties. This is an official truth, mentioned in com-
ittee reports and by co-operative leaders themselves. This
means a decline in participation by members as:

users of the shops

The Democratic Challenge decision makers

So, a new kind of federative structure is in the m
ing, with a new distribution of work and tasks between local
and central levels. The local societies are intended to go or
as independent juridical persons, but with no economic
tivities of their own. Instead they should concentrate on oth
member and consumer activities of indirect economic c
acter, while the direct economic activities should be carriéc
out from the union level and the regional level. 1t goes with
out saying that this is a radical change in the Swedish co
text.

advisers about the long term direction

financiers and savers

~ active consumer policy agents

* students of co-operative issues

“ambassadors of the co-operative idea and alternatives

The explanations for this state of affairs go back to a
xture of changes and pre-existing aspects, both related to
he society at large and to the co-operative movement itself.
As for the latter it is obvious that activities to encourage the
rious types of participation have decreased in intensity dur-
g the eighiies. They have even stopped or been lying fal-
ow; i.e. the reproduction of active members has been lag-
ing behind. On the other hand the motivation to become

Against this background some issues become espe
cially critical from a democratic and participatory point of
view: How should democratic participation be developed
within a process of economic integration that is carried out
within a dual organisational structure? How can the mot
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actively involved as a consumer might have become weak
in this phase of development that we often call “the post :
industrial” phase. So, the decreasing tendencies in mos
the dimensions of participation might also reflect an increas
ing difficulty in encouraging participation in these times
often considered as characterised as the “buyers market” “

Still, there are nuances in this context. There are dif:
ferences between various parts of the Swedish co-operitiy
movement; there are societies, or parts of them, with el

tively high as well as relatively low levels of participato
democracy. E

“Yes, certainly there are”, adds T. Uhlin, a co-opera
tor active since the late fifties in various contexts, am ni
O_th(-il"S,. as managing director in some of the co-operative $0
cieties in the northern and middle part of Sweden.

hapier 6: SWEDEN
-term, balanced consumer co-operative development.

~ The Structural Committee had obviously put the
in priority, almost the only priority in the short run, on
conomic efficiency. As the deputy CEO of KF and secretary
the committee, L. Hjalmarson, comments, when looking
k from today's vantage point:

“Yes, we were tndeed very worried about the eco-

nomic situation, to put it mildly. Our main and

totally all-pervading problem was about how to

stop this critically bad development. It was no less

than about a question of survival for large parts of

our movement. All other aspects had to be pushed

into the background.”

- Economic efficiency then was, and is, considered as
capacity to make economic benefits for the members.

1at capacity was looked upon as crucial for the member-
and so for the decisions to become and to stay as a mem-

er. Yes, it was, and is, looked upon as a necessary precondi-

“Usually this is a question of local culture and of
especially dedicated persons. There seem to be
parts of Sweden where it belongs to the culture

that people more actively come together with oth-
ers to take the economy in their own hands. I have
also experienced that there often are some very
dedicated persons behind; when they pass away,
the activity goes down.

It is true that participation has declined in gen-

eral terms compared to older times. But we should

not either romanticise the history tooc much in

these aspects. When reading annual reports from

our history, for instance, we can clearly observe

;hat Earticipation was problematic also in those
ays.

_ ~ So, when making general statements, we must als
in this context be aware of that there are differences, nu
ances and deviations from the general pattern. :

The Leading Member-Perspective

ion for the other efficiencies. And we can also here observe
e usual sayings: “First we must restore the economy, then
we can turn to those other things that we want to do. Be-
quse there must be something to carry out democracy about
1d to demonstrate consumer policy within”.

 That view was, and is, based on member inquiries of
arious kinds; the members put economic advantage on the
top of their ranking list of expectations for membership. So,
fiot surprisingly, this view was appointed as the leading mem-
eriperspective, or more correctly as “the” member perspec-
ive, for further readjustments during the nineties.

The Member as a Customer

. With this perspective it is natural turn wo the user
aspect of membership and to stress the member as a cus-
tomer. In the conception of the committee:

“If we apply a consequent member perspective
we have to take our point of departure {rom the

In Sweden we have in mind three aspects of efﬁciencj/
when we analyze the efficiency of the co-operative whole
cconomic efficiency, democratic efficiency and consume
policy efficiency. All these must be properly considered fo
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reality and the claims the members carry forward
from their roles as customers. .... This is the very
basic bolt. Since we live in a market cconomy where
the customers buy where the supply is most satis-
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factory, it is consequently most fruitful to use the
customer role as the analytical concept in order
to make success in the market”.

ter 6: SWEDEN

membership is of course too restricted an approach to

cipation for full-fledged co-operative development. Per-

aps we might call it a very pragmatic approach: The inten-

n'is to start with this very high priority on development

the economic benefit of the members, in order to later

tuin to a fuller approach that also includes a develop-
v and through the members.

The old questions start knocking at the door: Is such
ragmatic approach really possible? Is it possible to turn
full-fledged development later on again, or will the more
ne dimensional process have such basic influence on the
inds and expectations of members, managers, employees
e community that it is impossible to tarn back? In
ther‘words; is it not necessary to all the time use a full per-
ive for co-operative development, at least to all the time
eproduce a core of co-operative “social capital” for the fu-
e?'And so on. In this context these questions cannot be
more than questions for further consideration.

]

. what is interesting for the member today is
the direct influence in the shops on issues which
are relevant for the member as a customer. ... Asa
customer it should be possible to influence at least
as much - preferably more—our shops as those of
our competitors and to be met by at least as com-
petent, sensitive and service minded staff” (Struc-
tural Committee, page 5). :
In this perspective the members should be cons

ered as persons who firstly demand the means to particips

in their buying situation “here and now” in the very s

Not the roundabout way: through shop councils and

of directors or by representative assemblies and mem

motions. In other words not “by using other channels
becoming filtered through the valuations and opinions

other people”(p 6).
The committee obviously in this way made a strc

plea for more of direct, individual and market oriented p

ticipation: g

he Elaborated Conception of Member Roles

In fact the strategy also includes ambitions and meas-
¢ for this more full-fledged co-operative development, if
1 with a relatively lower priority. It would be unfair to
present the strategy in any other way. This has been elabo-
ated on by some other committees, first by a Membership
mittee and later on by a Membership and Consumer
icy Committee.
The Membership Committee worked in close collabo-
n with the Structural Committee. The President of KF
4s the chairman also of this committee and the other mem-
‘were appointed from the KF Board of Directors and
two of the larger societies. Its main task was to analyse
relations between the member and the society with the
‘of suggesting strategies and methods to encourage mem-
er participation and involvement. As the big change towards
ntegrated business structure was anticipated, it became
jatural to Telate to these expected changes.
The Membership Committee approached member
articipation for the future within so called “member roles”.
235

“The elected representatives cannot be considered
as “deputy customers” in questions about the buy-
ing situation. They cannot therefore be made re-
sponsible to mediate changes of demand among
the members” (Ibid, p 6).

A strategy for revitalization of this most crucia
pect of member participation should consequently cotice
trate on measures to improve various direct methods fo
communication in the shops and with their professional staf
The indirect and representative methods, on the other ha ;
should be tuned down in those contexts. That implies, amo
other things that the representative character and ambi
of the traditional type of shop councils should be chan"géd
They should be elected in more direct ways in the shops,:
links to the democratic organisation of the co-operative 5o
ety should be loosened or abandoned and they should d
velop more marketing functional roles. .

This very much emphasised economic perspect
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Among these three were selected as the most important: The
role as “customer”, as “involved member” and as “owner’

the Structural Committee will be realised as in-

creased economic integration, that might imply

that the members possibilities to influence will be

questioned even more” (Membership Committee,

p 10}.

_ This orientation increases the need for education and
nmg for the professional staffs in the shops and the mem-

sers of the shop councils. The Committee furthermore sug-

gested an immediate introduction of a “member card”, valid

ll over Sweden, as a strategic instrument for members’ cus-

oter relations. ( A form of such a member card has started

) -b_écome reality in 1994).

* The customer role is then considered as the one th
majority of members are mostly interested in and find,
sufficient for their participation. It is, as we just hav
seen, considered as the primary role for shapmg th
membership in the nineties.

+ Some members are, in addition, considered to have
mterest in a more involved member role, mainly'to
participate more deeply in consumer and co- oper
tive issues,

* An even smaller part of the members is considered
be interested in participating as member represents
tives in the decision making bodies and assemblies; i
other words to enter the owner role.

Changing Motives and Forms for Participation?

© When considering the proper conditions for the in-
lved member role one has to consider issues about the
articipatory climate in the Swedish society at large, much
scussed in public inquiries and similar venues: Are people
nging the way in which they choose to involve themselves,
to Influence and to participate, and so on?

The committee was ready to answer such questions
n the affirmative for the co-operative context; the forms for
ticipation, etc., had become different. For many people,
membership as such and its formal possibilities, seemed no
nger to be considered as equally important as in earlier
days ; what matters seem to more be the benefits and the
values that the membership could bring about.

The eighties had implied, in the interpretation of the
) mmlttce a transformation from “organisational involve-
ment” to “special issue involvement”. People tend to involve
themselves to solve specific and concrete needs and prob-
s, rather than for more overall and abstract ideas. The
mmittee takes as examples the emerging child-care co-
operatives and involvement in concrete environmental is-
s. It might be added that such tendencies were observed
as well in inquiries and reports about other organisations
ose to the co-operatives, for instance the peoples” move-
ents. People had started to involve themselves in various
new smaller groups for concrete issues, while they handed
1 the participation in those older and established organi-

Those together, or more correctly the reproduct
of the proper conditions for them, are intended to provide
a full-fledged co-operative development in the long run.

“Systematic Sensibility” at the Shop Level

For the revitalization of partlc:pauon in the custome
role a spirit of “systematic sensibility” at the shop level shoul¢
be developed, implying that the staff persons will become'of
crucial importance and that shop meetings, shop assemblies
and shop panels are the necessary means. The tasks and the
responsibilities of the shop councils should be reviewed and
made more clear; they should be oriented toward becom
ing an instrument for the shops and should consequentl
be elected from persons who are interested in the comms
nication between the shop and the members. The cournt
should notbe included any longer in the by-laws of the dem
cratic organisation of the society. On the other hand the
should remain, if developed in this renewed way:

“In many parts of the co-operative movement
there are good functioning shop councils and simi-
lar. In other parts they do not function at all, Prob-
ably there is no need for bigger changes of the
contents and the activities of the functioning coun-
cils. ...Above all, however, it is important that this
activity remains. Especially if the suggestions of
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sations for more general issues to the elected represent

tives. ; dern times. This old role and capacity had not been dem-

strated; yes, one may even say that other organisations

~ So, the committee suggested that the co-operati d started to take over that old role, and identity, from co-
societies should extend to various new forms of particip: erative organisations.
tion and more informal gatherings around special issues an - A . : : -
themes, for instance about environmental issues, food qua i H(_)wever,. this CO-Operative consumer orientation hdfi
’ ’ q been increasingly questioned in accordance with the phi-

ity, the household economy and co-operative support. to
developing countries. The results of these member activities
should then be forwarded to the member delegates and the ~ “.... because of the fact that we carry out own busi-

more formal bodies for democratic decision making. ness activities. When r’@ maintain that we Eake
the most benefits for the consumers through our

o . _ :
Some years afterwards, from today’s viewpoin ; " business, this is not looked upon as a convincing
seems as if these interpretations and conclusions are releva - argument” (ibid p 15)

to quite an extent. The bad years since 1991, however, with . ;

P . o - : It is not possible to be a producer and a consumer
reductions in welfare assistance for many people, might have s : . .
‘evived o . - nisation at the same time, as the modern interpretation
revived the motivation for organisational participation as Loy . o .
: ol PPN : : of the market economy has it. Nevertheless, it is crucial to
in overall idea and interest-based perspectives. o . : .

régain trust in order to be looked upon as an interesting

osophy of the market economy

A Conswmer Organisation Based on the Members _ consumer organisation, both in the eyes of the members and
Close to the previous ideas are the member activ 1¢ society at large. The needs are there. This is also a neces-
for consumer (policy) issues, 1.e. the members forming a co sary condition for the revitalization of an active member par-
sumer organisation, actively fighting for improved consum ipation in consumer issues; the members must know, by

rights and conditions: . emonstrations in practice, that it is meaningful to use time

“ ... We should to a greater extent than during and resources Lo participate.

later years act from our ‘own merits’ and actively - Education, Competence and Tools for the OQuner Role

work in order not to be looked upon as part of - The ownership concept had become increasingly
the ‘apparatus’. The consumer co-operative or- iopical during the eighties, especially the possibility for mem-
gﬁm:san%n 15 bastczgly a tool for the members to ers to effectively control the elected and hired top manage-
obtain changes and improvements. A consumer ment of organisations and enterprises. So also within co-op-

co-operative movement that is looked upon as an
‘administrator’ (of the already existing) can there-
fore not become trustworthy.

ative organisations, which in this context were, and are,
ooked upon as having a particularly weak control function
. ipared to capital associations, above all stock companies.
A trustworthy co-operative consumer movement ' Simply because co-operatives are considered to have too
should carry out its work on the”basxs of the con- _ anonymous an ownership, in combination with a more com-
zﬁ?leééﬁfﬁfﬁ:é:f d}i)membe“' (The Member- . plicated structure of goals, making it difficult to “put the

Such a trustworthy member based li panagement (0 the wall™
as a consumer movement?icoj;:i1 negt Sziafggjuoﬁifciégy Lt V}Ye Wig not elaborate on that diiscu.ssio?hnmiv, E':t &iire{
. TR : . ._ em to have been some experiences during the eighties tha
iy n the ighies mpling amongather thngs i v ot some e et 111y o
or might bé. part of i ranisation also it for these reasons, among others, co-operative organisations
8 - P2 an active consumer organisation aiso 1 have felt a need to give the ownership more of “a face” and
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to lmgke the res_ponsibilities clearer. A more clear-cut “owne ' S th manaeing director of Stockholm Society (se
role” was considered as a remedy to these actual or inte) g, e new aging director of 5to m SOCIELy (5€€
preted weaknesses and as a way to revitalize member. p ore below, p.247), became the chairman. The committee

societies). It might be seen as a continuation of the pre-
ous discussions, put into the perspective of a future co-
The report of the Membership Committee was ac e atlve'whole, supplemented by experiences from some
cepted by the KF Board of Directors in early 1991 and & : ise studies and.cai'"rle_d out as an extensive catalogue of
presented for members and member representatives in som res for revitalisation.
advisory hearings (“Rédslag”) before the KF Congress 199 The Member Organisation as an “Orderer” Organisation
Most suggestions and main lines of argument were accepte ~ We immediately turn to the overall organisational
and confirmed by these hearings. o ‘of the committee:

The Member Organisation; Content, Roles and Tasks

pI”Oblenll:;tgIcnasi)gcet;nhoac(;zsii;tpdm:lL of V}le“];, however, mor “The member organisation should ... be given
P the proposils of the S et 0 fzz(ljgel v ’nock at thedoo roles and tasks, and create bodies and tools, within
o e proposas2. uctural Committee approach - which it in 'the long run can mﬁ]uence and evalu-
plementation. The old and famous Uppsala Co-operativ . ate the business organisation, in other words the
Society ;‘;a‘ld atltlenuon to them by a motion to the KF Co i member utlity.. .
ress, raisin ions: ' :
gress, g the questons: : ' The member organisation determines and moni-

tors, through its democratic bodies, the forms and
scope of the activities and employs in traditional
societies a managing director for the administra-
. " ) . . " tive organisation. We can also include member
‘rvl\i;}tliil)trj;i?:l(tahf tpil()p}?l forms fer contacts between '. ' aetivitigs in a broad sense, such as the shop coun-
de retail chains and the members of the pr . cils and the study activities in the member organi-

mary societies? : © sation... .

* Do the members want to influence the shops also i
other ways and aspects than as customers? What i
sues and how? '

Thus we recommend that the member organisa-
tion first of all act as an ‘orderer organisation’ by
formulating goals, making demands and ‘buying’

* What tasks are the most urgent for the primary soci
ties to carry out in addition to those connected to ow

ership?
* What are the e . e : member activities and instruments for communi-
of the KF/Re g?olfaﬁl(;r;;zi?sfigsg? gong development " cations from the business organisation” (MK com-
: mittee, pages 8 and 21)
The i 5 e » . ; .
questions started to “heat up” the bridges and In other words the old co-operative truth, to start

with: The basis of the power is the member organisation and

e direction of authority goes from that organisation to the
business organisation. This is certainly nothing challenging
n principle. The challenging aspect is about the practice:
How to carry out such a view within the increasingly dual
character of co-operative organising in order to make the
member organisation as an ‘orderer organisation’ in rela-
ion to the business organisation?

links between the democratic bodies and the integrated bus
ness organisations. A good sign of a living democratic spi

~ The KF Congress recommended that the KF Boar
of Directors appoint a new committee, the Membership and
Consumer Policy Committee (the MK Committee), to ap-
proach these kinds of issues. The members were m(;sdy ap-
pointed froin top level representatives of local societies and
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Measures for Revitalization of the Member Roles
The committee carried forward an extensive: P
entation of measures for revitalization in terms of the

member roles, partly renewed measures from earlier pr
tices, partly quite new. :

As for the “owner role” there should he devel
among other things:

* measurable goals

* member oriented accounts (“social accounts™)

* Co-operative economic ratios

* improved education for member representatives:

* channels for contacts with the business organisation

* improved motion rights for members

* increased financial commitment among the menib

Turning to the “customer role” the suggested r
ures are above all intended to encourage individual inf}
ence and to increase the economic benefits. Among other

* a nationwide member card

* special member benefits and “plus values” (“selec
member incentives™) '

* private label brands combined with qu.ality guararitee

* institutions for member contacts and informatio

The conditions for the “involved member role”
nally, should be improved mamly by vartous forms of :
newed methods for commumcatlon for instance new ar

practice were presented among others:

¢ direct communication based on the member rolls'

* surveys and inquiries among members about consum
issues

* renewals of the shop councils

* meeting activities within and close to the shops arour
topical consumer issues

* the formation of local groups round special consus
242 :
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‘interests (sport, photo, data, etc.)
member magazines

':. systematized experiences of revitalising practices and
~ideas
Special attention was paid to the contacts with young
ople, when carrying out the above mentioned type of meas-
res and activities.
A conscious youth perspective should be applied,
starting at primary school levels.

More Straightforward Democratic Organisations
The committee was critical about the existing demo-
raiic organisation within which those measures are intended
be practised. From some case studies it put the finger on
me weaknc—:sses

“Many people are committed to and work hard
for thte member organisation and for member ac-
tivities. We do think that many more would be-
come active if the democratic bodies could be re-
newed and revitalised. Our review of a large
number of the democratic Organisations of the co-
operative societies gives the impression that most
of them have a complicated organisation that is
difficult to grasp and demand much time for the
active members, Many hodies have unclear roles
and shortcomings with respect to:

* representation (age, qualifications and experi-
ence)
= attractiveness, especially wo young people

»tasks and procedures of the nominating commit-
tees

There are a number of reasons to make the demo-
cratic organisations more straightforward and ef-
ficient in traditional as well as in integrated socie-
ties.” (ibid p 43)

The road to revitalization should be the following:

“In our opinion the co-operative societies must
now make use of the unanimous result of the sur-
veys of value changes from recent years that dem-
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onstrate that people want to participate through
individual influence in various decision making
situations. This apphes to the customer organisa-
tion and role as well as to the democratic organi-
sation. Thus, the organisation of representatives
should be kept to a minimum.” (ibid p 43)

So, the MK Committee suggested a renewed mode

for democratic orgdnlsatlon Implymg

*» that the democratic member organisations should b
built up in order to give all the members the opport;

nity to (dlrectly) par ticipate with their votes (one
son, one vote) in issues concerning ownership

* that the levels of the democratic organisation sh
be reduced to two levels (intermediate levels s
be abandoned)

* that the general assembly of the society remains '
mandatory body, but that member meetings (“o

assemblies™ at the society, district or shop level

becoming the democratic basic level

* that mail voting might be a complement to the voti

in meetings

In other words, the committees’s mCImatlons
toward a more direct form of democracy. The most.
lenging aspect of this proposal is the introduction of *

assemblies” open to all members of the society or the
trict. The intention was that such assemblies might enc

age more of direct participation and moreover repl:

termediate representative assemblies. Those owner as;
blies should discuss various member and consumer is

the activities of the society in connection to those, an
nate delegates to the general assembly. :

Against the background of the very strong tradit
of representative democracy within the Swedish co-op

tive movement this proposal might be seen as almo
spit in the church”. The immediate reactions were_
line with that perception.

A Guaranteed Base of Finances
How to finance these activities of the memb

ties to the integrated business organisation.

The financing aspects of these kinds of activities have

urces have tended to become much dependent on the ex-
ing power structures and dominating attitudes. Often these
sources have been the first to be reduced when the
oniomy was seen to be doubtful. These are well-known ex-
periences in other organisations as well, which like co-op-
ative are combining business with opinion formation and

P

_ In the dual structure these financial aspects might
ome even more delicate, because the main parts of those
iances must be expected to be taken out of the produc-
1; as a cost for the business organisation. The committee
clearly conscious of such critical issues and suggested a
ng term norm for the financial requirements, that should
‘antee at least a satisfactory level of activities: to start with
average of 50 Swedish crowns a year and per member.
h-an absolute formula might be questioned, but the prin-
¢:is crucial.

-+ At the end of the day, this is the most critical aspect
r the trustfulness and seriousness of the strategy for demo-
- revitalisation. Of course there must be control and cri-
a-of efficiency for these kinds of activities. But if such a
ricial norm is missing, the later process will run the risk
seing transformed into empty rhetoric.

“o.Matters to be Refined in the Further Process

~The report of the committee was carefully discussed
end of 1993 and in the beginning of 1994, most of its
ts have been approached positively and most of the
eds and proposals have been forwarded for closer exami-
ion ‘before eventual implementation.

KF Board of Directors decided in late 1993 to have
main issues discussed by the KF Representative (a body
n the democratic organisation consisting of about 60

ch
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delegates from local societies). The discussions were carrie
out by 6 groups and the overall reaction, as far as it can |
seen from the protocols, might be interpreted as mainl
positive. The need to pay attention to the issues of prop:
links between the member and the business organisatio
with the aim to create a “unity”, was especially str essed ag
was the need to find ways to attract young people.

wperiences from the On-going Process of Change

We will look a little closer at some of the integrated

arts of the Swedish Consumer Co-operative Movement: The
sckholm Consumer Co-operative Society, The Svea Re-
al Consumer Co-operative Society and The KF Con-
umer. They illustrate some different aspects of the on-go-

The concrete proposals raised a variety of opi
and one might conclude that the report in this respect w;
looked upon primarily as an interesting fund of ideas to’use ‘The Stockholm Consumer Co-operative Society
for the further process. It was evident, however, that't (“Konsum Stockholm™)
democratic organisation at primary levels should be looke . The Stockholm Consumer Co-operative society is one
upon as a matter for the local socicties themselves. In th fthose societies that entered a new situation from 1992/93,
context the ideas of mail voting and of the open owner en the retailing activities were transferred to KE It has
sembly, not surprisingly, were approached with suspicion ot n, for some time, the largest co-operative society in Swe-
in the negative. More surprising, perhaps, is the fact t :in number of members and scale of activities. There are
the proposal for some kind of a member-oriented accoun ut 450 000 members in the capital city and environs,
ing was received with chilly, even negative, attitades. mplying that about half of the households have member
The KF Board of Directors came back to the KF R, tnections with the society.

resentative in march 1994 with a summary of its positio A Long History and Tradition of Independence
Some aspects were especially stressed: Its history goes back to the last century and speaks of

* Thecrucial importance of continuously developing suicessful development within an area of recurrent change.
proper links to make the member organisation’ ai 1¢ scope of the society to-day is the result of a range of
the integrated business into a unity. - algamations and fusions with neighbouring societies, a

» The need for renewed methods of communication Wikl tiern of history that is still much reflected in the division

the members and, in that context, a further examiri the democratic organisation into 37 member districts.
tion of the possibility of starting some kind of natig - The relations between the Stockholm society and KF
wide member magazine. 1ave always been close, but it has also recognised as com-
tive to some extent. Many of the famous elected and pro-
sional leaders have their backgrounds in the society; ves,
has been a silent agreement that the CEO of KF should

* The importance of finding some solution to the is
of how to finance the activities of the member organ

sations. S ; . X
: ve “practised” as managing director of the Stockholm so-
* The urgent need to attract young people. ty. On the other hand the Stockholm society has always
The suggestions in relation to these aspects, as‘'w n careful to demonstrate its independence of KF It has
as most of the others, were distributed to various parts ] ring its history built up quite a big administrative staff of
the KF administration for closer examination. So, in thé wn, much of its own buying facilities and even own fac-
beginning of 1995 we might conclude that the ideas an . The decision to join KF in an integrated way was thor-
proposals of the MK committee await implementation. ghly debated among the members and the member del-

ates, reflecting this traditional independence.

246



Making Membership Meaningful -

So, the Stockholm society has a somewhat special role .
and situation in the reorganisation of KF. It was not “forced’
to integrate with KF for the reason of bad economics a,
some other societies; it was an independent and active deci;
sion. The former managing director of the Stockholm soci
ety became the new CEO of KF, as mentioned above, whe
this new process of integration started. Moreover, the Stock
holm society for the time being owns part of the common.
retail department (KDAB) together with KE

Revitalization as an Active Consumer Movement. B

What is now the situation for this famous society, with
its proud history and tradition of independence? And pat--
ticularly, how are the members reacting afier this “divorc
from their business activities? Will they still consider it mean
ingful to participate? :

These kinds of questions have been handed over
the new managing director, I.. Ag, who has some backgrot
in the society, but who otherwise is mostly known from other
public and consumer oriented responsibilities in the Swed
ish society at large. He has, among other things, been a pi
neer of the Swedish television and was the first director g
eral of the National Board of Consumer Policies, a govér
mental agency formed in 1973. :

“It is still too early to make any certain judgements,
since the process of change has just started and it
takes some time to find our new roles and to sta-
bilize our activities. However, we cannot be very
satisfied with our recent history about active mem-
ber democracy; it has become more formal and
clearly on decline in the 80s. So, we are facing the
first steps in a long run process of revitalisation.

In our society, as in the other Swedish societies,
the members participate mostly as users and cus-
tomers. Speaking about this aspect of member-
ship I do think that the shops in our area will be
improved with this new integrated organisation.
We have come to a point in our history, when it:
has become increasingly impossible to efficiently
carry out a business responsibility within local’
administrations. I am sure that cur members will

Chapler 6: SWEDEN

experience that, even if it perhaps will take some
time for the older members to accept it."

What about the other member roles? L. Ag:

“This new situation has made it possible for us to
concentrate on other aspects of member democ-
racy than the direct business responsibility. Hope-
fully we will be able to step by step encourage more
members to involve themselves in more of the im-
portant issues for a democratic consumer move-
ment. Above all to develop the possibilities to in-
fluence the society at large in consumer perspec-
tives and to prepare members for their various
direct and indirect roles in relation to the co-op-
erative retail business in our arca.

We have the ambition to regain the trust as an
active consumer movement. Our special advan-
tage in this capacity is now as in the beginning
that we can demonstrate our wills and opinions
in practice through the co-operative shops. We
concentrate our resources to improve the condi-
tions for this crucial role.”

Activities in Process.
Recent years have demonstrated an increasing

umber of activities in the mentoned direction. Among those
hich the society is determined to go on with and to make
ore extensive, we can ohserve:

~* A magazine ("Mersmak”)} is distributed to all members.

Itis a member paper that informs about ongoing and
forthcoming activities and special member offers and
discusses various consumer matters. It has got a good
reception among the members.

Conferences and meetings are againmore often organ-
ised. These concern, for instance , “the European Com-
mon Market and the consumer” and “fair trade” (the
latter about ethical aspects on the distributed goods).
There are also meetings about cultural matters as well
as various offers to members in such contexts.

Environmental issues have received an increasing pri-
ority in the information and education activities. These
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fore: member districts, member meetings, sh(_)p assembhe
shop councils, society assembly and board of directors. 86;
changes, however, are on their way. =

this process of change. They were introduced some.dgg'a'
ago and are considered to be part of the democratic ?_e:p
sentative systemn. They are usually elected at the men

district,or similar, meetings and are in this way looked up

Making Membership Meaningful

are, for example, about “food and health”, ‘jfood_for |
children” and “ecological recycling”. The society gives .
an “environmental prize” every year to persons who -
have made special contributions. Young people and :
members are particularly interested in these acuvities. -

Activities for consumer information are expanded.:
Among other thing a telephone service has been or
ganised, available twenty-four hours a day, about vari
ous kinds of consumer and member issues.

It has been observed that members want to specialise
their participative interest in various selected aspects .
of their consumption. So, members are encouraged
to, among other things, form circles for knowledge and
exchange of experiences around food, sports, photo;
etc. .

Education activities have been renewed. Among othe:
things, an upper sccondary school, forming part o
the ordinary Swedish school system, has been initiated
This new school opens up wide perspectives for the
future. The school is managed by the society and ha.
the ambition of offering young persons the possibill

of specializing in co-operative retailing in their highe
school examination. Of course it is at the same timy
way for the Stockholm society, and other societies,.
recruit co-operatively interested and competent young
people. The interest in this school has become strong.
and for the first stage there are far more apphcant
than places. :

A Bridge between the Member Organisation
and the Shops e
The democratic structure is much the same as be;

The shop councils are considered to be importa;

- Chapter 6: SWEDEN

as representatives of the members around the shops.

As seen above the representative character of these

-fc'ouncils has been quite criticised. What are the experiences

and plans in Stockholm? L. Ag:

“We have made investigations about the shop
councils and among other things observed some
negative reactions and attitudes from shop man-
agers, that we must approach seriously: In fact
shop managers quite often look at the shop coun-
als as some kind of a “riicksack” put on them,
instead of something that could be an “asset” for
them. This cannot go on.

There might be various explanations to these
kinds of reactions. One is probably the fact that
something like a democratic formalism has become
developed within our organisation. Yes, I will even
say that this has become a scourge and we cannot
claim to be a movement of people as long as we
surround our activities with a battery of obstruct-
ing formalities. Probably we have stopped the par-
ticipation of interested members with too an over-
organised form.

The shop councils should concentrate on the
member activities in relation to the shop and not
act as some steering board of the shops. It is in
the meeting between creative shop councils and
sensitive shop managers we have the potentials.
The shop councils should belong to the most cru-
cial “assets” for the shop manager. Therefore it is
important that the shop manager has some influ-
ence on the election of the councils.”

~ There are also in this context, according to L Ag,
ome confusions between decision and influence. It is im-
rtant to make this distinction clear:

“The shop councils are about advice, not about
- steering. The shop councils should be a bridge
between the member organisation and the shops
and in this perspective the shop councils have cru-
- cial roles for the future. Together with a sensitive
‘shop manager the shop in this way might become
. the necessary platform for the consumer move-
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ment to grow strong again.”
In accordance with these ambitions the Stockholm:
society has developed new education material for shop coun-
cil members. There are also agreements worked out with
the KF operated shops, for instance about the election and:
the tasks of the council.

KIf Svea, Regional Consumer Co-operative Society

As we have seen above, the operative and economi
responsibilities for the retailing activites in the new inte .
grated structure are in the hands of KF and regional (KE
organisations. There are four such regional organisation;
Kf Svea, Kf Syd, KF Vast and Grona Konsum Stockholm:,
fifth is on its way, Kf Ost. These are owned by KF and loc
societies together (KF owns the large majority of the shares
and (with the exception of Kf Ost) carry out the resporsi
bilities for the green co-operative shops (the concept “Gron:
Konsum”). Besides those responsibilities, KF carrics out, ajf:l_d-_
is responsible for, three other types of retail chains: large
and smaller hypermarkets, low price discount chains an
single line stores.

The older primary societies are expected to concer
trate on member democratic activities and consumer issue
as we have touched upon above. These societies are co-own
ers as members or as stock holders (depending on the;
ridical form used) in the regional organisations, They are:o
course also members of KF. ;

One must admit that this is a complicated structu
even for a Swede. Anyway, it will probably be changed m tk
ongoing development process. Here we turn to one of thes
regional organisations, Kf Svea, in order to look closer
the experiences and plans from, above all from a democr
perspective.

On the Whole, a Good Experience :

Kf Svea is organised as a regional society with K
and 6 societies as members. The region covers an area

Sweden that is located north and west of the Stockholm e
gion. KF, or more correctly the KEF body for retailing (KDAB
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is the majority owner of the member shares (93 %) while the
societies own the rest. The votes, however, are regulated by
a special agreement, giving the societies together the major-
ty.
The members are all quite old societies with proud
hi_storical backgrounds, among them “Konsum Dalarna” and
Konsum Uppsala”, which belong to those that founded the
KF union once upon a time. They have, as implied in the
new strategy, transferred their shops to KF (or are on their
way to doing so). They are now expected to carry out the
tegional democratic responsibility for, and democratic in-
fluence on, the shops in their area through Kf Svea. Since
miost of them are important members of KF, they also have
ossibility of carrying some democratic influence through
‘the democratic bodies of KF.

“ Most of the societies that joined, says T. Uhlin,
managing director of the “owner society” of the
region for Kf Svea, were not forced to do so for
€COIomic reasons.”

“They had made the decisions to voluntarily en-
ter this integrated strategy, since they believe in it
for the long run. We have certainly various mixed
cultures in our regional society, and cultures that
are well-known for their proud independency. But
in spite of that, and thanks to the voluntary will to
work together for the long term whole, we have
managed to carry out good discussions and deci-
sions in the overall perspectives of the region. I
do think that this is a strength for Kf Svea.

Frankly speaking, however, I must not make a too
smooth picture. There are also problems. In some
of the primary societies, for instance, some older
members of the board of directors have left their
responsibilities as a consequence of the new strat-
egy. They look upon their contributions as wich-
out meaning, if they cannot directly be responsi-
ble for the economic activities. And in some local
parts of the area there are some attempts to build
up new co-operative societies of the traditional
type round one or a few shops.
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On the whole, however, the process of integra-
tion is moving forward very well.”

Relations with the KF Retail Chains s
The principle democratic problems concern for th
time being above all, as pointed out by the motion of the;

Uppsala Co-operative Society, first, the relations betwee
those retailing activities other than the “Grona Konsum” i

hapter 6: SWEDEN

gion of Kf Svea into smaller local areas (“societies
“ within the societies). We discuss 19 such areas
for the time being, in order to revitalise and make
closer the relations between the members and the
shop. What will happen with this idea remains to
be seen. There are much traditions, feelings and
vested interests connected to the existing society
structures.”

the region, and, second, the links between the primary so
eties (and their members) and the shops in their areas.

T. Uhlin addressed the first problem as follows:

“It is of course sell-evident in co-operative con-
texts that the socicties and their members at least
should have possibilities to regionally have demo-
cratic dialogues with all the shop activities in the
region. The indirect way via KF centrally is not
sufficient.

We are for the time being discussing these issues
intensively and have a hearing within the socie-
ties. There might be solutions coming out of this.
One idea is about forming some kind of a “re-
gional council”, with representatives of the pri-
mary societies as members, for all the shops in the
region.”

mary societies, their members and the shops, he says:

“We are maintaining the older democratic organi-
sation in the societies and we look at the shop coun-
cils as one of the important links with the shops.
Itis true that there are large variations in the way
the shop councils function; in some contexts not
at all, in other contexts very good. To quite an
extent this is a question of personal relations. We
try to renew the shop councils, they should be
elected by the shop assemblies and they should be
encouraged to take initiatives for member activi-
ties round the shop. I do think, as many others,
that it is crucial to use renewed ways to increase
the sensitiveness in the shops for the wishes and
the opinions of the members.

There are even ideas about splitting up the re-

And on the issue of the direct links between the pr

Overall Member Issues and Consumer Issues?

One of the positive arguments for this new role of
the primary societies was considered to be the availability of
more time and capacity to approach overall member issues.
In other words to connect to the “involved member role” in
addition to the “owner role” and the “customer role”. Are
there any signs of such tendencies in the Svea region?

“That is too early to observe. To quite an extent
we have had extensive activities in such issues since
before, for instance in environmental issues. It is
also a fact that many members go on to carry for-
ward ideas and suggestion about the shops as they
are used to do. They are not aware of the changes.
And of course they should go on to forward such
ideas and suggestions, the roles cannot be much
separated in practice.

I think it takes some time before we and the mem-
bers have explored the possibilities of this new situ-
ation. We are trying, however, to interest mem-
bers in these more general consumer and co-op-
erative issues by orlenting our activities round
various themes. For instance as said round envi-
ronmental issues, but also round food 1ssues, ethi-
cal issues and similar. In this way we also build up
a base to influence the shops in our region and in
the areas of the socleties.

In the context of member participation we do
think that it is necessary to become more infor-
mal. We should open up for new and unconven-
tional ways to attract interested persons, above all
young persons and members. Formalities and stiff-
ened structures belong certainly to our main prob-
lems!”
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For these activities T. Uhlln like L. Ag in Kf Stoc
holm, has expectations on the new “KF Consumer” for sup
port in various ways.

Revitalization of the Co-operative Consumer Policy

As we touched upon above, the identity as a consurie
movement in the eyes of the members and the society a
large had started to fade away in the eighties. We also ob
served that there is no doubt about the orientation of .
discourse; it is univocally in favour of the need to reactivat
that identity for the future.

The "KF Consumer,” a Project on its Way
Some steps for this revitalization are on their way a
the union level as well: The “KF Consumer” was establis
in the second haif of 1994. It has the form of a “project”
this process oriented discourse, but is expected to becom
more institutionalised after some time.

“For the time being we are in a very initial stage,
examining the experiences and considering the
proper models for our contributions for the years
to come. We have the ambition that this project
can be developed into a reactivated co-operative
voice about consumer issues in the society at large,
but also into a supporting tool for the co-opera-
tive members to influence the activities of their
shops.”

The contextual backgound quoted above is from A
Ahnberg, the newly recruited leader of the project. She ha
a background as a well-known member of parliament, ver
active in consumer policy issues. The project administratios
is currently located within the KF machinery. It has a boar
(appointed by the KF Board of Directors) with membe
coming from local co-operative societies, mostly elected mem
ber representatives, and with L. Ag from the Stockholm: So
ciety as the chairman. The board 1s among other things
sponsible for the on-going examination of experiences a
ideas in order to transfer them into the next step. A. Ahnberg

“We will try to encourage dialogues about various
consumter issues among the co-operative societies
and their members, as well as within the society at
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large. In this we will as much as possible use the
modern technology of communication for inquir-
ies, hearings, seminars, discussions and so on. We
will step by step build up proper arenas for this
and try to use informal methods and provocative
approaches.”

“Trust” and “Confidence”

Some key words are recurrent in the discourse of A.
hnlund: a “trustworthy”, and “confident” voice for the con-
mers, based on the interest of the members. But how is it
ossible to introduce such a capacity within an established
o-operative movement that at the same time is carrying out
siness, to quite an extent dependent on the conditions of
1€ market?

“Yes, 1 know about these almost ‘classic issues’, I
have met them much during my work until now.
Of course there are some tensions, even conflicts,
between carrying out efficient business and hon-
estly taking the position of the consumers. But it
might be a source of special power at the same
time. We will try to use these tensions in order to
turn them into some positive and challenging for
the consumers and try to demonstrate that “efli-
cient business” and “an efficient consumer policy”
might be mutually supportive.

Among other things that may imply that the
present location of the “KF Consumer” has to be
changed in order to get a more independent sta-
tus. It also implies that there are good mutual re-
lations to the consumer oriented activities of the
local societies. And of course, and above all, it im-
plies that we have the capacity to honesty stand
up for the consumers.

To become a revitalized co-operative consumer
movement takes time. Earlier in the history, dur-
ing the successful periods, this role was taken as
granted. Today we cannot rely on those merits as
self- evident for the future; we have to step by step
rebuild the identity as a trustful and conlident
voice of and for the consumers.”
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To judge from the expressed strategy and the ambi:

tions this orientation is on its way. But what about the finan:
cial conditions for the long run? Are there any guarantees?

* in the fourth and fifth generation of members,

* asurrounding national economy increasingly charac-

For the time being this is considered as a crucial issue for the terised by an internationalised market economy,
next step stronger competition, slow growing consumption

a society at large where most of the people have rela-
“On the Way ....” ' - tvely high levels of social security, income and educa-

e tion
“We are on the way”, states R. Svensson, CEO of KE d with a foot i h industrial ¢

since 1992 and the leading actor in this process within t and with a foot into the post industrial stage of devel-
co-operative top management in the on-going process of ~ opment.

change: . ~ The strategy for obtaiqing this capacity is considered
“We are co-ordinating the retailing in KF and _ ) presuppose a radical readjustment of the €CONOmic ac-
shaping it in nationwide chains. We have made | A tles: An.mcreas%ng concentration on retailing, organised
available large resources for a powerful concen- : 1n-nat:0nw1'de reta'll chan‘ls that are managed by KF and re-
tration on the core activity. The results are mov- gional bodies. Thls_l‘eadjust_ment is also intended o make
ing in good direction, but we have not yet obtained ources available in the primary co-operative societies for
the required efficiency an profitability. activities in other aspects of merr’l’ber participation than those
The crucial and most challenging years are in front _n'n.ected Viz%th [h}f b ustorﬁe N 1role. d] A ;I: articipation in
of us. The intention is that we will have the best : o 15101 ma:mg (the “owner” ro e? andin s apig Oplnl()nf
shops, satisfied and active members and a leading in co-operative and consumer pohcy issues (the 1nvolved‘
role for the interests of the consumers. The real- member role), thqse aspects Of.P articipation that we trad%—
sation of that intention calls for whole-hearted onally connect with Co-operation and look upon as consti-

contributions from all employees, in all contexts. uting the significant difference between co-operative and
I know that we by united effort will succeed!” (KF other kinds of business.
Information, January 1995) :

Pérticipation in Three Member Roles

. 'The revitalization of member participation is in-
Summarizing the participatory dimensions of the r nded to be carried out within the main member roles:
vitalizing strategy, we notice, as we have previously seen m:
times, that the first priority is to satisfy the members as us¢
of the co-operative services (in the “customer” role). Int
prevailing Swedish context an efficient capacity in this r
spect is considered a precondition for the recruitment o
more members as well as for the participation also in other
dimensions of membership. By the “prevailing Swedish con:
text” we mean:

Economic Benefits as the Leading Perspective

Participation in ways directly connected with the cus-
tomer role is intended to be, almost exclusively, car-
ried outin the shops. The representative forms of par-
ticipation should be reduced to a minimum and the
guiding concept for the revitalization should be a “sys-
- tematic sensitivity” at the shop level. That implies
among other things a renewal of the tasks of the shop
councils, improved educational conditions for the pro-
* An established consumer co-operative organisation; ¥ - fessional staff and various measures to facilitate com-

cently with heavy economic problems © munications between the members and the shops. The
~ shops are intended to become “meeting places” for
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direct user activities. Tn out to be especially critical in this increasingly dual ori-

ented co-operative structure.

It also brings to the fore the critical need to demon-
strate a serious will to enter the further process of demo-
cratic revitalization. This among other things implies a
roper and stable allocation of long term financial and per-
sonal resources, as well as an understanding of the fact that
locratic participation is about to continuously reproduce
the proper organisational culture. It is about basic invest-
Inents, as basic as investments in economic activities.

* Decision making participation (the “owner” role) is
tended to be revitalized by a range of measures, partly
through improved conditions for the representatives;
partly by a simplified democratic organisation and
partly through more straightforward channels between
members and representatives. There are measures f
education and for renewed member accounts, the la
ter at least as a proposal. There are furthermore
the proposal stage, ambitions to introduce more d
mensions of direct democracy, implying reductions'o
formal and intermediate representative bodies. '

‘ Consumer Needs: Strong Enough for Participation?
* The opportumnes for interested members {the i -

volved” member role) to more deeply introduce e
operative consumer issues, and to carry out influ
tial activities in these aspects, are intended to be ir
proved with a combination of local and central effort
Locally a variety of measures are discussed, for instan

activities around special themes such as environment
food and ethics in consumption. Centrally, in KF, th
activities are intended to be supported by measure
obtain a reactivated responsibility for co-operative con:
sumer policy.

To these role-oriented measures of rev1ta]ua£10n
might add some with the intention of improving the over
member identity, the belonging to the co-operative mov
ment; for instance plans to start a member magazine, to h
a nationwide member card and to make the co-operativi
voice more active in consumer policy issues.

But to widen the perspective to some more delicate
and'e)(lstenual issues, which seem to be there in the back-
pround as “inner monologues” within the leading discourses:
Arce consumer needs still strong enough o mobilize people
oactive democratic par ticipation in such countries like Swe-
den; where people have a relatively high standard of living
and many alternatives to satisfy their consumer needs?

+ Or from another perspective: Is it worthwhile to
d resources to encourage participation in such contexts?
it realistic to carry out the ambition to encourage a co-
operative development by and through the members? Or is it
e realistic to restrict the ambition to a co-operative de-
1opment mainly for the members?

These are weighty questions, even to just raise, but
we cannot avold them. They are there in the “inner mono-
gues” (not only in Sweden, T might add). Of course there
¢ no obvious answers. The answers depend above all on
w:consumption needs are approached and compre-
ded, as well as on how the co-operative organisation is
uctured to meet those “new” needs.

Critical and Chalienging Aspects

The critical and challenging aspects for the furthe
process of revitalization seem to be about, above all, the ca
pacity to demonstrate that it is meaningful and wor thw
to spend time and resources to participate as more than
customer in co-operative contexts. In other words to develoy
a co-operative organisation for the future that is more t
a retailer among other retailers. That calls the attentio
the proper. links between “participation for influence” a;
the “practices intended to be influenced”, an aspect f;hat '
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- In Sweden, where the basic needs of private con-
mption are taken care of (at least for the time being), we
observe that the relations between consumption and other
ects of life are becoming increasingly i important: health,
vironment, time, ethics, social welfare, impacts on other
Ople work, social justice, international solidarity, and so
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The reports of the Structural Committee (KF, Decem-
ber 1990), the Membership Committee (KF, dissem-
bler 1990} and the MK Committee (KF June 1993).
‘s Protocols from KF Board of Directors and KF¥ Repre-
| sentative.

« Various information materials, the journal the Co-op-
erator”, booklets, education materials, annual reports,
ete.

The main interviews were conducted with:

+ Lars Ag (CEO of Kf Stockholm, chairman of the MK
Committee and of the “KF Consumer”),

e Lennart Hjalmarson (deputy CEO with responsibility

" for member relations, member and secretary of the
Structural Committee),

» Anita Persson (staff officer in KF about member issues
and assistant secretary in the Structural Committee),

+ Torgny Uhlin (Managing Director of the “owner soci-
ety” of region Svea),

« Annika Ahnberg (project leader of KF Consumer).

on. Such issues cannot be approached directly by the max
ket, or directly in the “customer” role. These are basicall
political issues concerning how to organise the economic and
social life and to grasp them there is a need to go “beyond
the market. Co-operative organisations have always bee
instruments for such approaches and the relevance of th
capacity has not been reduced in modern societies. -

The short run economic benefits are important, wit
out question. It is also true, however, since Rochdale and
before, that the motivation to join and work for the co-o
erative way involves a combination of economic advantages,
moral/political commitments and intellectual convictions. We
know that from the co-operative history. Moreover, co-0p
erators have always had the vision that those latter aspects
could be expected to become, and to be made, increasin ly
important as the material welfare and the educational stand:
ards of people are improved. And as people around the world
sea(tirch for social and economic alternatives to the existiﬁg
order.

For a full-fledged co-operative development it is cru-
cial to take seriously the ambition to revitalize other aspects
of membership than economic benefits. Because coming.
generation are always, and should always be considered as;
potentially whole members for the co-operative way, who;
besides getting economic benefits also are ready to involve,
themselves for Co-operation as a good way to contribute to:
a better society. :

Moreover, as we know it from experience, commi
ted co-operative members and a good co-operative economy
are mutually supportive. They belong together.

Footnotes

Tn this paper the “Swedish Consumer Co-operative Movement” is un-
erstood as the “Consumer Co-operative Union and Wholesale Society
(KF)”, the “Consumer Co-operative Societies” and the individual mem-
bers.
2 Author’s note: [ came to this project quite late following the lead of my
old friend Alf Carlsson, who died in the Estonia tragedy. T know, however,
that my approach here is much the same as Alf had in mind. T can see that
from his manuscripts and background materials. T also know it from our
numerous discussions about co-operative matters over almost 25 years.
* In this way I hope to carry on his work.
My presentation has the aim of capturing the discourse behind the on-
going process of change, as it is performed by ieading actors and seen in
relevant documents. I have no ambitions to cover the many nuances in
* the opinions, nor to analyse in depth the views and practices carried out.
As can be observed I have not found it possible to use exactly the same
form of presentation as in the other case studies. The main aspects of the
_themes, however, are covered and easy to identify, especially in the last
section.
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rize recent research on the question of co-operative man-
gement and participatory democracy and, 2} to build from
e research the framework underlying this project. To in-
réase its usefulness to practitioners, we chose to organize
1is review of research around four questions which people
king “on the ground” pose when thinking about the fu-
ire of their co-operatives:

Chapter 7: THEORY!'

What does the management literature say about the
organizational forms and management ap_proaches ap-
propriate for the needs of organizations in the global
economy?

In their search for ways to improve their own'c
ops, and for ways to extend co-operation, activists and §
can look to three main sources of information and guidanc
their own experiences, the experiences of others in thé ¢
op movement, and the research literature. All three are vals
able, and when used together they each can enrich the oth-
ers. In this study we have drawn on our knowledge of our
“own” co-ops, we have followed a methodology which'a
lowed us to learn from the experiences of others, and ‘we
have been informed by the research literature. This mani
script is an opportunity to share this process with others; so
that the dialogue and mutual learning can continue.

What does the co-operative literature say about the
relationship between democracy and the management
of co-operative businesses?

Once a commitment to democracy has been made,
what aspects of a co-operative organization can be de-
mocratized?

* How can a co-operative facilitate a democratic ethos,

i i i , : i and staff participation?
Thus far in this manuscript we have presented a sam and increase member P p

pling of the experiences of consumer co-operatives whi Following the discussion of each question, a list O_f
are frying to implement various versions and degrees of pai y points is presented by way of summary. What we report
ticipatory democracy. We used a case study format, organi ere is not a prescription fer practice, rether itis an attempﬁ
ing the presentation of each case under similar heading: to provide further insight into the Iearnmg actvity that too

processes to involve members, organizational structure place in this study, and to Prowde information and reciof{n—
communicating the goals and achievements of the organiz _miiendations we hope will stimulate debate and be useful for
tion, 1ssues concerning employees and management, the'y
sion for co-operatives in contemporary society. The sel _
tion of these foci and the analysis we present has been guided
by the theoretical understanding we formulated from iy
viewing the research literature.? '

Management Literature

What does the management literature say about or-
_ganizational forms and management approaches appropri-
ate for the needs of organizaiions in the global economy?

This literature involves three kinds of materials: -1
description and analysis of actual organizations, 2) presen:
tation of theory, which is an attempt to make the findings of
descriptive studies more abstract and generalizable, and3)
“how to” prescriptions for practitioners to follow based on
what the author feels a co-operative should do or be. In thi
chapter we seek to provide an overview of the research lit
erature. We do this with two purposes in mind: 1) to su

One cannot open the business pages of a newspaper
‘magazine these days without reading about the need for
organizations to break with the past and meet the new de-
mands of a global economy and of post-capitalist, post-mad-
rn, postindustrial society. Management qurnals also ad-
dress these transformations and the resulting need for or-
ganizations to change. The theme is, generally, that globah;r;;
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heralds increased competition and increased capacity for anc
reliance on the flow of vast quantities of information.
cial for survival, then, are increased responsiveness and fle
ibility of organizational structures. The key question

to'be combined. Peters and Waterman’s (1992) best seller
aimed that quality came from moving decisions down in
> hierarchy and focusing on the customer. Mintzberg
. X - A . (Gillies, 1995:23-24) emphasizes the importance of ongoing
course, is how this responstveness and flexibility are to b strategizing, experimentation, testing—processes which he
achieved. On this the literature is divided. : es as overcoming the formulation-implementation di-
One position is that responsiveness and flexibility wil hotomy and involving all levels of the organization. He
!DC achieved by decentralizing authority and decision mi phasizes participative management, and a respect for and

ing, respecting and empowering workers at the various'lé loyalty to employees.
els of an organization. In the business pages and in ma
writings on management buzzwords like teamwork, wor
management, participatory management, human resource
management, new industrial relations, and others abound “As companies become large they often become
Some analysts argue that “old competition” (which is linked . inflexible. %\./E'fmy organizations now recognize this
with Fordist and Taylorist techniques of mass productic © andave s g 10 find ways Ofﬂbm‘lg; ng around
control of labour, and specialization} must give way to ey small units that can be run in a flexible e
. p L BIVE way 1o Ir neurial fashion. Some companies talk about ‘clon-

and dynamic forms of competition based on notions of fle

. AR A ing’ as a basis for growth. Others talk of ‘spawn-
ible specialization and firms responsive to the cut and thru ing’ or ‘chunking’. Whatever the vacabulary, the

: Morgan pursued similar themes in his research and
advice to management. He notes that:

of global competition. These dynamic new forms will incor g principle is the same: organize around small units
porate such changes as the extension of managerial fre - that are differentiated in terms of product or fo-
dom, widening of informal networks, increased autonom cus, yet clearly linked to the larger corporation
and control over activities and decisions, and freedom to be - through shared values that give coherence to the
innovative. (See discussions in Peters and Waterman, 198 whole. The approach reflects a holographic prin-
Piore and Sabel, 1984; Kanter, 1989; Best, 1990; Chandle ciple whereby essental characteristics of the whole

1990 C} : . iyel e are built into all the constituent parts, creating a
» Clegg, 1990; Hirst and Zeidin, 1991). whole comprising smaller wholes” (Morgan, 1989:

Some even write that democratization (not just. 3 132).
centralization) is a likely and appropriate response to cu
rent needs. Nightingale (1982) was one of many who pro-
moted this idea as early as the 1980s, and Bennis, who ar
gued this in the 1960s, has recently incorporated a chapter

titled Democracy is Inevitable” into his book B eyond BW‘? 4 order” are in. Components of this include a niche-based mar-

racy (1993). . keting strategy, a craft-oriented or multi-skilled labour force,
Management researchers in the 1980s found that th and a technical core of flexible manufacturing (Clegg, 1990).
most successful organizations were not necessarily the most Sayer and Walker (1992: 191-192) describe the new model

centralize(.i. Indeed Peters and Waterman (1982) pointe of flexible specialization, or post-Fordism, as encompassing:
out that highly centralized transnationals were in difficulty.

Diversity often led to problems too, with management |
ing their focus on the core business. The challenge of “grow:
ing large while staying small” was put to corporate manag-
ers—ceconomies of scale and increased responsiveness were
266

o This combined line of analysis (highlighting changes
due to globalization plus problems with centralization) leads
o the claim that old forms of production and labour regula-

on are out, and ones appropriate o the “new economic

“small batch production in interlinked, specialized
small firms, flexible in organization, work process
and output, and tending to concentrate spatially
into industrial districts. Microelectronics and in-
formation technology play a key role in allowing
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more flexible production and closer coordination
between markets and producers targeting new
market niches. Firms are supposedly becoming
more responsive to changing tastes, and to the
tendency for consumer products to support the
construction of personal identities.

In more general terms, “...the 'social anc.l economic
structures reproduced since the industrial revolution are now
fragmenting into diverse networks held tog?ther by infor-
mation technology and underpinned b}f - .posr:mo.dermst
sensibility’.” (Hassard, 1993:3). So prominentis this view that
Reed (1993:164) describes it as “...the emergence of a ‘new
orthodoxy’ that emphasizes the unavoidable necessity for
much more flexible organizational forms, and the fragment-
ing impact which this exerts on established structures and
practices...”. _

What would management look like in such a scenarior
About this much has been written. Here let us look at
Morgan’s (1988) Riding the Waves of Change: Developing Mm;l .
gerial Competencies for a Turbulent Wor_ld for an examp'le of the
advice being given. Morgan emphasizes changes whu{h ma .
agement must accommodate with new competencies an
mindsets. In point form his argument is:

 An increasingly turbulent environment is likely.

» In consequence, managers and their organizatiqp
need to develop a more proactive and entreprencuria
relationship with the environment (proactive mindse
outside-in management, positioning and repositio
ing skills)

* Leadership will become less forrna_ﬂized and hie_rar.:
cal and more “the ability to mobilize the energics ar
commitments of people through the creation of shar
values and shared understanding§” .(1988:6)~—_fr
ing, bridging, broadening ownership in the leadersl
process. -

* As human resources become more and more iI .
tant the good manager will have to be more: of
generalist, integrating technical, human, operatior
and technical skills. Organizational structures wﬂl

. Chapter?: THEORY

come flatter with the removal of supervisory roles.

The successful organization and manager in the infor-
mation socicty promotes creativity, learning, innova-
tion. Structures, communication processes, and organi-
zational cultures which unleash human creativity must
be fostered.

Flatter organizational structures will require more em-
phasis on shared values and understandings (unob-
trusive control mechanisms), and the finding of a bal-
ance between delegation/empowerment and supervi-
sion/control.

Organizations must be alive to the uses and impacts of
the new information technologies: microcomputing,
electronic communication, and robotics. Morgan em-
phasizes that these can be used to reinforce top-down
bureaucratic systems. However, such uses are not the
ones hre advocates. Instead, he suggests using technol-
ogy to foster decentralization, network styles of man-
agement, and self-organization.

Complexity of organizational life is increasing, so man-
agers must accept as “natural” messy, ill-defined situa-
tions in which multiple stakeholders are a given.

Managers will need to find ways of managing infor-
mation so as to prevent overload, reshaping trends so
they will become more manageable: bridge-building,
collaboration, partnerships and other joint ventures.
Morgan also emphasizes the need for companies to
assume greater social responsibility, for instrumental
reasons having to do with garnering public confidence
and support.

Writers on the subject of women in management have

embraced such changes, especially the notion of the desir-
lity of flatter hierarchies and a different leadership style.
For example, Peters (1990), Rosener (1990), and Statham
1987) all argue that there is some tendency for women man-
gers to use management strategies and styles more like the
ones now being touted as appropriate to the contemporary
¢ra. Thus women can now be seen as valuable resources in




an organization, from whom men can learn more effective “adapted techniques typically used to control non-manage-
management practices. '-r1ai employees to management level personnel.

However, claims of radical disjuncture and fund Sayer and Walker’s (1992) analysis of Japanese or-
mental qualitative shifts in organization and organizationa nizations suggests that many Japanese companies inno-
analysis are increasingly coming under attack (Allan, 1994 e without necessarily getting rid of mass production, seg-
Geary, 1993; Kessler, 1993; Reed, 1993; Sayer and Walker, ented labour markets, and so on. Drawing on his own re-
1992}. So, to, are the claims that organizations will inevita earch as well as that of others, Wood convincingly portrays
bly become more humane or democratic, and that worker: nhovations in many Japanese corporations as innovative and
are necessarily benefited by these changes. Many see these ‘neo-Fordist but stilt rooted in “...Fordism’s fundamental bed-
changes_ as involving ?ﬂuCh dlslpcation of emPloyees,_ an rrock of work study, assembly lines, mass production and mass
emphasis on frequent job and skill changes, a virtual elimi marketing...” (1994: 550). And despite greater involvement
nation of reciprocal loyalties between employers and em of workers through teamwork, quality circles, and the like,

ployees, and an increased emphasis on instrumental rela- he finds that managemen[ s fundamental right to design and
tionships between individuals and organizations (Kanter lan work remains intact (Wood, 1994: 549-550).

1990; Gillies, 1995). Mintzberg, for one, is critical of what h
sees as “...a lot more narrowness and a lot more callousness:
about firing workers—its is almost as if firing workers is won
derful” (Gillies, 1995:24). A second, alternative line of analysi
on the subject of achieving competitiveness and flexibility i
developing.

Thus it is not at all clear that the global economy
and competition really require less rigidly hierarchical and
authoritarian organizations. Instead, as Geary (1993) em-
hasizes, substantial continuity in organizational forms and
rocesses can exist, even when the rhetoric of change is in-
: oked. In fact, Geary cites research showing that even when
For example, Howard (1985), Ritzer (1993) and’ ‘fnanagement does institute some changes, workers do not
Reiter (1993) in their separate studies investigated a variety. hiecessarily identify any more closely with managerial goals,
of hlghly successful North American manufacturmg and serv he us-them divisions tend to per515[ and management 5 OWI
ice sector organlzatlons They demonstrate that though + upport for Change s USUd]Iy mlnlma} and based prlmar]_ly
sometimes couched in the rhetoric of teamwork and more on instrumental grounds. His own research on companies
humane working conditions, the companies they studied: in Ireland uncovers inconsistencies and tensions in attempts
centralized control of labour processes and increased bot to introduce new forms of work organization—shared inter-
supervision and unobtrusive mechanisms of control. sts and values and team working being particularly diffi-
Prechel (1994) researched changes over several dec-. ult to cultivate.

ades in a large American steel manufacturing company which’ s Handy (1989), while being broadly optimistic about
increased flexibility and responsiveness through increased he future we can shape for ourselves, points out that the
standardization of procedures, increased controls over man “current discontinuous change makes it difficult to unthink-
agers, and the elimination of half of its middle managemen ngly apply past experiences to present circumstances. Dis-
positions by removing the need to have many personnel with, ‘continuous change also favours individualism and individual
information processing responsibilities. All this was accom freedom of choice. But the danger of this is that in our em-
plished by “hyperquantification”, more elaborate compu-: “bracing of individualism we may forfeit the social bonds
terization, and a variety of other changes all of which served: ‘nieeded for a harmonious and desirable society. For organi-
to centralize conceptualization and decentralize only the: ‘zations, too much emphasis on freedom, choice, and flex-
execution (closely prescribed by computer generated instruc ibility could mean lack of commitment to people, inviting a
tions) of tasks. The company he studied extended an ack of commitment in return (1989: 262).
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--disempowering people” (Gillies, 1995:27).

Another useful source is Mueller (1994), who writes
- on multinational corporations and globalism and tries to sort
~out the various sources of influence on organizations and
-.organizational change—can management and others in an
- organization really have much impact given the constraints
~of national contexts and globalization? He reviews the evi-
dence for a globalization effect—that differences between
s nadons are erading, as is the power of national governments.
“He also examines the evidence for a societal effect—that
- despite globalization there are significant national differences
of policy, culture, historical patterns and so on which influ-
-ence organizational processes. A third factor which Mueller
_examines is the impact of organizational effects, emphasiz-
~ing in particular the ways organizations do “benchmarking”
-and ensure diffusion of “best” practices, diffusion of knowl-
-edge and technologies, etc. All three sets of factors were found
-to be important, and Mueller cautioned against overempha-
. sizing any one. Clearly, intentionally cultivated organizational
~effects will have more impact if organizational change agents
- understand something of the other two sets of factors.

Contemporary researchers are thus in broad agree-
ment that global changes mean increased competition, in-
creasing reliance on information that flows quickly, and an
increased need for flexibility. But they disagree about the
ways in which organizations are likely to change to accom-
modate these global changes.* This disagreement in the lit-
erature indicates that there is no one predictable future for
corporations seeking flexibility and competitiveness. To the
extent that an organization has control over its own responses
to a changing environment, each will have to consider its
own context, its own values and corporate culture, its own'
products and services—or else blindly mimic what seems to
work for others. '

For some organizations, such as co-operatives,.
changes in the direction of teamwork, genuine (as oppqsed
to “managed”) participation, less rigid demarcations of jobs
and skills, flexibility, responsiveness to needs, and so on may |
meet values held by the organization. These values may in-
clude not only productivity and competitiveness, but als
values of community, global sustainability and prosp‘erity
genuine worker involvement, and so on. For some it is be-
coming abundantly clear that present industrial systems are
not sustainable and that communities are suffering unac-
ceptably—that productivity and competitiveness must be
nurtured within a less harmful context.

Key Points:

* Management does have to change. But there is no
inevitable or “one right way” to respond to the chal-
lenges of globalization, nor will current trends neces-
sarily lead to increased harmony and prosperity world-
wide. Effort must go into promoting that vision.

In organizations for which genuine decentralizatio
and increased participation are appropriate and desirable,
how should they proceed? One useful source is Morgan’s.
(1992) book on “imaginization™. Morgan urges organizatio
actors to become their own theorists and use their own in
sight to help set new directions. He suggests that metaphor.
be used to liberate the imagination and creativity of organi-:
zational members, and offers exercises and guides for doing:
so. As for management, Morgan is among those who con-:
ceptualizes management as balancing tensions rather than
conforming to the one best way. Consistently emphasized by
such approaches is the central role of employees at all level
but especially those “on the ground”. In Mintzberg’s word
“Respect your people. Don’t empower them, they are natu-
rally empowered. What empowerment means is not
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* Itis likely that organizations which are impacted by
globalization will need to increase competitiveness, in
part through increasing flexibility and ability to access
and handle information. How these are to be achieved
needs to be explored—no one way is necessarily “best”,

* Organizational characteristics (such as values, tradi-
tional patterns, etc.) have an impact. There is a role
for strategic management, especially when located in
a supportive and coordinated network context, (The
network may be branches and suppliers of a large

multinational, or organizations within the consumer
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CO-0p movement...)

Figure 1

* Ongoing strategy formulation and experimentation
ongoing debates over the nature of the company’s busi
ness, fostering creativity in a safe environment are al
likely hallmarks of a healthy company.

Conceptual Relationship between Members and the
Co-operative: Hllustrating the Structures and Processes

(Carlsson, 1993:62)

¢ Carecfully fostered alliances, joint ventures and othe
forms of collaboration are important in gaining great
control over organizational environments and in pass
ing along useful information on success stories and fail
ures, '

participation

» It is important to be sensitive to, and make use of, th
diversity promoted by societal effects.

1poience develodnen

/ Co-operative
Organizations
(existing)

¢ Careful thought must go in to restructuring that in
volves radically downsizing the number of employecs:
and constant exhortations to employees to demonstrate
worth as “value adders”. There is a danger that, car
ried to an extreme, such changes will undermine th
organization. Nor should strategic alliances be enter
into casually, without first evolving the mutual trust
respect and commitment needed to make the allianc
waork.

* For co-operatives, the literature communicates the mes
sage that increased participation, decentralization, and:
democratization are likely to be changes fostering suc-
cess. While such changes may not be the only way t
go, there is evidence that they work! And co-ops ma
well find such directions compatible with their values;
stakeholder opinions, and long term vision.

Co-operative Literature

o What does the co-operative literature say about the
relationship between democracy and the management of co-
operative businesses? There are two bodies of literature. Once
that attemnpts to describe what is happening in co-operatives
nd the other that prescribes what should be happening in
co-operatives. We will try to keep them clear in our discus-
sion.

: Today’s co-operative theorizing has roots in the early
part of the nineteenth century and is linked to the writings
of such names as Robert Owen, Charles Fourier and William
- King. Their attempts to organize co-operatives failed but
‘much was learned from their efforts. The Rochdale Pioneers
-are credited with the first successful consumer co-operative.
They were made famous by the historian Holyoake who in
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1856 published the History of the Rochdale Pioneers which pro-
vides us with an analysis of the collective conception of co-
operatives: joint action to solve common problems and meet
the common needs of members. Co-operatives melded to-
gether characteristics of voluntary (democratic) organizations
and business enterprises. Both these organizational forms
have a long history in Europe, but in the mid-nineteenth
century they were brought together in a single organiza-
tion, a phenomenon that took place in many parts of Eu-
rope. By the early to mid-twentieth century co-operatives -
were flourishing around the world. According to Fairbairn

Chapter7: THEORY

mote this premise (Dulfer, 1985:15-39).

However, such an assumption became untenable as
the social, economic and political environments changed dra-
matically during the last half of the 20th century. Not only
- were co-op members more geographically scattered, but the
degree to which they shared, or acted upcn, needs in com-
~mon became less clear. Competition from conventional busi-
-nesses increased as competitors responded to increasing con-
-sumer wealth using mass marketing and large stores. In the
_rush to meet the competition, few attended to the possibility
that creative implementation of the co-op principles of edu-
cation and co-operation among co-operatives might have

~offered effective ways to meet the competition (Ilmonen,
1992),

“The unique importance of the co-operative idea
was that it provided a mechanism by which those
adversely affected by the changing economic en-
vironment could influence that environment to
improve it. Co-operatives were a feedback mecha-
nism between people and their economic environ-
ment.” (Fairbairn, 1994: 1), :
By the early 20th century co-operative theory was

being articulated and debated by a number of European aca-
demics (for example, Gide, 1922 and Poisson, 1920). Lam:
bert provides a synthesis of this debate and from it was able
to compile a definition of a co-operative: :

_ Co-operative practice changed to reflect the changed
market and tended to emulate the competition. Consumer-
ism, mass marketing, individualism and economies of scale
“became driving forces for management.

: Changes also occurred in the governance processes
of co-ops. The lack of face-to-face interaction and the in-
creased diversity among members have meant that oppor-
tunities for spontaneous direct and participatory democracy
-were reduced or absent altogether. Over the years this has
led to an emphasis on formal representative democracy
‘where election at an annual meeting is viewed as providing
legitimacy to a board of directors, who then work with paid
management io run the co-op (Travena, 1983: 7). Recent
‘decades have seen the increased “professionalization” of
management, including boards, as a response to the need to
€ep co-ops competitive and well run as businesses.

What has emerged then is a situation where the Board
plus senior management control the co-operative. They de-
fine the issues and make the decisions. Conceptually there

as emerged a separation of the association of members and
the business side of the organization. The tension between
the two tends to be resolved by concentrating on the busi-
ness and emphasizing “markets” rather than “members”
{Fulton, 1990; Brazda, & Schediwy, 1989)

Mainstream co-operative theory also changed, try-

“A Co-operative society is an enterprise formed

and directed by an association of users, applying

within itself the rules of democracy, and directly
intended to serve both its own members and the

community as a whole.” {Lambere, 1963: 231)

A further assumption was that a co-operative’s mem-
bership would be composed of people who are close to oni
another socially and geographically, and who join togethe
to address common problems (Nilsson, 1986: 357). Under
such conditions direct and participatory democracy could
be combined with representative democracy as the bases fi
management legitimacy and member control. For the fir:
half of the twentieth century this premise, that in a co-6p
democracy is practised in a setting of relative homogeneity,
face-toface interaction, and common needs was the accepted
basis on which consumer co-operatives were organized and
managed. Co-operative theory tended to reflect and pr
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ing to accommodate changes in co-op membership, which -
became more heterogeneous, more geographically scattered,
and more consumer minded. The core idea that co-opera
tives are premised on a group of people coming together to".
solve common problems shifted to the concept of co-opera
tives as organizations that supply goods and services to indi
vidual consumers to meet individual needs. This is a pro-:
found shift which has had many consequences, one of which -
is that the consumer/members are not seen to have any strong
need to interact with others in an association of members
By the last half of the twentieth century co-operative theory
began to reflect this analysis of the situation, the premise
that collectivism had been supplanted by individualism an
consumerism (Nilsson, 1986).

While democracy continues to be an ethical impera
tive for co-ops, the normative base of all co-operative theory,
the understanding of democracy has changed. Co-oper
tive theory, drawing on both the practices of co-ops and the
contemporary social science literature, has come to concep
tualize co-ops as comprised of two somewhat incompatibl
features. These are labelled the “association” side and the
“business” side. Further, priority for the business side is jus-
tified by the argument that it is the basis for the association
side—as in the often heard phrase “Wlthout the busines
there would be nothing to participate in”. This, combinec
with the focus on members as individual consumers for whom
the co-op meets consumer needs, easily lends itself to’an
“ehite theory of democracy”—representative democracy with
very limited opportunities for participation, and an empha
sis on the business experience/knowledge and backgroun
of the elected leaders who become part of the overall m
agement team of the society or organization (Schumpeter
1943).

Figure 2

Conceptual Relationship between Member Orientation
and Market Orientation

Time one:

association of members

member orientation

associaton of members

member orientation

The 19508 and 60s were decades in which the elite
theory of democracy dominated not only the co-operative
literature, but also the theories of political science and other
ocial sciences. Co- -operative theorists were influenced by
these intellectual currents, just as co-operative practitioners
‘were influenced by current business practices. Practice drew
~legitimacy and further knowledge of what works from theory.
And so it went.

. A social scientist whose work was highly influential
in this shift to an elite theory of democracy is Mancur Olson,
whose 1965 book on collective action was very influential in
both social theory and co-operation theory {Nilsson,
1986:386).° Olson used the assumption that individuals act
rationally to maximize their self interest to challenge the
accepted belief that

“...if members of some group have a common in-
terest or object, and if they would all be better off
if that object were achieved, it has been thought
to follow logically that the individuals in that group
would, if they were rational and selfinterested,
act to achieve that object” {Olson, 1965: 1) Instead,
Olson argued persuasively, “..unless the number
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of individuals is quite small, or unless there is co-
ercion or some other special device to make indi-
viduals act in their common interest, rational self
interested individuals will not act to achieve their com-
mon. or group inlerests.” (Olson, 1965: 2, emphasis
in original).

Olson’s argument depended in part upon his analy-
sis of what is now known as the “free rider” problem and the -
disinclination of people to act collectively unless quite sure :
that no other course of action would result in their interests
being met.® Thus democracy within an organization or move
ment would be virtually impossible to achieve, since most
people either would not participate or would do so only on
the basis of narrow self-interest. Also, a wide variety of stud
ies of social movement organizations seemed to “prove” the.
Iron Law of Oligarchy (Michels, 1949) which asserts that.
due to a combination of psychological, political and organi-
zational imperatives organizations, however democratic to
begin with, inevitably become bureaucratic and oligarchi
cal.

As mentioned above, this line of analysis, picked up
and extended by many others interested in collective action;
developed at a time in history when co-operatives were find-
ing it expedient to separate democracy and participation off
from the business side of the co-op, and to set a hierarchy of
importance: the business side predominated, the social di-
mensions were but “nice” frills which could be, and often
should be, curtailed.” Co-operative theorists saw this kind of
practice as rooted in accurate theory, and as an appropriate
response to concerns about manager competency, boar
competency, member apathy and/or unpredictability, mar-
ket competition, and so on. o

Co-op theorists developed theories of management
which closely parallelled management theory in general. In
creasing efficiency, largely achieved from the combination
of good management (board and professional management)
with economies of scale, were seen as necessary to success i
a competitive environment. This shift in theory reinforced
and extended changes in practice, and seemed to work. Co
operatives from the 1960s to 1980s deliberately transformed
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" their structures and achieved substantial business success
(Brazda, & Schediwy, 1989: 28).

However, by the 1980s the business gains slowed and,

~in some parts of the world, co-ops ran into substantial diffi-
“culties. Analysts attempted to uncover the reasons for co-op
troubles and, more specifically, the reasons for the crisis of
consumer co-operation in the consumer co-op sector of in-
‘dustrialized countries. Were co-ops being run poorly as busi-
‘nesses, or was something else a factor? Craig’s review of com-
parative research and anecdotal evidence indicated a link
‘between long run economic success and long term demo-
“cratic processes (1986: 96-111).

In an extensive study of consumer co-operatives in

“1) the increasing competition in retailing has led
to a downward pressure on margins which has
made some “social aspects” of co-operatives costly
luxuries...” 2) the downward pressure on margins
has made it difficult to earn the traditional divi-
dend which is still regarded as the trademark of
consumer co-operation in many countries... 3) “the
culture of not facing problems....” 4) the consumer
co-operatives that had and have the biggest prob-
lems seem to have been those most closely linked
to traditional labour movement culture... 5} ten-
sions between parallel central organizations (typi-
cally an “ideological” and a “commercial” one—a
Union and a Wholesale) have in general led to a
victory of the “businessmen” over the
“ideologues”. But more problematic and unsolved
are the problems of a pluricentrism created by
large regional mergers, where the central organi-
zation tends to become the battlefield of feuding
“regional barons”. ) the central bodies had in the
past the duty o guarantee the solvency of all co-
operatives without always having the concomitant
right to guarantee good management... 7) the role
of the members and their elected representatives

the industrialized countries Brazda and Schediwy (1989)
summarize the trends in ten movements and then present
their explanations for the present crisis in consumer co-0p-
eratives. On the basis of their analysis of the ten movements
.they suggest that:
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in this picture is not a glorious one. Members tend

to become pure customers and to judge co-ops

today mostly by their performance compared to

other shops...”

Saxena and Craig (1990: 492) note that a consistent
trend in the declining movements described by Brazda and
Schediwy was “expansion, internal organizational concen-
tration and rationalisation, and the tendency to become more
business-like and less ideological”. Saxena and Craig sug-
gest that for the co-ops in decline “being more business-like
means following the competition, or becoming more bureau-
cratic, and less ideological means to ignore the membership

ciency, and developing mechanisms which allow manag
ment to know what members (especially the consumers u

tenets of co-operation.

contemporary circumstances. (Saxena and Craig, 1990: 493

nificant in influencing success are: significance of the rol

sumers and are able to respond in imaginative ways.
These kinds of analyses, as well as empirical wor

crative theorists to question the mainstream theorics at

practices of co-operatives. But there is still much debat
among co-operative theorists and practitioners: Should
ops become less or more member-oriented in the sens

nities or should they become better businesses in the

and perceive them as customers” (Saxena and Craig, 1990:
493) For expanding co-ops which Brazda and Schediwy de-
scribed, becoming business-like and less ideological is also a
pattern, but with a difference. Here more business-like means
to finance growth by involving members, improving effi-

ing the stores) are thinking. Less ideological means to adapf :
traditions while keeping the co-operative in tune with basic

In general, the expanding co-ops seemed to be im:
plementing aspects of participatory democracy, adapted 1o

Two specific factors which Saxena and Craig identify as sig-

played by members in financing the co-operative, and the
extent to which decision makers are close to members/cor

the social sciences, have led many co-operators and co-op

increasing participatory channels and democratic opportu

ventional sense? To what extent are conventional “good
business practices complementary or detrimental to co-op
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eratives? Is the business side necessarily paramount, or is
the association side integral to a vibrant co-operative busi-
r%ess? Are there dangers in neglecting co-operative educa-
t10n~and participatory democracy for “member/owners”, and
cultivating consumerist judgement criteria on the part of
“member/customers”?

¥n trying to address such questions co-op theorists
are again being influenced by work in the social sciences,

" notably Wf)rk critiquing the theories of Olson and his con-
© temporaries (Ostrom, 1990; Kohn, 1986; Axelrod, 1984),

and work critiquing the “Iron Law of Oligarchy” (Brown,

© 1985; Rothschild-Whitt 1986).

Olson’s argument has been found to be oversimpli-

: fied and limited and “rationality” to be not only more com-
~plex than a single minded judgement made in reference to
© narrow economic self-interests, but also to be but one basis

for human action (Etzioni, 1993; Knoke, 1990). Ostrom
{1990) documents how communities and groups of users
have managed common pool resources effectively for cen-

“turies, and continue doing so. Kohn (1986} shows that con-

cepts like competition and co-operation are more complex
than formerly thought. Axelrod’s (1984) research on game
strategy shattered the conclusion based on the prisoners di-
lemma that co-operation was fragile and co-operators suck-
rs. He shows that interacting individuals who practice the
co-operative strategy of titfor-tat will dominate in collective
action situations and the idea of involvement and co-opera-

‘tion within groups is far more robust than theories of the

960s to 1980s had assumed.
Knoke (1990) reviews, critiques, and tries to go be-

yond the three main explanations offered for people join-

ing collective action organizations: rational choice/cost-ben-

-e'if_'lt analysis, normative conformity (adhering to socially in-
stilled values and norms), and affective bonding. His work

offers a powerful critique of Olson, and he presents a subtle
odel of his own which is not limited to narrowly conceived

rational action. Etzioni (1993, 1988) critiques the neo-classi-

al paradigm of human behaviour, challenging both its indi-
dual level of analysis and its basis in rationality theory.

The conclusions to be reached from all this “revi-
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sionism” are that 1) the development of an understanding
of human motives and actions in the realm of collective ac-’
tion requires much more sophisticated analysis than Olson’s,
and 2) that oligarchy can be fought against and, to a large
extent, prevented if an organization consciously strives to
enhance democracy. Co-operative theorists are beginning -
to put this together with the literature reviewed earlier in
this chapter, new streams of management theory which ar-
gue that good management in the 1990s means decentrali-:
zation, streamlined organizations, flexibility, a responsive:
ness to clients/customers, and a sensitivity to human resource:
issues. But this time co-operative theorists are striving to-
develop theories which are more than derivatives of other:
theories, and are more intent on developing theories reflect-
ing the particular nature of co-operatives. The result is a
critique of the association/enterprise separation, and of the,
devaluing of the social and democratic side of co-operatives.
Let us explore this in more detail.

“A co-operative is a symbiosis: a union of an asso-

ciation of people and a business, both of which

have to keep healthy for the organism to thrive.

Like symbictic innovations in nature, co-opera-

tives arose when two pre-existing forms com-

bined”.

These two forms are a voluntary (and democratic)
assoctation of people and a business enterprise. The rela-
tionship between these two aspects of co-ops is not only sym-
biotic, however, it is also, at times, antagonistic. However, we
-are coming to realize that our theories have exaggerated
the antagonisms and underestimated the symbiosis. Theo-

ries are needed which will help us understand these rela-
tionships better.

For example, for consumer co-operatives, success
generally means an increase in size, which makes it more
difficult to maintain the associative side and the feedback
~mechanism Fairbairn describes, As Carlsson (1992:5) notes;

“...it becomes very difficult for the members to
have knowledge and information about each other.
There is, therefore, a builtin conflict between the
expansion of co-operatives of the distributive type
and the requirements for knowledge and infor-
mation”, both of which are necessary for informed
participation.”

Co-operative Theory and the (Re-) Integration of
Business and Association Components

As we have seen, for several decades there has been
fittle challenge to the belief that it is virtually impossible to
combine a competitive and successful business with high lev-
els of democracy and member responsiveness. Respected
management logic is one which splits the economic and s
cial features of co-operatives into “hard/business” and “soft/
social”, with the former predominating. In consumer co-
operatives this typically involved a high degree of central
zation and bureaucratization, combined with a represent
tive democratic governance structure.

This failure to balance the two aspects of co-opera-
tives is now demonstrably a problem—a problem both for
the survival of the spirit of co-operatives and for their sur-
vival as businesses (Craig, 1993: Chs. 3 & 6). Evidence sug-
gests that we must reconceptualize co-ops. Neither the asso*
ciative nor the enterprise side is paramount, but instead are.
in relationship to one another. Fairbairn (1994:18) has e
pressed this complexity in co-operatives by describing it as a:
symbiosis:
284

: There is little question that increased size can lead to
‘very real problems. In their review of the literature on the
effects of size on co-operative democracy (in worker co-ops),
Rothschild and Russell find many studies to indicate that
:size matters (1986:314-315). But what size is optimal under
-what circumstances is still not known, and much is being
learned about how large organizations can compensate for
‘their size if they want to be more participatory and demo-
cratic. For example, wide sharing of responsibilities and skills,
development of a committee/team structure, co-operative
education, rotating of various leadership tasks, etc. can all
~serve to improve the potential for democracy (Rothschild
and Russell, 1986; Brown, 1985). Further, generally accepted
views on economies of scale are being revised, to take ac-
count of various understandings of how to achieve scale—
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mergers, expansion, strategic alliances, etc.

This leads us to consider another aspect of the size
question, the issue of co-ops combining under one whole-
saler—whether as independent sharcholders in the whole-
sale or as branches of a single co-op. Here, as many research-
ers and practitioners have found, there may be problems of
local fiefdoms, exercise of power without accountability, high
levels of conflict, and so on (Brazda and Schediwy, 1989;
Hammond Ketilson, 1987). While it is indeed unlikely tha
these problems will ever be climinated, again contemporary.
research is helping us to identify ways to lessen these ten-
sions and strengthen the benefits of such alliances. Not the
least of such strides is the increasing debate about what 1.
ally are the “imperatives” of business and about the variety
of ways in which these imperatives can be met.

Encouragingly then, the perceived incompatibility be
tween economies of scale and member responsiveness/i- .
volvement is being challenged as new management tech
niques and new technologies make both possible, at least.
a degree. Analysts now argue that for co-operatives, clo
ness to the consumers and responsiveness to their needs wa
their competitive advantage during the first half of this cen
tury. Co-ops successfully addressed the issues of the day, bu
the old structures and processes became outmoded as-tht
co-ops grew, and with changes in the environment and &
nology. The structures and processes borrowed from ¢
ventional businesses, in response to such changes, help
the enterprise side to an extent but neglected the respc
siveness to members. The culture of co-operatives stagnate:
as the co-ops neglected education and efforts to attract your
people and immigrants who, increasingly, saw consume; Ci
operatives as irrelevant in their lives or even in the marke
place. '

difficulties of co-ops are now building theory to help con-
sumer co-operatives flourish again. More and more of them
are basil}g their analyses in the ecological model of symbio-
sis, rooting their theories in the assumption of a symbiotic
relationship between the well managed business enterprise
“and the association (for example see Coté, 1991 or Blomqvist
and Book, 1995).

Such approaches point to the importance of feed-
ack among users and between member/users, management,
and elected leaders. Direct participation and structures and
the facilitation of participatory democracy in various aspects
of organizational life are seen as increasing knowledge and
_commitment through experiential learning (Brown, 1985)
and'as providing co-operative leaders and management with
the information they need to respond to their members and
their markets. This focus on democracy as a strategy can
so be seen as the co-operative adaptation to the conven-
tional management literature’s call for more involvement of
ower level participants, closer contact with the market,
greater flexibility, etc. Increasingly, theorists claim that de-
mocracy makes good business (as well as morall) sense
ulton, 1990; Nilsson, 1986). What is now needed are co-
ops which will make efforts to explore this in practice, and
researchers who will follow up on these efforts to learn from
them, developing analyses and theories which will be useful
to other co-ops. This project has identified a small number
of the many co-ops exploring ways to enhance organizational
democracy, but many more such studies are needed. Un-
doub.tedly there will be no “one best way”, but equally it is
certain that theory can guide the discovery of combinations
that work well in various circumstances.

But the transition from such theories to their imple-
mentation in practice is difficult for those schooled in con-
v:gi_l}:ional professional standards of management, The fol-
]__mfnng quote from a manager of a natural foods co-op in
Minneapolis succinctly expresses the tensions felt:

One analyst of these problems described co-op le
ers and management as becoming “frozen” (Briscoe, 1987)
unable to say what a co-op can do to distinguish itself ]
competitive marketplace, unable to articulate and follo

co-operative vision, or to change to meet new challeng'
opportunities rather than threats. Researchers who have bui
on such an understanding of the past successes and present
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“We need to build in opportunities for member-
ship input and participation, without jeopardiz-
ing our ability to make business decisions expedi-
ently. We need to openly share information with
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Demonstrale that Co-ops are Different from

Other Types of Businesses

In a presentation prepared for the First Triennial
'-Congress of the Canadian Co-operative Association, the
- Bundon Group Limited (a consulting firm) presented as their
premise the idea that:

our members and staff if they are to participate

effectively, yet we must not compromise our _abil-

ity to negotiate confidential and complex projects

and proposals” (Graham, 1994).

Note the hesitant, tempering tone. While expedience,
effectiveness of participation, and confidentiality are of course
legitimate concerns for any business, over emphasis on them
can prevent true innovation and experimentation.

Another question raised during discussion of re-
newed democracy is which groups are to be included in the
democratic renewal? Members, of course. But what about
employees? Sashkin (1984) claims that participative man-
agement is an ethical imperative everywhere that it is no iess:
efficient or productive than autocratic organizations. And
such a condition, he argues, is met far more often than we
admit. Nightingale’s (1982) research on employce democ-
racy finds support for that claim, as he finds that even where
democratization does not enhance employee performance,
it does not decrease it. Many other studies confirm this ﬁnq
ing, with the caveat that the workers must perceive the}r_
participation/ involvement to be genuine (Rothschild and
Russell, 1986; Bernstein, 1977). In addition to members an‘_d;
employees, it may be that communities and sgppliers and
other groupings may need to be incorporated in some way
as well. While enough examples of worker participation ¢
ist that research findings are accumulating, these examples
are rare in consumer co-operatives. The integrating and
balancing of member and employee involvements will take
time and effort, and careful study of others’ efforts.

*...the future role of co-operatives in the economy
will be determined largely by their ability wo dis-
tinguish their form of economic enterprise from
those of other economic players, and to achieve
wide public acceptance of that role.” (1991:8)

Co-ops generally differ from conventional compa-
‘nies in their operating principles, the legislation under which
-they operate, their acquisition and use of capital (Cété, 1991).
- Application of these differences is affected by the particular
“balance of associational and enterprise needs struck within
a particular co-op. If a co-op gets too out of balance in either
“direction, it can be expected to have difficulties (Coté, 1991).
“Of course, if co-ops neglect their associational needs, the con-
suming public can no Jonger distinguish a co-op from any
.other business. As well, the pressures then mount to con-
form ever more fully with conventional business models.

: There is grounding in the research literature for this
-assessment. For example, congruence theory postulates a
tendency towards congruence across organizational prop-
certies, although an organization is unlikely to be fully con-
gruent at any one point in time (Nightingale, 1982). Or-
ganizations tend toward congruency both because of the logi-
cal interrelationships of beliefs and decisions about struc-
tures and processes, but also because congruent organiza-
tions are more effective (Etzioni, 1970; Blau, 1968; Burrell
“and Morgan, 1979; Nightingale, 1982),

' In a study of small storefront food co-operatives,
Brown (1985) argues that a high degree of internal consist-
‘ency is more important for the persistence of participatory-
‘ democratic forms of organizations than of conventional ones.
However she also finds that it is possible, to a degree, to
mpensate for incongruence (e.g. high levels of specializa-
tion of tasks combined with high levels of information shar-

ing and/or policies of task rotation). This is the equilibrium
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Deriving Some Recommendations
for Co-operative Practice

The available research is sufficient to lead to three

key recommendations for co-op practidoners, which will now.
be discussed: 1) demonstrate that co-ops are different from
other types of businesses; 2) foster linkages with other or1-
ganizations; 3) develop co-operative management styles and
techniques.
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Coté speaks of. A clear sense of mission, of the natpre of
one’s organization as a co-operative is thus important in pre-
venting a series of what may seem to be routinc d§c1519ns
from altering the original character of the organization
(Brown, 1985: 64). Just as important as a clear mission, 'how-
ever, is the presence of “democratic watchdogs” strategically
placed within the co-op. These watchdogs are the equiva-
lent of strategically placed finance or marketing experts—
they keep democratic priorities actively in mind and pro-

mote discussion of key issues among boards and manage-

ment.®

Others also agree that co-operatives must be clear
on their unique qualities. Hanusch (1985) emphasizes that
co-ops must not forget that they are, first and foremost, self-
help organizations. Furstenberg (1985) emphasmeg thatsince’
democratic processes are the basis for legitimation of au- -
thority in a co-op legitimacy can be easily lost if democracy is:

forfeited.
Foster Links with Other Organizations

It has been argued that consumer co-operatives arc
unlikely to be able to sustain themselves unless they form
close linkages with compatible organizations—suppliers, la-

bour groups, community-based organizations, other co-o
eratives, etc. {Webb, 1991; Bedford, & Pobihuschy, 1993

But Brazda, & Schediwy, 1989 have shown that the old tra-

ditional ideological linkage to labour in the European mov
ments has been a problem for some movements. What seem

to be the case is that strategic alliances based on a win/win

basis are desirable. Dermer and Peridis (1993: 1) go so far as

to state that “the formation of alliances is so logically consist:
ent with the moves needed to implement strategies for sut:

vival and growth that they are a necessity”. The “wisdom” o

an exclusive emphasis on competition, based in the meta-

phor of the so-called Darwinian struggle of “survival of th

fittest” and a “tooth and claw” struggle is being chaiiengéd
now, even by biologists and physicists (Rifkin, 1983; Degler,

1991). They point out that the natural world has a far m

complex relationship between competition and co-operation

than that offered by the neo-Darwinists.
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In fact, despite its well publicized veneration of corm-
petition, the conventional business world harbours a signifi-
cant degree of co-operation. Businesses to survive and flour-
ish must develop co-operative linkages with workers, man-
. agers, investors, suppliers, researchers, governments and

their critics (Morgan, 1988). In fact, “Businesses usually suc-
ceed by having ongoing relationships of trust” (Fairbairn,
1994: 3).

This suggests another metaphor, such as that put for-
ward by Margulis who sees life “as a universe of symbiosis
and co-operation, more than competitive elimination of ri-
vals” (Lovelock, 1990). Use of this metaphor does not deny
-the existence of processes of competition and natural selec-
©tion, but rather portrays a more complex world view where

“symbiotic relationships also shape a particular environment.
Such a metaphor can be useful both in encouraging innova-
~tive thinking about the economic world and in stimulating
ideas on the positive potentials of strategic alliances and part-
‘nerships, co-operation between co-operatives, and so on, As
well, this metaphor promotes a recognition of the complex-
ity and diversity of organisms (such as business organiza-
tions) and their interrelationships (Ogilvy and Schwartz,
1980:35).

Develop Co-operative Management Styles and Techniques
Key aspects of co-operative management styles and
techniques include: involving members in financing their
‘co-operative; giving substance to the democratic rhetoric of
‘co-operatives; recognizing that any co-op has multiple stake-
‘holders; taking full advantage of the human resources of
members and staff.

i To encourage members to invest, and to stay respon-
_sive to them, requires management skills. As shown in Gastil’s
1994) review of literature, undemocratic and exclusionary
1anagement styles can lead to: dependent and apathetic
ollowers, low quality policies coupled with inefficient im-
lementation and limited constituent support, lack of clar-
ity as to the decision making process, and the potential for
greater conflict. But simply lauding participation is not
enough. As Vyas (1985) ably argues, participation must be
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carefully thought through: why, in what, ardd with appro-
priate preparation for the participants. Soliciting member
investment can be an opportunity for member education in
co-operatives and co-operation, it may increase commitment,
and it keeps control of the co-op firmly in the hands of mem-
bers.

bers from much of what they see as being “management”
and developing their skills as bodies which govern by policy
and provide vision and leadership. Both board and paid
management can use modern technologies to advantage in
implementing their vision of facilitating participatory democ-
racy and, indeed, in improving representative democracy.
Management philosophies and styles most congru-
ent with co-operative values and principles are democratic
in nature. Briscoe (1987) writes that the position of manage-
ment in co-ops is qualitatively different from that of man-
agement in conventional businesses. Co-op managers are
accountable to the member-owners, and their actions are
legitimized by them. Co-op board members, one part of the
management team, are elected by the membership and thus
are accountable to them. The board hires the other part of
the management team, the general manager, who is thus ©
accountable to the board and through the board, the mem- -
bership. These relationships are those of representative de-
mocracy. However, democratic management can now be seen |
as going beyond representative democracy, to meet not only
the requirement of representativeness, but also that of re-
sponsiveness, This requires that representative and partici-
patory democracy be combined (Lindenfeld and Rothschild-
Whitt, 1982; Quarter and Melnyk, 1989). :

It is through the cultivation of particular manage-
ment styles and procedures that participatory democracy can
be facilitated. In general, one would expect leadership in 4
co-operative to be more informal, friendly, supportive, and
participative (Nightingale, 1982: 109). Managers can be ex-
pected to stress: direct democracy (participating and learn
ing through doing), member involvement, emphasis on
teaching people/facilitating learning, de-emphasis o
positional authority (Rothschild-Whitt, 1977; Bernstein;-
1977: Brown, 1983). Interestingly, these are but extensions:
of the style which the traditional management literature is:
now valuing. :

Boards, too, are involved in management and mus
change the style and content of what they do. Carver (1990)"
in his discussion of Boards of notfor-profits and other alter
native businesses strongly emphasizes liberating board mem-
292

Another adaptation required of co-op management
- relates to both changes in society and changes in the per-
ception of people as human resources. Foremost among these
" are the changes in the role of women. For example, while
- effective in its day, the women’s co-operative guild model of
_separate venues of participation for women is unlikely to be
appropriate for the consumer co-operative of today. Women
- constitute significant numbers in most in consumer co-ops,
and, still, the majority of shoppers. They are often the ma-
" Jority of employees, but are concentrated at the lower levels.
Under-represented as they are in co-op management and
boards, women are not involved on equal terms with men as
‘member/owners or as employees. Co-operatives are there-
fore not only breaching their own commitment to equity
- and justice, but they are also failing to take advantage of the
- significant resources and talents women can bring to their
- co-operatives.

Co-op managers are now expected to think more
about external relations too. As mentioned in a previous sec-
tion of this chapter, co-op managers are also being asked to
meet expectations stemming from the realization that co-
ops have multiple stakeholders, especially employees
{Hammond Ketilson, 1987). This requires very different
management skills, and taps a different way of thinking of
management pProcesses.

From all this we can pull out some key points in an-
swer to question 2 posed above: what does the co-operative
literature say about democracy and the management of co-
operative businesses?

KLY POINTS:

¢ Co-operatives are both associations of people and busi-
ness organizations. To survive as co-ops, both economic
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and social objectives must be articulated. The two are
not in conflict but intertwined in complex ways. Social
objectives are unlikely to be realized unless the busi-
ness is effective and viable. Similarly the business ob-
jectives are enhanced when co-operatives actively ad-
dress their social objectives.

Democracy is generally seen as an ethical imperative
of co-operatives, though the ways democracy is defined
and implemented change over time and across organi-
zations. Increasingly, democracy is viewed as making
good business sense when in balance with enterprise
needs, and as part of the process of differentiating co-
ops from their competitors, and staying innovative and
abreast of member needs/wants.

Member control and influence are basic to co-opera-
tives. Representative democracy allows for control to
be exercised by active members. However, representa-
tive structures are not suitable for broad-based involve- -
ment and influence, nor are they particularly effective
at building community and commitment. To prevail®:
against an over emphasis on consumerist values (e.g:
convenience and price), and to take advantage of the
information and input members can provide, co-op
eratives must engage their member/owners. Participa-
tory democracy is therefore necessary.

Employees of co-ops have a stake in the co-op which
goes beyond their stake as members. Their commi

ment and knowledge is there to be cultivated and
tapped through sincere democratic (participatory)
management techniques.

Individual co-operatives can benefit by developing a
clear sense of themselves as different from conventional
businesses, and clarifying what forms of participation
are to be facilitated and encouraged, by whom, and in
what. To do this effectively, their members need to be
prepared for participation, and the co-op needs to be
ready to respond to the consequences of increased
participanon. ;

Democracy and the day-to-day management of cor
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sumer co-operatives requires a balancing of tensions
and it is the role of management to balance the ten-
sions. Boards can be more effective as governing bod-
ies if they govern by policy and articulation of vision.

¢ Consumer co-operatives, in particular, are likely to be
more successful if they effectively differentiate them-
selves from their competitors. As part of this effort,
they can seek to position themselves as organizations
which are relevant to both consumers and communi-
{ies.

* Co-operatives must develop linkages with other co-ops,
as well as other forms of democratic organizations, in
order to have more impact on their environment, to
strengthen their market position, to learn from oth-
ers, and to extend the opportunity for citizens to live
their lives within democratic organizations.

- Democratizing a Co-op

Once a Commitment to Democracy has been made,
what aspects of a Co-operative Organization
can be Democratized?

There are two aspects of co-ops that can be democ-

- ratized: governance and operatdons. In order to decide how
~to further democracy in these areas, individual organizations
“have to ask themselves what they mean by democracy, why

they want to further democracy, and who is to be consid-
ered a “citizen” for purposes of democratic participation.

: To illustrate, Figure 3 shows that co-ops can consider
increasing the extent to which governance is democratic by
facilitating the involvement of either or both of general and
employee members. In addition, or instead of that, a co-op
can facilitate the involvement of the two categories of mem-
bers in co-op operations.?

295



Making Membership Meaningful
Figure 3
What Aspects Can be Democratized?

GENERAL MEMBER A
EMPLOYEE MEMBER C

(@ e

Democratizing Governance

Democracy is generally understood to be a process
where people (citizens) are involved in making decisions. It
is often used to describe a form of government—a way f(_)r
people to make decisions (including decisions about wi_u_) W}H
govern their society or organization) and a way of legitimiz-
ing decision makers. The ideals of democracy have been
described on many occasions by philosophers, social sc:,len-
tists and politicians. Abraham Lincoln’s famous phrase, * gov-
ernment of the people, for the people, and by the people-,
is as succinct a statement as any, but it is not as simple as it
appears. It assumes that the individual hz}:s a ceptral place in
the democratic process and each individual is capable of
making decisions about the affairs of the polity. These as-
sumptions then are the bases for the ultimate goals implicit
in Lincoln’s definition. These are: 1) the full development
of each individual’s capacity within the political system and
9) the ordering of society on universal laws and the power
and the freedom of those controlled by law to change the
law according to agreed-upon rules—and even to change
these rules. Associated with these goals are particular sets of
values, structures by which the goals may be achieved, and
processes that will make the structures work.

Much of what is known about democracy comes from
the theorizing and research of social scientists. Research on
democratic theory and participatory democracy has bur-
geoned over the past 15 years as interest In the subject has
increased. With this attention has come criticism of the rela-
tive lack of change in democratic thinking over the past two
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centuries. As Henderson (1992:B1) remarks:

“Though nation after nation has come to acknowl-
edge democracy as the best way to manage mod-
ern society and politics, we have continued to rely
on an 18th century-style representative democ-
racy to solve our ever more complex web of so-
cial, cultural, political and economic problems.
Such anachronistic models of democracy can no
longer manage dynamically changing postindus-
trial societies riding a global economic roller
coaster.”

Usually focused more on representative democracy
in nation states, or in political, voluntary and movement or-
ganizations, in recent years the concept of democracy has
been being pushed further, in two directions: 1} expanding
the realms in which democracy is thought to be applicable—
notably into the realm of the economy, and 2) deepening
the concept.-of democracy by blending participatory forms
of democracy with the more pervasive and familiar repre-
sentative forms (Pateman, 1970). Let us look at each in turn.
First, expanding the realm of democracy.

Scholars from a variety of disciplines and theoretical
traditions (e.g. political theorist Dahl, 1985; Barber, 1984,
economists Bowles and Gintis, 1987; sociologists Whyte,
1988; Mansbridge, 1980; Mellor et al., 1988; and Ekins, 1992)
are arguing that democracy must be brought into economic
life—i.e. into the (autocratic} workplace—if we are to pre-

. serve a democratic polity and to combine justice and eco-
- nomic development in a global economy. The claim is that

democracy in the political realm can only truly flourish if
democracy is practiced more pervasively in people’s work
lives. Workers can be brought in through representative
democratic structures (e.g. seats on the board; elected com-
mitiees advisory to the board) or through channels associ-
ated with participatory democracy.

The community level of analysis (rather than na-
tional} is deemed extremely important in much of this lit-
erature too, because people work in particular organizations
In particular communities. Both workers and communities

. are seen to be “stakeholders” in what happens in work or-
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recognition that co-operation and
co-operative organizations offer one avenue for the democ-
ratization of economic life, with potential spinoff benefits for
a democratic polity (MacMillan, 1994; Wilkinson, 1993).
The second direction of democratic theorizing, that
of deepening the concept of democracy by blending partici-
patory and representative forms, requires an understand-
ing of both these forms. Representative democracy is essen-
tial whenever the group gets too large or too complex to
meet together regularly to debate and make decisions. Rep-
resentative democracy fits situations such as the following:

¢ A large heterogeneous group with differing views and
opinions on most topics.

» Larger groups that do not need full consensus to make
decisions because generalized agreement on goals is
adequate to hold the polity together.

¢ Widely scattered membership which therefore cannot
meet together.

e Situations where decisions have to be made fairly
quickly, by highly informed people.

jzations can benefit from

ganizations. There is some

e Tven relatively small organ
representative democracy, especially if people have
trouble coming to consensus, O if there are very di-

verse interests among the constituents.

Representatives are
to meet electors’ needs. |

though they may try to take the pulse of their
should time, money and internal
sentatives may make up their mi
the views of their constituents, presen
vidual points of view using the gen
ents, or by articulating their own p

ous issues. However, it is possib

tives with general direction and support.
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ACCOUNTABLE and may not
get re-elected, are RESPONSIBLE and therefore expected
n between elections, there may be

little accountability—elected officials pursue their own ideas
constitutents

politics permit. The repre-
inds by amalgamating all
ting their own indi- -
eral ideas of the constitu-
oints of view to persuade
others and build coalitions about what to do to resolve vari-
le to set up structures and

processes which allow voters 10 provide their representa-

Chapter7: THEORY

The advantages of representative democracy are
many. Such a form allows representation of various constitu-
encies of interest, allows some of the decision making
efficiencies of a small number of people, offers paid man-
agement a team of people to work with and be scrutinized
by, and so on. The formalization may also be useful as it
regularizes decision making and is open to scrutiny.

There are drawbacks to representative democracy,
howe‘:ier. T}?ese include the possibility of conflict between’
constituencies, abdication of responsibility on the part of
members not on the board, polarization of members into
those who are knowledgeable and those who are uninformed
and inexperienced, promotion of a consumer mentality and
an us/them relationship between the elected board mem-
bers and the general members, distance from member needs
and concerns, power seeking by elected officials, lack of
member commitment to the co-op (Brown, 1983; Barber,
1984; Paten}an, 1970). Here participatory democracy offer:;
some promise, as we shall see.

The call for participatory democracy complements
ti:le efforts to expand the realms in which democractic prin-
ciples are applied. Participatory democracy, as it relates to
. governance, emphasizes the involvement of citizens in self-

government. Barber writes about “Strong Democracy” which
- holds out as an ideal “...unmediated self-government by an
~engaged citizenry. It requires institutions that will involve
- individuals at both the neighbourhood and the national lev-
els in common talk, common decision making and political
; judgement,'and common action” (1984:261) Participatory
--d'emocracy is consensual, facilitates learning through expe-
- Tience, aqd can provide a firm basis for the representative
- _derngcratlc aspects of a polity. People who will be particu-

larly impacted by a decision or initiative are offered a range
of opportunities to become informed and to be involved in
the process—hence the term direct democracy, which is of-
ten used synonymously with participatory democracy.

: Participatory democracy requires tolerance, even ¢n-
couragement, of experiential learning and of the time con-
suming process of working through of differences of opin-
“ion, Generally speaking, direct participation works best:
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e in small group settings in which people are relatively
homogeneous or at least share common interests;

» where proximity and close relationships make possi-
ble face-to-face discussions and decisions based on to-
tal or near total agreement (consensus);

« where divisive issues can be discussed in a variety of
contexts, building to a final decision which can be ac-
cepted by the group;

e where it is possible by various means for all or nearly
all to take part in making decisions.

e where the co-op has many facets in which members
can become involved. For example, a committee struc-
ture, regular general meetings, other opportunities for
input (€.g. focus groups, surveys, etc.), social events,
various organs of communication and so on—mnot eve-

ryone likes meetings!

Some democratic theorists believe that participatory
democracy offers the best hope for a vibrant polity in which
people are knowledgeable, skilled at democratic decision
making, committed and efficacious (Pateman, 1970; Barber;
1984; Dahl, 1985). Thus participatory democracy expands'
However, there are

disadvantages. The appearance of consensus can be “forced”™

and revitalizes governance structires.,

on

bhecause people feel uncomfortable raising contrary opini
cliques can form, employees or board members may
themselves having to recruit and manage an unwieldly cadr
of volunteers, representativeness may suffer.

Fortunately representative and participatory democ-
racy arc not mutually exclusive, and combining both can.
help override the problems inherent in each. For example
representative democracy can put a check on the dangers )

ve consensus. Participa
tory democracy can overcome problems of rigidity and lack:
of innovation, of distance {rom the members, of a lack ‘of.
consensus building processes, of failure to allow members t
and skills, and to be
come more involved at their own pace. Participation als
provides a base of committed and knowledgeable members
out of which representative dernocratic institutions are more

a tyrannizing minority or a coercl

learn and develop reasoned opinions
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likely to flourish rather than become moribund. Increasing
e_ffimency of governance and maintaining member integra-
tion can both be addressed through combinations of these
two forms of democracy.

Democratizing Operations

_ Over the last two decades a lot of attention has been
given to democratizing the operations of organizations, most
of it under headings like “work-place democracy” (Berr;stein
1977; Albrecht & Deutsch, 1983; Greenberg, 1986)'°, Bu;
attention has also been given to ways to make nations and
membership organizations more democratic by getting peo-
ple more.involved in committee work, focus groups, regular
communication processes, and so on. Increasingly it is ar-
gued that operations level democracy may contribute to the

“development of broader citizenship skills, enhance motiva-

.tion- to participate in broader governance issues, and im-
prove the ql_)ahty of decision making (Barber, 1984; Dahl,

- 1985),

It is participatory rather than representative democ-

-racy which is most significant in democratizing operations.

In contrast to representative democracy, participatory de-
mocracy deals less with formal statutes and electoral proc-
esses and more with the myriad of ways members and em-

plo’ye-es can become involved as individuals and small groups.
- This involvement can range across any of: taking an orien-
tation program, speaking with the manager, participating
na prod}xct testing group, being part of a committee, tak-
~ing part in all-member meetings where kcy decision; are
“made after discussion and an attempt to reach consensus,

being part of a work team in the produce section, participat-
ing in weekly unit meetings, and so on. Participation means
to tal::e part, involve people in the decisions. It does not nee-
-¢ssar}ly mean making final decisions, rather it means having
real input or doing some activity that has meaning within
the organization. A review of the workplace democracy lit-
rature done by Rothschild and Russell (1986:316) found
that less autocratic work environments are associated with
positive worker satistaction and identification with their firms.
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Implications for Co-operatives

The meaning of democracy for early co-ops was cap-
tured by the principles of one person one vote, and open
and voluntary membership. As mentioned earlier in I;h_is
chapter, co-ops came to equate democracy with representa-
tive democracy.

This has often stalemated into the acclamation of a
slate of candidates presented by a nominations committee
at a poorly attended annual meeting. The elected repre-
sentatives are then rarely in any contact with the members
until the next annual meeting. However, this representa-
tive process can be revitalized. Co-operatives interested in
Improving their representative system can focus on ensur-
ing that the elected representatives hear the will of their
constituents, that elections are contested, that those running
represent a cross-section of the members (age, gender, race,
etc.). Various two-way communication channels can be
opened, and aceountability insisted upon.

Desirable as such revitalization would be, there are
more and more people within the movement, both practi-
tioners and theorists, who argue that representative democ-
racy is inadequate for the long term health of democracy in
co-ops (Bodk, Sven-Ake. 1992; Nomura, 1993). For some
expanded democracy is integrally important to the cc-op
difference, for others democracy is also a tool for handling
problems co-ops currently face. For example, democracy
can be an antidote to the problems of large size and bu-
reaucracy with their concomitant problems of loss of flex-
ibility and responsiveness to members. But how to combine
these? Dulfer (1985:30) puts it this way:

“How...can the various branches of the co-opera-

tives in the ... world protect themselves against a

tendency toward bureaucratization endangering

the solution of their problems when they find

themselves in a dilemma between the desire for

member participation and the necessity of form-

ing vertical organizations?”

The answer lies in each co-op’s finding the appro-
priate balance between democracy and business, between
representative and participatory democracy, between gen-
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eral members and employees. The answers are likely to be
different in different co-ops, and different again when one
moves from first tier to higher tiers—from individual co-ops
to centrals or federations (Furstenberg, 1985). Participatory
democracy offers the possibility of making representative
democratic structures more effective, and of expanding de-
mocracy into operations. Participatory democracy offers the
advantages that a wider range of members can become in-
volved in and knowledgeable about the co-op, they learn
skills which will serve them well should they ever become
board members, they become more committed to the co-0p,
the co-op finds it easier to stay in touch and to be respon-
sive,

The research literature cannot offer detailed “cook-
books” to co-ops wrestling with issues of democracy, but it
can offer some guidelines, and issues to think about. The
literature also alerts us to tensions which emerge with de-
mocratization. For one thing, democracy means that things
can become unpredictable and threatening to leaders. There
may be conflicts to work out between the various groups in
the co-op—general members, board members, general em-
ployees, managers. For another, participants may have sub-
stantial control but little responsibility, while management
{both paid managers and boards) may have substantial re-
sponsibility but little control. Elected representatives, who
feel that they are legally and morally responsible for the co-
op may not welcome the loss of control that comes with the
introduction of participatory democratic processes. Active
participants may resent their lack of formal authority, and
be somewhat hostile to elected representatives. These vari-
ous tensions can never be eliminated, but they must be un-
derstood and managed to avoid major problems.

Within any co-op, there is another tension, that be-
tween the monitoring and development dimensions, as il-
lustrated in Figure 4. Representative democratic structures
are particularly geared to the monitoring side, but are ex-
pected to facilitate, even lead, development too. Participa-
tory democratic processes are particularly useful for help-
ing boards deal with the development dimension, while in-
cidentally helping with monitoring too.
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Figure 4

TENSIONS BETWEEN MONITORING AND DEVELOP-
MENT DIMENSIONS OF RUNNING A CO-OPERATIVE

Issue Identifiers

Custodians
Assess Leaders Discuss Issues

Assess Management Stimulate Interests

Approve Plans Set Directions

Key Points:

+ Co-operatives are self-defined democracies. Democracy
can be promoted in both the governance and opera-
tions sides of a co-op.

¢  Members are those who use the co-op, and members
are the main citizenship constituency. However, em-
ployees have a special “stake” in the co-op. Their spe-
cial position deserves recognition. One way s (0 €X-
tend democracy into the workplace in some way.

* Representative democracy needs o be constz_mttly re-
vitalized. It helps, in doing this, to have a participative
base.

* Participative democracy is valuable in its own_righﬁ 100,
and may even be essential to the long term vibrancy of
co-ops as democratic institutions.

 Democratic processes necessarily involve conflicts and
tensions. These need to be actively managed and bal-

anced.

e Democratic structures and processes which fulfil both
the monitoring and development functions of co-op-
eratives are essential.

Chapter7: THEORY

* Co-operatives which can foster a general homogene-
ity of vision among its members, a respect for differ-
ences of opinion, and a mutual trust will have fewer
difficulties managing tensions and conflicts.

How can a co-operative go about facilitating a
democratic ethos, and how can a co-operative
increase member and staff participation?

This question flows [rom the previous one. Once a
co-op has an idea of what can be democratized, then how
does it do it? In thinking about this it helps to remember
that democracy is not a “product” so much as it is a process.
It requires more than just appropriate structures, though
such structures are important. Lfforts to maintain and ex-
tend democracy are ongoing, they do not reach closure.

Research on organizational democracy in general,
and on co-ops in particular, indicates that there are (at least)
six types of things which can be done to facilitate a demo-
cratic ethos, to promote member commitment, and to in-
crease the likelihood of high levels of participation:!!

* Cultivate appropriate leadership styles and values

¢ Develop a range of communication channels which
permit both top-down and bottom-up communication

* Develop and implement orientation and education
policies

* Develop a wide varicty of input channels and oppor-
tunities for participation, to appeal to a wide range of
tastes and talents

* Set up a mechanism for regular evaluation of social
goals, such as goals related to democratization

* Learn how to do benchmarking and how to make pos-
sible the transfer of information on “best practices”
from one co-op to another

Commitied staff, committed and proactive boards,

. well tramed member relations staff, and volunteer commit-

tees in local co-ops, are crucial in all this. So, too, is vision.
Let us look at each of these in more detail, keeping
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in mind that we need more research to see how these might
be implemented, and to what effect, in co-ops.

Leadership Styles and Values ,

Traditional corporate leadership styles are not con-
ducive to democracy, and yet are difficult to change
(Bernstein, 1982}. Figure 5 gives an overview of leadership
characteristics as related to democracy.

Figure 5
Leadership Styles as Related to Democracy

FOSTERS OR FACILITATES

DISCOURAGES OR PREVENTS
DEMOCRATIZATION

DEMOCRATIZATION
Elitism, desire to maintain Egalitarian values
exclusive prerogatives
Paternalism Reciprocity
Awareness of own
fallibility, admits
errors, seeks advice

Belief that leader must set
example by appearing
infatlible

Governing by merit,
explanation, and consent
of the governed

Governing from position of
formal power

Confidence in others,
hence: willingness to
listen and to delegate
responsibility

Feels all others need close
supervision, hence: intense
supervision, limits freedom
of members/employees

Paolicy of educating
others; open access o
information

Proclivity to secrecy, holding
back information

Rigidity Receptivity, flexibility

Analytical thinking,
expects multiple
causation

long time sense

Simplistic thinking, expects
single causation, short time
sense

306

Chapter?: THEORY

While any single leader (whether paid manager or
elected board member) will embody some combination of
the above characteristics, it is important to develop in the
co-op a culture of leadership which is favourable to democ-
racy. Otherwise members or employees will learn that there
is no substance to the democratic rhetoric, and cynicism and
discontent will result. It is also the co-op leadership which is
likely to be the driving force behind democratic initiatives,
without which no change will take place.

Develop a Range of Communication Channels

We know that different communication channels
reach different types of people. Therefore it is necessary to
use a wide range of channels. Also, any one channel may be
successful for certain types of communication but not oth-
ers. For example, “hot lines” and suggestion boxes are good
for answering relatively simple member/ consumer questions,
and receiving ideas from the membership. But face-to-face
discussions (or, perhaps, electronic mail) are better for dis-
cussing complex ideas, working through disagreements, and
so on. Some channels are better for communicating infor-
mation to members (e.g. newsletters) while others are better
for members wishing to communicate with co-op leaders (e.g.
focus groups, surveys). The most effective communication
strategies use all such channels, and more.

Develop and Implement Orientation and
Education Packages
: This is very difficult for co-ops. [t takes time and
money to develop and deliver such packages, and in addi-
tion co-ops are often reluciant to be seen to “push” any par-
~ticular philosophy on members and staff. However, in most
societies with co-ops the school system and the media teaches
_children about conventional hierarchical organizations, and
teaches them that effective business organizations are not
democratic. Later on, business advice is geared to autocratic
organizational forms. Children learn about democratic po-
:litical Institutions or voluntary associations, but often with-
~out much direct experience.
Co-ops need to supplement the knowledge of peo-
- ple in their societies, especially of members. For board mem-
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bers this may mean actual courses, for new members it may
mean an orientation program. But education programs need
not necessarily be like courses. They may involve learning
through doing (experiential learning) or observing the dif-
ferences—as in discovering that when they submit sugges-
tions or queries they always receive an answer, or that com-
mittee work is valued and recognized by volunteer appre-
ciation events, or that elected representatives try to stay in
touch with the membership, etc. Co-ops can target a few
things each year to emphasize and make visible to the mem-
bership, as educative tools. '

Develop a Wide Variety of Input Channels and

Opportunities for Participation

Again, the emphasis is on variety to appeal to differ-
ent people’s preferences, skills, and lifestyles. Also, these
channels and opportunities will be across all levels of the co-
op and thus keep the co-op more open and responsive.
Ongoing sensitivity to issues of gender, disability, race, class,
culture, and so on are important here too. QOver time, the
quality of leadership at the board level should increase, as
candidates will have had more opportunities to participate
in other ways before running for the board.

It is to be expected that co-ops will experience an
ebb and flow in the quantity and quality of channels, partici-
pation opportunities, and take-up of these opportunities.
There is nothing wrong with that. All democratic organiza-
tions and societies experience such variations. Also, co-ops
set their own targets and priorities. No one co-op can do
everything at once!

Set up Evaluation Mechanisms

These mechanisms, such as social reports or social
audits, are as important for the process they involve as for
any products (reports) that result. Ongoing committees in-
volving staff and volunteers which report regularly to the
board, and at least annually to the membership, keep atten-
tion directed at the social goals of the co-op. When democ-
ratization and participation are goals, this means that the
co-op has built in a democratic watch-dog for itself. Further,
such evaluation mechanisms are educative devices too—for
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staff, board, and general members. Individual co-ops deter-
mine their own social priorities, and how to monitor activi-
ties around such priorities. Each year’s report will make sug-
gestions for improvements and will be a catalyst for discus-
sion of social priorities.

Learn how to do Benchmarking and how fo

Make Possible Transfer of Best Practices Across Co-ops

Benchmarking is the identification of key innovations
in a co-op, which have major implications for what the or-
ganization is trying to achieve. This requires self-analysis and
awareness. Transfer of best practices refers to the facilitating
information about innovations so that other co-ops can de-
cide if they are interested, get help from experienced co-
ops, and adapt the best practices to their own circumstances.
This requires co-operation among co-ops, accumulation and
dissemination of information, and so on.

The co-ops described in this manuscript are imple-
menting initiatives in some or all of these areas, and more
besides.

Key Points:

* Democracy requires active cultivation. This section has
listed six areas where that cultivation can occur.

* Democracy is process, and is not simply present or ab-
sent. It is always in flux and has ebbs and flows. The
important point is that democracy requires wide rang-
ing commitment and participants need to know that
they are indeed efficacious—their participation brings
results,

* Democracy does not eliminate conflict and may indeed
increase it. Conflict can be creative and lead to impor-
tant innovations. It can also be a destructive force. To
the extent possible, co-ops need to find ways to facili-
tate constructive conflict.

¢ Co-operatives need not feel alone in their efforts to
find ways to combine enterprise and association. All
co-ops experience the challenge, and can learn from
one another.
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Conclusion

This chapter has presented the point of view that
democracy, both representative and participative, is integral
to the success of co-ops as businesses and as alternatives to
conventional business organizations. The commitment to
blending the association and enterprise sides of any given
co-op leads to challenges for both paid management and
elected boards of directors. Democracy, especially participa-
tory democracy, increases uncertainty for co-op management
and may seem threatening. On the other hand, democracy
gives co-Ops access L0 resources conventional companies can-
not tap—the human resources and skills of the membership.

Within market economies it is assumed that people
can show displeasure with an organization by voting with
their feet. Sales change and the organization adjusts of fails.
However this is a very blunt and imprecise feedback mecha-
nism. Co-operatives have built in influence and control proc-
esses around the general principle of democratic control.
These enable members to make changes in their co-opera-
tives when they perceive changes are needed.

But democratic patterns are ones of uncertainty or
discontinuity for managers. The information flows change.
Managers and Directors are expected to listen and learn.
The situations when people are involved are unstable (any-
thing can happen), there 18 unpredictability, there are ra-
tional and emotional elements, the pattern of discussion is
non-linear and often goes in circles as people explore ideas,
argue and the routines are temporarily suspended. In short
democratic patterns reverse the day-to-day continuity pat-
terns made possible by bureaucracy and centralization. It
will take time and effort for managers and directors to learn
to develop and nurture this dynamic. As one manager of a
consumer food co-op wrote recently,

“If we are to meet the challenges of an increas-
ingly competitive market we must achieve excel-
lence as co-operators, in addition to being
premier....retailers. We must examine and define
what it means to be successful as a co-operative
today.” {Graham, 1994:1)

Chapier7: THEORY

The participants in the International Joint Project
developed a framework to make possible some consistency
in the analysis and reporting of cach of the cases studied in
this project. This framework offers a fairly flexible and gen-
eral framework of analysis, reflecting both the interests and
commitments of the researchers and the research literature
reported in this chapter. The five headings we developed
capture the six areas of focus in the previous section. They
are as follow:

* Expanding Member’s Participation. Innovation of
members’ activities and management, within a frame-
work of participatory democracy. Innovation of mem-
bers activities include:

- How the needs of members are heard and the role of
the co-operative leaders; and

- Kinds of activities that enable members to have voice,
the creation of new fields for members’ activities.

* The Relationship Between Members and Manage-
ment. Innovation of activities that enable members’
participation in management of the co-operative.
These include:

- i.d‘entifying the system of communication that
elicits inttiative;
- Innovation of a system of members' education; and

- Identifying the role of top management in develop-
ing strategic initatives to promote human resources
and develop participatory democracy.

e Ipnovation of Organizational structures which corre-
spond to both representative and participatory democ-
racy and which provide a framework for participation.
The subject of organizational structure can be broken
down into five topics:

- The ongoing structures for members’ participation
in decision-making, business areas, and for effectively
communicating members’ needs;

- The development of a system of employee participa-
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best practices. May they help fuel further experiments, re-
search, and debates.

tion in decision-making corresponding to management
levels;
- The innovation of a system of communication that
brings forth initiatives; and

- The innovation of a system for educating members,
beginning with member leaders. :
s+ Expanding the Relationship with Employee Partici- :
pation. Issues examined include: o
- Employee education that relies on 2 partnership with -
members; and

- Worker participation in management.

e Economic and Social Responsibility. What vision does
a particular co-op hold for itself and co-operatives 1
general? What is the role of co-operatives as part of
and as contributors to, a peaceful community m_rhe?c..
people, society, and nature are in harmony? Topics 1n
this area include: _
- ongoing ways of reporting financial and social:
achievements; -
_ the introduction of a system of social audits and SO
cial budgets; and, :
- the vision of co-operatives in contemporary society.
The five movements in this study are actively try'mg
to address such issues, as well as the others add-ressed in t_l'.n.s:
chapter. They are actively working on participative Processes,
in the belief that practising democracy 1s also good busines
Taken together, the co-ops described in this manuscript o
fer examples of how organizations can combine good bu ]
ness and democracy. They also suggest ways t'hat expanding
technologies of interaction and communication can be p__ut
to the service of democracy. These co-ops certainly offer a
challenge to the conventional vxjisdpm that democracy b
comes impossible in large organizations. .
It is our hope that these case reporis on consumel
co-ops in each of five countries are one sicp in helping w1th
the process of benchmarking and facilitating the transfer o

Footnotes

- VThis chapter was jointly written by Leslie Brown, Jack Craig, and Lou
Hammond Ketilson with contributions from Toshikazu Nagayama, Alf
Carlsson, Sven Ake Book, and the other members of the project.

?The chapter relies on work published in English, mainly that from North
America. There is a significant body of literature published in other lan-
guages particularly German. Alf Carlson was familiar with that literature
" and contributed at an early stage to the formulation of our theoretical
framework. However, his untimely passing prevented his efforts from be-
ing incorporated into the writing of this chapter. We are advised that the
Gemman research is broadly in agreement with the English language re-
- search we are citing in this chapter.

"*The statistics from ICA are quoted here. Some are accurate, some out of
date. As the report on [CA Basic Values Project notes statistics about co-
. operatives at the international level leave a lot to be desired.

“In more philosophical discussion of contemporary trends we see a simi-
lar disagreernent. For example, we can compare Drucker’s optimistic view
- of contemporary trends as potentially harmonizing and liberating with
“Postman’s concerns about “technopoly” which he sees as already the ma-
“jor current in the U. 8., and rapidly becoming so in other parts of the
workd such as Japan and several of the European nations, Dulfer {in Dulfer
and Hamm, 1985) points to the resurgence of theocratic-dogmatic ideas
and ethnic conflicts as evidence that we cannot complacently assume that
= the world will automatically come closer together.

®Olson was developing general theory about collective action and not
“specifically abour co-operatives. Olson was aware of the restrictions by his
basic assumptions. He said in a footnote that when the model was used

for organizations the assumptions had to be modified, That restriction,
“‘made for the reasons of mathematical simpiicity, was however often for-
gotten.

“5The free rider problem is the problem that people will tend not to act
unless they can attain selective benefits, benefits accruing to them and not
others, as a reward for their action. Instead, many benefits of organiza-
tion are collective ones, they benefit many others who may have played
:no part in the setting up of the organization—these beneficiaries are the
““free riders”. Olson argued that rational individuals wiil prefer to be free
tiders if possible, leaving few committed to doing the work necessary to
provide the collective benefits.

7By the mid 20th century there was also concern about the inefficiencies
nd other inadvisable aspects of "teo much democracy” in the political
realm. The Trilateral Commission’s 1975 report expressed concern that
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Western democracies were becoming less stable, less orderly, less predict-
abie, and therefore less governable (see Crozier, 1975:173).

3 Brown {1985:321) found that co-ops which had a critical mass of such
people on their boards (about 95%) tended to be more attentive to the
associative side of the co-op.

“ Here operations is being defined broadly to include f:vf:f)fthing from
tasks such as might be performed by orientation commitiees and social
audit committees, to those associated with actual business operations s.uch
as produce ordering and scheduling of work. Demov_:r_atizing operations
can thus involve decentralizing certain aspects of decision making associ-
ated with governance.

1 This literature also has a lot to say about worker involvement in organi-
zational governance.

1 This list was compiled based on a review of the literature. It (t'raws par-
ticularly on the work of Brown (1985a & b}, Craig, {993; Gastil (1994);
Furstenberg {1985); Hansen (1985); Cracogna (1985); Mueller (1994);
Laycock (1990); Bernstein (1976).

##  Chapter 8 METHODOLOGY USED BY
o THE JOINT PROJECT

The initiative and leadership for this international
project was taken by Mr. Yamagishi, the President and Chief
Executive Officer of the Kanagawa Consumer Co-operative
in Yokohama, in 1991. Mr. Yamagishi was concerned about
the ideclogical crisis in the consumer co-operative movement,
the decline in market share of many movements and the
changes in preferences and attitudes among members. This
shift in member attitudes appeared to be universal in indus-
trialized countries. Studies show that members’ active par-
ticipation in co-ops is declining in the industrialize coun-
tries {Brazda & Schediwy, 1989).

Parallel with Mr. Yamagishi’s initiative, the Interna-
tional Co-operative Alliance {ICA) opened discussions about
the need of renewing the basic values of the co-operative
movement. Values seemed to be eroding in the 1980s, when
most consumer co-operatives changed and developed their
business structures. They were trying to find more efficiency
and faster ways to compete. Similar innovations and changes
were not occurring in the democratic structures and many
leaders regarded member involvement as an extra frill re-
ducing efficiency.

This project was started in 1992 in connection with
the ICA congress in Tokyo, with the first meeting in
Yokohama hosted by Co-op Kanagawa and U Co-op. The
joint parties in this project are: Co-op Kanagawa, the Swed-
ish Co-operative Institute, Canadian researchers, Italian
National Association of Consumer Co-ops, and the Co-op-

- erative Wholesale Society in Britain. The project started with
" two themes. First, how to develop diversified member ac-
- tivities and participation from the members. Second, how to

mnovate and modernize co-operative democracy. The project

.involves each national team doing research and presenting
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it to the project researchers and leaders at each meeting.
The purpose is joint learning as well as documentation.

The Setting for each Country’s Co-operatives

In 1986 the International Co-operative Alliance re-
ported about 45,000 consumer co-operative organizations
with a membership of over 122 million consumers employ-
ing nearly 2 million workers.” Since then the winds of change
have swept through the communist states in Eastern Europe
having a profound effect on the consumer co-operatives in
the former USSR, Bulgaria, Czechoslovakia, East Germany,
Poland, Hungary, Rumania, Yugoslavia.

As well much has been written about two dominant
economic trends that characterize the growing market econo-
mies in the world. These are and will have an important
impact on consumer co-operatives around the world. They
include:

* The development of the market economy with deregu-
lation, freer trade and reliance on the world market to
establish prices.

* The domination of international trade by multi-na-
tional corporation and the declining role of govern-
ments in trade and regulation.

These trends have dramatically changed the envi-
ronment for consumer co-operatives in the latter part of the
twentieth century. A brief overview of some changes that seem
to be occurring in the major consumer co-oOperative move-
ments around the world suggests the following generaliza-
tions:

¢ Consumer co-operatives are in decline in many coun-
tries where they had become major retailers with a rea-
sonable proportion of the market share. In western
Europe many movements have strength but the chal-
lenge to maintain market share is intense. These pres-
sures are so strong that the survival of the organiza-
tions are in question.

¢ Except in a few centres, consumer co-operatives have
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not become a major market force in the developing
countries in Asia, Africa or South America, For this
reason, plus the limitations of resources, our study has
been limited to participation in a few movements in
industrialized countries.

* In the industrialized countries growth patterns have
varied but most of the major consumer co-operative
movements have centralized many management func-
tions to provide economies of scale. They have also
chosen to compete on price, and have opened mod-
ern stores very similar to the competition.

* The countries where consumer co-operatives are ma-
jor national competitors in the food industry in the
1990s, notably, Switzerland, Spain, Sweden, Iraly, Ja-
pan, the United Kingdom, Denmark, and Austria, they
are seen as leaders in protecting consumer’s interest
in food quality and in preserving the natural environ-
ment,

It can be argued that the five movements highlighted
in this study are sheltered from the worst of the vicious com-
petition that others have had to face. Although Saskatch-
ewan Wheat Pool and Calgary Co-op are beginning to feel
the force of deregulation and increased competition, Atlan-
tic Canada is away from the large population centres in North
America and has been left alone by many of the aggressive
private retailers. Japan has had laws protecting the small
retailers which have restricted both the co-operatives and
the chain stores from aggressively competing. Sweden and
Italy have yet to fully join the European Union and the sirong
competition from the major chains in Germany and France
is just starting. Only the UK is facing the onslaught of the
stiffest competition and they are continuing to lose market
share (Hopwood, 1995: 229). Scottish Co-op is located es-
sentially in smaller centres where the competition is less ficrce
than in the major metropolitan areas to the south.

We will not argue this point but rather point out that
consumer co-operatives are declining in even less competi-
tive markets than the five in this study, and it is not clear
that participatory democracy built into the co-operatives in
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the large metropolitan areas does not work. The anecdotal
evidence from credit unions in North America which work
at their participatory base shows they can compete success-
fully in major metropolitan centres against strong global
banks.

The Crisis Facing Consumer Co-operatives

During the past two decades the consumer co-op-
erative movement has collapsed, or major portions have col-
lapsed, in The Netherlands, France, Belgium, Quebec and
urban USA. The consumer co-operative movement in Eu-
rope is over one hundred years old. The British and Swed-
ish movements were dominant retailers in the nineteenth
century, saw their market share peak in the middle of the
twentieth century, and in the most recent decades have strug-
gled for survival in a highly competitive market place. In
North America consumer co-operatives developed in the first
half of the twentieth century in many cities and have slowly
declined as consumers were attracted to highly integrated
low cost retailers. Two areas in Canada are the exception. In
Calgary Alberta the consumer co-operative has become the
major retailer with over a third of the market share, and in
Atlantic Canada food co-operatives continue to expand and
increase market share. In Japan the consumer co-operatives
faced strong competition from emerging chain stores in the
1960s and met this challenge by involving the women con- -
sumers in the decision processes. They have become domi- -
nant food retailers in many of the urban markets, In north- =
ern Ttaly consumer co-operatives have become retailing lead-
ers successfully competing with the large European chains’
and increasing market share.

This study does not suggest that these examples are:
either the most successful or the only or best way to prepare’
for the next century. There are other success stories such as
the co-operatives in Switzertand and Eroski in Spain. Credit:
unions, consumer owned financial co-operatives are cur-
rently the fastest growing type of co-operative in the world.

Cross cultural organizational research is difficult for
a variety of reasons. It is difficult not to fall into the trap of

318

Chapter 8: METHODOLOGY

analyzing and drawing conclusion out of the cultural con-
text. A common mistake to avoid this is to elevate the find-
ing to such a high level of abstraction that all can agree, but
the substantive insights get lost. Research where the people
being studied are actively involved not only as subjects but
also in interpreting the data helps lessen these problems.
But, this is seen by traditional researchers as lesing the ob-
Jectivity of the research. This is a dilemma that action re-
searchers have been addressing for many years.

Action Research

Action research has a long tradition in social science
research but has been criticized by academics who hold epis-
temological and ontological assumptions that interpreting
data and developing knowledge involves only themselves as
external experts. This is a philosophical assumption that can-
not be settled by empirical scientific research. It exists in the
perspectives of the researchers and influences how they ad-
dress data collection and analysis.

The roots of action research can be found in writings
from Greck philosophers. The Greek approach w the po-
litical was a vision of collaborative action, praxis, with the si-
multaneous aim of realizing the common good and the self
actualization of the individual citizens. Kurt Lewin, a child
psychologist did much of the pioneering work developing
the action research approach this century during the 1930s.
He advocated action research in 1944 as an alternative way

- of knowing to the dominant traditional scientific research

models of the time. He had developed this approach doing
research on children. “He saw that children did not act solely

- as individuals pursuing internally determined needs and

goals but as members of social groups, upon which they de-

. pended for feelings of security and social status” (Joiner,1985:

38). Conventional research approaches did not capture this
dynamic so he developed an experimental approach involv-
ing the participants. He was surrounded by students inter-

. ested in applying this evolving approach to other settings.

Proponents of action research argue that this ap-

:__ proach lends itself to capturing the complexities of social
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interaction rather than that of the hypothesis being concep-
tualized deductively and then tested. The deductive positiv-
ist approach was seen as an over simplification and ignoring
the complexity of social settings. But, as foiner {1983: 39)
notes “Kurt Lewin’s model of action research was eclipsed
during the post-war era by the conventional social science
paradigm, but his search for collaborative enquiry provided
the originating impulse for the OD (Organizational Devel-
opment) field, leading to the new profession of organiza-
tional change agents.”

Unfortunately the OD model of organizations was
very simple. It assumed a closed system and the impact from
the surrounding social environment was not considered to
any great extent. During the 1960s and 70s this approach
declined as the scientific paradigms began to shift in most
disciplines to take more subjective information into account
and approach research from a more holistic manner {Ogilvy
and Swartz, 1980).

Action research has become a preferred methodol-
ogy for researchers studying co-operatives. Its importance
for capturing intraorganizational complexity was discovered
by international development researchers in the 1970s.

International development during the 1960s and well
into the 1970s was premised on one of the two dominant
economic models; the planned economies of centralized so-
cialism dominant in Eastern Europe and the western ap-
proach of liberal democracy and free markets. Development
theories were premised on the model used so successfully in
the Marshall plan following World War II. The economic
models assumed that development was equated with eco-
nomic growth and that aid should be directed to developing
infrastructures in the newly independent countries in Africa
and Asia. The economies would gain momentum and in-
come amassed by the new elite would trickle down to the
masses and trigger development. The problem was these
approaches did not work. During this period co-operatives
were a chosen organizational form for development, par-
ticularly in the agriculture area which needed much devel-
opment. But, the grassroots approach used successfully in
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the industrialized countries was seen as too slow, so govern-
ment sponsored co-operatives were the order of the day dur-
ing the 1960s. By the end of the 1960s it was increasingly
apparent that these organizations tended to ignore the local
expertise of the members and were seen as extensions of
government {(UNRISD,1970 and Michael, 1989},

Development workers, particularly in Latin America,
started examining why development projects that looked so
good on paper were not working. To do this they had to
involve the local population who were the targets for devel-
opment. Conventional research methods did not work so
the action research approaches were implemented and de-
veloped. By the 1990s action research has proved very suc-
cessful in the development field in not only stimulating genu-
ine self-help development but in providing a research base
to develop a more complete theory about self-help and the
social impact involved in economic development,
Participative action research (PAR) has come of age and has
been accepted as a valid research approach (Whyte, 1991).
It is now widely used in development research particularly
in the tropics. It is a mechanism for doing rescarch at the
same time as developing self-help approaches which are ba-
sic to the emergence of co-operatives and genuine develop-
ment (Verhagan, 1984 and 1986).

The extensive critique of Furocentric models of de-
velopment in Latin America which ignored the indigenous
knowledge has also gone a long way to refine this methodol-
ogy (Fals Borda, 1982: 25-40). Gaventa (1985) documents
how traditional scientific expert approaches have served the
powerful in society and provide a justification for dominance
over the powerless particularly in an information age. Ac-
tion research approaches vary with the degree of participa-
tion of the subjects. In some cases the subjects define the
problem, define the appropriate data and data collections
methods, are involved in the data collection and the analy-
sis. The degree of involvement needs to be based on the
context of the situation'. Just having participation is not
necessarily a key to success. There are many failures (Gagnon,
1976). The research component enables groups to check how
well they are doing and make adjustments. A major contri-
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bution to the approach is that communities can be seen as
whole and development initiative launched to improve the
quality of life of an entire community rather than target
groups® This research documents and develops a more com-
plex theory of grassroots development than the classical

approach.’

The resurgence of action research also came.from
organizational research.® Argyris {1982 & 1991) provides a
rational for this approach in understanding the co_mplemty
of organizations by providing models of learning in an or-
ganizational context. This stimulated a host of management
approaches on organizational learning in the late 1980s (for
example see Senge, 1990).

It also meant more innovations in research ap-
proaches to fit the emerging paradigm. Action learning was
one of these innovations where researchers involve key stake-
holders in a learning process and document data for inter-
pretation by the participants (Wrightand Morley, 1989). This
approach is not haphazard and methodologists have been
addressing the questions of maintaining validity apd reli-
ahility as done in any approach (see Carr and Kemmis, 1983
or Heron, 1988). What is becoming clearer is this is an ap-

roach which fits a more complex paradigm of viewing re- -
ality (Craig, 1989 and Laptapi, 1988). Seeing orgz_mizatior_ls
as multidimensional, complex with multicausality in a holis-
tic way does not fit with reductionist scientific methods .
(Morgan, 1986b)
Peter Reason (1988) specifies an approach to actio.r_L
rescarch which he call “co-operative inquiry method”. This
is premised on the notion of co-researchers wor_king together::
to conceptualize analyze and take action in solving Proble_rns
then reflecting, developing data and analyzing it. This
research “that is with and for people rather than on peopl
(Reason, 1988: 1), The essential elements of his metho@ EIL
included in three points; (1} It is participative and hohs‘t :
the mechanical metaphor, traditionally an agreed-upon it
age of how the world works, is increasingly being challeng
with concepts that see social interaction as interdepend¢nt
multicausal and holistic. Reason notes; “an important aspect.
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of wholeness is that it requires participation” (Reason, 1988:
10) (2) It espouses critical subjectivity as opposed to objec-
tivity which is the cornerstone of orthodox scientific meth-
odology. Subjectivity can be seen as “naive inquiry” based
on cur primitive subjective experience of the world. Subjec-
tivity is very prone to distortion arising from our biases and
prejudices, from anxieties and from the pressure of social
world., But it also has a lot of good qualities because it is
alive’ involved, committed, and it is a very important part of
humanity, and we loose a lot if we try to throw it out alto-
gether (Reason, 1988: 11). Subjective interpretations and
attempts at objective analysis results in perspective and it is
perspective that is seem as important in action research. (3)
co-operative. inquiry promotes knowledge in action. Reason
(1988: 12) explains “co-operative inquiry secks knowledge
m action and for action” primarily for the advancement of
skills and attimdes. But’ this process also shows insights into
how social interaction unfolds and is the basis of sound theory.
Good practise is based on good theory and vice versa.

In recent years action research has become a recog-
nized research approach within academia. This of course
has not ended the philosophical debates. It is not without its
critics, When viewed from the traditional scientific paradigm
Frideres (1992) sees participatory action research as an illu-
sionary perspective. It is illusionary only because it does not
fit his preferred paradigm. Philosophical debates cannot be
settled through research. The test is not the congruence with
the researchers ideclogy, but rather with the usefulness of
the knowledge generated.

What has become very clear is that the a methodol-

- ogy needs to fit what is being studied. Econometrics analysis

is valuable in analyzing national accounts, but is irrelevant

“in studying individuals perceptions. Similarly, historical

methods have evolved for making generalizations from
records of earlier generations, but fall short when the popu-
lation being studied is still alive and can provide their own
Interpretation. It is arrogant in the extreme for researchers
to conclude that only they can draw valid conclusions about

- organizations without using the situational expertise of those

involved on a day-to-day basis.
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In short research is a learning process and the re-
search methodology needs to fit each particular situation.
This project, focusing on participatory democracy where ti;a
participants involved experience the process. But the prob-
lem of sorting out the cultural context means highly abstract
generalizations could loss meaning. For these reasons we
sclected an action research framework and proceeded as

follows.

How We Proceeded

This study could not involve the hundreds of lead-“
ers in the five co-operative systems being studied. 1t was
agreed that there would be a core group from each country

meet at least once in each country where the local leader
could interact and be involved in interpreting the data that
we were collecting.
The first meeting took place in Yokohama in Octo-
ber 1992. The ICA Congress was meeting in Tokyo and the
1CA Researchers Forum held at the same time would be at-
tracting researchers from around the World. Co-op
Kanagawa organized an International Symposium to eng\_b
their leaders to have a dialogue with about fifty foreign acd
demics. Following this meeting Co-op Kanagawa invited ;the
manager and senior researcher of the Swedish Co-ope
tive Research Institute, three academics from C‘ar.ljada :
an Italian Co-operative leader to discuss t-he possibility of
international joint project exploring the differentapproache:
being used to involve members. Co-op Kanagawa prepared
a discussion paper. This was discussed, faxpanded hel
amended and taken back to the co-operatives for furth
consideration. .
By April 1993 five countries had indicated they wou
be involved and people had been selected from etach__: y
try. This included both managers and an academic f{pn_l Ja
pan, two academics and managers from Sweden, fqu._
demics all active co-operative volunteers from Canada, th
managers from Italy and two managers from Sco?lan_ L
was agreed that all could not be involved in every step: $
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secretariat was named consisting of one person from each
country. This group was charged with steering the project
and organizing the documentation. It was obvious that each
organizations interest was to learn what others were doing
and to have a learning experience for there managers and
volunteers. All were also convinced that there are others
which would want to want to share this learning so it was
decided to develop a book in time for the ICA Congress in
Manchester in September 1995, The action research ap-
proach was a logical choice.

The second meeting took place in early Sept. 1993
in Stockholm, In preparation each country was asked to
develop a presentation on the current situation of the con-

- sumer co-operatives. This included an analysis of the socio-
- economic circumstances as well as the strengths, weaknesses

and problems faced by each of the organizations and what

- they were trying to do about them. Country reports were an
“attempt to communication the situation in each country as
- honestly and frankly as possible. Since it was held in Swe-

den, local leaders and managers not only sat in on the ses-
sions but gave presentations.

The third meeting was held in Yokohama in April

1994 and moved the project along in several dimensions.
‘Co-op Kanagawa invited the members of the secretariat plus
two women volunteer leaders from each country. They spent
three days touring and taking part in a variety of members'
activities. They then spent one full day discussing what they
had seen and learned with fellow women leaders in Japan.
An audience of about 200 including other Co-op Kanagawa
leaders, plus leaders from sister organizations and interested
‘academics listened to the discussion, asked questions and
gave their views on the topics under discussion. The project

ecretariat sat behind the delegates, made notes and peri-

odically contributed to the discussion.

This was followed by a meeting of the secretariat that

focused on the work plan but more importantly developed
the conceptual framework outlined in chapter one in terms
‘of themes and elaborated in the theory chapter seven. Each

untry then set about developing a case study using this
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framework for the next meeting. Drafts were submitted in
July and the first draft of our report was circulated to the
entire group for discussion at the next meeting.

The fourth meeting was held in New Lanark Scot-
land in September 1994 for the entire project team. The
meeting took place in the restored facilities originally built
by Robert Owen and his father-in-law. This was the site of
the famous social experiments involving work in the cotton
mill, innovations in schools, workers housing and a co-op-
erative store (1813). Co-op Scotland managers and mem-
bers of their local advisory committees (about 60 people)
attended. Following brief presentations of the country case
studies a workshop took place involving all the participants
focusing on questions central to the implementation of par-
ticipatory democracy. These small group workshops pro-
vided feedback to presenters and assisted in the interpreta-
tion of our findings.

The Secretariat critically reviewed the draft manu-
script and developed plans for the completion of the project.
Considerable interest had emerged in our project and it was
determined we would be involved in discussing our results
in four settings.

¢ A presentation to the ICA Congress in Manchester Sep-
tember, 1995 to several thousand delegates from
around the world.

* A one day symposium for delegates that wish to ex-
plore our findings in more detail at Co-op College in
Loughborough.

* A presentation to the 1.C.A. Researchers Forum to
about 200 academics from around the world.

* A presentation to the ICA Consumer Co-operative
Committee meeting also held in conjunction with the
1.C.A. Congress.

The fifth meeting was held in late November 1994
in Moncton New Brunswick, Canada. The purpose was to
get feedback from local managers and leaders about our re-
search to date and to learn more about participatory de-
mocracy in the Co-op Atlantic system as well as meet with
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local leaders and discuss some of their activities. One day
was spent visiting several consumer co-operatives plus meet-
ing with the Saint John Co-operative Development Council.
This is a council comprised of representatives from all the
co-operatives in the city. The council hasa number of projects
ongoing whose objective it is to developing different kinds
of co-operatives to meet local needs. One day was used to
give a first run of the presentation for the International sym-
posium and the draft manuscript was reviewed. Comple-
tion of final drafts was discussed. The manuscript was again
circulated in January 1995, feedback provided and circu-
lated again in mid March.

The sixth meeting took place in Florence, Italy. The
purpose was to finalize the report, meet local leaders. And
to experience participatory democratic processes in Italy's
largest co-operative.

This book was published and an executive summary
prepared for each delegate coming to the ICA Congress in
Manchester. The findings were discussed in four forums at
International meetings held in Manchester. The research
teams of pracutioners and academics from each country had
a rich learning experience. Several hundred local leaders of
the co-operatives included in this study have also been in-
volved in providing interpretation plus a learning experi-
ence.

Footnotes

!Examples of this growing literature on participatory action research in a
development context see; Craig and Poerbo, 1988; Ekins, 1992; Rahman,
1985; Fais-Borda, 1982, [985, 1986 and 1992; Stiles, 1987; Swantz and
Vainio-Mattila, 1988; Uptoff, 1991; Verhagan, 1984, 1986 and Wanyande,
1987,

?Exarmples of this approach in terms of adult education in community
development see; Florin and Wandersman, 1991 and Hall, 1975.

*This is a vast literature but the foliowing examples are from a range of
disciplines and geographical areas. They provide an impressive picture
of successful development and shows the importance the process. For
example see: Stiles, 1987; Swantz and Vainio-Martila, 1988; Uptoff, 1991;
Verhagan, 1984, 1986 and 1987, Wanyande, 1987; Whyte, 1984; Wilber,
& Jameson, 1984 and Woodward, 1986.
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*For examples of this literature on using action rescarch in organiza-
tional settings see: Amick and Terrence, 1984; Argyris, Putnam and Smith,
1985; Bildfel! & MacDonald, 1984; Sommer and Amick, 1984
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