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PURPOSE AND PROVISIONAL AGENDA OF THE MEETING

The purpose of this meeting, as specified in the jide-Memoire,

is twofold:

1.

2.

1,

2,

"The group will be expected to discuss and finalize a dec-
tailed programme for short-term training workshops for
managers of industrial co-operatives and officials in the
government responsitle for promoting the development of
industrial co-oparatives."

"The Expert Group Neeting will discuss various aspects re-
lated to the development and operation of industrial co-
operatives in developing countries. It is expected that
these discussions will lead to specific suggestions for
further UNIDO activities in tnis field."

The provisional agenda is:

"Formulation of a 3 week programme for regional training
workshops on industrial co-operatives;

Development and operation of industrial co-operatives in de-
veloping countries:

(a) promotion of the devclopment of industrial co=
operatives (institutional framework, rcview of
promotional mcasures that have proven to be ef-
fective)y

(b) organisation and operation of industrial co-
operatives (economic, engincering and management
problems);

(c) establishment of advisory services including
feasibility studies for induetrial co-oporatives;




3

-l -

(4) promotional, management and technical skills
development for industrial co=operatives
(academic, education and formal educational
programmes, short-term training workshops,
in-servioe and in-plant training schemes, eto.)

Mutual co=-operation and collaboration between inuustrial
co-operatives in differcnt countries:

(i) exchange of assistance between industrial co=
operatives in such areas as management, marketing,
technical know=how training and equipment;

(1i) measures for btringing about contacts between in-
dustrial co-opsretives in different countries s
as to make possille arrangements for the exchange
of such types of assistance.” '




INTENT OF THIS FAPER

This paper is intonded to serve as a basis for disoussion by the
partioipants of the Expert Oroup Meeting. It is hoped that expoertis will
have an opportunity to read the paper and will be able to give thought to
ite proposals prior to the meeting in Warsaw,

The topic to which this Expert Group Meoting will be addressing
iteelf is very complex. It is important that "easy solutions" are not
sought, but rather that the complexities will be acknowledged.

Bxperts will be awarc that a regional training programme, three
or four weeks in duration, will not and cannot meet tho total training
requirements. Extensive training programmes, varied in nature, will be
required over a considerable period of time. Other kinds of training
{ whioh will be necessary include: on=the-job instruction, seminars,
conferences, problem—clinics, elected officicl training - members,
committees, boards and chairman, Training also will be required at local,
regional and possidly international levels.

™is Expert Group Meeting, thereforc, is addressing itmelf to
only one segment of the total training requirements for industrial oo=-
operatives in developing countries.

Purther, industrial co-operative experts will be aware that the
introduction of regional training programmes must be thought through with
considerable care. The selection of tho location where the training will
ooour, the promotional work which is necessary for aoceptance of the

sreining progromme, the financial and personncl requirements to ocarry
out the training, all require considerable careful planning. This paper,
socoordingly, will oonsider somoc o. these other requiremonts in addition
r %o proposing an outline for a training programme iteelf.

Bephasis will be placed on collaborative participation of UNIDO,
srainers ond indigenous leadership in the development of industrial co=
operatiwes,
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AFRICA
A® the firet workshop is to bc conducted in 1972 in Afrioa,
a description of developments in thia'region is gormane. The following
rcport is taker verbatim from the Report of the Ad Hoc Expert Group
Moeting on Industrial Co-operatives, New York, 1967.

"South of tho Sahara. Attempts have been made from time %o time
to organise co-operatively the precduction of African traditional handi-

orafts, &omo of wanich of cousiderable arvistic value and charm. The
attompt has not so far met with much success. The problems are similar
to thosc in other devoloping nountrics., The traditional internal market
is threatencd by compoitition from machine products, imported or looally
mado; objocts intonded for ceremonial wec are no longer required when
customs chango; wecll-meant attompts to place mass ordors for identieal
articles for the oxport trade only rcsult in socamped and mechanical work
or tho abandomment of the whole cnterprise through the complete borodom
of the worker. The tourist market is not as large as in Asian countries,
with the posweiblc exception of Kenye, and is often in the hands of pri-
vate traders. The Buropoan long rosident in the country, who takes

home elaboratoly oarved chests and other articles of furniture, is be-
ocoming rarer; on the other hand, boys are no longer ready to acoept a
long apprenticeship to a difficult oraft if other and more up-to-date um
of earning a living arc open to them.

Among workers' productive societies that have been attompted are
soveral wood oarvers' co-operatives in Nigoria, a nooioty of women potters
in Konya, and sevoral co-operatives in West and Ceatrsl Africa, whioh
oarry on opan-cast mining on a amall scola., If this is o disappointing
reoord, it should not bc forgotten that African farmers have beon highly
swocessful in organising the proceseing of coffeo up to the point at
which it reaches the international aﬁotion floor, mmall-scale dairy pro=
cessing, rice and maisze milling, groundnut decortiocating dad in partioular,
the ginning of ootton, which is carried out in large modern girmeries in
Tansania, Uganda and a fow other countries. In thaose cascs, loan capital
and advice has been provided sither by government departments or marketing
boards, but tho ginneries are ownod and managed by farmers' primary

R S vr—
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co=oporatives., Smallor installations for the handling of coffee and
milk are often entircly financed, as well as managed, by thc members
themeelves.

In North Africa the situation is rathor difforent and moreo
closely rouémblcn that in Asia, with still living traditional crafts,
ofton of high artistic valuo, in motal, leather and woodwork, pottoery and
woaving, including carpet weaving, Workors' productive co-oporatives
have existcd for mny years, espocially in Tunisia and Morocco, and have
had government support. Much of the work is done in the workcrs' homce,
but troublc has beon taken to seck out and swply to the workers the best
traditional patterns and to provide a market for their products. The
market is largely local (including the tourist tradc) but uxports prine
ocipally to France and the Unitod 3tates arc carried out through a contral
organisation.

Although co-oporative workshops producing comploted articles are
rare, thoro' are installations in which menbors may usa machinery and
other appliances for dysing, tanning, or the paring down of skins to
the required fincness for tho traditional Morooocan leather work. These
machines are hirod by the day and save many days of hand labour, leaving
the worker timo to spend on the processcs of ombroidery and making up.

It is believed that nearly one third of the population of Tunisia
is supported by some form of skilled handiocraft. These includc oarpet-
saking, embroidory, jowellery, engraved amd inlaid metal, pottery and
woodwork. A department to foster these arts was set up as long ago as
1937 under the namc of the Office of Tunisian Arts., A Gontral Bank for
Artisans and Maritime Crodit was established with goverrment funds anmd o
deores madc possible the formation of handiorafi co=cperatives. In most
oases the work oontinued to be carried on at home, Matoriale were ade
vanced to the worker and patterns provided. The finished artiole was
paid for, loss the advance already mado, either by the picce or by wight
and sales wore made either locally or on the foreign market. In 1960
the total number of handioraft co-operatives was 35, with some 5,000
members,
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During the war of 1939-1946, a numbor of more utilitarian trades
were developod and organised on co=opérative lines. Not all such co-
operatives have survived, though building, printing and transport have
had some sucoess, as has the manufacture of loocally grown esparto grass
into the mats used in olive presses,

There are a limitod number of handicraft co-operatives in the
United Arad Ropublic (Egypt) espocially those formed for the spinning
and weaving of wool at Fova and among handloom woavers at Komeel Nur.
The Petroleum Co-operative Socicty is owned by the agriocultural and con-
swers' co-oporatives, which it supplios, and the Pharmaceutical Oo-
operative by the pharmacists and physicians for whom it prepares drugs."
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P, TES FOR THE ENCOURA T OF INDUSTRIAL CO-OPERATIVES IN
DEVELQPING COUNTRIES S

The UNIDO report cited previously refers to "The Co-opeorative
Movement in Japan", Vol.I, by Dr. Yoshio Hoynden. The extract below re-

fers to prercquisites for encouraging industrial co-operatives, and is
relevant to the purposes of the Warsaw Meeting.

"The co-operatively minded reader of the relcvant chapters in
Volume 1 of Professor Hoynden's book, seceking for an easy solution to
the encouragement of industrial co-operation in developing countries, is
impressed by the need for ccortain prerequisites. The first is power on
the spot, whether it be in the form of a grid of clectric power or in that
of suitable internal combustion engines priced within the financial
capacity of the craftsmen. The second is inherited skills or, whore these
are lacking, thc establishment of technical training centres to teach
selected skills to fit in with a long~term plan for industrial co-
operatives to produce goods required to be made, as far as possible from
material available locally. It is not surprising to learn of the production
in Japan, by small industrial co-operatives, of mats and wooden tubs and
partioularly of chinaware, laoquer ware, umbrellas and soya bean sauces
and paste.

The third need is for finance, in the form of a bank or corporation
with the special duty to finance small irdustrial co-operatives. Therc is
no need for an expensively run corporation with imposing buildings and a
large staff, and the amount of finance required at the start will not be
great. But unless finance is provided to supplement share capital put
up by the members, there seems to be little chance of development clsewhere
of small industrial co=operatives on the Japanese pattern.'
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WORKSHOPS ON INDUSTRIAL

[

The system to be followed in introducing regional training worke-
shops on industrial co-opcratives requircs thorough, detailed planning.

The procoss used probably will have influence as broad as the training
iteelf. It is rclatively casy to decide what is to be donc = in this
case, to conduct : workshop. It is a far more complcx matter to decide
how it should be done,

In many devcloping countrics the introduction of tochnical improve~
ment alone has proven a failure. Published reports (eec United Nations
Industrial Devclopment Orgnnization Report ID/25) cite numerous instances
in which changes introduced by "outside” experts have faded and disappeared
in relatively short time,.

Thoe failure to effect permanent, or continuing improvement has
been ascribed to lack of knowlodge by the trainoes of the people's work
habits, patterns of social interaction and belief aystems = in other words
being unaware of the local culturc. ‘

Tho cautionary note contained in the Ajdo-Momoire for this meeting
merits repeating:

"Thore are ... a number of obstacles that necd to be overe
come before industrial co-operctives can play an effective
role in industrial development. One of the main reasons
for the relatively slow development of industrial coe
operatives appoars to be cither a lack of awarcnoss of
governments concerning the coonomic and social benefits
to be gained by promoting the development of industrial
co~operatives or a lack of suitable facilitios to undere
take the required promotional activities. Another main
reason appears to be that a number of industrial co-
operatives aro not baing properly organised and operated."
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Rogional training workshops aro being proposcd to assist in over-
ooming thesc difficulties. The method of introduction of tho workshops
must be rosponsibly and effectively ocarried out.

The fallowing section of this paper puts forward a proposed ayetem
for the introduction of thc workshops, taking into account factors pre-
requisite for industrial co-operatives such as the aconomic resource base,
human resources, tcchnological studies, and local culture.

The proposecd syst.m, its ccmponent parts and soquence are respoct-~
fully submitted for study, question and revision by thce Expert Oroup Mecting.

The Progosed fysten

A flow chart roprosenting a basic approach to a systom for intro-
ducing a regional workshop is shown on the following page.

Following is a briof narrative dcecription of each step. It should

be moted shat in a fimal chart, dates should bc affixzod to cach portion of
the chart.
1. 0k

It is assumed that UNIDO will appoint directing staff, for the
purpose of managing the introduction and conducting of the
regional training workshops. Also, that suitable announcemente
will be made to groups (co-operativos, governments, communitios)
which may be interested in participating in the workshops. A%
this time UNIDO may makc tontative arrangements with trainers,

I810R O Beed QV LRASOrogtoa v
Interested potontial participants will be oncouraged to advise
UNIDO of thoir wish to participate within a predetermined time
limit. It is of prime imporiance that the workshops be conducted
only in response to exprossed need: wunder no circumstance should
training be conducted without prior consultation with prospective
participants. Training must be offored only if it is realistically
related to the needs of poople in a community, whioh thoy have
identified and whioh thoy wish to meet.

2.
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in the statement of Mr. Anibal Buitron, Programme
8pecialist, UNESCO, Paris, at the ICA/UNESCO Conference
of Co-operative Education Leaders, hold at Jongny

Sur Vovey, December 1970; e have to realige that
under ccrtain cconomic, social, cultural and political
conditions, cducation cannot be of interest to the
people or of much help in raiesing their standard of
living." Thc same statement probably may apply oequally
to training workshops. Legal considerations zlso must
bo taken into account; legislation varies from one
country to anothor.

e Salection of Qroups

Onoe the nceds identification and readiness evaluation studies
have been complcted, the UNIDO directing staff will determine
which applicant groups should be included in the training
workshops. This is o keoy decision in the process. Questions
$o bc answered at this point will include :

6.

who is to be trained?

what are the backgrounds of the selected m? Are they
from ome cultural group?

aro they selocted on the basis of kinship or of regional
association?

do they spoak the swe or different languages?

are thay represcntatives of government, of a handicraft
co=operative, of a fisheries oo=operative, of other
co=operatives?

(2) Smecific Plapping - Yow the detailod plamning for the

training workshop prcoeods. Dates of the workshop are
finalised, location is determined, and all necessary
arrangements arc made to inform interested prospective
partioipants ~bout the training.
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(b) Community Participation - All arrangements from this
point on are made on a collaborative basis with indigent

leadership. Neods arc re-evalunted, to ensurc that the
directing staff and indigent lcadership conour on necds
to be met by the training, thc nature of the workshop,
and the results which are expected from the workshop.
Procedures are devcloped jointly for the selection of
traincos.

(c) Seleotion of Trainors - Selection of the training
personncl is made, with special attention to the suit-
ability of the trainers to mect training requirements

of the prospectivc partioipants.

(a) .WW - Seleotion of trainecs will
proceed on a basis mutunlly ogreed upon by directing

staff and community leadership.

(v) Training of Trajners - The period of training for
trainers could vary, depending upon selection. If

a trainer has not worked in the region previously,
he will require briofing (at least two weeks inten=
sive) prior to leaving his home country, re-briefing
onoe he has arrived in the region, and will require
also n thorough appreciation of the ocontent and
methodology to be used in the workshop.

Sxalning Norkshop
T™he workshop will be conduoted.

N LION-AD ORE FOLL0M SEECOALEY

A followsup will be conducted at predetermined intervals after
the training, to detormine the adequacy of tho training
programme, and if the objectives of the training were met,
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Follow through - oontact with individuals in the workshop
=~ will bo carried out to detormine the influonce of the
training on each individual.

10 Evaluation
Bvaluation of thc workshop will be undertaken by referring
back to the original expressions of need, to determine the -

extent to which the ncods of tho commnity (and participants)
have becn met.

It is important to notc again that the above outlines are

portions of the training programme whioh will be required as mentioned
in the soction "Intent of This Paper™.




THE TRAINING WORKSHOP

Special considerations must be taken into account when planning
a training workshop for use in a developing country. In "developed"
areas, such as North America, many workshops are planned by training
experts, promoted extensively, and conducted in a series of loocations

across the continent. Vast numbers of brochures announoing such
courses annually reach the desks ¢f exeoutives.

This kind of approach is not approprinte for developing oountries.
There ocan be little assurcnce that a "ocanned" programme will be approp-
riate to the needs of a community, or acoeptable to its people.

Sellakorative Dosign .
A oollaborative design has been used by Western Co=-operative

College in the development of a training programme for developing com-
munitios. The rosults have been proven to bo encoueaging.

This approach entails the partioipation of the user organisation
in determining noceds to be met, development of the training programme,
and evaluation of the training. It requires intordependence of the
trainer and traines, mutual agreement and willingnoss to opt out at
various stages, and continuing "grass roots" involvement. The user has
a real voice and decision with respeoct to what will be done, when, where
and by whom. The collaborative approach is reoommended for use in the
development of this training workshop.

The plannors of tho workshop must take into consideration a
number of factors which in the long run may spell the success or failure
of industrial co-operativec developmont. M. Buitron, who was quoted above
stated in a recent address “the differonces, not only from continent to
oontinent but from country to country and even region to region within
ths same country, are great and many. Thc situation of'the rural areas,
for instance, is quite different from that in the urban arcas. The
situation of countries with populations of different othnic background
is different from that of countries with relatively homogenous populations.”
He comments on economic, social, oultural and political problems that
"make the development of education in the developing oountries very




difficult, if not imposeiblc". In his address, which referred lpeoiti-
cally to educational programmes in developing countries, he stated -
"the lack of a careful adaptation of the educational programmes to the
looal conditione is, I believe, thc rcason why so many literaoy oame
paigne and adult education and community development projecte have
failed".

In order to adapt the training workshop as completely as possible
to local conditions, a collaborative approach is suggested.

When courses or activitics are planned on a'collaborative basis,
no single authority may state what will be donce Thore is need for
ocontinuing dialogue and shared planning, with very high flexibility.
Cortain factors which the trainer had not thought of may be most ime
portant to the local leader, and cortainly the opposite is true.
Throughout the proceass of planning and implementation, mtual respect
for the neods of all porticipating peoplo must remain paramount,

If the above is acocpted, it will bo self-evident that an export
cannot draw up a training programme without oonlultation with the in-
digsnous locaders. This is the foous of the propcused approaoh to the
development of regional training workshops on industrial co=operatives,

The following, acoordingly, is not a ayliabuo of training, but
rather, is a listing of suggested components which probably should be
included in the training workshops It is expeoted that at the Warsaw
Neeting, further consideration will be €ivon to content,

The workshop may melude a number of areas for study,

le To promote the understanding of oco-operatives MleWs
should oxamine:

« what a cu-operative is

= oOo=operatiw principlos, history and structure
= kinds of oco~oporatives

= types of industrial productive co=operatives
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The following section from the 1967 UNIDO report is relevant.

e

“Lypes of industrial productive co-operatives
These have boen desoribed, but for convenionce may dbriefly

be summarized at this point, using ownorship and control as
a basis of classification.

(a) oco-oporatives, thc members of which arc werkers in
a jointly owned factory or workshop;

(b) oo-operatives that exist in order to enable their
membors to make o collective contract for the hire
of their labour; possibly also providing equipment
and raw materials;

"(6) oco=oporatives, the members of which are indepondent

oraftemon (with or without paid assistants) using
their co=operative as o source of loans, for supply
of raw matorials or for marketing;

(4) oco~operatives owned by consumers of domestic or
professional goods, which produce goods for their
members' consumption;

(e¢) oco=operatives owned by farmors and fishormen, whioch -
mamufaoture the produce of their members' own farme
or fisheries in order to sell it to batter advantage
on the market,” '

To Melp participants to seo how comoporatives aro reaningful
%o people,

= a YWwisf synopsis is presonted on human bepavios:
and the nocds of man, showing how cowopcratives meet
theae needa,
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3. To study the organigation and operation of industrial co=-
operativos:

- roles of members, delogates, board, managemont and
staff arc examined.

- economic, engincering and managerial problems are

outlined.
4. To develop understanding of management, topics may include:
i - what management is

- basic elomonts of management process (planning,
controlling, organising)

= study and practico of planning technigues
= the importance of chango in today's world

« what an organisation is <= study of objectiwes,
ocomopdination, authority, responsibilisy,- job
deseriptions, span of control, umity of command,
deloegation

= what management ocontrol is
performance standards, supervision

A

e
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4
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- communication in business
.« the question of motivation
« decision-making in industey

it i

_*
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Se In rolation to a specific industry, training sessions should
incluwdo:

Objoctive and Goal — sotting in arcas such as:

= PFinance
- Marketing
= MNatorials Managument
« Purchasing
« Pacilitics
- Bervice
= Research and Development
- Mamufacturing
- @Quality Control

Bdwoation and Training

= Formal Bduocational Programmes
« Workshops
« Skill Development Training

The foregoing outlines arcas which may be included in a regional
training workshop. 'Until the docision is made, however, with respect
so who will be trained, and other questions referred to in the provious
seotion are examined, it will not be possible to forecast what the
oontent or methodology will be, specifiocally.

Probably all experts attonding the Warsaw MNoeting huave eseen
enamples wherc “"pre-planned" training programmes have been virtually
weeless in devoloping communitics, and have soen cxamplcs where pro=
grammes have met with success when indigenous people have beon imvolved
throughout the entire programme.

Training workshops must be designed to moot noeds of specifioc
groups. After the group %o be trained has been selected, the training
workshop oan be drawn up in some detail. In the group seleoted, for
szample, preventive maintenanco may v a subject of little relevance|
or it may be a major comcern. A trainer will not know the amount of
enphasis to plaos on this subject until he knows what poople are %o be
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trainod, their background, and so on. Similarly, standards of perform-
ance will not be taught the same way to unskilled illitoratos, as to
university groduatos. Setting wp of a training workshop in iteolf e
a development proocoss.

At tho time of tho Warsaw Moeting, additional information will
be presontod on most of the arcas of training referred to above, with
tho use of cudioevisual aids.

It is hoped that at thc conclusion of this maoting, oconsensus
will have boon reached in the overall approach to be recommended to
UNIDO, and sufficient training matorials doveloped to be of prectical
use tc tho trainers who will participate in the 1972 Rogional Industrial
Co=oporative Workshop in Afrioca.
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