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Thc collechve co-operahve movemmi' in our country needs

a new type of people: consaenhous dedacafed hard-werking,
honest, selfless, and sacrificial. Our work will curb anarchy,
corruption, mismanagement maladministration, and
misappropriation of funds.




INTRODUCTION -

‘This book has been writien for students and young people who may be
interested in joining or forming co-operatives.

We suggest that you do not simply read the book alone but form small groups
and work through each section carefully discussing each issue as you proceed.
If there is anything that cannot be understood; or with which you disagree
or if there are ponits about which you would like Ffurther 1nLormat10n, vie
suggest that you discuss the issue with a sympathetic teacher, parent or
friend who has some knowledge of co-operatives in terms of practise and
ideoiogy; arrange for someone from the Department of Co-operatives to come
and talk to you; visit and discuss the 1ssue amongst people who ‘are already
members of a co-operative; and throw the issue open by arranging a class
debate or discussion. The more-you know of and understand the principles,.
ideology and working practise of co-operatives,‘the more you, the movement
as a whole and the country will benefit froh your contribution. ILikewlse
teachers who are interested in using the book as a basis for class
development and discussion, should try by the inclusion of outside speakers,
debateés and visits to challenge students to think about all the aspects
relating to co-operatives :; principles, inter—personal relations, financial
nanagement, administration, the need for skills and skiil development,
within the context of the meaning of Socialism ahd Zimbabwe's struggle to
achieve a more egalitarian, more equal society.

We wish you luck and look forward to hearing how you get on.
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CO-OPERATION AND CO-OPERATIVES

s
Before we answer the question 'What is coc-oneration' let us first make sure
we know what the word means to us. So, before you turn to your dictionaries,
write down whatever meaning.s) the word 'co-operation' has for you. Compare

your definitions with those of others.

Some definitions of 'co-overation' will include:
a) working together
b) working together for a common/agreed end

c) working with a unity of purpose.

But, you might say, co-operation is a part of everyday life. I work with
others and they work with me, but we do not belong to a coroperative movement.

What is.the difference?

Tn this booklet we hope to explore some of the significance that attaches to
belonging to a co-operative, some of the principles to which you will commit
yourself if you belong to a co-operative and some of the aims to which you

will aspire at an individual, a local and national level.

A co-operative is the legal association of free and equal individuals for
social and economic gain. No member of a co-operative aims to gain at the
expense of other members. Thus everyone receives equal pay for equal work

and all decisions are made by all members of the co-operative.

In your notebooks list down what advantages you think there are in such a

system and what disadvantages. Ask yourself questions such as:

Question: a) If Tendai works harder than Shima should they both receive.
the same pay? -

b) If Mercy is stronger than Thenji should they both receive
the same pay? , ‘

c) Ve talked about ‘equal pay' but all the money - the
investment, (the capital), the profits and the losses will
be the equal responsibilityfof the members. There is no-one
in a co-operative who sits on a pool of monéy‘that they are
going to dole out at the end of every month come rain or
shine.

d) 1If your boss tells you to do something that you don't think
is fair, or that you think is wrong, can you discuss it with

him? Do you feel free to crltlclze? Would you be able to do

so in a co-operative?




“e)' ¥ a company makes a profit the’ managers or the board of
directors will decide what to do with that profit. If a
co-operative makes a profit the members will have to decide
what to do with it. If you shared this responsibility. what.
sort of things would you want to consider?

Thus a co-operative is a democratic organization. Every member is equally
free to contribute, discuss, criticize, elect or be elected to office.
People who join co-operatives believe that by working together in a -
democratic way they will .achieve more than they would as separate
individuals. '

. For example, if.you had one field which you dug with a hoe, you minhtd ,
Join with another two, three, four people in the same pos1tion and jointly
buy a plough. Then, with one big field instead of four small fields you
might have a much better crop than before.

Co~operatives differ from other business organizations in that

a) the co-operators own the means of produc ion e.g. the plough

b) they decide how they will work, when they will work and what
they will do with the profits; (remember, they will also have
to take responsibility for ‘their losses).

\




Private business organizatiOns are usually owned.by peopleswho, hncause
they have put ‘their money into the organization. employ the workers and
decide their hours and wages. They also decide what to do with the :
proflts._ The workers themselves have little oY no control over decision-
making. ' ' :

%

s

Thus a capitalist society is a society where the means of production,
e.g. the factorles and raw materials, are privately owned. Put very
simply, such a soclety 1is divided into two : the owners who invest their
money, control the way business is operated, and aim to ‘make prefits for:
themselves; and the workers who produce the goods and earn a wage but who
have no financial or social control (except through workers committees
and-trade unions). “ ‘ S

.

Co-operatives provide an alternative. Their democratic. egalitarian
prlnciples offer.financial and social equality to their members.

Let us look more closely at co-operative prlnciples.

Y







- CO-OPERATIVE PRINCIPLES
Six principles were agreéd by the International Co-operative Alliance (ICA)
in 1955. The IZA is an alliance of co-operative movements from diferent
countries, and the princirles have been accepted in both capitalist and-
socialist countries. In Zimbabwe, OCCZIM (Organization of Collective
Co-operatives in zimbabwe) and TJACU (Zentral Association of Co-operative
Unions) accept the principles, but Zimbabwe is not yet a member of the

ICA because it does not have a single national co-operative organization.
The six principles are as follows:

1. Open and voluntary‘membership.

2. Democratic control.

3. Limited interest on share capital.

L, Profits to be distributed fairly.

5. Continuing education.
é

. Co-operation amongst co-operatives.

1. Open and voluntary membershlp this means that membership of a

co-operative should be open to everyone if they want to apply to Jjoin

it. Membership of a co-operative should not be refused because some
people might want to discriminate against others on the basis of their
‘religious or political beliefs, their tribe, thelr sex or'their~racé. ‘
Memberghip must be open to all. This means that people who belong or
who decide to join the co-operative movement by becoming a member of

a particular co-operative nust believe:

a) that they can and will respect other people's oplnlons and bellefs-

b) that disagreements can be resolved through open discussion and

~ education;
c) that real equality is not based on discrimination but on mutual

‘respect.

‘In Zimbabwe, for example, co=-ops have memberé who were with both Zipra and
Zahlé; men and women try to share the burden of work equally with others;
people who are religious and people who aren't. Such co-ops are at the
forefront of the struggle agaiﬁst discrimination and predjudice. They

are trying, in a practical way, to create a more fair and equal society.




]NOhetheless,'CO-ops ofter ﬁévé*to'réstrict membership te'cértain;particﬁlar: F
areas of activity e.g. an agricultural, marketing and supply co-op will

probablyvdnly open membership to-farmers; a saw-mill co-op might (especially

when it first starts) restrict membership to people with a knowledge of
a collectlve farm will restrict

forestry and of the saw-mill business;
These

membership to the number of people or families it can accommodate.
are gemuine, necessary restrictions if the co-ops are to succeed.

Everyone plays a big role in production in collective
co-peratives and everyone smiles ofter o hard

and satisfactory days work.
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‘*ipzz"bemodratiC‘cqntrol;

thisvméans that everyone in the coeopkhas'an,équal
‘right to‘vote,.an-equal voice in all deeisions.

Do we all agreg,?

Lets vole.

.

If particular committees a:e elected to do particular work e.g. the

book-keening, the members of the committee must be elected from the

co-op members by the co-03 merbers and the committee nust be accountable

to the membership. This means that they nust keep the members informed -
of everything they do and every decision théy makey for instance, if '

they are responsible for the accounts, they must present them to the

members Tor regular approval e.g. at the end of every month.

Sometimes people elected to the. committees are elected because they
have particular experience or particular skills but they are still
responsible to fhe members and they, like the other members, only

have one vote. Being on a committee does not make ybu more equal than |

others. BEvery member of a committee has been entrusted by members

of the co-op to do a particular job on their behalf and all committee

members have a responsibility to do the job to the best of their

ability.




Timited iﬁtereSt:(if any) -on share capital; What is share capital?

Many co—operatives ask members to put money into the co-operative to
help buy tools, or land, or whatever else may be needed. This money
is called share capital. It means the member has invested in the

co-op not for personal profit but in order to help the co-operative.
In a co-op, what comes first is people, not the money that each member
may have put into it. Tor example, if a security guard co-op obtains

enough share capital from its members to be able to buy uniforms,

whistles and valkie-talkies (so they can alert one another in case of
danger), it will be much more likely' to be successful and to earn more
money for its members than it would if it had none of that equipment.

Chare capital should be used to benefit every member.

Cutsiders - that 1s non—membere - cannct have shares in ayco-op, in

a nrivate business they can. People who buy shares in a comgggx do so’
only in order to earn interest on their money, so as to make a financial
gain. Members contributing to a co-op do so in order to strengthen

the organization and ensure its future success.

We have always had some form of co-opcraﬂon
during our history. The whole community working
in a field or buzldmg the home of a fellow
community member for example. The fathers of our
forefathers, we are told, made fulluse of our
countrys land.
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Profits to be distributed fairly:

;No“member;of a co~operative should

earn something or make a profit at the expense of any other member,

i.e. nobody in a co-op should exploit anyone else.

If the co-dperative

makes a profit, the members may, for instance, decidé to use the profit

for:

-

a whole.

capital investment in buying something that will help the co-op as
For example, a building co-op might decide to buy a

concrete-mixer to-make their production more efficient;

they have made;
savihg;

the provision of a common service such as a small clinic or school;

fair disﬁribution among the members, according to the contribution

for example, if an agricultural co-op decides it needs a

tractor and has made a profit but one which is not enough to buy

the tractor, it may decide to put some money aside in a bank or
post offlce that will go toxards the purchase of the tractor in ‘the A

future
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If the co-op members are sensible and if they think about the future of
. the co-op as a whole, they will probably decide to do not just one thing
but a combination of different things. :




ggeqtion- If you were the chairperson of a small sewing co-op with ten
members, four sewing machines, eight tables and eighteen dependents

(children) and your co-op had made a small profit of g675, how would you suggeot
(to the members) the money could be used? '

Remember that every member of the co-op must feel (and be) treated fairly
and that your suggestions must be made in a way that everyone can under-
stand what your proposal is so that their,vbte is meaningful; You will
be in danger of exploiting others if‘you wrap yoﬁr‘proposal in words and
figures that cannot be understood. ‘ '
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COntinuinngdﬁcation:: this principle states that all co-operatives

should make provision for the continuing education of their members ,
employees (if any) and the general public. Remember that education
is something that must be shared with others - knowledge in a co=-op

is not something to be personally owned to the advantage of one person

and the disadvantage of others.

Fducation within a co-op might be pro#ided in any or all o the

Following ways:

a) training in technical skills;

b) training in business skills - this is very important i people are
going to participate in-.and understand co-operative management .
All members of every co-op sﬁould'be helped to easily understand
pro’it and loss, how to priée their labour, their services, their
goods, and how to read the book-keeper's figures at the end orf '
every month to ensure they are accurate;

¢) training in literacy and numeracy;

d) traininz in co-onerative princirles and practice;

e) 1in the provision of a teacher or a school for the children of the
co=-operators;

f) learning aboui the economics, politics, history and culture of the

Qounpry.
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Some of this education may be done formally (with teachers and classes or
by sending people on short courses), some of it may be done informally
through discussion, explanation and practice.

Question: Suppose that you were a nember of the co-op education committee
- given the responsibility of planning an education programme. You are a
nember of a sign-writing co-op in Seke and there are nine otﬁer members
- of the co-0p. You and the Chairperson eéch have five '0' levels. Yours
are in English, maths, history, geography and métal-wdrk. The Chairperson's
are the same except that she has an '0' level in science instead of metal-
work. The oldest member of the co-op has Tive years expefience of the
sign-writing business and knows more about it than anybody but he left
school alfter Grade 6. The book-keeper has an 'O',level in maths and some
73¢ subjects. One member is literate in Shona and Ndebele but not in
English and is an artist. Tour members left school after ZJC.

k’a.me : §
C/person Ed Com B/keeper Member  Member ‘ Other members
50 5'c 170" Sign-writing Artist ALY
\ KA Lo experience ILiterate
Grade 6 in shona,
' ‘ Ndebele

In a good week you are all busy all the time and can earn 240 ~ 960 a day. ’

In a bad week there will only be work for three or “our people. Bveryone

has families so no-one likes staying too late in the evening Jor study.

How would you organize a training programme? Ask yourself who can teach
useful things to others? 'hat are the most important skills that the

co-op should have? Are there any short courses anywhere that would be

useful to you? How much do they cost? Vhat are the areas of training

that would most benefit the co-op as a whole? If one bgfson went away on

a short course would the co-op be able to afford i1t? What other questions

would you ask?




.may be; in democracy, which means the full participation of every member;

profits.

all the time?

First decide on vhat kind of co~op you belong to. Then decide how many
members there are, including the very old and the very young. Thirdly, make
a list of all the jobs that have to be done - work in the co-op business,
cooking, cleaning, washing of clothes, book-keeping, meetings, letter-wrltlng,
child-care, etc. ‘ ’

~

6. Co;qperation amongst co-ojerativesiflocally,and ihternaiionally: , <7

As you will discover as you read through this booklet, there are many
different kinds of co-operative - Producer,‘Skills, Consumer, Marketing
and Supply, etc. - and it is important that co-operative members, no
matter to what kind of co-operative they belong, recognize that they are
united by the six principles and that they should co-operate with each
other and not work against each other. In Zimbabvwe, co-ops may be
members of OCCZIM or CACU, and as members they are entitled to send ,
delegates to the Annual General Meetings to elect the Executive Committee
and decide on what they want them to do for the movement as a vholef

rom the above six principles it can clearly be seen that anyone who wishes
to join a co-op must believe, above all, in the principles of equality, no

matter what the sex, race, tribe, education or pplitics of the other members

and in the fair sharing of respon81b111t1es work, education, problems and

Question: Imagine that you are a member of a co=-op which has some elderly
men and women, some young strong men, some experienced middle-aged people,

a few pregnant women and some children. Not everyone is going to be able to
do the eame kind of work-anq not everyone is going to be able to do as much
work as everyone else although everyone will work equally hard aceording to
their work cenacity. How will you ensure that the distribution of work ic
fair and that there is a system so that no-one has to do the unpopular jobs

; ’ “
Work out your plan ih detall and then exchange it with someone of the opposite ™~
sex and, if possible, of a different age=-group, to read through and comment

upon. Discuss the comments in detail and look at both the comments and your

plan in terms of the princlples of equality, democracy, justice, the sharlng

of skill and knowledge, etc.

Now let us turn to look at the different kinds of co-ops that can cxist. ’

13




DIFFERENT CO-OPERATIVE FORMATIONS
There are severél different kinds ;f qo-op%

a) producer co=-ops
'b) skills co-ops
¢) marketing and supply co-ops

d) consumer co-ops

a) Producer co=-ops

Producer co-ops are those which make oi grow things to sell: an
‘agricultural co-op‘growingjmaize dnd'soya.beans; a carpentfy co-0p
méking|furniture; a craft co-op making jewellery and baskets;fa seving
co~-op making school uniforms; a market gardening co-op growing * - ’
vegetables and fruit, etec..

~

The co-op members will collectively own tools of their labour which
they may have bought with a loan, with their savings or with the profits

they have made.

. 14




: Sometimes, . particularly in agricultural collective co-opé:which are Just
starting. members may also share accommodation, domestic work, care of
children, etc.

. When the co-operatlve is successful, the members may decide to build
family homes for the members, although they may also choose to have

/

communal cooklng and eating rooms.

In urban areas it is less common for the members of a producer co-op to
 live together as a collective although they may decide that it is cheaper
and more efficient (say with transport) to do this'. Producer éo-ops in
urban areas may have a creche or a play area on the premises, and a dining

s

room which they all can share.

Question: If you wefe‘a'member of a small co-op in a large urban area
what sort of facilities would you like the co-op to try to provide?
Estimate how much these might cost and then you will have an idea of how much
profit your co-op would need to make before they could be provided. Remember
some'members‘of the co-op may be single parents, eomevmay have a long way

to travel etc. - .

VYhat would be the advantagee and disadvantages of living as a collective?
Make two separate lists and then discuss it with a colleague. Try to reach

a decision about vhat vould be the best thing to do.

At a co-operative
it is easy: .
we live together B
WOrk‘l'ogel'her N
produce together
“gell together
buy together
and eat together.

It is easy:
We are one family
~we are nof ex p_lo‘ufers.

15




f.

b) Skills Co-ops

Such co-ops are very like broducef'co-pps. The members will be
employing themselves rather than\being employed by someone else.
However, members of skills Co=-0Dps will not be selling finished goods
é such as shoes, chairs or baskets; they will be selling their own

: skills.

You might have a building co-dp, a house-painting co-op, a Sign-
writing co-op, a security guard co-op, a house~help co-op, a laundry

co-op, a welding co-op, etc.

Members of skills co-ops must know how much to charge for their
service; they must be able to estimate how long a job will take and
they must try to provide a better service than anyone else, otherwise

there will be no work for them to do.

| o

16




: ggestiégs Suppose you are’ a member 5f'algene£al repair co-op (i.e. your
CO~0p mends doors, chairs, windows. roofs, eﬁc;) and you know that you
could a) find ﬁork in Highfields (Harare) to last at least one year at
#10 a day;-tb)bfind work in Pumula (Bulawayo) for approximately 25 days -
not all at oﬁce but with two days here and there - at ¥25 a‘day. Which
would you choose? | |

Estimate the income
Consider which community most needs your service
' Consider the co-operative principles

Make a decision.

How much will we- need

best
How can we Des +o earn fo Supor } ourselves]

help the Communi

ty?

2 7
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Ce/d) Marketing éﬁd75ﬁpﬁly;'and Consumer Co-ops

Members of these co-ops do not live together as a collective, nor

do they produce together as a team; they join these co-ops in order
that they can share éérvices such as transport, storage, bulk purchase
and bulk sale, and accounting. Thus members of these\co-ops will

usually employ a manager (and other staff) who will organize these
services on their behalf. Thesa.professional staff will be responsible
éw to the ﬁanagement committee, and through it, to the memberé. They

i' vill have to do the jobs that are outlined Tor them by the ﬁanagement
committee and they will have to report regularly to the management
committee. They will not necessarily be members of the co~op them-
selves, -but they will receive a salary from the CO=0p 4

;s‘dj\i MARKE TING
7Q\ ,
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CO-OPERATIVE ORGANISATION IN ZIMBABWE :

All co-operatives must be reglstered by the government 8 Department of
Co-operatlve§Development, and, depending on the nature Qf their activities,
they may then join either OCCZIM or CACU. ’

The collective co;operatives in OCCZIM represent a wide range of business
activities, 1nclud1ng farming, mlnlng, industrial production, supermarkets,
craft production and construction. The members of these co~ops do not
necessarlly live together but they vwork together - hence the name
‘collectlve . The member co-ops are called primary societies as they are

the first level of the organization. OCCZIM is planning the development

of secondary societies, which will be unions of primary societies\- perhaps
grouped on a geographical basis - to share facilities and exchange information.
The central structure of OCCZIM would then be the tertiary (third) level

of the organiZation. |

CACU represents unions of co-operatives which are made up of individual

farming enterprises. These farmers work as 1nd1v1dual producers, but they

- Jjoin a co-operative in order to take advantage of JOlnt input-purchase and

produce-marketing facilities. They are not collectives, like the OCCZIM

co~operatives; they are usually called marketing and supply co-ops.

-
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HOW IS A CO-OPERATIVE MANAGED ?

RIS v e

This will very much depend on the kind of co-op it is, the size of the
co-op, and vhether or not the.members live together»as a collective.

All co-ops, though, will have an elected management or executive committee
vhich is accountable to the general membership. This committee vwill be
given responsibility by the members to make sure that the affairs of the
co-op are in order and that everthing runs smoothly; it will be responsible

" for negotiating bank loans, dealing with the Department of Co-operatives,

liaising with other co-ops, co-op agenéieq and the neighbouring community.
A co-op should hold elections every year to choose the management ]

‘committee, which in turn may appoint sub-committees each headed by a

management committee member. Alternatively, the general membership may
elect all the members of the various committees. Whichever system is used,
the membership must be free to criticize anyone elected or appointed in this

way.

If the people on the committees and sub-committees are doing their job ‘
well (that is, being efficient in their duties and providing regular reports =
and explanations to the management committee and members ), then they will
probably be re-elected or re-app01nted~’1f not, then\the,management committee
or members have the chance to replace tﬁem with someone who will do the Job
better.

Vhat sort of sub-committees will a co-op need to have? This will depend
on the business the co-op is engaged in, but the following are examples:

5) Tinance: This committee will prepare the budget. Tt will estimate

‘' how much the raw materials are going to cost ( 'in an agricultural co-op
these wou1d>bé>the seeds, fbrtilizer and the pesticides; in a shoe-
making co-op the leather, the yarn, the dye and the laces); how much
the overheads are going to cost (e.g. electricity, petrol, rent); how
much money the co-op has, how much it is likely to get when they sell
their goods; and whether the co-op will need a grant or a loan to pay
expe;ses until sales income is received. If the project is agreed by ‘
the members, the committee will do the monthlyvbook-keeping, write the
invoices and receipts, deposit and withdraw money from the bank, and.
prepare a financial report at the end of every month for the co-op

members to see.

20 -




b) Production: This committee will draw up a plan showing what jobs have
to be done and vhen. They will allocate different tasks to different
menbers of the co~-op according to their skills and abilities, and they
will give people production targets or objectives. For example, if they
are a printing co-op they will know that the client wants a book on a

~certain date. ¥First of all they must work out a schedule to make sure
they can fulfil that requirement and, if théy say they can, then théy‘
know they must keep to their part o7 {Le agreement, otherwise they

will lose money or lose the contract. 'So the committee will work out
a schedule. It might look like this:

Book in Book in Book in
lithography plate- machine- printing printing
department making room
‘Day| 1 2 3 4 5 6 7 8 9 |
Collating Binding Prinming Dispatch
pay | 10 11 12 13 14 15 ‘ 16 - 17 S

They will tell all the members of the co-op in the different departments E
when they should expect the book and when they must finish their job ‘

on it.

21.




"If a co—operative is gning to make‘proflts for the members, it must work“
efficiently and fairly, and thls requlres good productlon planning. In |
a country like Zimbabwe, where capitalist firms are competing in most
‘sectors of the economy, co-operatives cannot afford to 11ve from day to
day without a proper plan. ’ ' ‘

Question: If you were a member .of- the production committee in an

agricultural collective co-op and you were working out a plan for your wheat
crop, when would you. buy_the seed, plant the seed, tlll;the fields, transplant
the éeedlings, irrigate, weed, harvést, bag,,delivér? How much wheat are you
groving? How many acres have you,gof? How many co-op members are there?

How many of those are women and how many are meﬁ? Imagine your co-op in
detail (take other jobs into consideration) and set out your work plan on

& chart to show when the vérious tasks will be done, how long they will

take, how many people will they involve, etc. |

!

‘We neither own factories

~ nor big machines.

Our hearts and souls,

Our strength and defermination,
- These are our weapons
S And armed with these
We enter into producﬂon 4
o ~ to fight hunger, poverty, iqnoranee
- disease and destitution.
S And quided by the spirit of unity .
2 ' and togetherness

We shall overcome’ | -

¥
I
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 AGRICULTURAL ‘\M,:éx PLAN 1 1986-87 ', -

for detailed discqssidn at Co-op. Planning meeting~ July 15.

CROP = MAILE

DUTIES ASSIGNED TO:

'Diq in manure and férﬂlizer

Early dry planting (Yields'1and 2)

Main planting ( Yields 3-8)

Early weeding (vields Tand 2.
Buy chemical spray for borers

Top d}essing

Weeding
Spray for borers

Harvasting
Plpugh?ng - '
Placing fertilizer and Seed orders

Plougha‘ng |
Marketing

~ Collecting fertitizer and seed

Repair fences, irrigation canals

and equipmenf-

N
[+



'c)(.Marketiggs In a pfoducer’cqrop, this committee will compare the price ' e
of{its goods, say'shoes, with other shoes on the market to make sure
the prices are competitive and that the shoes will sell. They will
find outlets. i.e. shops and stalls, who will buy the shoes. They will
arrange disfribution,-transport; packaging and negotiate deiivery dates.
If the co-op is a skills co-op, the marketing committee will make sure - ]
that people know where to find them, know what service they provide | -@f
and at what prices, and keep a job diary, etc. -

Both co-ops may decide to advertise. If they do, theﬁ‘the maxrketing
committee will be responsible for finding out the best way of doing so.

-

Question: Imagine that you are a member of a ten-member shoe-making
co-op and that you each would like to earn‘ﬁloo per month.

Find out the cost ol a pair of men's shoes.

i‘hat +111 be the cost of your materials?

Wwhat will be the cost of your overheads e.g. rent, electrlcity,
water’ ’

How many pairs of shoes will you have to make each month?

If you price your shoes at the same prlce as the other shoes
why will people decide to buy yours? _

Are they better made? ill they last longer? Are they more

Fashionable, etc.?

mguipped with all this information you are now going to work out a
marketing strategy. How will you do it? Remember that the time you
spend doing this will be time you don't spend making shoes - so it
must be a strategy that will work, otherwise the co-op will lose all
round. ' ‘ e ‘ ‘

which shops will you go to?

17ill you offer them a discount?

¥ill you sell to two or three big shops or to fifteen small shops?

¥ill you advertise? ‘How much will it cost? -
Where will you advertise to reach the people that will buy your

shoes?

Where is your competition?

Discuss your strategy with a colleague. Compare ideas as salesmen and

customers.

oh







d) Eduﬁatlon: 'Tﬁié committee will organize education programmes for the
membels and their chlldren; it may run its own literacy classes and

have a creche for small children, and will Llnd out what pa0111t1es are
available for those who have need of a partlcular education.and skllls-

tralnlrg.

Remember, the more experience and,uhderstanding'a person has, the more
likely they are to do the job well, and this will benefit the whole co-op.
It does not make sense to- have new people on the committees every year

as they will oTten have to start from the bezinning again.

On the other hand, the sharing oflskills and knowledge is a principle

07 co-operative activity. If cdmmittee or sub~committee members do

not take the time to explain things to others and pass on their skills,

and do not participate in the general day-to~day business of the CO=0p
becayse they think they are 'special', then the members should seriously -
consider if there is anyone who will act more responsibly and co-operatively
in those‘positions.l |

Question: Consider these alternatives:

i) A book-keeper (elected nenber of the finance committee) who works
very-carefully and throughly but very slowly. This means that she
genuinely does not have time to take part in the other work. The
CoO=~0p will; therefore; produce a bit less unless other peoplé work
harder. However, the book-keeper alwvays takes time to explain the
books to people vho do not understand Cigures and she teaches book~
keeping on two evenings a week to the‘other co=-op menbers.

ii) A book-keeper (elected member of theifinance‘commiftee) who is very
quick and efficient. This means he has time to help with tﬁe‘other
work and the co-op produces a bit more.v However, the book-keeper ,
then complains that he ig\doing two jobs, is too.tired in the evenings
to. give lessons. Moreover, because this book—keeper is good and |
quick with figures he gets very ‘impatient ﬁhen people do not
undefstahd. This ‘means that only half the members know what is
going on.

Both book-keepers are honest. Which one would y6u choose for your

! SR

co=op? : "

P
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Now we have had a look at:.
a) co-operative principles; can you remember how many there were?
Can you remember what they were? Some of them may seem more

important to your own situation or thinking than others, can you
list them in .order of importance to you?

b) Can you name the different kinds of co-operatives? Can you write
a brief descript{on Bf each different kind of co-op?~ If you wanted
to join or form a co-operative, which kind would you choose to
belong to? Vhy? ' - —

¢) the management structure of co-operatives; how does this work in
producer or skills co-operatives? How does it work in marketing,
supply or consumer co-operatives? Are there any co-operatives in
your own area? Have you visited them? If you vere to visit them

what sort of‘questioﬁs would you want to ask the members?

Perhaps jou feel that you would 1like to join a co-operative. You might be
someone who has not been able to find a job, or you might have worked for

a small company that has had to close down, or you mightxbe a member of a

community that has to rély on other commercial organizations to buy, transport

and re-sell your goods for you. WFhat wou.u ve some of the things you would
have to think about before you formed a co-operative? Let us take each

potential new member wf the co-operative movement in turn.

a) Somebody who is not able to find a job - vhat should they consider?

i) What skills have they?
i1) Vhat experience have they? , ’ ,

Suppose the answer to the first is a little book-keeping and some woodwork,
and suppose rather than be unemployed, it seems a géod idea to fTorm a small
woodvork co-op, what sort of questions need to be ansvered, what areas

researched before the co-op is formed?

‘1) Vhat skills would be essential in this co-op? Woodwork skills,
book-keeping skills, marketing skills; what else?
ii) How many members should the co-op have?
1ii) should they be male and female?

e R A AT A R S
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' lhave ¢

How many members shall
we havé w our ‘CO-’OP-?

O A

Who LM“ we} boe
corapeting yith 2

How u\l\: we
Wheee' it e
equipment?

ace oor \absur ?

wWhere Wil we werk ?
Will we need to renf
N
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iv) IF you are going to make thlngs to sells

a) what sort of things?

'b) hov do you know that there is a market for these articles?

¢) who will you be competing with?

d) how much do their articles cost?

“e) will you be able to make your goods for the same price?

£) how will you price your labour?

g) vhere will you get your tools?

h) where will you‘work?f

i) will you need to ren’c,'spa.ce‘>

j) are the other members of the co-op going to be able to put
in some money to buy the tools you need?

k) how much money are you going to need?

v) If, rather than making and selling products, you are going to do
sub=-contract work Tor building firms, you will have to ask

yourselve some of the same questions:

a) what experience do you have?
b) vhere will you find your jobs?
c) will you need to advertise?

d) will you need a telphone?

e) who will you competing with?
“f) how will you price your labour?

Y

g) wvhere will you get your tools? ete.
Once you have got a group of people together, what will be &our next step?

mirst, you must be quite clear why you want to ‘form a,co-0perative and not
a small business. You must discuss tue co-operative principles thoroughly
together to make sire that you will all rant to work democratically and
equally. - ' ' i

Second, you must decide who is going to be responsible for what, and you

must discuss your proposals with the Department of Co-operative Development

.- 8o that you can register your co-op.

. They will want to know that you have-considere& everything very carefully;

vhat money (capital) you will need to start; your potential market (who

is going to need your goods or services); where you are going to work

from, etc.

30 .
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The Department of Co-operative Development runs'yré-registration‘training
courses to help you think through all the difficulties you might encounter

and to help you plan for the future., Remember that the members of a co-op

are responsible to each other; you will(work'to TUn your co=-op successfulLy - 7 

so that you can all benefit and no-one will do so at the expense of anyone

else. y

31
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b) ‘Qgestion:; Now, suppose you had been a worker in a small factoiy or

company that had to close down and you, with a few other workers, wanted

to try to ran the business as a co~op. What sort of thlngs would you
have to consider? You would, of course, have to ask yourselves:

1)

11)

Why did the business/factory close down?

a)
b)
c)
d)
e)
£)

g)
h)

1)

Was it not able to obtain raw materials°

Did it need new machinery?

Did it run out of investment capital?

Were the goods it made too exmensive? Why?

Yere fhere»too many or too few workers?

#ho were your competitors? |

Was someone dishonest?

Were the transport costs, the rent the wages, etc. too hwh’P
Were you trying to make too many or too few goods?

When you thipk you have the ansvers to_these (and other) questions

you will have to ask yourselves why you think you can succeed when

the previous management failed. You will have to considers

a)

b)

e)
d)

What yon are going to make. S z
How- mgny»members you will have.

Vhat new capital you will need.
Where you will obtain it - from members?

from albank loan?
rom both?
What the basic wvage will be. .
Uhat you will pay it from (at first).
will all the members have to do without any wages to start with?
Who is going to be responsible for vhat? '
And, of course, how will you run as a co-op?
Will you run meetings in work-time? Run meetings in the lunch-
hour or after work? How many committees will you need énd vhat

will they be responsible for?

Again, before you register your co-op you will have to go to the
pepartment of Co-operative vevelopment to discuss your idea and

again, you will have to be very sure why you think you, as a

co-operative, can succeed where the previous management has failed.
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Finally, let us look at our third examéle, that of somebody who perhaps .
lives in a rural area and who depends on a middle-man to buy his/her
goods, transport them to town and resell them. You may think that the
middle-man Sells the goods. for three or four tlimes as much as he buys
them from you. What will you do? How will a Marketing and Supply or a

Consumer Co-op help you?

Tirst of all you will look around your area to see who else is in the
same position. There may be many small Tarmers, tailors, craftsmen and
women who are in the same position, so you would cali a'meeting to look
at your situation. IF you all decided to form a co-operative you might
£ind that you coulds | |

i) pool your resources -~ transport, for instance; .
11) pay a subscription fee from which you, yourselves, could employ
a manger to handle the sale of your goods for you;
ii11) or you might decide to rent, build or buy ybu: own small shop
from vhich all your gobds could be sold:

iv) and you might decidé to buy all your inputs in bulk so that you
could buy them more cheaply. ’

B!



VWhatever vas decided, you +ould have to make sure that everyone vas agreed, . ok

l that nobody was out to exploit anydné~else, tgat a management or executive o

comnittee was elected from the membership to take on the month-to-month

e and week-to-week responsibility of the organization, and that evéryone vas e
keptvfully informed; A

i ‘ ¢

; Remember that the more carefully planned a co-op is; the more likely it is

to be successful.




~ WHAT DO WE MEAN BY A SUCCESSFUL CO-OPERATIVE?

A successful co-operative brings tozether people who have a common need or

problem that they want to solve together, or who want to breate nroductive
employment for themselves. Tor instance, moét small Ffarmers cannot, on their
own, afford to hire or buy a truck to transport theip goods to market; or to
bring in their fertilizer, etc. Nor can they individually raise a loan from
a bank. But if they comevtogether and form a co-operative, they can then
ool their resources, their ideas, and their skills which will help them to
overcome the problem and unite them as a group (which will be much sﬁronger
than if they were working as individuals against, or in comnetition with;
_gach other) at a cost which they will all be able to afford. - -

YCS, uorkmj

We should scvé our profits) |
‘an A by« plovn pA i |

A group of unemployed schooi—leavers or ex-combatants cannot, as individuals,
afford to buy the tools needed to set up a producer or skills co-op, or'a

1 small farm etc., but if they pool their resources and their skills, they will
be able to achieve, as a group, what no member could do individually. They

- - | | 35
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~will also be able to provide themselves with. jobs instead of waiting for other

people to employ them.

WOrkers often need small loans to help them with school fees, school uniforms,

" house repairs, wedding expenses, burial expenses, etc. Many of them will not

have bank accounts and some banks are not happy about lending many small sums

of money - besides; the interest rates are often high. There is, however, a

solution to this problem if the workers come together to form what is called

a credit union or a savings and credit co-operative. 1n such a co-operative

- workers will put some money each month into the credit union and these savings

may be put into a bank account where they will gain interest,. Then vhen a
vorker wants to borrow money he can borrovilt from the credit union A credit
union is like & workeérs' co-operative bank. (Remember that the person the
workers elect to be their book-keerer/accountant must be reliable and honest
and that the workers must make regular savings payments otherwise there will

be no maney to lend and the credit.union‘will\collapse).

For co-ops to be successful, the members must believe in (and practise)
democracy, equality, in sharing their skills and knowledge with others, in
hard work, in good manasement, in self-reliance, in honesty and in unity.

Remember, if one co=op member is lazy, dishonest, dictatorial or inefficient,

'he can destroy the whole co-op.

What can co-operatives do for the individuals, for their community and for

their country?

" A1l members vho belong to a co-operative of vhatever éind need to commit

themselves to equality, Jjustice, democracy and co-operation. “‘Being a member
of a co-op means that you are willing to put these principles into practice
in your everyday life. '

I, hovever, you become a member ot a nroduction, - service or retail collective

co-operative:

,a> You have the right to expect that you will be treated fairly and without

discrimination, no matter what your age, sex, face, religion or political
convictions, provided you treat others likevise.
b) Vhatever work you do within the co—oP you should know that your work is
as impertant to the success of the co-op as the work of any other member.
c) You have a say in every decision that the co-operative takes, either
V‘directly, through your monthly membership meetings, or indirectly, on a

‘ day-to-day basis through the chalrmerson, nroduction manager and other

36




co-op officials yourhave elected. ‘
d). You should always have the chance to say what you think.
e) You know that whatever profits are made will be used in your long-term

and short-term interest.

Tou know that whatever the co-op decides to make or do, it‘will aim not to

e
iy
~

exploit others. o o
g) You know that vhatever Tormal education you may dr may not havé, you should
- not be excluded from decision-making or be treated unequally, and that
other members of the co=-op will be concerned to improve your understanding
and develop your jtechnical skills in order that you can participate in the

production, decisions and development of the co-op.

\




" If you are a member of a Marketing and Supply or a Consumer Co=op you Know
‘that: - '

5 . : {
&_f a) your co-op will get the fairest price for your goods
b) you will aim te buy necessary commodities at the fairest price'your_
co=-0p can arrange ‘

c) fhé services, e.g. transport or accounting, will be provided at a more
reasonable and affordable rate than if you had to arrange for their
services yourself.

'The soéiety we live in has not always committed itself to-these principles
and even today has maintained many ﬁractices which'continue to be unequal,
, anti-democratic, unjust and lacking in effective co-operation. Many | 3
N ~ would say that the way we do things at this time in our history is because £
of our capitalist economy. That until we change this exploitative economic Yg
system, we can never hope to achiéve widespread Justice, democracy and |
eqqality among all our citizénq.' Many previously unemﬁloyed people say
| that the formation of co-operative economic units is an essential first
step in rebuilding a new society and transforming exploitative capitalist
work-places into work-places which can eventuallyyserve all the basic
needs of all of us.' (Quotation from a co-operator in Vanguard, the
magazine of the collective co-0p mbvemgnt).
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Collectives cannat and should not struggle ailone.
We require the suppor’r of all forces, all those who

support the idea of co-operation and economic
transformation. We need Fnends +o fhrow their

wa:'gh?' behind us.

~r
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- APPENDIX

-

What is required from a group before it is registered/7s a co=-operative

society?

a) When a group has decided that it wants to form a co-operative society,

b)

£)

g)

h)

it must get in touch with the local officers of the Department of
Co-operative Development, tell them of its intentions and seek advice.

The Department staff will ask the group to show why it wants to form a

co-operative.

The group will be asked to show how it is going to finance the

co-operative society.

'The group should show that -it understands and agrees with the

co-operative principles.

The group should show that it understands co-operative management as

compared with the management of a private company and a state enterprise.

The group will be asked to show that its co-operative is going to ce

a viable business.
The group will be asked to show how it will choose its leaders.
The group will be asked to show how it will run its meetings.

The group will need to learn what a balance sheet is,_whaﬁ a profit and

loss account is, what a budget is, vhat business records are, what

planning is, and how it will manage its money and loans.
The group will need to know the difference between a loan and a grant.

The group will be asked to show how it will manage the society as a

whole.
The group will be asked to show how it will keep its books and records.

The group will bé asked to show the difference between the functions of

the members and those of the management committee.




2

!n) The_group will be asked to‘shdw what the by~laws are and ﬁhat the
co~operative law is, as well as being_familiar with the law of the

economic sector it will operate in.
i =~ ®

0) If the group knows and understands these things, the Department
- officials will probably recommend to the Provincial Co-operative
Officer (PGO) that it be registered as a co-operative society.
If the group is not sufficiently familiar with these things, then
a pre-reglstration learning programme and fea51b111ty study will
be embarked upon with the officials of the Department leading the
education and training and giving the necessary advice. This will
continue until such time that the group shows that it has grasped
the basics of co-operation and business management, and is ready
$ to be registered as a co-operative business that has a very good

chance of béing viable. -

D) for registration purposes the group is asked to £ill in an application
vorm given to it by the local officials of the Department of

Co-operative Development.

q) 1If the PCO is satisfied that the group w111 make a viable co-operative
he sends his recommendations and the group's application form to the
‘Registrar of Co-operatives. The Registrar reviews the application
and the relevant documents concerning the proposal; 1if he is satisfied
that the group will make a viable society, then it is registered. If |
he is not satisfied, it will not be registered, and he will say why.

If the group is refused registration, it has the right to appeal to

the Minister responsible within 91 days.

One of the most important documents the group has to produce is its own
constitution, the by-laws. In the by-laws the group can have whatever

it wants, but sixteen items are expected by law to be contained as well./
These items are:

a) Name of the co-operative society.

b) Régistered address.

c) ObJects for which the society was established.

d) Purpose for which the funds may be used.

41
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’k)

1)

S

»Qnalifications for membership, the terms of admlsslan of members
~ and the method of election.

Nature and extent of the liability of members.
The payment, if any, to bejmade to members who leave the co-op.
Transfer of the share or interest of members. . /

Manner of ralsing funds, includlng the maximum rate of interest on
deposits and share capltal. '

-

The maximum share of the capital of the co-operatlve which may be
held by one member.

General meetjngs and the procedure and powers of such meetings.

Appointment,‘suspensionﬁepd~removal of}members of the management
committee and tﬁe=powers”3nd duties of the management committee and

officers;
The. consequences. if any, of failure to pay any money due on loans,
or the dlsposal of proflts.

The name of the offlcer or offfﬁerSwauthorized to sign documents
on behalf of a registered society.

If the objects ef the registered society include the creation of

' funds to be lent to members, additional by-laws should be made on

the following matters:

The occupation and residence of the members.
. N ,
The conditions on which the loans may be made to_members inclpding ,
i) the rate of interest '

1i) ‘the maximum amount which mey be lent to a member.

-

Remember - there is no need to hurry intd forming a co-operative. A
co-operative is a business undertaking; therefore everything has to be
done carefully in a planned manner, and members must understand how they

‘can make the business run successtIly as. a co—operative and for the good[

of each member s welfare
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‘We have nothing to lose buf our
[poverty, our ignorance, our l-mnger our

suffering.
We have a brlqM future 4o win,

Forward with Co-operative unity
- Forward with the unity of i progressive forces

Forward to Socialism® o



Profit

loss

Democracy

Means of
nroduction

Capitalism

Egalitarian

¥

‘Accountaﬁle

GLOSSARY

k4
to make money in something. For example, if you bought a
bottle of jam for 20 cents and sold it for 40 cents you
would have made a profit.. But, if you made the jam and the

fruit and sugar cost you ten cents, the bottle seven cents

and the label three cents, you would (if you depended on
selling jam to live) have to charge something for your
time, your labour.

What do you think is a failr profit? Are there times when
people do charge more or charge less? What happens if

people cannot a’ford to pay for an item?

a loss is something which happens when an article is sold

for less than it cost to make or grow.

the belief that everyone has the right to vote i.e. the

right to take part in decisions that affect‘his or her
welfare. As everyone cannot vote on every decision,
govérnments, counciis; committees are elected by people

to make decisions for them. Before they are elected, they
must\carefully explain to the people what they will do if
they are elected into government, onto a committee, etc.
Only when people really understand what they are voting
for and what they are voting against andonLy when they
know they can trust the elected leaders to do what they
promised, is there real democracy. '

»

these are the tools that are used which enable workers to':

“make or grow things. If you own the 'means of production'

you will have %ore control over your life (autonomy) than
if you don't.

is that Torm of society where the 'means of oroduction'
are not owned by government, nor by co-operatives, but by
private business organizations.

somethins that is done on the principle that it is equal
and fTair.

4o be resvonsible tc others fur your actions; to be able

to show others why and hov you have done something on their




N\

Share Capital

Interest

»

Investment

Competitor

’

Delegate

A-delegéte

Negotiate

to own a part (a share) in something because you have put

somethlng - money or labour - -into it.

the profit or the money that is made by money. For example .
if you put ﬂlO into a savings account at the post-office

or the bank and leave it there for a year, at the end of

the year it will be worth #10, IOcents- #100 would be worth
$110 and so on.

this means to put money into something which will make more

‘money or earn you interest. If you invest £100 in a new

business and it is successful then at the end of the year
it will be worth more; if it is not successful, it will be

worth less.

this is someone who is competing with you if it is in.a

gane and you will be competing to win; 3if it is another
company or organization of the same kind you will be
competing for the same market/the same people.

Two companiés both making leather sandals will be competing
with each other ; the one who makes the most profit will do
50 because the sandals look hicer, are stronger, are cheaper,

or more accessible i.e. they are in more shops, etc.

to commit authority to a person or persons to represent

a dommunity at council comnittee meetings, etc.

is a person entrusted by members of a community to represent
their movement/organ1aatlon at council, executive, or annual

general meetings, ete.

to deal successfully in order to obtain favouraple agreements
and value for money. For example: a sewing co-operative

is in need of a regular trading outlet. A local school
requires a continnal supply of well-made, 'reasonably priced
uniforms. The éewing co-op and the school negotiate a
contract whereby the co-op becomes the sole supplier of
uniforms to the school,‘therefore establishing a regular

trade, in return for consistent supplies ‘of good quality,

competively priced merchandize.

is the art of planning ideas/movements to encourage positive

* sales. This would involve research into advertising,

transport, distribution, ete. SN
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is the management of money. : .

is a fundamental rule for pe0p1e/organizations/co—operativés

to be guided by.
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Organizations with ‘an interest in Co-operatives

and Co-operative development

‘

Department of Co-operative Development,
Ministry of Iands, Agriculture and Rural Resettlement,
Box 8158, Causevay, o '

Harare.

Central Association of Co-operati;é Unions (CACU)
205 Debmar House; Torbes Avenue, ‘
Box 8450, Causeway,

Harare.

Crganization of Collective Co-operatives in Zimbabwe (OCCZIM)
Rooms 102/103/112 |

Emekay House, 25 Forbes Avenue,

Box 66102, Kodje,

Harare.

Zimbabwe Piojeét,
57 Baker Avenue,
Harare.
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