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IN APPRECIATION OF A BALANCE LEADER

Jayantha C.T. Bulumulle
Municipal Commissioner.

During the period of 1979 - 1984 when implementing the activities of the women's
consumer Education and Information project through co - operatives in Sri lanka, I as the Project
Director had the opportunity of working very closely with Hon. S.Sivamaharajah, then president of
Tellippalai MPCS Ltd. Tellippalai Co - operative Society was one of the pioneering Societies
participated in the project, aimed at enhancing women's participation in co - operative activities and
the total development of women.

I am glad to that hear the Co- operators in Jaffna Peninsula is planning to celebrate 25
years of dedicated service of Hon. Sivamaharajah to the Co - operative movement especially to
Jaffna district, and as a Member of the National Co - operative Council, to the Country as a whole.
Hon. Sivamaharajah’s commitment towards the successful implementation of the project activities,
contributed immencely providing correct leader ship to its activities.

I can recollect the happy memories of active participation of Tellippalai Co - operative
Society's Board of Directors and General manager downwards due to his able leadership. Without
any extrageration. [ am happy to note then president Mr. Sivamaharajah was the key person behind
all the good activities carried out by the project in the area. '

During the project period, through the Co - operative Society, variety of activities were
carried out for the development of women members. Such as, Nutrution and Family Health
Programmes Consumer Protection activities, Social and Cultural Programmes, Income Generation
activities, Savings and Leadership development. Tellippalai Co - operative Society set an example
to other Twenty Nine Pilot Societies which were situated all over the Country.

Similarly he gave the leadership and the guidance to other Co - operative Societies, in Jaffna
District through the District Co - operative Council to spread similar activities in other areas, The
project Staff including myself could learn and gained valuable experiences by working with him.
When we heard Hon. Sivamaharajah has been elected as a Member of the Parliament, the highest
legislation in the Country, we were delighted, because our country needs such committed leaders at
this hour.

I wish Hon. Sivamaharajah every success and good health and hope his contributions will enhance
the better understanding among different communities in Sri Lanka
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Mr.S.Sivamaharajah - Co-operative leader from the north.

Lionel Samarasinghe

President

National Co-operative Council of Sri Lanka.
14th June 2001.

Mr.S.Sivamaharajah, Hon. Member of Parliament is reaching 25 years of Co-operative service. We
have association with him during his entire career, and worked together for the development of the
Co-operative Movement of Sri Lanka. He started his Co-operative career from his village in
Tellipalai during 1970s, and became the president of the Multi Purpose Co-operative Society,
which he retained until he entered the parliament.

I have met him in his village as well as in Colombo, and found that he retained the identity
with all concerned. We worked together as contemporaries in the District Co-operative Councils,
when he was the president of District Cooperative Council, Jaffna. He tried his best to ensure
improvement of the Co-operative societies, even at the time of conflicts, and was concerned about
the welfare of his members. He also tried his best to obtain support to rebuild the premises the Co-
operatives have lost, and negotiated for rehabilitation. With trying circumstances he served the
people of Jaffna and other Northern areas with a true spirit of a cooperative leader.

Mr.Sivamaharajah served in the National Co-operative Council of Sri Lanka as aboard
member in two occasions which was a great strength to us, not only to have an ethnic balance, but
also to receive contributions from his wide experience for the betterment of the movement. In some
occasions he represented the Co-operative movement of Sri Lanka in the international forums.

On behalf of the National Cooperative Council and the Co-operative movement of
Sri Lanka, I take this opportunity to congratulate him for the achievements he has received in
appreciation for his contribution to the Co-operative movement. I have no doubt that he would
serve the interest of Co-operatives in the parliament too. We wish good health and strength to serve
the people of Sri Lanka some more years to come.
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sar Co-operators,
Though it has been a short trip I have learnt a lot from your activities. I am impressed in
= way you give support to women. This issomething I shall take back to Africa.

Mrs.M.Zakia
Training Cificer
[.CA Reginal Office,
Tanzania.

1 6th June 1982

I am very happy of the opportunity of observing the work of the society. From what we
eard and saw it si obvious that the society is doing very well. The alert membership, dedicated

cadership and efficient management have been responsible for the achievement of the society. As
1 Co-operator I am happy of the progress and wish society all success in the future too.

Lionel Gunawardana
Jt.Director .C.A New Delhi.

July 1982
Visited Tellppalai M.P.C.S and inspected some of the pradestikas. Held a meeting with th

.~ Ifna District Producers Co-operative Society in the premises of the society. Later attended a
' omens' committee show which was quite interesting. The marriage taken place between the
i embership and the society iscommendable. Wish all the best.

K.A.FERNANDO
CCD.&R.CS:

“ear Friends and Co-operators,

This is too short a visit. Iwould have liked to spend more time with you to know about your

activities. But from reports and documents I have read, I understand that your work has been well
cceived. Good luck.

i olke Dubell
' ducation and Research Consultan

vedish Co-operative Centre,
ockholm, Sweden.
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Development of an internal training system
in a large co-operative organization

W.UPALI HERATH
RESIDENT REPRESENTATIVE FOR
SRILANKA SWEDISH CO-OPERATIVE CENTRE

I feel that it is the best tribute to Mr. S.Sivamaharajah, an eminent co-operator from the
North, if write on the subject for which he contributed during 1970s and '80s, when he was the
President of the Tellippalai Multi Purpose Co-operative Society Ltd. He was known to me since that
time, and had different relationships when I changed places from the time of serving as Principal,
School of Co-operation, Project Director, ICA/SCC Project on the Training of Co-operative Trainer
and the General Secretary, National Co-operative Council of Sri Lanka. He remained as the
president of the Tellippalai MPCS over a decade and served as the President of the Jaffna District
Co-operative Council and a Director of the national Co-operative Council of Sri Lanka
subsequently. His distinction is the firm root he maintained in his village of Tellippalai serving his
community all the time in spite of his national leader's position. He is a third generation of eminent
co-operative leaders in the North after independence. On going conflict has not been any hindrance
to his cooperative activities, and survived the problem, which some other Co-operative leaders from
Jaffna could not manage. His stepping into the Parliament would certainly add one more co-
operative leader who joined the national leadership, but I am certain that he would remain a co-
operator working for the cause of co-operatives inside and outside the Parliament.

1. Survival of a co-operative organisations in the context of the on going open market system
attached to globalisation process depends on two factors: How a co-operative organisation as a
business enterprise constantly re position itself in the changing environment and how it could
consolidate market power through alliances. The cycle of change in the socio economic
environment has accelerated at least ten times in the 2 1st century from thatof 1 8th century. The
winner in the market, therefore, is the one who grasp the changing cycles and also the one who
would be more proactive than re active in business.

At the same time, the life cycle of a co-operative organisation too has ¢hanged over a period of
time as any other business organisation. Today, the companies are mushrooming and also dying
at the same rate. There are also long standing enterprises that have re generated themselves, by
constant change of products, services, and cultures within the organisations etc.

One Could ask'Why the co-operatives are still surviving? the co-operatives in Sri Lanka are still
artificially kept alive by the state as in the case of Multi Purpose Cooperatives (MPCSs). The
government channels its poverty alleviation programmes through cooperatives as well as
essential services such as food contracts for security forces, food supplies for disturbed areas etc.
However, most of the MPCSs are very sick. Some are dying. In keeping with the general decline
of the economy, financial cooperatives too are facing problems of delinquency in debt
recoveries.
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The key factor lies with the ability of an organisation as to how fast it could the changes and
adapt it self to it while responding positively. Therefore, the change has to be learn, adopted and
practiced. In order to go threugh this process, the organisational behavior specialists have
adopted two strategies in the modern enterprise systems: creation of learning organisations and
recycling the life cycle of the organisation. I would comment on the learning organisation in
keeping with the theme.

Peter Senge (In his book Fifth Discipline) describes a learning organisation as".. an organisation
that is continually expanding its capacity to create its future. For such organisation, it is not
enough merely to survive. 'Survival learning’ or what is more oftentermed 'adaptive learning' is
important - in deed it is necessary. But for a learning organisation, 'adaptive learning' must be
joined by 'generative learning'. learning that enhances our capacity to create.

If an enterprise could not grasp the changes, it tends to get into problems, as the others who are.
proactive would win the market. Therefore, the organisational culture is essentially reposition
" itself to promote learning within the groups and also the stakeholders of the organisations.
Rigid hierarchical structures preserved and nurtured would not be suitable for such a process,
hence, the group systems should be promoted to undertake such changes. Senge used call it team
learning.

The co-operatives in Sri Lanka have treated so called education as a welfare activity, as low
priority given to the subject. Financial allocations for education are made from the profits of the
organisation. In contrast, the private enterprises take training and development of human
resource as a business activity of the company, thus allocating funds in the annual budget.
Co-operatives have paid a big price for this dichotomy. Historically, the government undertook
the subject for training and education for co-operatives as its own responsibility. Therefore up to
1960s, cooperative training and education centres were administered by the government. The
national level training organisation was also set up as a branch of the Department of Co-operative
Development.

The scenario changed gradually in late 1960s, when the training centres were handed over to the
Co-operative Federation of Ceylon. However, they remained ill equipped and understaffed
throughout. The Co-operative Federation survived with the meagre allocations made by the
Commissioner of Co-operative Development from the Co-operative Development Fund. Until
late 1980s, the Federation was dependent on the handouts from the Commissioner.

However, the Laidlaw Commission found that "...there is altogether too much learning at present
towards purely theoretical...." Paulo Freire identifies this type of education as "Banking type of
education”. Tt is one way and depositing type which negates the association of trainees in
planning or implementation of such training programmes. They do not address the problems the
people are having in their organisations.

In such a situation, it is unrealistic to expect the co-operatives to be at par with the other
enterprises in the improved organisational structures and the behavior in business.
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2. In the above circumstances, it is necessary to emphasis the need to give vital importance to the
establishment of a training and development function within co-operatives, without depending
on the external agencies to provide the service. This is also all the more important in the context
of the two distinct characteristics of co-operatives.

01. Co-operative organisation is a business enterprise with its own ethical behaviour.
02. Co-operative organisation is also a social enterprise depending on the enlightened
membership and the staff.

In order to survive in the market and sustain a steady growth rate, the co-operatives should
adopt new management strategies, through learning it receives from the external environment.
The stakeholders should be competent enough to meet the challenges in the market. A training
system evolved to suit such a task should live with the dynamics of the organisation. The learner
in the system has to be developed to become critically conscious on the internal functioning of
the enterprise so as enable to infuse developmental changes. However, the leaders and the
executives in many cooperatives today would resist any increased budgets for training purposes.
On the other hand, the stakeholders should have new insights into the issues confronting
co-operatives. infuse developmental changes. However, the leaders and the executives in many
co-operatives today would resist any increased budgets for training purposes. On the other hand,
the stakeholders should have new insights into the issues confronting co-operatives.

Tellippalai MPCS (where Mr. Sivamaharajah was the President) and few other co-operatives in
the country were engaged in an experimenting on the establishment of an internal training
system. Based on such an experience one could draw lessons from the past.

Thenhow an internal training system in a co-operative organisation should be established?

It essentially represents the focus on objectives and the priorities of activities set by the
management. It should deal with the training requirements in bringing about maximum
productivity from the resources by using them effectively and economically. However,
development of human resources cannot be achieved by launching a one sided effort from the
pointof view of the management, and it should have the involvement and the commitment of
the trainees in deciding as to what they should learn and how they should learn. It is also
necessary to keep in mind that the other components of the strategic plan of the organisation are
interdependent and training is a part of it. These components too are influenced by the socio
economic changes in a given time, in which, the co-operative hasno control.

Another factor which is very important is the growing concern for measuring the effcetiveness
ofasystem in terms of results, outputs or ends rather than the activities, processes or means.

This forces a facilitator to treat training as a dynamic process rather than a static one. Therefore,
the training systems prevailing in the training institutions as well as in co-operatives should
undergoradical change in the philosophy of education as well as strategies.

The history of adult training has undergone from teaching technology to treating organisations
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as learning organisations, : passing through behavioural school and the humanist schools.
However, synthesis of these approaches is required to determine the training strategies in a
changing co-operative organisation. In this direction, the assumptions of Carl Rogers are still
valid in formulating such a system.

* Human beings have natural potentiality for learning
* Significant learning takes place when the subject matter is perceived by the student as having

relevance for his own purposes.

*  Learning which involves a change in self organisation in the perception of oneself is
threatening and tends to be resisted:

* Those learning which are threatening to the self are more easily perceived and assimilated when
external threats are ata minimum:

* When threat to the self is low, experience can be perceived in differentiated fashion and learning
can proceed:

* Much significant learning is achieved through doing:

* Learning is facilitated when the students participate responsibly in the learning process:

* Self initiated learning which involves the whole person of the learners' feelings as weak as
intellect is the most lasting and pervasive:

* Independence, creativity, and self reliance are all facilitated when self criticism and self
evaluation are basic and evaluation by others is of secondary importance.

(Freedom to Learn)
Therefore, the internal training system in a co-operative organisation should adopt two types of
learning strategies: :

1. Individual learning strategies
2.group based learning strategies

There are also two conditions that are to be considered for developing learning systems

1. Onthe job training
2. Off'the job (institutional or class room)training

The other factor that has to be considered is that training cannot be taken in isolation. It should be
an integral component of an organisational development or a management development
programme. Training is a vehicle to realise other organisational objectives. Therefore, the
training unit of the co-operative organisation should function as a supporting function for other
units or components.

. Considering the apathetic attitude towards training by the cooperative business organisations in
Sri Lanka, it is necessary to adopt a step by step programme to introduce an internal training
system, which grows and changes with the organisation.

(a) Developing a commitment towards cooperative training: The facilitator has a tremendous
task after entering into the existential situation in a cooperative organisation to create awareness
in the need of training and a critical consciousness of the affairs in the organisation among policy
makers or leaders. As Paulo Freire indicates, "The methodology of that investigation must
likewise be ideological, providing the opportunity both to discover generative themes and to
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stimulate peoples' awareness in regard to these themes'. (Pedagogy of Oppressed) Therefore,
they need to start with the enterprise issues confronting the organisation and highlighting the
relevance of training to contribute to resolve them. For this purpose, performance analysis of the
enterprise has to be undertaken.

(b) Developing a problem oriented training strategies: This has to be undertaken after the

©)

performance analysis in order to isolate the areas or issues that could be dealt with through
training activities. This needs an elimination process, to eliminate the issues that need
organisational development approaches or external solutions. This also requires setting
priorities considering the limited resource available for utilisation for training activities.
Once the priorities are set, the analysis of the job tasks that are to be taken for setting learning
objectives (cognitive, affectiveand psychomotor) have to be analysed. These objectives
formthe basis of learning strategies, methodologies, and techniques as well as contents.

Developing a comprehensive internal training system: When the policy makers would see
the positive changes in the enterprise systems in form'of better productivity, profitability and
the growth of the organisation, it would become easy to work for a long term training system
which has a logical | relationship with the career prospects of the staff and leaders. This
would start from the induction of an employee to the organisation which goes through
foundation courses at each level (Co-operatives have atlest three levels operational,
supervisory and managerial), competency based training in their respective jobs, and
training into higher level posts.

In the process of developing such a comprehensive and long term training system, it is
necessary for the co-operative organisation to establish training policies, and organisational
facilities for the establishment of a separate division under a training manager. S/he has to be
given a proper training as to how to develop curricula, how to conduct training activities and
adjusting the manpower accordingly. Physical arrangements within the co-operative's
premises are alwasy supportig the function vehemently. Allocation of separate budget for
training would always help in planning and implementing training programmes.
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Planning for a more member oriented
co-operative future......

P.B.Rajaguru
Chairman, centre for co-operative
Research and Development.

1.Prelude:

The Challenges before Co-operatives are indeed formidable, with any approach to
rehabilitation requiring both a clear understanding of the Concept of CO-OPERATION, and a
complete RETHINK about roles and responsibilities vis a vis Co-operatives and their members.
The task becomes all the more difficult as we in Sri Lanka have had near 100 years of Co-operative
experiences of various types, and where over the many decades Co-operatives have come to mean
various things to various persons, with the concepts varying widely between the policy makers, the
politicians, the bureaucrats the members and the community at large. In fact many a Co-operator of
today is a 'born Co-operator”, like the many "born Buddhists" in our country , where the
understanding of the concepts of Co-operation or Buddhism are, at best minimal, but we all mouth
the "Principles” and "Pansil" and. convince ourselves that we are good "Co-operators" or that we
are "good Buddhists", by merely repeating these on every occasion.

2. Co-operatives Beginnings:

- Itis contended that "Co-operation" came into being in this country on a wrong footing and
we have failed to realize that. All along we have been groping around for enlightenment,. but we
have had no one to put us on the path to true Co-operative realization. All those concerned with
Co-operative development would always refer back to its origins and in particular to the efforts
made by the Rochdale Pioneers to improve their social and economic situation by "Working
Together" to satisfy their various economic and other needs, through an Enterprise which they
owned and managed by themselves - theirs was a selfreliant effort, using their limited resources not
only to satisfy their various needs, but also to compete effectively in a challenging market and to
ensure their economic and social independence. The firm concepts established by the Pioneers
were those of self reliance, independence and autonomy, of working together to achieve the
common objectives, based onthe ideologies of voluntarism and democracy.

Unfortunately, we in Sri Lanka, and others in many South Asian Colonial countries had "Co-
operation" " "Introduced" into the country to satisfy what the "Imperial Masters" thought were the
felt needs of the people with limited means in the country. These approaches were based on their
belief that "Co-operatives" needed a separate "Identity"; they needed a separate Law which also
allowed the Government to give the Co-operativesw various concessions like Tax exemptions, and
a separate Government Department to "look after”, "support” and later "control" Co-operative
activity - in fact in our situation the Co-operator has been only rarely, for example in Jaffna the
Ferry Boat Coo- operative Services the Malayalam Tobacco Growers Co-operatives ect. the
"initiator" who decides on what his Cp-operative should do - all too often the decision was from
external Government sources, and the Co-operator became, from the beginning a "Recipient" of
services - leading to what in more recent times, has been termed a "Dependency Syndrome” as
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against the Pioneer concept of "Self Reliance and Independence -

"The "Short Title" or" the Preamble"." to many a Co-operative Law in this country will clearly
illustrate the way in which the Co-operators were led up the "wrong path"

eg.

* Preamble to Ordinance. No.7 of 1911 - "whereas it is expedient to encourage thrift self help. and
Co-operation among agriculturists, artisans, and persons of limited means, and for that purpose to
provide for the constitution and control of Co-operative credit societies, be it therefore be enacted by
the Governor of Ceylon, by and with the advice and consent of the, Legislative Council there of as
follows:-

* Ordinance.. No 34 of 1921 emphasized the aspect of "Control" of cooperatives by the Registrar to
enable Co-operatives to achieve their objectives, which were most often decided by Government.

* Ordinance No 16 of 1936 was quite clear in its Short Title - "An Ordinance to Consolidate and
Amend the Law relating to the Constitution and Control of Co-operative societies.."

It mustbe stated thatthe growth of "Guided Co-operatives", over the many decades was spectacular
with the Co-operatives performing. creditable services in the fields of Food Rationing, Agricultural
production, Handloom Weaving etc - but in most cases not as initiators of an enterprise, but as
recipients of Government Welfare Programmes, through their Association, which was the Co-
operative in fact over several decades of "recipients of benefits" from the Government programmes,
the co-operatives had also earned the distinction of being "Partners with Government" in the
developmental effort - which also meant that the Co-operatives got the benefit of 'Our Men" being
nominated to their "Committees/ Boards of Directors" for the good of the Co-operatives and Co-
operators. :

* Act No 35 of 1970, quite clearly established the fact, that though theoretically the "Member"
owned the Co-operative and was responsible to "Control and Manage" his Co-operative, the
ground situation in Sri Lanka was at great variance with the concepts of self reliance and autonomy.

The Short Title reads as follows:

"An Act to make Special Provisions for the implementation of a Scheme to Reorganize the Co-
operative Movement, in particular, for the Dissolution of Societies, and the Amalgamation to
Societies, and for matters connected there with and incidental thereto.."

Section 2(1). ofthe Actreadsasa follows:

"Where for the purpose of reorganizing the Co-operative Movement the Registrar thinks it necessary
to do so, he may by Order published in the Gazette, amalgamate one or more societies...... with any
other society..." :

Thus it becomes blatantly clear that the Co-operatives in this country are "owned" by the members
only nominally and that they have little or no control over "their" - Co-operative. Had the "owner
ship" aspect been given any recognition, or for that matter, if the members of Co-opertives had
established their " ownership status” in the community, such an amalgamation would be possible
not merely on what the Registrar "thinks" and by his "Order", but it would have been only in"
Consultation withthe Co-opertive members and their Co-operative and with their" consent" - this



is what is still happening in Japan and what the Laidlaw Commission recommended, using the
Japanese experience.

The 1970 Throne Speech also included an item to "setupa Transferable.. Service for Co-operative
Employees," merely because a powerful Trade Union backing the Government asked for it- and
all the while this request totally ignored the fact that a Co-operative employee is an employee only
of a particular Co-operative society - and that he is in no way connected with Government. This
alone clearly shows that neither the Co-operatives nor the Co-operators had been able to establish
their independence and ownership identity even by 1970.

Thus we find that by 1970, the Registrar of Co-operative societies who first emerged as "Friend,
Philosopher and Guide", of the Co-operative Movement, had by 1970 taken on the mantle of
what Dubashi aptly termed the Tri Murti - "the Creator, the Preserver, and the Destroyer”

* Co-opertive societies Law No 12 of 1978 helped in further strengthening the concept of Co-
operatives as being instruments of Government - even if in fact, they were owned by the members
and the Government. had not even one share even in one Co-opertive - the Short Title of this Law
states as follows:

"A Law to make Special Provisions to enable the Minister, for the purpose of Reorganizing the Co-
opertive Movement, to Dissolve and Reconstitute the Committees of Registered Co-operative
Movement, to Dissolve and Reconstitute the committees of Registered Co-operative Societies and
to make alternate arrangement to manage the Affairs of Such societies: to validate certain
Nominations made to committees: and to provide for matters connected there with or incidental
thereto..."

So we have the Minister also joining with the Registrar to alienate the Member from the Co-
operative Society "HE OWNS" - and of course the Nominations to the Committees were, most
often, from among the Governments' political supporters who had no membership and at times
not even residents within the area of operation of the Co-operative.

Thus we see, that from the very beginning, Co-operators have been taken on a "wrong path” -
which had little or no relations to the concepts that motivated the Rochdale Pioneers to start their
own Co-opertive to help themselves on a self reliant and self help basis. On the other hand ours
has been as an attempt to made use of the Co-operative concept to become béncficiaries from
Government programmes.

3. The Concept of Co-operation

A further historical aspect that needs to be recognised is the fact that from the very beginning,
notwithstanding the Rochdale Pioneers we here in Sri Lanka did not fully comprehend the real
concept of "Co-operation”

It is an accepted fact that a "Co-operative Society" is both in Association and an Enterprise - the
Association aspect gives the Co-operative its "Legal Personality" while it is the "Enterprise" aspect
that seeks to satisfy the needs of the membership but "Enterprise" means "Business" and Business



needs Capital. However the way in which Co-operatives developed in the country shows that Co-
operatives were dependent, most often, on outside Capital as against "Owned Capital" - the bye
Laws in any society emphasizes the aspect of the need to own a SHARE to became a member of a
Co-operative and nowhere is it mentioned that Members must subscribe towards the owned Capital
of the Co-operative by buying several shares - some Bye Laws would say that a members could
"borrow" from the society only upto say Ten times the value of shares held by him. - Such
increasing the number of shares was only for individual benefit - not for "Capital to Ensure
successful Working Together for Common Benefit" - for that matter the Minister decided in the
early 70's that the value of a share in a Multi Purpose Co-op Society (MPCS) should be reduced from
Rs. 50/= at that time, to Rs.1/= the idea was not to build up Owned Capital, which was and still
remains the basic need, but to enable any one in the Community to get membership in the MPCS
and possibly becomes its President the next day.

This playing down the importance of owned Capital in a Co-operative has led to a situation where
today, many an MPCS has a ratio of 1:20 in regard to Owned Capital and Working Capital - which
in effect means it is no longer the responsibility of the members to run their societies efficiently as
the bulk of the liabilities are borne by the Banks and other lending institutions.

A further factor which confused the concept of Co-operation was the WORD used in Sinhala for
Co-operation..... Co-operation in effect means "WORKING TOGETHER'... Until 1921, the
Sinhala words used in the Co-operative Ordinances were "EKSATH SAHAKARA
SAMAGAMA" which was close enough to the concept of Co-operation.... the word used in
Tamil...."KOOTTARAVU SANGAM" or in Hindi.... "SATHKARI SAHAKARI SANGH" were
all close to the concept of WORKING TOGETHER.... however in 1936 the Sinhala words were
switched to SAMUPAKARA SAMITHIYA, and SAMUPAKARAYA... which in effect gave the
impression that a Co-operative was a MUTUAL AID SOCIETY... and the emphasis was on
UPAKARAYA.... ASSISTANCE... leading to a situation where the vital aspect of WORKING
TOGETHER was pushed back stage forall times...... ‘

One has to look at these developments against the background on which we developed Co-
operatives - perhaps at the time Co-operation was introduced into the country, the literacy rate for
the country may have been around 20-30% - but to make the generality of the people to better
understand the concepts behind Co-operation, we often fell back on our Culture and Civilization and
came out with the theory that "Co-operation was not a concept alien to us in Sri Lanka. To illustrate
our Cultural affinities to "Co-operation” we often cited practices prevalent in rural society such as
"attam". religious functions, where the people of the village got together to help a neighbour or
similar social activities at times of individual disaster or death in a family - it is true that these
aspects illustrate the willingness of persons to come together to assist another fellow cultivator or
any other - unfortunately such examples only show that from the very beginning, we failed to realize
that a Co-operative is an Economic Enterprise where people "Work Together" and use their funds
to achieve common objectives for the benefit of the whole membersh ip and the community Instead
we are faced with a situation where Co-operatives are portrayed as Sicial Service Organizations
from which some can be beneficiaries.. This misconception still prevails - perhaps the 1966
enunciated Co-operative Principles also played some part in playing down the "Enterprise" aspect
when it stated that on of the Principles would require the payment of "limited interest on Capital",
if any - So shares in Co-operative were not looked at as investments even in the International
community, thought many a Co-operative in many a country found ways and means to get around
this Principal - however we in Sri Lanka, working on the " Dependency Syndrome" had little or no
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time to emphasise theneed for member capital commitment to ensure both the availability of Owned
Funds and at the same time to ensure an increasing stake of the Member in the affairs of the Society.

It is interesting to note that by 1995 - even the ICA got wise to this situation and in their revised
Principles went on to redraft their 3rd Principle:-

"Members contribute equitably to, and democratically control the capital of their Co-operative. At
lease part of that capital is usually the common property of the Co-operative. Members usually
receive limited compensation, ifany, on Capital subscribed as a condition of membership........ "

This would necessarily mean that Member contribution to shares towards building up of the Owned
Capital of the Society would be entitled to receive returns in keeping with prevailing market rates - as
now happens in many countries - This approach would necessarily emphasize the aspect of the Co-
operative as an "Enterprise" and the success of the "Enterpnse would depend on member stake in
his Co-operative, as it ensures his continuous participation in the decision making process both in
respect of his society and the "Business" of his society:

Any successful approach to Co-operative development and revitalization would necessarily depend
on a CORRECT understanding of "Co -operation" in its modern concept - both as on Association
andas ENTERPISE.

4. The NEED for change in Outlook:-

The above would show that unless we are able to effect a radical turn around in the thinking at all
levels about Co-operation and the control and management of Co-operatives, not much could to
achieved to support the growth and development of genuine Co-operatives which would be able to
be self reliant, autonomous, member owned and member controlled. Superficial changes, both
structural and organisational will only perpetuate the "dependency syndrome", and Cooperatives
will not be able to emerge as useful member based enterprises working for the development of the
member and his community. The need therefore is to develop suitable strategies,, first to change the
mind set at all levels and then to build confidence among the members, their leadership, the
bureaucracy and the political levels, that will ensure that aware and committed Cooperators will
become stake holders in their enterprises, while increasing their participation both in the decision
making processand in the business of their Society.

The foremost question that emerges is, who will undertake this massive responsibility? The
unfortunate fact is that even though we have had a near 100 years of Co-operative growth, we still
have not developed Co-operators, on the basis of 'working together' - for most Co-operators, Co-
operatives are only a means to satisfy "individual" needs- be it, getting a loan from the Society or
making a deposit in his savings account, or perhaps getting subsidized fertilizer from his Co-
operative, for which purpose we "get together" to form an Association. There is hardly any "inter
individual" joint approaches to Society activity - there are many situations where societies have
leant to many members for the cultivation of the same crop,- big onions, potatoes, green gram etc;
merely because the member asked for the loan, without holding joint consultations among the
farming members, the agricultural authorities etc and without even making preliminary arrangement
for marketing or processing of the produce, - leading to over production and a collapse of the market,
leaving the member and the Society unable to settle their loan responsibilities - at times leading even
to suicide.......



The same is the situation in regard to "Inter Co-operative" relations both horizontally and vertically,
with at times the very Apex institutions organized by the primary or other Co-operatives,
Competing with the Primaries, in the market place - all this because the predominant expectation
among Co-operators and Co-operatives is only "individual" benefit, with hardly any concern for
"working together" for the benefit of ALL CONCERNED. It is no wonderthen, that even after 100
years or so we still do not have commonly accepted institutions at the District, Provincial or National
level able to take LEADERSHIP positions to assist and guide Co-operators and Co-operatives
though there are about eleven Apex level Co-opeative Federations, and the National Co-operative
council, it must be admitted that none of these are able to spearhead a vital movement to build up the
inherent strength of the Co-operatives and to effect the necessary attitudinal and conceptual
changes vital for future development. Does this mean that once again it will be the responsibility of
the Government to provide the necessary leadership? - does this mean that we will have yet another
DRIVE by Government - a "Rehabilitation Drive"" like the previous "Stores Drive", "CAPS
Drive", "MPCS Drive", "Amalgamation Drive" etc - with perhaps not many bureaucrats
prticipating in the DRIVE a they would be reluctant to let Co-operative control slip out of their
hands? Perhaps we may require International NGO support - through a SAARC FORUM, or
perhaps the IOL - to develop a combined approach to change, wherein the resources available with
the Government and the Co-operatives would be judiciously combined to achieve the desired
objectives within at least a 3 year period of time. Unfortunately the follow up action consequent to
the valuable recommengations of previous Commissions/Committees has been very disappointing -
one sentence out of the Laidlaw Commission report was used out of context to AMALGAMATE
the 5600 odd MPCSs into 350 or so large MPCSS - striking a deathly blow to rural level, Co-
operative leadership - There was hardly any visible follow up action on the. Devanayagam.
Committee report.

The operative word, therefore, is COMMUNICATION - have we, as Co-operators / Co-operatives
developed a satisfactory system of Communication, both among members, among members and
their Co-operatives, and between Co-operatives at both local, district, provincial and national
levels ? For that matter, following on the 13th Amendment and the subsequent Devolution, have we
developed satisfactory Communication Systems between the several Ministers, Ministries and
Departments at National and Provincial/ District Levels? Even among Co-operatives themselves,
have Co-operatives within a District or inter District / National levels developed suitable
Communication System to enable them to be representative and acceptable Fora for discussions
and a suitable Lobby for Co-operative expression?

~ The urgent need therefore would be to get all concerned to be quite clear in their concepts vis a vis
Co-operatives, their role and their ownership and this would necessarily mean that there has to be a
very lucid and clear declaration by Government in regard to the Government National Policy on Co-
operatives - and this becomes all the more urgent especially in an environment where Co-operatives
area DEVOLVED subject under the 13th Amendment - and which has resulted in the proliferation.
of "co-operative politicians" and bureaucrats at Provincial and District Levels, rather than of Co-
operators and Co-operative Leaders - while many a Provincial Statute seeks to give powers to
Ministers/ Registrars etc rather than to the Members who OWN the Co-operative.

5. Co-operative Identity:-
An approach to changes in outlook can be greatly strengthened by using the ICA's statement on Co-



operative Identify and the UN. Guidelines for Co-operatives - were, after world wide discussions,
consultations and workshops, these institutions have been able to define carefully the roles
devolving on various sectors and the Co-operatives - we all accept the situation that a Co-operative is
both an Association and an Enterprise - the Association aspect gives the Co-operatlve its Legal
personality and the Enterprise aspect provides for the performance of services required by the
members and their community - with'a new emphasis on "Shares as a means to increasing Stake
Holder responsibility towards the viability of the Co-operative and its continuing management.

The ICA Identlty Statement defines a Co-operative as follows:-

"A Co—operatlve is an autonomous association of persons united voluntarily to meet their common
economic social and cultural needs through a jointly owned and democratically controlled
enterprise. In order to serve the members more effectively co-operatives work together locally,
nationally, regionally. and internationally.

Co—operatwes are based on the values of self help,.mutual responsibility, democracy equality and
equlty In the traditions of their founders they believe in honesty, social responsibility. openness and
caring for others" .

Taking into consideration this aspect of Co-operative Identity it will be the responsibility of the
Government to declare a National Government Policy on Co-operatives, - where the role of the
Government would primarily be that of "Supporter" in the development process and the
recognition of Co-operatives on the basis of equality with other types of associations and enterprises
in society. To enable the Government to effectively perform this supportive role it would be most
desirable for Government to set up a National Consultative Council consisting mostly of persons
aware of Co-operative ideology and Principlesand also committed to support Co-operative growth
and development.

Against the above observations it would be appropriate to state that in a small country like Sri Lanka,
where the Co-operative membership is around 3 million only, it would be most appropriate of Co-
operative growth and Development were actively supported through the National Government -
especially as the devolution process has only resulted in a greater number of politicians and
bureaucrats taking roles of "Controllers” rather than those of "advisers" "guides" and "supporters",
and most often, with many of them having no previous experience of working with co-operatives.

Two further aspects arising from the ICA Identity Stafement and the UN Guide Lines are,

1. If the Government wants to use a Co-operative to carry out any of its plans or programmes, this
should be done by mutual agreement with the Co-operative - thus respecting the autonomy and
individuality of the Co-operative-

2. The formulation and implementation of a distinct area of Government policy implies allocation of
such responsibility to a Single Minister/Ministry and here the suggestion is that "Co—operation" be
one among several responsibilities devolving on the Minister concerned - experience here in Sri
Lanka, where there was only the subjectof "Co-operation” assigned to a Single Minister has, in my
view, led to several complications leading to general "inertia", with the Minister Ministry and the
Registrar hoping that someone will do the needful - but eventuall leading to little or no meaningful
action.

6. Increasing Co-operative Awareness..... 57



The above approaches would necessarily mean that there would have to be a revitalized approach to
increasing awareness by effecting a totally new approach to Co-operative education, leadership
development, communication and overall human resources development wthin the Co-operative
Sector - and to enable those undertaking this massive effort to effectively convey the era of change,
the Law relating to Co-operatives would have to be drastically changed from "Control" to one of
"support for development" - The Amendment Actno. 11 0f 1992, asa first step towards the needed
change amended the short title of Act No 5 of 1972 by deleting the words" to the Constitution" and:
Control of Co-operative Societies" and replacing it with "to the Constitution and Administration of
Co-operative Societies".... there were several other amendments too but one wonders whether in
fact those in Government, working with Co-operatives have seriously taken note of these changes
and the intentions behind these changes. ,

Around 1995, minister Dodangoda who was handling the subject of Co-operation set up a
committee to bring out a Law that would ensure "Member Driven Co-operatives " in the country. A
completely NEW co - operative Law was drafted by the Committee after many discussions at
various levels and this Draft law was discussed in various fora at both District Provincial and
National Levels,with the Hon. Ministter himself advocation the acceptiance.of the New Lwa which
gave the Government a supportive role for Co - operatives development, by working in partnership
with Co - operators / Co - operatives and also drastically reducing the Control and interventionist
role of the Registrar and placing ALL responsibilities on the Members and their General Bodies.

This Law, though supported openly by the bureaucrats who control Co - operative activity, has yet
not been introduced in parliament especially as those now in control both political and bureaucratic
possibly - do not want to "LOSE" their hold on Co-operatives.

Thus in approaching the formulation of a new Law to give recognition to aspects
highlighted by the ICA Identity Statement and the UN Guide Lines, we would have to ensure that
there is not only verbal consent to change but in effect an implicit declaration that the change is
necessary if their Co-operatives are to play their meaningful role in the development process.

Once this is established and accepted, it will be an easier task for those involved in the
"increasing awareness process” to approach the member and the general public with added
confidence.

Thus it would be seen that this is an area in which the Government has to play a
convincingly dynamic role, first by proclaiming a National policy conducive to the growth and
developement of self reliant viable and dynamic Co - operatives; second by formulating the
necessary co-operative law which recognizes Co - operatives as autonomous institutions owned
controlled and managed by Co-operative members and by making adequate provisions for support
towards Co-operative development, especially in the fields of education, management and human
resource development; and third by providing adequate Funds to support such programmes and to
set up a National Co-operative Consultative Council to effectively advise and guide the
development process.

Further in the appointment of the top personnel of thie Co-operative Department, especially

the Registrar, that Government should ensure that only persoris with atleast two years Co-operative
experience only should be appointed to such posts. :



7. The Co-operative Employee:-

In this new approach to Cowoperative development there is also the need for involving the Co-
operative Employee in this change process- today there are around 30,000 Co-operative Employees,
playing various roles, with perhaps the Multipurposes Co-operative Society (MPCS) employee
playing a more dominant and visible role especially as the very structure of the MPCS has alienated
the generality of the membership from the day to day activities of their Co-operative and also from
the vital decision making process.

Co-operative Employees are an essential and vital. Component.... of any Co-operative and
their outlook. roles and prospects seriously affect Co-operative growth and stability. There have
been unconfirmed reports from several places in the country that many a Co-operative employee has
resisted member involvement and leadership, as today in some MPCSs the decision making is by
and large effected by the Co- operative employee, supported by a few Directors - for that matter
where today a large number of MPCS are said to be running at a loss, over 40% of the turnover of
some MPCSs are said to be on wholesale - how does wholesale help the member who owns the Co-
operative? perhaps such wholesale helps to keep the employees going in the society. Till recently
about 20% of the turnover was on Government programmes like Samurdhi etc, and only the balance -
40% was to satisfy the needs of the members. This then remains a vital and difficult area to handle,
but absolutely necessary for changes to be effected where an employee fits into the administrative
and control structure of a member owned and member controlled Co-operative -in this context it is
also necessary to consider the relevance and appropriateness of the Co-operative Employees
Commission and the rules, regulations and controls effected by such Commissions - would not the
provisions for Arbitration in the Co-operative Law and the General Laws covering employees in the
business and other institutions be adequate to meet the needs of the Co-operative Employees too? -
for that matter, if a Co-operative is Owned, Controlled and Managed by the members why should
have? - cannot the General Body of the Co-operative, perhaps in consultation with knowledgeable
persons be able to decide on such matters - besides, inspite of the CEC determination of cadre how
many MPCSs are there today, where the CASUAL Employees are at times even more than the CEC
determined Cadre - and this is now possible because of the alienation of the member from his Co-
operative, but will change once the stake Holders consciously take control.

For that matter the very name MPCS is a misnomer - in the early stages of Co-operative
development , the standard practice globally was to set up " SINGLE" purpose "Co-operative” as
these were easy to manage and members could use their limited spare time for supervision and
control - this also meant that sometimes one member had to join several types of Co-operatives to
satisfy his many needs. In Sri Lanka there was a time when we had about 75 different kinds of
Societies - but in time many a Co-operative started performing several services which the members
needed - especially in the colonies established to resettle persons, the Agricultural Co-ops also
performed consumer and other functions - in fact today there are several Sanasa Credit Co-operative
Societies which perform a multiplicity of services which their members have decided should be
provided by their Co-op, but which Societies are unable to get the Bye Laws amended as several
Provincial Registrars have refused to register such amendments. On the other hand the very
Societies that carry the words Multi Purpose today Perform only the Consumer function - it is
appropriate therefore to leave the nature of the services to be provided by a Co-operative to the
determination of the membership rather than officially classify societies as Consumer, Agriculture
Carpentry MPCS etc.

8. Conclusion
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There indeed is much to be done if Co- operative are to satistacforily provide the many:services
required by the members and success in their many efforts will depend on the extent of
understanding of the nature and concept of a Co-operative by both the members and Leaders and
Employees as also by the. politicians, the bureaucrats and others supporting Co-operative
development. This would alsomean that the members and their leaders would have to shoulder the
"responsibilities for Co-operative management" in contrast to the present emphasis on:!'Member
rights and privileges"

The effort for such attainment is likely to be arduous and difficult. with possibilities of
many an obstacle been placed on the path of smooth progress. But if Co- operatives are to play any
meaningful and worthwhile role in the development process, then it becomes vital for Members,
their Leaders and the Co-operative Structures at ALL LEVELS to shouldej the responsibilities of
MEMBERSHIP, by developing continuous Communication and Dialogue, and of WORKING
TOGETHER, which then will help in the emergence of "member owned, member controlled, and
member managed, selfreliant" Co-operatives, here in Sri Lanka:
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TAMIL BOOK ON THE SUBJECT "' INTRODUCTION OF C0 - OPEARATION"
RECOMMENDED AS A STANDARD BOOK FOR STUDIES IN PRINCIPAL
AND PRACTICE OF CO- OPERATION.

Prof .S.S Sandarasegaram
Faculty of Education, University of Colombo,
Colombo.

This book written by late Mr.Y.C. Sivagnanam, a veterant co - operator and a lecture in
Commerce at the Palaly Teachers' Training College was first published in 1980. Now it has been
revised and up - dated up to current year by Mr.C.Koneshweran, management consultant SriL.anka
Institute of Co - operative Management.

Inmy view this book is the first major attempt in Tamil to deal with the "Principles and Practice of
Co - operative System" in the most exhaustive and wide ranging manner in 12 chapters covering
302 pages for the benefit of Co - operators and the teachers and students of commerce in particular
and the public in general.

* As citizens of a developing nation the people of this country should have a fundamental
knowledge in the principles and practice of Co- operative movement in this country has played a
very significantrole in promotit}g the socio - economic development processandthere fore should
be given importance in one's.leaming. with the rapid development in teaching commerce as a
popular course schools for the G.C.E ( Ordinary level) as well as G. C.E ( Advanced Level)
Examinations and in Universities, the need to know about co-operation has become more essential
~ for such students and teachers.

As a University teacher who is engaged in teaching Social Sciences and education, 1
strongly recommend that this book could be approved as:

a) A Standard "Guide Book" for all those persons working for the promotion of co-operatives.
b) A standard "text Book" for all co-operative exam inations for Co-operative employees as well as

Co-operative officers. _
c) A standard "Reference Book" for studies in commerce and Socio - Economic development in

the schools, University and related training institutes.
d)A standard "Reference Book" to be kept inall Public Libraries.

1 wish that all concerned will appreciate and support the courageous educational efforts

taken b;’*thgggblisher - The Tellippalai Multi- Purpose Co-opearative Society Ltd in publishing
this useful bbé¥
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