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Chapte» Three
Langa Spinmnming ProJjdect

I. Introduction

The material in this chapter is based on fieldwork executed in a
Spinning Project in Langa, one of the older African.townships ih
the Western Cape. This project was initiated by the Catholic

Welfare Bureau (CWB). It is important to note that the project is
not as yet a cooperative; instead, it is in the process'of being

transformed into a cooperative.

The information is’drawn from the following sources:_(a)
interviews with the;manager, the supervisor, and four of thé
spinners, (b)‘an interview with Mr Templeton, a leading figure in
- the CWB, (c) minutes of meetings held with the spinners, (d)'the
CWB Annual Report.1989-1990 and (e) information gathered during

visits to the project.

The project is hosted in a building at the S5t. Francis Xavier~
Catholic Centre in Langa. It involves fifteen African women
eﬁgaged mainly in hand-spinning raw wool using wooden spinning-
wheels. 1t was initiaied by the CWB in 1982 as an experimeni in
employment creation for destitute women. A Catholic nun, Sister
Alfreda, supervisesvthe spinning while an employee of the CWB‘ Ms

Walker, manages the project.

The Spinning Project (SP) fits into a broader production,

distribution and service structure - a broader process of
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economic activity under the auspices of the CWB as'Cape Spinning
and Knitting (CSK). CSK buys the raw wool; the women in Langa
spin the wool; the Sheep Shop, a marketing outlet in Green Point;
Cape Town, which is run by CSK, buys the spun wool; a dyer
employed by CSK dyes the wool and a designer,\also employed by
CSK, comes up with patterns and colour combinations for jerseys:
individual women engaged in production at home knit the Jjerseys:
and the Sheep Shop sells them to the public. At the time of
research a second retail outlet was located in Roeland Street,
Cape Town. This ocutlet has, however, been closededown due to botﬁ
security problems and its unsuitable location for retail trade

(CWB: 1990).

"~ Our focus is mainly on the SP and its relétionship (a) with the
CWB,_its initiator, énd (b) the Sheep Shop, its supplier,-
customer, and essentially its employer. Among the reasons for
this specific focus are, firstly, that of the varicus activities
within CSK as a whole namely, buying and supplying raw wool,
spinning, dyeing, designing, knitting, and marketihg, spinning is
- the only activity in the sphere of production ﬁhich is done
collectively in a shopfloor-type context. Other such activities
are executed by individuals in CSK, for exémple, dyeing,
designing’and knitting. Moreover, knitting is done at home. A
focus on spinning is thus broadly in tandem with the unit of
analysis in the dissertation - producer cooperatives engaged in
manufacturing. A second reason for this specific focus is that in

the case of CSK, after the raw wool has been carded, spinning is
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the first stage of the production process. The dyer, designer,

knitter, and salesperson are unable to perform their activities
if there is no spun wool. In this respect, spinning can be seen
as a key activity in the broader production process in CSK as a

whole. A focus on spinning is thus in order.

Brief History of Spinning Project

Why Spinning?

The SP was initiated in 1982 by Peter and Anne Templeton, leading
figures in the CWB. This project was started as part of a larger
. enterprise, namely, CSK. According to Mr Templeton, Elsabetha
Rosenworth,.owner of‘a high fashion couturier house in Cape Toﬁn,
inspired he and Mrs Templeton to learn to spin,'to teach others
spinning, and eventually to start CSK, the broader economié unit
of which the SP is a part. These were Ms Rosenworth’s words:

Have you ever thought of establishing some business that was using hand-

spun wool and making hand-spun jerseys, because I will buy whatever you

make if you can establish it (Interview 2.3).
For Mr Templeton, "having a ready—madé market [provided by
Rosenworth] was an enormous incentive for [them] to get the
{spinning] project going"” (Interview 2.3). This initial incentive
together with (a) requests.for jobs by womén at the Langa Centre
comm@nicated to the CWB through Sisfef Alfreda; (b) the CWB's
interest in ‘experimenting’ with emplqyment éreation and (c) Mr

Templeton’s fascination with the Mondragon co-ops and his -

interest in testing whether the Mondragon model could be

139



transferred to South Africa resulted in the establishment. of CSK

and the Langa Spinning Project.

The Initial Idea: Viable Business to Mondragon-Type Co-
op :

The project was started with the idea that a viable business had
to be established before it could be transformed into a
cooperative .along Méndragon lines. The founders decided that:
after three years of viable financial operation the enterprise
would be transformed into a co-op. This decision was influenced
by their reading of.the South African Co-operative Act in which
this yardstick was used to justify the registration of a co-op.
According to Mr.Templeton, when the project was initiated,
several meetings were held during which the founders explained to
those working in CSK that everyone who Jjoined the project would
one day own it. Those present at these meetings were mainly
knitters apd people working in the Sheep Shop. The reason for
this being that "they were easieg to get at” (Interview 2.3). The
first group of spinners were drawn from people who were either
epileptic, mentally énd/or‘physically handicapped. For these

- reasons, the spinners were not so easily'accessible when

discussing the future cooperative structure of the project}

It is not clear how and when the composition of the spinning

group changed from handicapped to non-handicapped women.
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“Nevertheless, the women who constitutedvthe spihning group at the
time of reeearch were not pert of the initial discussions about
the futﬁre of the enterprise. Mr Templeton, however, suspects
that the varioue:people who have run the project over the past
seven years "‘might have spoken to [these] spinners [aboﬁt the
future cooperative structure envisaged for the projectl"

(Interview 2.3).

The Spinning Project Today

After seven years, the SP is still not a viable economic
operation. Although we have no quantitative information to
support this, the interviews provide some evidence to this
effect. Furthermore, neither the SP nor CSK as a whole, is any
eloser to becoming a Mondragon-type co-op than it was seven to

eight years ago.

According to Mr Templeton,

..we’'ve struggled for the last six years to make it viable. It’'s not
viable. It still is in a state of transition into a successful business.
And we won’t do anything until we get it there. But we’ve had six years of
what’s been running a business and I'm not sure that that’s the best way
to start a coop (Interview 2.3). :

When asked what the project had achieved over the past seven to
eight years, Mr Templeton repliedfas follows:
At the moment, nothing. I don’t think we’ve {(CWB] achieved very much;
we’'re not happy to have a business. It’s not our [CWB's] role in life to

run a successful spinning and knitting business. We want to have a
successful Mondragon Cooperative model. That’s the goal that I will only
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be happy with. I would strenuously work agdlnst anybody who was just going
to turn it into a successful business.

It would have to be a cooperative business for us to feel that we ve done
something valuable. A lot of the debates around Mondragon is that it is
not possible to transfer that particular model outside of the Basque
regions. We believe that it is possible and we would like to experiment
with it. So it’s [CSK and the SP] an ongoing experiment but nothing of any
great value at the moment. A lot of people have been employed on it, it
enploys maybe up to about forty to sixty people at a time. They re making
a living out of it. And you could say that that’s a plus. Viable? No not
terribly important (Interview 2.3).

Briefly, the original goais on the part of the CWB, firstly, to
establish an economically viable spinning and knitting proJject
within three years from it’s initiation in 1982 and, secendly, to
transform this project, once viable, into a Mondragon-type co-op,
have not been achieved. Furthermore, despite geveral failed
attempts to make the project viable over the past seven years,

the CWB is still willing to pursue the same experiment.

Summary and Discussion

The SP was initiated by the CWB in an attempt to create Jjobs. Mr
Templeton’'s idea of first creating a viable business and then
‘turning it into a co-op’, though well intended, has, A
unfortunately, not helped‘to reach the goal of establishing a
Mondragon-type cooperative. Among the obstacles to reaching this
goal, are firstly, the impossibility of establishing s Mondragon-
type co-op among the unemployed in South Africa because of the .
vastly different historical and socio-political centexts; the
absence of community support in the form of financisl assistance,

as was the case in Mondragon; a severe lack of skills in the SP
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as opposed to the engineering skills of the first cooperators in
Mondragon; and the differences in the method of initiation: the
Mondragon co-ops were not initiated by a welfare organisation but
by the cooperators themselves_with the assistance of fhe local

community to whom the co-ops were eventually accountable.

A further obstacle is the fact that the range of productive
activities which CSK embodies are geographically separated. The
spinning is doné ip Langa, dyeing, designing and selling are done
in Cape Town, and knitting is done at individual s homes
variously located on the Cape Peninsula. This situation makes it
difficuit t0 coordinate the various productive activities. In
addition, structural differences among the producers in terms of
their positions in the racial structure of South African sdciety
provide a historical barrier to cooperation. More specificélly,’
“the spinﬁers are African women; the knitters are drawn from both
the white and coloured population groups but are predominantly
‘Coloured women; the dyer, designer, and salespeople are Coloured

_women; and the manager of the project is white.
Considering the particular historical and socio-political

context, it is difficult to believe that one can create a

Mondragon-type cooperative in South Africa.
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Organisational Structures

{a) Working Structure

The SP has a relatively simple working structure. The spinners
constitute a group in the seénse that they are engaged in the same
productive activity organised in one room. They do not
voluntarily constitﬁte a group. Instead, it is as unemployed
women who responded to an initiative in employment creation on
the part of the CWB that tﬁey form a group. There are no clear
guidelines on the rights and duties of the spinners. Informal
rules revolve mainly around rotating tasks such as cleaning up
and making tea. One of the spinners, Adelaide, records the timeé
people report to and leave work. More recently, she alsc controls
the quality of the spun wool. She was chosen by the spinners to
do these tasks. Sister Alfreda supervises the spinning. Unlike
Adelaide, Sister Alfreda was not chosen as supervisor by fhe
spinners. Her supervisory position is assumed since she is the
person to whom the women initially came for work. The supervisor
and quality controller are the only two authority figures in the

spinning proJject.

Untii January 1988, issues of concern to the spinners were
generally dealt with in informal discussions between them and
their supervisor. The supervisor communicated the spinners’ needs
to management which is based at the CWB. It is only since 1989
that monthly general meeﬁings are held. These meetings are

generally called by the manager on request from the spinners and
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are usually chaired by more articulate spinners in the group.
Among the issues discussed at these meetings are wages,
production problems, and the respecpive relationships Between the
spinners and their customer and manager. The supervisor, Sister
Alfrgda, the manager, Ms Walker, and the spinners are present at

these meetings .

Although the wofking structure of the SP is relatively simple, it
forms part of a broader more complex structure, namely, CSK. The
'CWB finances the management and operation of CSK. This operation
involves six maJjor productiﬁe activities,}only one of which is
spinning. These include (&) mahagement, (b) carding, (c)
spinning, (d) dyeing, (e) knitting and (f) marketing and seiling
the spun wool and knitted garments. The CWB employs a manager; Ms
Walker, who is responsible for the management and viability of
CSK, including the SP. She is based at the CWB. The process of
carding raw wool is contracted out to private firms and/or
individuals. The spinners, based at the St; Fr;ncis Xavier Centre
in Langa, operate as an informal group producing hand-spun yarn.
Dyeing the wool is done Sy an employee of CSK and based at the
CWB. The knitters produce completed garments and operate as
individuéls working from home. These producers are guided by the
designer and trainer, both employées'of CSK. The salespeople work
in the Sheep Shop éituated in Somerset Road, Green Point, on the
premises of the CWB. While the manager is employed by the CWB,

revenue generated by CSK is used to pay spinners, knitters and
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salespersons. End of year bonuses for spinners, knitters and

. salespersons are, however, paid by the CWB.

The production process of CSK begins with buying, preferably pre-
’washed, raw wool. If not pre-washed, the wool has to be washed
first and then carded. Carding can be done either by hand or
machine. Once carded, the wool is spun into yarn and dyed.
Finally, some of it is sold as yarn while most of it is sold in

the form of completed garments.

{b) Organisation of Production and Labour Process

The spinners are engaged in hand-craft work. Spinning wheels are
arranged in semi-circular fashion around one end of the room with
a spinner stationed at each. Carded raw wool-is placed in a -
corner of the room in:close proximity to the spinners} Tufts of
this wool are collected in preparation for.production. The wool
is spun into yarn by operating the wheel with one foot while
twisting the wool withvboth hands . OnceAthe wheel is filled with
yarn each sﬁinner rolls her yarﬁ into skeins. Each marks her
skeins with a color-coded piece of wool. This marking identifies
a particular spinner’s wool. The skeins are controlled for
quality and weighed'by using a quality wheel. The/quality
controller communicates the results of the test to the spinner as
s00n asvpossible. Timeous'reports'on quality help the spinner to
‘identify problems and to know whether or not changes in the:

spinning method need to be made. The supervisor assists in
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monitoring and implementing these changes in order to improve the
quality. The yarn is wound onto bobbins and stacked aside for

collection and purchase.

(c) Division of Labour in Production

At times when carding was not contracted out, each spinner hand-
carded the wool she would spin. At the time of research, however,
when carding was contracted out, the spinners were engaged only

in spinning.

Af first, with the recent introduction of the quality wheel,'
individual spinners took responsibility for testipg the quality
of their own varn. It was at the spinners"request, however, that
this arrangement was changed. An individual spinner was chosen to
control the quality instead of spinning. With this change, each .
spinner is now responsible for the single-faceted task of

producing spun yarn, while the quality controller tests the yarn.

In addition to the above, there is a divisioﬁ of management,

. supervisory and production tasks. The manager orders and buys the
‘raw wool, and arranges for it to be carded. She buys and collects
the spun yarn from the spinners, checks the weight of both the
raw’wool ordered and the spun yarn. She is responsible for
selling the yarn. In addition, the manager is reéponsible for the

viability of the project and for ensuring that it provides for
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the material needs of the spinners. This entails testing the

future viability of the project and keeping an eye on the market.

The supervisor is reséonsible for the maintenance and repair of
the spinning wheels,’fOr providing groceries for tea and for
~ensuring continued use of the building as a workplace. She
arranges the collection of the carded wool. When a spinner falls

ill, she participates in production to keep at the target.

With the help of the suﬁervisor, the spinners collect the wool
from the carders, they weigh and record this wool, clean it if
necessary, and spin it into yarn. They weigh the spun yarn and
wind it onto‘bobbins. The spinners record the quantities, in
kilograms, spun by each one. A production list is drawn up for
the manager for the purposes of calculating each spinner'e

- payment. The spinners check this remuneration.

(d) Management and Decision-Making

Since the establishment of CSK in 1982, the CWB has recruited and
employed_several managers most of whom had little, if any,
experience and skill in opereting an economic enterprise. In
September 1988, however, Ms Walker, previously marketing manager .
at Oros Pty. (Ltd.), was recruited and employed as manager of
CSK. This can be seen as a further attempt on the part of the CWB

to make CSK a viable enterprise. Ms Walker is responsible for the
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economic viability of the CSK, including the SP, and for

transforming the project into a cooperative.

Historically, since the initiation of the SP, the spinners have

had no role in managing the project. According to Ms Walker, one

of the reasons for this non—participatidn of the spinners is that
[the SP] has never moved from the welfare start that it had...the whole
effort to market the products and get the shop running took precedence
over the cooperative principles [and hence the inclusion of and/or
training of spinners in management] (Interview 2.1).

The lack of participation in management is confirmed by the

spinners themselves and points to the fact that all decisions are

made by Ms Walker, the manager, and implemented by the

supervisor, Sister Alfreda:

We never make any decisions about our work; we only do what we are told
(Interview 2.4). '

We would always wait to get instructions from sister or from whoéver paid
us (Interview 2.5). ’

Sister tells us what to do (Interview 2.6).

Evidence of decision-making being in the hands of the manager is
provided by the.introduction of the quality wheel. According to
Sister Alfreda, Ms Walker introdﬁced the quality wheel. The
spinners were not consulted in this regard; "it was Jjust brought
in" (Interview 2.2). This is confirmed by the spinners:

Our employers said the quality wheel must be brought in (Interview 2.4).

We did not decide about the quality wheel ourselves. It is our employer
who came up with the idea (Interview 2.6).
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With reference to management and decision-making, there is thus
no participation by the spinners. Moreover, the spinners are
dependent on the manager for making decisions:

I'm so aware of the fact that they turn around all the time and ask what
to do next; or they'll say “you tell us what to do” (Interview 2.1).

Further evidence provided later in this chapter indicates that Ms
Walker, the manager, is solely responsible for managerial

decisions and does not consult with spinners in this regard.

Summary and Discussion

The SP is a small—scale informal enterprise engaged in hand-
craftwork. A notable feature of the SP is its history of
constantly changing management with managers, mostly
inexperienced, recruited and employed by the CWB. The manager,
and not the spinners, is responsible for the viability of the SP.
This lack of accountability on the part of the spinners for the
viability.of the project has important implications for their
relationéhip to the enterprise, for its operation, and for its
transformation into a co-op. Furthermore, the manager is
accountable to the CWB for the viability bf CSK and thé SP. She
is in no way éccountable to the producers. This has implications
for the relationship between the manager and the spinners, and
for the tfansformation of the SP into a co-op. The supervisor, a
voluntary worker, serves aé the communication link between the
spinners and the manager. There is little direct communication

between the manager and the spinners. These specific lines of
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communication and accountability have important implications for

the transformation of the SP into a co-op.

With reference to the workplace itself, the practice of marking

- skeins with color-coded wool can be seen_as a form of monitoring
output and quality. These markings identify each spinner s yarn
for the puiposes of calculating how many kilograms were spun.
Clearly marked skeins indicate immediately Vho has spun the most.
In addition, once the wool has been controlled for quality, the
markings give an immediate indication of who has spun good
quality wool and who has not. On the one hand these markings are
practical for monitoring the production process. On ﬁhe other
hand, one of the unintended congequencés of this method is that
it divides the spinners into good and bad spinners, fast and slow
spinners, and various combinations of thesé attributes.

With reference to production, at the time when the spinners
carded the raw wool by hand, they were not paid for carding. The
spinners resisted this because they had less time to spin,
resulting in theii completion of fewer kilograms per day and thus
lower wages. In response to the spinners’ complaints carding was
contfactea out. Similarly, when.the spinners teéted their own
yvarn for quality, they stood in queues at the quality wheel, and/
it took them some time to learn how to use the quality wheei.
This meant that tiﬁe to spin was being lost resulting in lower
wages. It is important to note that these changes in the division

of labour in production were brought about at the initiative of
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the spinners which is ultimately rooted in their material

motives: the more you spin, the more you earn.

Payment per kilogram of yarn is evidence that the spinners are
engaged in piecework. Fluctuations in wages are thus relative to
the number of kilograms of yarn produced. Often pfoductivity is
dependent on the quality of the raw wool and.whether the wool is
already carded or not, variables which are out of the sphere of
~control of the spinners. In this regard, the spinners are being

" exploited more especially when they are not paid for cleaning and

carding the raw wool.

Economic Viability

(a) Sources of Finance

The SP derives its incomé ﬁainly from the sale of hand-spun yarn
'and hand—knitted garments. Other sources of income include somne
contracﬁ work andkloaﬁs and grants given by the CWB. At the time'
of r;search, the SP owed the CWB R15 000. This money was borrowed
from the CWB to help pay for the spinners’ end of year bonusesvin’

1988.

With reference to expenditure, the SP has no overhead costs. The
premises used are provided by the Catholic church and are rent
free, and the telephone service is paid by the CWB. Furthermore,

the spinning wheels have been supplied by the CWB.
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{b) Major reasons for Lack O0f Viability

We have learnt from the brief history that the SP has been
unviable fof'seven years. Aﬁong the reasons for this extended
period of Lack Of Viability are firstly, failure on the part of
the initiators.of the.project to test the feasibility of spinning
as a productive activityi secondly, a lack of management skills,
frequent changes in management, and inexperienced management
reéulting in ineffective purchasing, marketing and cbsting;-and
thirdly, failure to plan effectively the economié development of

the project.

Furthermore, according to Sister Alfreda, various problems
resulted in the SP being unviable for sﬁch a long time. Firstly,
the spinners were unskilled, they had not spun before, and were
being trained by Sister Alfreda, herselfvnot a skilled spinner.
Secondly, the raw wool with which they worked was dirty and
unwashed. The soiled wool was difficult to card and spiﬁ. Often
preﬁashed wool was matted together and difficult to get apart.
Consequently, the spun yarn was‘heayy, of bad quality, and fhus
not easily marketable. Despite the unmarketability of the yarn,
the spinners wefe being paid for the yarn they had produced and,
furthermoré, continued to produce bad quality yérn. In addition,
since the spinners are paid per kilogram of yarn produced, they
_tended to spin -fast in order to produce as many kilograms as
possible so that they woﬁld earn more. At the time, the spinners

were also carding the wool they would spin, leaving less time for
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spinning. Hence spinning had to be done fast, contributing to the
bad quality of the yarn. —
I used to fight with them to go slow, {tol do it properly, but at the same
time they said we want to get a living out of it...[the spinners] were
saying (they] must get a living out of it, but we were losing on the other

side [when trying to sell the yarn]l....The money went down the drain with
the dirty wool and they [the spinners] got paid (Interview 2.2).

Among thelconSequences of the abbve gituation was an acéumulating‘
amount of unmarketable yérn in the form of stock. Selling this
accumulated stock which ambunted to about 1 OOkailograms of
yarn, was the key problem with which the new ﬁanager was faced in

1988/1989.

(c) Strategies Adopted by New Manager

Among the strategies adopted by Ms Walker to deal with this
.accumulated stock of badly spun yarn were firstly, to attempt to
reduce production of yarn by finding other sources of contréct
work for the spinners. The second strategy was to improVe the
gquality of the yarn by introducing (a) a quality wheel to test
the quality, (b) a quality controller, (c) a quality bonus as an
incentive for.spinners to produce‘good_yarn, and (d) training
spiﬁners to spin well. The third strategy was to market the bad
quality yarn at cost price. Finding othef sourées of contract
work was diffioult. Furthermore, improving the quality of the

-~ yarn could not be done overnight, instead this'washa process
which involved training the spinners and constantly monitoring

their spinning methods to make sure they were spinning good yarn.
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With regard to marketing, the manager had projected that the
accumulated stock.would be sold by the beginning of the winter
months of 1989. Thls projection unfortunately proved wrong.

Hence, by Aprll 1989 drastlc measures had to be taken to stop the

production of more yarn.

In May 1989, Ms Walker met the women who operate the Sheep Snop.k
At this meeting.a'decision was taken‘to stop the production of
varn and to pay off the spinners. Ms Walker telephoned the
rsupérvisor. Sister Alfreda, and informed her of this decision.
The manager then called a meeting with the spinners. At this
meeting the spinners were told that there was no longer any work
for them because the project-had.no money to buy more raw wool
and the yarn was not selling well. Each of the spinners was paid
'R200 and they had to find other_work. Two of thebwdmen who spun

' well were given other Jjobs; one rolled andrthe other ﬁashed'the

yarn at the workshop based at the CWB.

When asked whether the project was closed down since the spinners
had effectively been retrenched, Ms Walker replied as follows:

‘ It’s making a surplus at the moment as long as we re not ordering [raw]
wool; our sales have never been better; but we’re still working on this
massive backlog {of bad quality yarnl, so as soon as we can liquidate that
{yarnl, we’ll be in a good (position, economicallyl (Interview 2.1).

Furthermofe, for the manager, this period of no production wés
seen as
an ideal opportunity to initiate....training in...what a cooperativé

is...s0 that when {production] start{s] again, they [(the spinners] will be
more prepared and see [the project] in a different light (Interview 2.1).
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Aééording to her, "the prdject (was] going to be put on a new
footing {during this periodj whiéh...will be a more realistic and
demdcratic true cooperative" (Interview 2.15: The key tasks |
confronting her was to sell the accumulated yarn and to tfansform

the project into a cooperative.

Hence, for the moﬁth of May, 1989 the spinners were without work.
By June of that year, however., the manager started ordering raw |
wool dnce again_and the spinners commenced work. All the spinners
ﬁere ‘reinstated’, exéept one for whoﬁ the manager found anqther

job. According to Ms Walker, sufficient raw wool had been ordered

and the spinners were promised work until the end of 1980.

Towards the end of 1989, the spinners’ remuneration per kiloéram
was raised from R12,50 to R15 for well spun yarn, and from R11,50
. to R12,50 for badly spun‘yarn.'This increase was introduced by
the manager_“because their income was not sufficient” (Interview
2.1). The manager, however, doubted the economic abiiity of the
projectbto bear this increase. One of the reasons for her doubt
was that the Sheep Shop was relying on lower priced garments at
the time in order to attract customers. There was a high
probabiiiiy that the spinners” end of year bonus would fall away
if their‘remuneratidn per kilogram of spun yarn was increased.
Paying the spinners more per kilogram as well as paying for.raw
wool would cost the spinners their end of year bonus and may have

resulted in cash flow problems:
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If we order wool now we can only sell it in six months [meaning] that A
lot of money which is spent now we can only recuperate in six months which
is going to cost (theml their bonus (Interview 2.1).

For the first time since her involvement with SP, the manager
consulted one of the more articulate and educated spinners on
this matter:
I said to Zanela we're thinking‘of putting up {the spinners’ remuneration]
to R15 per kilogram but what happens if we can’t pay them the bonus at the
end of the year. She said that they rely on their bonus in order to get

back home for Christmas so we can’t take it away from them (Interview
2.1). .

Costs thus had to be cut elsewhere. In this regard, the manager
decided that employees of CSK (such as operators of the Sheep

' Shop, the dyer and the desigher) would not receive an end of year
bonus from the CWB as was the case at thé time. Instead, these
CWB funds would be set aside to finance the spinners’ end of year
bonus in the event that the projéct could not bear these payments
financially. Further, CSK employees would only be given a bonus
if the project warranted it and spinners were to get preference
over bonuses paid from CSK funds. The rationale behind this

- strategy for cutting costs was that other employees of the CSK
were generally paid higher monthly wages than that earned by the
spinners. For example, the dyer earned about R400 monthly, while
the wages of a spinner ranged from aboﬁt R80 to RZOO monthly
dependiné on the number of kilograms spun. Other meaéures
employed included cutting costs on marketing'and purchasing raw

wool on credit.
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D. Suhmary and Discussion

The SP is financially dependent on the CWB for its overhead and
equipment costs, and for rescuing it when in financial straits:
they can Jjust turn around and say we need more money and more money has
been put into it so no one....considered the costs. If the accourntant here

sees that Cape Spinning and Knitting is not meeting its expenditure he
will simply go to Mr Templeton and say we need more money to pay for {CSK]
and they would just put it in. It certainly won't come to the attention of

the spinners....they are not even involved in the finances (Interview
2.1).

The fact that the SP continues to_bé unviable despite having no
overhead costs raises serious qﬁestions_about the feasibility of
hand-spinning as an economic activity. The absence of overhead
costs seriously distorts the costs incurred by the SP and bears
no relation to real costs. If the SP were to subtract rent,
telephoﬁe. equipment, and maintenance costs from its income., it
is questionable wﬁether the spinnérs would have any remuneration

at all.

The extended lack of viability of the SP can be attribuﬁed,
firstly. to a lack of managément and technical skills resulting
in the continued production of an unmarketable product. Secondly,
the CWB as the initiator of the project failed to do a thorough

féasibility study before establishing the project.

With reference to the new management, strategies adopted by Ms
Walker were implemented without consulting the spinners. This is
a clear indication that Ms Walker, rather than the spinners. is

in control of decision-making regarding the project and that the
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spinners have no say in the operation of the SP, thus confirming
the infofmation given earlier in this regard. The retrenchment of
the spinners by the manager points to the power relationship at
play and has significant implications for the trénsformation of

the SP into a co-op.

Moreover, the spinners’” response to their retrenchment points to
their powerless position:

We were very depressed about the news that there was no work because we
know it's difficult to find Jjobs. We didn’t know how long the money we
were given would last...I do not know who decided to pay the R200. We were
just grateful to get that amount because we probably would not have got
anything anyway. We were actually thankful (Interview 2.4).

We did hear that the wool was not selling in town, so it wasn’t a problem
really at that time, but we were not aware that it would go as far as us
not having a Jjob at all...it was the first time that we heard we would not
have jobs. We were not expecting this. We thought that we would continue
spinning.

I don’t know how the group could have prevented this [retrenchment] from
happening. The problem is that we are Jjust spinning here. We don’t know
what happens to the wool; we don’t know what is happening about the sales;

- we are only told what is happening and we don’t know what is happening; we
only spin (Interview 2.5). '

We were disappointed but there was nothing we could do. Sister [Alfredal
used to tell us that the wool was not selling in town but we were not
expecting that we would not have any work...I was only grateful for the

R200 because I didn't expect it. I don’"t know how it was calculated
(Interview 2.6).

For the spinners, the term&nation of production meant no work and
‘no income. The manager, however, saw this period as an
opportunity to initiate training the spinners in coopérative

- practice. These diverse perceptions of the lay-off can be
attributed to the different positions occupied by the spinners

and the manager, respectively, in the structure of CSK.
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Furthermore, on the one hand the spinners were told that the wool
‘was not selling, while on the other hand, the manager noted that
sales had never been better. In this regard, the spinners were

given contradictory information.

Finally, the manager ‘s power to reinstate thebspinners a moqth
later and to promise them work for a year points to their |
dependence on her for earning their living. This dependence is
further highlighted by the fact that by chance, the manager’s
ceesultation with one of the more articulate spinners saved them
all their end of year bonus. The manager decides not only about
the spinners material well-being; she decides on the well-being
of all employees of CSK. All the evidence thus indicates that Ms

Walker occupies the most powerful position in CSK as a whole.

Cooperative Consciousness

Previous Work Experiences

The majority of the spinners were previously either unemployed or
engaged in unpaid domestic work at home. The major reason they

- joined the SP was their need for paid work. They approached
Sister Aifreda during their search for work and were recruited by
her to spin. Ms Walker, the manager, was previously employed as
marketing manager of Oros Pty. Ltd.. Sister Alfreda has always

been a catholic nun.
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Diverse Understandings of the Concept ‘Cooperative’

The following quotations represent the diverse conceptions of a

‘cooperative’” among some of the key figures involved in the SP:

The Spinners:

People work together in order to move férward...[the SPl is a coop
because we are all doing the same thing and we are all aiming to get money
(Interview 2.4).

I don"t know what a.co-op is (Interview 2.5).

The whole idea behind my coming here was to do my work; so I Just wanted
to get my Jjob done and get my money (Interview 2.6).

Sister Alfreda, the supervisor:

I don’'t have much idea about the co—op. I°ve never worked for it or in it.
The little I know is that we pull together in common; we share in common;
it’s not mine, it’s not yours, it’'s ours; we work for the same common
good; each one must put effort in; common effort; what comes out of it
should be commonly shared (Interview 2.2). :

Ms Walker, the manager-

I am perhaps not totally committed to cooperatives because I don’t know
enough about them. I°ve got to learn about it and I've got to be shown
that it can work....I want people to make their own decisions. I want them
to grow as people — both in education and in decision-making...I want them
[(the spinners] to benefit from their labours. I don’t want some anonymous
shareholder or some board of directors or some management to benefit. [The
aim is to build] a successful project which will benefit the workers...I
want them to enjoy work (Interview 2.1).

Mr Templeton of the CWB:

The basic principles of the Rochdale pioneers and the methodology of the
Mondragon system [are key to Mr Templeton’s conception of a co—op] {In
addition] the cooperative model is a hard option...where we’'re calling out
hopefully the best in people. We're calling them to be participators....to
be unified in their actions....to be responsible in the way they conduct
their financial affairs...that they are conscious of their community
responsibilities. That we’'re all called together and that we must help
each other and through this process...we can...become prosperous. But I
don’t want to become prosperous at your oxpense I want it to be a win,

win situation.
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I just feel that the cooperative harkens back to a much more gentle
period, that hopefully we would want to have enough to live on but that we
didn’t need to take every conceivable cent that we could get...That money
was not the beginning and end of it all...That there are other

values. ..community values....cultural values...So I see the cooperative as
being a very valuable and a very important tool in drawing some of those
old long nurtured human values back again (Interview 2.3). ’

Some of the spinnerslhave no conception of what a co-op is while
for others the main aim of working in a co-op is “to get money’.
The supervisor s conception of a co-op places emphasis on
‘exerting common effort for the common good;. Similar to Ms
Walker, the manager, Sister Alfreda has little experience of such
forms of organisation. The predominant aspects in Ms Walker’s
conception include décision—making by and benefits for thé
producers, and a sense of enjoyment at work. Finally, Mr
Templeton expresses a romantic and idealistic view of a co-op
with material benéfits being of secondary importance and
cohmunity and cultural values being the core purpose for

cooperation.

Summary and Discussion

The diverse perceptions of a cooperative can be attributed to the
differént roles and positions of those quoted above both in the
CSK as a whole, and in broader society. The spinners emphasis on
material factors is clearly related to their position as
producers in CSK and as unemployed womeﬁ in need of income,

irrespective of the specific organisation of the work
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environment. They came to Sister Alfreda for a Jjob: not to join a

co-0p.

This particﬁlar perception has implications for the
transformation of the SP.into a co—op.vThe spinners’ are merely
concerned about their material reward. It makes no difference for
them whether they ére paid from CWB welfare funds or from the
profits made by the project. With regard to co-op development,
this implies that the spinners are not concerned about the long-
term viability of the project and its development into a self-
sustaining economic unit able to provide them with relatively
secure income. They are also not concerned about the power
relationships they enter into in their quest fbr income. It makes
no difference to them whether they work for an employer or for

themselves as a collective.

The spinners’ perceptions of the manager and supervisor give one
some idea of how they perceive their relationships with these
people:

Paddy [Ms Walker] and Sister [Alfredal are the employers, but they tell us
that they are not the employers; [instead,] the project is our own. I
don’t understand what it means when they say they don’t employ us: we do
as we are told; we get instructions from Paddy and Sister.

At the meetings they {[the employers] tell us about what has been happening
{with the sales] and the income we would get and as far as we are
concerned we don’t understand what they are talking about...They write on
the board how much money is made, how much money goes out and so on, so-
that s the way of making things easy, but still it’s actually not
necessary at all because we are not going to do anything about it
(Interview 2.4).
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The fact that the spinners are ‘not .going to do anything about-’
or with the information given to them by the manager and
supervisor confirms that their main concern is material reward in
whatever form it comes. In this regard Ms Walker shows some
insight when she says:
I don"t think that they can appreciate [that I would like them to enjoy
work] because I don’t think that they earn sufficient at the moment to
even want to have fun. I think that their primary objective at the moment
is subsistence. And it’s Jjust to earn more money so that they could be a
little more comfortable. They could not actually care a stuff about having
fun at the moment. And I don’t think that they could care about their
fellow workers or their community...I don’t think that they could, really.
I think everything is internally {individually] motivated which I can

totally understand. I mean, if I were earning R150/R180 a month, I°d also
say stuff having fun, give me more money (Interview 2.1).

The manager's perception is ciearly inf luenced by her
responsibility for the economic viability of the project and for
transforming it into a co-op, and by her previous experience as
manager of private firm. Her emphasis on ‘benefits for the workers
are influenced by her previoﬁs experience of working in a |
capitalist firm where sharehelders derived benefits. Her
responsibility for the viability of the SP,_on the other hand,
makes it imperative that she takes "a business approaeh”. This
conception raises a key question with regard to the development
of the SP into a co-op: how does one ensure viability while at
the same time ensuring that producers benefit mate:ially?
According t6 Ms Walker,

..if we are serious about a cooperative, it has to be a viable operation

which can compete in the market place, but it's also got to be good for

the workers. How you can bring those two things together, I don’t know,

because you can be very viable in the marketplace by not paying them much
(Interview 2.1).
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The implications of Ms Walker's éonception of a co-op raises the
key problem of finding a healthy balance between material need,

democracy and economic viability.

Mr Templeton s emphasis on values ratﬁer than material benefit ié
based on an idealistic view of the world in which peoples”
actions are not at all materially motivated. This conceptidn-has
sérious implications for the reproduction 0f the project and for
its economic viability. A co-op which fails to provide for the
material needs of its members will either suffer loss of
mémbership or be left with'members who havé_no other option for

- survival. Peopie cannot eat values; they need an income in order

to provide for their subsistence.

Continuity and Change in the SP: The Process of
Transformation into a Co-op

The process of transforming the SP into a co-op effectively began
in October 1989 and extended into the early months of 1990. Ms
Walker had recruited a researcher from Saldru, Ms Evelyn Rabaiji,
and a free lance co-op advisor, Ms Anne Collins, to assist Qith '
.this.process. At a meeting held late in February that year, Ms
Rabaji talked to theAspinners about the cooperative approach to
production and gave_a brief introduction to défining a
cooperative (Minutés: 22:2:90). Also present at that meeting was

Ms Collins.
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Among the issues arising at the meeting were (a) doubts on the
part of fhe spinners that they could take responsibility for "the
‘real’ costs and organisation of the projéct” (Minutes:
22:2:90).; (b) some spinners ”uﬁderétood the cooperative concept
to mean thét those who had ‘helped’ were to be ‘kicked out’"
(Minutes; 22:2:90); (é) the spinners requested training in
typing, bookkeeping and kéeping a petty cash flocat.: (d) whether
the transformation into a ¢o-op meant that the spinners should be
paid equal wages; and (e) some spinners "saw the introduqtion of
cooperative ideas as a cause of their running sh§rt of work for

two weeks in November 1989, and January 1990" (Minutés: 22:2:90).

- The first few issues led into é discussion of the division of
responsibilities between the spinners and those assisting themn.
Among the new responsibilities given to the spinners were
ordefing raw wool and arranging for if_to be carded. These were
previously the manager’s tasks. A further change was that the
Sheep Shop, the SP’'s s0le customer, "would no longer make up the
pay packages for the project members, but would pay a'bulk'sum
. for the [spun yarn] purchased; the [spinners were responsible
forl dividing the money according to each (spinner’s] productionf
(Minutes£ 22:2:90). The latter change prompted the spinners to
air their grievances about quaiity control:
{the spinners] raised the problem of reject [yarnl and said they had no
confidence in the {scale used to weigh skeins], and [theyl had a problem

when wool was rejected because they never knew how much money to expect
(Minutes: 22:2:90).
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This issue was to be taken up by the spinners with the buyers
from the Sheep Shop. Discussion on the other issues arising at
the meeting (issues (d), and (e) above), continued at a later
meeting (Minutes: 26:2:90). With reference to equal payménts, the
spinners expressed confusion about how to divide the money
considering that individual spinners produced different amounts
of spun yarn. They agreed that a system of equal payment could
not be introduced yet: payment per kilogram produced thus
continued until such time that they were ready to make a clear

decision in this regard.

With reference to November 1989 and January 1990, the spinners
raised the problem of not having had any wool to spin in January
because fhey were waiﬁing for a meeting to discuss the new
.cooperative approach to bé introduced. They requested payment for
this period since they were "not to blame” (Minutes: 26:2:90) for
this loss of production time. In addition, the spinners
‘complained that the raw wool had been ordered'late reéulting in a
further loss of production and earnings. The‘manager's response
to this was as follows:

..it was not possible for the shop to pay for wool that they {the

spinners] had not produced;...[{the spinners] had agreed to have a meeting

to sort out problems before beginning work again. However, it was true

that the meeting had been delayed by one week because it was difficult to
contact [the spinners] (Minutes: 26:2:90).

A further issue highlighted at the meeting when a spinner
requested "straight wages”, that is, equal remuneration for all

spinners, was that the Sheep Shop was a customer rather than an
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~ employer. This implies that the Sheep Shop does not make

decisions about spinners’ wages. Towards the end of April 1990,_
however, there were piece rate negotiations between the spinners
and the Sheep Shop. For three years since 1986 the spinners were
paid R10 per kilogram of spun yarn. In 1989 they were initially
paid R11,50 per kilogram for badly spun yarn and R12,50 for good
quality yarn. Around April of that year, the rate per kilogram
for good quaiity yarn was increased to R15 per kg, while the
badly spun yarn cost R12,50 per kg. A year later, the spinners
wanted R20 per kg considering that the raw wool they were
spinnihg was dirty and had to be cleaned before being spun. The
Sheep Shop offered R16 per kg and the final decision was to pay
the spinners R17 per kg of yarn. These negotiations around piece
rates raises questions about the Sheep Shop’s status as merely a

customer .

Furthermore, by May/June 1990, the manager pointed out to the
spinners that they did not own the wool; ipstead, the Sheep Shop
owned the raw wool. Hénce, the spinners needed to buy the hool
from the shop. Thus, the Sheep Shop is not only the sole

customer, but also the sole supplier of raw wool to the SP.

The issue of ‘who owns the wool® arose because the spinners were
about to méke varn for another customer, Camphill Village,
attracted by Ms Walker. Considering that the SP had no working
capital, it was decided that the spinners wouid apply to the

Sheep Shop for a loan of R850 to enable them to buy the raw wool
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required for the order of 50kgs of spun yarn from Camphill
Village. The loan was confirmed and the raw wéol required was
purchaéed. Once spun, however, the spinnérs refused to release
the yarn unless they weré paid cash immediately. The Sheep Shop
offered to pay for their labour the next day. This was rejeoted.
Members from another co-op, Masizame, were éalled in to explain
the normai procedures regarding invoicing and cheque payments.
The spinners sﬁill refused td change their decision not to
release the varn. In the light of the delay caused by this action
on the part of the spinners, it was agreed by the spinneré that
the order from Camphill Village had to be cancelled
(Minutes:15:05:1990). Ms Walker attributes this action by the
spinners to "mistrust and misunderstanding" on the part of the

spinners (Undated Report by Ms Walker).

According to Ms Walker, this incident was a turning point in her

relationship with the spinners. Her response was to withdraw her

assistance from the SP until recalled. From her point of view,
[tJhis painful experience proved valuable in so far as they [the spinners]
had their first real choice to‘'make — back to the old way of operating
[namely, sheltered employment offered by the CWBlor a decision to take a

very unclear rocky road [to forming a cooperative enterprise independent
of the CWB and able to compete in the market] (Interview 2.1).

To sum up thus far,'pre?iously, the spinners were passive
producers: they received\the cardedbraw wool from the manager who
later colleéted the spun yarn and had;each spinner’é payment
ready for her. Now, the spinners participate in arranging the

order of raw wool required. In this regard, with the assistance
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Qf the manager, they decide how much raw wool is required and
place an order with the Sheep Shop for this raw material. They
also participate in arranging the'delivery of spun yarn to the
Sheep Shop. in negotiations with other customers fecruited by the
manager, and in deciding their own remuneraton. Other changes
that have come about include the spinner s negotiations with the
Shop for a loan, that they have opened a bank account, and that'
they have elected office bearers and decided'on a name for the

co-op: Masixole.

Furthermore, Ms Walker resigned as manager and began to focus her
attention on the:development of the SP into a cooperative and on
providing services to other co-ops. In addition, meetings are nov
longer run and ordered by the manager and supervisor; instead,
the spinners initiate meetings and one of the more articulate
spinners has been selected by the manager to chair these
meetings. Finally; the supervisor has withdrawﬁ from the project .
completely. This means that the spinners are in charge of

~ operations on the shopfloor.. Towards the end of the research, the
poseibility of epinners contributing shares to Masixole was under
discussion. The outcome ofvthis process, however, ﬁas not

followed up.

Despite these changes, there remains much continuity especially
in the nature of the relationship between the Sheep Shop and the
SP. For example, the Sheep Shop remains the sole customer and

supplier of the SP; the Shop continues to buy the raw wool and
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thus still takes financial responsibility for the supply of raw
material to the SP; the Shop continues to cover the operating
costs §f the project; and advisors to the project, in this case

mainly Ms Walker, continue to dominate‘the management of the SP.

Summary and Discussion

The changes implemented in the relationship between the SP and
Sheep Shop (S5) have been miﬁor. Essentially, the structural
relationship between the SP and the 55 remains pretty much the

same: the spinners continue to do piecework for the SS.

Though the changes implemented have been minor; they have had
éignificant consequences for the material difficulties of the
spinners. More specifically, the sites of conflict over the\
gquality of yarn and, hence, over wages have shifted. Disputes
over quality were previously between the supervisor and the
spinners, thus located on the shopfloor. With the withdrawal of
the supervisor, however, and the transfer of “supervision” to the
spinhers in an attempt to ‘make them more independent’, these

disputes are now between the spinners and the Sheep Shop.

Similarly, conflicts over wages were previously located between
the spinners and their “employer’, namely, the Sheep Shop and/or
the managervwho, for the spinners, represents an employer. These
clashes were so located because the manager decided on individual

spinners’ wages based on production lists compiled by the
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spinners and on the results of guality control. With the
spinners” new responsibility of deciding on their own
vremuneratien after being paid a Bulk amount by the Sheep Shop for
yarn produced,[the site of conflict over wages.has shifted to a

new location, that is, among the spinners themselves.

It is important to note that disputes over quality and'waées are
not separate; instead, they are intricately linked since the
material reward for good Quality varn is higher and thus has a
direct effect on wages. Although interlinked, these disputes

occur at different locations in the case of the'SP.

The shifts in the sites of these eonflicts have significant
implications for the dévelopment of the SP into co-op, and for
the»power,of the splnners in relation to their sole customer.
More specifically, the site of conflict over quality has shifted
from the shopfloor to more direct struggles between the spinners
and the Sheep Shop. On the one hand, this is significant because
it brings the spinners in direct contect with their customer, a
| vital experience for them in learning how to deal with customers
directly. On the other_hand, considering that the SS is their
‘sole customer as well_as their sole supplier, the spinnefs’ power
td.negotiate ‘reasenable' prices for fheir varn is limited. In
this case the SS remains powerful ln determining the price of
spun yarn, thus ultimately determining the piece rates for the

spinners.
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These shifts are significant since the responsibility for
deciding on individual spinners’ remuneration no longer lies with
the manager. Since this hasvbecome the spinners” bolléctive
responsibility, divisions ambng the spinners regarding
differential payment due to quality and speed differentials among
them are highly likely. In this regard, thé spinners’ power to

directly negotiate better wages with the SS has been diminished.

Significantly, the shifts have weakened rather than stfengthened
the spinners’ power in relation to the SS. Why is this the case?
Considering that the changes implemented were decided on by the
manager under the direction of the_CWB, and not the_spinners, it
is not surprising that the changes are in the interests of the S5S
rather than the spinners.

Any changes have not come from them. I have initiated the change. They are
still not aware of the power that they have...(Interview 2.1).

This situation raises important questions about the
consequences, for producers, of changes implemented “from above’

or on the initiative of the service organisation.

The spinners’ struggles o#er payment for production time lost due
to the intréduction of a cooperative apprqach to production, |
brovides a good example of the kind ofboonsequences, for
producérs, of change “from abdvef. Specifically, the spinners

lost wages over November 1989 and January 1990.
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Furthermore, Ms Walker s perception suggests that the spinners
have a choice between sheltered employment and deciding tortake

an ‘unclear rocky road’ towards forming a co-op. This contradicts
her sﬁatement that changes were not initiated by the spinnefs.
More importantly, from the perspective of the spinners, any
choice which threatened to reduce or eliminate their income would
be irrational in the light of the continued possibility of
sheltered employment. Furthermore, given their history of
dependence on the CWB, their resistance to forming a co-op is
understandable. In this regard, once cannot remove the spinners

choices from their historical context.

Considering that (a) the spinners are drawn from the eéonomicaliy
marginalised population; (b) they do not have savings to use aél
start-up capital; (¢) they do not have either the skill or the
experience of operating an econqmic enterprise, as shown in the
incident with Camphill Village; and (d) that for the past eight
years they have been financially dependent on the CWB, one cannot
expect them to ‘prefer’  anything else but sheltered emplofment in

their attempts to survive.

When considering the rélationship between the spinners and the
Sheep Shop, the manager s perception is that the Sheep Shop is a
customer rather than an employér. It is. important to consider,
however, why the spinners regard the Sheep Shop as an employer.
In this regard, the.balance of power.in the negotiations ovef

piece rates and the eventual compromise in favour of the Shop is
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important in the spinners’ experience and iﬁ shaping their
perception of the Shop as an employer. In addition, the fact that
the Shop owns the raw wool and the spinning wheels, that it
represents their source of income, and ‘that the manager is
cldsely aseociated with the Shop further contributes to the
spinners’ perceptions. Considering that they depend on the Shop
and /or on people associated with the Shop (such as the manager)
for their material well—being it ie not surprising that they see

the Sheep Shop as an employef.

In our view, the spinners’ refusal to release the spun yarn for_
Camphill Village unless paid cash immediately is indicative of
inexperience in operating an economic enterprise and dealing with
customers. Their demand for immediate payment is alsoc indicative
of the emphasis on material rewerd. Significantly, the issues
arising from the process of transformation pf the SP into a co-
op, as expressed by the spinners, are mainly related to their

material well-being.

With reéard to the beginnings of transforming the SP into a co-
op, the changes initiated by the manager are superficial rather
" than structural. Given the long history of dependence of the SP
on the CWB; the lack of skill and experience on the part of the
CWB in cooperative production and in initiating and subporting
cooperatives, especially under 'third world’ conditions, and the

powerless position of the spinners both in relation to the CWB
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“and in broader society, however, one cannot expect anything other

than superficial change at this stage.

This particular study suggests that top~down approaches to

cooperative transformation are not appropriate in all cases.

Summary and Conclusion

The SP is not a cooperative but a Jjob-creation project to be

transformed into a co-op.

This case study gives one some insight into the specific issues
faced by projects such as the SP. Firstly, it relies on
management skills recruited by the service dfganisation from
outside the co-op. Thié has meant no participation in management
by the spinners and complete control by the manager over
virtually all.aspects of fhe enterprise including its
transformation into a co-op. This management relationship in the
context of the employer/employee relationship between the Sheep
Shop and the spinners leads one to conqlude that they are
essentially wage—iabourers engaged in piecework. Secondly, the
tob—down_approach to co-op development in this case highlights

" the ﬁegative implications of such approaches for the power of
producers. Thirdly,‘although we have no quantitative information
as evidence, we have some indication that the SP is financially
dependent on the CWB. Such dependency is not conducive to
building self-reliance. Fourthly, people in different positions

~ in the project, and with different roles in its formation have
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different priorities in terms of its‘development. Some of these
priorities are incongruent with others £hus hindering the process
of co-op development. This is reflected in the spinners’” concern
for mateiial survival on_the one hand, énd Mr Templeton’s concern

fer the moral imporfance of co-ops, for example.

When considering this case study in the light of Abell’s (1981)
five principles of democratic organisation, we'conclude that the
SP is not democratically oreganised and shows little potential for
progress towards increasing democratisation. The complete absence
of the spinnefs'“participation in decision-making makes Abell’s
first and fifth principléé irrelevant in this particular case.
‘The absence of the principie of representation and the location
of special competence and decisions about this competencé outside
of the SP as an organisation point to a low degree of democratic

organisation.

Furthermore, in the light of Bernstein’s (1976) minimally
necessary conditions for effective participato:y democracy, none
of these conditions are present in the SP. Thus, we conclude that
this enterprise is unlikely to develop into a sustained PDO over

the long-term. o
In terms of Brecker's (1988) stages of.co—op developnent, we

classify the SP as a pre-cooperative. The SP"fits Brecker’'s

(1988) criteria for this stage of development:
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(a) the spinners are primarily individual producers; this marks
an early stage of cohesion;

(b) the spinners require ba51cetra1n1ng in skills and in
cooperative ideology and practice and

(c¢) the SP requires aid and soft loans to help it find its feet.
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Chapter Four
Launisma Brickmaking Co-opr and.
,13L11:}1jL£3;Lz:vwe3 Co—op

g O Introduétion

The materlal in this chapter -is based on fleldwork executed in
two cooperat;ves, Launisma Brickmaking Co-op (LBC) and Buthlslzwe
1'Cc—op.(BC)p The LBC is one of several enterprises collectively
named Launisﬁa'Entefprises (LE). The two co-ops under study are
‘very similar in structure-and hisforical,background.‘Further; ate
tﬁeAtime of research;-the enterprises were_affiliated to the same
political organisation, namely, the Unemployed‘Workers’ Movement
(UWM).iEor these reesons of similarity we have chosen to-examihe

these enterprises in one chapter to avoid unnecessary repetition.

The information on BC.is sparse. This is so because reeearch in
this co-op was terminated as a result of conflict ﬁhich arose
between the enterprise and the UWM through ﬁhich access tovthe
co-op was gained. As a result, the researcher was unable to

f conduct interviews with the. members of BC. Nevertheless, the
dynamlcs 1nvolved in the conflict between the co- op and the
polltlcal organisation clearly indicate that co-ops are a terrain

-of struggleiin South Africa.
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A. Location

LBC and BC are located in the Philippi Industrial Area in close
préximity to Crossroads, one of the major ‘squatter’ areas around

Cape Town.

B. Brief Profile of Crossroads

Crossroads, probably the most well known squatter community in
SA, emerged in the mid-1970s as a symptom of state initiatives to
control the movement.and settlement of African people. Long
struggles between the residents and the state eventually led to A
Crossroads being declared an Emergency Camp in June‘1976. Among
others, this legal victory meant that rudimentary services such“
as water‘tapé, and_refuse aﬁd night soil removal were provided at
a minimal fee. Consequently, Crossroads enjoyed a unique position
as a black community in the Cape Peninéﬁlé:

Unlike other black townships it was not subject to the constraints which

operated in these areas - for example, lodger permits, trading licences
and strict political control (Cole, 1987: 17).

‘ In the South African context of residential segregation and high
unémployment, the isclation of Crossroads frdm key
infrastrﬁctural facilities and people’s struggles to survive in
the face of»unemployﬁent resulted in the growth of informal
economic activities. The lack of constraints on trade in this
area further facilitated the growth of such activities. According
to Cole (1987), these attemptsvét survival on the part of

residents
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were supported and encouraged by a variety of outside individuals and
organisations - for example, the Black Sash, the Quakers and the Institute
of Race Relations. Relationships with these liberal organisations had been
established in the course of the legal battles of 1875 and 1976. Their
assistance was not only welcomed but actively sought...... This firmly
established relationship with liberal institutions became a strong
influencing factor on the consciousness of the residents, pdrtlcularly the
leddershlp" (ibid.: 17).

As a result, "any direct critical intervention in Crossroads by a
more progressive grouping would have been a site of struggle in

itself. Entry was in no way a given (Cole, 1987: 40).

Furthermore, in 1878 the existence of the Crossroads community
was once again threatened. In the face of state destruction of
several African-squatter camps, Crossroads, the only relatively
large surviﬁing camp, found itself caught up in the poiitics of
reform. This was manifested in political struggles between the
community and the state, and also within the community. Cole
(1987) provides a detailed account of the history of

these struggles and of social stratification within the

' Crossroads squatter community.

" The outcome of péliﬁical struggles Between local state

authorities, both black and white, and the squatter community was
that thousands of its former residents‘were scattered throughout
the black téwnship5~in smaller squatter settlements. Others have
moved to a range of sight and service camps in Khayelitsha (Cole,

1987: 162, 163).
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LE and BC are examples of survival strategies initiated by
community leaders among the Crossroads residents and supported by
liberal organisations. In the account given below, some of the
effects of such support on people’s attempts t§ survive are
highlighted. Furthermore, the leadership and core membership of
these enterprises are drawn mainly from fhe scéttered residents

of Crossroads.

C. Brief Overview of Launisma Enterprises and
Buthisizwe Co-op '

1. Launisma Enterprises

a) Activities
3

Launisma Enterprises (LE) constitutes a series of mainly service
enterprises providing primary services, and a brick and block
manufacturing enterprise, namely, the Launisma Brickmaking Co-Qp
(LBC). Since the subject of the dissertation is on producer
rather than primary sefvice co-operatives, we have chosen to

focus on the LBC for the purposes of our study.

The services offered by LE are essentially primary services which
include motor repairs, panel—beatiﬁg and spray-painting, and
building construction. All of the afdrementioned enterprises,
including the brick and block manufacturing enterprise, are

located in one building, an old factory building located in
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Philippi. LE is structured in such a way that each enterprise
forms a department of LE as a whole. in addition, LE has an.
administration department<which deals with the administration of
“all the enterprises mentioned above. Since each of the
enterprises forms a department of LE and all the enterprises ére
administered by one department, the enterprises are structurally
land administratively interdependent. Since the brickmaking co-op
is essentially part of LE as a whole, and is not a structurally
independent co-op, it is crucial at times to deal with its

relationship with the other enterprises which comprise LE.

The LBC is involved in small-scale manufacturing and produces

- cement bricks and blocks of various sizes for the purposes of
low-cost housing construction. The small scale of the co-op
‘limits its customers to owner-builders and small building
contractors engaged in the construction of such housing.
Furthermore; over the last ten years several larée low-cost
housing projects have been completed by large contractors who
enploy subcontractors. Examples of such projects include housing
for blacks in Khayelitsha, Silver Sands, and Blue Downs. In the
case Qf such large housing projects large contractors obtéin
bricks and blocks from large suppliers. This situation leads to a

highly competitive market which limits the market for small-scale

brickmakers to owner-builders and small building contractors.
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b) Membership Composition and Skill Levels

The number of members in LE amount to about fifty seven people.
The number of people who workxin LE, howeQef, fluctuates from
about fifty seven to one hundred (Interview 1;1).7It is important
to nofe thaf not all of‘the pedple who work in LE at any one time
are members of the co-op. Instead, some of the workers are hired
labourers. During peak production periods in the brickmaking
enterprise a large number of unskilled, casual labourers is
hired. Furthermore, a severe lack of skills in the building
construction department results in the hiring of some skilled
labour in that department. It is the hiring of both skilled and
unskilled labour which results in the large fluctuation in the
number of people working in LE. A further factor contribﬁting to
a fluctuating membership is the féct the members and potential
members often leave the enterprise in search of employment

elsewhere.

None of the members of LE is formally skilled in the sense that
s/he had been an apprentice who obtained'a certificate for a
particular skill. Instead, the majority-of the members are
unskilled while a few have considerable knowledge of some skills.
Of the twénty seven members of the brick—makipg co-op, four of
whom are women, all are unskilled while one member has
considerable knoﬁledge of bricklayihg. Among the fifteen members
of the panel-beating and motor repairs departments, all are
unskilled while one has considerable knowledge of spray-painting

and another of panel-beating. The building construction
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departmeﬁt has ten members, one of whom is a bricklayer, while
another has some administrative skills. The remaining eight
members of that department are unskilled. The severe shortage of
skilled members in the building construction department results

in the hiring of skilled labour by this department.

Approximately thirty among the fifty seven core members of LE are
illiterate and innumerate. Three of these members are in LBC.
Four members have high school education; all Qf these; but one in
the buildiﬁg department; are members of the panel-beating and
motor repairs‘departments. The rest of the members have some form

of primary school education (Interviews 1.1, 1.4).

The administration department of LE consists of five members,
three of whom are women engaged in secretarial work. Mr Langa,
the chairperson of LE, is a member of this department and doés_
mainly managerial work. The remaining member of the
radministration department, who is simultaneously a member of the
building construction section, does the bookkeeping and

accounting for all the departments of LE.

The membership of LE is predominantly male and classified
African. Furthermore, most members were previously unemployed
while some were engaged in “backyard enterprising”. ‘Backyard
enterprising’ refers to small informal businesses often operated
from home by individuals, families, or groups of friends for the

purposes of either supplementing another income or serving as a
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main source of income. Informal businesses are essentially
enterprises that are not licensed, usually do not pay taxes, and
do.not comply with government regulations such as municipal by-
laws, health and safety regulations, and product standard

regulations.

2. Buthisizwe Co-op

a) Activities, Membership Composition and Skill Levels

Buthisizwe Co-op isvengaged in carpentry production and clothing
manufacturing on a small‘SCaie. The co-op makes most of its
products from scrap pieces of raw material (wood and cloth)
obtained from large timber and clothing factories. Its membership -
is predominantly female and classified African. Buthisizwe has
about thirty members who are mainly unskilled and who were
previously unemployed. The leading figure in this enterprise is
Mrs Benge, a Crossroadé community leader. The co-op is located in
an old factory building Jjust opposite LE. The premises occupied
by both the co-ops in question are severely ill-equipped and

would highly likely not pass any health and safety regulations.

3. The Co-ops and the UWM

At the time of research both LE and BC were obtaining services
- from the UWM, a political organisation involved in organising the

unemployed in the Western Cape. The UWM draws its membership
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mainly from “squatter’ areas in the Western Cape. As part‘of its
strategy for organising the unemployed, it has attempted to
initiate several co-operatives, including sewing, bakery,
chicken, burial, knitting, and bulk-buying co-ops. (At the time
of research these UWM initiatives were still in process. Hence,
we are unable to evaluate whether these initiatives proved to be .
successful or not.) It is important tolrecognise, however; that
LE and BC were not initiated by the UWM. Instead, these co-ops
were initiated by leaders in the local “squatter’ communities and

became affiliated to the UWM in mid-1988.

4. Stage of Development

By the time the researcher gained access to Buthisizwe and
Launisma (mid-September 1988) each of these co-ops had been in
existence for about eighteen months. In general, producer co-ops
in South Africa have not been in existence for more thah four
years, on average, leaving most such enterprises in.processes of
formation. In relation to the other more organisationally
developed co-operatives which form part of this study, however,
BC and LE_are'in the early stages of co-opefative development.

These co-ops are organisationally relatively undeveloped.

II. Histofical Development of Launisma Enterprises with
Specific Reference to the Brickmaking Enterprise

The information in this section is drawnvfrom interviews with

three of the founder members of LE: Mr Langa, Mr Chilibe and
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Elijah. Mr Langa is the manager of LE, Mf Chilibe is the foreman
in LBC and Elijah works in the panel-beating and motor repairs
departments. Other sources used when compiling this history
include primary décumentation; an interview with Mr Van der
Westhuizen, voluntary co-op advisor to the UWM; and minutes of

CCC meetings and LE general meetings attended by the researcher.

A. Initiation of Launisma Enterprises

LE was initiated by a group of four peoéle in December 1986 in aﬁ
- attempt to create employment for themselves and other members of
the-Crossroads community through pooling their resources and.
skills. One of the key figures in this venture,ié a former
Crossroads community leader, Mr Langa. Mr Langa is a well known
resident of Crossroads who has had a history of involvement in
enterprises in the informal sector. He once owned a grocery store

in Crossroads, sold corrugated iron from his home, and operated a

motor repairs service from his backyard.

According to a ‘Preliminary Statute” of LE dated April 1987, the
main problems encountered by unemployed people involved in
‘baékyard enterprising’ included the lack of facilities in the
form of working space, insecurity created by municipal by-laws
with regard to backyard ventﬁres, the reluctance of insurance
brokers to protect such ventures against loss of earnings and
other eventualities, and a lack of business acumen. As a result

of these problems, the founder members of LE, themselves
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unemployed, decided to acquire premises and to recruit people
involved in backyard operations in an attempt to combine such.
operations. The aim was firstly, to establish an émployment
project; and, secondly, to use the expertise‘of the experienced
and somewhat skilled founder members to administer the project,
and to market the services and products of the combined
enterprises in a more efficient and productive manner. It was
hoped that a wider range of customers would be reached in this
way. The goals of the employment project were stipulated as

follows:

1. To establish the said project as a financially and
economically viable and profitable venfure;

2. to create work opportunities, (and]

3. to play an active role in community upliftment (Employment

Project: Launisma: Preamble, April 1987).

B. Acquiring Premises and Recruiting Members

Although people came together in December 1986 to form LE, it was
not until May 1987, however, that the founder members obtained
premises from which to operate. An old factory building in
Philippi was hired at R2 000 per month. The lease for this
.building was signed by Mr Langa on behalf of the éeople involved
in the employment project. This lease extended over a period of
three months. By that time about twenty people, most of whom were

unemployed and some of whom were involved in 'béckyard

209



enterprising’, had been recruited by the founders as members of

LE. Mr Langa was elected chairperson of LE.

C. An Attempt to Formalise Informal Economic Activity

The founder members drew up a Trust and LE was established as a
voluntary association. This can be seen as an attempt to
formalise informal economic activity. The structure of LE
included,the chairperson at the head of all enterprises
comprising the employment project, one section leader or foreman
in charge of each enterprise, and the workers in each enterprise

under the supervision of the foreman concerned.

At that time, LE consisted of motor repairs, panel-beating, and
brickmaking enterprises. The motor repairs and panel-beating
enterprises, previqusly located in some members” backyards, were
the only enterprises which had custdmers at the time. The
brickmaking enterprise was formed but it was not as yet. in
operation. The building construction enterprise waé formed later

in 1987.

D. Lack of Financial Resources

Due to a general lack of financial resources the members were
unable to pay the rent for the first month, namely, May 1987.
They then negotiated with the owner of the premises, Mr Leon

Markowitz, for an exemption from rent payments for the first two
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months of occupation. By the time the first rent payment was due
none of the enterprises had generated sufficient income to cover
the rent. The members then borrowed R2 000 from the spouse of one
of the founder members to pay the rent fof July 1987. This lack
of financial resources eventually led to struggles within LE over

these scarce resocurces.

E. Subsidisation of Builders and Brickmakers by Panel;
Beaters and Mechanics

As mentioned earlier, LE is structured in such a way that each
enterprise forms a department of LE as a whole. When LE was
founded its initial members decided to share equally among all
the departments any income received, irrespective of the
department in which that income was generated and i;respective of
the cost structure in eaéh‘department..Since the building
construction and brick-making enterprises were not in operation
during the months of May to October 1987, the decision to share
equally any income received resulted in the subsidisation of
these enterprises by the pénel-beating and motor repairs
enterprisgs. The amount of money involved in this subsidisation

is, however, unknown.

During the first months of operation the panel-beating and motor
repairs departments were the only departments in LE which were
bringing in some revenue. This revenue, however, was meagre . Once

again, the size of this revenue in quantitative terms is unknown.
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The members” decision to share any income equally resulted in

this meagre revenue being spread among twenty people.

F. Struggles over Scarce Resources

By October 1987 this situation resulted in a struggle over.
financial resources in the co-op:
{The] panell-beaters] and [the] mechanics did not want to share money

equally anymore. They wanted to use money made by them for themselves
(Interview 1.4).

One of the outcomes of this struggle was a decision that each
departmént would take responsibility for its own costs, including
wages. It is not clear, however, how and by whom this decision
was made. Among other costs, each departmeﬁt was thus responsible
for a R500 monthly rent payment. In addition, it was decided that
each enterprise wouldbhave to contribute R100 per week towards
administrative funds. A further outcome of this struggle was that
Mr Langa borrowed R5 000 from the Small Business Development
Corporation (SBDC) on behalf of the brickmaking department. This
money was used és starting capital for this enterprise.
Furthermore, according to Mr Langa, the American Embassy donated
R13 800, and British Petroleum, R5 000 towards machinery and

eduipment for the brickmakers (Interview 1.1).

Moreover, in October 1987 the foremen of the panel-beating and
motor repairs departments announced that they were having

financial difficulties. They requested LE for permission to do
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additional work on the premises for the purposes of supplementing
their income. This work took the form of providing transport
services by taxi and repairing these taxis whenever required.
Permission was granted to the departments concerned. According to
Mr Van der Westhuizen, the voluntary co-op advisor to the UWM,
permission was granted under the following circumstances:
the panel-beating and motor repairs departments were idle at the time
either because they did not have sufficient spare parts to complete work
to be done, or because they did not have any work to do: members of these
departments were thus granted permission to do work for the purposes of

supplementing their income on the basis that they did not have any work to
do (Interview 1.8).

G. anancial Mismanagement

Now that each department was taking responsibility for its own
costs, ménagement of the finances of each department became more
crucial. The evidence, however, points to practices of severe
financial mismanagement in LE. Examples of financial
mismanagement are illustrated by the operation of the building

construction depértment.

Around mid-1988 the building construction department started
building a house in Khayelitsha. According to the foreman of the
brickmaking department, Mr Chilibe, this project was

characterised by a severe misuse of LE’s funds. (Interview 1.4).

The member responsible for the misuse of funds owed LE a sum of

R1 330. He was not punished or disciplined for what hé had done.
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Instead, he was asked to "correct his mistakes" and to pay his
fellow member$ the money he owed them. The member concerned,
however, had decided that he.could no longer remain a member of
the co-op after ali the problems he had caused and the debts he
had incurred. He decided to leave LE. He did not, however, give
the co-op the money whiéh he owed them. His Jjunior in the
building construction department then assumed the position of
director. Moreover, the building construction department lost
R3 000 on‘a construction project in Stellenbosch and R4 440 on
such a project in Mowbray; In both cases the reason fér the loss
incurred was the inability of the members to complete the

projects within the time period stipulated (Interview 1.4).

H. Financial Crisis at Launisma Enterprises

Not only were individual departments experiencing financial
problems, but also LE as a whole. The premises which LE rented
were not equipped with electricity. The British Embassy, however,
paid for the installation of electricity. The enterprises were,
however, not generating sufficient revenue to cover the monﬁhly
costs towards electricity. Thus, by the end of December 1987 LE
owed R8 000 for rent and R1 000 for electricity. The former
figure shows that between August and December 1987 the
enterprises were unable to generate sufficient income to pay the
rent. R6 000 was receiﬁed from a company in Bellville (the name
of the company is unknown) for the purposes of paying some of

this debt. R4 000 was borrowed from Get Ahead (an American
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development agency linked to an organisation called Build A
Better Society) to pay the fent for December 1987 and January
1988. A further R4 000 was borrowed from a 'Mr.Basson' to pay the

rent'for February and March 1988T

By mid-1988 the panel-beating and motor repairs departments were
also in dire financial straits. These departments were not
generating revenue for LE as a whole because the members were
engaged in work for themselveé, namely, driving taxis, rather
than in production for ﬂhe employment pfoject. The members of
these &epartments were thus generating income for themselves, but:

not for LE as a whole.

I. Struggles between ‘'Skilled’ and Unskilled Members

Around this time (mid-1988), the foremen of thé pénel—beating and
motor repairs departments requested that the meﬁbers of LE revert
to their original decision to share among all departments any
revenue received irrespective of the‘department’in which revenue
was generated, and irrespective of the cost structure of each
departmentf'This time, howevér, these members argued in addition
that they were eligible for higher wages than the members of
other departments since they had some form of skill in panel-
beating and mechanical reﬁéirs. The proposal from the panel-
beating and motor repairs.departments to share revenue and to be

paid higher wages was accepted.
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According to the voluntary co-op advisor to the UWM, Mr Van der
Westhuizen, the acceptance of this proposal from.the panel—
beating and motor repairs departments was influenced by an
attempt on the part of the brickmakers to gain control over the
flow of income in and out of these departments (Interview 1.6).
As ﬁill become apparent later, however, instead of gaining such
control, the brickmakers ended up subsidising rental,
administrative, and additional wage costs for these enterprises.
This situation arose partly as a result of the unequal power
relationship between the unskilled brickmakers and the panel-
beaters and mechanics who claimed to be skilled. On the basis of
this claim members of the panel-beating and motor repairs
departments were able to bargain for higher wages. The other
factor contributing to this situation’is the history of
subsidisation of the brickmakers by the panel-beaters and the

mechanics during the initial stages of the project.

J. Subsidisation of Panel-Beaters, Mechanics and
Builders by Brickmakers: The Tables are Turned

By mid-1988 the brickmaking department had been able to generate
gome income. This enabled it to pay its members an average wage
of about R30 per week (Application for loan, September 1989). In
effect, the acceptance of the proposal made by the panel-beating
and motor repairs departments resulted in the subsidisation of
these departments by the brickmaking department. This department

essentially paid the rent and administration fees for the panel-
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beating and motor repairs departments for about five months -

from about May to September 1988.

This ‘subsidy’ amounted to R13 700. In éddition, it paid some of
the higher wages of the panel-beating and motor repairs
departments. This bill amounted to about R 8 100 (General
Meeting: 12 October 1989). Furthermore, the brickmaking
department had supplied the building construction department with
bricks and blocks to the value of about R6 000 (Auditor’s report,
28 February 1989). in addition to subsidising the other
departments of LE, the brickmaking.department paid RS 000 towards
debt accruing from rental arrears (Interview 1.4); The heavy
financial responsibility accruing to this department resulted in

it suffering a loss of about R24 700.

K. Launisma Enterprises Joins the UWM

It is clear, then, that LE as a whole was.confronted with a
financial crisis by mid-1988. In July 1988, LE Jjoined the UWM.
Judging from the financial sfate.of the enterprises, and from the
struggles arising out of a combinétion of a lack of financial
resources and the mismanagement of these severely scarce v
resources, it is safe to assume that among the reaéons for the
affiliation with the UWM were the need for an outside agency to
assist in resolving the internal strﬁggles in LE, and to
facilitate access to further financial resources in the form of

loans and/or aid.
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L. Attempts by the UWM to curb Financial Mismanagement

In September 1988 the UWM staff and voluntéry advisor involved
with LE recognised the mismanagement of financiél resources in
favour of the panel—beating_and motor repairs departments. This
mismanagement was manifeéted in problems such as rental arrears.
It was recognised by the UWM staff that one way of dealing with
this situation would be to ascertain the amounts of money flowing
to and from each department, and the purposes for which this
money was being used. With this intention, the UWM staff then
suggested the financial and administrative separation of each
department. This would entail separate finapcial records,
budgets, and production plans. The most significant requirement
suggested by the UWM, however,‘fOr attaining such independence
was a separate lease for each department. (The reader will recall
that the lease for the building being rented was in the name of
Mr Langa on behalf of LE). Furthermore, Mr Van der Westhuizen
‘would check the financial records of each department in Qrder tq-
determine how much revenue was generated by each department and
for what purposes that revenue was being used (Minutes of

meetings attended in September 1989).
According to Mr Van der Westhuizen, however, this suggestion

which essentially entailed the restructuring of power relations

in LE, was effectively countered by the chairperson, Mr Langa:
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-, the force was too overwhelming against any such ideas [suggesting the
restructuring of Launisma] and Tata Langa was the big force against [this
suggestion]. We had a few meetings in which Tata Langa, in a very
efficient way, sunk any attempt to suggest a restructuring of the co—op
(Interview 1.6). :

Furthermore, several attempts were made by Mr Van der Westhuizen
to obtain the financial records of LE in order to evaluate the
~use of revenue generated by the various departments. These
attempts, however, proved to be unsuccessful because LE refused

to give the advisor access to the relevant records (CCC meeting,

30 November, 1988).

M. Brickmakers GBenerate Income

Abouf the same time, August to September 1988, the UWM approached
Social Change Assistance Trgst (SCAT), a local funding
organisation, for a loaﬁ to the value of R20>000 for the purposes
of providing financial capital and'eqﬁibment for the brickmaking
department. SCAT provided a loan.fbr these purposes.to the value
of R7 000. This Qas an interest free loan payable on demand. Thié
loan was to be paid in the form of R200 montﬁly instalments as

from November 1988.

The availability of financial capital in the form of the loan
ffom SCAT, and a ready market for cemeﬁt bricks and blocks
facilitated the profitability of the briékmaking enterprise at
the time. Total sales of bricks and blocks over the period

September to mid-October 1988 amounted to R 15 817. After
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brickmakers for the motor repairs section for this period
amounted to R4 800. The combined wage bill for these two
departments thus amounted to>R8 100. The wage bill for the
brickmakers and thé administrative staff, however, amounted to

R6 100.

Moreover, the income generated by the panel-beating department
during the said period amounted to R2 487, whilé that generated
by the motor repairs department amounted to R2 133. The income
generated by the brickmakihg department from September to mid-
October 1988, however, was R15 817 (General Meeting, Crossroads,

12 October 1988).

The table below clearly shows that by mid—October 1988 the panel-
beating and motor repairs departments were receiving more revenue
in terms of wages than they were generating. At that time the
brickmakérs were paying the wages for the panel-beating, motor

repairs, brickmaking, and administration departments.

Department 'Hage Bill | " Income Generated

Panel Beating : R3 500 - R2 487
Motor Repairs 4 600 2 133
Brickmaking 6 100 ' 15 817

+ admin .wages

When examining the five week period from the beginning of
September 1988 to mid-October 1988, we find that the brickmakers
were earning‘34% of the average weekly wage paid to the panel-

beaters, and 39% of the average weekly wage paid to the
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mechanics. The panel-beating and motor repairs departments,
however, eaéh generated as much as’15% and 13%, respectively, of
the total income generated by the brickmaking department over the
said period. The discrepancies between the wageé earned by the
brickmakers and the income generated by that department, and the
wages earned by the panel-beaters and the mechanics and the
income generated by them, are'vast. These discrepancies are a
clear indication of the degree of financial maldistribution in
LE. At best it was a form of subsidisation; at worst, é form of

exploitation.

P.'Incanéjstenf Standpoints and the Postponement of
Decisions ’

With regard to the struggle over financial resources which
emerged in mid-October 1988 at the general meeting held on 12
Ocﬁober, no decision was(taken regarding the proposal b& the
brickmakers to separate the finances and administration of the
depariments.of LE. The reasons why no decision was taken at this

meeting are multiple.

Firstly, during the course of this general meeting, the
discussionvarouhd the brickmakers’ proposal raised two
possibilities of dealing with this struggle over financial
resources. One of these was that each department take
responsibility for its own overhead costs, and that the revenue

remaining be divided equally among all members of LE. The other
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possibility was that each department take responsibility for all
its costs, including wages. The latter resembled the proposal by

-the brickmakers to separate the departments financially.

It is important to note, however, that the brickmakers were not
consistent in their argument for the financial éeparation of the
departments of LE. Instead, the foreman of the brickmaking
enterprise expressed ;ome concern regarding such.separation Qr
independénce. His concern wasvthat if a department ﬁas
unfortunate for some reason and happened to lose much money, it
would not be able to operate effegtively if it weré financially
independent of the other enterprises. This inconsistency in the -
argument by the brickmakers provided a second’réason_which
fgcilitated the postponement of the decision regar&ing their

proposal.

It was decided by consensusithat this decision be postponed on
the basis ﬁhat the members needed to think about these two
possibilities as solutions to the problems of financial
mismanagement and the resultant struggles over financial

resources (General Meeting, Crossroads, 12 October, 1988).

'@. Aid Diffuses the Problem

In the meanwhile, a loan to the value of R20 000 obtained by LE
from Mobil Foundation for the purpoées of covering some of their

debt and without the knowledge of the UWM, diffused the
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interrelated issues of rental arrears and administrative and
financial interdependence of the enterprises. Obtaining this loan
provided a further reason to postpone the decision regarding the
briqkmakers’.proposal (General Meeting, Crossroads, 12 October,

1989).

R. The Crisis Re—-emerges

According to Mr Van der Westhuizen the rent crisis emerged once
again by December 1988. A general meeting of LE was held to deal
with this crisis and to decide on the proposal to separate the
departments financially and édministratively. This meeting was
held during the vacation when UWM staff were not present. At this
meeting the members of LE decided "in principle” (Interview‘1.6)
' to operate as financially_and administratively independent
departments. The implementation of this decision, however; was
delayed for a further three months until March 1989. The
‘rationale behind this delay was "to give people three months to
work out their problemé" (Ipterview 1.6). Hence, the decision
taken in December 1988 was only to be implemented by March 1989

(Interview 1.6).
§. Cosmetic Changes are Proposed

According to Mr Van der Westhuizen, the form of organisation

resulting from the decision proposed at the general meeting of LE
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- in December 1988, was different from that suggested by the UWM

since September that year.

The UWM suggested théﬁ the departments comprising LE divide into
financially and administratively separate units. In this regard,
each department had to sign its own lease and take responsibility
for its own costs. This effectively meant that Mr Langa, the
chairperson of LE, would be associated with one single department

rather than with all the departments comprising LE.

The form of organisation decided upoh by LE in December 1988,
however, formally provided for the financial.and administrative
separation of each department by allocating the bookkeeping and
administrative tasks for each department to one person in the
administrative department. The lease for the building, however,
was retained in Mr Langa’s name on behalf of all the departments
in LE. And, the flow of finances between departments for the
pufposes‘of costs such as rent and wages, was not clearly

defined.

Effectively, then,'according to Mr Van der Westhuizen, the form
of organisation decided upon by LE in December 1988 simply meant
that "some administrative reorganisation was done with Tata Langa
'still firmly in control on top"” (Interview 1.6). This meant that
even_though the départments comprising LE were, in theory,
financially separate, in practice, revenue generated by the

brickmaking department could still be used as revenue of LE as a
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whole for the purposes of paying rent and wages for all the

departments.

T. The Crisis Re-emerges Once Agalin

By Maféh 1989, a rent crisis, a wage crisis, and a general

financial crisis once again emerged in LE. Furthermore, by this

" time the new owner of the buildings rented by LE, Mr Moodley,

gave the enterprises notice.to vacate the premises by the end of
March 1989. Rent.payments to the value of R3 500 were due by LE
by 1st March. The monthly rentai_for these premises was to be
increased to R5 000 és from 1st April 1989. In addition, LE.owed
R1 000 for transport costs, R4 000 to one of the founder members,
and R3 000 to someone by the name of "Christie’. An additional R1
500 was owed to Mr Léon Markowitz for rental arrears and lawyers’
fees, while R712,66 was owed for telephone césts, and R364,95 for
electricity costs. Further, the brickmakers had not received
wages for three months in succession (CCC meeting, Crossroads, 1

March, 1989).

As a response to this financial crisis.and to the increased rent
as from April 1989, LE began to investigate thé possibility of

| renting cheaper premises. A vacant plot éurrounded by a

vibracrete wall was found in Philippi in the same vicinity as the

_ premiées owned originally by Mr Leon Markowitz and later by Mr

Moodley. LE could rent this plot for R1 300 monthly with an

exemption from the first monthly payment. Mr Langa signed the
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lease for this vacant plbt and the first rent payment of R1 300
was made on 15 March 1988 (Visit to Laﬁnisma, Crossroads, 15

March 1989).

U. Formation of a Commission of Inquiry intoc the
Economic Viability of Co-ops Affiliated to the UWM

In an attempt to deal with this crisis, the UWM suggested the
formation of a Commission of Inquiry into the Economic Viability
of all the co-ops affiliated to the organisation, including LE.
This Commission included a specific ingquiry into the wages, or
rather, the lack of wages in the LBC. An agreement to form the
Commission was made at a Co-op Coordinators’ Committee (CCC)
neeting, held in January 1989. This committee is a structure of
the UWM and consists of representatives of cooperatives

‘affiliated to it.

It is important to note, howevef,.thétwthe agreement regérding

. the Commission of Inquiry was not made without some struggle. The
Commission of Inquiry into>wages at LE did not meet on 31
January, 1989, as planned, because LE refused to make the
relevant information accessiblé. At the CCC meeting held on 1
February 1989, Mr. Langa from LE argued thét the CCC could not
elect a commission without a mandate from the members of the
entefprises concerned. This position was based upon a decision
made at a general meeting of LE held‘on Thursday, 6 January,

1989 .
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According to Mr Vaﬁbder Westhuizen, the commission finally stated
that the departments comprising LE should become financially and
administratively separated from one another. This advice was not

accepted by Mr Langa.

By this time the brickmakers had again apﬁroached SCAT for a
loan. One of the conditions set by SCAT for the purposes of
considering a loan for the brickmakers was that the brickmakers
sign the leaée for the'vaéant plot of land. kThe readei will
recall that the lease for this plot was signed by M: Langa, the
chairperson of LE). SCAT had access to the commission’s report on
the state of LE, and thus took heed of the suggestion by the
commission that each departmenﬁ should sign its own lease in
order to ensure its financial and administrafive separation

(Interview 1.8).

According to the foreman of the brickmaking department, the

. brickmakers accepted the condition sét by SCAT and lawyers
‘assisted them in changing the name §f the lessee for the plot
from that_of Mr Langa to the names of ihe brickmakers. Once this -
condition was met, however, SCAT did not‘provide the brickmakers

with funds (Visit to brickmakers, 3 November, 1989).
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V. The Eventual Separation of the Brickmakers from
Launisma Enterprises

A combination of factors led to the eventual financial and
administrative.separation of the brickmaking department from the
panél—beating, motor repairs, and building construction

departments of LE. : a

Firstly, the building construction department closed down when
two of its key members resigned at the end of 1988 as a result of
being blamed by othér members of LE for the failure of that
department. A further reason for the resignation of one of these
members was related to his ill—health. Seéondly, the plot of land
presently hired by the brickmakers was too small to house the
taxis driven by the panel—beaiers and the mechanics, the cars
which'they repair, and the raw materials and completed products
of the brickmaking enterprise. Finally, thé condition set by SCAT
for the purposes of even considering a loan for the brickmaking

. department further facilitated the separation of this enterprise

from the rest of LE.

W. The Conclusion to this History of Struggles

The above exposition is an account of the complex processes
involved in the historical development of Launisma Enterprises
and of the brickmaking enterprise over the relatively short
period from September 1988 to March 1983. The conclusion to all

these processes, however, was that the brickmaking enterprise

ag9



hired a plot of land at R1 300 per month. This premises does not
have any water supply. Considering that water is used in the
mixture of the aggregates when manufacturing cement bricks and
blocks, the.lack of a water supply is a severe inconvenience for
the brickmakers. Furthermore, members require water for drinking

purposes .
X. Summary and Discussion

From the above account of the historical development of LE, it is
clear that these enterprises were started as part of an
employment project and not as cooperatives. This employment
project only nominally became a co-operative after its

affiliation to the UWM in July, 1988.

1. Problems

The main probléms in LE include a severe lack of;financial
résources and an organisational structure inconducive to economic
viability. The former problem is manifested in LE's dependence on
aid. The latter problem is manifested in constantly shifting
decisions regarding the distribution of revenue. These problems
are ciearly interrelated. Struggles over the distribution of
scarce financial resources tend to result in proposals to change
the organisational structure of_LE. These proposed changes,

however, never come into effect.
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2. Power Structure

Why do proposed changes never come into effect? Firstly, we would
argue that any significant change in the structure of LE is
blocked by the power structure inherent in the organisation

itself.

Mr Langa was elected chairperson of LE mainly because he was the
key figure in the establishment of the employment project. Among
other possible reasons for his election to this position,
however, are his position as community leader, his experience and
limited business skills in operating economic entérprises, a
general recognition of him as an elder, and his ability to
communicate in English : "The people chose himv....because they
don't know how to speak with the white peoples" (Interview 1.2).
Furthermore, the members of LE owe allegiances to Mr Langa since
he has acquired the funds and the premises which enable them to
operate. In these circumstances it is thus not easy for members

of LE to challenge Mr Langa.

The position of power which Mr Langa holds in LE is manifested
clearlf in his practice of posing as lessee for premises hired,
and obtaining loans on behalf of the members. Furthermore, his
resistance to the restructuring of LE from financial and
administraiive interdependence among the departments to effective
independence with regard to thése aspects, is a clear indication

of his interests in maintaining his position of power. These
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interests are expressed in his desire to have control over all

the enterprises comprising LE,

Furthermore, it is impoftant to note that Mr Langa has
considerable influence over deeisionsvmade in LE. The
circumstancesrwhich allow for such influence include the general
lack of.organisational structures to counteract such influence
~and the ineffectiveness of existing structures in doing so. Other
significant circumstances which allow Mr Langa to have
considerable influence include the practice of decision-making by
consensus, the general respect for Mr Langa as community leader
and as leader of LE, and the generally.low levei of participation
oﬁ the part of the members in decision-making regarding major
issues such as financial mismanagement and restructuring the
enterprise. This lack of participation is directly linked to the
low level of education among members_and their lack of

organisational experience.

It is thus safe to assume that the decisions regardiné the
cosmetic reorganisation of LE towards the end of 1988, and the
struggle against the Commission of Inquiry into wages at LE
occurred under the influenee of Mr Laﬁga. An inquiry into wages
at LE would certaiﬁly have been in the_material interests of the
brickmakers who had not received'any wages for three months in
succession. The power dynamics in LE as a whole, however, |

prevented the brickmakers from insisting on such an inquiry.
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A second dimension to the power structure in LE is embedded in
the division between those members who claim to be skilled,
namely, the pénel—beaters ahd the mechanics, and_those who are
unskilled, the brickmakers. This division has enabled thev

‘skilled” members to demand higher wages.

3. Historical Legacy of ‘Subsidisation”

.The historical development of LE indicates that the panel-beaters
and mechanics subsidised the brickmakers during the initial
stages of development of the project - from May to October 1987.
This history in effect suggests that the brickmakers owe their
fellow-entrepreneurs some form of payment. The difficulty here,
however, is that the amount by which the brickmakers were
sﬁbsidisedvis unknown. The only information we have is that the
income generated by the panel-beaters and mechanics was meagre.
There is thus no means of defining a fixed amount of debt accrued
to the brickmakers over this period. One can argue that this
undef ined debt is used as a Jjustification by the panel—beateré
and thelmechanics for the subsidisation df their wages, fental,

and administrative costs by the brickmakers.

" The subsidisation of higher wages, rent and administrative costs
for the panel-beating and motor repairs departments by the
brickmaking department while the members of the>former
departments were not generating any revenue for the project, but

were clearly receiving an income from the transport services
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provided by them, is absolutely absurd and amounted to

exploitation.

4. Fear as Social Control

It is difficult to explain why the brickmakers who were certainly
aware of the facﬁ that they were being exploited by the panel-
beaters and the mechanics, continued to subsidise these
departments. One possible explanation for this absurdity,
however, is the extent to thch fear has become a form of social
control in the townships and the ‘squatter’ areas in South
Africa. This fear was expressed by the foreman of the.brickmaking
department during a conversation with Mr Van der Weéthuizen
{(Crossroads, March, 19889). During this conversation Mr Van der
Westhuizen suggested to the foreman that the brickmakers break
away from the other enterprises comprising LE in an attempt to
operate independently. The foreman, in turn, explained to the
advisor‘that it was not an easy taék to break away from LE:

Hulle sal jou brand....mensé die kant is nie soos mense daai kant waar
julle bly nie - hulle sal Jjou brand as Jjy so iets doen want hulle sal se

Jy bedrieg hulle (Interview 1.4).
This is an indication that township violence and political

culture influences behaviour in a cooperative.
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5. Founders and Recruited Members: Implications for Co-op
Development

A further problem with the formation of LE is that the founders
recruited the initial members to work in the project while they
administered it. The initial members thus did not collectively
decide to establish this collection of enterprises, nor-did they
voluntarily join the project. Moreover, people who became members
of LE after it had been established Jjoined mainl& begause they

were in need of work.

Generally, whether people voluntarily commit themselves to
establishing an enterprise, or whether people are organised by
others into an enterprise has important implications for the
historical development of such a venture. In cases where people
are organised by others or recruited as members of a project, the
founder members tend to maintain positions of power. As a result
of the power structures which develop within enterprises
initiated in this way, it is often difficult for such enterprises
to be transformed into co-operatives. In the case of enterprises
voluntarily formed by a collective of people, however, the
process of development into a co-operative enterprise is often
less cumbersome. In the case of LE the power structure
accompanying the role of the key figure in the establishment of
the project, Mr Langa, has had important implications for the.

development of the enterprises concerned .
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6. In Sum

The above account of the processes of development in LE over the
period between September 1988 to March 1989 clearly indicates
that the project has been characterised by a severe lack of
financial resources since its establishment. The lack of such

7 resources resulted in large debts being incurred and in struggles
within LE over these scarce resources. It is important to
recogpise that the struggles over financial resources in LE occur
between those members who claim to have a skill and those who are
unskilled. Moreover, these struggles are between those members of
LE generating the least revenue and earning the highest wages,

and those generating the most revenue and earning the lowest

wages.

It is alsc clear that these struggles occur not only because of
the scarcity of financial resources, but mainly because of the
mismanagement of these scarce resources. The mismanagément of
financial resources can be attributed to the lack of skills on
the part of the manager (Mr Langa) in financial management, and
the atmosphere of ‘welfarism’ within LE as manifested in the
subsidisation of some departments by others, and in the
reluctance on the part of the membership to punish members who

misuse funds.

Furthermore, the LE employment project is a victim of aid in the
form of money provided for equipment and machinery by the

American Embassy and British Petroleum, and electricity installed
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by the British Embassy. These examples of aid provided to LE
highlight the. absurd conditions under which aid is often provided
to small business enterprises, including co-operatives. The
British Embassy paid for the installation of‘electricity on the
premises hired by LE at a time when the proJject was unablg to
generate sufficient income to pay the electricity used on a
monthly basis. Furthermore, LE often did not have the funds to
repair the machinery provided by the American Embassy.

Moreover, the conditions under which Mobil gave LE a loan to the
value of R20 000 in October 1988, and the consequences of
receiving such extensive fuﬁds at that time, illustrates some of
the constraints, specific to the South African context, presented
by the easy access to funds for small enterprises in the form of
soft loans or grants. From the above account of developments in
LE, it is clear that the receipt of the loan from Mobil in
‘October 1988 contributed to the diffusion of important processes
of decision-making regarding financial mismanagement within LE.
The receip£ of the loan at this particular time prevented the
members of LE from learning through their experience of financial
hardship and from dealing with the mistakes made. This example
illustrates the possible negative impact of the facilitation of

access to funds on the part of donor agencies.

.

The practice of allowing the panel-beaters and the mechanics to
do work for the purposes of generating personal income on the

basis that they did not have work to do for LE at the tinme,
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rather than insisting that these departments find work to do or
be élosed down, illustrates a further grave weakness in LE. This
is a clear indication that the enterprises comprising LE are not
perceived to bé economic units which, in ordér to be viable, must
produce goods and/or proQide services for a market. In the case
of any small business enterprise, however, including a co-
operative, its function as a viable economic unit is the basic

prerequisite for its success.

Furthermore, it is clear from the historical development of LE
that the goals of the employment project, namely, economic
viability, employment creation, and the ‘upliftment’” of the
community, were hardly being accomplished. Instead, financial
mismanagement destroyed the potentially most economically viable
enterprise, the brickmaking enterprise. As mentioned above,
September 1988 marked the beginning of a profitable period for
the brickmaking enterprise. Unfortunately, however, thé_
subsidisation of wages and administrative costs by the
brickmakers for the panel-beaters ahd the mechanics resulted in a
severe loss of revenue on the part of the brickmaking enterprise.
That lost revenue_could have been used for the purchase of raw
materials for renewed production in 1989, or it could have been
placed in the bank as reserve funds to see the brickmakers
through the slump in the building industry which began in the
first half of 1989.
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| With regard to the goal of employmént cieation, the project
‘prbvided Jobs for about férty—eight unenp loyed peopie. The wages
for these Jjobs, however, were far -below the minimum living-wage
level, and more often than not, the producers involved in the
project worked for no pay. Furthermore,‘instead of working
towards the ‘upliftment” of the community as intended, a key
feature of LE was the exploitation of some producers (who were
members of the locai community) by others. This exploitation is
clearly maqifested in the relatiénship between the members of the

brickmaking enterprise and those of the panel-beating and motor

repairs enterprises.

The range of complexities involved in the historical development
of LE can be attributed to a combination of various aspects.
These aspects include weaknesses in the organisétioﬁal structure
of the project; the power dynamics at play both within the
project and among the members of the community of Crossroads as a
whole; the severe lack of financial resources and the
mismanagement of these resourées; the negative effects of aid
from donor agencies; and the failure on the part of the producers
to recognise the enterprises as primarily ebonomi§ units which,

in order to be viable, must produce goods or services for a

market.
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I1I. Organisational Structures in Launisma Brickmaking
Co-op
This section is based on interviews with the core members of LBC,

primary documentation, and observation.

A. Intraductiqn

In the two years of its existence LE has devised a form of
organisation for the purposes of dealing with the daily tasks and
responsibilities éntailed in operating a series of economic
enterprises. In this"section we deal with the features of that
form of organisation. The intention is to give the reader an idea
of the structures in operation in LE as a whole, with specific
reference to the LBC. Furthermore, in the éummary and discussion
towardé the end of this section, we evéluate critically the .
organisational structures in operation in LE and the LBC. In this
regard we examine the.exteﬁt to which these structures contribute

to and/or hinder democratisation and organisational efficiency.

For the purposes of the dissertation, the conéept ‘organisational
structure’ refers to mechanisms devised b& the peoplé involved in
an organisation in an attempt to operate efficiently and
democratically, mechanisms by which decisions are made, and by
which the organisation is administered, and, the nature of

relationships among/between various sections of an organisation.
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B. Norkina Structure

1. The Structure of LE

The existing organisational structure of LE (which will be
described immediately below) closely resembles the structure
proposed in the preliminary statute dated April 1987. The
proposed étructure consisted of trustees, section leaders or
foremen, and workers. The section leaders were to be skilled
workers and tradesmen responsible for specific departments which
would comprise LE. The workers, more specifically, labourers
would be "appointed if and when vacancies arise” (Preliminary
Statute, April 1987). The rules applying to labourers were
stipulated as follows:
a) To be loyal to our cause;
b} To be kept informed through newsletters;
¢) Grievances from workers will be attended to at section
meetings convened by the section leaders on a weekly basis:

d) All workers will be paid an equal wage (Preliminary Statute,
April, 1987). -

In practice, Launisma Enterprises is organised in the form of a
Trust governed by a board of seven Trustees. Five of the trustees
are founder menmbers who work and hold positions of authority in
the enterprises constituting Launisma. The remaihing.two trustees
are non-members. The founder members are artisans, most of whom
are not qualified and hence do not have any apprenticeship
certificates. Thé foreman of the LBC was one df the founder
members. At the time of research attempts were being made tp‘form

a new board of trustees. According to Mr Langa, this was

241



necessary mainly because the non-members showed no interest in

the affairs of the enterprise (Interview 1.1).

Each enterprise which constitutes part of LE is considered to be
a department or section of LE as a whole. In addition, LE has an
administrative department which is responsible for the
administration of all the departments. In some ways these
departments are strongly interdependent, while in other ways they

are entirely independent.

On the one hand, the fact that all the departments are managed by
the chairperson and administered by the same committee makes them
strongly interdependent. Furthermore, brickmaking‘and building
construction, on the one hand, and panel-beating and mechanical
repairs, on the other, are interrelated economic activities.
There is, however, little interrelation between the former and
the latter economic activities. Repairing motor cars is a
conmpletely different and unrelated economic activity to
manufacturing bricks. This distinction makes the brickmaking

department independent of those engaged in motor repairs.

It is important to note, however, that wnile there is some degree
of distinction in economic activities, the enterprises comprising
LE are locked into a structure of financial interdependence.
Evidence of this is clearly indicated in the historical account
of the development of LE. The key mechanism to this financial

interdependence is the obligation on the part of each enterprise
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to share any income received among all members of LE as a whole.
This sharing of income is done irrespective of which department

generates the most revenue.

2. Specific Structures of the LBC

With specific reference to LBC, this»enterprise is managed by the
chairperson of LE, Mr Langa. The co-op initially had one section
leader, appointed by the Launisma administrative committee.
During the research process, however, two more members of LBC
were elected by the brickmakers to be.foremen/supervisors. The
foremen are ﬁorking members of the co-op. They are responsible
for submitting a report to the chairperson on the general state
of operation of the brickmaking co-op; for ensuring that members
of the co-op do their work, and thaf equipment is not stolen.
Furthermore; the LBC has a shopfloor committee elected by the
brickmakers. This committee is responsible for daily'management
tasks such as the organisation of £he production process,
ordering raw materials, dispatching orders, and so on. The
members of the shopfloor committee include the supervisors and

about three members who work in LBC.
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3.’Structures of LE of Relevance to LBC

a) The Weekly General Meeting

There are a further three mechanisms which form part of the
organisational'structure of the LBC. One of these is the weekly
general meeting of LE at which all departments are expected to be
present. In practice, however, it is mainly the members of the
brickmaking and administration depaftments who attend these
meetings regularly. ?he members of the motor repairs and panel-
beating departments usually claim to be too busy to attend
meetings. A lack of transport~and the fact that most of the
members of the building construction department work on building
sites in various residential areas, are among the reasons for a
lack of attendance of these members at general heetings. The
member of the building constrdctidn departmeht who is also part
of the administration departﬁent, howevef, attends these meetings

regularly.

At these meetings all major decisions, iﬁcluding policy
decisions, are made. In theory, decisions are made by consensus,
that is on the basis of the one-person-one-vote principle. In
practice, however, decisions‘are made primarily‘through a
practice of "non-opposition” (in the terms used by Mr Van der
Westhuizen : Interyiéw 1.6). It is in these general meetings that
the foremen report on the general state of'operatidn of each
department, and in which problems such as rental arrears are

discussed.
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b) The Shopfloor Committee Meeting

The other mechanism is a weekly meeting of the LBC shopfloor
committee. At these meetings the brickmakers decide on issues

relating to production, membership, and wages among other issues.

é) The Co-op Coordinators’ Committee Meeting

The third mechanism is the weekly Co-op Coordinators’ Committee
Meeting (CCC). This committee consists of representatives from
each department in both Buthisizwe Co-op and Launisma
Enterprises, froﬁ each of the co-ops affiliated to the UWM, the
two co-op coordinators employed by the UWM, and the voluntary co-
op advisor to the UWM. Broader policy issues, problemsbarising
between the co-ops and the UWM, problems within and among co-ops,
and issues relating to local and regional workshops are discussed
at these meetings. The CCC is intended to serve as the
representative structure of co—ops.affiliated to the UWM and as

the link between the co-ops and the UWM.

One of the intended functions of the co-op coordinators is to
provide for the needs of cooperatives as economic units. These
include securing financial support and providing training and
advice on problems encountered during the production process. In
addition, the coordinators are oxpected to ensure that the CCC

and the cooperatives function democratically. In this regard,
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coordinators are expected to train co-op representatives on the
CCC as well as the general members of co-ops in democratic
practices. Furthermore, coordinators are expected to keep both
the UWM and the co-ops informed about developments in each of
these organisations. Co—op coordinators and the advisor are
accountable to the CCC for the administration and execution of

their tasks.

The above exposition of the CCC refers to the intended
fuhctioning of this mechanism. Ih reality, however, several

weaknesses contribute to the malfunctioning of the CCC.

Anmong £hese weaknesses are a severe 1ack of punctuality on the
part of coordinators. CCC meetings seldom start on time, they
start on average between forty five and sixty minutes later than
scheduled, and sometimes simply do not take place as scheduled.
Furthermore, coordinators do not have the skills to provide'the
co-ops with services such as training and advice. Skills in the
functioning of an economic enterprise are especially lacking
among coordinators. Furihermore, attendance of CCC moetings on
.the part of co-op representatives is generally poor and
irregular. This often results in insufficient or no report backs

to co-ops on issues discussed at CCC meetings.

In addition, the CCC does not have a coherently outlined policy
and practice. More specifically, this committee has no guidelines

for establishing new co-ops or for the provision of services to
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already existing co-ops. As a result, the CCC is simultaneously
engaged in attempts at initiating co-ops and at providing
services for already existing enterprises. Hence the CCC
responds, on an ad hoc basis, to matters and problems as these
arise. A key weakness in the practices of -the CCC is its
ihability to implement decisions taken at meetihgs. This is
manifested in the consistent recurrence of the same issues in
minutes of CCC meetings. The CCC also lacks the infrastructure
required to provide services to co—ops. These include, among
other factors, a lack of financial resources to provide loans to
co-opsg, and no vehicle for transport when visiting each co-op.
Coordinators oftén have to rely on public transport which is
generally unreliable, or on the vehicle used for UWM purposes.
All these weaknesses point to thé ineffectiveness of the CCC as
part of the organisational structure of the LBC, in particular,

and LE, in general.

4. Rights and Duties of Members

The rights and duties of members of the various departments in
LE, including the LBC, have not been clearly stipulated. The
rules for workers as stipulated in the ‘Preliminary Statute’
(April, 1987), however, point to some df these issues. According
to this statute, workers’ rights include that they be kept
informed about the affairs of the enterprises through.
newsletters, that their grievances will be dealt with at weekly

‘section/departmental meetings convened by the section leaders,
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and that they are entitled to equal wages.vln practice, however,
workers are not provided with information through newsletters,
nor are wages equal. They are, however, able to raise‘their
grievances at section meetings and also at general meetings of LE

as a whole. .

" The only duty expected of workers is to be loyal to the cause of
the project as determined by the founder members, that is. to
assist the unemployed. Furthermore, according to ﬁhe Preliminary
Statute (April, 1987), “workers will be appointed if and when
Qacancies arise". In practice, this stipulation has contrédictory
impiications. One is that people can become members of LE 7
whenever there are vacancies. The other is that labour will be

" hired by the existing members when it is deemed necessary. The
practice in LE and the LBC with reference.to this stipulation
fits the latter description - labour is hired duriﬁg peak
production periods. Furthermore, hired labourers are excluded
fiom ma jor decision-making processes and are baid a pittance
wage. During the time of research hired labourers in the LBC were
paid R8 to R10 a week. Members of the LBC, on the other hand,

were péid R30 to R40 a week.
This is an account of the organisational ‘S8tructure in operation

in the LBC. The organisational structures in other enterprises

comprising LE are similar to that described above.
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C. Organisation of Production and the Labour Process

Initially the brickmakers made bricks and blocks by hand. Early
in September 1988, two weeks before research in this co-op
commenced, a brickmaking machine waé introduéed. Blocks, howe&er,'
are still manufactured by hand in the co-op. The aggregates used
to make the bricks and blocks include either sand, cement and
grit, or‘sand,'cement and quarrydust. These two combinations of
aggregates are used in varioﬁs proportions to produce specific
qualities of products. A specifig proportional combiﬁation of
sand, cement and grit produces a lower quality product than that

" of sand, cement and quarrydust.

Furthermore, the density of the brick and/or block which
determines thezstrength of the product also influences the
quality of what is produced. Machine-made bricks and blocks tend

to be stronger and of a better quality than hand-made products.

The LBC produces bricks and blocks inside of the factory building
on a floor space of about 1 000 square metres (Commission of
inquiry into Co-ops). The type of machine used to make the bricks
has a pan-mixer in which the dry aggregates are mixed, and a
vibratinc egg-layer in which the completed mixture of aggregatés
is loaded and by which the mixture is moulded into bricks. This
machine operates on electricity and produces one dozen bricks at
a time. Blocks are manufactured with two hand-operated templates,

one for making large blocks and one for medium blocks.
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The aggregates sand, grit, and quarrydust are ordered fron
suppliers of raw materials in loads measuring 5 cubic metres
each. Cement is bought by the bag with each bag weighing 10
kilogfams.;The=raw materials which are ordered in loads ére
offloaded outside of the factory building while the cemént is

stored inside the factory.

The sand, grit, and quarrydust is tr&nsported by wheelbarrow from
outside the building onto the factory'floor'where the pan-mixer
is situated. Using spades, the producers then fill the pan-mixer
with the appropriate proportions of each aggregate. The pan-mixer
is used to mix these dry aggregates. The dry mixture.is poured
out of ﬁhevmachine_onto the floor upon which it is moistened with
water, and then mixed manually, using spades. The moistened
mixture is spaded into wheelbarrows and then conveyed to the

vibrating egg-layer which is used to mould the bricks.

The raw materials used for making blocks are also transported by
whee lbarrow onto the factoryiflOOr, mixed in the pan-mixer,
moistened with water, and mixed using spades. The moistened
mixture is spaded into the template ‘and with a series of vertical
arn movements the mixture is compacted_by banging the template on
the floor. The completéd bricks and blocks are then carried off
the shopfloor and stécked outside to dry. In thé.case of rainy
‘weather the products are covéred with sheets of thick plastic to

preserve their quality. When orders are collected and/or
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delivered the majority of the producers assist in loading the

delivery truck. Loading is done manually.

D. The Division of Labour in Production

The production of bricks is organised on an assembly-line with a
distinct diyision of labour between manual and machiné operating
tasks. The machine operating tasks are executed mainly by men
with both men and women doing manual tasks. It is mainly the
women who carry the products off the shopfloor one by one and
stack them outside to dry. Blocks are prdduced mainly by an
‘individual producer assisted by others who prepare the mixture of
aggregates. The individual producer works in such a way that the
conmpleted block is placed into a row of other blocks waiting to

dry.

The producers are mainly memﬁers of the LBC. During tines of
increased production, however..when the co-op is unable to cope
with the orders it receives, people who are not members are hired
as labourers on a temporary basis. Since the manufacture of
bricks and blocks does nof require any skill, and since there are
many pebple in the surrounding 'sqﬁatter’ areas who are |
desperately in need of Jjobs, it is generally easy to hire

labourers on a temporary basis for a low wage.

The shopfloor committee plans and coordinates production from day

to day. The chairperson, assisted by the administrative
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committee, is responsible for management tasks which involve

mainly financial management.

E. Management

The LBC is managed by the chairperson, Mr Langa; who is assisted

by the administration committee, of LE.

On the one hand, since the manufacture of bricks and blocks on a
small sQale involves relatively simple production processes, and
simple technology, little is required in the form of production
management. On tﬁe other hand, conéidering-that raw material
costs constitute about 66% of the cost of the final product, the
need for working capital is high (Commission of Inquiry into Co-
ops). This factor requires effective financial management. |
Furthermore,.the.cyclical nature of the brickmaking industry
requires mérketing strategies which will facilitate the
stabilisation of demand. This factor reéuires effective marketing

management.

With reference to financial maﬁagement, we have seen that the
evidence points to practices of severe mismanagement. With régard
to marketing management, the manager hés often secured contracts
for the LBC with small subcontractors and owner-builders. An
aggressive’ma;keting strategy has, however, not been adopted. The

key marketing strategy tends to be by word of mouth.
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F. The Division of Labour in Decision-Making

The shopfloor committee of LBC takes responsibility for daily
task-related decision-making. Most major decisions, however, are
made by.the Launisma administrative committee. While brickmakers
are informed about these decisions it remains doubtful whether
they have an effegtive say over processes at play in LE as a
whole, especially those of special significance to the ﬂBC. This
has been illustrated in the historical account of developments in
LE. More specifically, the subsidisation by the LBC of higher
wages for the panel-beaters and mechanics, and the acceptance of
their demands for these highef wages are clear examples of such
processes. This situation is partly a result of the power
strucfure of the LE as a whole; the power dynamics between the
brickmakers aﬁd Tata Langa, the low level of education and lack

of organisational experience of the members of LBC.

6. Summary and Discussion

The Bqard of Trustees of Launisma Enterprises has little function
beyond the concrete manifestation of a document which serves as a
legal mechanism to facilitate the operation of the enterprises in'
their broader social, political, and éqonomic environment. The LE
Trust can be seen as an attempt on fhe part of the founder
members to formalise informél economic activity. This attempt
should be seen in. the context of the hostile environment of

municipal regulations, limited space, and a web of other legal
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requirements impinging on informal sector activity in SA in the
early 1980s.

Several weaknesses can be ‘identified in the ofganisational
structure of LE and the LBO: Firetly, the operation of each
enterprise as part of a larger enterprise, with the management
function centralised essentially in the hands of one person, is a
key weakness. Linked to this weakness is the central problem in
LE, namely, the financial interdependence of the enterprises. Our
account of historical developments in LE ciearly indicates that
this structure is inconducive‘to organisational efficiency,

democracy, and economic viability.

Secondly, the lack of attendance at general meetings on the part
of the bulk of the membership of LE is an indication that this
structure is not effective. During the time of research, however,
no attempt was made on the part of the membership of LE to
address this issue in practice. The excuses presented by the
panel-beaters and the mechanics were at first simply accepted.
With the re-emergence of the financial crisis,‘and more
specifically the rent crisis, in October 1989, however, some
questions were being raised about the role of these members in LE
as a whole. Challenging the practices of the panel-beaters and
mechanics, however, was limited to raising questions, often in
the absence of the members concerned. This points to the lack of
effective structures in LE through which such issues can be taken

up. It also points to the lack of guidelines for members’
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behaviour and their rights and duties to the enterprise. There
are no disciplinary measures for members who act against the

interests of the enterprise as a whole.

Furthermore, the method of decision-making in these meetings -
through non-opposition - does not promote democratisation nor
participation. This form of decision-making is entrenched by the
power structure inherent in the organisation as a whole, as
described in the section on historical processes. In addition,
the lack of education and organisational experience on the part
of most members is a further factor which results in such

decision-making.

Lines of accountability and authority are generally unclear in LE
as a whole. For example, with reference to the LBC, it is unclear
as to whom the manager is finally accountable._Further, it is
unclear as to whom the LBC shopfloor committee is accountable.
And, the relationship between the LBC shopfloor committee and the
LE administrative committee is also unclear. This lack of clear
Alines of accountability and authority contributes to
organisational inefficiency and serves as an obstacle to the
process of democratisation. One could argue that the absence of
these organisational aspects has facilitated the mismanagement of

finances in LE as a whole.

With reference to the CCC, lack of punctuality on the part of

coordinators point to organisational inefficiency. This lack of



punctuality can be attributed to a combination of a lack of
responsibility on the part of these UWMvofficials, and their
involvement in several other organisational activities of the
UWM, hence leaving little and often no time for co-op duties.
Furthermore, the appointment of co-op coordinators with little
skill and experience in co-op organisation and with no business
acumen and managerial skills results in the provision of
inadequate services to the co-ops concerned. This lack of
punctualit&, responsibility, and, morebespecially, the absence of
"appropriate skills are among the main reasons why the CCC is

unable to implement decisions.

Due, in part; to the lack of any coherent policy and practice for
the CCC, this cdmmittee is essentially engaged in aftempts at
crisis management. These attempts, however, seldom succeed
because of the diverse and interrelated weaknesses of this
structure including a lack of appropriate skills, of
responsibility, and of time to attend to the needs to co-opSs.
Furthermore, the poor attendance of co-op representatives at CCC
meetings raises important questions about the representativeness

and effectivity of the CCC structure.

‘The organisation of-producfion in LBC_isvcumbersome thereby
contributing to inefficient use of(space, time, and labour. Such
inefficiency is clearly manifested in the transportation by
wheelbarrow of raw materials to the factory floor and of

completed products to outside the factory. Raw materials~should
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be in close proximity to the site of production. In addition,
production is interrupted whenever orders of bricks and/or blocks
are collected since everyone engaged in production stops work in

order to help load the truck fetching an order.

As mentioned earlier, financial and marketing management are key
in a émall—scale, labour intensive brickmaking enterprise
characterised by limited financial resources. One of the
weaknesses in management in the‘LBC, is the lack of these
managerial skills. Neither the manager nor any member of the
cooperative hés such skills. Generally, the managerial strategy
used is that of crisis management. In this regard, a key aspect

‘required for the viability of the LBC is lacking.

In éddition, Mr Langa is the'LBC's single contact with its
‘external’ environment - the‘market, competitors, suppliers, and
so on. Further, there is a high disparity in access to relevant
knowledge and information between the manager and the général
members of LBC. These factors, in combinafion with the general
lack of accountability structures within and between the_
enterprises constituting LE indicate a general lack of mechanisms

and practices for the purposes of ensuring democratic control.
Further obstacles to democratisation, participation, and

organisétional efficiency in LE and LBC include respect for

elders such as Mr Langa; the reality of fear as a mechanism of
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social control; a severe lack of education and skills, and a

general lack of organisational experience.

In sum, the organisational structures and the method of decision-
making in LE as a whole, and with particular reference to the
LBC, fail to promote democratisation, efficiency, and economic
viability. More specifically, centralised and unskilled
management, the financial interdependence of enterprises, and a
lack of accountability and of appropriate skills are inconducive
" to organisational efficiency, democracy, parficipation, and
economic viability. These weaknesses are, however, not limited to
the structure of the enterprises. Instead, the general members
are powerless and unable to challenge undemocratic practices in
LE. Their powerlessness has roots in their lack of education and
organisational experience;'In addition, the members are trapped
in an ideology of respect for elders which prevents them from
effectively challenging the existing powér'structure-in LE. They
are also tfapped by the social control mechanism of fear.
Furthermore, not only are the enterprises themselves
impoverished, but also the organisation from which they seek
support. In this regard, the UWM as an organisation in itself is
in a process of formatiéﬁ and of developing democratic structures.
and practices. In the next segtion.we deal with the relationship
between the UWM and the.co-ops in more detail and attémpt to
address the implications of this relationship for the

cooperatives concerned.



IV. Relationships with Other Organisations

In this section we address, briefly, the relationship between
Launisma Enterprises énd the Unemployed Workers’ Movement (UWM)
with specific reference to .the Launisma Brickmaking Cooperative.
We also focus on the cqnflictual relationship between Buthisizwe

Co-op and the UWM.

A. Introduction to the UWM

The UWM is a working class based organisation involved in
organising the unemployedvinithe Western Cape. Other
orgahisations of the unemployed in this region include the
Unemployed Workers® Union (UWU) and the Advice Office Forum fof
the Unemployed. The latter two organisations comprise the Western
Cape affiliate of the National Unemployed Workers-’ Coofdinating

Committee (NUWCC) interim committee established in 1987.

The ultimate aim of the UWM is to build a national union.of the
unemployed in South Africa. By 1987, this project gained the full
support of Cosatu, the major federatioﬁ of trade unions in the
country. In addition, Cosatu has resolved that such a union will
be a full affiliate of Cosatu with voting stgtus in the
federation. With the recent merging of the UWM and the Western
Cape affiliate of the NUWCC interim committee, the formervhas
been reﬁamed the Western Cape Unemployed Workers’® Union (WECUWU).
Since the merging of these two organisationé, WECUWU sits on the

central and regional executive committees of Cosatu and all
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Cbsatu structures. Currently, however, this organisation has an
observer status and has as.yet not gained vdting status on Cosatu
structures. According to Mr Mohammed, Secretary'of WECUWU, the
process of gaining voting status is, however, underway (Interview

1.7).

Among the UWM’ s major activities are the organisation of ahti-
scabbing campaigns during strikes and raising funds for the
purpbseé of suppoffing strikers. As part of its task of
organising the unemployed, it is engaged in initiating and
supporting producer cooperatives in an'attempt to create

| enmployment for its members. Other activities include educatiohal
programmes for its members, apd the operation of a labour office
thchvgives advice to those attempting to claim unemployment

benefits and informs UWM members of vacancies.

With regard to the relationship between the UWM and the co-ops,
it is in their capacity as employment creation projects that they

joined the UWM in 1987.

BR. Brief History of the UWM

The UWM was initiated in the Western Capé in 1984 as an
independent poiitical organisation. According.to Shaheed
Mohammed, now seéretary of the mergéd organisation, the basic
motivation for the establishment of the UWM was rooted in thé

founders’ observations of limitations of civic structures and
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unions in the Western Cape. Invthis regard, trade union and
community concerns were geperally treated as separate. This was
manifested in the fact that trade unions did nof act on community
issues while community organisations generally did not act on
trade union issues. It was thus thought that initiating an
organisation of the unemployed would facilitate the interlinking

of community and trade union issues (Interview 1.7).

Since its formation, the UWM has been an independent political

. organisation, that is, unaffiliated to the major non-racial
political organisations in the broader oppositioﬁ movement in
South Africa, namely, the ANC/SACP and the UDF. Accofding to the
secretary, however, the majority of its membérshié are ANC/SACP
and /or UDF supporters. Furthermore, with the recent merging of
the UWM and NUWCC to form WECUWU, the UWM has affiliated fo
Cosatu. WECUWU does, however, also work ﬁith NACTU and the

Independent trade unions.

In 1988, Cosatu made a national survey of all the organisations -
of the unemployed. One of these organisations was initiated by
Cosatu in the Witwatersrand, namely, the UWCC. There were,
however, several other independent initiatives throughout the
country including Port Elizabeth, East London and the Western
Cape. With reference to the Western Cape, the organisations of
~the unemployed included the UWM, the Advice Office Forum
Ungmployed, and the Unemployed Workers’® Union (UWU). With the

intervention of Cosatu, these organisations were drawn together
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and met in 1987 to discuss the formation of a national union of
the unemployed. The outcome of this meeting was the formation of
the NUWCC as an interim commitﬁee.for the purposes of

. coordinating the launch of this national union. According to
Shaheed Mohammed, despite the formation of the NUWCC, not much
progress haé been made towards the launching of a national union
of the unemployed.-Hence, on a nationai level, structures for the
organisation of the unemployed are generally weak (Interview

1.7).

Presently, WECUWU, based in the Western Cape, is the host active
and also the largest union of the unemployed in the country. It
“is the largést both in terms of membership numbers and in terms
of the number of areas organised. The areas and regions in which
the unempioyed o:ganisétions operate coincide with those
demarcated by Cosatu. Specificéliy, WECUWU organises in the

. Western Cape, Southern Cape and Karroo regions (Interview 1.7).

C. Ideology Underiying its Activities

The political philosophy of the UWM is. that the ills of South
African society, in general, and of unemployment, in particular,
can only be solved through the establishment of a socialist
society. in this regard, the key demand of tﬁe UWM is "work for
allf or a Jliving unemployment benefit” (Iﬁterview 1.7). The
lafter demand implies full maintenance for ihe unenployed from

the state.
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With reference to the broad ideological.spectrum in Souﬁh Africa,
the UWM has historically been among the minority of organisations
in opposition to fhe two-stage ﬁheory approach to the struggle
for liberation. Debates about thebpréctical implications of this
approach have been well documented. Suffice it to say that 6ne of
the major practical implications of this approach is that the
sﬁruggle for a national democracy in which all South Africans
have a right to vote is given priority over the struggle for
socialism. For the UWM, however, the struggle_for socialism in
South Africa is the priority. The constitution, however, does not

specify what is meant by socialism.

In practice, the political philosophy of the UWM implies mass
participation on the part of its members, and democracy through

the practices of fepbrting back and mandates.

D. Policy on Co-ops

Neither the UWM nor the new organisation, WECUWU, has a
formulated policy on co-ops. Among thé reasons for this is that
the organisation has been engaged in other activities such as

" anti-scabbing campaigns and in sétting‘up merged structures
throughout the areas in which it organises. According to the
secretary, WECUWU hasﬁnot as yet had the time to develop such a
policy: however, he claims that work is being done in this area

(Interview 1.7).
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The constitution of WECUWU does make provision for the
representation of cooperators on all its organisational
structures. More specifically, tenvdelegates are to represent
cooperatives on the Regional.Congress of WECUWU which is ‘the
highest decision-making body of the organisation. As will become
apparent below, co-ops were not directly represented at this |
level in the UWM. Furthermore, two delegates from cooperatives
are to sit on WECUWU's Regional'Executive Committee while
provision for three such delegates is made on the Sub-regional
Council which operates in specific areas organised by WECUWU. At
present these provisions simply provide a framework for the
representation of co-op members within WECUWU, With reference to
cooperatives these structures are not as yet in operation. This

framework, however, is a step beyond that provided by the UWM.

E. Relationship with Funding Organisations

Until recently, the UWM was funded mainly by the Social Change
Assistance.Trust (SCAT), a locally based funding organisation.
The arrangement between SCAT and the UWM was as follows: the UWM
submitted a proposal and took responsibility for its
implementation while SCAT provided'funding. The UWM was thus
financed with grants from SCAT. By mid-September 1990, however,
SCAT withdrew its financial support for the unemployed. Among the
vreasons for this were the mismanagement of funds by those engaged

in organising the unemployed, and changes in SCAT s policy and
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aims. Among the latter changes was a withdrawal from providing
financial support for cooperati&es (Interview 1.7). The
UWM/WECUWU was among the organisations affected by this
wiﬁhdrawal of funds. September 1990 thus marked a fime of

financial crisis for the newly formed WECUWU.

F. Relationship between UWM and Co-ops

1. Structural Relationship

The relationship between the UWM and the co-ops under study is
complex and difficult to defineQ As mentioned earlier, Launisma
Enterprises and Buthisizwe Co-op were formed by community leaders
and only later affiliated to the UWM. These enterprises were thus
founded_without UWM assistance. Other co-ops affiliated to the
organisation, hewever, such as the Athloﬁe Seﬁing Co-op, were

initiated by the UWM.

"As already mentioned, the CCC is intended to function as the
representative structure of co-ops affiliated‘to the UWM and as
the link between the eo—ops and the organisation. We have
discussed in detail the weaknesses and general ﬁalfunctioning of
the CCC. Briefly, these include lack of punctuality, of a clearly
outlined poiicy and practice, and of appropriate skills; poor

" attendance at CCC meetings by co-op representéti?es; ah inability
on the part of the CCC to implement decisions; and the absence of

an infrastructure required to provide services to co-ops. In this
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regard, one can conclude that the link between the organisation
and the co-ops is weak and ineffective resulting in an unclear

.

and weak relationship.

Moreover, the CCC is the only UWM structure on which cooperators
have direct representation. Cooperators_are'not directly
represented on either the Executive Committee or the Planning
Committee, the highest structures of the UWM. Indirect
representation of co—ops on the latter structures is through the;v
co-op coordinators who are UWM staff and not cooperators.
Finally, the new structures provided for co-op representation in

WECUWU are not yet in operation, hence one is unable to assess

their effectivity.

2. Financial Rblationship

When considering the historical developmént of LE ﬁevnote that
among the reasons for affiliation to the UWM were the possibility
of financial assistance in a time of crisis. In this regard, both
BC and LE were financially dependent on the UWM for aid and loans
acquired from SCAT. Mr Mohammed appropriately describes this

relationship as "a ‘come and help us when we are in deep water’
type of relationship"” (Interview 1.7). With reference to finance,
the relationship between the UWM and the co-ops can thus be

described as one of dependency.
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3. An Antagonistic Relationship: The Case of Buthisizwe Co-op

In some réspects the relationship betweeﬂ.the UWM and the co-ops
under study can be described as antagonistic. This is clearly
manifested in the struggles by UWM staff to gain access to the
financial records of LE in their attempts to assist the
enterprise in managing its finances more effectively.
Furthermore, as described in detail in the history of LE, Mr
Langa's’resistance to the restructuring of these ente:prises is

testimony to such antagonism.

The antagonistic'relationsﬂip between the UWM and the co-ops is
even more clearlywmanifested in the conflict which emerged
between the orgaﬁisation and Buthiéizwe Co-op. It is this
conflict which resulted in the exclusion of the researcher from
continued access to the enterprise. We proceed to give an account

of the conflict.

Buthisizwe urgently requested a full-time trainer for the
purPOSes‘of enskilling its members (Minutes of Sunday Workshop,
9:10:88). Several meetings were held in which the provision of a
trainer was discussed (Minutes qf meetings 9:10:88; 12:10f88; 20~
23:10:88; 25:10:88; 23:11:88). By early 1989, the UWM provided a
full—time.trainer, Mr Isaacs, for Buthisizwe. This was done with
~financial assistahce from SCAT, the organisation’s ﬁajdf funder
at the time. The trainer’s salary which amounted to R2 000
monthly was paid by SCAT and_he ﬁas responsible for teaching

members how to use tools, increasing productivity, and
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introducing safety in the workplace (Co-op Workshop, 9:10:88;
Meeting, 12:10:88; UWM Conference, 20-23:10:88; Meeting,
25:10:88; CCC Meeting, 23:11:88).

In spite of the urgency of Buthisizwe’'s request, of long hours
spent in meetings discussing the provision of a trainer and
negotiating around his salary, and of the co-op’s eventual access
to a paid.full—time trainer through the assistance of the UWM,
there was, at some level, a sense of resistance on the part of
the co-op to tﬂe trainer. It is difficult to pin point the
source(s) of this resiétance.'One indication of such a source,
according to Mr Mohammed, is that co-op members were surviving on
‘hand-outs’ or aid at the time and did not show much enthusiasm
for acquiring training (Interview 1.7). The aid was provided by
the British Coﬁncil, World Vision and the Embassy of_the USA.
This situation fesulted in a difficult relationship between the

trainer and the co-op.

Nevertheless, in the short time that the trainer spent with BC he
discovered a contract signed between the Government of the USA
and Buthisizwe. This was an agreement for the provision of
finanéial assistance in the form of a grant to the value of $2
000 for the purposes of industrial equipment and materials
(Agreement between Government of the USA and Buthisizwe
Cooperative, 11:8:88). Nithout consulting with BC, Mr Isaacs
immediately reported this mattér to the UWM. Consequently, the:

relationship between the trainer and BC was further soured.
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According to Mr Mohammed, it was in the light of rumors about the
UWM’s use of funds from the government of the USA, at the time a
politically unacceptable practice, that Mr Isaacsvﬁook this
action. The organisation’s respdnse was to suspend BC until
clarity ﬁas gained on the nature of the contract and its
implications for Buthisizwe ‘s affiliation to the UWM. This
suspension was done without prior consultation with the Co-0Op.
This action on the part of the UWM led to counter action from the
co-op. Conseqﬁently, BC told the trainer to leave and egcluded
the researcher on the assumption thatvshe was affiliated to the

UWM and could not be entrusted to the co-op’s domestic affairs.

Over the past two years, the UWM has made several attempts to
meet with the co-op in order to resolve the conflict. All of
these have proven to be unsuccessful resulting in the
continuation of this conflict. It is in this regard that the

relationship between BC and the UWM can be seen as antagonistic.

4. The Power Relationship

The balance of power between the UWM and the co-ops can be

" described as delicate and constantly in flux. Nevertheless, there
are some clear indications that suggest a relationship in which
the co-ops are more powerful. We proceed to describe some real
experiences in this relationship to illustrate this power on the

part of the co-ops.
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At the meetings during which the provision of a trainer for BC
was discussed, the need for direct representation of cooperators
.on the highest structures of the UWM was raised as a significant
issue. In particular, cooperators expressed dissafisfaction with
(a) the presence of only fwo‘co-op representatives on the UWM
Planning Committee (PC) and (b) with the compositiqn of this
representation, namely, the co-op coordinators who are UWM staff
and not cooperators. These grievanoes'were-arficulated mainly by
leading ﬁigures in the co-ops, namely; Mrs Benge from BC and Mr
Langa from LE (Minutes of Sunday Norkshop; 9:10:88). Mr Langa
specifically expressed fear of bureaucratic control of the co-ops
by the UWM. Mrs Benge, in turn, insisted on direct co-op
representation on the PC (ibid.). The decision taken at this
meeting was thaﬁ cooperators wanted to meet wiﬁh the coordinators
and the PC in order to make decisions about the trainer. It:has
clearly stated at this meeting that the PC alone could not make

decisions affecting the co-ops.

A more—detailed discussion of the relationship between the co-ops
and the UWM was scheduled for a later date (Minutes of meéting
12:10:88). At this meeting Mr Mohammed, at the time Co-op

“Assistant for the UWM, supported the decision mentioned
immediately above and was mandated tQ inform the organisation of
the co-ops’ opinion regarding their direct representation on the

PC.
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During this meeting the locus of control over finances allocated
for cb-ops affiliated to the UWM came intoc question. This
specific issue emerged out of a discussion about funds promised
to the co-ops by the UWM which had not been allocatéd. Mr
Mohammed noted that the UWM was in debt. As a result, money
promised to the co-ops for assiéting with rent payments was not
forthcomihg. Cooperators expressed dissatisfaction abbut this

situation and questioned the accountability of the PC to the co-

ops .

The situations described above indicate that the co-ops were
clearly in a poéition to challenge certain préctioes on the part
of the UWM. Among the outcomes of these meetings was a demand
from the co-ops that the Executive Committee of the UWM present
them with a financial report. This was to be done at the UWM

Assessment Conference towards the end of October 1988.

Further indications of the power of the co-ops are manifested in
the exclusion of the trainer from BC and its eventual break—awéy
from the UWM, and in Mr Langa’s success in resisting the

restructuring of LE.

@

G. Political and Economfc Implications of this
Relationship '

As mentioned earlier, both BC and LE were founded by community

leaders without the assistance of the UWM. Consequently, power
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structures were already established in these enterprises by the
time they affiliated to the organisation in July 1988. By this
time the UWM had little expérience in initiating co-ops and none
in»dealing with already established enterprises. Initiatiﬁg and

" assisting co-ops was paft of a new strategy on the pért of the
organisation in its attempts to organise the unemployed. Already
established.power.structures in the co-ops and the limited
experiencé of the UWM with co-ops ﬁade it difficult, if not
impossible for the latter to facilitate any changes in ﬁhe
enterprises. This is manifested, for exaﬁple, in the resistance
from Mr Langa tolUWM attempts to restructure LE. Among the |
political implications of this structural situation has been the
development of a relationship in which thé balance of power is in
the co-ops” favour. Thisvsituation is further reiﬁforced by the
‘fact that the co-ops were not financially indebted to the UWM at

the time of their affiliation.

With further reference to the structural relationship, the
ﬁeaknessesvof the CCC have severe pqlitical and economic
implications for the relétionship between the UWM and the co-ops.
In particular, the lack of representativeness of the CCC raises
questions about the position of co-ops and role of cooperators as
nmembers of the organisation. Moreover, the lack of direct
.representation for co-ops on top decision-making structures Such.
as the Executive and Planning Committees; also raises questions
in this regard. In addition, the lack of financial and technical

resources in the CCC brings into question its capacity to assist

272



co-ops where most required. This has severe implicétions for the
economic viability of the enterprises. The general malfunctioning
of the CCC, in particular its inability to implement decisions
taken at its meetings, raises doubts about the extent to which
the co-ops in fact benefitted from its relationship with the UWM.
Specifically, the lack of a clearly outlined policy and practice
in the CCC resulted in the aimless operation of'thé co-ops, ad
hoc responses to problems and hence no planned strafegy for

building self-reliant and democratic enterprises.

Although the co-ops were not financially indebted to the UWM at
the time of their affiliation, and the CCC was unable to provide
for the‘co—ops economically, the énterprises were, nevertheless,
dependent on funds raised by the organisation. In the light of
the enormous debts incurred by LE and its chronic state of
financial crisis this enterprise was especially dependent on such
funds. Furthermore, in the context of the general practice on the
part of service organisations in South Africa of providing aid to
co-ops, the UWM was in some way pressurised to act accordingly if
it were to gain favour with the enterprises. Ihvthe context of
these pressﬁres the organisation provided‘financial assistance to
the co-ops in the form of grants andAloans from SCAT. Of course,
the UWM itself financed through grants from SCAT, had no basis |
for discouraging grants to co-ops. One could thus argue that
gince thé UWM itself was not a financially independent ‘
organisation it could not set an example for co-ops. Both this

_exampleband its practices of providing aid to the co-ops resulted
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.in a relationship of dependency of the co-ops on the UWM’s
limited ability to mobilise funds. This relationship of financial
dependency served as a further obstacle to building self—reliaﬁt

and economically viable cooperatives.

Furthermore, oh the one hand the lack of direct representation of
cooperators on.important decision-makingvstructures in the UWM
meant that the enterpriées had no coﬁtfol over UWM practices
towards co-ops and over finances ;llocated'to them. In this
regard one could argﬁe that the organisation was not accountable
to cooperators. At first’sighflit would thus seem that the co-ops
had iittle control over the organisation. On the other hahd, the
fact thaﬁ the co-ops were able to make demands on the UWM.
suggests that at some level these enterprises, as members of the
UWM, were able to call the organisation to account. Among these
demands were that of direct representation of co-ops on the PCv
ahd the request for a financial report from the Executive
Committee. The latter request can be seen as an attempt on the
part of the co-ops to take control of the allocation of funds in

the UWM.

Finally,.a general assessment of this :elationship is that the
co-ops did not benefit economically'in terms of progressing
towards viabiliﬁy. The limited time spent in the enterprises
makes it difficult to assess any possibie political benefits to
the co-ops in tefms of learning‘democratic practices. One could

argue, however, that the enterprises gained limited experience in
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demanding accountability from support organisations. In the light
of the nature of service organisations in geﬁeral, demands from
co-ops to cbntrol decigions affecting them and funds allocated to
them are unusual. Even more unusual is a response from the
service organisation to meeting such demands. In this regard, the
new structures providing for co-op representation in WECUWU can
be seen as a first step on thé part of the organisatibn to
provide mechanisms to facilitate accountability. The practical
operation of these mechanisms, however, still needs to be tested.
In the summary and discussion below we attempt to highlight the
particular characteristics of the UWM which.made it prone to such

pressures from its co-op members.

H. Summary and Discussion

‘The power relationship between the co-ops under study and the UWM
is very differeht from the typiéal co—op/service organisation
relationship. Generally, co-ops linked to service organisations
find themselves in a subordinate position. More specifically,
cooperators are usually not directly represented at ény'level in
the typical service organisation. Moreover, there is usually
little or no‘space in this relationship for cooperétors to even
demand such representation. The dominaﬁt positionrof service
organisations in this relationship can be attributed to their
access to and control of finanéial and technical resources, the
key needs among co-ops. Furthermore, the staff of serviée

organisations are usually not drawn from among either cooperators
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or the working class. Instead, such staff are generally of petite
bourgeois background. Consequently, class differences among
service staff and cooperatofs'constitute»another basis for power

divisions.

The UWM, on the other hand, being a working class based
organisation draws its co-op service staff from this class. One
of the implications of this working class base is that the UWM is
generally far less endowed financially and technicélly with thé
resources required by co-ops. This situation has clear
implications for its capacity to support co-ops effectively. In
addition, since it is not a service organisation per se but a
political organisation of the unemployed, the UWM can be seen as
atypical among organisations providing services to co-ops in
South Africa. The particular political nature of this
organisation places demands upon it to be accountable to its
members, in this case cooperators. In this regard, direct
representation of cooperators on its o;ganisational structures is

among the issues with which it is confronted.

In times of financial need fbr the co-ops, the balance of power
tends to shift slightly in favour of the UNM. In the context of
countless more weli endowed service organisations and/or foreign
donor agencies which are generally more than willing to provide
aid (for example, British Council, US Embassy, World Vision) it
is very difficult for the UWM to win this balance. Furthermoré,

in the context of historically based political divisions among
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the dominated in the Weétern Cape (see Nasson 1989 for a brief
overview), and of the dominant political discoufse in South
Africa nationally, mobilising the unemployed has been a difficult

task.

It is important to note that part of the weaknesses of the CCC is
embedded in the nature of the UWM as an organisation. The UWM is
essentially engaged in organising thebunemployed énd in
organising anti-scabbing campaigns during strike activity.
Furthermore. it isvessentially a working class based organisation
with little financial resources. One of the major factors
contributing to the weaknesses of thelccc is that catefing for
the needs of cooperatives has not as yet become a priority for
the UWM. Among the major reasons for this is the lack of
financial resources to provide for the needs of co-ops through
the employment of people skilled in cooperative economic |
activity, and through the provision and adﬁinistration of loans
to budding cooperatives. Hence, support for co-ops has taken
second place. This reality has important implications for the
lontherm relationship between the UWM and the co-ops concerned.
It also raises questions about a possible division of labour
among organisations in tho broader opposition in South Africa. It
suggests that organisations involved in specific tasks such as
organising the unemployed and anti-scabbing campaigns should
probably leaQe tasks of initiating and servicing cooperatives to

other organisations specifically equipped for these tasks.
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There are further peculiarities which need to be considered when
assessing the performance of the UWM in its relationship,with the
co-ops. One of these is the need to recognise that the UWM is a
relatively young organisation which is still in formation. With
specific reference to its involvement with co-ops it is
inexperienced in dealing with such enterprises. Furthefmore;
politically the UWM is a minority group in the broader opposition
movement in the Western Cape! In this regard it has to wbrk
harder in order to win membership. At a general level, the recenﬁ
merging of the UWM with the local affiliate of the NUWCC to form
WECUWU should be seen in the context of the predominant political
discourse in SA nationally and the resultant pressurés for unity
in the face of broader changes in the country. At é more specific
level, thevminority position of the UWM politicaliy_should be
seen in the'contéxt of the historically fractional political -
context specific to the Western Cape region. These_factors and
the general poverty of the organisation in tefms of financial and
technical resources all contribute to its weak relationship with
the co-ops. Developments within WECUWU in relation to provisions
.made for co-ops need to be examined in order to assess the

possibility of progress in dealing with co-ops.

V. Economic Viability of Launisma Brickmaking Co-op

A. Introduction

In this section we attempt to provide an evaluation of the

economic viability of LBC at a very general level. Quantitative
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information is given where available, however, such information
is generally sparse. This is mainly as a result of difficulties
in gaining access to the financial records of the enterprise.
Despite this limitation, a focus on the sources of finance, the
generalvtrend in economic pérformance and the distribution of
revenue provides one ﬁith sufficient information to speculate on

the short- and long-term viability of LBC'as part of LE.

B. Sources of Finance

LBC ﬁas at first subsidised b& the panel-beaters and the
mechanics: it_is alleged that LBC s wages were paid from income

- generated by tﬁé fofmer departments . The-amount of-ﬁhis subsidy
is, however, unknown. Towards the end of 1987 the enterprise
obtained some start up capital from the SBDC. This amounted to

R5 000..Furthermore, about the s&me time machinery and equipment
td the value of R13 800 was donated by the American Embassvahilé
BP donated R5 000 for this purpose.'The injection of this
starting capital and access to machinery enabléd the LBC to
generate some“incoﬁe. By mid-1988 it was able to pay itS'members

a weekly wage of R30.

Accotding.to Mr Langa, since Juiy 1988, the UWM has provided LE
with about R20 000 in the form of grants and loans from SCAT
(Interview 1.1). The proportions of these respective forms of
finance are unknown, however, at the time of research no loans

were being paid off. During September 1988 LBC applied for a
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further loan of R20 000 from SCAT. The co-op was granted only R7
000 in this form. This loan together ﬁith a ready market for
bricks and blocks at the time facilitated a brief period -
September.to December 1988 - during which LBC generated its own
income. It is during this period that the brickmakers made most
of their sales —jR15 817 (Minutes of general meeting, Crossroads,
12 October, 1989). A further R20 000 was obtaiﬁed from Mobil
Foundation while World Vision sdpplied LE with a R6 000 grént and

a loan of R14 QOO (Interview: 1.1).

A glance at the table below gives one a clear indication of the

relative proportions of these sources of funds:

Grants and Unpaid Loans (LE)

SBDC R5 000
vUSA Embassy 13 800
BP | 5 000

Mobil Foundation 20 000
World Vision ~20 000
SCAT | 27 000
Total .90 800

The above table clearly'shows that the bulk of income received by

the enterprise was mainly in the form of grants or aid, and loans
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which at the time of research were not being paid. These are

indications of a financially unviable operation.?

C. Trends in Economic Performance

The historical account of developments in LE and LBC show a
general trend of moving from crisis to crisis. Even at thé time
of relatively good sales the co-op found itself in crisis because
of its structural relationship to its fellows and its resultant
financial responsibility to them. This situation of chronic |
crisis can be attributed to the weak capital structure of the ,
enterprise, financial mismanagement, ineffective support
serviges, and the financial and managérial interdependence of the

enterprises of Launisma.

D. The Distribution of Revenuese

The way revenue is distributed is important when considering both
democratic organisation and economic viability in a co-operative
enterprise. Ayco—operative is not viable if it cannot provide for
the material needs of its members, nor is it democratiéally

organised if some members of the co-op are exploiting others.

* The grants and loans were allocated to LE as a whole. Hence, not only
LBC benefitted from and is liable for this money. The exact distribution of
these funds among the enterprises is unknown.
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1. Provision of Members  Material Néeds

The weekly wage levels set by the Wage Board for the\brickméking
industry in Cape Town are R69,46.for a general worker an R178, 48
for an artisan (LRS). It is important to note that the wage
levels set by the Wage Board/are likely to be underestimated
figures. Nevertheleés; according to thése figures, the
brickmakers were receiving a wage 42,4% below thié wagevlevel.
The LBC was thus not providing for the material needs of its

members .

2. Wages

ﬁntil October 1987 all members of Launisma Enterpriseg received
equal wages. The size of this remuneration is unknown. Since
September of that year, however, after the panel-beatérs and
mechanics éroposed that they receive higher wages, a wage scale
based on skill was intrbduced. The members of the brickmaking
department each received a weekly wage of R40. Hired labourers
working in that department were paid R10 a day. The three skilled
mechanics received R150 per week while the femaining hembers of
the motor repairs department received.RSO per week. The two
skilled panel beaters were paid R150 per week, while th;qe of its
members received a weekly wage of R100; and” the remaining member
a weekly wage of R80. Wages in building construction and

administration departments are unknown.



The chronic state of financial crisis in LE in general often
reéulted-in smaller_remunerations to ihose mentioned above. At
such times members were paid R10 each per week. Sometimes members
were unable to éay themselves at all, for example, the
brickmakers were without wages for the £irst three months of
1989. This is a further indication of LBC’'s inability to provide

for the'material needs of its members.

Furthermore, one can argue that revenue produced by the LBC was
used to subsidise the costs of the other departments. This in

effect resulted in the exploitation of the brickmakers.

3. Super-Exploitation of the Brickmakers

With regard to the distribution of revenue in the LBC it is
crucial to consider the broader structure into»which the co-op
fits, and the relationship between the LBC and other departments
in LE. As we’already know, the LBC is a department within
Léunisma Enterprises, rather than an independent economic unit.
Moreovér, the members’ decision to share among all departments
any revenue received, at times_resulted in some departments

subsidising the costs of others.

The exploitation of the brickmakers becomes clear when we
consider the extent to which these producers subsidised the
panel-beaters and the mechanics. By October 1988 the latter

departments owed R5 700 in terms of rental payments. The
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brickmakihg department had, however, paid its rent regularly. An
amount of RS 000 was paid by the brickmaking depaftment towards
the rental arrears accrued by the panel-beaters and the
mechanics. Furthermore, the LBC had subsidised the wages of these
co-op members for about three weeks in the month of September
1988. This subsidy amounted to aboﬁt R4 440 for both the
départments concerned. Moreover, the panel-beaters and mechanics
received higher wages (ranging in scale from R150 to R50) per
week while the brickmakers,kamong whom wages are distributed

equally, received R30 per week.

Considering that the brickmakers were being pdid far below the
living-wage level, one could argue that the panel-beating and
motor repairs departmenis wereleSSentially subsidised by the
exploitation of the brickmakers. Moreover, the fact that the
skilled members of the former departments were receiving higher
wageé than the brickmakers means that they were further
exploiting these prodﬁcers. Furthermore, during the research
érocess, the biickmakers generally generated more income than any
of the other enterprises, while they were receiving the lowest
wages. This situation is further testimony to the exploitation of

the brickmakers by the panel-beaters and mechanics.

To crown it all, the panel-beaters and mechanics were engaged in
taxi transport services as an additional means of income. It is
alleged that two to three of the skilled members of these

departments owned these taxis and operated taxi services until
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about tenlo'clock every morning. They reported to work at LE
around mid-morning every day and left at about threevé'clock
every afternoon for their second shift of taxi services. Their
working day at LE effectively lasted from about ten o’ clock in
the morning to about three o'clock in the afternoon. During these
working hours they wouldvrepair their taxis inétead of doing
repair work for the purposes of generating income. The revenue
received from the taxi services was not considered to be revenue
generated for LE and thus to be shared equally or unequally among

all the departments concerned. Instead, this revenue constituted

the private income of the individual taxi-owners.

In.additibn, the taxis wére parked on the premises rented by LE.
This reduced the space available to brickmakers for stacking and
making bricks and blocké. The brickmakers were thus paying
virtually all the rent while the taxi drivers parked their

vehicles on the premises at no cost.

More detailed statistics provided in the historical account of
processes at play in_LE indicate that revenue is unequally
distributed among members of the different enterpfises comprising
| LE. The above example, however, clearly shows that revenue
generated by the brickmaking, panel-beating, and motor repairs
departments has not been distributed in a democratic way.
Instead, the brickmakers were being exploited by the rest of the‘

membership of Launisma.



E. Discipline and Efficiency

The sefére weaknesses in the organisational strdctures'relevant
to LBC contribute to a general lack of discipline and efficiency.
The lack of any clear lines of authority and responsibility and
the absence of guides to members’ rights and duties are among the
factors resulting in inefficiency and undisciplined behaviour.
Failure on the part of members of LE, including LBC members, to
discipline mechahics who repair their taxis during working hours
on the co-op’'s premises and who report to work at 10 6' cléck in
the morning and leave by 3 o° clock in the afternoon is a clear

example of these weaknesses.

In addition, geﬁeral meetings which last between two and four
hours are held during prodqcﬁion time. This oftén resulted in the
loss of a half-day's work. Attendance at these meetings was
irregular and uncontrolled. In this regard we have noted the
consistent absence of panel-beaters and mechanics at these

meetings.

Furthermore; the general lack of technical skills result in
ineffective management of both production and finances. The
account, kiven earlier in the dissertation, of finanéial
mismanagement in LE and 6f ad hoc marketing strategies in LBC
point to the effects of the absence of appropriate skills on the

efficient operation of the enterprise.
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F.'Summaryrdnd‘Dilcusqion'

From the outset LE, and hence LBC, had no starting capitai.
Throughout the eighteen months of its existence this enterprise
has suffered from a severe lack of financial resources. This was
so mainly because the founders and members of LE were previously
unemployed having either little or no capital at all, and thus'
ineligible for credit from the bank as a means of starting
capital. Sinée its inception LE has been unable to pay its rent
regularly. The fact that LE was unable to generate sufficient
income to pay rent is an indication of the non-viability of these
enterprises. This venture'is a typical example of unemployed and‘
unskilled people trying to eke out a living from infofmal'sector

activity.

Although the quantitative information on LBC is limited, the
account of sources of finance éhows that LE and LBC have been
heavily dependent on aid provided by both local and fofeign donor
agencies. The continuous economic crisis in LE and LBC despite
this aid raises questions about the provision of aid and its
implications for the viability of an‘enterprise. Clearly the
provision of aid in the case of LBC has not facilitated the
development of the enterprise és a viable economic unit. Instead,
the co-op eventually beéame dependent dn aid for the survi&al of
its membeis. The chronic economic crisis in LBC meant that the
co—ob was unable to provide for the materiai needs of its

members.
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‘Among the majdr obstacles to the viability of LBC are a severe
lack of financiél capital and business acumen, a dependency on
aid and an organisational structure inconducive to economic
viability. This structure of LE does not provide incentives for
each enterprise to»work towards economic viability. In this
regard we refer specifically to the members’” decision to share
equally‘among all departments/enterprises any income received,
irrespective of the department in which this income was generated
and of the cost structure of each department. This sfructure of
financial interdependence is not conducive to economic viability
and forms the basis of the problems in LE. Hence, the history of
subsidisation in LE and of intense struggles over the

distribution of revenue.

Furthermore, not only were both LE and LBC economically unviable;
the broader organisational structure of LE, of whicthBC is an
integral par£, was not progressing towards democratisation.
Instead, exploitative relationships were among the characteristic

features of this structure.

(=

vi. Co-op Consciousness among Members of LBC

A. Previous Work EXperioncos

The membership of LE and LBC is drawn from the unemployed in the
Western Cape. The leading figure in the establishment of LE, Mr

Langa, as well as the other founder members were previously
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engaged in informal eConomic.activities in the townships. Mr
Langa once owned a grocery store and sold corrugated iron from
his backyard. Among the activities of other founder members were
the operation of panel-beating and motor repairs services from
their badkyards. These informal economic activities were attempts
to generate income in the face of uneﬁployment. The general
membership of LE is also drawn from the unemployed in the region.
This is confirmed by the major reason given by interviewees for

joining LE: the need for work.

B. Members’ Understanding of the Concnpt ‘Cooperative’

The following quotations represent LBC members’® conception of a

cooperative:

(1) The capitalist factory he got the boss [who] just stand{s] up and
tell{s] you to produce two hundred bricks before lunch. And you must work
it hard to produce two hundred bricks before lunch. [The boss pressurises
one to work]. In the co—op....if he {the producer] feel himself he cannot
produce such a production, he is the people; here is the request of
production - period of 14 days you must make 200 000 blocks. But you are
can’t, then what is can you do? Let’s go back to customer - give us
extension.

The co—op he doesn’t belong to Mr Langa, and he doesn’t belong to the
people in the co—op only. The co—op is for the community at large...Every
each and one in the community is a member of the co—op. To join the co—op
you are coming just with your ideas: you bring your {labour] power to the
co—op to upgrade [it]. If you put up money in front, you are not make a
co—op, you are making a closed corporation. He brought his money because
his money is his power. ’

The (futurel government must provide equipment, accommodation and pay for
electricity {for co—ops] (Interview 1.1).

(2) The coops is the very important things because they help the people
when the people got no food, no everything....they are trying to make the
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people that they must go without heavy pains...they try to take the
[black] people and show them the way of life without the white peoples.

{When explaining to new members what a co—op‘is] I say we got the place
where we are working and after we are working we sell that so that money
can help us. If we can’t sell, we wait until our stock is going until we

got money. We wait maybe two weeks without having pay after that we got
money we pay (Interview 1.2).

(3) A co-op is a group of people who try to make some plans forvpeople so
that they can live (Interview 1.3).

The first three quotations represent Mr Langa’s ideas. The
remaiﬁing quotaiions,are ideas from two of the core members of
LBC. These quotations, though not representative of all members”
of LBC, give one some indication of core members’ basic ideas

about a co-op.

Among Mr Langa’s ideas are that producers should have éontrol
over the rate of production; should they not be éble‘to meet
customers’ demands, they should negotiate concessions. Producers
should be informed of the financial and entrepreneurial affairs
of the enterprise. Mr Langa also expresses a notion that control
over the enterprise_be vested in the ‘community at large’. It is,
however, unclear what is meant by the latter concept and who is
‘included in and excluded from “the community’. He thinks that co-
op members should not contribute financial shares to the
enterprise since this might result in those with shares taking
control over the enterprise. He also states that a democratically
elected government in a future South Africa should provide co-ops

with assistance by providing them with free accommodation,
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equipment and electricity. Furthermore, his conception of a co-op
is romantic and based on black nationalist ideology:

Before capitalism we worked together in the villages but that tradition is
gone now because of the white tradition (Minutes of Meeting 12:10:88) .

The ideas of the core members of LBC express similar sentiment:
that the co-op is a survival mechanism for the destitute. In this
regard, Mr Langa’s key conception of a co-op is very differént
from that of the core members. One of these members, however,
also expresses support for the ideology of black nationalism:
“they (the leadershipl] try to take the ([black] people and show

them the way of life without the white peoples"”

Mr Chilibe, foreman and core member of LBC, in his account of
some of the problems in LE, gave an interesting account of the
state of co-op consciousness among members while at the same timé
revealing his conception of a co-op:

(4) The people that they [leaders and core members] get to work for the
co-op do not know about the co—op. If they come here and they want a job,
they want money at the end of the week. So if they don’t get paid at the
end of the week they don’t understand what this whole thing (the
cooperative] is about. This is a problem. People leave and look for Jobs
elsewhere; that’s why you see different faces all the time.

The main aim of Launisma is to function as a co—op. But the people who
don’t know anything about a co-op are the actual people who change the
principls of working in that way. ,

They [Launisma founder members] try to tell them [new and general members]
in meetings about how a co—op works and what it is all about. The only
problem is when there is no money. Because when they discuss it meetings
they do understand how a co—op should work. But now the problem comes when
there is no money (Interview 1.4).
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An important aspect of Mr Chilibe’s conception of a co-op is that
one does not necessarily get paid at the end of a working week.
In one of the previous gquotations from a core member the same
idea is expressed: "we wait maybe two weeks ﬁithout having pay".
According to Mr Chilibe, if producers do not understand that they
might not get paid, they lack understanding of what a co-op is
about. It is on this basis, namely his idea of people’'s lack of
understanding of cooperation, that he is able to explain why

. members and potential members constantly leave the enterprise.

He further expresses an important insight: that peoplé’s
consciousness infiuences the practice of cooperation. In the case
of both LE and LBC, where members have little or no initial frame
of reference to cooﬁeration, it is difficult for them to pfactice
cooperation. He further notes that in response to this difficulty
founder members have utilised general meetings to tell members
what cooperation’entails. The priority of material survival for
most members, however, prevents them from understanding a co-op

as an enterprise in which one participates often for no reward.

C. Summary and Discussion

The membership of LE and LBC is drawn from the unemployed in the
Western Cape. Their major reason for founding and Jjoining this
venture is the material need for employment. These enterprises

were thus founded as means of survival for the unemployed.
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The quotations above reveal interesting information about the
consciousness of those engaged in LE and LBC. Noteworthy in this
regard is that Mr Langa, the manager, has a different conception
of a co-op from that of the cofe members. He tends to emphasise
broader political aspects such as the power and rights of
producers and the relationship of the enterprisé to the immediate
community and to the state. The core members, on thé other hand,

emphasise the role of the co-op as a means for material survival.

These differences in emphasis and perception can be éttributed to
the respective positions occupied by Mr Langa and the core
members both in the enterprise and in broader society. As manager
of LE and political leader in the local community, the_éo-op
serves as a power base for Mr Langa; hence his particular
emphasis on broader political agspects of a co-op. We have
previously pointed to and provided évidence of his power in LE as
a whole. On_the other hand, as general members of LBC and part of
the mass of unemployed, the co-op serves as a survival mechahism

for the core members.

Our concern is not to Judge which of these two conceptions of a
co-op is “the correct one’. Instead, once these conceptions have
been recognised for what they are (of c§urse, from our particular
point of view), our concern is to assess how théy affect the

development of cooperative practice both now and in the future.
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Mr Langa’s conception»of a co-op as a possible vehicle for
political conscientisation and mobilisation has serious
implications, especially for the economic success of the
coopérative. In our view, economic‘success is the key priofity
for a co-op;, the destitute cannot feed on-politics. An emphasis
on politics rather than economic success is likely to lead to a.
co-op which is unable to provide for the material needs of its
members. This has been the case in LE. This emphasis in turn will
éffect the development of cooperative practice; members are
likely to leave if their material needs are not met. Those who
remain generally do so because they have no other option for

survival.

This situation is expressed in LBC in the core members’
perceptions of the co-op as a means for survival. For them, LBC
is Jjust one strategy forvsurvival out of many: long-term success
as a co-operative is not a key goal. This implies that if survival
can be ensured through less demanding means, such as through
‘constant injections of ‘development’ aid, or through less
cooperative practices, such as degeneratibnAinto a capitalisf

_ firm, the co-op as such can be sacrificed. This has clear
implicat;ons for the development of cooperative practice. In LE’'s
case, it has contributed to a long-term dependency on aid, and to
a variety of un-cooperative practices, such as exploitative

enmployment and mismanagement.
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The idea that a co-op is an enterprise in which one works often
for no remuneration, expressed clearly by Mr Chilibe, suggests
that for him a cooperative is a commitment rather than an
opportunity for effective material survival. This tends to
reinforce the conception that a co-op does not have ﬁo be a unit
of economic success in itself. In our view, however, a co-op has
to provide for the material needs of its members in order for
them to come to believe in cooperation and in this way begin to
form a cooperative consciousness. Eviaence in support of this
view is the fact that members‘of LBC have often left to seek work

elsewhere because the co-op was unable to pay their wages.

The case of LE and LBC raises an important question: Are co-ops
the answer to survival for the unskilled, destitute and
marginalised unemployed? We have indicated above that members”
perception of LBC as a survival mechanism has contributed towards
undermining their thinking ahead about the enterprise as a viable
sduicé of émployment. Other obstacles preventing progression
towards Viability include the effects of ‘development” aid on

cooperatives.

VII. Conclusion

Our earlier account of the~historical'development of Launisma
Enterprises shows that these enterpriseé were started as an
employment»project and nominally became a co-op with its |
affiliation to the UWM in 1988. The main problem in LE has been a

severe lack of financial resources and an organisational
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structure and method of decision-making inconducive to econdmic
viability and democratic organisation. Within this structure,'ﬁr
Langa, the manager, holds a very powerful position while the

unskilled general mémbers are left powérless.

This organisational structure in combination with the lack of
resources has made the enterprises prone to struggles among
members. Access to financial aid and a failure on the part of
members to récognise the economic function of their endeavours as
primary importance, perpetuated these struggles and prevented
nmembers from effectively dealing with their problems. These
factofs contributed to the developﬁent of exploitive

relationships among the members.

Not only are the enterprises themselves impoverished, but also
the organisation frqm which they éeek Support. The UWNM is a
working class based organisation of the unemployed, with little
financial and technical resources. These factors have severely
limited its éapacity to support the co-ops effectively. With the
exception of trade-unions supporting co—ops, the working-class
based UWNM is atypical among 6rganisations engaged in such
support. As we have showh, this base has contributed to a

shifting balance of power between the co-ops and the UWM.

Our account of economic viability in the LBC shows that the
enterprises are heavily dependent on financial aid, a factor

which contributed to the ongoing economic crisis in both LE and
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LBC. We have identified the major obstacles to viability as (a) a
severe lack of financial resources and business acumen; (b) a
dependency on aid:; and (c) an organisational structure

inconducive to economic viability.

LE and LBC are essentially survival mechanisms of the unemployed.
The key reason for their formation has been the material need for
employment. This material reality is reflected in the general

members’ perceptions of the enterprise as a means of survival.

In the light of Abell’s (1981) five principles of democratic
ofganisation. the-LE and LBC rank low on a continuum of degrees
of democratisation. Firstly, the right of participation in the
decisions of LE and LBC is violated by practices of ‘non-
opposition’ in the context of decision-making by consensus. Such
practices can be partially attributed to the low levels of
education and organisational experience among £he general
members, and their general respect for elders. Secondly, in the
context of an organisational structure inconducive io democracy,
" the principle of representation through delegation is absent in
these enterprises. Thirdly, the severe lack of maﬁagerial and
technical skills in both the co-op, and the UWM results in the
absence of the quality of special competence Fourthly,
considering (a) that the co-op has not even begun to fulfill its
primary goal, namely, providing for the material needs of its
members; and (b) that there are no signs of it taking steps

towards more .democratic organisation, the principle of efficiency
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in térms of goal fulfillment is not being met. Finally, the
absence of participation, representation and competence in these
enterprises makes Abell’s (1981) fifth principle irrelevant in
this case. Thus, in terms of Abell’s (1981) five principles of
democratic organisation, LBC and LE thus rank low on a continuun
of degrees of democratisation and show little indication of

progress in this,regard.

With reference to Bernstein’s (1976) minimally necessary
conditions for effective democracy, these enterprises once again
exhibit a very low degree of democratisation. Low levels of
member-participation in decision-making, the absence of an
independent board of appeal and of guaranteed individual rights
are testimony to a low degree 6f democracy. Furthermore, the
absence of managerial expertise leaves little information to be
shared. Even in the presence of such expertise, low levels of
veducation among the members and the lack of means to address this
situation constitute barriers to effectively sharing information

about enterprise operations.

The limited economic results of the énterprises are a clear
indication to the members of the effects of their efforts. In the
context of limited resources and high unemployment and complete
despération, however, this information is unlikely to lead to |
processes of economic improvement and/or ad justment in these’
enterprises. Finally, members’ perception of the co-op as a

survival strategy in the context of their desperation precludes
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‘the development of traits a participatory democratic
‘_consciousness. As noted earlier, the preoccupation with survival
'in these enterprises has negative implications for the long-term

development of the co—bp.

The material and strudtﬁral conditions in which these enterprises
operate thus constrain their development into viﬁble democratic
enterprises. In the 1ight of the absence of all Bernstein’s
minimally necessary conditions for effective and sustained
democracy, we conclude that LBC and LE are unlikely to develop
into sustained participatory democratic organisations Qver'the

long term.

Finally, as we have seen, LE and LBC exhibit all the
characteristics of a non-viable cooperative as defined by Brecker

(1988).
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Chapter Five
Montagu Carpentry Co—op

I. Introduction

This material is based on fieldwork executed in the Montagu
Carpentrleo—op (MCC). The MCC is one of the organisationally
.more advanced and economically, potentially more successful
producer co-ops in SA. Considering, firstly, the still embryonic
_ nature of the co-operative movement in SA and secondly, the kinds
of cohstraints to co-operative development specific to the South
African socio-political and economic context, relatively high
levels of organisational development and potential economic
viability are the distinguishing characterietics of this co-op.
It is for these reasons that this co-op wés approached for

participation in the research.

A. Some Differences

(a) Location

ThevMCC is based in Montagu, a town about 250 kilometres north—
east of Cape Town. In relation_te the location of the co-ops
dealt with in chapters three and four, namely, the urban black
townships and ‘squatter’ areas_around Cape Town, Montagu can be
defined as a rural town - with ‘rural’ being defined broadly

rather than simply meaning agricultural.
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(b) Membership

A further noticeable difference between MCC and the preceding
case studies is that the membership of the former is
predominantly classified Coloured while that of the latter is
pfedominantly classified African. Since ‘racial’ classification
in South Africa has a very real impact upon people s everyday
experiences, such differences in membership are assumed to have

some impact upon the nature of the enterprises in question.

Methodological discrepancies arise when'comparipg a more rural-
baéed co-op with clearly urﬁan- and 'squatter'-baséd co-ops{'The
writer, howevef, contends that the discrepancies acknowledged
above help to enrich rather than limit the prdcess of research.
Furthermore, similarities in the wider environment of all tﬁe co-
ops being studied, in the problems they face, and in the
constraints to democratic organisation and economicrviability far

outweigh the differences.
B. Brief Profile of Montagu

" The largest industry in this town is the frqit canning industry
with the tourist industry also providing some income for the
town. The fruit canning industry is based on the fruit grown in
the surrounding area. The tourist industry is based on the scenic
location of the hot water springs in Montagu itself. The fruit

canning industry plays a major role in providing seasonal

employment mainly for women, for about four months of the year.
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Generally, however, unemployment, alcoholism, and malnutrition

are major problems within the classified Coloured community.

Furthermore} religion plays a very important role in people’s
lives in Montagu. The ptedomiﬁant religious denomination aﬁoﬁg
classified Coloured people is protestant with the Dutch Reformed
Mission Church playing an important social and political role in
the community. In addition, the'hierarchy_of ‘raéial’ categories
in SA has been well internalised by members of the ‘Coloured’
community in Montagu. Evidence of this can be found in the
conversations of people in the local area and especially in the

children’s conversations: "Daai kind is 'n Bantu"._
C. Brief Overview of Co-opf in the Overberg

The Overberg region of the Western Cape includes the towns of
Montagu, Ashton, Barrydale, Sﬁelléndam, Zuurbraak, Heidelberg,
Rivieréonderend, Robertson, Bonnievale, and McGregor. At present
there are four co-ops in existence in the Overberg region three
of which are producer co-ops and one service co-op. Two of the
producer co-ops, namely, Zuurbraak Carpentry Co-op (ZCC) in
Zuurbraak‘and Montagu Carpentfy Co-op (MCC) in.Montagu, had been
in existence for about four to five years at the time of
research. Cotton Cloud (CC) in Montagu; the third producer co-op,
was started in November 1988 and Overberg Co-operators’™ Service
Co-op (OCS), in July 1989, and are thus very young enterprises.

All these co-operatives are serviced by an organisation called
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Montagu and Ashton Community Service (Montagu en Ashton

Gemeenskaps Diens: MAG).

The ZCC is involved in craft-type work and produces a range of
chairs from canary pine wood (a'hard pine wood) using chair-
bodging techniques of the early craft industry. The seats of
these chairs are made with woven sea grass. The MCC. is involved
in small-scale manufacturing and produces a limited range of 
products. The predominant product changes depending on what the
high income urban market demands. Previously this co-op
manufactured toddler furnituré‘fOr creches with which it had
contracts. At present the predominant product is a wooden base
for a futon-bed. Other produdts include deck chairs, compact
camping tables, trapezoidal tables, and tables to match the
chairs made by ZCC. Cotton Cloud produces futon mattresses that
go together with the futon bases produced by MCC. OCS is intended
to provide the producer‘co—ops in the région with essential

services like transport, design, and market surveys.

The producer co-ops in the Overberg region are structﬁrally‘
independent, but functionally interdependent in the sense that
each makes a product to match the product of the other. OCS is
also intended to provide an avenue for.marketing these products
as single products. ZCC consists of about seven members, two of
whom are female. MCC consists of eleven members, three of wﬁom |

are female. CC has at present only two female members, and oCS
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has about three potential members and a contact person in the

field of market research.

II. Historical Development of Montagu Carpeﬁtry Co-op

In this sectién we attempt to give an account of processes in the
historical development of MCC. The information in the paragraphs

to follow has been obtained mainly from in-depth interviews with

the manager of the MCC and the co-op coordinator of the MAG at

the time.

The MCC started towards the end of 1985 when three members of the
classified Coloured community in Moﬁtagu approéched the local
community organisation, the MAG, for funds to start a carpentry
business. These three people had been employed for many years as
carpeniers in local firms owned by classified white employers and
characterised py capitalist and racist SOCial relationships. Oﬁe
of them was a skilled cabinet—maker who had ho formal carpentfy
training but several years of experience. It was he who initiated
‘the approach to the MAG. Since he had previously formed the
backbone of the one cabinet-making business which serﬁed the
needs of the Montagu community he had become vefy well known

amongst local customers for his skill in cabinet—making.

The MAG responded to this initiative by making available a loan
to thé value of about R24 000 with which some basic machinery was
purchased. By the time the enterprise was about to start only the

skilled cabinet-maker still showed an interest in the initiative;
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the other two people had withdrawn. When the machinery was
purchased the level of skill of the founder member, the cabinet-

maker, was taken into consideration so that the machinery bought

was appropriate to that level of skillv(Interview 3.1).

The co-op started with this one skilled cabinet-maker. However,
James Taylor, the staff menber of the MAG responsible for small
‘business development at the time, and later appointed as co-op
-coordinator, had some experienée in general carpentry and vast
experience in actually setting up the carpentry co-op in
Zﬁurbraak. Thisvstaff member was thus able to make some valuable
input, initially, into the newly found enterprise in Montagu in
the spheres of management, administration, costing, quoting, and
other related skills of which the founder member had very limited

experience.

The reputation of the founder member attracted many customers
some of whom had been the clientele of the‘local cabinet-making
business where he had been previously employed. The enterprise
grew very rapidly in response to demands of the local market and

at one stage it consisted of thirteen producers.

Towards the end of 1986 specific problems and issues arose which
’staried the co-op on a long, slow and steady decline. Firstly,
revenue generated in 1986 was paid out in the form of bonuses at
the end of the year leaving no wofking capital for.1987.v

Secondly, the founder member left the enterprise and the quality
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of the products was no longer good enough, the design of broducté
‘was inadequate, and negotiations with customersbbecame a major

problem (Interview 3.2).

It became clear that specific skills were indispensable to a
successful general carpentry workshop. These included the ability
to negotiate with customers which involved s&ﬁetimes visiting
people s houses to discuss the'placing and deéign of the product
they were after, interpretiﬁg corréctly their ideas of what they
wanted, and knowing how to distinguish between customers who
really wanted én inexpensive product and those who wanted a good
quality product at a reasonable price (Interview 3.1). So, some

level of subtle communication with the customer was required.

Furthermore, every Jjob taken had to be designed and each Jjob had

" to be costed individually because the raw materials required
differed from job to Jjob. It became clear that if the co-op were
to remain in general carpentry production the producers would
become dependent on the continuous input of these skills. At the
time it was seen to be unréasonable to expect the producers to
acquire the skills in the short term, and too expensive to employ

someone with the specific skills (Interview 3.1).

In addition to the related problems of financial decline and of a
- shortage of specific skills, the group dynamics among the members
of the co-operative deteriorated. It is questionable whether the

founder member had a clear understanding of what working in a co-
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operative entailed since this had been as new an experience for
“him as for his fell&w members. According to the manager, "he saw
it ‘as ‘an opportunity to run his own shOW”.(Interviéw 3.2). This

| perception in combination with his emphasis on his.seniority in
both age and skill convefged ﬁith fellow members  internalisation
of ége and skill hierarchies. The result was Lha£ fellow members,
themselves new to the co-operative workplace,,found itvdifficult
to respond to their oppressive work envirénment in a powérful

manner in an attempt to act in their own interests.

Fufthermore, the founder membér had difficulty in'passing on his
ékills to fellow members. The fact that he was én alcoholic added
'furthervcomplications'to these already complex prdblems.'
Eﬁéntually the members of the cp—operativevparted éoﬁpany with
the founder member.sincé he was no'ionger prqductivé. This was a
,‘traumatic.experience forithe co-op as é whole, and yet necessary

for the survival of the enterprise.

-Furthermdre,.ﬁhe co-op had at some stage during 1986 appointed é
manager (the first manager) as a member. It is not clear when, |
how, andehy this manager was appointed. Sut it turned out to be
an unsﬁécessful attémpt at introducing management skills into the
enterprise. Early in 1987, thié manager was recalled by the co-op
members since he failed to execute his dutiesvas expected, and_
acted against the interests of the co-op as a whole. The |
structuré of the co-operative which_eﬁables mgmbers to have

control over management, and the method of decision—making by a
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the co-operative members. The.decision was followed by an
important process in the history of the co-operative, namely, a
series of meetings held dver a period of two days for thé
purposes of working through the role of the manager in the co-
operative. Chronologically, the proceés of appointing the second
managér as a member of the co4operative came to a head around

March and April 1987.

The parameters of the role of thé membér—manaéer within MCC were
decided upon. These included that the manager would plan the work
and that he would‘have.authority in the workshop. He would not,
however;-have the power, held by managers in capitalist firms, to
"heers oor die werkers" (reign over the workers) (Interview 3.2).
The member-manager was thus given‘an open mandate by the fellow
ﬁembers/producers in the sense that he was -given complete
authofity in the workshop during the working day. It was,
however, decided thai if producers experienced any problenms,
including problems rélated to the manager s function, these éould
be.raised at fortnightly general meetings of the co-operative or
special meetings could be called to deal with urgent problems.
Furthermore, the decision was takén that in the event of
unsatisfactory performance on the part of the manager, the fellow
members df‘the cq—operative, in their éapacity as owners and
controllers of the enterprise, would have the right to forthwith

recall his position as member-manager.
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At the time when the manager was appointed, the co-operative was
still in a process of economic decline. The manager s suggestion
regardiﬁg a 25% reduction in wages was rejected by the members
and a 10% reduction was collectively agreed upon as an attempt to
bring the co-op onto its feet again. Some time after the decision
to reduce wages by 10%, and after the appointmént of the manager
Iand the consequent introduction of management skills, the co-
operative went through a lengthy process of keeping its head
above water. During this time the co-operative lost a significant
number of members with membership having been reduced from
thirteen to four producers and the ménager. A lengthy process of "
rebuilding the MCC, currently still in opération, was then

embarked upon.

In response to the related problems of econonmic decline and
skills shortage, and as part of the process of rebuilding the
MCC, the cooperative shifted from gene;al carpentry production to
assembly-line production. In terms of the history of the co-op,
this was a major'structural change in the organisation of the
production process. In the context of the general carpentry
production process, each skilled producer concentrated on a
single pfoduct with an unskilled produqer workihg as an
assistant. This method of production organisation proved to be
inconducive to transferring skills effectively and in this way
perpetuating the already existing skill hierarchy in
céntradiction to the co-operative objective of enskilling. In

addition, as.already mentioned, general carpentry production
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necessitated the continuous input, on a daily basis of a diverse
- range of skills in design, customer negotiétion and costing.

These skills were severely lacking among the co-op members.

The shift to assembly-line production can thus be seen as an
attempt to (a) adapt the production process to thevskill level of
the majority of the producers and to the co-operative structure'.
of the enterprise and (b) to reduce production costs in an

attempt to bring the co-op back on its feet again.

With regard to skills, in the context of genefal carpentry
production, the skills of both product development and customer
negotiation were required simultaneously in the production
process. For example, a customer would come to the co-op and
engage in negotiation wiﬁh a member about what s/he feéuired;
this negotiation would involve product development, a process
which would essentially occur on the shopfloor. Hence, the
activities of both product development and customer negotiation
 were also executed simultaneously. By contrast, with the
introduction of aesembly-line production, both the skills and
activities of product development and eustemer negotiation were
separated. Product development was'included in the manager’sr
tasks, was separated'from customervnegotiation, and no longer

occurred bn the shopf loor.

With regard to production costs; in the context of general

carpentry production raw material had to be bought for each job.
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This often meant buying in small quantities and having much
wasted maferial. On the ether hand, with the introduction of
assembly-line production and the.making of several of the same
product, raw material could be bought in bulk and wastage
reduced. This, in combination with the production time saved with
the shifi from "Jjobbing” or general earpentry’to assembly-line

production, contributed to reducing production costs.

The appointment of the manager as a member and the accompanying
division of labour decided upon in the co-operative, remoVed
producers’ dependence on the lnput of the skills of the original
co-op coordinator who'wes not a co-op member. In addition, the
shift to assembly-line production facilitated producers’ ability
to gain control of a major portion of the production process.
Once a product had ‘been developed, producers would meke mistakes
in the product-type oi sample stage of tﬁe production process.
Once those mistakes were cleared and once they started a
production line setting for a specific product, producers would

take cemplete control of the remaining production processes.

Furthermore, the shift to assembly-line production meant that the
co-operative could expand more easily because it could bring ih
unskilled people to fit into the less skilled processeslof
production. In this wey people with limited skills, often needy
of work, could be slowly assimilated into the co-operative. The

shift to assembly-line production could be considered one of the
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most significant organisational and structural changes in the

development of the MCC.

The year 1988 proved to be successful both economically and
organisationally for MCC. The eo—operative managed to negotiate
two highly lucrative contracts early in 1988. One of these was
with the Department of Education and Training (DET) for the
manufacture of toddler furniture to be used in creches. This
contrac£ amounted to R50 000 and entailed the production of
forty—eight sets of furniture with fifteen items in each (Letter
from manager, 10:1:90). This greatly facilitated the shift into
assembly-line production because of the production of several
gsimilar items. Production started in April 1988 and the final
delivery of furniture was made in November 1988. The second
contract was with the Braehead Bishop s Residence in Cape Town
for the manufacture of church benches. This contract amounted to
R20 000. Production started in September 1988 and was completed

in November of that year (Letter from manager, 10:1:90).

The Braehead Bishop's Residence contract was an enormously
challenging Jjob for the co-operative in.terms of the level of
skill of its members, the level of technology used in the co-op,
and the need to be creative and adaptable in taking initiative to
-8o0lve problems erising in the preduction process. However; this
challenging job enabled the manager to work very closely with the
producers on the shopfloor in a collective attempt to complete

the Jjob and to do it well. This goal was achieved collectively:
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We managed to get it done and to establish pride in our work, which was
very important. It was very hard and there were times when we really had
to “sukkel® {battlel. We often ran into technical problems because we did
not always have the appropriate machinery for all the work and we
basically had to figure it out for ourselves. But we did it and we
established that we could rate among the best (Interview 3.2).

The DET contract facilitated the shift in the co-op to assembly-
line production since it enabled the producers to manufacture
batches of fifteen similar items ét a time. Problems usually
arose with the first set of items but by the time the second set
was in production, these problems had been solved and production
was running. smoothly and efficiently.vThe nature of the work
entailed in this contract enabled further radical changes in the
organisation of production in the co-operative:

Before, every guy would handle a job and he would have one or two people

simply assisting him. So, now we have about five departments in the
workshop (Interview 3.2).

These departments include, in the order of the process of
production, the following:

a) the heavy machinery department, where parts are cut,

b) the light machinery department, where parts are shaped,

¢) the assembly department, where parts are assembled,

d) the sanding department, where weak parts in the wood are
filled and where the assembled parts are neatly and smoothly
sanded down and, ‘

e) the finishing and packing department, where painting and
packing is done.

A further change in the production process included a move from

hand-painting to spray-painting. This was a major technical

change in the production process. New equipment was purchased, a
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spray room fitted with a ventilator was prepared, and a member in

the finishing department was trained in spray-painting.

By the end of 1988, thé co-operative managed to maké a surplus of
about R12 000 a portion of which was distribufed among the
members in the form of bonuses (about R5 000), while the restvof
the surplus was invested in product development. It is clear that
the co-operative experienced major developments organisationally,
economically, and technically over a beriod of about eighteen

months .

Looking back on 1988 with regard to the developmeht of the
members of the co-operative as people, the manager thought that
there were very few changes:

There was basically one ‘oke” (male person] who was the manager; and he
told everybody what to do, and they did it (Interview 3.2).

Nevertheless, the reorganisation of the workshop into various
departments on the basis of a specific division of labour,
enabled the allocation of manageable work to the unskilled
members of the co-op. These producers could increasingly begin to
take responsibility for their work. Since the iﬁplementétion_of
this division of‘labour in production, responsibility has
gradually shifted onto the shoulders of the actual producers to
the extent that ”they decided that the manager no longer needéd
to be involved in production” (Interview 3.2). The first half of

1989 thus saw further organisational developments in the co-
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operative, this time accompanied by the development_éf increasing

responsibility on the part of the members of the co-operative.

A coordinator was elected for each department for the purposes of
taking responsibility for whatever happened in that department.
Furthermore, a production coordinator responsible for the overall
coordiﬁation of the pfoduction process, was elecﬁed. Since the
producers now organised production themselves, the manager became
no longer formally involved in this process. This has had
positive effects in terms of the develdpment of the members as
responsible and accountable'cooperators:
| I feel incredibly positive about it. Maybe it is not so visible, but I

~ know that it has been an enormous change for everybody involved. Seeing

people taking responsibility and growing in their work has been a positive
experience for the co-op (Interview 3.2).

In the process of co-operative development there is always a
problem lurking irrespective of the positive devélopments in
progress at any particular time. New problems arise constantly
with changes in the nature of the enterérise and the production
process. With the shift to assembly-line production the co-
oéerative needed to attend to other aspects of the enterprise,
particularly marketing:

Whereas before we-had people come through the front door with work, we now
had to go out and sell the products that we made (Interview 3.2).

Assembly-line production thus entailed creating products in
response to a demand and selling these products. A lack of

marketing skills in the co-op resulted in a lag in the marketing
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process itself and in the results of this process. It is
partially for this reason that the co-op entered into a serious
.decline towards July 1989, since sales were not sufficient to
cover costs. Hence, at the time of research, July 1989, the co-
operative Qas experiencing a financial érisis mainly because of
cashflow problems and marketiné problems. The underlying causes
of these problems will be highlighted later in this chapter when

we discuss the current state of operation of the enterprise.

Towards the end of the research period, however, the co-operative
was on its way out of this crisis. The members were in the
process of applying for a loan from the MAG as part of a strategy

adopted to deal with the crisis.
A. Summary

The MCC was initiated towards the end_of.1985 by three members of
the “Coloured’ cbmmunity in Montagu, one of whom was a skilled
~and well known cabinet-maker in the local town. The co~operative
attracted several customers initially and managed to generate
some revenue (we do not know how much), some-of which was paid to
the members in the form of bonuses at the ehd of 1986. Towards
the second half of 1986 the'enterprise(went_ints a steady decline .
mainly due to specific skills problems. This‘ﬁrocess of decline
was not impeded by the organisation servicing the co-op at the
time . By April 1987, the co-op was in financial étraits. At that
time the co-op members collectively decided to appoint another

member in the capacity as manager of the enterprise. This'was a
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second attempt on the part of the co-op members to introduce
management skills into their enterprise. The previous manager had
been recalled by the members of the co-op. After the appointment
of the second manager the co-operative has gone throuéh aildng

process of keeping its head above water.

Furthermore, a process of rebuilding the MCC, still in operation
at the time of research, was embarked upon. This involved, among
other things, a shift from general carpentry production to
assembly-1line production. This represented a major structural
change in the organisation of production in the enterprise. 1988
marked the highpoint of success in the history ?f the co-op in
terms of economic success and organisational development. Further
developments included changes in the division of labour and the
introduction of five departments on the shopfloor. The first half’
of 1989 saw the introduction of departmental coordinators and of
‘a production coordinator responsible for the entire production
process. This period was also mafked by a major step in the
development of responsibility for and control of production among

the producers.

Problems relating to marketing and cashflow led the co-op into a
serious’deqline by July 1989 since sales were not sufficient to
cover costs. The enterprise had grown too fast causing new
additional coéts to exceed the revenue produced. Towards the end

of July, however, the co-op was on its way out of this crisis. A
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loan application was submitted to the service organisatioﬁ as

part of the strategy to deal with the crisis.

III. Organisational Structures

A, Introduction

During the four year period of its existence.the_Montagu
Carpentry Co-op has devised a form of organisation for the

- purposes of dealing with daily tasks and responsibiiities
entailed in operating an economic enterprise. In this section we
deal with some of the features of this form of organisation. The
inténtioﬁ’is to give the reader a brief idea of the structdres in
operation in the co-operative in question before going into the

finer details of democratic organisation in the enterprise.

B. Working Structure

Firstly, the co—operative has a membér—manager responsible for
management tasks. In section (c) below we deal with the
management relationship in detail. Secondly, department co-
ordinators and the overall production coordinator are responsible_
for the smooth flow of production. All the coordinators are
working members of the co-op. These positions are mechanisms by
which tasks and responsibilities are divided in an attempt to
build an efficient democratic organisation. There are a further
three mechanisms whereby efficient democratic organisation is

ensured. One of those is a fortnightly general meeting at which
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all major decisions, including policy decisions, are made on the
basis of a simple'majority vote. The second is a weekly
productioﬁ coordinators’ meeting where coordinators discuss
problems or bottlenecks in the production process and where sone
planning is done for the ﬁext week’s production. The third is a
weekly report back by the manager to the producers on the work he
has executed.'These are the basic structures in operation in the

Montagu Carpentry Co-op.

The rights of members in the MCC are that each member has only
one vote when decisions ére taken in'méetings, that each member
is obliged to share in the profit or loss of the enterprise, thét
s/he is entitled to own shares in the enterprise, and to
remuneration for work done. The duties of a member are that s/he
is responsible for executing the work allocated to him/her to the
best of his/her ability, that s/he is expected to work co-
operatively with fellow members, that s/he is expected to take an
interest in'the affairs of the co-operative, and that s/he is
éxpected to make sacrifices during times of econdmic'hardship in
the interests of maintaining the enterprise (from document

stipulating workshop regulations).

C. The Division of Labour In Production

The division of labour in production. in the MCC started off with
a clear division between tasks of conce?tion and execution. In

the beginning skilled and unskilled producers used to do the
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manual work, with'the co-op coordinator, a non—memberf
contributing skills of conception in the form of design, costing,
quoting, and other management skills. Management skills were thus
obtained from outside the co-op at first. Our account of
historical developments in MCC suggests that the members’
decision to seek managerial assistance is itself part of the

process of democratisation of the enterprise.

In the context of the general carpentry production process
initially in operatién, the skilled producers had sole cdntrol
over the manual aspect of the production process, while unskilled
producers simply performed roles of assistants ('hahdlangers').
It is.important to note that neither the skilled nor the
unskilled producers had any experieﬁce in management, customer
negotiétion; design, quoting, or costing. The abseﬁce of theée
skills necessitated the appointmenf of a member-manager. The
appointment of a manager was accompanied‘by gradual changes in
the division of labour in pfoduction; Earlief in this chaptervwe
note members’ decision that the manager would plan work and have

authority in the workshop.

A close look at developments in the'division of labour over time
.suggests that during the phase of keeping the co-op’s head abo#e
»waier,vand at a particular staée during the process of transition
from general carpentry production to assembly-line productioﬁ,
the manager was directly involved in the manual aspect 6f the

process of production, that is making products. With the actual
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shift from general carpentry production to assembly-line
production, however, further developménts occurred in relation to
the division of labour. In the context of the assembly-1line
production process ﬁhe division between tasks of conéeption and
execution within the co-op continued. This is manifested in the
developmént of a clear division between mahagerial and manual

" production tasks. In addition, with the introduction of an
assembly-line, the prdduction process was divided into separate
tasks. The result was that the tasks of the skilled ﬁorkers were
deskilled since they no longer had sole control over the
production of an entire produét. Paradoxically, this process of
deskilling provided the space for unskilled to be enskilled.
Furthér, unskilled and semi-skilled'producers were also given an .
opportunity to take control of specifié»parts of the production
process. One could thus argue that thé introduction of the |
assembly-line facilitated producers’ cqllegéive control of the
manual aspect of the production process and enskilled the

unskilled members.

With the development of assembl&-line production, still further
changes occurred in the division of labour. A clear technical
division of labour aeveloped which is manifested in the division
of the workshop into specific departments. This clear technical
division of labour facilitated the ébility of producers to take
responsibility for the specific work in which they were engaged.
A system of elected coordinators for each department and an

elected production coordinator emerged. As a collective with a
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specific division of tésks, the producers thus took
responsibility for running the production line to the extent that
the manager became no longer formally involved iﬁ the manual

aspect of the production process.

One of the implications of bringing management skills into the
co-operative is that it prevented the development of a dependency
within the co-op on an outside source of skiils. Tﬁis, we would
argue,bhas been a positive development in terms of the self-
sufficiency of the epterprise and part of the process of
democratisation. The appointﬁenﬂ of é member-manager has,
however, introduced a compleX’relationship into the‘co—operative.
The complexity of the management.relationship arises mainly from
people s old attitudes towards the role of management. This will
be dealt with in detail in the next sub-section.

The.shift from general carpentry production to assembly-line
production and_the consequent changes in the division of_labour
facilitatod the process by which the produoers as é collective
gained increasing control over and assumed increasing
responsibility for'the produotion process. In the light of this
process of increasing control énd responsibiliﬁy, one could argue
that the\oo—operatiVe has successfully adapted ifs production
process to the skills of its members. Furthermore, this shift in
the organisation of production has marked.a move from an
essentially artisanal form of work organisation to a more

socialised and collective form of work organisation. This can be
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regarded as a positive development in the process of building
among the co-op members a sense of working co-operatively. It can
thus be argued that a clear division of labour in this particular
co-operative has proved to be a positive development. According
to the manager of the MCC,
We decided that it is not morally right'or'wrong, not better or worse, but
ineffective for everybody to do everything. So we delegated particular
functions to various people. I think that a new culture is very slowly
developing - one of working co-operatively. We are basically working
together in the co—op. Each member is responsible for his/her part, but

each member also knows that what she/he is responsible for ultimately fits
into a greater whole (Interview 3.2).

One can thus argue that with the shift in the organisation of
production MCC moved towards a more egalitarian division of
labour. With the introduction of women into the workplace,
however, a clear sexual division of labour was introduced. Female
co-operators in the MCC are primarily engaged in unskilled work.
Two of the female co-operators are located in the sanding |
department, the lowest activity in terms of skill in the context
of the entire production process. The remaining female co-
operator serves as an adﬁinistrative assistant to the manager:
essentially ‘women’s work”. There is, however, a space for the
women in the co-op to learn skills required in other departments:
Ek doen meestal die boeke. Maar Gertle en ek help soms 1n assembly, en ek

......

Jy is nie: nee, hulle bring Jou ook op. Soos byvoorbeeld soos Tembi, hy
leer ons baie van aanmekaar sit [assemblyl. Soos tafeltjies en die
dekstoele het ons self aanmekaar gesit sonder Tembi (Interview 3.3).

Nee, en ek het al gekom daar by Leon hulle ook al, daar by die ligte
masjien werk. Eendag was daar nie vir my werk gewees nie (in the sanding
department] en toe se Leon nou hy gaan my wys. En toe was ek maar die
eerste keer ‘n bietjie skrikkerig. Toe het ek nou die werk gewoont geraak.
Nou kan ek dit ook doen (Interview 3.7a).
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The above quotations illustrate clearly that there is space for
female members to acquire some skills through on the job
: (

training.

D. The Nanagement-Praducér Relationship

The manager of MCC is a member of the cooperative. The producers
have given the manager an open mandate with fegard to the
parameters of his role. It is clear, however, that he was
employed for the specific purpose of providing the skills lacking
in the co-op at the time. These'skills included design; costing,
marketing, qﬁot-ing, and customer negotiation. The manager’s
mandate included the power of authority in the workplace.
Specific tasks performgd by him include planning.work, developing
new products, costing, quoting, dealing ﬁith customers, gathering
information required by members (for example, information about
how to form a Trust), sales, marketing, deliverihg comp leted
producfs to customers in Cape fown, andvcollecting orders for raw

'materials obtained from Cape Town.

Furthermore, the maﬁager is responsible for presenting to his
fellow members the information they require, as owners of the co-
operative, to make decisions about issues relating to the
enterprise. This is an important and, often, a difficult role.

The manager has to facilitate the other members’ -ability to ask
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relevant questions regarding information at the same time as he
iz presenting the information to them:
You need quite a developed skill to do this especially when you are
talking to people most of whom do not have a conception of what they are

expected to do with that information, and most of whom do not know what
questions to ask (Interview 3.2).

The information regularly présented by the manager to his fellow:
members includes a weekly report on the level of productivity in
relation to the weekly target set, the state of sales and orders,

and the relationship between income and expenditure.

The introduction of management, skilis into thé co-operative can
be regarded as a positive development in terms of préviding for
~severely lacking skills in ihe enterprise, and in terms of
developing a sense of self-sufficiency. Further possible
advantages of the specific management relationship in the MCC
relate to members” ability to control the manager, accountability
of the manager to hié fellow members, and economy in terms of the
cost of ménégement skills. The manager is a}member of the co-op
with rights and duties like any other member.

Furthermoré, the managér obtains his salary from the revenue of
the co—opérative. One could thus argﬁe“that since the manager
will be affected materially by the profit o; loss of the
enterpriée, he is more likely to have a relativély high
commitment to the success of the enterprise and thus to his work

as manager. In addition, should his performance as manager prove
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to be inadequate in terms of the needs of the énterprise és a
viable co-operative, his fellow members have the right to recall
his position. The producers in MCC thus have as much control over
the managing member of their enterprise as they do over every

other member.

The power of co-op members to recall the manager serves as a
mechanism to ensure accountable management. This power is
manifested in practice by the vote of each member on any major
décision to be taken. A further factor cdﬁtributing to
accountable manégement is the‘practicé of weekly management
reports to the members on work done, information gained regarding
issues or questions raiéed in meetings, and problems or positivé
responses encountered on delivering products. In addition, weekly
reports on productivity, sales, orders, income, and expenditure
keep members informed about thé_affairs of the enterprise and in

this way facilitates accountability.

In the event of the members hiring a manager as a non-member from
an outside source, the co-operative would be obliged to pay the
current market price for management skills. Furthermore, it would
be difficult for the co¥op members to have control over the
manager . The price of management skills brought into the co-
operative was negotiated between the manager to be appointed and
the members of\the co-op. Furthermore, the price of these skills
located within the co-op fluctuates with the state of the

enterprise, rather than with the demand in the broader skills
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narket. So, when the co-operative is in economic decline, and
members decide to reduce wages by 10%, such a reduction would
apply to the manager s remuneration as well. Once management
skills have been brought into a co-op, the enterprise is ensured
of access to these skills at all times unless, of course, the

member-manager decides to resign.

E. Summary

In the MCC management takes the form of membership of the co-
operative with the manager having rights and duties like all
other members. The manager is a single person assisted by an
administrative assistant, also a co-op member. The main criterioh
used on introducing management into the enterprise was the need
for management skills. A further criterion included the need to
be self-sufficient rather than to depend upon an outside source
of such skills.‘The material well-being of the ménager is
directly related to the well-being of the cé—operative as an
economic enterprise since he obtains his salary from the co-
operative. Furthermore, he has been appointed as manager on the
basis of the value of his skills to the co-operative as a whole.
Furthermore, the co-op members havelgiyen the manager power of
authority in the workplace. As will become apparent in the next
section, however, such authority is under constant negotiation.
The functions of the manager have been dealt with in detail in
the above paragraphs. It is also clear from the account given

above that MCC has developed mechanisms to allow for accountable
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management. We deal with the effectivity of management in the

section headed ‘evaluation’.

F. Tensions around the Management—Producef Relationship

The appointment of a member-manager has introduced a complex
relationship intovthe co-operative . Thié complexity arises mainly
from the intréduction of a relationship\of authority into the co-
"operative enterprise. The fact that the manager is classified
white (while all the other memBers, with the exception of one who
is classified African, are classified Coloured) further
compliéates this relationship by'introducing a relationship of
social inequality. The introduction of these relationships of
authority and inequality into the co-operative context has,
however, brought about continuous prbcesses of negotiation around
authority, inequality, and hoﬁ‘best to éxecute work. The constant
processes of negotiation in ghe co-op give rise to tensioﬁs in
the workpléce. Often such tensions are healthy in terms of
empowering the producers/members of the co—op.»Sometimes,

however, such tensions are unhealthy.

The contihuous process of negotiatidn-ground authority gives co-
. op members the space to evaluate and assess the manager’s

activities. In this way they are able to engage in a process of
defining more specifically and on the basis of their experience

the parameters of the manager’s role. It is this engagement in
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the definition of the manager s role which, one could argue,

contributes to the process of empowering the co-op members.

Members  perceptions of the manner in which the manager executes
his role, are tainted by their perception of him as ‘white . This
gives rise to a sense of suspicion among members of the manager.
To some extent this suspicion is healthy since it keeps members
on their toes with regard to the activities of the manager, and |
with regard to his attitude toward them. Sometimes, however, it
gives rise to defensive responses on the part of some of the
members to legitimate problems raised by the manager. Such
responses tend to further complicate the management-producer
relationship causing often unnecessary stress on the manager, and
blocking effective communication between members and the manéger.
This observation highlights the importance of recognising the
broader socio-political context in which the co-operative exists.
Specifically, when dealing with the South African socio-political
context the reality of ‘racial: divisions have a significant
impact upon relations within miéro—social spheres such as the j

workplace.

A furfher-tension around the management-producer relationship
relates to the uneven spread of the stress/responsibilify for the
economic success or failure of the enterprise. Most of this

stress is currently carried by the manager of.the co-operative
and giving rise to the possibility of what is commonly known as

‘burndut’. One could argue that this particular tension arises
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£r9m people ‘s previous experiences of management. Producers in
\capitalist soéiety are generally socialised tb accept that the
manager is ultimately responsible for the economic failure ér
success of the enterprise. On the other hand, managersrin
capitalist society are generally socialised to assume complete
responsibility for the state of the enterprise. These old
attitudes towards the task of management converge in the co-op

causing a specific tension around responsibility.
6. Evaluation of Management

Aé nmentioned earlie:, the introduction of management skills into
the co-op can be regarded as a positive development, firstly,
providing fﬁr much needed skills in the enterprise, and secondly,
developing a éense of self-sufficiency as opposed to a dependence
on outside sources of such skills. Further advantéges of the
management-producer relationship have been noted in relation to
members”’ ability to control the manager, accountability of the
manager to his fellow members, and economy in terms of the cost

of management skills.

Judging from the information gathered in interviewsvwith the
menmbers dffthe MCC the manager is doing a relatively good Jjob in -
the co-operative, despite some problems voiced by the members:

1.) Ja, scos dit vir my lyk, is hy goed (Interview 3.3).

2.) Nee, ek sal nie £ hy is ‘n goeie bestuurder vir die MSK nie....Hy wil

hé die MSK moet te vinnig vorentoe skiet en dit gaan ons probleme :

bring....Hy is reg met die beslis maar hy is te oorhaastig (Interview
3.4).
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3.) Ek sou S€ dat Anton 'n goeie bestuurder is. Hy het baie sterke
deursettingsvermoe. Hy werk baie hard. As Jjy 'n probleem het - al is dit
ook hoe simpel - sal hy jou sy volle aandag gee. This member expressed the
following problem: As hy wil hé dit moet so gaan, moet dit so gaan. As Jjy
nou met iets besig is, en hy wil hé jy moet iets doen, dan verwag hy dat
Jy nou moet los wat Jjy doen (Interview 3.5a).

4.) Anton is die bestuurder van MSK n€, maar die meeste van die tyd wil hy
s00s ‘n baas optree. Want as hy ges€ het spring, dan moet ons vra hoe
hoog. A positive comment by this member was as follows: Daai iets wat 'n
leier moet het, het Anton een baie sterk kenmerk, en dit is mensekennis.

Hy weet net hoe om, as ons nou nie miskien lekker voel nie, hoe om ons op
te beur (Interview 3.5b).

5.) Anton is 'n goeie man op “ie job want hy kan nie rus “ie. Hy werk dag
en nag. Hy werk hard — hy bring “ie geld - hy bring “ie job...... Nou ek
sien Anton het die goeie kante in hom. Maar hy speel daai baas kant.
Byvoorbeeld, as ons hier nou werk, as hy iets sé, dan wil hy he Jy moet

luister na hom. Ander ding, hy wil hé& dat ons werk soos hy wil (Interview
3.6).

It is clear from the above quotations that the manager works
very hard and does a good job. The problems expressed by members
are related mainly to the negotiation of authority and of how
4best to execute work. Problems around ‘baasskap’ must be seen in
the contexts of members” perceptions of the manager as ‘white’,
and of old attitudes, on the part of both parties, towards the

management-producer relationship.

The manager has made a valuable input in the process of
rebuilding the co-op and in the organisation of work in an
éttempt fo7adapt the process of production to members” skills. A
comment by the co-op coordinator confirms this:

I would say that the current manager has done exceptionally well at the

level of injecting much needed skills; organisational skills are his
particular strength - vital in various ways (Interview 3.1).
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Furthermoré, when>taking into account the considerable load
carried by the manager - in terms of stress, responsibility, and
numerous diverse tasks - he is doing exceptionally well. Probably
one of the éroblems with the management-producer relationship
within the co-op relates to the heavy load carried by the

manager .

Gathering from the tensions, healthy and unhealthy, which
| accompany the management-producer relationship in MCC, namely;
constant negotiations around authority and tensions around
responsibility, it is a very difficult relationship to maintain
within the context of a co-operative. The introduction of
management has, however, been a positive development in
contributing to the empowerment of the co-op members. The
members” have given themselves the opportunity to push against
the generally assumed authority of management, and againét their
own perceptions regarding thé hierarchical ‘racial’ categories in
SA. Having to deal with the complexities involved in the
management-producer relationship, both the manager and the
producers in the MCC afevengaged in a constant process of
learning about the role of management in the context of a co-
operative-.in South Africa. This learning process is important for
the development of the MCC in particular. More importantly, in
the light of the severe lack of management skills in co-ops in SA
in general, the implications of the introduc@ion of a manéger
into the MQC could prove to be valuable in terms of co-operative

development.
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H. The Division of Labour in Decision-making

The purpose éf this section is to give the reader an idea of the
extent to which members of the co-operative participate in
decision-making with reference to various aspects of the
enterprise. We will consider members’ participation in day-to-day
decision-making, long term projective decision-making, aﬁd med ium
to short term decision-making. Daily decision-making is task
related and includes decisions relating to production, problem
solving, and quality control among other issués.‘Long term
projective decisions includes policy making, and financial
forward-planning. Medium to short term decisions include product
development and appointing members, a reduction in wages,

applying for a loan, and recalling members.

With reference to decision-making on a daily basis, there is a
relatively high level of participation on the part of all
members.'The recent introduction of productioﬁ coordinators in
each department and the election of an overall production
coordinatorihas certainly facilitated member participation in
daily deciBions. The production coordinators and their assistants
(in effect all the producers) are Jjointly respongible for the
smootﬁ flow of production and for reaching the production target
set for each week. Weekly production targets are set at a weekly
‘meeting of the production coordinatdrs‘and the manager.

Furthermore, at these meetings coordinatoré evaluate the
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production in each department during the previous week, they
decide on strategies for overcoming problems or bottlenecks
experienced in any department, and they decide on plans for the
next week’'s pfoduction.'Some strategies for overcoming problems
in an attempt to facilitate efficient production in any one
department include electing members from one department to assist
tempérarily in another, and possib%y Suggesting_the recruitment

" of new potential members in the capacity of assistants.

The overall production coordinator musﬁ see to it that broducers
execute the work expected of them according to the quality
required. S/he is responsible for final quélity control before
products are packaged for delivery and/or storage. Departmental
coordinators are responsible for solving problems which arise in
their department, for the correct use of tools, and for quality
control. Since quality is a priority in each department, quality
control takes place at every stage of the production process.
Furthermore, no persoﬁ is allowed to work in a department without
the permission of the coordinator of that department. Decisions
regarding problems arising during production are generallf taken
by the departmental coordinators. More complex problems are
usually shared with more experienced producers. The following
quotation illustrates the path taken wﬁen a difficult problem
arises: |

Dit hang af van in watter departement die probleem is. Die koordineerder

gaan na die bestuurder toe dan praat hulle die saak uit en sien of hulle

die saak kan oplos. As hulle nie die saak kan opgelos kry nie dan neem

hulle die saak na een van die ou lede. Hulle sit dan hulle koppe bymekaar
om te sien of hulle die probleem kan oplos..... Nou nie almal nie. Want as
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ons almal nou gaan deelneem, dan gaan produksie nou stil staan. So net die
manne wat nou ondervinding het van die probleem daar. Kyk, in my afdeling
kan Tembi nie sy kop kom bymekaar sit nie....As die probleem klein is doen
ons dit self maar ons wys eers vir hulle [the coordinators responsible]
daarop (Interview 3.5a).

Most of the issues relating to the enﬁerprise are discussed at
the fortnightly general meeting of all co-op members. There is a
Vpractice in the co-operative that members note issues for
discussion in.the general meeting on a blackboard in the

" workshop. Major long-term decisions and decisions about policy-
making are usually made at these meetings. For example, the
possibility of setting up a Trust, which is essentially policy
making, is discussed at these meetings. At the general meetihgs
decisions are taken by a simple majofity vote with each member
having one vote. More immediate issues relating to production,
finances, and sales, are also discussed at the foftnightly
general meeting. Other long term projective decisionsz like
financial forward-planning, are made at an annual general meeting
of the co-op at the end of each financial year. With regard to
medium term decisions, the manager makes most decisions about
product development and pricing. This is, however done in
consultation with older members. With reference to the
appointment of permanent members to the co-op older members
participate more than newer members. Similarly, in relatioh to
decisions such és wage reductions..applications for_loans, and
recalling'members,'member participation comes mainly from older

members .
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In general small decisions relating to management taéks are taken
by the manager, and suéh decisions relating to manual production
are taken by the coordinators. Major decisions, however, are
taken collectively at the fortnightly general meeting:

Alle besluite word saamgeneem...... Dis nie net die bestuurder wat net sy

S€ oor die saak het nie. Daar is besluite soos klein besluitjies waar ons
vir hom s& paar kyk jy hoef nie nog na die vergadering toe te kom nie -
sorg net darem dat ons kennis dra daarvan. Maar groot besluite moet hy
terug bring na ons toe (Interview 3.4).

Member participation in decisions taken at fortnightly meetings
is less than that in daily decision-making. Newer members, that
is, those members who have oniy recently completed their six-
month long probation period and who have only recently been
appointed as permanent members of the co-operative, tend to
participate more freely in decisions relating to production than
in thoée relating to broader issues influencing the enterprise.

' An example of the latter is a loan application. On the other
hand, older members tend to participate equally in production
management and entrepreneurial management. Hence, in fottnightly
and annual general meefings older members tend to dominate
discussions and participate more than do newer members. There is
thus a higher level of member participation in production
management tban in entrepreneurial management. Some of the
reasons for reduced member participation at the latter level
relate to newer members’® lack of insight into_broader issues
affecting the enterprise, their lack of experience in dealing
with entrepreneurial issues, and a sense of shyness or féar

around participation. Since older members have more insight into
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broader issues thfough their experience of working in the éo—
operative, they afe more able and confident to deal with certain>
entrepreneurial issues. A hierarchy of experience in the
enterprise thus reduces new members’ ability to participate
effectively in major and long term decisions. This exposition
clearly indicates that members’ experience of cooperative
organisation is a process of learning and developing particular

skills.

I. Relationships with other Organisations

(a) Introduction

- The Montagu Carpentry Co-op obtains specific services from an

organisation called the Montagu and Ashton Community Services

(MAG). Apart form friendly links with other co-ops in South

Africé the MAG is the only organisation with which the MCC has a

particular relationship. In this part of the chapter we intend to

give the reader an idea of the nature of the MAG as a service

organisation by focusing on _

(a) its links with the Dutch Reformed Mission Church;

(b) a brief history of its activities: _

(c) the ideology underlying its activities and its development
.policy: '

(e) its relationship with funding organisations and

(f) the way the MAG is perceived within the broader community in
Montagu. : '

We then proceed to examine its specific relationship with the

Montégu Carpentry Co-op including the types of services it

renders, and its policy on co-ops. Towards the end of this

section we consider some of the political and economic
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implications of this relationship. The information in the
following sub-sections has been obtéined from a folder, published

by the MAG, on the organisation and its activities.

(b) What is the MAG?

The MAG is an ecumenical community'development organisation based
on Christianvprinciples interpreted as principles of growth and
. development towards empéwérment thiough co-operation. Its message
of community development as one of hope and peace should be seen
in the cdntext of the socio-political environment of South
Africa. The people who receive services from the MAG are
predominantly classified Coloured. This raises important
questions in relation to the role of the MAG in the Montagu and
- Ashton area. The mission statement of the MAG is essentially a
political message:
As an ecumenical Christian group which affirms the humanity of all the MAG
will work together with the community for its spiritual, cultural, social,
economic and political development. Through a process of conscientising,

training and organising people will achieve better control over their
lives and their community.

(c) Links with the Dutch Reformed Mission Church

The ielationship between the MAG and the Church is such that the
MAG is registered as a welfare organisation through the church.

Structurally, however, the MAG is relatively independent of the

church. This is manifested in the appointment of people to

inf luential posts on the basis of their skills and experience
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rather than on the basis of active membership within the church.
Nevertheless, the Cﬁristian aspect of thevdrganisation_is
important forvprobably most people working for and serviced by
the MAG. A combination of its Christién component and the success
of its activities gives thevorganisation credibility among
members of the local community. Furthermore, the MAG's link to
the church plays an important role in providing an a&enue for
legitimacy for the organisation in the Souﬁh African political
context. The political role of the Dutch Reformed Mission Church
in the Montagu and Ashton area has been historically very-
important. In addition, the church has played a significant rble
in politics in South Africa in terms of its anti-apartheid
messages and activities. On a more practical level, since the
church has nationwide contacts with various communities in South
Africa, the MAG's link with it greatly facilitates its access to
such communities. Thié link also provides the organisation with é
good communication network. Vacancies and/or MAG activiﬁies
announced in the church on Sundays are sure to reach the vast
majority of the local community. The MCC benefits from'this link;
for example, the co-op has advertised and recruited new members

through the church.

d) A Brief Historical Overview

The MAG was founded in October 1876 by a group of community
leaders who were concerned about the problem of alcoholism in the

10qal classified Coloured community. One of the key figures in
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establishing the organisation was the Revérend Dirk Marais. These
" people provided the salary of a single social worker to tend to
the problems of alcoholism in both Montagu and Ashton. This is
how the ofganisation starfed. With the growing activities of the
organisation within the local community,’its staff increased. By
1982, the staff of tﬁe MAG had grown to seven members, and the
projects completed by this time included the establishment of
kindergarten facilities, a workshop on poverty in the communiiy,
and the building of a community centre in the township of
Ashbury. In 1983 the organisation received external funding whiéh
facilitated its growth and development. Community vegetable

gardens and a MAG Centre were established.

During 1984 the organisation expanded with the growth of further‘
projects in adult literacy and feeding schemes. In 1985_workAin
the area of what is termed 'small business development  commenced
with the establishment of the Montagu Carpentry Co-op. Later in
that year the Zuurbraak Carpentry Co-op was incorporated and
became eligible for the services provided by the MAG. The scale
of the organisation and the extent of its activitiesvby this time
resulted in problems of management. The year 1986 marked the
beginning of a process of restructuring thé organisation and

’ formulating specific principles of comﬁunity development. At the
end of 1987 the Boa:d of management which is the decision-making
body of the MAG was extended to include more members of the
community as representatives on that board. Representatives from

each co-operative and each project are now included on the board.
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The year 1988 marked the establishment of a community health
project in combination with the Souih African Clinics Association
(SACLA), a music school, and a training'course in community
developmept. Furthermore, a student tutor was appointed in that
yeer for the purposes of assisting students doing in-service 7
training with the MAG, and a pilot committee responsible for
investigating the possibility of establishing a resource and
training centre in Zuurbraak was formed. During the four years of
its existence the MAG has grown into a well established community
organisation providing various services required by the local

community.

The Board of Management which is the decision-making body of the
MAG consists of representatives from churches of all
denominations in the local community, from the schools, members
of the projects undertaken the organisation, and staff of the
organisation. The majority of these represeniatives are 1in
positions of leadership in the community, for example, ministers
form churches, principals of schools, and chairpersons of church

- and/or community organisations involved in projects of the MAG.

(e) The Ideology Uhdetlying its Activities

Underlying what is termed the ‘MAG-culture’ is an ideology of
self-reliance - a "God only helps those who help themselves”

ideology. There is a strong emphasis on working together, on
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responding to community needs in a manner which will enable the
empowerment of the community, on clear channels of communication,
on a process of learning through experience, and on accépting
responsibility. A closer look at some of the general principles

- of the MAG highlight some of these emphases:

1. I cannot do it alone.Nobody can work on their own, we need God’s help
and we need one another - team work.

4, We strive towards trusting one another and realising our joint
decisions with responsibility.

5. We strive towards treating one another fairly. All forms of
discrimination (race, sex, class, religion, culture, projects, areas,
occupations, etc.) must be removed. There must be differentiated between
discrimination and feelings of inferiority and we nmust help one another in
this regard.

8. We learn from one another (community and staff), but the process of
community development begins where the community is: "The answer lies in
the community.” We must stop imposing instant solutions on the community,

but should rather make it possible for the community to discover the
answers themselves.

8. Purposeful and planned action. Don’t just'do things - think and plan
before doing. The goals must be very clear.

8. There must be genuine communication both within the organisation as
well as with the community outside. Appropriate information must reach the
whole community and the quallty must be clear.

10. Allow people to make mlstdkes and help them to learn form these
mistakes.

In addition to these general prinoiples, the MAG has principles

of community development.

(f) MAG Development Policy: Principles of Community Development

" These principles are as follows:

1. Begin where the community is and move at their pace.
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10.

12.

‘and things.
13.
14.
15.

16.

17.

People must be helped to identify their own needs and to
arrange them according to priorities.

After the initial conscientisation of the community by the
community developer the community must take the first step.
Plan with the community at grassroots level and not only

“theoretically.

Make people aware of their skills and utilise them. Where
skills are lacking the community must, as far as possible,
develop these skills themselves. If skllls are brought in from
outside, the community must have control over them.

Be honest and clear about what you are doing - providing a
gservice or doing community development.

. Only do for the community what they cannot do themselves or

cannot learn to do.
Work together with the people to help them help themselves;
help them to function more independently. ‘Everything we do
must place the community in a better position to help
themselves . '

If possible and desirable projects should become independent
of MAG which will still give advice and/or leadership when
asked.

Activities must be purposeful and planned.

The MAG, as well as all its projects, must belong to the
community. _

Development is the development of people and not facilities

People cannot be developed, they can only develop themselves.

Evaluation must be built into goals.

If we learn through evaluation that we have made mistakes in
a project (consciously or unconsciously), we must be prepared
to accept this and learn from it.

Projects that are initiated by the organisation go through
different stages in terms of control. Initially there might be
a greater input from the organisation which could be replaced
by greater ‘input from the community.

We want to reach the whole person in his/her complete
environment: ‘Holistic approach’

Furthermore, it is stated that the mission statement, values, and

principles of community development "may not stagnate”. "It must

always remain alive and to do this we will have to evaluate and

change continuously - as often as it is necessary"”

It is clear that the principles of community development adopted

by the MAG are clear and specific rather than vague, broad, and
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open to much interpretation. Clear principles usually provide
guides ﬁo clear goals for purposeful activity (if such activity
i% intended). There is a recognition for the facilitation of

| sélf—reliance, through practical activity on the part of the
organisétion, within the communities with whom the MAG works.
Enskilling and /or control over the input of skills from outside
are principles which, if put into practice, would facilitate the
empowerment and self-reliance of a community. The distinction
between providing a service and facilitaﬁing community
development is valuable in clarifying ﬁhat is meant by community
development for the MAG. Various approaches to the provision of
services arise form different perceptions of the structures of
communitieé and their place in broader society. These diverse
approaches have diverse consequences for the ability of

communities to take control of their own affairs.

The ideology of the MAG as reflected in its development
principles is important when considering its relationship with

the MCC. We deal with this later invthe chapter.

'(g) The MAG and its Relationship with Funding Organisations

According to the MAG co-op coordinator; the organisation is well
‘structured andvis, in practice, accountable to the communities
with which it wdrks. The form of organisation ﬁhich allows for
representatives from thé community on the Board of Management of

the MAG contributes to its accountability. Furthermore, the MAG
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'was initiated by members of the communities of Montagu and
Ashton. These features of the MAG make it "a dream for funding

organisations" (Interview 3.1).

In the case of the MAG, the fact that it is a well established,
and well structured community developmeﬁt organisation with a
specific development policy makes it attractive to particular
funders and certainly facilitates its access to various sources
of funds. Furthermore, the MAG also seeks funding on terms which
suit its development policy. According to the co-op coordinator:
| Most funders give funding for a year and expect something to happeh.lThis
is ridiculous and irrelevant, and a terrible waste of resources. A good

funder injects funds over a longish period of time - repayable funds like
. loans, for example - and injects skills simultaneously with the funds.

The MAG has also appointed as co;op coordinator a person who has
: éxtensive education in community development and who'is_

| relatively well experienced in cooperative development. The level_—_
of skill and experience of peéple employed by se;vice
organisations for the purposes of éroviding services to co-ops
has far-reaching implications for the development of these
enterprises. The skills which today ﬁake.the MAG co-op
coordinator highl& skilled have been léarnt mainly.through
éractical experience of setting up a cooperative-type enterprise
(today. the Zuurbraak Ca:pentry Co-op) in the Overberg region.
One certainiy cannot attribute the success of the Overberg CO-0PpS
to one individual alone, in this-case, James'Taylor, But there is

- no doubt that the input of his rare combination of practical
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Furthermore, the MAG’s practice of its policy of self-reliance
will become apparent when we deal with the impact of the MAG on

the organisation of the MCC.

According to the MAG co-op coordinatbr, attitﬁdes towards the
organisation among the classified "White  community range from
extremely antagonistic to positive. The predominant attitude
among the ‘White  community is extremely antagonistic. This is
maiﬁly because,it is experienced most often in the form of
security policy visits (Interview 3.1 ). In order to get an idea
of the more actual rather than the apparent'predominant
perception of the MAG among ‘Whites® one would havé to do further
in-depth research into this issue. Such research, however, is

beyond the scbpe of this dissertation.

Almost é négligiﬁle percentage of people classified ‘African”
obtain services from the MAG. This factor is partially a result
of developments during the 1985/1986 crisis. During the crisis
the'MAG was active in supporting the ‘comrades” (the dominant
group at the time) in Zolani, the only “African’ township in the
area. Once the crisis period has dissipated, however, the Zolani
community blamed therMAG for having sowed seeds of division
within the community. As a result, the MAG withdrew from this
community for a while. It is, however, slowly gaining access to.
the commﬁnity again (Interview 3.1). Acéording to one member of
the Zolani community (a member'df MCC),'when the ‘comrades’ were

the dominant group in Zolani the majority of the community
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perceived the MAG to bé a ‘good’ organisation; however, since the
‘witdoeke  are currently the dominant group, the predominant
‘articulated perception of the MAG has changed considerably:
AMeeste mense was sSaam met comrades. Almal die‘mense van Zolani was

comrades. ‘Die ding nou gedraai, maar die mense weet van die MAG is 'n
goeie plek (Interview 3.6).

J. Relationship between the MAG and the MCC.

‘According to James Taylor, co-op coordinator of the MAG, the
relationship betwéen the MAG and the Overberg co-ops, including
the MCC, is "a dynamic énd changing relationship" (Interview
3.1). This relationship is consistent with the general principles
of development of the MAG which include that the role of the
development'organisation should, in most»instances;'be a
continually changing role towards more independence on the part'

of the community initiative (Interview 3.1).

The MAG has played an important role in facilitating the
establishment of the MCC in response to the initiative on the
part of the community. Furthermore, the organisation has accepted
the responsibility entailed in the process of faciiitation with
tho understanding that its role will'change over time. The
responsibilities assumed by the organisation when facilitating
the establishment of the MCC included the following:

1. the provision of a loan to the value of R24 000 with which
' machinery was purchased;

2. the prov1Sion of services (mainly through the appointment of a
skilled co-op coordinator) in the form of skills needed,
advice, and guidance on various issues that confronted the co-

opi
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3. the assurance that the co-op members are educated in skills
required by their enterprise either through on-the- job
training or through formal technical training and

4. the assurance that a process of conscientisation commenced
among the co-op members.

The loan made available to the co-op by the MAG was a reasonably
soft loan. The loan agreement involved payments on the loan at
10% interest over a period of about fourteen years, with an
initial moratorium of about eighteen months. This initial period
of approximately eighteen months was meant to give the co-op a
chance to find its feet. The types of skills provided to the co-
op included mainly skills in management and coordination.
Generally, however, when facilitating the establishment of a co-
op the MAG provides a range of skills depending upon the needs of
the particular enterprise. For example, with regard to the
Zuurbraak Carpéntry Coop the co-op coordinator, also a carpenter,
was initially involved in every aspect of the enterprise doing
both mental and manual labour. In the case of the MCC, however,
he was involved mainly in management tasks:
I was extremely involved at every level in the workings of the co—op
initially. Taking measurements, designing, ordering raw materials, driving
the lorry, doing the work myself - like at Zuurbraak. But at Montagu
Carpentry I did not really do the manual work wyself; that [co—opl was
already one step on; and also there were people available in the community
with mach higher skills than what we started with in Zuurbraak. But still

I did a lot of costing, designing, ordering of raw materials for Montagu
Carpentry (Interview 3.1).

Other skills located within the MAG to which the co-op has access
include accounting and entrepreneurship. The MAG accountant

‘usually examines the books of the coop at each month-end and
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presents a brief report on the financial state of the enterprise.
Such monthly reports are valuable for assisting co-op members in
their decisions regarding possible problems lurking in the
enterprise. The co-op coordinator has played an important role in
the field of entrepreneufship by identifying sbecificvmarkets,
and designing products, manufactured by the co-op to suit the
markets. Co—op members occasionally receive advice and/or
guidance from knowledgeable people (the accountant, the co-op
coordinator, and the lawyer) employed by the MAG. The MAG's
respons%bility to ensure that co-op members are educated and/or
treined in fields relevant to the needs ofvtheir enterprise
involves among other things, funding unskilled members’
attendance at technical training courses and, explaining to co-op
members the practical implications of the interdependence of the
co-ops in the Overberé. One of the members of the MCC has been
funded by the MAG to attend a training course at a technikon in

Cape Town.

It is impossible to specify eXactly what sort of education and
training the MAG facilitates since the type of education and/or
training provided depends upon questions raised by co-op members
and needs expressed by the co-op. Suffice it to say that the MAG
facilitates bqth'informal and formal education and/or training
among co-op members. Ensuring a process of conscientisation among
members is intricately linked with the way in which informal
education occurs. It is difficult to measure conscientisation and

.to know whether or not such a process is occurring.
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The foregoing paragraphs deal mainly with the responsibilities
assumed by the MAG in facilitating the initial establishment of
the MCC. The above-mentioned responsibilities of education,
training, and conscientisation are clearly linkedvto the MAG’s
assumed responsibility for facilitating the increasing
independence of the co-op from the‘MAG. With this independence,
its relationship with the enterprise is bound to change:

We [the MAG] are only ultlmdtely successful when we are not needed anymore
(Interview 3.2).

In sum, the MAG played an importaht role in nurtﬁring the
formation and survival of MCC. In addition, one could argue that
the relationship between the MAG and the MCC is at one level a
contractual relationship based on the loan agreement signed by
the co-op. At another level, this relationship is one of support
with the MAG offering a means of practical support for the
enterprise through the services which it renders. It is important
to realise that the relationship in question is not elways an
easy one. Sometimes requests made by co-op members are not in
tandem with the MAG development policy, for example, a request
for a grant rather than a loan. In such cases tensions develop in
the relationship. The co-op coordinator, however; thinks thet:
it’s a very healthy and natural part of the process. There needs to be a
certain amount of tension between the two for the one to break away form
the other eventually (Interview 3.2).

In this view such tensions are healthy and necessary for the

process of cooperative development.



- (a) Pbli&y on Co-ops

The MAG has no written policy specifically on co-ops. Reasons for
this can be attributed to the still embryonic state of sﬁch

- enterprises serviced by the MAG and the consequent need for some
fléxibility. According to the co-op coordinator:

I have avoided, consciously, any formal statement that the only people we
will help are people who conform to a certain cooperative ideology, or a
certain cooperative structure ... coming form a background of development,
we have become very cynical of blueprints. It is not our role to come into
the community and to impose on the community a certain set of structures
and principles. But we do have certain basic approaches, and we don’t hide
the fact that co—ops, we believe, are potentially a very valuable way of
approaching possible forms of employment. But I tried to keep it as open
as possible because I think we really need to be flexible and look at what
forms of coops really work. It has to be appropriate to the needs of the

people. It’'s got to start where the people are at and grow with the people
at their pace (Interview 3.1). , '

.Although'the MAG has no written policy on co-ops, its broader
deve lopment policy forms part 6f its policy on éo-ops. An
examination of this broad policy and of some ﬁnwritten policies
on co-ops gives one an idea of.the "basic approaches” of the
organisation ﬁo éooperatives. Some 6f the'unwritten policy on co-
ops has been drawn somewhat from the structure, model, and
experience of the Mondragon Group of Co—ops in Spain. The MAG
defines a co-op as an enterprise, primarily economic, which is
owned and controlled exclusively by its members. Its broader
development policy promotes self-reliance among co-ops as

economic enterprises. In addition, the MAG's policy on making
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available to co-ops loans rather than grants, reinforces its

policy on self-reliance.

Furthermore, the MAG is committed to skills training for co-op
members, and to providing a'support network for flédgling

cooperative enterprises.

(b) Political and Economic Implications of the Relationship
Betmeen the MAG and the MCC

One.of the implications of the dynamic nature of the relationship
between the MAG and the MCC is that it allows for democratic
organisation as an ongoing process.which involves enterprise
adaptation té changing needs. The MAG is thus prepared to change
its role with changes in the needs of the co-op which arise
during the proéess of its development. The co-op is»thgs in a
sense ensured of support throughout its initial étages of -
development as a democratic organizétion in formation. One of the
political implications of the MAG's policy of making available.
loans to the co-op rather than grants, is that the members have
complete cohtrol ovér and responsibility for the financing of thé
enterpfise. The availability of loans rather than grants from the
MAG is an impoftant aspect contributiné to the independence of

the enterprise from the service organisation.

Financial independence on the part of the co-op fosters a more

balanced power relationship between the co-op and the service
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organization in question. Grants usually lead to relationships of
dependency which are essentially unequal power relationships in

which the co-op is the subordinate partner.

Furthermore, the financial independence of the MCC facilitates a
more realistic evaluation of its operation as an économic unit.

- The nature of the loan made available to the co-op has had

- important implicatioqé for the co-op as an economic unit. The
fact that the locan was a soft loan (with payments at 10% interest
‘and an initial moratorium of eighteen months) has cushioned the
MCC against the usually stringent conditions for loans provided
by conventional financial institutions. In this way the MCC was
given some time to find its féet. Without access to such a soft

‘loan, the co-op would probably not have come into existence.

With regard to the provision of services, skills, and advice by
the MAG through the appointment of a co-op coordinator, one could
argue thét the service'organisaﬁion is, in an indirect way giving
aid to the MCC. This aid takes .the form of skills-aid rather than
financial aid. The point is that it is some form of aid. In this
sense the MCC is dependent upon skills in entrepreneurship,
accounting, design, marketing, and other similar skills.
Furthermore, since the co-op is not paying for those skills to
which it has access, one could argue that the current cpsté,of
the enterprise are below what they shéuld be. Any other
enterprise would have to pay the market price for such skills in

order to ensure its survival.
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A move away from this dependence on skills such as marketing,
entrepreneurship, design and accounting started with the recent
establishment of the Overberg Cooperative Serviées (0CS). One of
the intentions behind the establishment of sﬁch a serviée co-op
is to institutionalise skills in entrepreneurship, design,
~accounting, marketing and other such skills for the use of all
co-ops in the Overberg region. The institutionalisation of such
skills would make them more affordable for all co-ops in the
region since thése skills will be shared among more than one
enterprise. In this way the co-op will starf paying for the input
of such skills when needed and costs will bé reflected more.
realistically. Furthermore, the institutionalisation of such
skills would ensure co-ops of access to skills on a continuous

basis.

One of the political implications of the slight ténsion within
the relationship in quesfion is that there is a sense that
eventually the cord linking the ﬁCC to the MAG, as the
organisation facilitating its establishment, haé to be cut. The
recognition on thé part of the co-op of the need to eventually
sever particular links with the MAG has important implications
for its development into an independenﬁiand gself-sufficient
economic unit. Furthermofe, the strong emphasis, on the part of
the MAG, on cooperatives'being primarily economic enterprises has
helped foster é similar attitude among co-op members towards

their enterprise. The recognition of a co-op as primarily an
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economic unit has far-reaching implications for the success of

the enterprise in delivering the material goods to its members.

(c) Summary

The working structure of the co-op has developed into one which
facilitates democratic decision-making in practice. Participation
in decision-making, however, is less in entrepreneurial
management than in production management. A lack of experience in
the enterprise tends to redﬁce new members’ ability to
participate effectively in edtrepreneurial management. It remains.
to be seen whether new members’ participation'iﬁ entrepreneurial
matters will increase as théy gain sxperience of the broader

issues confronting the enterprise.

Processes in the division of labour in production have
facilitated development towards a more socialized form of work
organisation. This can be regarded as a positive,development in
‘terms of building a cooperstive and more democratic work
environment. Furthermore, developments in the division of labour
in production certainly have facilitated-ﬁhe producers /members °
ability to take control over a major part of.the production
process. The co-op is thus moving in tﬁe direction towards a more

effective democratic organisation.

With regard to the managemenf—producer relationship, there is a

continuous process of negotiation around authority and around the
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best way in which to execute work. These processes are an
integral and healthy part of processes involved in the
development of democratic organisation in the co-op. Despite the
tensions and problems which arise, the manager of the MCC is
doing relatively well. In'praciice. the clear mechanisms of
controlAand accountability with reference to the management-
producer relationship allow for a far less hierarchical and
authoritarian form of management. This indicates a move towards a
form of management which is more appropriate in the context of a

cooperative workplace.

The relationship fostered betwéen the MCC and the MAG allows for
the increasing indepéndence of the co-op from the service
organisation. Furthermore, the dynamic nature of this
relationship allows for democratic organisation as an ongoing
process>which involves.organisational adaptation to changihg
needs of the people concerned and changes in the environment.
Moreover, the strong emphasis, on the part of the MAG, on
cdoperatives as primarily economic enterprises has helped foster
a similar attitude among co?op members towards their enterprise.
The recognition of a co—op'as primarily an economic unit has far-
reaching implications for_the success of the enterprise in

- delivering the material gooas to its mémbers. In general;
gathering from the information on democratic organisation, one
could thus argue thét‘the MCC is developing towards an effective

democratically organised enterprise.
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K. Economic Viability

(a) Introduction

An economically viable co-op performs competitively in the
marketplace, controls its costs, and effectively manages and
invests its resources over the short, medium, and long term
(ICOM: 1987: 1). In the following section we will consider béth
the economic viability of the cooperative unit as a whole in the
market, and the internal economic viability in relation'té the
form of democratic organisation. The following questions wili be
addressed:

(a) sources of finance and trends in economic petformance;

(b) the cqrrent state of operation;

(¢) the extent to which the co-op is providing-for members’
material needs;

(d) marketing:

() entrepreneurship;

(f) discipline and efficiency and

(g) skills and education.

Furthermore, we consider the possible impact of the size of the
enterprise upon the form of democratic organisation adopted, and
the effect of this form on economic viability. We also consider

market influences on economic viability.

Quantitative information presented in the form of gréphs is

located at the end of this chapter.
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(b) Sources of Finance and Kconomic Trends

In 1986 the MCC obtained a soft-loan to the value of R24 000 as
starting capital from the MAG.:This loan is to be paid over a
period of about fourteen years at 10 per ceht interest. The money
has been invested in machinery. The co-op has been repaying this

- loan regularly at R250 monﬁhly, Since we do not have financial
statements for 1986, we are unable to comment on the economic
perforﬁance §f MCC for this year. What we do know, however, is
that some of the revenue generated was paid to members in the
form of bonuses at the end of 1986 leaving little working capital
for the next year. The amount is, however, unknown.

This lack of working capital in combination with a lack of
managerial skills led the co-op into a steady economic decline.
Among the strategies adopted by co-op members in April 1987, in
4tHeir attempt to improve MCC’'s economic performance were,
firstly, té appoint a second manager and secondly, to reduce
their wages by 10 per cent. During 1987 MCC s revenue from sales
amounted to R59 000 (Income and Expenditure: 1987/1988). The

surplus for this year was R2 800 (ibid.).

As highlightéd earlier, 1988 was a year of economic success for
MCC. During this year the co-op secured lucrative contracts. The
first of these was with the Department of Education and Training

(DET) fof the manufacture of toddler furniture for Several local -
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creches. This contract was valued at R50 000. The co-op étarted
production in April 1988 and made its final deliQery of furniture
in November of this year. The second was with the Braehead
Bishop s Residence iﬁ Cape Town for the manufacture of church
benches. This was valued at R20 000. Production started in
September 1988 and was completed by November of the same year.
Finally, the third contiact was with Delaney s, an advertising
agency. for the manufacture of deckchairs. This amounted to RI18
000 . Production started towards the end of 1988 and was completed

early in 1989.

These dontracts facilitated an increase in MCC’s revenue from
sales for 1988. This figure er 1988 is R96 000 (Income and
Expenditure: 1988/1989) while for 1987, it was R59 000. The co-op
almost doubled its revenue from sales for. the Year 1988/1989.
Similarly, the surplus for 1988/1989, R4'600, almost doubled
(Income and Expenditure: 1987/1988, 1988/1989).

The following table of revenue for 1987, 1988 and 1989 gives one
a clear indication of the proportions of various sources of

finance in MCC:

Grants and Unpaid Loans Loaﬁs Being Repaid Sales
"87: None | R24 000 R59 000
- “88: None : R24 000 R96 000
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"89 None RS 000 (overdraft) unknown®
R24 000
From the above account, it is clear that MCC obtains the bulk of.
its income from sales. The co-op does not receive any form of
funding or grant from service or funding organisations.
Furthermore, it is repaying its loan with the MAG on a monthly
basis and has a bank overd:aft to the value of R5 000. This is an
-indication that the enterprise has the potential to generate its
own inéome, a first step to building an economically viable |
enterprise. In this regérd, MCC coﬁtrasts sharply with LE and
LBC. These énterprises,'like~most co-ops in South Africa, have as
yet been unable to cdver their costs, including wages from the
sale of goods produced by their.membérs. Hence their complete
dependehce on direct financial aid for their survival. As noted
by MCC’s manager:

Unlike most other co—ops, we are in business in the sense that we do not
only cover our costs, including wages..(Interview 3.2). :

(c) State of Operation as at July, 1989

The state of operation of the MCC as dealt with here refers to
the economic.performance of the co-op at the time of research;

namely, July 1989! In contrast to the economic success of 1988,
the co-op was once again entering a state of decline during the

| first half of 1989. Graph A which depicts income and expenditure

2 Although we do not have annual figures for 19838, we do have monthly
figures January to July 1989. We use these figures when discussing MCC's
current state of operation.
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trends for the first half of 1989 is evidence of this decline.
This was mainly because its sales were not sufficient to cover
its costs. Thé members had been on a 10% wage fedu&tion since
about January 1989 as part'of a cost cutting strategy. When asked
about the short term goals of the co-op at the time the manager
replied somewhat nervously:

The short term goal is to pay the wages next week. It is the first time
. that the co-op has landed in this situation (Interview 3.2).

The reasons for this decline are‘partially related to processes
in MCC’s growth and development. Some of these are rglated to the
shift from general'carpéntry to assembly-line production.
Although this shift was meant to solve marketing problems, it
precipitated new markeiing problems. With this shift to assenbly-
line production, méfketing required more attention:

Whereas before we had people come throuéh the front door with work, we now'
- had to go out and sell‘thevproducts that we made (Interview 3.2).

Since marketihg skills are severely lacking in the co-op, the
necessary marketing strategy éuited to thernew type of production
process was not projected in time to allow a balance in the
number of products manufactured and the sale of these products.
Hence, ﬁhe decline in sales. Furthermorg, a substantial amount of
production time and of the surplus produced in prgvious years was
invested in product development during the first few months of
1989. As a result, thg co—oﬁ did not have éufficient resources in
terms of financial capitai for the purposes of an extensive

marketing campaign.
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So the present situation is such that the co—op has developed a number of
products some of which are selling reasonably well and {which] have a much
greater market potential than anything else it [the co—op] had previously
manufactured (Interview 3.2).

In addition, with general carpentry production income was usually
received on the complétion of a job. With the introduction of
assembly—line.production,'however.Ithe enterprise has had to
focus on stock building and has become involved in sales
transactions with established commercial furniture dealers. Such
dealers usually operate on the basis of credit over a period of
thirty, éixty, or ninety days which has meant that the co-op has
had to extend credit to these enterprises.'Consequently, the cash
money owing to the codperative for goods sold is received much
later than the delivery of such goods. The decline in sales has
thus been due to an insufficient marketing projection and a lack
of financial resources for an extensive marketing campaign.
Furthermore, the extension of credit to dealer customers has
resulted in cashf low ﬁfobléms for the MCC. This is illustrated on
Graph A. In an attempt to remedy the latter, MCC obtained a bank

overdraft to the value of RS 000 to make itself more liquid.

With regard to stock building, the cooperative has had to buy raw
material for the purposes of making products not to be sold
immediately. Thié contributes to an imbalance between sales and
costs. Cépital will have been spent'oh the purchése of raw
materials, but the value produced is iﬁ the form of stock rather
than sales. The co-op's strategy with regard to stock building is

related to an attempt at a more efficient production process:
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If the co-op is making tables this week. it will make more tables than it
can sell this week because it will be making other products next week
(Interview 3.2). '

It is economically more efficient to produce a set of one éroduct
at a time since machines can be set for the specific requirements
of that product. The simultaneous production of more than one
type of product on one assembly-line would entail the constant
changing of machine settings to suitbthe requirements of the
specific type of product being hanﬁfactured. This would take up
production time which could be'used more efficiently. This leads
us to a furthef possible reason, rélated to the processes of

" grovwth and development of the co-op, which has contributed to the
interrelated problems of marketing and the decline of the
enterprise. The MCC has not yet set up sufficient production
lines to enable the enterprise to manufacture a range of products
at once. This problem is also related to the size of the |
enterprise. With a total of eight actual producers, a limited
number of machines, and limited shopfloor space, the enterprise
is limited to one production line and thus to a shall range of
products; Furthermore, its technology does not allow for rapid

shifts from one product to another.

(d) Application for Additional Loans

In response to the state of decline of their enterprise the
members of the MCC have applied to the MAG for_additional loans,

one to the value of R12 000 and another to the value of R13 000 .
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In a motivation for their application for a loan the members
state that since the surplus produced in 1988 was invested in
product development and in some on-the-job training for the
improvement of skills and quatity, the co-op has not hadr
sufficient financial capital to finance an extensive marketing
campaign required for the sale of its products. Furthermore, the
marketing strategy embarked upon'réquired the enterprise to
extend credit to its dealer customers on a fairly large scale.

The co-op had not undertaken such a strategy before.

In éddition, the stocking of raw materials and of completed
products.has had to continue, requiring é further input of
finanpial capital. The growth of expenditure in terms of credit
extended, raw ﬁaterials purchased, produce in stock, and pfoduce
in produCtion had reached a high of R17 000 by June 1989 frdm
having been at about R6 000 in February -of the same year. This
capital shortage was dealt with by obtaining an overdraft |
facility.of about R5 000 from the bank, and by an across-the-
board wage reduction of 10%. It is stated that these measures
taken have proved‘to be insufficient to cope'with the rate of

growth of the enterprise. Hence, the application for a loan.

It is further.motivated that, on condiﬁion that expenditure is
maintained at the current level, a cashflow projection indicates
that the enterprise would require approximately R10 000 in July
1989 and a further R2 000 in August 1989 should it be expected to

make a surplus of about R2 500 in the month of September. The
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production of such a surplus in this month was predicted as
possible in the light of the completion of a contract for the
largest customer of the co—dp. Fufthermore, increasing sales are
predicted for the period Jjust before the Christmas season making
it possible to produce a larger éurplus in the months following
September. Possible further measures to be taken in an attempt to
lift the enterprise out of its decline are given, namely, the
consideration of a rise in product prices and the reduction of

unproductive expenditure.

The value of stock'(approximaiely R13 000) is presented as
collateralvfor the loanvrequested. The request for a further loan
(without collateral) of R13 000, making the entire loan requested
R25 000, is motivated on the basis of rapidly increasing living
expenses and the need for capital for the purposes of building a

more stable enterprise.

In the light of the need for growth, the potential marketability
of its products, namely futon bases, tﬁe loan application of R25
000 can be regarded as realistic. Most successful economic
enterprises operafe with certain amounts of debt for the purposes
of financial-cépital required for the growth.vFurthermore, in the
light of the responsibility assumed by ihe MAG for facilitating
the establishment of the MCC, it is more responsible for the
service organisation to provide the co-op with a substantial

loan:
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Dit is vir my meer onverantwoordelik om te min geld te leen vir ‘n co—op
as om geen geld te leen nie (MCC Meeting: July 1989).

(e) Struggles-about the form of Financial Assistance

Significantly, it was not easy for MCC’'s members to collectively
agree on the loan application discussed above. Instead, there was
a process of struggle, primarily between ﬁhe menber-manager and
producers, over whether to apply for a loan, or a grént from the
MAG. The motivation in the loan application for a fufther loan of
R13 000 without collateral is linked to the struggle over asking
for a gfant. The manager suggested, at a general meeting, that
the co-op apply for a loan on the basis of the.value~of'its stock
in an additional attempﬁ to lift the enterprise out of decline. A
loan to the value of R12 000 could be secured with the stock of
the enterprise valued at approximately R13 000; Some co-op
‘members, however, suggested asking for a grant rather than a
‘loan. The majority vote at the general meeting indicated a
decision to negotiate with the MAG for a grant. The manager’s
suggestion was thus overridden in this particular meeting. His
comment on this struggle was as follows:
Developmentally this is a very importanﬁ step because it shows that the
manager does not rule the roost. I think that we should not go for
funding. But I have to subject my opinion to the will of the members. I
view that as development. The meeting took a decision with which I did not
. agree. I accepted the authority of the meeting. If the meeting at another

time rejects someone else’s idea, they must know that they must be
subjected to whatever the majority decides (Interview 3.2).

It is important to contextualise this particular struggle.

Firstly, the co-op waé in a state of decline at the time. All the
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members were aware of the financial state of their enterprise
through their access to weekly financial reports. The reports
from mid-May 1989 to the end of July 1989 clearly indicate an
increasing negative bank balance for the MCC. Refer to Graph B.
This meant that the>en§erprise was moving closer towards
extending its overdraft facility at the bank. The declining state
of MCC caused members much stress and anxiety. In addition, this
was the first time that all members openly and collectively
shared this stress and anxiety: |
This is the first time that they [the producers] share this stress. This
is very important. In an ordinary firm the workers would not always know
why there has been a wage cut, or retrenchments, or why the boss is in a
bad mood. In a co—op the members know exactly what is going on in the
business financially. Since this is the first time the members have to

deal with this sort of stress it is hard for them. I have had to deal with
this type of stress before, but they are learning it now (Interview 3.2).

The majority of MCC’s membere have not had previous experience of
the stress (usually carried by managers) that accompanies the
financial decline of an enterprise. Furthermore, fhe members had
been on a 10% wage reduction for about seven months in
succession. In the meanwhile, the cost of living had been rising.
These factors added to their anxiety around the financial state
of their enterprise. Moreover, the lack of experience with credit
facilities among most members augmented the suggestion to request
a grant rather than a loan:

Die mense kan dit nie bekostig nie (Interview 3.4).

Ons skuld hulle nog vir ‘ie masjiene; ons nog “ie klaar ‘ie. Ons skuld ‘ie

bank. Ons kan nie nou meer diep in “ie skuld “ie. Hoe gaan ons hierdie
skuld uitkom? En hoe gaan ons vorentoe gaan? (Interview 3.6).
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Most members do not have experience of credit - they do not want to owe so
much money (Interview 3.2).

 Furthermore, the fortnightly general meeting at which all major
decisions are made on the basis of a simple majority vote forms
part of the context of the struggle in question. Members’ equal
say in decision-making through their voting rights in this case
resulted in the deciéion to negotiate fof a grant. In addition,
contact with other cooperatives within the co-op movement in
South Africa, ﬁhe majority of which have had access to large
grants, has also influenced members’ partiality to-this form of
assistance. Members’ vote for a grant cannot be.seen as a .step
towards self-sufficiency and viability. Nevertheless, these

struggles are indicative of MCC’'s growing pains.

MCC's motivation for a granﬁ from the MAG, however,lproved to be
very difficult in the light of MAG’s policy regarding financial
assistance to cooperatives. Hence the decision to apply for two
loané one of which would be without security. MAG’'s policy of
making available loans rather than grants to cooperatives which
.it supports has thus also been part of the éontext for the

struggle over the. form of financial assistance tovbe requested.
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(f) Distribution of Revenue and Provision of Members Material
Needs '

L. Wages

All members are paid on the basis of hourly rates with the
exception of the manager. Wages are paid fortnightly. The
distribution of revenue with reference to wages is unequal. The
manager earns about R900 monthly: experienced @embers earn R200
fortnightly while inexperienéed members earn R120 fortnightly=.
" These figures compare favourably with 1989 wage levels in ﬁhe
Montagu woodworking industry as suggésted by the Wage Board:
unskilled labourers: R43, 24 weekly: thus R86 fortnightly:
artisans: R107, 18 weekly:. thus R214 fortnightly (Telephone Call,
- Labour Research Service, September, 1989).
The wage figures in MCC compare'even more favourably with the
average monthly wages in co-ops: R144 (Philip, ;988: 146). These
comparative figures indicate that the MCC is more successful than

other co-ops in providing for its member s materially, and that

it manages to pay living wages as set by the Wage Board.

The wage scale is based on members’ experience in carpentry work
and on the length of permanent membership. Some members regarded
‘this wage scale as fair and noted that they, too, will be
entitled to higher wages once experienced. Others found the
unequal wage scale tb be unfair since they pérceived theméelvés
to be working as hard aé experienced male, regardless of their

lack of skill and experience.

2 These are wage figures for 1889 after the 10% wage reduction.
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Importantiy, older members are mainly skilled carpenters, while
recently appointed~members are generally unskilled people
learning carpentry skills in the co-operative. The wage scale is
thus based on both skill and length of permanent membership.
There is, however, an awareness among older more skilled members
that wage differentials should not be too lérge. Wiih regard to
possible wage increases{ oﬁe suggested measure‘to reduce this
differential is that newer members in the lower wage scale would
receive a higher percentage increase than experienced members,
while the latter would receive a higher percentage increase than
the manager. It is not clear, however, when presently
inexperienced members will be considered to be sufficiently
"experienced, and hence eligible for a higher wage. It thus
remains to be seen whether the hierarchy of remuneration on the
basis of skill and length of.permanent membership will persist in

the MCC.

The issue of remuneration in a co-operative enterprise raises
important and. complex questions. Some people argue that co-
operators should be paid equal wages, regardless of their skill
and experience, for the purpose of democratic practices. Others
argue that an agreed.upon hierarchical remuneration system is not
necessarily undemocratic. Since some skills for example,
management skills, are generally scarce and yet necessary in a
co-op, it is more realistic to'héve uneéual wages in a co-

operative enterprise. Democratic organisation, and especially
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democratic organisation in transition, does not necessarily imply

the demise of all forms of hierarchy.

Furthermore, the members of the MCC have started a savings club
to which all members contribute a small amount each fortnight.
The purpose of the savings club is to allow members (and only
members) of the coop to borrow money in times of personal
financialvhardship or emergencies such as unexpected expenditure
related to ill-health. The formation of the savings club is yet
another means by which the cooperative provides for the material

needs of its members.

(a) Marketing

The MCC produces goods for a high income market. This is ofﬁen
‘met with criticism from various sources within the progressive
movement in South Africa: ‘Co-ops should be making people s
products to be consumed By the people’ (Interview73.{) Since the
ma jority of ‘the people’ are poor, however, and demand cheaper
goods, the production of “people’s products by a small
éooperative in the context of capiﬁalist competition and mass

production, is unviable.

Initially, during the phase of general carpentry production,
marketing demanded little attention since customers literally
‘came through the front door with work’. During the transition to

assenbly-line production, however, the co-op attracted lucrative
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contracts. With the final shift to assembly-line production,
marketing the co-op’'s products has Come to demand central

attention.

The realities of a lack of marketing skills in the MCC and a lack
of capital layout for an extensive marketing campaign havé.proven
to be obstacles to a coherent and well synchronised (with product
'development) marketing strategy on the part of the co-op.
Furthermore, the marketing strategy currently employed entails
the extension of credit to large customers. The aforehentioned

factors have contributed to MCC's decline.

Attempts have been made to address these weakﬁesses. The
enterprise has managed to promote its products at the 1989 Design
for Living éxhibition held in Cape Town, a strategy which has 1led
to the promotion of its products within the appropriate market
‘context. The potential fruits of this strategy have been
manifested in a very gradual projected increase in sales, and in
increasing orders from the general public. Furthermore, the
possibility of securing an appropriate market in the Johannesburg
area was being iﬁvestigated. Moreover, the recent establishment
of the Overberg Co-operatives  Service (0CS) for the purposes of
providing specific scarce skills (likeAmarketing skills) required
vby the producer cooperatives in the region, should be seen as
part of a strategy towards improving the marketing of products

manufactured by MCC.
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With reference to MCC’'s competitiveness, the uniqueness of thé
predominant product manufactured, namely, the wooden futon-base
which can easily be converted into a couch or chair, ahd the high
quality of the products in general are able to facilitate its
securevplace in the mgrket. Furthermorg, according to the co-op
coordinator, the MCC was among the first énterprises to enter the
market for futons. MCC thus has its foot in the door with regard
to competitivéness. Moreover, the adaptability of the enterprise
to slight changes in customer demands, and its access to a
skilled designer further contributes to its potential
competitiveness. The émall size of the enterprise, however, and
its current'limit.to one production line could prove to Ee an

obstacle to competitiveness in the future.

(b) Entrepreneurship

What is commonly known as entrepreneurship broadly involves
taking risks by engaging in innovative activity in the spheres of
investment, product development and choosing marketing
strategies, among others. Entrepreﬁeurship is a skill whiéh is
severely lacking in the majority of co-ops in South Africa,
including the MCC. Fortunately, however, the MCC has had
cbntinuous access to entrepreneurial skills through its access to
the skills of the MAG co-op coordinator. And, with the inclusion
of product development in the managér's, some such skills have

been introduced into the co-op.
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The recent establishment of OCS (July 1989) has emerged primarily
because of a common need for'tranéportkamong the producer co-ops
in the Overberg region. A sﬁbsequent idea; however, in relation
to possible further services to be provided by OCS involves the
"institutionalisation of entrepreneurship” (Interview 3.1). This
entails the establishment of a collective organisation of people
skilled in various aspecté of entrepreneurship-(such as design,
product de&elopment, market research, and project appfaisal,
among others) for the purpoées of providing such services to the
producer co-ops of the region, including MCC. At the time of
research OCS had three potential members, one of whom is skilled
in furﬁiture designing, and a contact person skilled in market

research.

In the light of the high market price partially due to their
scarcity, and of the need among co-ops for such skills, the
‘institutionalisation” of entrepreneurial skills in the form of a
service cooperative presents an innovative approach to a possible

solution for their lack in co-ops. .

The general pattern amongst co-ops in South‘Africa with regard to
the provision of entrepreneurial skills is as follows: Someone
enployed by a service organisation, in a capacity relating to co-
op development, a trade union employee, or a member of a
political organizatién promoting co-ops will have identified a

market and thought about the possibilities presented by it. Such
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initiative in the field of,entrepreneursﬁip often happens only at

the beginning of the formatiori of a producer co-op.
Unfortunately, entrepreneurship does not stop there. It is an ongoing
process within a business because a business has to change and adapt all
the time. And, what very often happens is that people in the service-type

function are the initial entrepreneurs, and then they withdraw and they
expect it [entrepreneurship] to continue, and it doesn’t (Interview 3.1).

The ‘“institutionalisation of entrepreneurship' can thus possibly
provide for the continuous input of such skills in co-ops in this

way helping to ensure their survival over the long term.
(c) Discipline and Kfficiency

The division of responsibilities among departmental production
coordinators has created clear lines of authority on the |
shopfloor. If assistants in a particular department work
sloppily, the cbordinator of that departmen£ is responsible for
vcorrectiﬁg sloppy work. Should the coordinators not be doing |
their Jjob, the overall production coordinator is expectéd to
approach them. Besides these clear lines of authority and
responsibility, mémbers have a sense that the work is ‘theirs'.

This perception contributes towards general work discipline.

"Additionai mechanisms by which work discipline is ensured include
systems of timecards and Jjobcards. Each member has é timecard on
which s/he is reéuired to enter on a daily basis his/her times of
arri#al at and departure from’vo:k? This information is used to

determine the number of working hours per member . Each task to be

completed has a Jjobcard upon which members enter the daily labour
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time spent on a specific task. This information is used to assist
the manager in calculating costs in terms of the labour time-

spent on a product.

Members are relatively disciplined about meeting the above
requirements. The delegation of authority and responsibility to
production coordinators is a relatively efficient form of
organisation. In this way minor problems are dealt with
departmentally while only new and/or major problems are shared
with more experienced members in other departments. Furthermore,
since quality is a priority in each department, quality control
takes place at every stage of the production procesé. This

results in the production of relatively high quality products.

Moreover, the existence of a clear division of labour in the
production process contributeé_to the efficient organisation of
production. The shift from general carpentry production to
asSembly;line production facilitated this development. This
structural change in the organisation of work in the co-op has

thus contributed towards increasing efficiency in production.

The presence of a manager as a member also contributes to the
_éfficient operation of the enterprise. If producers were required
to do‘deliveries, go to the bank, or géther information they
required, production ﬁould be constantly interrupted. Since the
'manager's tasks have become more clearly defined the focus on

production has been sharpened. The manager s responsibility for
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weekly reports on the financial state of the enterprise and on
the level of productivity contributes to efficient organisation.
Should such reports indicate financial decline and/or low
productivity, measures can be taken in time to prevent any
'séribus problemé arising. When weekly réports indiéate that
peruction has been low producers take responsibility to increase
production during the next in an attempt to maintain a constant
average level of production pef week. Evidence of this is
indicated on Graph C which depicts a long-term upward trend in
weekly production in the enterprise from January to July, 1989.
There are some factors which contribute to inefficiency in
relation to producti#ity and the intensity of work. One of these
is a contradiction atising from the delegation of authority and
responsibility for the production process among the producers.
According to the manager, ‘
the people in the workshoé havevtakén over production completely so one
cannot expect it to happen as smoothly as it used to. So it is less
efficient than before, and it is certainly less efficient than it can be.
But that is the price you pay for giving people the opportunity to take
control over their work (Interview 3.2). .
This\contradiction is indicative of a tension between democracy
~and efficiency. It remains to be seen, however, whetherithe
contradiction is temporary and can be overcome with members’
inéreasing experience in the productioﬁ prbcess and with a focus
on measures towards more efficient pioductidui or whether it will

_prove to be an obstacle to organisational and economic efficiency

in the long term.
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A further contributing factor mentioned by the managéf is the

" general lack of a work ethié in rural areas. This observation is
confirmed by the eésy atmosphere which reigns on the shopfloor.
Producers are relaxed about their work and could possibly work

_more.intensely in an attempt to make full productive use of the
working day. Some members think that‘the easy atmosphere is
‘goéd' foi production since they would otherwise feel pressurised
and thus liable to work inefficiently. Others think that ‘rustye’
{rest periods] could be reduced for the purposes‘of more
efficient production. So, there is room for increasing efficiency

in production.

In addition, the diverse tasks required by the manager and a lack
of specific management skillg such as marketing, for example,
contribute to inefficiency at the entrepreneurial level. The
establishment of the éervioe'co-op, 0OCS, however, mayvlighten the
heavy load currently carried By the manager in addition to

providing the skills lacking in the co-operative.

M. Skills and Education

A significant féature of the MCC is the relatively high level of
skill among older members, and of educétion among most members.

Two of the older membérs‘are skilled cabinet-makers while one of
these members is skilled iﬁ general carpentry. Two of the older

~skilled members have also had some years of experience in

cérpentry work. One of the newer members has recently acquired
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some carpentry skills at a technical échool. The majority of ther
members have had senior secondary school education with four of
these having completed standard nine. Two to three of the members
have had primary school education. Furthermore, the manéger has
héd tertiary education, in addition to some experience in
operating an enterprise involved in furnifure repairs and

restoration.

Since the membership of most co-ops in South Africa are largely
unskilled, illiterate and innumerate, the level of skill,
eddcation. and experierice amoﬂg ﬁembers of the MCC is a
relatively significant feature. The presence of three skilled
producers in the co;ép enables skills training to be done on-the-
Jjob by skilled members. The relatively high level of skill among

some members has facilitated production of high quality goods

suitable for upmarket consumption.

N. Summary

The fact that tﬁe MCC has (a) developed a relativeiy unique
product (the futon base); (b) that the level Q£ skill among its
membership has enabled production of high quality products; and
(c) that it was among the first enterprises to enter the market
for this specific product, are indicators of the potential-
economic viability of the enterprise as a whole in the market.
Furthermore, the emphasis on the co-op as primarily an economic

enterprise has contributed to its viability in the market. Its
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small size, however, and the limited range of its products may be

obstacles to economic viability in the future.

It is.clear from the sections on organisational étructures and
economic viability in the MCC'that the form of democratic
organisation has deVeloped to include (a) a manager who is
accountablé to his fellow-members; (b)_a system of éroduction
coordinators through whidh authority and responsibility for the
production process has been delegated; (c) an efficiently
conducted fortnightly meeting during which members particiéate in
decisions through their vote; (d) a system of weekly production
coordinators’ meetings during which production is évéluated and
planned collectively; ‘and (e) a clear division of labour in
production andrin decision-making. It is clear from the analysis
in these sections that the form of democratic organisation in the
MCC contributes to the internal economic viability of the
enterprise. For example, we have illustrated that the appointment
of a member-manager and the development of a clear division of
labour in the co-op has contributed to increasing interﬁal
efficiency in production and hence, to increasing internal and

potential economic viability.

It is clear from the informatioﬁ provided on economic viability
in the MCC that the enterprise has been having increasing
difficulty in managing its costs effeétiveiy and in effectively
investing its limited resources. These difficulties, however,

have emerged mainly because of the processes of growth and
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development of the enterprise as an economic unit. Such
~difficulties are not unusual in the context of a small economic
enterprise. The initial undercapitalisation of the enterprise and
a lack of a continuous input of skills in marketing and
‘entrepreneurship have contributed to the difficulties faced by
the co-op; In the light of these difficulties, and Jjudging from
the historical development of the co-op, the enterprise has
successfully addressed most of the obstacles confronting it. The
establishment of 0CS, the service co-op intended to provide a
range of entrepreneurial skills to the producer CO-0PpS in the
Overberg region can be seen as a positive development towards

increasing the viability of the MCC.

o. Co-aperativevCansciousnnss

(a) Introduction

The information in this sectioh has been obtained-mainly from in-
depth interviews and informal discussions.outside of working
hours with MCC'S members. In the introduction to the
_diésertation we p01nt to the importance of the development of a
co- operative consciousness among co- operators as an integral part
of co-operative development. We also note our underlying

- assumptions in this regard.

In this section we follow the work of Bate and Carter (1986)

(reviewed in detail in chapter one), specifically their
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distinction between “ideational’ and_ "ideological’® factors

involved in people's predisposition to form and join co-ops. We
attempt to show that in the case of the MCC, one of the primary
“ideational' factors contributing to co—operatoxs' predisposition
to forming and Jjoining the co-op has been their relatively common
experience of ‘racial’ discrimination in their previous work -
environments. Members  resentment of their experiences of
‘racial’ discfimination in the workpléce has had a marked effect
on their initial frame df reference to co—operation’and their

engagement in defining their enterprise as a co-operative.

P. Members’ Previous Work Experiences

The founder member of the MCC (now no longer a member of the co-
‘op) had workéd for ‘white  bosses in Méntagu before he approached
the MAG for assistance to initiate the enterprise. According to
thevco4op coordinator of the MAG; among the reasons for-this
initiative on the part of the founder member was his personal
need to “benefif more directly ffom his labour than he had Been“
-since he had worked for a series of "white’ employers who had
'"benefitted from the proceeds df his knowledge" (Interview 3.1).
 Furthermore, eight of the ten current members of MCC had worked
for ‘white’ bosses before Jjoining the co-operative. Five of these
members had worked either in Montagu itself or in one of the
towns in the Overberg region. Two of these members had worked in

Cape Town in capitalist firms owned by ‘white’ employers.
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Fifty percent of the membership of the MCC has thus had previous

- work experiences in the Overberg region. With reference to ﬁhese
specifig experiences it is important to recognise the predominani
social relationships at work in the context of thevlocal
capitalist economy-in the Overberg region. From the interviews
conducted with MCC's members and from observations of the social
relationships at work in éome of the local supermarkets. it is
clear that the predominant social relations are expressed in
terms of ‘race’ with class differences forming the basis for such

relationships.

Classified Coloufed workers in most supermarkets and cafes in the
local area are required to address their “white’ superiors as ‘ou
‘nooi', “Juffrou’, ‘baas’, and/or ‘missies’. In turn, ‘white’
employers tend to address classified Coloured workers as  jong’
and/or ‘meid " . Such is the context of work in capitalist firms in
most of the Overberg region. The nature of the wage relationship
experienced by half of the membership of the MCC has thus been
characterised by a clear power relationship based on interlinking
class and colour relations.

When asked about the differences between their previous
employmeﬁt and their work in the co-operative, some of the

‘members who had worked before responded és followus:

By Langeberg werk Jjy onder ‘n baas. In die ko—operatief is jy op jou eie
(Interview 3.3).
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Ek het by die Langeberge gewerk. Nou daar, as jy nou net toilet toe gaan
of so dan word Jjy uitgeskel...... Nou skel die boere ook nog! Maar hier, Jy
werk vir jquself; Jy word nie rondgeshout nie (Interview 3.5a).

Na skool het ek werk gaan soek en ek gaan maak toe 'n grap en gaan toe by
die blommewinkel in en ek vra: MlSSles het m1351es nie vir my werk nie?’

“Wag net gou vir die grootnooi’, s€ hylle toe vir my....En ek vat toe die
werk. ...Maar in die loop van die week was dit ook nle my fout nie, gaan ek
in ‘n toilet in, ek kom daar uit, toe s& sy vir my: 'Jy mag nie daar in
gaan nie. Ons gebruik dit. Julle toilet is oor “ie straat’..... Diep in my
hart het dit my seergemaak....... In die MSK voel ek baie gelukkig
(Interview 3.5b). . :

Die verskil is tce ek in die stad was, Jjy het vir ‘n baas gewerk. Die
lekkerste is om in die MSK te werk omdat hy nou ‘n ko—operatief is. Jou
kennis kan Jjy verskriklik uitbrei..... In die private sektor besit die baas
die brein want anders kan hy nie die besigheid bestuur nie. Hy se wat word
gemaak Jy is onder bevel in die private sektor, en Jy is nie onder bevel
in die MSK nie (Interview 3.4).

Geen baasskap is mos daar in die ko-operatief nie (Interview 3.7a).

The experience of ‘"baasskap’, a South African term refefring to
work and other hierarchical relationships experienced in terms of
‘race’, is thus predominant among most members of the MCC. By
comparing work for exaﬁple, at ‘Langeberge” with work at "MSK~
the co-op, the members are able to develop a conceptualisation of
work at the co-op as different workK - work without ‘baasskap’.
Counterposing their present with their previous work-experiences
is thus an impoftant process inlthe'growth of a critical
consciousness in terms of a rejection of ‘bhaasskap”. The shared
negative experiénce of ‘racial capltallsm and of most power
relationships in tefms of ‘race’” among most of MCC’S menmbers,
ciearly contributes to the level of solidarity among them, to
their commitment to work co-operatively, and to the meaning that

the co-op has come to have for its members.

386



Previous work experience thus has important implications for the

development of a co-operative consciousness.

G. Members '’ Understanding of the Concept ‘Co-operative’

During the in-depth interviews conducted; one of the questions
asked was: Wat verstaan Jjy onder die konsep.‘ko-operatief’. The
predominant reply was that a co-operative does not have a baas
("white  owner, and/or aﬁthority figure in the workplace).
Members are thus_enéaged in a process of defining the co-
‘operative in terms'of.what it is not. This process began by
' contraéting their experience of work relationships at the co-
operative with theif previous work experiences. The following
quotations illustrate the predominant tendency among memeers to
define their entefprise in terms of what it is not.

‘'n Co-op het nie 'n baas nie en het nie 'n beperkte ledetal nie. Jy werk
vir Jjouself. Jy kan ultbrlng wat op jou hart is wat Jy nie in d1e private
sektor kan doen as jy vir ‘n baas werk nie. Jy kan nie vir hom s& opg moet.
nou so en So maak nie want Jjy sal nie gehoor word nie. Want wat die baas
sé is wet. En as daar 'n probleem is luister hy na jou maar hy luister nie
met ‘n vol oor na jou nie. Dit gebeur nie in ‘n co—op nie - as Jjy praat
het Jy ‘n stem - en Jy is geregtig op daai stem....En 'n mens'kan die MSK
‘n ko-operatief noem omdat daar is ‘n gevoel dat daar nie ‘n baas is nie
(Interview 3.4). :

Hoe ek "n ko—operatief sien is, niemand is baas nie, elke 1lid het 'n stem.
As daar ‘n probleem is dan los ons dit saam op. En net die lede van die
ko—operatief behartig die sake van die ko—operatlef omdat hulle nou daar
werk (Interv1ew 3.3).

Ko—operatief is van die mense. Ko-operatief sit ons op “ie pad van “ie
struggle. Daar is “ie 'n baas “ie - ons probeer self (Interview 3.6).
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K&k, in ‘n ko—operatief werk jy nie onder 'n baas “ie; Jy is op jou eie
(Interview 3.7a). ‘

Ons het 'n bestuurder maar nie 'n baas nie (Interview 3.5a).

It is clear that members define their co-op in terms of what it
is not - it is not run by a ‘baas’. They have come to such an
understanding of a co-op through'théir experience in the MCC. The
practical'activity of members of the MCC in an attempt to
elimiﬁate ‘baasskap” in their‘workplace has thus giyen their

~ experience meaning. Furthermore, their_criticiém éf their
previous work experiences has assisted in creating an awareness
among them of their new work environment - the co-operative work
environment. In this way MCC's members are engaging in the

_ process of developing a_co-operative consciousness. A positivé
view of their enterprise is embedded in their recognition that

they have a voice in MCC;

Although the absence of ‘baasskap’ is the'predominant way in
‘which members perceive thé enterprise, there are other factors
which cpntribute tO'their'concepiualisation of the MCC as a co-
operative. For.example; some members stress the ability to work
'as a team and to take initiative:
As ‘n span moet ‘n mens kan saamwerk in ‘n ko—operatief. As een span moet
jv kan baie idees self kan gee in die ko-operatief. Die idees moet van die

span self af kom. As daar nie kan spanwerk wees nie dan ly produksie
daaronder. (Interview 3.3).

Others stress the importance of the enterprise in the community:

Ons wil self ons gemeenskab probeer opbou (Interview 3.5a).
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Die MSK se goeie punte is dat hy verskaf werksgeleenthede vir die mense in
die gemeenskap. Ons wil mense oplei sodat hulle hulle hul kennis kan
verbreed (Interview 3.4).

The fact that each member is expécted to share in both the profit
and the loss of the enterprise is another way in which members
come to conceptualise the MCC as a COrbperative. Furthermore, the
‘understanding that each member is responsible for the work
delegated to him/her forms part of members” conceptualisation of
the MCC:

Ons werk op ons eie daar, Jy sien. As ons miskien nie onsAtyd reg bestee

om ons produkte te maak nie, Jjy sien, dan is dit van ons eie tyd wat ons

mors en ons eie geld wat ons mors. Daarom voel ons as daar werk gedoen

moet word, dit moet gedoen word - en as daar rustyd is dan is daar rustyd

'(Interv1ew 3.3).

Die werk wat ek nou kry weet ek dat ek dit moet doen. Hy [the manager]

gaan nie meer op my kop sit nie om te s& dit moet so en dit moet so. Ek

weet ek moet dit doen (Interview 3.5a).

As ‘n mens onder druk werk is Jy seenuweeagtig en Jjy kan nie lekker werk

“ie. Jy voel vry om jou werk te doen [in the co—opl. Die feit dat Jjy nou

respek het vir Jou werk - Jjy voel ‘dit is myne” (Interview 3.5b).

Jy hoef nie iemand moet jou stoot agter jou nie. Jy sien self hoe gaan Jjy
maak. Die werk hang by Jjou. Jy moet self moeite maak- (Interview 3.6).

The process, among members of the MCC, of coming to conceptualise
the enterprise as a co-operativé does not simply occur through
their negative definition of it - "daar is “ie 'n baas ’ie’

' Instead; theyAknow how their enterprise is different from a
‘baasskapf.'This knowledge is manifested in their understanding
that they need to take responsibility for their work in the
interest of the co-op as a whole, and that they need to work co-

operatively. The practice among members of taking responsibility
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and of working co-operatively contributes to a process of

defining new forms of behaviour at work.

In South Africa authority in the capitalist workplace is often
exercised through the legitimacy of power relations baséd on
‘race’ and class. Pébple know how to behave in a capitalist firm;
and they know how to behéve in the context of ‘racial’ power

relations: "Missies, het missies nie vir my werk nie?’.

In the case of members of the MCC, their.engagement in defining
new forms of behaviour at work - behaviour perceived td be
abpropriate to co-operative work - can be seen as a move away
from old'forms of behaviour at work. This is part of the process

of building cooperative consciousness.
IV. Conclusion

MCC s working structure facilitates democratisation. The system
of elected departmental coordinators has facilitated delegation
of authority and responsibility to the producers. Structural
‘change in production organisation from general carpentry to
assemb%y-line production has contributed to developments in the
division of labour both in production and decision-making. This
change has allowed for increasing prodﬁcer participation in and
cohtrol over the affairs of the enterﬁfise. Mechanisms ehsuring
members’” control over management and management’s accountability

also facilitate democratisation.

390



The rejection of ‘baasskap’ among most meﬁbers and theif
assumption of responsibility for their work engenders a sense of
" gsolidarity and collective commitment to the enterpriée as an
alternative workplace. Finally, the dynamic relationship between

the MCC and MAG makes room for democratisation in the enterprise.

All these factors, in addition to members’ high skill levels, the
high quality and uniqueness of the products, and MCC'E ability to
éenerate its own income contribute to the potential economic
viability of the co-op. The marketing and cashflow problems
experiencea by MCC_at the time of research can be seen as

 problems of enterprise growth rather than viability.

In the light of Abell’s (1981) five principles of démocracy, the
MCC reflects a reiatively high degfee of democratisation. Despite
the fact that a hierarchy of!experience hinders full

- participation in entrepreneurial management in this way limiting
effective member participation to production management,
participation on the basis of one person one vote is widely
practiced. The delegation of specific tasks and decisions to the
manager and depaftment coordinators is in tandem with Abell’s
principles of representation and special competenCe. Furthermore;
the principles of efficiency and meta-democracy are relevant in
this case. Members’ décisions about problems facing the
enterprise are indicative of steps taken towards goal
fulfillment. The appointment of a member-manager because of the

lack of managerial skills in MCC and the introduction of a clear
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division of labour in production and decision-making are examples
of such decisions. Since these decisions were ‘made

democratically, the principle of meta-democracy is relevant in -

Similarly, in terms of Bernstein’s (1976) minimally necessary
conditions for effective and sustained participatory democracy,
the MCC reflects a high degree of democratisation. A combination
of both direct and delegated pérticipation in decision-making is
»fpracticed in the co-op. Weekly‘management‘reports and fortnightly
general meetings allow for the sharing of management-level
information with prodﬁcers. Although MCC’s membérs do not have an
independent boa:d of appeal, the small size of the enterprise
facilitates peer discussion of grievances. Members’® assumption of
responsibility for their work and their engagement in redefining
the nature of work are indicative of a pafticulér type of
consciousness: important steps towards building a cdoperative
conséiousness, Although not.fbrmally ﬁritten, practices iﬁ MCC
reflect guaranteed individual rights. Further, the 10 pér cent
wage reduction decided on by members can be seen as feedback of
economic results. Considering that Bernstein’s minimally
necessary conditions are presenﬁ in MCC, we conclude that this
¢o-op has the potential to become a sustained and effective

‘participatory democratic organisation.
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This account of MCC shows that it exhibits the features of
Brecker's (1988) characterisation of potentially viable

. cooperatives.
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Montagu Carpentry Co-op
Income and Expenditure Trends, 1989

Amount (Thousands)

A\

\\\\\\\\

m LI

V////////////////////////////////////////////////m

Feb

16

Apr May Jun Jul

Month

Mar

Jan

0
("]
O
-
~
-
-
(o]
[
o

___ Expenditure

B income



1 ' ! 1 ' _
4] L W N - o -
T T T |

Montagu Carpe'ntry | CO'OD |
Weekly Bank Balance

Amount (Thousands)

- Week

B Balance



Montagu Carpentry Co-op
| Weekly Production Trends
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Montagu Carpentry Co-op
Production and Sales Trends, 1989
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