


Over the past few years there has been interest shown in the
formati on of co-Dperativee trama nunmber 0% quarters with otheriee

di vergent Vpeeitione on issues such as worker participation
apartheid, capitalismand socialism These organi sations include
trade unions, conmunity erganieatiene,| black buei neee groups and a
variety of institutions involved in job creation prograns and
econom ¢ devel opment. Cohoperative venturee are tunded by | oca

banks, multinational corporations, |ocal capital and foreign denor
agencies. Furthernore, in the ANC S Constitutional GCuidelines for

a Denocratic South Africa, a ce-Dperative sector is nentioned

as

part of the m xed econony and supported by the state. These

devel opnent e suggest that there may be the potential for the
emergence @ a ce-eperative noverment. (1)

The nunber 0% smal| and nedi um si ze ce-aperativee in bath urban and
rural areae hae increased over the | ast $ew years. However nost ce-
operative initiatives in the country remain snmall in size and are
struggling tn becone economcally viable.(2) Over the | ast few years
ce-eperativee and eervice organi sations aee sting with ce-ee

devel opnent, have had several neetings in an attenpt ta deal wt
conmon problenms. Despite the fact that a nunber of regional co-

ordi nating structures have energed, there is not yet a coherent
strategy to build a co-operative novenent in the country. It will be
suggested in this paper that the enmergent ce-operativee and

organi sations proneting co-bperativee are at the point where there is
a serious need to assess how to take advantage of current politica
and econom c opportunities;

The neet eigniticant of the newer initiatives in ce-Dperative _

devel opnent in South Africa are these ceeeperativee being devel oped
"by unions for disnm ssed or retrenched nenbership. In the CDeatu
affiliates ce-operativee started with the Sarncol werkere Co-Dperativ
(Sawco) which wae eetablished in 1985 by the National Union 0% Meta
Workere 0% South Africa (Numea) for 960 di em eeed workers Tram BTRV
Sarnctel in Pieteremaritzburg. Thie ce-ep hae five difterent pFD ECGE
whi ch include both production and service ceeope. Nunea in the eaeter
Cape has opened a cojggerative supernmarket. The initiative has been
tol l owed by ce-bpefativee |inked t0O ectuwea . Grel gamat eu d ot hi ng and
Textile Worker's Union cf South Africa ) which makee a range of

cl ot hi ng; the National Union 04 Mneworkers (Mum), invelved in T-
shirts, and bl ack nmaking, and the Poet O fice Wrkers Unieh (Fatwa),
which is supporting a building CD DpEFati VE. The National Council at
Trade Unions ( Nactu) 15 else in the process 0% investigating the
potential of-co-Dperativee for unenpl oyed nenbership. ’

The devel opnent and reeeneFQEhce of cowbperativee er wrkere eelfe
managenment is evident in many western econom es. Co-epe have been in
Metence in many parts at the wbDFld since the mid 19th century havln
devel oped in reepenee to the inherent expleitation 0% capitaliem Cot
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comuni ty.

An interesting variation on the pure workeF-centroll ed nodel deecribed
above, is the community co-Dperative nodel where the co-bperative is
part of a comunity based aDDrDaCh Lg | ocal econom ¢ devel opnent. In
sone parts of the world broad devel opnent strategies are enpl oying
co-bperatives as an appropriate formof organisation for a nore
intergrated process of econom ¢ and social devel opment. Co-ope have
been encouraged as integral to the bread devel opment process in many
under devel oped parts of western Europe such as Ireland, Scetl and,
France and Italy. In sone cases they are referred to as community
busi nesses. ’

The conbi nati on of a comunity devel opnent strategy and CD Dberative
initiativee overconee many of the obstacles faced by single

devel opnent initiatives. Comunity devel opment on its own tails to
devel op economic eelf-reliance, and co-Dperatives operating ’

i ndependently 0% | arger devel opnent prdceeeee bring benefits only to
smal | nunbers of people and eel dam have they been able to alter the
prevailing social relations. |? ce-Dperative devel opnent is
intergrated into community devel opnent, coeoperativee coul d provide
.the teconbni: dinmension wthout which community devel bpnent ie
pewer| eee to etfect structural changee.t(3)

Co-eperativee :euld be part of an intergrated plan tDF cenmunity
advancenent by providing jobs and services which are determned by the
needs of the comunity and to which the comunity has control. Jobs
and services would be |locally :Ohtrolled and profits fromcomunity
enterprises could be re-inveeted in new devel opments in the conmunity.
Money $or the formati on 0% co-Dpertivee could be raised. through
"CDmmunity events and banked in cenmunity-controlled credit unions.
The recent re-energence of denocratic conmunity structures in South
African townshi ps places theeee brgahieatiens in a position to exam ne
closely the comunity approach to ce-Dperative devel opnent.
Experiments in comunity CD operativee have ehewn that they have
brought substantial benetite. These incl ude:

i mproved infrastructure

attraction at investment funde t0 the cemmunitiee

generation of |ocal prosperity ’

hi ght ened comunity solidarity and enpawer nent

i mproved | ecal eervtgee.and other $acilitiee 3)

skills devel opnent

##akakazng

9919. 25 anti the tagger: nexeneut

In both UK, Canada (English) and U89 unions and | abour organisations
have treated co-Dperativee with sone skepticism Devel apmente which
result in small disparate | bw incone enterprieee which undercut union
wage dermands perpetuate | bw wage jobs and are there$are viewed with
hoetility by | abour organi sations. Cancerne which the | abeur novenent
has regardi ng co-Dperativee include:e ' -



% once they becone owners, workere nay indentify nore with the cenpa y
and | ees with ot her workers;
% col | ective agreenments in worker co-op enterprises may underm ne
i ndustry wage | evels;
% that co-ope could strengthen privatization. This has becone a debate
i n Canada where the recent Free Trade Agreerment with the USA threatens
Canadi an service workereL These has been a di scussion around the
tormati on of co-operativee tor workers displaced by the economc
restructuring programe and privitization. This has nmade trade unions
uneasy about the formation of co-operativee. Forner governnent
enpl oyees woul d be forced to cut their wages drastically in order to
conpete tor government contracts with the private sector and in this
way privatisation would be etrehthehed.
% that fact that npbst co-operative: are small and pay | ow wages, the
grom h of a co-operative c:ector could mean an increase in | ow wage
jobs which ciier little job security and even | ess opportunity for.
uni oni zation. This point is particularly relevant for South Africa
today where there are attenpts on behalf of capital to aeeiet snal
busi nesses and co-operativee (see below for further details).
"I h some countries such as Italy and France, worker ce-operativee have
obt ai ned nore support frompolitical parties and unions. In these
cases, co-operativee have been taken very seriously as institutions
whi ch provide broad benefits to their nmenbers through denpcratic
etrucures. They are seen to play a vital role in providing an
alternative set of synmbols and practicee for workers control and
denocracy which is of benefit to all working claee organi sati one.
Furt hernore co-ope have been successful in organising groups of people
who have either been nmarginalised by the economic systemor in’
positions of econonmic inferiority. These include wonen, youth, the
el derly, disabled. In this respect co-operativee have the potential tc
br oaden t he base of working claee etruggl ee outeide of the a unionieec
sector.
The recent coeoperative initiatives in Sbuth Africa, need to be
understood within current econom ¢ and social changes taking place in
the country. The fornmation of worker ce-operativee can never be
di vorced fromthe societies in which they are bei ng devel oped and
therefore like any other social noverment, co-ope can noboliee and
enmpower their menbers for the restructuring of society or they can be
part of the reform st strategies of the state or inetititione
representing the domi nant cl aeeee. South Airica' e recent co-op
initiatives can be broadly categorieed into both re$brm et and
traneformative initiatiyee;/'T

A -
Support Organi sations
Large corporations are placing nore of their social reepoheibility
i nveetnmente in comunity projects, some of which are cb-operativee.
Theee initiatives are tied to the exploration 0% ways in which te
pronmote entrepreneurial activities in the black community and aeei et
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ecOnOni ¢ Order.

Research and di scussions within the U ban Foundation and | arge
corporations are arguing that western styles of entrepreneurship are
not, that apprbpriate fOr South Africa because 0% the ethic of

i communal i sm which exists within the black comunity. This
conmunal i sm they say is not inconsistent with free enterprise but nmay
bring with it sone oi the best aspects of socialism This
interestingly enough, is simlar to the explanations given tor the
pOtential for stokvels.

It isin this context that cO-Operatives cone to be seen as a
potential institutional enbodinment of iafrican entrepreneuria

val ues.’ Drgani sati nns such as the Urban Foundation are taking the

i nformal systems of finance, suppert and 00-Operat10n in bl ack
conmunities very seriously. This is also cl0sely cannected tO the
devel opnent and pronoti on 0% bl ac: busi ness which is based on the

sel fshel p nDdel. Hilson's speech refers to this point of view when
he speaks of the tstandards, protocols.and ethics which difier frbm
our (western) nOrm’ wlscn's claimis given credence when nenbers

of the black conmunity nmake precisely the same arguenments. Andrew
Lukhel e says, in the interview on the rOle Of the new Nationa

St Okvel AssOciatiOn.i There exists a great cultural divide between

bl ack and white entrepreneurial attitudes to enterprise. Wites tend
t0 be individualistic, aggressively conpetitive, gbal driven and
rewaf d- oriented. Blacks, On the other hand tend t0 be nmere :0-
operative and collectively driven. In fact, in the Airican ecOnOm c
system One does not speak 0% cOnpetitOrs but 0% cOlleagues.’ This is
echoed again by Sisa Hanpepe oi the SEDC. when interviewed he said
"the cemmunity based organisatiens want tO indiginise business .-
busi ness has been regarded as an outsider and collaborator with
apartheid - business nust relate to peeble On a day to day basis and
not be a distant cousin or an eneny’.

The overall intention 0% initiatives fremcapital is t0O prOnDte CO-Ops
as part of a reform st strategy designed to incOrpOFate the

di sadvantaged int0 the ecOnOny, prOnDte growth, decrease unenpl oynment
and curb social and political problens arising iremcenditions Of
marginality.

CD- bps energing within black business

Legal restrictions on black business devel opnent have |led t0 grow ng
frustration within this class. This has centributed t0 the e4fOrts 0%
bl ack busi ness grqggg tn seek O hEF avenues for entrepreneuria
activity. These include the formati on 0% consuner and service ce-
operatives designed t0 nmake up for black business’s econenic
inferiority and di sadvant age.

Accordi ng to spekespeOple tor these initiatives, they aimto prOnDte
self-reliance and create services On a c0O-Operative basis, which
benefit the black cOmunity. In many instances these Organi satiOns are
respending t0 the real needs of the cemunity. The cO-Operativs form
lends itself t0 addressing these needs in a nanner acceptable to
comuni ti es which have becone highly political and critical 0%
conventional business enterprises. There is a strong enphasis On
dybst v .'.."
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t Bl ack busi nessmen have becane increasingly aware of the buying

power of the black consunmer as well as the need to provide cheaper
goods to the poorer majority in the tbwnshi ps. The conclusions O the
HSRC study on the 4easibility of consumer co-bps, are Dt some use in
expl ai ni ng the energence of consuner co-operatives. It wae revealed in
the study that one 0% the nost inportant notivations for the

est abl i shnent of consuner CD-bpe ie to provide savings on purchases
for the poor. This is sonething which the African Consuner Cb-
operative society seenms to haVe accenpli shed successfully.

% During the height 0%resistance in the townships snmall and nedi um
si ze busi nessmen were often singled out if they did not,ice-Dperate’
or participate in political aetibhe defined by the youth and politica
organi sations. In many instances this led to the | ose of property,
closure of shops and life threats. Ce-bperatives are seen by the

busi ness groups ae a way of involving the community in business with
the hope that this will diftuse the potential for further pelarisatiot
and class Cbn$lict.-Co-bpe fulfill Some of the requirenents bf theee
peopl e concerned about nore denocratic practices without being a
threat to present business intereste Dr contradicting the present
initiatives by liberal capital and the state to sell fhee enterprise
to the black comunity.

called into question initiatives by capital and small busihe 5
pronot e bl ack entrepreneurship. Ch-eperativee are seen ae : Haw

whi ch the comunity can own and control its own activity as we

provi ding benefits to the community at large. It has becone we

that the SBDC has lost credibility because at its bureaucratic
procedures and perception of it as a government agency. One recent
stddy of black entrepreneurs arguee that ithe perception of the SEDC
as a government agency, intent on inplenmenting government’'s pblicies
of segregation, has led to scepticiemregarding the Carperati OH e
ultimate intent; and to an apprehensi on of being seen by the people a;
havi ng been co-opted ontb a system whose objective is the perpetuatier
0% whi te dom nation’ 5(9)

% The consuner coheperative initiatives nust also be seen in the
context of the formati on of several other organisations which are
canpai gni ng agai nst on going discrimnation and restrictions on bl ack
busi ness and | ack of access to funding. Exanples of these are: the
African Council of Hawkers and Informal Businesses (Achib) launched ir
1986 to organise thie cehstituehcy against |legal reetrictiene Oh
hawkere and hi gh Egi cescpaid by hawkers te eubplieh conpanies; and ths
Nati onal ' St okvel wpxesoci atibh i-F South (Hrica (Naeasa) which is
attenpting to bring together in one organisation the many i n$brmal
savi ngs clubs (stekvele), credit systens (mashehisae) and investnent
syndi cates; and the Foundatieh fer African Business and Consuner
Services (Fabcos) termed in July 1988 conprising the Southern Bl ack
Taxi Association, the National Black Consuners Union and the the
Transvaal African Builders Association. Sonme 0%t hese organi sations
are revealing a conbativity which has not existed previously within

bl ack buei neee groupi ngs. They have threatened boycotts and
denonstrati ene and show heetility to both white buei nees and the
gover nment .
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activities and of mutual benefit. They play a euppartive role for the
wor ki ng cl ass on the sth-Tloer and strengthen the unions and working
class in the conmunity. The | abeur novenent in turn plays a critica
role in the devel opnent of CD-uperativee because of its famlarity
wi t h wor kpl ace organi sation, the production process and the struggle
waged to denocratise the_workpl ace.

In the ehort-term CD-operativee allow werkere to devel op appropriate
skille in eelf-managenment and extend workere’ control. In the |ong-
termit is believed that all forns of werking-claee organisation will
contri bute towards worKking-cl aee hegenony within the struggle for
tranetornmation. This approach recegnieee the limtations 0% CD
operatives in the present econoni c system and.recogni eee too that CO
Gperativee cannot, on their own, pretigure a new social and econonic
or der.

I

CD-Dperativee in South Africa are occuring inva politically and
ecenom cally hostile environnent. Beth theee deteneive and ofteneive
strategi es at ce-eperative devel opment face enerneue practical and
organi sational difficulties.

The prebleme taced by South Africa CD-operativee fromthis point.of
view are he different fromce-Deerativee and in other parts of the
worl d. The nmajor problemfacing all ce-operativee in a narket econony
is that they are farced t0 neaeure viability in terns of market
conpetition and net in term of eecial utility. In Seuth Africa to-
Dps are emerging within a highly devel aped capitalist econony. In
Grder to be euceeeful, they nust find a suitable and viable gap in the
market so as not to remain nmarginal enterprises. In this regard sone
CD-Dperative initiatives are | ooking at the building industry as one
poeei bility. Except where the state has played an rule in pronoting
CD- Dperativee, barriers to co-Dperative devel opent include |ack of
access to etart-up finance, Shortage of buei neee and manageri a
ekille, problems of marketing and | ack of efticient support and
Itraining institutions. a

Techni cal Probl ens

Fi nance

CD-Dpe are traditignallyuundercapitalieed. Financial prahlene not only
i ncl ude accegerthgtart up grants or | eane_but prabl ene aeeeci ated
with financial contrele. The inability to secure 10w i nterest
financing fromconventional |enders (becauee ca-Dpe have no security)
such ae banks or devel opnent agenci ee, neans that co-operativee are
forced to go el ee where for funding. In situations where grants are
given, they are often too snmall to cover the etart-up requirenent.
Furthernore, noney given to devel opnment projects eeneti nee does nut
require linancial accountability and this can eftect attitudes toward:
financial control. It is recognised that it will be unlikely that

| arge anobunts at tunding will be secured fromIDrnmal institutiene in
the ehcrt-termand this is forcing cavoeerative initiators to

expl ore other saurces 0% funding. This may include the use of
retrenchnment packagee, pension and provident funde, credit unions, or
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It has been shewn by international cO-Operative experiences that
wher e general co-operative education which teaches the phil esophica
side 0% cp-Dperative devel opment is |acking, cO0eOps have tended to
degenerate into capialist enterprises. Cbh-bperatives in South Africa,
may be fokced to take advantage of the nunerous training and busi ness

education units available to snall businesses but these will nOt be
able to provide co-operatives with training necessary for :0-
Dperative devel opment. This training will have to be conmplenented witt

education prbgranms which teach the history and principles of co-
Qper ative organisation.
Organi sati onal Probl ens
There are nunerous organi sati onal prebl ens which characterise the
present union cO-Operatives. Firstly the uniens have begun initiating
ce-operativee predomnantly as a defensive strategy, there is
trenendeus pressure frombelow to get started. This nmeans the
projects sonetines get inplenented without preper feasibility studies
and business plans. This is done in order not tO | ease contact with
the dismissed or risk | oss of support because expectati ene cannOt be
met. Lack 0% efficient and suificient welfare in Seuth Airica
exacerbates this prOblem These prejects are thus destined t0 be
tenperary alternatives which either fail or cOllapse when nenbership
find other job options.
Secendly, as the unien takes the initiative in devel opi ng these
projects, co-Dperatives nmenbers tend to see the union as the new
enpl oyer and devel op a dependency rel ati onship On the union. Thie doe:
not assist with the leng-termainms OT ce-Operative devel opnment.
Dependency On the union is al so encouraged by uniene wanting in eOme
caees to both own and control these initiatives. The chall enge tacing
unions in this regard is to assist in the devel opnent 0% cO-Operatives
in such a way that they becone Tinancially and nanagerially
/
"i ndependent and self-sufiicient. Unions will have to think through the
nost appropriate structures to develop a relationship where they can
be OT nutual use to one another in the attenpt t0 establish industria
denecr acy.
Thirdly,the relationship tn the unien also peeee issues such as whO
deci des 9h wagenl gxal s. vThe’ hni bn requires that there be sane
consi stency between wages demanded in the secter and wages paid in the
co-ep. HOwever this places the union in a pesitibn 0%controlling the
internal structure of the ce-Dperative and therefore provides the
patential $0r division between the co-operative nenbers and the union
Fourthly, the nost difficult problems $acing the unions , ence the
prOjects start up is how to decide on who gets incerperated and what
criteria are used for this. It is inmpossible t0O bring in’large nunbers
0% di em ssed workers fer cO-Operative projects which are set up with
limted funding. This preblemcan lead to petential divisiDHe within
t he unenpl oyed.
Overall the nost serious problens facing the trade union nDvenent’s
i nvol venment in c0-0Ops is that in mast cases workers are baing
organi sed int0 ce-operatives as farmer menbers 0% the union. CO-
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6. There is also the need ?or the CD operative novenent te be aware of
all the forces and intereed t5 operating to assist it and understand the
i mplications of engaging with these forces for the $uture direction of
the co-operative sector.

1 African National Cangreee Constitutional Buidelln

Lusaka, 1987

E:-: isting productive ce- operative project: includ e sew ng,

1C. ming, fencing, T'ehirte, furniture production, weaving, auto

c

hanir_s, repa wir worL toys, jewellery and panel beating. There are

D a nunber of consuner and service co-Dperativee which include

deni ng and secretarial eervi-zee. According to a study by Ha te

H 1''m

lip, many 01 these co-Dpe have been started within the [ ast tour
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