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PREFACE
This report on the study of the New South Wales Worker Co-operative
Programme has been written in two parts. Following the introductory
chapter which gives a summary of the whole report, the New South Wales
Worker Co-operative Programme is examined in Part One, Chapters 2 to 5.
Chapter 2 gives a history of the Programme from the initiatives for its
introduction in 1978 to its implementation to February, 1981. Chapter 3
describes the development of the Programme during the period this study
had taken place, that is, from February to June, 1981. The analysis of
the Programme forms the content of Chapter 4. The analysis refers to
the whole duration of the Programme to date and also to the activities
that were in progress at the time the report was written. Chapter 5
contains a brief examination of the current and likely future trends in
the Australian labour market, followed by observations on the place of
small business enterprises in Australia and on worker co-operatives as
one form of small business enterprise. Consideration is then given to
possible options for the future of the New South Wales Worker Co-operative
Programme.
In Part Two, Chapter 6 outlines the history of co-operative thought and
gives an overview of the past and current developments of worker cooperatives in Europe and Australia; and Chapter 7 is a summary of current
overseas and Australian programmes related to unemployment and job
creation. These chapters have been included in the report so that the
New South Wales Worker Co-operative Programme can be assessed in a wider
perspective of related issues, that is: worker co-operatives as organizations for economic production and for the pursuit of certain social
objectives; and the issue of unemployment and job creation schemes.
Throughout the report, the co-operatives in the New South Wales Programme
are referred to either as "work" co-operatives or as "worker" co-operatives.
This is due to the change in the name of the Programme that was decided
upon at the time this study was in progress.
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Chapter 1
INTRODUCTION
1.1 The New South Wales Work Co-operative Programme
In November, 1978, the New South Wales State Government allocated a sum of
$3 million for a programme of work co-operatives, to be implemented over a
period of three-and-a-half years. The aim of the Programme was to provide
organizational structure and resources in arranging part-time and casual work
for unemployed young people in the State. The Programme was not intended to
be a IIjob creation scheme; rather, it was to be a means of providing Government funds to support independent community groups in their initiatives for
establishing self-help ventures, designed to counter the detrimental effects
of long-term unemployment.
ll

Because of its experimental nature, the Work Co-operative Programme was openended and it was to be implemented in stages. The results of each stage were
to be assessed, and the subsequent stage was to be modified according to those
results. In all, it was expected at the time that twenty work co-operatives
would have been established by the time the Programme had run its course in
June, 1982.
As expected, the Programme has undergone a series of modifications during its
implementation. The most significant change has been a shift in emphasis from
part-time and casual work in the co-operatives to predominantly full-time
employment, built around business enterprises established by the co-operatives.
By June, 1981, fifteen work co-operatives were operating throughout the State
of New South Wales
six in the metropolitan area of Sydney and nine in
country towns. At that date, the fifteen co-operatives conducted forty-seven
individual business ventures, ranging from a variety of services to manufacturing and retail sales. Employment was provided for 177 persons: 116
in full-time jobs, 37 working part-time; and 24 in casual employment. It
has been also estimated that 400 persons who had at some stage worked in the
co-operatives for varying lengths of time had subsequently found employment
elsewhere. Projected employment by the end of 1981 was expected to rise to
211 jobs, most of them full-time, permanent jobs.
The aim of the Programme for the ensuing year was to achieve an independent
viability of the established work co-operatives, and to complete their
organizational development so that they became legally constructed work
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organizations, operating within the principles of worker co-operatives. To
achieve this aim, certain measures were taken in the first half of 1981.
Among these were: formation of the Association of Worker Co-operatives;
formulation of an organizational plan with time-scheduled objectives;
intensification of a time-scheduled education and training programme; and the
establishment of a Worker Co-operative Bank with the initial capital of
$300,000. The Bank was to be operated by the Co-operative Federation of New
South Wales within its Central Banking System.
The initial relatively open-ended Programme has thus evolved into a programme
with a defined goal of promoting and facilitating the establishment of viable
Worker Co-operatives and, by these means, creating permanent jobs. The
Programme can therefore be appropriately viewed in a comparison with worker
co-operatives established elsewhere and with other government-sponsored job
creation programmes.
1.2 Worker Co-operatives

An Overview*

The idea of worker co-operatives grew out of a broader co-operative thought
which emerged in Europe at the beginning of the nineteenth century.
Essentially, it was a reaction to the harsh and socially disruptive aspects
of Industrial Revolution and a search for a better society. The design for
a new form of social organization, based on science and industry, was first
put forward by Henri de Saint Simon (1760-1825). The efforts to develop the
thought and apply it to industrial organization were made by such people as
Robert Owen (1771-1858) in Britain, and Charles Fourier (1772-1831) and
Phillippe Buchez (1796-1865) in France. The form of industrial organization
they favo,ured was a IIco-operativell enterprise; its major characteristics
being democratic self-management and ownership by members actively engaged in
the enterprise.
The year 1844 is regarded as the birth of worker co-operatives. In that year,
a group of 28 people, mostly flannel weavers, set up a general store in Toad
Lane, Rochdale. Over the next 16 years, the Rochdale Pioneers, as they were
called, developed a set principles - an operational philosophy - suited to
the Co-operative form of enterprise. These principles became a model of cooperative principles, and today they still form the basis of the six
principles adopted by the International Co-operative Alliance. These
principles are:
*see also Chapter 6
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(1)

(2)

(3)
(4)

(5)

(6)

Membership of a co-operative should be voluntary and
open to any person willing to accept the responsibility
of membership.
Co-operatives are democratic organizations: they
are to be administered by people elected, or appointed,
by members and have to be accountable to them.
All members are to have equal rights - one member,
one vote.
Share capital should receive only a limited rate of
interest.
Operational surplus, if any, is to be distributed for
the benefit of members according to their labour, not
capital, input.
Co-operatives should make provlslons for the education
of members in principles and techniques of co-operation
in both economic and organizational matters.
Co-operatives are to co-operate actively with other cooperatives at local, national and international levels.

Hence the underlying principle of worker co-operatives is that of democracy
in the workplace. It means collective, or joint, ownership of the enterprise by the workforce and for the workforce; it also means that capital is
used for the benefit of labour.
In Britain, worker co-operatives experienced considerable growth in the midnineteenth century but suffered a decline towards the end of the century.
This was due partly to the changing economic conditions, the advent of jointstock companies, and partly to the opposition from some leaders of the labour
movement, especially from Sidney and Beatrice Webb. The Webbs saw benefits
for the workers in consumer co-operatives but did not think that worker cooperatives were compatible with workers· interests.
In recent years, there has been a revival of the worker co-operative movement
in Britain. By 1979 the number of co-operatives grew to 200, employing over
5,500 persons. Most co-operatives are small : 58 per cent have fewer than
10 members each, and 88 percent have fewer than 50 members. The greatest
number is engaged in building industry, followed by engineering and printing.
In services industry, worker co-operatives are active in such enterprises as
bookselling and food wholefoods.
This revival of interest in worker co-operatives has been due, partly, to the
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desire of people to develop new forms of industrial democracy which would also
facilitate production of socially useful goods and services. By and large,
however, it has been due to the deteriorating economic conditions in Britain.
In some cases, workers have bought business enterprises which the owners had
either decided to close down or hand over to employees; in other cases, new
businesses have been started as co-operatives. British political parties have
also shown interest in worker co-operatives because they see them as potential
means for job creation. Legislation aimed to facilitate the establishment of
worker co-operatives (Industrial Common Ownership Act) was passed in 1976, and
some funds have been allocated to assist in this process.
Worker Co-operatives have had a much more successful history in other parts of
Europe, especially in France. Co-operatives in that country have established
a rich tradition. By the end of the 1970s, there were 630 worker co-operatives
in France, employing 30,000 people, and engaging in a wide variety of enterprises, especially in building and construction and in manufacturing.
Other countries in which worker co-operatives are well established are Italy
and Poland, but they are also flourishing in Sweden, Switzerland, the
Netherlands, Portugal, West Germany, Denmark, Yugoslavia and Israel. In Italy
and Poland, the numbers of worker co-operatives run into thousands and
membership is in hundreds of thousands. Worker Co-operatives have also been
established in the Third World countries, many of them under the auspices of,
and with assistance from, the United Nationso
One of the most successful worker co-operative organizations operates at
Mondragon, in the Basque region of Spain. From the time the first cooperative of five members was established in 1956, the organization has grown
to 70 individual co-operatives, employing 15,000 people, and producing an
output, mainly in manufactures, of $400 million per annum. The organization
is financed by its own bank (which also provides research and advice services),
and has established its own housing estates, technical college, and social
services. Mondragon has now become a model of what can be achieved by a cooperative enterprise in industry.
Co-operatives are a part of Australian history. The first co-operative was
registered in Brisbane in 1859, and by the end of the 19th century co-operatives
were established in all states except Tasmania. In 1978, the Co-operative
Federation of Australia counted 9,913 co-operatives: 409 producers' cooperatives; 454 consumers' co-operatives; 1,307 community advancement
societies; 7,054 terminating building societies; and 689 credit unions. The
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total membership exceeded

2~

million.

In contrast to these forms of co-operatives, worker co-operatives in Australia
have little tradition, except for some isolated mining ventures in the 1860s.
In recent years, worker co-operatives have attracted interest, again, as in
Britain, mainly as a response to the economic recession and as a desire to
develop an alternative and socially useful form of industrial enterprise.
There is no nationally agreed on definition of what a worker co-operative is,
and there are no official records of their number and/or type. However, a
national conference on worker co-operatives held recently (2-4 July, 1981)
at the Australian National University, under the theme "Working Together" was
attended by 120 people from all states as well as from New Zealand.

Apart from the involvement of the government of New South Wales in a worker
co-operative programme, the only other involvement by a State government,
although on a smaller scale, is currently in Victoria. In the other states,
worker co-operatives appear to operate as self-help ventures, often in the
form of collectives, in some cases assisted by community organizations.
Viewed as a whole, both in Australia and overseas, worker co-operatives have
become established, first as a movement towards an industrial organization
which is more democratic and more attuned to socially useful production than
the capitalist form of enterprise; and, second, as a means to countervail
the effects of unemployment in recent years. Hence, they have both economic
and social aims, and questions arise whether these two aims can be successfully integrated in such an organization. Questions also arise whether worker
co-operatives can successfully operate in the market place, side by side with
capitalist organizations and in the political and economic climate which
favours the latter. An opinion may be ventured that, as capitalist enterprises
now tend more and more towards "big business", worker co-operatives could have
a place in the small-and-medium business sector.
The role of the State in the operation of worker co-operatives is crucial.
In no country have worker co-operatives been successful without, at least,
legislative framework which facilitated their formation and operation. In
some countries, they have certain advantage with regard to taxation, and other
forms of government assistance are not uncommon. This of course, is not unexpected, as neither does the capitalist form of enterprise operate successfully without a favourable legislation, and other facilities, including direct
or indirect financial support, from governments.
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1.3 Unemployment and Job Creation Schemes*
During the 1970s, governments in most Western countries had introduced various
schemes designed to countervail the rising levels of unemployment, especially
unemployment among young peopleo Most schemes tend to focus on the development or improvement of work skills in the unemployed, thus aiming to enhance
the chances of the unemployed to find work in the competitive labour market.
Other schemes combine training with work placement, either concurrently or at
the completion of the training programme. Such placements are usually made
for a period of six months and up to a year. Direct subsidies of wages are
also paid under some schemes to those employers who engage certain categories
of unemployed persons, e.g. socially disadvantaged young people. Payment of a
subsidy is a feature of a number of schemes in the United States, Great Britain
and New Zealand. In some schemes, subsidies of wages are paid only on condition
that the jobs offered to the unemployed are new jobs.
Another form of subsidy offered to employers to encourage them in providing
employment to unemployed youth is a tax rebate, or tax credit, or an exemption
from payment of payroll tax. This is a feature of some schemes in the United
States. In Great Britain, employers are given a subsidy for capital expenditure
on plant and building, particularly in the areas of high unemployment.
In Australia, the schemes adopted by the Commonwealth Government appear to have
two aims: to improve the skills of the unemployed, thus enhancing their
chances to find work; and/or to maintain their morale, self-esteem and
motivation to seek work. Subsidies are paid under two schemes: the Special
Youth Employment Training Program (SYETP); and the Commonwealth Rebate for
Apprentice Full-Time Training Scheme (CRAFT). Under the SYETP, the employer
who offers employment and training to a young per?on who has been unemployed
for at least four months receives a subsidy of $55 per week for 17 weeks,
provided the employer pays full award wages. Under the CRAFT scheme, employers
receive a tax-exempt rebate to compensate them for the time an apprentice
spends in attending technical education. Apprentices also receive a livingaway-from-home allowance, where appropriate.
The overall budgeted cost of manpower and youth support programmes provided by
the Commonwealth Government was $138 million in the year 1980-81, and
236,000 persons were expected to participate in these programmes during that
year.
*see Chapter 7 for details of schemes.
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and/or job creation is rather rare. As mentioned earlier, a limited government
support has taken place in Great Britain. In New Zealand, a programme called
Small Co-operative Enterprise Scheme (SCOPE) aims to encourage the development of small-scale co-operative ventures for people who have difficulties in
finding employment. The assistance is given in the form of small subsidies,
loans, and professional advice.
In Australia, apart from the involvement of the Government of New South Wales
in a programme of worker co-operatives, the only other government which
provides support to worker co-operatives appears to be the Government of
Victoria. The co-operatives in the Victorian programme are referred to as
Community Development Co-operatives, and the programme has been defined as
"a response to initiatives by the community to establish co-operative
business enterprises as a response to unemployment".
1.4 Aims and Methods of Study
The study of the New South Wales Work Co-operative Programme was carried out
from February to June, 1981 at the request of the New South Wales Government.
It was conducted by the Social Welfare Research Centre as part of its programme
of research in the welfare of the workforce. The aim of research in that
programme is to examine how, and to what extent, the conditions of the workplace and the organization of economic production provide the means for the
social functioning of the workforce.
The study was conducted as a case study rather than as an evaluation within
the framework of a particular rigid model. The aim of the study was not to
pass judgment on the Programme but rather to arrive at an independent
assessment of its results and of its potential and then provide information
and comments which would be of value to the people who would be making
decisions about the future of the Programme. Consideration was also given to
the value this report might have for other people who were involved in similar
programmes, or who might want to establish worker co-operatives.
The New South Wales Programme was a "new experiment on the Australian scene,
and the authors of the initial proposal were aware that there would be many
unforeseen problems in its implementation. They stated at the time that,
lIit must be appreciated that the handling and resolution of each problem will
involve an important learning experience for co-operative members ..• it is
difficult to predict how quickly and in exactly what way Co-operatives will
develop. An evolutionary process will be involved and each new stage will be
ll
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guided by the previous experience and developments ll . 1
The Programme was not envisaged to be simply a IIjob creation ll scheme. It was
to be a means of providing government funds to support independent community
groups in se lf-helpll ventures which would counter the detrimental consequences
of long-term unemployment among young people. As such, the Programme had a
general, broad goal which included both quantitative and qualitative aspectso
II

In conducting the evaluation we faced a situation which presented us with
certain methodological problems. First, our work began in February, 1981,
approximately two years after the start of the Programme. Also, we agreed
to complete the evaluation by the end of July, 1981, while the Programme, as
currently funded, was to continue until the end of June, 1982. Thus we did
not participate either in the formation or in the completion of the Programme.
The second problem was due to the relative open-endedness of the initial
goals and objectives of the Programme. We have thus been able to observe a
programme-in-transition, in which both the objectives and the activities
aimed to achieve them were changing. This being so, our task (as we saw it)
was to evaluate the performance of the Programme to date as well as to take
due note of the activities planned for the remaining period of the Programme
in relation to the stated objectives.
At the time we accepted the task of evaluation, four aspects of the Programme
had been identified and accepted by us for evaluation:
1.
2.
3.
4.

Viability of Work Co-operatives as economic units;
Viability of individual operations as Work Co-operatives;
Comparative usefulness of the programme as a Government
job creation measure; and
Work values, work attitudes, and career planning within
Work Co-operatives.

For these reasons, the method of study we have adopted did not fall into any
one clearly defined category of evaluation methods which one finds in the
literature on the subject. To a certain extent, our study had some features
of monitoring the Programme This approach, as defined by Rossi et al.,
"prov ides a systematic assessment of whether or not a program is operating in
conformity to its design, and whether or not it is reaching the specified
target population. 2
0

We also had to assess whether the Programme was achieving the stated goals
and objectives. This is referred to in literature as impact assessment, which

- 9 -

aims to ascertain the extent to which a programme produces effect in the
desired direction. The difficulty of this task was due to the open-endedness
of the initial objectives of the Programme and to the multifaceted nature of
the objectives. Hence, to assess the effectiveness of the Programme we used
the four aspects mentioned earlier as the evaluation criteria.
The relative novelty of the Programme presented certain problems for the
comparison of its effectiveness. In such situations it has to be expected
that the concepts upon which a programme is based may not necessarily hold
the same meaning for all the people involved in the programme. For this
reason, two issues had to be considered in the formulation of our method of
study :
1.

2.

The collection of data needed to include inputs from
as many people involved in the Programme as possible
so as to enable us to compare their respective perceptions.
The assessment of the Programme's effectiveness had to be
made in relative rather than absolute terms.

Of the various models of evaluation studies, we adopted some of the elements
of three models described by Doctors and Wokutch. 3
1.

Social Process Audit: designed to assess whether the evaluated
programme is likely to achieve the stated goals. This approach
aims to examine :
(a)

history - an assessment of the circumstances under
which the programme came into being;
(b) explication of programme goals - determination of what
the programme is intended to accomplish;
(c) rationale - determination of what actions are being taken
to accomplish the goals and why it is felt that they will
be effective;
(d) assessment of operationalization - determination of what
is actively being done.

2.

Systems Evaluation: designed to "determine whether an
organization is structured optimally, that is, whether appropriate
resources are devoted to organizational goal activities and to
such non-goal activities as recruitment, orientation, training,
and maintenance of staff morale". This approach requires the
researcher not only "to see the organization through the eyes of
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the program participants •.• (but also) to determine if
their vision has defects 4
ll

3.

•

Cost-Benefit Analysis: an approach that attempts to measure
directly or to estimate indirectly all costs and benefits of
a program.

In relation to the four aspects of the Programme we identified the following
components on which we aimed to obtain information :
Aspect 1:
(1)
(2)
(3)
(4)
(5)
(6)

Sources of capital: (a) Government; (b) external, e.g. banks;
(c) sales, etc.; (d) members· equity.
Operational viability: type of production; degree of diversification;
production capacity; market potential.
Organization
management; production; decision-making.
Resources: human (e.g. skills); financial; support services.
Environment
acceptability at local level; competition; location
in relation to resources/markets.
The place of small business ventures in a capital-intensive economy.

Aspect 2
(1)
(2)
(3)
(4)

(2)

Supply
Demand

Aspect 4:
(1)
(2)
(3)
(4)

Viability of individual operations as Work Co-operatives

Principles: understanding of those at various levels of participation;
ownership; responsibility.
Governments· role: legislation; support.
Community: attitudes at local level; business, consumers.
Attitude of Trade Unions.

Aspect 3:
(1)

Viability of Work Co-operatives as economic units

Work Co-operatives as a Job Creation Programme
recruitment, education, training, and skill development.
identification of markets; development of new products.
Values, attitudes, and career planning

Values necessary for meeting objectives (1), (2) and (3).
Values and attitudes at the time of recruitment.
Values and attitudes developed through participation.
Opportunities for work advancement - within the Co-operatives and
in the labour market.

Because of the four distinct aspects which were to be used as criteria for
evaluation of the Programme's effectiveness, the underlying questions we

- 11 needed to consider were some of the following
Are all four objectives compatible with one another;
Does the achievement of one of the objectives depend on the
achievement of the others; i.e. are the objectives interdependent.
(3) Are all the objectives to be pursued at the same time, or should
a priority be given to one over another; if so, in what sequence.

(1)
(2)

The study was carried out through a number of activities
(1)
(2)
(3)
(4)
(5)

Study of literature on ~Jork Co-operatives and on job-creation programmes;
Study of the documents related to the N.S.W. Programme;
Participation at management meetings, meetings of Development Officers,
and training seminars;
Interviews with the people responsible for the Programme and with those
in the individual co-operatives;
Field visits to all co-operatives except two. 5

For the field interviews we adopted a questionnaire (see Appendix 2) through
which we aimed to ascertain for each co~operative: (1) its origins and
progress to date; (2) its current situation; (3) its prospects for the
future; and (4) the interviewee's opinion about the Program as a whole.
In the interviews we used the questionnaire as a guide, and our questions did
not always follow exactly the sequence of questions in the questionnaire.
This was due to our aim of ensuring that we attained, as far as possible, the
interviewed person's own opinion about the co-operative's performance and his/
her perception of the issues involved. All our questions were open-ended, as
we endeavoured to obtain answers that would not be pre-determined by our
conceptual framework. Also, by allowing a free-flowing form of interview, we
hoped to discover issues pertaining to the local situation or to the Programme
as a whole of which we might not have been aware.
Because the role of Development Officers appeared to be crucial to the operation of the Co-operatives, we focussed our attention on that position and we
interviewed all Development Officers in the Programme as well as three
Officers who had recently left the Programme. For the same reason, we asked
a number of questions aimed specifically to determine what had attracted the
person to the job, and did he/she like the job. It was important for us to
find out not only what the Development Officers were actually doing and how,
but also how they perceived the goals and objectives of the Programme and their
own role in relation to those goals and objectives.

- 12 Thus by adopting a variable approach; i.e., by obtaining views from "a bove"
and from "below", we attempted to examine the Programme from the perspective
of those who managed it as well as of those who carried it out in individual
situations. Such an approach, we thought, would enable us to arrive at a
comprehensively substantiated -judgment on the effect of the Programme.
Because of time limitations, we had to arrive at a cut-off point for empirical
investigation by the end of May, 1981. For this reason, we took notice of
the proposed measures for the remaining period of the Programme, and we
considered these proposals in the light of what we had found the experience
of the Programme to date to be. However, in our conclusions we did not address
ourselves to the question whether the proposed measures should, or should not,
be implemented or modified.
Regarding our value stance towards the Programme, we accepted the view that
the evaluator's role could not be "value free", although this did not mean
that such a stance prevented the evaluation from being objective. Thus, after
we had acquainted ourselves with the aims of the Programme we stated that our
attitude to it was positive; i.e., we believed that the Programme had been
instituted for the purpose of counteracting the detrimental effects of unemployment. We accepted the task of evaluating the Programme on the understanding that we would attempt to evaluate the effectiveness of the Programme
as a whole but we would not pass judgments on the performance of individual
co-operatives. Furthermore, we did not attempt to pass judgment on the
Programme but rather to provide information which would be useful for the
people who would have had to, in due course, make decisions about the
Programme1s future. For this reason, we did not see our task to include
making recommendations for future actions; rather, we aimed to examine the
issues so as to arrive at conclusions which could be formulated in terms
of "if. •• then ..• " propositions.
1.5

Summary of Findings

The results of the study are described in detail in Chapter 4. Here we have
listed a summary of our conclusions regarding the value of the New South
Wales Worker Co-operative Programme in relation to its stated goal, that is,
presenting and facilitating the establishment of viable worker co-operatives
and. by these means, creating permanent jobs.
At the time the study was completed (June, 1981) the economic viability of
the fifteen co-operatives in the Programme was still tenuous, as both their
productive capacities and their organizational structures were in the process
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of consolidation. At that stage, in our view, none of the co-operatives
would be regarded without reservation as independently viable. Whether they
will have reached viability by the time the current phase of the Programme had
run its course (June, 1982), will depend largely on the successful implementation of the measures already decided upon for that purpose.
The value of the Programme may be summed up as follows:
(1)

(2)

(3)

(4)

(5)
(6)

(7)

As a job creation programme it has the advantage over other schemes in
that it operates on both sides of the labour market: the supply side,
i.e. providing training in work and organization aspects for the
participants; and the demand side, i.e., finding and developing new
markets.
The Programme has the potential for developing work opportunities for
unskilled people who find it rather difficult to find employment in the
competitive labour market. It also offers opportunities for flexible
work arrangements, e.g. full-time, part-time, or even seasonal and
casual. This is particularly important in country areas.
As a model of small business enterprise, worker co-operatives have the
potential for being more capable of survival than one-person enterpriseso They can diversify their activities according to changing demands
in the community.
Unlike capital-intensive industries, the co-operatives require little,
if any, infrastructure from the State. However, they need competent
professional advice, access to information about markets, credit
facilities and appropriate legislation.
In the social sphere, the co-operatives offer opportunities for local
community initiatives and local self-help and management.
Provided they grow in numbers and co-ordinate their activities, the cooperatives have the potential for becoming a significant sector of
economic activity, developing labour-intensive industries which are
also more attuned to the needs of local communities than large-scale
corporations can be.
It could be considered that perhaps the greatest value of the
Programme - and its most important aspect - has been in that it has
enabled some people to see the potentialities for work creation in
the development of co-operative economic enterprises, and in this process
these people have become aware of their own potentialities. Whether
these potentialities can be fully realized, will depend on the
continuation of the Programme beyond June 1982, in its present or
modified form.
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In the immediate future, certain issues and problems need to be solved,
if the existing co-operatives are to achieve the stated social and economic
objectives. Most of these have been identified by the Worker Co-operative
Development Committee (the body responsible for the management of the
Programme) and steps have been taken towards their solution. Here, we
mention only the issues which need clarification and subsequent decision.
(a)

Because the Co-operatives are community-based but government-sponsored,
the issues of initiative and public accountability are certainly present,
and attention needs to be given to them so that one does not unduly
inhibit the other.
(b) If the social objectives of the Programme are to be realized, the
economic objectives such as profitability of the co-operatives needs
to be achieved but has to be fitted into the social objectiveso
Direct comparisons of the profitability of co-operative enterprises
with that of the private sector of business and industry are therefore
inappropriate.
(c) Legal requirements, e.g. registration rules under the Co-operation Act
1923 (N.S.W.), might need to be modified to fit into the requirements
of worker co-operatives.
(d) Education and promotion programmes need to be extended, so that
worker co-operatives can be seen by the community as an alternative
form, rather than an unusual or aberrant form, of social and economic
organization.
(e) If any persons are to be appointed as advisors, managers or development
officers, the appointed persons need to have the qualities of social
awareness as well as business acumen, so that both the social and
economic goals of the Programme can be achieved. Similar qualities and
expertise need to be sought, or developed, in the members of the boards
of management.
(f) The future of the Programme, beyond June 1982, needs to be determined
as soon as this may be possible.
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PART ONE

THE NEW SOUTH WALES WORKER CO-OPERATIVE PROGRAMME :
Its Evolution from Community Initiatives in 1977;
The Results Achieved by June 1981;
and Prospects for the Future.
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THE NEW SOUTH WALES WORK CO-OPERATIVE PROGRAMME
I - FROM INITIATIVES IN 1977 TO FEBRUARY, 1981
2.1 Initiative for the establishment of Work Co-operatives
The first initiatives towards formation of youth work co-operatives in New
South Wales appeared in 1977. Project officers engaged in the Community
Youth Support Schemes (CYSS) found that there was a "na tural inclination" in
young unemployed people to utilize the skills which they had acquired through
their participation in CYSS programme towards constructive work with some
1
"
remunera t lOn.
In November, 1977 the Bondi Collective (a group of people previously involved
in the Bondi CYSS programme) approached the Department of Youth and Community
Services (YACS) for funds to enable them develop a work programme. A small
grant was made by the Department in April, 1978 for the purchase of equipment.
Soon afterwards other work co-operatives had formed, notably at Nowra and Ryde,
and also received grants from the State Government's Youth Grants Committee.
Around mid-1978 a Youth Needs Task Force of the Council of Social Services of
New South Wales, in conjunction with the N.S.W. Department of Youth and
Community Services, produced a booklet, Operation Co-operation: An Introduction to Work Co-operatives. 2 The booklet outlined the advantages for young
unemployed people of forming work co-operatives: it gave brief information on
how to form a co-operative, how to manage it, how to register it; where funds
could be sought for the establishment of a co-operative, and which areas of
productive activities would be worth to pursue.
In July, 1978 a submission entitled, Youth Resource Co-operatives: A Program
for Unemployed Youth,3 was prepared by the Deputy Premier's Policy Secretariat.
In that document, the proposed co-operatives were defined as follows
Youth resource co-operatives are proposed as a medium/longterm measure designed to provide a stimulating environment
for unemployed youth waiting to find permanent employment.
At the present time, there are no N.S.W. Government programmes
catering for the welfare of over fifty-thousand unemployed
youth in the State. 4
It was expected in the submission that the proposed co-operatives would bring
the unemployed youths into contact with casual and part-time employment and
would assist them in the development of skills. But the primary purpose of
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unemployed youth to gain a greater sense of purpose". In line with that
intention, the objective of the proposed programme was formulated as follows
The fundamental objective of the co-operatives is to
counter the serious dislocation caused by unemployment
and to maintain motivation, self-respect and confidence
of unemployed youth until employment comes along.
The proposal envisaged the implementation of the programme in two stages.
Stage one was to be a pilot project involving the Government in providing
limited financial support ($150,000) for the establishment of three resource
co-operatives (two in Western Suburbs of Sydney, and one in a rural centre)
during 1978-1979; and providing an additional $50,000 in the same year for
practical support of other similar projects arising spontaneously in the
community.
Provided that the first stage of the programme was successful, the second
stage was to be introduced: this would mean expansion of the programme over
the next two years (1979/80 - 1980/81). The maximum number of co-operatives
was envisaged to be twenty (10 in Sydney, and 10 in other major population
centres). The full cost of the whole expanded programme was estimated to be
$1 million per annum, at the then current prices.
The proposal suggested that the programme be implemented as follows
(1)

The programme should be administered by the Department
of Youth and Community Services, as that Department had
the appropriate contacts, staff, and experience in
community development. The Community Liaison Bureau of
YACS would appoint an officer (Project Administration
Officer) to administer the programme.

(2)

An Advisory Committee should be formed, consisting of
the following persons
Project Administration Officer;
One representative from the Youth
Employment Unit (Department of Labour
and Industry);
One representative of Technical and
Further Education;
One representative of the Council of
Social Services of New South Wales.
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A series of public meetings was to be held in each area

chosen for the establishment of a co-operative; such
meetings would lead to the formation of a core group of
40 to 50 unemployed youths. The group would then take
steps towards registration as a co-operative.
(4)

Each co-operative would have a Project Officer appointed
to assist in the organization and development of the
Co-operative.

(5)

Each of the initially-formed groups would be allocated
$50,000 for
Rent of suitable premises
$10,000
Salary of a full-time Project
Officer
12,000
Initial fund
5,000
21,500
Wages for Technical Teachers
1,500
Insurance Premiums
Only the $5,000 allocated as initial fund was to be administered
by the Co-operative; the rest would be administered by the
Department of Youth and Community Services. It was also
expected that Co-operatives would themselves raise other funds.

The value of the programme was seen in that the programme would
provide
organizational structure and resources in arranging part-time and casual work,
thus giving youths a "real" work experience, likely to be the first such
experience for many of them; give access to a skill-development programme;
provide a place for meeting socially and discuss common problems. The
programme would thus combine job training and job creation. In its philosophy,
the programme would be different from the Community Youth Support Scheme (CYSS)
programme in that: the co-operatives would largely be run by the unemployed
youths involved; would provide for at least some opportunity for employment;
and would provide opportunity for participating in decision-making.
The authors of the proposal acknowledged their awareness of possible problems
in the implementation of the programme. Because of its novelty, the handling
and resolution of any encountered problems would be an important learning
experience for co-operative members. It was also difficult to predict how
quickly and in exactly what way the co-operatives would develop. The
evolutionary process would thus be involved in the implementation of the
programme, and each new stage would be guided by the previous experience
and developments.
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co-operative developed its own community spirit. In the authors' view, the
programme was not to be a "Government scheme", but rather a means of providing
Government funds to support independent community groups in "self-help"
ventures. Hence the programme had a wider objective than creating new jobs;
it was a measure designed to counter the disastrous consequences of long-term
unemployment.
The New South Wales Government decided in November, 1978 to implement the
programme. It then approached the Commonwealth Government with a suggestion
that the Commonwealth Government might consider assisting with the implementation of the programme by :
(a)
(b)

(c)

(d)

relaxing the CYSS guidelines so that work co-operatives could
be included within those guidelines;
Allowing CYSS Project Officers to assist in the development
of co-operatives so that the latter could develop in conjunction
with CYSS programme (thus obviating the need for new premises),
and in some cases giving access to the co-operatives to the
training courses conducted by CYSS.
giving considerationto the administration of the payment of
unemployment benefits in such a way that the people joining
the co-operatives would still be eligible for unemployment
benefits, provided they satisfied the income test which applied
to those benefits.
giving consideration to ralslng the income ceiling for unemployment benefits from the (then) current limits of $3 per week for
the 16 to 17 year olds and $6 per week for adults. 5

The Commonwealth Government expressed its support to the proposal for establishing work co-operatives but regarded them to be a different programme that
could not be accommodated into the CYSS guidelines. Thus, while it envisaged
that some assistance at local level might be given by CYSS Management
Committees, e.g. by providing information, it considered that it would be
inappropriate for those Committees to be involved in the formation of Work
Co-operatives; the supportive role of CYSS Committees should not prejudice
the effective management and operation of CYSS projects, and funds granted
under the CYSS programme should be used only for the purposes approved under
CYSS guidelines.
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phases of development, starting in January, 1979, and concluding in June,
1982.
Phase One (January-June, 1979)
for :

was to be a pilot project which was to allow

establishment of three large-scale and five smaller-scale co-operatives;
provision of limited support to existing projects; e.g. the Ryde and Nowra
co-operatives;
- establishment of development projects to prepare for possible expansion of
the programme;
- provision of the programme co-ordination in the Department of Youth and
Community Services.

-

The cost of Phase 1 was estimated to be $250,000, to be allocated as follows
Three large co-operatives (2 city, 1 country)
Five small co-operatives
Subsidy to existing co-operatives
Development projects
Programme Co-ordination (all cost included)

$150,000
50,000
10,000
15,000
25,000

Phase Two (July-December, 1979)
subject to the assessment of the pilot
project, the programme to be expanded by injecting further $350,000 for new
projects.
Phase Three (January-December, 1980): no new projects, as all the funds would
be needed for the projects already established.
The total allocation of funds was projected to be as follows
$
January/June 1979:
New Projects
250,000
350,000
New Projects
July/December 1979:
January/December 1980:
New Projects
380,000
Continuing Projects
600,000
Continuing Projects 1,275,000
January/1981/June 1982:
Cost of projects
Incidental Costs
Total Cost

$

600,000
980,000
1,275,000
2,855,000
145,000
$3,000,000

Only a small allowance was made for inflation, as it was expected that the
Co-operatives would gain some financial viability, thus reducing the need for
full projected funding.
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Implementation:

January - June, 1979

(1) Formative Action
The implementation of the Work Co-operative programme began early in January,
1979. 6 Discussions were organized with various collectives and groups
already involved in Co-operative ventures and with other self employed groups.
A Task Group was also formed, consisting of five members: a representative
of the Registrar of Co-operative Societies; a representative of the
Co-operative Federation of New South Wales; two representatives from Youth
Work Co-operatives; and one person from the Community Liaison Bureau of the
Department of Youth and Community Services.
The Task Group was to be of only limited duration, and it was formed for the
purpose of carrying out the following objectives
(i)
(ii)
(iii)
(iv)

establish a funding committee;
establish a programme development committee;
decide on the procedures for the budget allocation
of the work co-operatives;
act as an interim funding committee

Meetings of the Task Group were held weekly during January and all the initial
tasks were completed in that time. Assistance was also sought, and obtained,
from the Co-operative Federation of New South Wales with regard to training
programmes, and contact with resources such as Colleges of Advanced Education,
business people and local Government councils.
Early information supplied to community groups included copies of the previously published book, Operation Co-operation and a set of guidelines for the
formation, structure and role of local Planning Committees; and for the
appointment of Development Officers.
The guidelines suggested that the Work Co-operative Planning Committees of not
more than seven people be formed in the localities where the establishment of
a co-operative was considered. The Committees were to have representatives
from business community, trade unions, service clubs, local government, other
co-operatives (all types, not necessarily work co-operatives), and the unemployed. Planning Committees were to have their life limited to the period
prior to the registration of work co-operatives as Community Advancement
Co-operatives under the Co-operation Act, 1923. 8 Prior to that registration,
Planning Committees had no legal status and those who wished to have legal
status had options to register as a charitable organization or as a limited
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The role of Planning Committees was to plan and establish work co-operatives.
This role required the Committees to undertake action for the purpose of
(i )

(i i)
(i i i)
( i v)
(v)

(vi)

developing a knowledge of work co-operative principles;
formulating aims and objectives for the co-operative;
preparing asubmission for a State Development Grant;
starting procedures towards registration;
developing contracts with relevant agencies and resources,
e.g. Small Business Agency;
selecting a Development Officer.

The guidelines gave comprehensive details of what each action involved.
Details were also included on the conditions of service and duties of
Development Officers.
Development Officers were to be responsible for the day-to-day management and
administration of work co-operatives, subject to the policy and direction of
the Planning Committee (or the Board of Directors after the Co-operative had
been registered as a Community Advancement Co-operative). They were to be
appointed on a contract of service which was to state their salary, duties
and conditions of service. Their basic functions were to be: to establish
pre-work co-operative schemes and work co-operatives within local areas; to
develop training and educational programmes for workers in co-operatives;
and to ensure proper use of co-operative resources, locally and outside the
local areas.
Their specific duties were: market research; selection and supervlslon of
staff; negotiations of Government subsidies and bank loans; development of
appropriate administration systems; and the establishment of internal
financing systems.
By May, 1979, the Programme had been implemented to the extent that: the
aims and objectives of the Programme had been clarified; the management and
advisory services had been established; the Programme had received its first
assessment; and nine work co-operative projects had been accepted for funding. 9
At the end of the first six months (January - June, 1979) nine community groups
had received funds from the Programme. Four of these had been already registered as co-operatives, and the remaining five were at the stage of initial development. (Table 1). Eight other community groups were under consideration for

-26funding as possible future Work Co-operatives. 10
To administer and co-ordinate the Programme, two committees had been
established, replacing the original Task Group: Funding Committee which
assessed submissions for funds; and Development Committee which performed an
overall co-ordinating and advisory function. The Project Administration
Officer and secretarial support were located in the Community Liaison Bureau
of the Department of Youth and Community Services.
TABLE 1

Community Groups Funded under the N.S.W. Work Co-operative
Programme in Stage 1 (January - June, 1979)

Community Groups
1.

The Team Work Co-operative,
North Sydney: (1)
(Registered Co-operative)
2. The Bondi Work Co-operative:
(Registered Co-operative)
3. The Task Force Co-operative,
Orange :
(Registered Co-operative)
4. Wollongong Planning Committee
(Proposed Co-operative)
5. The Shoal haven Youth Work
Co-operative, Nowra :
(Registered Co-operative)
6. Co-operative for Aborigines
(Registered Co-operative)
7. Manning Valley Planning
Committee, Taree :
(Proposed Co-operative)
8. Bathurst Planning Committee
(Proposed Co-operative)
9. Wagga Wagga Planning Committee
(Proposed Co-operative)

Funded for

Grant

12 months

$50,000

12 months

34,000

12 months

45,000

6 months(2)

4,000

6 months(2)

23,000

12 months

17 ,000

6 months

15,000

6 months(2)

8,000

6 months(2)

17,000
$213 ,000

(1)

Formerly Ryde Employment Co-operative Ltd.
Location changed due to lack of suitable
accommodation in the Ryde municipality.

(2)

Development grant, subject to assessment
for further funding after 6 months.
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In the assessment of the Programme in July, 1979,11 it was noted that the
participation of the unemployed in the co-operatives took three forms. First,
some of the unemployed used co-operatives for casual, short-term work to earn
money. Others attempted mainly to gain skills in order to obtain employment
elsewhere. The third group consisted of those who were interested in developing small business ventures within the co-operatives as a long-term involvement.
The latter two groups were prominent. A variety of permanent work teams was
being established, engaging in such ventures as catering, photography, gardening, cleaning, silk screen printing; and manufacturing toys, picture frames,
and other woodwork craft products.
The performance of the co-operatives showed encouraging signs of achieving a
dual objective: development of work skills among the unemployed, and giving
them work satisfaction. Some participants also engaged in bulk buying of food
and in sharing equipment and motor vehicles. These features were seen as signs
of change in the attitudes of the participants: they were turning their
attention towards achieving economic self-sufficiency rather than being interested merely in survival.
Positive signs were also seen in the response of the communities in which the
co-operatives had been established. People showed interest in the co-operatives,
and their attitudes towards the young unemployed was changing when they saw the
youths actively engaged in work and small business ventures.
A significant change was noted in the co-operatives· approach to their aims.
Prior to the introduction of the Government Work Co-operative Programme, the
work collectives had engaged mainly in casual work, so that the unemployed
could earn some money to augment their unemployment benefits. Consequently,
the available work in the collectives was shared among as many members as it
was possible so as to spread the earnings. However, the groups which had
become part of the Programme endeavoured to establish permanent business
ventures so as to achieve a degree of self-sufficiency~ This objective was
difficult to achieve with participants who were interested mainly in casual
work and whose standard of work performance was not always very high. The
co-operatives found that they had difficulties of maintaining outside work
contracts with casual labour because of low reliability of work standards and
time. The emphasis in the co-operatives was therefore changing, from sharing
income among many casual participants to building of permanent and viable work
teams. More attention was given also to market research so as to ensure penmanent demand for labour in the Co-operatives.
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2.3

Progress and Developments

July 1979 to February 1981

Activities
The period dealt with in this section was one of further extension of the
N.S.W. Work Co-operatives Programme. It was also a period of re-assessment
and subsequent modification of procedures, emphasis and direction.
(1)

From the assessment of the Programme in July 1979, it became evident that
considerable amount of work had to be done to give the Programme a clear
direction and to administer it efficiently. Certain decisions were therefore
taken to achieve these objectives. A full-time Administrative Officer was
appointed in June 1979 to assist the Programme Advisor, to be responsible for
the day-to-day administration of the Programme, and to provide information
and assistance to the Management Committees (Work Co-operative Development
Committee and the Fundi ng Commi ttee) . In September 1979, an offi cer of the
Co-operative Federation of N.S.W. was appointed for a period of six months,
with the task of developing a management promotion programme. This task
consisted of preparing and implementing an accounting system for work
co-operatives, and producing a handbook/manual.
In December, 1979, the Administrative Officer in the Community Liaison Bureau
who was attached to the Programme was on leave in Europe. While being there,
he took the opportunity of acquainting himself with the developments of Worker
Co-operatives in European countries, and he collected considerable amount of
information about their organizational structures and operational principles.
On his return, he prepared a report and a number of suggestions on how the
experience of Worker Co-operatives in Europe could be utilized in the N.S.W.
Programme. 12 His main conclusion was that a necessary prerequisite for
success in work co-operatives was a clear understanding of co-operative
principles among the participants at all levels of co-operative ventures
managers, workers, and those in support organizations. The development of
that understanding was particularly important for the N.S.W. Programme, as
there was no tradition of worker co-operatives in Australia. The Co-operative
concepts were unknown here, and if the N.S.W. Programme were to achieve its
aims, these concepts had to be learnt and translated into practice.
Worker Co-operatives had both social and economic aims; they were community
development organizations as well as business and industrial enterprises. It
was evident (the Officer observed) that some of the problems encountered in
some N.S.W. Co-operatives were due to a large extent to the efforts aimed at
applying traditional business and organizational principles to the co-operatives.
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promotion and education programme, directed at welfare professions, trade
unions, the unemployed, and government bureaucracy. There was also a need
for wider community education so as to develop a favourable environmental
receptiveness and positive attitudes to work co-operatives.
Accordingly, steps were taken early in 1980 to implement a promotion and
education programme through which the principles and aims of work co-operatives
would be explained and incorporated in the Programme. A conference for the
Participants in the Programme was held in January 1980. In February, a sum
of $30,000 was allocated for the production of two television community
service announcements and a support poster by the New South Wales Film
Corporation.* The work on the accounting systems and the handbook/manual
(referred to as the Red Handbook) was completed and both were issued to the
co-operatives. A comprehensive funding questionnaire was formulated, for
use in all submissions for funding. The co-operatives were also asked to
develop Internal Financing Systems (IFS's) so that they could build up their
own assets and more easily assess the costs and profitability of their enterprises. Another State-wide conference was held in March 1980.
In April, 1980, a business consultant was engaged as Co-operative Management
Advisor to assist with the planning and development of the Programme, to
provide information to individual co-operatives on commercial, financial
and organizational aspects, to investigate markets and sources of external
finance, and to organize training and education programmes. He was to attend
the meetings of the Development and Funding Committees as an observer (nonvoting).
Steps were also taken to review the funding procedures, and a set of guidelines was issued in June, 1980. The guidelines were formulated on the
principle that the overall goal of the N.S.W. Programme was "to promote the
creation of permanent jobs within a co-operative framework " . 13
The Funding Committee was composed of :
Departmental (YACS) Advisor on Work Co-operatives (Chairman);
Administrative Officer (YACS) as Secretary (non-voting);
Representative from the Co-operative Federation of N.S.W.;
Two Representatives of Work Co-operatives in the Metropolitan area;
One Representative of Work Co-operatives in the Rural areas;
Co-operative Management Advisor (non-voting);
* It was later decided to produce, instead, a promotional film which was to
be completed by June, 1981.
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The representatives of work co-operatives were to be elected annually at a
general meeting of all work co-operatives in the Programme.
The functions of the Work Co-operative Funding Committee were to be :
(a)

Make recommendation to the Minister for Youth and Community
Services concerning funding for work co-operatives and
support services;

(b)

ensure proper use of funds as made available, whether
by grant or loan;

(c)

develop adequate monitoring systems for use in advising
groups on finance matters.

The funding guidelines outlined in detail the procedures which the Work
Co-operatives were to follow. In summary, these consisted of :
(1) Prerequisites to Initial Application for Grants: existence of a
Planning Committee; knowledge of co-operative principles; formulation of
aims and objectives for a Community Advancement Co-operative; evidence that
some potential markets had been identified; evidence that suitable options
for premises had been investigated. Applications had to contain information
on the nature of the enterprise; income and expenditure budgets, projected
manpower and production estimates; and other relevant information on the
organizational and financial aspects.
(2) Monitoring of Performance: questionnaires designed to obtain information on the progress of co-operatives were to be filled in quarterly, and
returned to the Funding Committee, together with audited financial statements.
(3) Continuing Funding
within the overall goals of the Programme, the
Funding Committee would not support groups which acted as casual job agencies,
and a group·s performance and potential for creating permanent jobs would be
a factor in determining the allocation of funds. Also, funding for the
expansion of activities would be by loans rather than grants.
(4) Accountability: a general condition emphasized in funding was to be a
stricter accountability in the use of grants and ensuring that all funded
groups move towards becoming viable independent enterprises, offering
permanent jobs for their participants.
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The report for the year ended 30 June, 1980 14 showed in that year $775,000
of the previously estimated expenditure of $790,000 was allocated to the
Programme. Of this amount, $692,600 was allocated to the co-operatives and
$82,400 was spent on: consultancy ($25,000); management training ($27,400);
and community education ($30,000). The total expenditure from the start of
the Programme in January, 1979 was $890,000. In that time, the report stated
(1)

Seventeen groups had been funded (8 in the metropolitan area,
and 9 in the country areas) and 48 business ventures and/or work
teams had been established.
(2) 77 full-time and 80 part-time jobs had been created.
(3) A further estimated 167 persons had found employment in the
private sector as a direct result of skills developed in the
co-operatives.
(4) 93 persons worked in co-operatives on a casual basis: these
were mainly craft people who worked at home and sold their
products through the shops established by the Co-operatives.
(5) Of the persons working in the co-operatives at 30 June, 1980, 102
tad been in recei pt of un811 pl oyment benefi ts at the time of joi ni ng the
co-operative. The estimated savings on unemployment benefits
(calculated at $52 per week for 24 weeks) were $127,296. If the
savings on unemployment benefits that would have been paid to
the people who had found work in private industries as a result
of the training in the Co-operatives (167 persons) were added
(calculated as above), this would add another $208,416 bringing
the total savings on unemployment benefits to $335,712.

The report also stated that some of the important results achieved in the
Programme were not quantifiable, such as the impact on the community,
involvement of business people in committees, improved community attitudes
towards the unemployed, and personal and social development of previously
unemployed people as well as their learning of work skills and co-operative
enterprise management.
In the latter part of 1980, it became apparent that more attention needed to
be given to the educational aspects of the Programme, so as to improve the
management, administrative, productive and marketing skills in the co-operatives.
Before the appoi ntment of the Management Advi sor in April 1980, promoti ona1
and educational matters were handled chiefly by the Co-operative Federation of
New South Wales (an officer of the Federation was appointed for that purpose
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shared between the Federation and the Management Advisor. A decision was
made in October to appoint a full-time Training Officer whose task was to be
to prepare and implement a comprehensive training programme which would include
all matters related to the operation of co-operatives.
Another State-wide conference of the participants in the Programme was held in
August 1980. At that conference a steering committee was formed for the
purpose of investigating the feasibility of forming an Association of Work
Co-operatives. The conference also decided to change the name of the Funding
Committee to Submission Review Committee, and to reduce its composition to
four people: the Programme Advisor, the Administrative Officer, the
Financial Controller (Accountant) of the Co-operative Federation of N.S.W.,
and the Co-operative Management Advisor (non-voting). The representatives of
work co-operatives were not to be members of that Committee, as the conference
decided that their participation in decisions concerning allocation of funds
to individual co-operatives would, at time, lead to a conflict of interests.
The conference also decided that both the Work Co-operative Development
Committee and the Submission Review Committee were to meet regularly each
month.
Other tasks attended to in the second half of 1980 were
(1)

(2)

(3)

(4)
(5)

A magazine WORKLINK was first published in June, and was to be
published monthly from then on. The magazine was to contain
information on the developments in the Programme and in the
individual co-operatives, as well as providing information on
various aspects of work co-operative management and reporting
on work co-operative developments in Australia and overseas.
A concise members' handbook, Work Co-operatives - An Introduction
was produced (referred to as the Yellow Handbook, to distinguish
it from the earlier-mentioned Red Handbook).
A Resource Centre was established (at 265 Castlereagh Street,
Sydney) in November, providing accommodation for the Advisory
Unit, conference and meeting room, and a library.
The matters related to the conditions of workers' compensation
entitlements for members of work co-operatives were clarified.
Arrangements were made with the Commonwealth Department of
Employment and Youth Affairs for work co-operatives to accept
people for training under the SYETP and NEAT programmes.
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(7)

An advance of $500,000 from the funds initially allocated for
the year 1981-1982 was negotiated with the Treasury, so that
the allocation of funds to work co-operatives would be made with
consideration given to the longer-term planning and development.
Sub-committees were formed with given tasks of providing information and advice on financial, legal, administrative, production,
and other related matters.

In the report, issued in February 1981,15 further progress in the Programme
was noted. In summary, the reported results were as shown in Table 2.
TABLE 2
Allocation
(Including
Allocation
Committee
Allocation
operations
Allocation
Management
Consulting

Summary of Progress Report, February 1981
to 17 co-operatives and collectives
capital, training and administration)
to the Aboriginal Work Co-operative
to three co-operatives which had ceased
for Programme evaluation
services (including Departmental and
staff)

Full-time permanent jobs, as at February, 1981
Part-time permanent jobs, as at February,1981
Casual employment jobs, as at February, 1981
Estimated number of people who had found employment
directly as a result of work experience with
co-operatives
Estimated Savings on unemployment benefits :
-198 persons, calculated at 24 weeks x $52 per week
-210 persons who went to outside employment
calculated at 24 weeks x $52 per week
Estimated Income Tax paid on worker's earnings
(for last 12 months)
Number of enterprises and/or work teams
Assets owned by Co-operatives (excluding stock)

$1,288,234
$

25,400

$
$

56,113
15,213

$ 189,181
$1,574,141
141
59
120
210
$ 247,104
$ 262,080
$ 250,000
51
$ 332,000
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Chapter 3
THE NEW SOUTH WALES WORK CO-OPERATIVE PROGRAMME :
11 - PROGRESS TO JUNE 1981, AND PLANS TO JUNE 1982
3.1

Developments from February to June, 1981

The feature of the Programme during the first half of 1981 has been a range
of activities aimed at consolidation of business operations in the cooperatives, and at planning and implementation of measures which would ensure
viability of the co-operatives as independent worker co-operatives by June,
1982; that is, by the time the N.S.W. Work Co-operative Programme, as
introduced in 1979, had run its course. The work of the Development Committee
and its Advisory Unit focussed on five areas:
(a)

(b)

(c)
(d)

(e)

Implementation of an education programme aimed at developing
management, organisational, and co-operative knowledge and
skills in the participants;
Preparation and implementation of a corporate plan, with
specific objectives and dates by which these objectives were
to be achieved;
Development of advisory, co-ordinating and support services;
Development and introduction of modified procedures for funding,
which would be appropriate for the forthcoming stage of the
Programme until June, 1982.
Completion of a promotional programme, including a promotional
film, and identification of community groups which were to be the
"targets" of promotion.

(1) Education and Training
Early in March, the newly appointed Training Officer submitted a comprehensive
training programme to the Development Committee. 1 The programme was to be
implemented during 1981 and would consist of a series of "pac kages", each
dealing with a specific range of aspects related to work co-operatives:
goals of the N.S.W. Work Co-operative Programme; Co-operative principles and
practices; organisational skills; and business management skills.
The training programme also entailed: (i) the establishment of a library
and resources centre for use by the co-operatives; (ii) an education
programme for the people in the Programme who would undertake education and
training tasks at local level; (iii) special training programmes for
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Development Officers and for administrators/bookkeepers; (iv) community
education, (including the release of the promotional film).
A one-day training seminar was held for administrators and bookkeepers in
March. The subjects covered essential bookkeeping methods, management of
cash flows, costing of production, creditors and debtors accounts, and other
related matters.
An arrangement was made with the School of Business Administration of
Macquarie University for postgraduate students studying for the degree of
Master of Business Management to do field studies in three co-operatives in
the metropolitan area. The purpose of these studies was for the students to
learn about small business in co-operative settings and for the co-operatives
to gain valuable information from students' work.
Training sessions for the members of co-operatives were scheduled for the rest
of the year, and films and videotapes were to be included in training
material. The first of these was to be held in June, for the people who were
to become local trainers in individual co-operatives.
(2) The Corporate Plan
In early March, 1981, the Work Co-operative Development Committee (the
principal management and advisory body) formed a planning sub-committee for
the purpose of identifying the tasks that needed to be attended to in the
forthcoming months if the co-operatives were to achieve independent viability
by June, 1982. At the same time, the Development Committee decided to change
the name Work Co-operatives to Worker Co-operatives on the grounds that the
success of the co-operatives depended on workers' initiative and motivation,
and not on the mere provision of work alone. The Development Committee was
hence to be known as Worker Co-operative Development Committee. 2
The result of the planning sub-committee's work was a corporate plan for the
programme as a whole and for individual co-operatives. The plan was discussed
and its form agreed on at a two-day Conference of Development Officers held
on 1-2 May, 1981. 3
The basis of the corporate plan was the social objectives of the N.S.W. Work
Co-operative Programme. These objectives were re-stated as follows:
(a)

to promote job generation for young people through work
co-operatives;
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(b)

to promote viable worker co-operatives throughout the
State, particularly in areas of high unemployment;
(c) to promote the potential of work structures based on cooperative principles;
(d) to give local community people a potential for constructive
action in the face of increasing unemployment;
(e) to encourage young co-operative members to acquire work and
social skills;
(f) to promote the potential of worker co-operative members to
develop group measures to reduce living costs.

A consensus was arrived at that the best means for the achievement of the
stated social objectives was to accept the principal aim of the Programme,
vi z. ,
establish independent viable businesses in which ownership
and control is vested in those who are actually working in
the business, and is exercised in a democratic manner.
The Conference participants also agreed that certain specific objectives had
to be reached during the forthcoming months if the principal aim of the
Programme and its social objectives were to be fulfilled. These objectives
were :
all co-operatives should aim to become registered as
worker co-operatives under the Co-operation Act, 1923;
(i i)
real ownership and control of co-operatives by worker/
members should be achieved;
(i i i) viable business enterprises should be established;
(i v)
co-operatives should develop effective organizational
structures;
(v)
preference in employment should be given to unemployed
people;
(vi)
definite steps should be taken to increase community
awareness of worker co-operatives;
(vi i) commitment should be made to the continuation of the
Programme and to further development of worker co-operatives.

(i)

With regard to the registration of co-operatives, the Development Committee
noted that the provisions of the Co-operation Act 1923 presented certain
difficulties for worker co-operatives. A sub-committee to examine this
matter was, therefore, appointed and an allocation of $3,600 was made to employ
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a legal consultant who on behalf of the sub-committee would study and clarify
the areas of the law related to worker co-operatives,4 so that appropriate
recommendations could be made with regard to suitable amendments to the
Co-operation Act.
Advisory and Support Services
(a) Co-operative Management Advisor
The role of the Co-operative Management Advisor also became a subject for reassessment. The advisor was responsible for a wide range of tasks; e.g.
providing information and advice to the Work Co-operative Development Committee
and Submission Review Comnittee, investigating sources of outside finance and
market research, assisting individual co-operatives in their business operations,
and carrying out research and planning for the whole Programme.
(3)

The main issue that came to be considered concerned the matter of priorities in
the Advisor's functions, viz., whether he should concentrate on providing
information and advice for the whole Programme, or whether he should give more
attention to the needs of individual co-operatives. Early in the year, the
former tended to receive priority, but in May the emphasis changed towards
the latter, mainly due to the requests from the co-operatives.
(b) The Association of Work Co-operatives
Ever since the start of the N.S.W. Work Co-operative Programme in 1979, the
Co-operatives had been seeking to establish means through which individual
co-operatives would communicate with one another, exchange information, and
attend to tasks of common interest. Hence the notion of establishing an
association of work co-operatives came to be considered. It was thought that
such an association would become a spokesgroup for all work co-operatives, and
could play a significant role in influencing future development of cooperatives and of work co-operative movement. An association would thus become
an important resource and support service for all co-operatives.
A steering committee was formed in August 1980 to examine the issues involved
in forming such an association. After the steering committee1s investigation
had been completed, a general meeting of members representing all cooperatives in the N.S.W. Programme was held in Sydney on 2 May, 1981, and the
meeting resolved to form an Association of Work Co-operatives of New South
Wales and to adopt the constitution which was proposed by the steering
committee. The inaugural meeting of the Association was held on the same day;
the meeting ratified the Constitution and elected a Management Committee of
seven members. 4

- 39 The first meeting of the Management Commiteee was held on 13 May, 1981. That
meeting elected the office bearers (Chairman, Secretary, Treasurer), and among
the resolutions passed was one to appoint a sub-committee which was to
es tablish the present position and future policy on relationships between
the Association (registered as Acheter Pty. Ltd.), and the Department of Youth
and Community Services, the Advisory Unit, the Worker Co-operative Development
Committee, and the Co-operative Federation of New South Wales 5
lI

ll
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Funding
(a) New Funding procedures
Subsequently to the acceptance by the Development Committee of the re-stated
aims and objectives of the Programme, as stated in the organisation plan for
1981/1982, modified procedures for funding were formulated. 6 The allocation
of funds in the ensuing months was to be made on the assumption that the
majority of co-operatives would have had adequate time to establish enterprises capable of generating sufficient turnover revenue by June 1982 to
support all general operational overheads. Some co-operatives still needed
consolidation of their work areas during 1981/1982 and most of them needed to
improve their financial and management skills. The participants in the
Programme had to note that the Worker Co-operative Development Committee and
the Submission Review Committee had the responsibility to ensure that all
steps considered necessary were taken to provide services and support as to
enable the worker co-operatives to achieve financial viability by, or soon
after, June 1982. For this reason, co-operatives seeking support for new
enterprises or continued funding of operational expenses had to accept the
conditions and directions of these two Committees in order to obtain funds.
(4)

In many respects, the new procedures were similar to those issued in 1980, but
more emphasis was now given to strict accountability criteria and to the
necessity of ensuring that individual co-operatives conducted their activities
in such a way as to meet the aims and objectives of the Programme for 1981/1982,
(see Appendix 3). A model of monthly financial statements was developed to
assist the co-operatives in meeting these aims and objectives.
(b) Establishment of a Worker Co-operative Bank
In the endeavour to encourage self-sufficiency of worker co-operatives, the
Development Committee had for some time explored the avenues of outside
sources of finance which the co-operatives could use in their operations and
expansion of activities. As the co-operatives consolidated their enterprises,
they also showed preference for funds allocated in the forms of loans, rather
than grants, as this gave them a better indication of the viability of their
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The co-operatives which were registered as such under the Co-operation Act,
1923, and became members of the Co-operative Federation of New South Wales,
have been using the Federation's Central Banking System for both loans and
savings purposes. The Federation has also provided business advice to its
members.
As part of the organisation plan for 1981/1982, the Development Committee
recommended to the Minister for Youth and Community Services that $300,000
from the funds allocated to the N.S.W. Work Co-operative Programme be used to
establish a "Worker Co-operative Bank in the Central Banking System of the
Co-operative Federation of N.S.Wo Approval of this recommendation was given
and the Bank was established in June, 1981. 7
ll

The main purpose of establishing the Bank was to provide a source of
"revolving finance thus making a better use of the available finance and
enabling the co-operatives to plan their activities in a longer-term perspective, beyond June 1982, that is, beyond the time the current phase of the
Programme will have run its course.
ll

,

The new banking system is to operate on the following conditions
(i)

The controlling authority of the Bank will be the
Submission Review Committee via the Worker Co-operative
Deve 1opment Committee, and the funds wi 11 be admi nis tered
by the Bank in accordance with the Committee's decisions.
(ii) Submissions for loans are to be assessed by the Committee
in accordance with the funding procedures of June, 1981.
(iii) Decisions in approving loans from the fund will take into
account the potential business prospects of the Cooperative requesting a loan, as well as its management
skills and its ability to repay the loan.
(iv)
Loan arrangements will be established with the cooperatives under the rules of the Supreme Court of N.S.W.
Interest rates, terms of repayment and contract arrangements will be determined by the Submission Review Committee
in conjunction with the staff of the Bank. Interest rates
charged will be adequate to cover the costs of administering
the loan.
(v)
The funds will be placed in a special interest bearing
deposit while not out on loan. Repayment monies will also
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be placed in the same account. The funds will revert
to the Minister for Youth and Community Services if he
calls for this to be done.
(vi) While the Co-operative Federation will act on the
Minister's behalf in administering the Bank, it will not
thereby incur a responsibility to repay any greater amounts
than those that will be recovered under the contract
arrangements determined by the Committee in each case.
(vii) A monthly report will be forwarded to the Minister, giving
details of all transactions and repayment positions on each
loan. The report will also include comments about any
encountered problems, as well as comments about the effects
of its operations, and any other relevant comments.
3.2 Position as at June 1981
Information presented in this section has been obtained from the documents
related to the N.S.W. Work Co-operative Programme, held in the Community
Liaison Bureau of the Department of Youth and Community Services; and from
the field survey conducted during April and May, 19810 As it was done in
Chapter 2 and in the previous section of this chapter, statistical tables and
explanations are presented here without evaluative comments; these are
given in Chapter 4. Also, information has been assembled so as to give a
perspective on the whole Programme rather than on the individual cooperatives. Individual profiles of all co-operatives in the Programme have
been presented in Appendix 1.
(1) Extent and Diversity of Co-operative Enterprises
At the end of May, 1981, fifteen active work co-operatives were in the
Programme: six in the metropolitan area of Sydney and nine in country
areas. Most co-operatives were engaged in more than one business enterprise,
and more than one half of the enterprises were in the services industry.
Enterprises in services industry were the main feature of the co-operatives
in the metropolitan area and they were also prominent in country areas,
although manufacturing industries constituted nearly one-third of the
enterprises in country co-operatives. All together, the fifteen cooperatives were engaged in 47 individual enterprises; 21 in the metropolitan area, and 26 in country areas (Tables 3 and 4).
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TABLE 3

No. of Co-operatives and No. of Enterprises
Location of Co-operatives
No. of Enterprises
in a Co-operative
City
Country
One
2
Two
1
2
Three
1
2
Four or more
3
4
No. of Co-operatives
6
Source : Field Survey, May 1981.
TABLE 4

2
3
3
7

15

9

Categories and No. of Enterprises in
Co-operatives (May, 1981)

Category/No. of Co-operatives

City

Country

(6 )

(9)

(IS)

2
1
1
3

2
1
1
3

1

1

8

8

3

8
3
2

Manufacturing :
1. Woodwork, furniture, etco,
2. Crafts, artifacts, ceramics
3. Clothing, rugs, etc.,
4. Fibreglass, plaster products
5. Bush products, landscaping
supplies

Services
6. Garden maintenance, landscaping
7. Home renovations, maintenance
8. Catering/Restaurant
9. Courier, transport, removal,
storage
10. Cleaning, demolition, domestic
and handyman services
11. Printing, photography
12. Computer accounting, management
services
13. Recycling (aluminium)
14. Other (laundry, crop picking,
bicycle repairs, etc.

Reta 11 Sa1es :
15. Art, Craft
16. Clothing (incl. design, repairs,
manufacture)
17. Food, fruit, bakery, gen.store
18. Garden nursery

Total No. of enterprises
Source:

Total

Field Survey, May 1981.

5
3
1

1

Tota 1

1

1

4
3

1
1

3
2

1
1

1

2

3

2

5

17

12

29

1

1

2

5

2
5

1

2

1

1

4

6

10

21

26

47
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TABLE 5

AGE GROUP (YEARS)

CITY (N=52)
15-19 20-24 25+

TOTAL

COUNTRY (N=38)
15-19 20-24 25+ TOTAL

GRAND
TOTAL

Men
Women

10
6

12
5

12
7

34
18

9
1

2
5

14
7

25
13

59
31

Persons

16

17

19

52

10

7

21

38

90

16

13

41
4
4
3

10

7

11

2
2

12
2
2
3

1
2
3
4

28
1
2
3
4

69
5
6
6
4

8
7
1

9
1
7

10
5
4

27
13
12

7
2
1

5
1
1

8
7
6

20
10
8

47
23
20

11

12
3

33
8

6
1

4
1

19

2

10
3

29
2

62
10

3

4

4

11

3

2

2

7

18

14

5
4

10

29
4

7
1

6
1

9
6

22
8

51
12

1
1
5

2
6
16

6
3
18

9

2
7

6

6
2
33

15
12

39

4
2
20

72

15

14

8

37

10

3

14

27

64

8

8

23
4
4

5

3
2

11

5
3

2
1
6
4

10
1

1
6

7
4
2
3

7

33
5
17
18

15

16

11

42

13

5

13

31

73

Dependants :
None
1
2
3
4 or more
Time employed in Co-op.:
- up to 6 months
- 7 to 12 months
- over 12 months
Working :
- F/T (at least 35 hrs.
per week)
- PIT (20 hours +)
- PIT or casual (less
than 20 hrs.)
Education :
- School Cert. or less
- Higher School Cert.
- Tertiary or Post
Secondary/Technical
- Not indicated
Previous work experience 1
Unemployed when joining
Co-operative 2
Unemployment :3
- up to 6 months
- 7 to 12 months
- more than 12 months
- length not indicated
Total previously
unemployed

1
2

10

1 Means 'Yes'.
2 Means 'Yes'.
3 Unemployment in 3 years prior to joining co-operative.
Source:

Field Survey.

13
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As at 1st June, 1981, the Co-operatives in the N.S.Wo Work Co-operative
Programme provided employment for 177 persons: 116 working full-time,
37 part-time, and 27 on casual basis (Table 6). As part of our field survey,
we issued written questionnaires in which we asked for personal details of the
workers employed in the co-operatives: age, number of dependants (if any),
education, length of time in the co-operative, and previous employment/
unemployment history. We received returns from 90 workers, and their
aggregated answers are shown in Table 5. Persons employed as Development
Officers in the co-operatives are not included in those statistics.
In summary, the results indicate the following personal characteristics of
the workers
Approximately two-thirds of the workers are men and onethird are women. The distribution of sexes is the same
in the metropolitan area as in country areas. The age
group 15-19 years constitutes 29 per cent of all workers,
and 56 per cent of workers are in the age groups 15 to
24 years. In country areas, there is a larger proportion
of workers in the age group 25 years and over. Threequarters of workers have no dependants; the others have
together 55 dependants.
More than one half (52 per cent) of the workers have been working in the cooperatives for 6 months or less; of the remainder, 26 per cent have been
working for 7 to 12 months, and 22 per cent for 12 months or longer. More
than two-thirds (69 per cent) are working full-time; of the other third,
some work part-time between 20 and 35 hours a week and others work part-time
or on a casual basis for less than 20 hours a week.
The majority of workers (57 per cent) have indicated education standard of
School Certificate or less; 13 per cent have reached the level of the Higher
School Certificate, and 17 per cent have had post-secondary technical or
tertiary education (13 per cent of answers have not given information on
education levels).
Most workers (80 per cent) had some previous work experience prior to joining
a co-operative, although our analysis of the answers shows that in many cases
that experience was of only a short duration - a few weeks - and often only in
part-time or casual work. Over two-thirds (71 per cent) were unemployed at the
time of joining a co-operative, and 81 per cent of workers had been unemployed
at some stage during the previous 3 years. The length of unemployment varied
from up to 6 months (45 per cent) to more than 12 months (23 per cent) and of
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the latter group most had been unemployed for over 2 years. On the whole,
workers in the country had been unemployed for longer periods prior to
joining a co-operative than workers in the metropolitan area (25 per cent of
those previously unemployed have not indicated the length of unemployment).
(3) The N.S.W. Work Co-operative Programme: Results to June 1981
Table 6 shows the funds allocated to the co-operatives from the start of the
Programme in January, 1979 to June, 1981;8 the assets currently held by the
co-operatives; and their gross revenue for May, 1981. It also shows the
number of people currently employed in the co-operatives and the number of
those who had worked in the co-operatives at some stage and had since found
employment elsewhere.
It can be seen from Table 6 that of the 21 groups funded under the Programme,
six groups have now closed. Three of these did not proceed beyond the initial
formation stage. From examination of the records it appears that two of these
had experienced difficulties in establishing viable organisation/management
structures and the third had started a commercial venture (a retail seafood
store) which had to be closed shortly afterwards because of the problems with
health regulations. The other three co-operatives have ceased operations in
1981, as their prospects of viability were shown to be poor (see Appendix 1).
However, as indicated in Table 6, while these groups have now ceased
operations, a number of people had received work experience in them and are
believed to have subsequently found employment elsewhereo
(4) Employment and Revenue Projections
Table 7 shows the expected position of the Programme in December, 1981, with
regard to the number of jobs, revenue, and new business ventures. 9 The
comparison between this Table and Table 6 indicates that the Programme (at the
time of writing of this Report, i.e., June 1981) is in a stage of consolidation.
Most co-operatives in the Programme began to establish proper business ventures
in 1980 or early in 1981, and their projections are, therefore, based on the
past experience of a year or less.
The NUNGERA Co-operative at Maclean (Northern N.S.W.) is an established
Aboriginal co-operative which has applied for funds to the Programme as a
research and development grant to investigate the feasibility of establishing
a metal work enterprise as a separate worker co-operative. Other sources of
finance are negotiated for this enterprise.
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N.S.W. Worker Co-operative Programme
as at 1 June, 1981

Co-operative

No. of Jobs (l)
F.T P.T Cas.

Outside Revenue Assets
May 1981

Funds
allocated
to date

$

$

Metropo1itan :
1-

2.
3.
4.
5.
6.

Auburn W. Coll(2)
Workforce Enterprises, Canterbury/
Bankstown
Fairfield W.Co11(2)
Hills Work Co11 (3)
Northern Beaches
Pipeline
Teamwork (N. Sydney)

Total Metropolitan

7

2

1

8

4,900

47,000

83,590

11

6
6

1
1
2

1
1

36
7
12

5,100
4,600
5,000

25,000
7,000
9,500

116,834
116,290
10,619

11
12

1
8

2
9

35
46

11 ,500
9,100

28,000
5,000

94,740
112,518

53

15

14

145

40,200

121,500

534,591

3

1

4

39,500

78,375

10
7
9
8
9

4
3
3
2
4
1

24
20
56
42

22,000
4,600
4,500
17,300
11 ,000

8,000
88,000
22,000
8,500
10,000
11 ,500

13,000
129,731
113,400
99,500
91,917
108,968

10

2

21

10,600

22,000

122,115

7

2

2

9

3,100

66,000

173,140

63

22

10

176

73,100

275,500

930,146

116

37

24

321

113,300

397,000

1,464,737

Country :
7.

Omnibus tgyerpriSes,
Armidale

8.

Be11 i n~~~ Emp l.
Co-op.
Gosford W.Co-op.
Manning (Taree)
Newcastle W.Co11.
Shoal haven (Nowra)
Taskforce (Orange)
Crow Enterprises,
Wagga Wagga
Workop Industries,
Wollongong

9.
10.
1l.
12.
13.
14.
15.

Total Country
Total in Programme

(5)
6
2

Table 6 continued
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N.S.W. Co-operative Programme, as at 1 June, 1981

Co-operative

Total b/fwd.

No. of Jobs (l )
F.T P.T Cas.

116

37

24

Groups now closed
Bondi Co-op.(June ' 81)
Camden/Campbel 1town
(April '81)
Boondi Products,
Mt. Druitt (May'81)
Aboriginal Work Coop. Committee \ 6 )

Outside Revenue Assets
May 1981
321

113,300

397,000 1,464,737

30

72 ,307

35

83,301

6

44,910
25,400

Did not proceed beyond
feasibility stage:
Bathurst (July '80)
Randwick (May '80)
Queanbeyan (June '80)

17,755
14,731
23,627

4

3
5

Currently researched :
Nungera Co-op. (Maclean)
Totals
Management
Worker Co-operatives
Unit, Y.A.C.So
Advi sory Unit
Evaluation
TOTAL

Funds
allocated
to date

4,000
116

37

24

404

113,300

397,000 1,750,768

1

7,000

3
1

121

37

24

404

36,900
163,668
15,213

$113,300 $404,000 $1,966,549

Source: Report of the Worker Co-operative Development Committee, June, 1981.
Cl} "outside" is the number of people who have found employment outside after a
period of training and work experience in a co-operative.
(2) Auburn and Fairfield groups are to amalgamate into one group in July, 1981.
(3) Has also received funds from the Western Suburbs Area Assistance Scheme
(WSAAS) •
(4) Armidale has closed its landscaping workteam and is starting a printery.
Bellingen is preparing to start furniture manufacturing.
(5) Newcastle Collective has 106 members who are craftspeople who sell their
products through a shopfront "Crafts Co-operative" shop which is manned on
roster by craft members.
(6) This Committee is currently being reconstituted.
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N.S.W. Worker Co-operative Programme
Employment and Revenue Projections,
December, 1981

Co-operati ve
Metropolitan:
1. Auburn/Fairfield
2. Canterbury/Bankstown
3. Hills Work Collective
4. Northern Beaches
5.

Teamwork (Nth. Sydney)

Total Metropolitan
Country :
6. Armidale
7. Bellingen
8. Gosford
9.
10.
11.
12.
13.
14.

Manning (Taree)
Newcastle
Shoal haven (Nowra)
Taskforce (Orange)
Wagga Wagga
Wo 11 ongong

15. Nungera (Maclean)

No.of Jobs
F.T P.T.

16
21

3

9

2

Monthly
Revenue

Planned new Categories
(1)

15

10

Flag manufacturing
as at June, 1981(2)
Joinery, Lawn Maintenance
Mower Service and Garden
Centre
11,500 as at June, 1981

79

15

80,200

4

2

18

$ 20,100
20,600
10,000
18,000

7,000 as at June, 1981
8,000
38,000 Building, Hot Br~~d
making and Sales t )
8,500 as at June, 1981
30,000 *Crusher and cement works
40,000 *Joi nery
17,600 *Joinery
18,000 as at June, 1981
37,500 Electronicand white good
services, and fibreglass
11

6

14

5

10
19
12
15
15
17

3
3

8
2
2

4

11

11

11

(being

6

researched) *Meta 1 Workshop
Total Country

118

29

204,600

Tota 1 Programme

197(4) 44

$284,800

(5)

(l)Planned new enterprises marked * are not yet funded.
(2)See Profiles of Co-operatives, Appendix 1.
(3)Loan is sought from Commonwealth Development Bank to establish this
enterprise. Equity has been provided from the Programme funds.
(4)Plus 3 persons in the Advisory Unit.
(5)The projected total No. of enterprises for all co-operatives is 58.
Source: Worker Co-operative Development Committee, Report, June, 1981.
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(5) Administration and Management of the Programme
The Minister responsible for the N.S.W. Work Co-operative Programme is the
Minister for Youth and Community Services. Two staff members of the Community
Liaison Bureau in the Department of Youth and Community Services are involved
in the administration of the Programme; one as Programme Advisor, and the
other as Administrative Officer who is responsible for the day-to-day
administration and also acts as Secretary to the Committees.
There are two Committees. The first is the Worker Co-operative Development
Committee which formulates policy and planning for the Programme. Its
membership consists of three representatives from the co-operatives, one
representative from the Co-operative Federation of New South Wales, and the
Government representative (the Programme Advisor). The Administrative Officer
(or Secretary), the Co-operative Management Advisor and the Training Officer
attend in a non-voting capacity.
The second committee is the Submission Review Committee. It has a membership of four people: the Programme Advisor, the Administrative Officer,
the Financial Controller (Accountant) of the Co-operative Federation of N.S.W.
and the Co-operative Management Advisor (non-voting). This Committee decides
on the allocation of grants and/or loans to the co-operatives, and its
recommendations are forwarded to the Development Committee for approval prior
to being submitted to the Minister as recommendations for his approval.
The Advisory Unit has a staff of three persons: Co-operative Management
Advisor, Training Officer, and Secretary/Typist. The Management Advisor
provides business consultancy to the co-operatives, co-edits the "Worklink"
monthly newsletter, and acts as consultant to the Programme as a whole.
He is a non-voting member of the Submission Review Committee, and both he and
the Training Officer are non-voting members of the Worker Co-operative
Development Committee.
At the level of individual co-operatives the Management is in the hands of a
Board of Directors, elected according to the legal status of a particular
groupo As mentioned earlier in this report, some co-operatives are registered
under the provisions of the Co-operation Act, 1923 (N.S.W.); others are
registered as proprietary limited companies pending their registration as cooperatives. One group is registered as a charitable organization, and three
operate as collectives. (May 1981).
The Development Officers are appointed as day-to-day managers of Co-operatives.
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They are employed by the local management bodies (Boards) but their salaries
are subsidized by the grants the co-operatives receive from the Programme.
Their salary component is expected to be increasingly borne by the cooperatives from turnover revenueo
The Association of Worker Co-operatives of New South Wales was formed only in
May, 1981, and its role in the Programme is still in the process of formulation.
(The Management and organizational structure of the Programme is shown in
Fi gure 1).
Figure 1:

The Structure of the N.SoW. Worker Co-operative Programme,
June, 1981
MINISTER _ _ _ _ _ _ _~) ASSOCIATION OF
WORKER CO-OPS

rWorker co-op) Reps. of
Submission
"",J Deve 1opment ) Depto and
~ Review
Programme Advisor Committee
Worker Co-ops Committee
Admin./Secretary l
YACS

Emp1oys

-----~)

-~)

Reps. of
Dept. and
Worker Co-ops

Management
Adviser
Training
Officer

WORKER CO-OP
BOARD OF
DIRECTORS

DEVELOPMENT OFFICER

J------±-----J;---J,
EDUCATION
Members
Community
Schools

Pre Co-op
Enterprises

Worker
Co-operative
Enterprises

Resources
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Chapter 4
EVALUATION
4.1 Criteria for Evaluation
At the time we started the study of the N.S.Wo Work Co-operative Programme
(February, 1981), we accepted the manifest aims and objectives of the
Programme as the criteria for evaluation. The Programme was initiated early
in 1979 as a response of the N.S.Wo State Government to the problem of unemployment, especially unemployment of young people, but it was envisaged to
be more than a "job creation" programme
it was to be a form of Government
support to independent community groups in self-help ventures designed to
combat the effects of unemployment.
During the implementation phase, the aims of the Programme had been clarified
and refined, and by 1981 the overall aim of the Programme was stated to be
lithe development of permanent jobs through the establishment of new businesses
within a co-operative framework". 1 This aim was to be implemented through a
number of operationalized objectives derived from it. These were:
(1)
(2)
(3)
(4)
(5)
(6)

To encourage local communities to undertake the planning
and development of work co-operatives;
To provide proper resources to local communities to enable
them to achieve the Programme goal within their areas;
To promote work co-operatives to achieve financial independence
from Government;
To encourage the development of an association of work cooperatives;
To monitor and evaluate developments within the work cooperative programme;
To ensure the development of training and education resources
for work co-operatives.

From the overall aim of the Programme and from its objectives four areas of
activity were identified for the purpose of evaluation:
(a)
(b)
(c)

Viability of work co-operatives as economic units;
Viability of individual operations as work co-operatives;
Comparative usefulness of the programme as a Government job
creation measure;
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(d)

Work values, work attitudes and career planning within
work co-operatives.

The methods we have adopted in the approach to the study of the Programme have
been outlined in the Introduction (Chapter 1). In brief, the methods consisted
of: study of relevant documents, participant observation at meetings of
Programme's Committees, field survey in the form of face-to-face semi-structured
interviews, and unstructured discussions with various persons involved in the
Programme.
In this Chapter, descriptions, explanations and comments refer, first, to the
Programme as a whole; examination of aspects of individual co-operatives is
considered next; followed by evaluative comments on the Programme; and
closing with identification of particular issues, and general conclusions.
4 2 Initiatives, Concepts and Aims
(1) Initiatives
As mentioned in Chapter 2, the first initiatives towards the formation of work
co-operatives in New South Wales appeared in 1977. The initiatives came from
some Project Officers of C.Y.S.S. and from community groups. Specific
proposal for a Government-sponsored work co-operative programme came in 1978
from the Deputy Premier's Policy Secretariat. The Government accepted the
proposal, allocated $3 million for its implementation, and the Minister for
Youth and Community Services accepted the responsibility for its development
and administration. The Programme was thus a response by the N.S.W. Government to the problem of unemployment, especially unemployment of young people.
The intention was to assist the initiatives which had already taken place in
the community and to facilitate new initiatives. This was to be done by the
allocation of funds and by the provision of co-ordination and support services.
0

Of the 21 work co-operatives that have received funds from the Government
Programme by June 1981, six began operation before they received funds, and
four of these started operating before the Programme was introduced (see
Appendix 1: Profiles of Co-operatives). Because community initiative was
an important part of the Programme, we attempted to identify the sources of
initiatives in our field survey. The results are shown in Table 8.
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TABLE 8

Sources of Initiatives for the Establishment of Co-operatives

Sources of Initiative

l.

Project Officers (CYSS)
and/or Community Youth/
Social Workers

2.

3.

4.

Year of Establishment
City
Country
1978 1979
1978 1979
2

2

6

Local Councils plus
Citizens and/or CYSS
Committees

4

2

6

Local Citizens and the
Unemployed

1

3

5

Existing Voluntary
Community Organizations

2

5.

Students and Staff (TAFE)

6.

Citi zens and Project
Officers (CYSS)

Total Co-operatives established
Source :

2

Total

1

2
1

2

9

2

1
1

1

8

21

Field Survey, May 1981.

Three of the four co-operatives which had been started before the NoS.W.
Programme was introduced were still in operation at the time of the survey
and the fourth ceased operations in June, 1981. It is also evident that
community initiative and continuous community support have been significant
factors in the operations of all co-operatives. However, the number of cooperatives that have been formed after the introduction of the Programme
indicates that community initiatives can be stimulated and facilitated by
Government supporto
(2) Concepts and Aims
The co-operatives envisaged in the original proposal for the establishment of
the Programme were to be "medium/long term measures designed to provide a
stimulating environment for unemployed youth waiting to find permanent
employment".2 The primary purpose was to provide an environment that would
"allow unemployed youth to gain a greater sense of purpose", so as to maintain
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motivation, self-respect and confidence until their prospects for employment
had improved.
The work that the unemployed were to do in the co-operatives was expected to
be casual and part-time but it would be "real work", serving the purpose of
skill development in the unemployed in an environment which had some
similarities to "normal' work conditions in industry. Skill development would
also include planning and implementation of tangible small-scale enterprises
which would produce some income. Hence, unlike other programmes for the unemployed youth (especially those introduced by the Commonwealth Government),
the Work Co-operative Programme would aim at both job training and job
creation, that is, it would aim at both the supply of, and the demand for,
labour.
Since the introduction of the programme, its original concepts have been reassessed and modified. That changes in the programme would occur was expected
by the writers of the proposal, and for this reason they suggested that the
Programme be introduced in stages, so that each stage would be guided by
previous experience (see Chapter 2). The Programme thus had experimental
characteristics: it was a new experiment that was to have features not present
in other programmes for unemployed youth.
Modifications to the original concepts occurred early, as the co-operatives
attempted to develop work programmes which would produce some tangible results.
This meant entering into formal and legally binding obligations with the client
community; e.g. acceptance of a contract for lawns maintenance, or a contract
for a catering service, had meant that the clients expected the work or the
service to be delivered on time and of certain standards comparable to those
expected from a commercial enterprise. Such expectations were difficult to
meet with casual labour, especially with young, unskilled workers who had
never worked before, or had experienced long-term unemployment; or whose
experience had been in programmes in which such expectations were not present
and engaging in productive work with remuneration was not allowed.
Hence one of the problems encountered by the co-operatives in the early stages
was the phenomenon that has been referred to as the "unemployment syndrome".
In our field survey we have found that the change towards productive work had
created problems for the early participants as well as for some members of the
co-operative committees, and for some people in the community. Prior to the
introduction of the N.S.W. Programme, other programmes designed to help the
unemployed were perceived by the participants and by the community at large as
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"we lfare" measures. The unemployed did not expect, and knew they were not
expected, to engage in productive work. Beliefs were also held in the
community that the reasons for youth unemployment were to be found, by and
large, in the young people themselves; hence some committee members saw their
role as one of "help" to young people and not one to plan work programmes or
business ventures which would bring financial returns. In some cases, when
the co-operatives began to seek work contracts, work was offered but the
clients expected the work to be done at a lower cost because they saw the
co-operatives as "we lfare" organisations, supported by government funds.
Another problem was the dilemma casual work created for the unemployed in
relation to their entitlement to unemployment benefits. The allowable income
for the beneficiaries in the age group 16 to 17 years was only $3 per week, and
$6 for the older age groups. Hence there was no initiative for the unemployed
to earn money by engaging in casual work which was not sufficient to live on,
while at the same time losing a corresponding amount of unemployment benefits.
Viewing that situation in retrospect, it may be suggested that, had the cooperatives continued to fucus their activities on casual labour as the
Programme originally envisaged, they would have probably introduced few
elements, if any, that would have distinguished them from the other programmes,
such as CYSSo It appears that at least two of the three co-operatives which
had ceased operations before evolving beyond the initial formative stage did
so because they had encountered difficulties in making a transfer from
casual work activities to produce ventures based on full-time work.
4.3 Performance of Individual Co-operatives
(1) Production: Economic and Social
In terms of production, the output of work co-operatives can be seen as being
of two kinds
economic output, that is, production of goods and services, and
wages earned by their members; and social output, that is, members' education,
training, skill development, and learning to work in a co-operative rather
than competitive organization. Not all co-operatives, as currently operating,
meet both outputs to the same degree. In some, the emphasis is primarily on
economic output; in others, efforts are maintained to give equal attention to
both objectives.
On the scale of their activities and organizational arrangements, the cooperatives may be classified into six groups, according to the feature
characteristics of each group. The characteristics are not exclusive to any
particular co-operative, as there is a considerable common ground in all cooperatives.
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(a)

(b)

(c)

(d)

(e)

(f)

Priority is given, in the first instance, to the development of
a viable business enterprise, similar to any small business, such
as retailing. Little attention appears to be given at this stage
to the education of its members in co-operative principles and selfmanagemento Work is carried out mainly on a fUll-time basis.
Economic activity is mainly in service industries, such as lawn
maintenance, catering, home renovation, or demolition work. Each
activity is carried out by a small team of workers, two to four people
in each team. Full-time, part-time and some casual labour is
employed, and work skill development as well as education in cooperative principles and self-management takes place.
Similar to (b) except that manufacturing is the principal or developing
activity, and the future of the co-operative is seen to be in that
area. Work skills and co-operative principles are given attention.
Work is mainly full-time or regular part-time.
Social development of members is given priority, and efforts are made
to ensure that economic activity is organised in such a way as to fit
into the principles of co-operation. Work is organized around small
teams, as in (b), and full-time, part-time and casual labour takes place.
The co-operative engages in one or two enterprises, either in services
or manufacturing, and it also serves as a resource centre for craftsmen
or tradesmen who work independently but use the co-operative's
facilities, such as plant, machinery, or sale outlet for their products.
Co-operatives which engage in a variety of activities, both services and
manufacture, but have retained the feature of a training and employment
agency. Some people work in the co-operative full-time, but others come
for a relatively short period, acquire skill and confidence and then find
employment elsewhere.
There are many factors that may influence the development of a cooperative in a particular direction, and these are discussed throughout
this chapter. For example, not all kinds of work are equally conducive
to the development of co-operative principles, and geographical location,
social characteristics of the local population, and the style of management also influence the development of a co-operative. We have found in
our field survey that, by and large, the co-operative whose members have
attained higher levels of education appear to give more attention to the
social objectives of their organization than those whose members have
attained lower education levels. As shown in Table 5, more than half of
the workers in co-operatives have only a basic education to the level of
School Certificate or less. Opinions have been expressed to us by the
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Development Officers in some co-operatives that some of their workers
were very satisfied with working conditions and wages but showed little
interest in the management and organizational aspects of the Cooperative. This is to be expected, as the idea of industrial democracy
is rather new in Australia, and is not practised in many industrial and
business enterprises. Participation in management, therefore, is not
an expectation that employees hold, especially those from the lower
socio-economic groups.
Organisation and Management
(a) Boards of Management
As at June, 1981, not all co-operatives in the N.S.W. Work Co-operative
Programme were registered as co-operatives under the provisions of the Cooperation Act, 1923 (N.S.W.). Six Co-operatives were so registered, three
operated as Work Collectives,two were registered as a charitable organization,
and four were registered as proprietary limited companies. All co-operatives,
however, that were not yet registered as co-operatives were taking steps
towards such registration. The need for a new set of model rules for worker
co-operatives had been noted for some time, and a sub-committee was formed
earlier in 1981 for the purpose of examining the Co-operation Act so as to
determine how the provisions of that Act could be adapted and, if necessary,
amended, to facilitate registration of work co-operatives (see Chapter 3).
(2)

Irrespective of their legal status, all co-operatives have Boards of
Management, with a membership of four to eight persons. Some members are
external, that is, they do not work in the co-operatives; others are worker/
members. The overall composition of all Boards of Management in the Programme
is shown in Table 9. As can be ascertained from the Table, there is a wide
range of knowledge and expertise among members, and there is also involvement
of Local Government Councils. As far as we were able to ascertain in the
field survey, three co-operatives had Boards composed entirely of external
members; one had the Board of only worker/members; and the others had both
external and internal members, with the former being in the majority. We did
not obtain information from one co-operative
we understood that the Board
in that co-operative was not very active and a new Board was going to be
elected soon.
From the information we have received, most Boards held meetings monthly;
others held meetings less regularly, "as required". The degree of involvement
of Boards in the management of co-operatives appeared to vary considerably;
in the majority of cases the Development Officer (often referred to as
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Development Manager) appeared to be fully responsible for the management of
the co-operative, reporting to the Board as a matter of routine.
During the first stage of the implementation of the Programme (1979)
information issued to community groups planning to form a work co-operative
included a comment which said that "Planning committee is not a resource
committee. Members must have time for meetings and tasks 3 In our view,
the comment applies equally to the co-operatives Boards of Management.
Active Boards of Management are important, even crucial, to the successful
operation of a co-operative. It is not only Board Members' time and expertise
that is valuable to the co-operative; the Board can be an important link
between the co-operative and its local community, without whose support the
co-operative cannot function successfully. Hence, there is a value in an
external/internal composition of the Board. An active Board can also render
valuable assistance to the Development Officer. For workers in a cooperative, membership of the Board gives an opportunity for learning all
aspects of co-operative business management and then imparting this knowledge
to other fellow workers
ll

•

I

o

(b) Workers' Committees
Most co-operatives in the Programme have formed Workers' Committees. These
committees have no formal structures, but they appear to play an important
training and educational role. Subjects discussed at meetings usually
revolve around the organization of work, and submissions are forwarded to the
Boards of Management concerning work issues. Again, as with the Boards of
Management, the degree of involvement in the co-operative management by
workers' committees varies from one co-operative to another.
(c) Development Officers
The key person in a work co-operative is the Development Officer. That
position entails a range of diverse functions: business management,
market research, personnel management, sitting on committees, and relations
with the local community and with other co-operatives. The position thus
calls for both business and social skills and knowledge - a combination of
talents rarely found in one person.
The main difficulty in the role of a Development Officer appears to be in
that the person in that position is expected to achieve what in our society
is seen as two incompatible, or even mutually exclusive goals - a successful
business venture in a competitive market, by means of a co-operative (that is,
democratic organization of the workplace). Hence, the incumbent needs to have
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ability to put these values into practice in a workplace in which personal
and social development of the workers is as important as tangible economic
results.
TABLE 9

Composition of Boards of Management
City

Bank Managers (active or retired)
Business men
Industrial Managers
Accountants
Local Government Councillors
Local Newspaper Editors
Solicitors/Lawyers
Academics/Other Professionals
Public Servants (CES Officers)
Social/Youth Workers
Trade Union Officials
Tradesmen
Voluntary Community Workers
Others/not specified
Co-operative Worker/Members

2

5
2

country(l )
1
2

3

2

1

5

1

2
4

2

3

3
1
1

2

1

4

4

15

10

38

38

(l)No information obtained from one co-operative.
Source
Field Survey, May 1981.
In our field survey we have found that the ages, education, and work
experience of Development Officers varied widely. Their ages ranged from 25
to 56 years, and all except one were men. The prevalent work experience was
in small business, but many had had experience in more than one kind of work.
Grouped according to their main field of experience, Development Officers'
backgrounds are as shown in Table 10.
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TABLE 10

Previous Work Experience of Development Officers

Work Experience
Small business and/or industry
(middle and/or lower level management)
Accountancy and small business
Graduates (economics, law, social planning)
followed by work experience
Teachers, Co-ordinators of Work Co-operatives
(overseas work experience)
Retired from Armed Forces
"Entrepreneurs"
Others: public service, trade unions

No. of Development Officers
4
2

3

2
2
1
1
15

Most Development Officers have attempted to achieve some balance between the
social objectives of the Programme and the development of a viable business
enterprise, but the difficulties of these dual tasks were evident in the
opinions they expressed to us in our field survey. The emphasis in the recent
months has been on achieving the latter, and some Development Officers
appeared to be giving little, if any, attention to the former. Some have
requested of their Boards of Management, and have been given, complete control
over the day-to-day management of Co-operatives, including the power to "hire
and fire" of personnel. It was evident that in those cases the role of the
Board was minimal, and the Development Officer performed, to all sense and
purpose, the role of a managing director of a business in the tradition of
line management practice rather than according to the principles of cooperative management, that is management in which decisions on policy and the
manner of operation are made by all members of the enterprise.
It appeared to us that the change in emphasis in the Programme, from the
earlier concept of a casual work organization with "welfare" connotations to
a programme aimed at achieving tangible economic objectives, that is, viable
business enterprise and full-time jobs, has also contributed to Development
Officers' difficulties. It was the Development Officers who were expected to
convey the significance of this change to the workers in the co-operatives,
to the members of the Boards of Management, and to their local communities.
Salaries paid
not very high
we understand
that level).

to Development Officers - $16,000 to $19,600 per annum - are
in relation to the expectations these positions entail (although
that some Development Officers were receiving salaries above
It was our impression that the lack of security of tenure was
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also a factor which contributed to the difficulties experienced by some
Development Officers.
Notwithstanding these difficulties, it was evident to us that most Development
Officers had a high level of commitment to their jobs and to the goals of the
Programme. We observed this in our field survey and at the meetings and
training seminars we attendedo Development Officers serve on the Worker Cooperative Development Committee and on various sub-committees. Some of them
have also assisted other co-operatives in the Programme with their expertise
when such need has arisen. It also needs to be noted that some of the preparatory work towards the foundation of the Association of Worker Co-operatives
of New South Wales was done by Development Officers.
4.4 Programme Management and Support Services
The structure and functions of the management and
outlined in Chapter 3. Here we have confined our
of these services, which warrant some comments in
the Programme, and to their performance. Further
made in a later section of this chapter.

support services have been
remarks to certain aspects
relation to their place in
general comments are also

(1) Management Committees
The two committees responsible for the management of the Programme and for
making recommendations to the Minister are: The Worker Co-operative Development Committee, and the Submission Review Committee. It needs to be noted with
regard to their roles that their responsibility is of two kinds. On the one
hand, their task is to promote and facilitate the initiatives of worker cooperatives in the community; but on the other hand, they are also responsible
for the allocation of government funds. This means that while they have to
take notice of the developmental nature of the Programme, which entails certain
flexibility and a degree of uncertainty, they must also work within certain
rules of accountability which apply to government departments in relation to
public expenditure.
(a) The Worker Co-operative Development Committee
This Committee appears to have worked well. It has benefited from the inputs
of all relevant parts of the Programme by the composition of its membership:
the Government, through the Programme Advisor and the Administrator; the Cooperative Federation of N.S.W., through its Executive Officer; and the Cooperatives in the Programme, through the three representatives of worker cooperatives. The Committee also receives information and advice from the two
members of the Advisory Unit: the Co-operative Management Advisor and the
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Training Officer.
By making frequent use of sub-committees which are appointed for particular
purposes, e.g. for investigating certain legal or financial aspects of the
Programme, the Committee has provided learning opportunities for Development
Officers, especially the opportunity for sharing in the responsibility not only
for their individual co-operatives, but also for the Programme as a whole.
(b) The Submission Review Committee
As this Committee is responsible for making recommendations on the allocation
of Government funds, its present composition and mode of operation is
appropriate. The new procedures for the allocation of funds, issued in June
1981, give clear guidelines and criteria for the ensuing year, and are
consistent with the stated aims of the Programme and with the projected plans
until June 1982.
Two issues on which some concern has been expressed to us in our field survey
related to funding procedures. One concerned the time taken between the
lodging of a submission for funds needed for an expansion of activities or for
a new project, and the final decision. This, we were told, created difficulties
for the co-operatives in their planning or contractual obligations with their
customers. The other issue concerned the practice of allocating funds on "as
needed" basis rather than on longer term projections. This practice has made
it difficult for the co-operatives to plan ahead.
Both points raised appear to have some validity, and we know that the Management Committees are aware of these problems. However, it also needs to be
noted that, first, if public funds are to be allocated with due consideration
to the merit of a submission, then delays will always be unavoidable. With
regard to the second issue raised, the allocation of funds on "as needed"
basis does not appear to be satisfactory, but, in the past at least, it has
been consistent with the experimental nature of the Programme in which
decisions have been taken in line with the Programme's evolution and experience
of a preceding stage. In recent months, decisions on the allocation of funds
have been taken on the basis of longer-term planning. For example, the funds
allocated to the co-operatives, as at June 1981 (See Table 6), include funds
for projects which are only in an early stage of implementation.
(2) Community Liaison Bureau
The two persons responsible for the management and administration of the
Programme on behalf of the Government are the Programme Advisor, and the
Administrator. We understand that the Programme Advisor has also other duties,
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and most of the day-to-day administrative tasks are carried out by the
Administrator.
Administration of community-based programmes always presents problems for
government bureaucracy, for, according to a body of opinion, the two are
incompatible. We have not found this to be the case with the N.S.W. Work
Co-operative Programme. On the contrary, we have found a high level of
commitment to the goals of the Programme. Of particular value to the cooperatives has been the information on worker co-operatives in other countries
which the staff of the Bureau have provided for the Development Officers.
The introduction of the Programme has meant also the introduction of new
concepts and ideas which needed explanations, understanding and translation
into operational definitions and application in practice. Most of that work
has been done by the Programme Advisor and by the Administrator.
(3) The Advisory Unit
The functions of the Advisory Unit entail providing information and advice on
all aspects of work co-operatives, and providing education and training for
the participants in the Programme. These tasks are shared by two persons
engaged as consultants to the Programme: The Co-operative Management Advisor,
and the Training Officer. They are assisted by a Secretary/Stenographer.
(a) Co-operative Management Advisor
This position calls for a wide range of knowledge and expertise, and for the
ability to communicate information to other people. Within the context of the
Work Co-operative Programme, certain aspects have to be taken into consideration;
aspects which are not significant in the context of normal business conditions
in the private sector. First, the Programme has both economic and social goals;
hence the economic feasibility of an enterprise alone is not a sufficient
factor in determining its implementation. The economic feasibility must also
satisfy the social objectives of the Programme. For example, the manufacture
of a mass-produced product may not be acceptable, however good the market for
the product may be, if the manufacturing process means that people have to be
"tied to machines " . Such production offers little scope for the development
of co-operative spirit, as there is little opportunity for team work and for
co-operative decision-making.
The second aspect concerns the people in the co-operatives: their skills,
their reasons for joining the co-operatives, and their previous employment or
(as it has been mostly the case) their unemployment experience. The third
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aspect is the local community. For unlike other kinds of business enterprise,
work co-operatives need the support of the local community for their development and growth.
These and other related issues appear to have contributed to the difficulties
and a degree of confusion in the Co-operative Management Advisor1s role.
The wide range of tasks expected of that position has meant that priorities
have been difficult to determine. While the Advisor concentrated on such tasks
as exploring possible sources of external finance, some Development Officers
felt that they did not receive sufficient assistance in their own co-operatives.
Furthermore, the information which they received did not always appear to them
to be relevant to the particular problems they had encountered in their
localities. Overall, the impression we gained in our field survey was that
while some people in the co-operatives had found the work of the Advisory
Unit very helpful, others felt that the expectations communicated to them with
regard to their co-operatives' achieving economic viability within a certain
time were too high. Secondly, some people felt that comparatively less
consideration was given by the Advisor to the social objectives of the
Programme than to the economic objectives.
(b) Training Officer
Similarly to the position of the Co-operative Management Advisor, the position
of the Training Officer entails a wide range of tasks. For at the same time
as the training programme aims to develop business and organizational skills
in the participants in the Programme, it also aims to develop social skills,
understanding of co-operative principles, and translating the principles into
the day-to-day operation of co-operatives. The important task of the training and education programme is to stimulate the development of systematic
commitment to training and education at the local level of each co-operative.
Additionally, there is also the task of providing educational programmes for
the benefit of the community, so as to develop a more receptive atmosphere for
the co-operatives.
The Training Officer was appointed only in March 1981, and (as mentioned in
Chapter 3) he proceeded to implement a systematic time-scheduled training
programme for the ensuing year. The programme consists of information kits,
films and video tapes, and a library which covers a wide range of books and
other pUblications on small business management, marketing, book-keeping, etc.,
as well as books and publications on worker co-operatives.
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Apart from conducting seminars for Development Officers, book-keepers and
administrators, the programme also includes a schedule of training sessions
held in local co-operatives. A person is selected from each co-operative for
special training which aims to enable that person to conduct educational and
training programmes locally.
Our impression from the field survey was that education and training needed to
receive considerable attention, and should include all participants in the
co-operatives; that is, not only the workers, but also Development Officers
and members of the Boards of Management. The education programme also needs
to include inputs from the co-operatives so that the concepts and principles
can be adapted to local resources and needs.
It can be readily seen, therefore, that the work of both the Co-operative
Management Advisor and the Training Officer is complex and wide-ranging. Their
task is rendered more difficult because they have to impart new concepts and
skills to individuals and groups of varied work experience and educational
levels. Hence their work entails not only deciding on priorities within the
volume of work but also developing appropriate methods of communication that
would facilitate the understanding of the concepts by the members of the cooperatives so that they, in turn, can apply those concepts in day-to-day
operations in their co-operatives.
Support Services and Resources
It was beyond the scope of this study to examine all support services which
have been used in the Programme, or which could be utilized in the Programme.
Five such services or resources warrant a brief comment.
(4)

(a) The Co-operative Federation of New South Wales
The Federation has been involved with the Work Co-operative Programme since
its inception. The Executive Officer of the Federation serves on the Worker
Co-operative Development Committee and the Accountant serves on the submission
Review Committee - the two principal Committees of the Programme. The
Federation also provides the facilities of its Central Banking System for these
work co-operatives which are registered under the provisions of the Cooperation Act, and have become members of the Federation.
The establishment of the Worker Co-operative Bank within the Federation's
banking system in June 1981 has been a further significant step in the
development of closer working relations between the Programme and the Federation.
As this was only a recent event, we have not been able to examine the operation
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of this new arrangement. However, the availability of loans rather than
grants should be conducive to better planning and operation of business
ventures in the co-operatives, as the co-operatives will benefit not only
from the availability of loans but also from the advice which the Federation
can provide to them.

(b)

Registrar of Co-operatives
Those work co-operatives which have registered under the prOV1Slons of the
Co-operation Act, 1923 (N.S.Wo) have to meet the conditions prescribed by
the Act with regard to membershio, management committees, activities, and
annual returns to the Registrar. The Co-operation Act does not provide for
the category of "Worker Co-operatives", and the most appropriate category
for the registration of Worker Co-operatives when the Programme was introduced appeared to be that of "Community Advancement Co-operatives".
This category has been since found inappropriate for the conduct of worker
co-operatives, and some co-operatives have found it difficult to meet all the
requirements of the Acto
As mentioned in Chapter 3, one of the objectives of the Programme for the
forthcoming months is the registration of all co-operatives in the Programme.
A sub-committee of the Worker Co-operative Development Committee was appointed
earlier in 1981 to examine the issues involved in registration, and to formulate
appropriate proposals.
(c) Association of Worker Co-operatives of N.S.Wo
The Association was formed on 2 May, 1981 (see Chapter 3). According to its
Constitution, the Association has promotional and co-ordinating objectives,
and its envisaged functions and powers provide for most of the activities now
carried out by the Advisory Unit (see Appendix 4).
(d) Small Business Agency
The involvement of this agency in the Worker Co-operative Programme appears
to have been minimal, although a considerable amount of reading material of
interest to small business enterprises is used by the Training Officer in the
training programme. Publications on various aspects of small business are
available to co-operatives from the Resources Centre's library.
(e) Educational Institutions
As mentioned in Chapter 3, in May 1981 a group of students in the course of
Master of Business Administration at Macquarie University, Sydney, began
field study projects in three work co-operatives in the metropolitan area.
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Students from other tertiary institutions have also conducted field studies
in work co-operatives, but no formal links between the Programme and educational
institutions appear to have been established. However, as may be seen in Table
9, a number of academic staff members serve on the Boards of Management of some
country co-operatives.
4.5 Results Achieved by Work Co-operatives
In attempting to assess the results of the N.S.W. Work Co-operative Programme,
certain of its characteristics have to be noted first so that the assessment
can be made in a proper perspective.
First, the Programme is the first of its kind in Australia, and for this reason
no comparison can be made with any other programme of a similar kind. Second,
the Programme has undergone several evolutionary changes which are still taking
place; hence, it is still a "programme in transition", and no "final" assessment of its results could be made at the time our study was carried out.
Finally, the results must be seen as "rel ative
for it would be rather unrealistic to expect the Programme to show absolute success in all of its
aspects, considering its experimental nature, its novelty, and the short time
of its duration.
ll

;

In this section, we have given the results of our evaluation of the four aspects
of the Programme which were mentioned in the introductory section of this
Chapter.
(1) Viability of Work Co-operatives as Economic Units
From the information we have received and analyzed, the economic viability of
the co-operatives appeared to us to be still tenuous. At the time of our
study (February-June 1981), no co-operative in the Programme could be regarded
as independently viable, although some of them could continue operating
independently if they were to give high priority to productive efficiency at
some cost to the social objectives. However, some of the enterprises within
co-operatives appeared to be viable and others showed promise of increasing
viability and potential growth.
Considering the extent and diversity of their enterprises, the co-operatives
have developed with low capital expenditure. Most are labour-intensive, and
their plant is often second-hand. Their funds have come from two sources :
grants and loans from the Programme; and revenue from their enterprises.
Some co-operatives received small donations at the start of their operation,
but no other funds from outside sources since then.
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members have purchased only that amount of equity in the co-operative. This
was the practice in the earlier days of the Programme when people who showed
interest in Youth Work Collectives gave donations sufficient to purchase a
minimal number of shares so as to assist in the formation of work co-operatives.
Since then, commitment to common ownership through capital input has been
minimal, and no systematic effort appears to have been made in the cooperatives towards increasing members' equity. This is not surprising, as
most members would have limited incomes, and many of them had experienced long
periods of unemployment prior to joining a co-operativeo
The low equity capital has been a factor in the difficulties the co-operatives
have experienced in obtaining credit finance from outside sources. The lending
institutions have been reluctant to give credit to organizations with low
members' equity, uncertain legal status in some cases, tenuous viability, and
committed to the pursuit of social objectives.
It may be ascertained from the Profiles of the Co-operatives (Appendix 1) that
most enterprises currently conducted by the co-operatives have had little time
for the consolidation of their ventures and for securing steady, reliable
markets for their products. Furthermore, as can be seen from Table 5, more than
half of the business ventures are in the services industry, and therefore subject
to seasonal fluctuation.
So far, the co-operatives have not established systematic links with one another
with regard to exchanging expertise and products. Efforts have now begun in
that direction, and some co-operatives in the metropolitan area have established
sales outlets for the products of country co-operatives. By and large, however,
co-operatives have operated on the local markets.
Notwithstanding the tenuous viability of the co-operatives, some positive
aspects must be noted. First, except for one or two enterprises, the ventures
have created new markets, thus contributing to the economic growth of the
State. Second, co-operatives are now entering into manufacturing, thus increasing the stability of their revenue. Third, although the turnover revenue
of the co-operatives is still rather low, the projected revenue for December
1981 appears to be feasible, although perhaps somewhat optimistic. The cooperatives are also gradually building assets, plants, equipment etc. (see
Tables 6 and 7). Fourth, the implementation of the Corporate Plan (see
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contribute to the increasing economic viability of co-operatives.
So far, few co-operatives in the Programme have failed. Apart from the three
which did not advance beyond the formative stage, three co-operatives out of
eighteen have ceased operations - a failure rate of 16.7%. This appears to
compare favourably with the failures of small businesses in Australia.
For example, it has been recently reported that 2,530 business bankruptcies
occurred in Australia in 1979-804 , a rise of 27.4% over the previous year.
While it is difficult to say what percentage of small businesses this number
of bankruptcies constitutes, the number is rather high.
(2) Viability of Individual Operations as Worker Co-operatives
Although consumer and producer co-operatives have a long tradition in
Australia, ever since before Federation, worker co-operatives have no such
tradition. 5 As far as we know, the N.S.W. Work Co-operative Programme has
been the first of its kind in this country, sponsored by a government.
It may be expected, therefore, that the acceptance of co-operative concepts
in the workplace would be difficult, especially now when the dominant attitudes
in Australian society appear to be moving in the opposite direction, i.e.
towards greater emphasis on competitive individual achievement rather than
co-operative group endeavours.
The N.S.W. Programme was initiated, not for the purpose of developing Worker
Co-operatives per se~ but as a more constructive means of counteracting the
detrimental effects of unemployment on young people than other existing
programmes at the time appeared to provide. The principles of working
productively in a co-operative organization emerged gradually from the early
experience of the Programme, and from the information obtained from other
countries where worker co-operatives have had an established tradition and
experience.
At the time of our study, some co-operatives in the Programme have advanced
considerably towards establishing co-operative organizations, but most of
the others can be defined as being at a pre-worker co-operative stage. One
or two have made very little progress in that direction, as most of their
efforts have been given to establishing viable business enterprises. The
beliefs expressed to us in the latter group were that a co-operative
organization could best be built around something tangible because the members
would then more clearly perceive the value of working together for common
benefit.
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It can be expected that with the growing stability of the co-operatives, the
benefits of worker co-operatives will become visible to the members. The
training programme and the implementation of the Corporate Plan are likely to
enhance further the understanding and acceptance of co-operative principles
among members.
The successful initiatives for establishing the Association of Worker Cooperatives indicate that the desire and enthusiasm.in that direction is present.
However, we view these moves with some caution, because we are aware that the
growth of new ideas takes time and considerable and sustained effort.
In
our view, the success in bUilding viable worker co-operatives during the
current phase of the Programme will depend to a great extent upon three main
factors: first, on the development of business enterprises that are conducive
to co-operative (i.e. team) work arrangement; second, on the ability to
communicate co-operative principles by the Co-operative Management Advisor and
the Training Officer to the Development Officers and Boards of Management;
and third, on the ability of the Development Officers and Boards of Management to accept and operationalize these principles in practice and have them
adopted by the workers in the co-operatives and by the local communities. In
the longer term, successful worker co-operatives will depend on the policies
of governments, and on the wider acceptance by the Australian community,
especially by the labour movement.
(3) Work Co-operatives as a Job Creation Measure
The N.S.W. Work Co-operative Programme was not introduced as a "job creation"
measure; rather, it was meant to assist community initiatives in combating
the social effects of unemployment on young people. These effects were to be
counteracted, or lessened, by engaging young people in productive work,
organized by themselves, which had some tangible results. Hence, creating
jobs was a means towards ameloriating more serious problems, not the principal
purpose of the Programme.
It was soon found in practice that engaging large numbers of the unemployed in
casual labour did not produce much change: development of productive work
was difficult to achieve with casual labour, and the participants as well as
the members of management committees tended to perceive the Programme as
another "we lfare measure.
ll

The change in emphasis toward the development of more permanent and viable
work organizations along co-operative principles has also meant change in
emphasis from casual to full-time and regular part-time work, engaging smaller

.
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diminished.
It would be difficult to estimate exactly how many people have participated
in the programme since its inception. In our survey we have found that in the
early stages of the Programme there was considerable in-and-out movement of
young people who would come to the group for a while, would do some casual
work, but then found that the money earned was not sufficient to live on,
while it still meant the forfeiture of unemployment benefits.
As the work team stabilized and tangible results started to show, more
attention was paid to training in work skills. Some people became attracted
to the idea of working in teams and to planning more permanent enterprises;
others found increasing confidence in seeking work elsewhere. As may be seen
from Table 6, it has been estimated that by June, 1981, 404 people had found
employment outside after spending some time with co-operatives.
The number of persons employed in the co-operatives at the beginning of June
1981, was 177; of these, 116 worked full time, 37 part-time, and 24 were in
casual work. 6 The projected numbers for December show 226 persons: 197 in
full-time, and 29 in part-time work. These estimates have been based on the
expected developments of the existing enterprises and on the new ventures now
in the process of implementation.
On the information we have received from our survey, and from the records and
reports of the Programme, we have attempted to estimate the costs and benefits
of its job creation aspects. However, it has to be noted that calculations of
the costs of job creation programmes are difficult for many reasons:
(a)

the outcome depends on which costs and benefits are included
in, or excluded from, the calculations;
(b) consideration has to be given to the permanency of jobs created;
(c) it needs to be determined whether the created jobs are new jobs,
or jobs created through the displacement of other jobs;
(d) the revenue (the value of products) generated through the
created jobs has to be considered;
(e) the cost of infrastructure necessary for the creation of jobs
has to be considered;
(f) the amount of money saved on unemployment benefits, and the
amount collected as income tax has to be included as benefits;
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(h)

the less tangible (or less quantifiable) benefits, such as
the social value of production and the personal benefits to
the persons employed, need to be considered;
the multiplier effect, both economic and social, also needs
to be taken into consideration.

We have included some of the above-listed factors in our calculations of the
costs and benefits of the Programme as at June 1981 (Table 11), and as projected for December 1981 (Table 12). We have not included the value of the
jobs that people have found elsewhere after having worked in the co-operatives.
Neither have we included the value of the mUltiplier effect.
As can be ascertained from Tables 11 and 12, the cost of a full-time job (or
a full-time job equivalent) as at June was $11,211, and the estimated cost
on the projected estimates for December is $9,479. It is difficult to compare
these costs with the cost of other similar programmes because, as far as we
know, there are no other similar programmes in Australia, at this stage at
least. It can be seen from Chapter 7 that there are no job creation programmes,
as such, among the programmes conducted or supported by the Commonwealth
Government, although the SYETP and the NEAT schemes provide some stimulus for
employers to increase their workforce. Some co-operatives have accepted young
persons for training under these schemes.
However, a comparison with the cost of jobs created in the private sector is
rather thought-provoking. First, jobs created in capital-intensive industry
are few, and the currently projected investment projects in resources extraction
and manufacture augur very poorly for employment prospects. For example, the
report published in December 1980 by the Department of Industry and Commerce
show that the amount of capital investment needed to create one permanent job
in many of these industries will be $1 million of more.? Peter Sheehan has
also calculated that the expected investment of $5,600 million during the
1980·s in the aluminium and alumina industry is likely to produce only 6,000
jobs directly and 18,000 jobs indirectly.8 On these estimates $933 thousand
will produce one direct job, and when the indirect jobs are included, each
job will need an investment of $233 thousand. The cost of the infrastructure
that has to be provided for such projects is also very hi9h. 9
Other points that need to be taken into account are as follows
(i)

Jobs created in the N.S.W. Work Co-operative Programme have
been in enterprises which have opened new markets and have
not displaced existing jobs;
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The cost of the infrastructure has been minimal, and the
cost of the Management and Advisory Services (including
the cost of this study) has amounted to $215,781, that is
11% of the money allocated to the Programme (as at June,
1981);
(iii) Two-thirds of the jobs are now full-time jobs. This is a
higher proportion than that of all new jobs in Australia
over the past decade: one-half of all new jobs in that
period have been part-time and casual jObs;10
(iv) The benefits of the Programme also include the development
of work skills in the previously unemployed people who
have since found work elsewhere. Hence the feature of the
Programme is that it has produced results on the side of
labour supply as well as on the side of labour demand.

These comparisons appear to indicate that the Programme, while not necessarily
creating large numbers of direct jobs, has significant positive features.
Jobs created are stable, new markets are developed, the cost per job created
is comparatively low, and the age composition of the workforce suggest that
the Programme, if it continues to develop along the current and projected
directions, may have a positive effect not only on unemployment generally, but
also on the "hard core" unemployment which threatens to become a feature of the
employment scene. As at November 1980, the average (mean) duration of unemployment per person was 37.8 weeks for men, and 34.4 weeks for women.
The length of unemployment in the older age groups was considerably higher
than in the younger age groups: 24.0 weeks for 15-19 years, and 51.7 weeks
for 35-54 years. 11
Of course, the tangible effects, such as the number of jobs created, new
markets opened, and unemployment benefits saved or income tax revenue increased,
have to be seen in a broader perspective which includes the social benefits
derived from the Programme.
(4) Values, Attitudes and Career Planning
The three aspects of the Programme on which we have commented above are interrelated, and the results achieved, or not achieved, with regard to anyone of
them must be seen in the context of the other two. The achievement of the
stated goals of the Programme, therefore, depends on the degree of understanding of the explicit and implicit principles of worker co-operatives.
As we have noted in the previous chapters (Chapters 2 and 3) and in the earlier
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sections of this Chapter, it became evident to the people responsible for the
implementation and management of the Programme (certainly by 1980) that an
education and training programme was needed for the participants - workers,
Development Officers, and members of the Boards of Management alike - if the
co-operatives were to achieve both the social and economic goals of the
Programme; i.e. financial viability as independent business organizations, and
methods of operation according to co-operative principles. The reconciliation
of these two goals presented considerable difficulties at all levels of the
Programme1s operation, even within the Management and Advisory Units and in
the Worker Co-operative Development Committee. First, the initial concepts on
which the Programme was formulated were not precise; because the Programme was
a "first" in the Australian context, the goals were left open-ended. (Viewing
the programme in retrospect, the open-endedness was its major positive attribute).
Second, the unemployed who joined the co-operatives came with the experience of
other programmes (such as CYSS) in which productive work was not present. It is
a known fact that regular, productive work is extremely difficult to get used
to for the people who had experienced long-term unemployment.
The work co-operatives offered an opportunity not only to engage in regular
productive work, but also in co-operative, group planning and organization of
work. The latter is not a concept that is congruent with the prevailing theories
and practices in business industry, and there are very few places in Australia
where worker participation in management is present. The notion of democracy
in the workplace has been subject to sporadic discussions from time to time but,
on the whole, both the employers and many of the Trade Unions are against it.
In our study we have found that the majority of Development Officers had
difficulties in accepting the feasibility of applying the principles of cooperation to their co-operatives, at this stage. While all of them expressed
commitment to these principles and worked towards their implementation, in
varied degrees, many of them thought that the workers were not yet ready for
such methods of operation.
This is probably true. However, from our discussion with some of the workers
we met during our field survey, it was evident that in these co-operatives
where the Development Officers (and members of the Boards of Management, in
some cases) had made consistent efforts towards engaging workers in planning
and organization of work, the workers showed rather remarkable understanding of
co-operative principles. They also showed great enthusiasm for seeing these
principles applied in practice. Some of them expressed an opinion that they
would not be easily attracted to work elsewhere, even if higher wages were
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offered, because they enjoyed not only the work in the co-operative, but the
opportunity for planning and organizing work with other fellow workers.
Career opportunities in the co-operatives are limited, at least at this stage
of the Programme. For these opportunities to increase, the number of worker
co-operatives would need to grow, and greater interaction among the cooperatives would have to be developed. At this stage, the opportunities
for advancement are mainly in the co-operatives' value as education and
training organizations which enable the participants to learn work skills,
acquire greater self-confidence. However, a person seeking rapid career
advancement and high wages would need to seek employment elsewhere. For such
a person, working in a co-operative would be a valuable step towards a
future career, because of the experience that can be gained in co-operatives
in organization of work, administration, and management. This issue is
discussed further in the next chapter, Options for the Future.
4.6

Evaluation Summary

The results achieved by the New South Wales Worker Co-operative Programme
have to be viewed with three important qualifications: the relative novelty
of the Programme in Australia; the open-endedness of its initial aims;
and the short duration of its existence at the time of this study.
Because the Programme was the first of its kind on the contemporary Australian
scene, its results cannot be compared with the results of any other Governmentsponsored programme. The New South Wales Programme was not intended to be a
scheme for establishing worker co-operatives per se, or for creating jobs
per se; it was intended to be a measure designed for the purpose of countervailing detrimental social effects of unemployment, especially the effects on
young people •. This was to be done by providing Government funds to support
and stimulate community initiatives in establishing youth resource cooperatives.
For this reason, the results achieved in the Programme cannot be assessed on
anyone dimensiono They have to be seen in a broader perspective which
includes both economic and social criteria, and both tangible and less tangible
results. The summary of findings was presented in such a perspective in the
introductory chapter.
The tangible economic results achieved in the Programme can be measured in
terms of worker co-operatives and business ventures established, revenue
generated, and new jobs created. These results have been shown throughout
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this and the preceding two chapters, in both descriptive and tabulated forms.
There is no doubt that the Programme has contributed to the stimulation of
economic activity in New South Wales, however small that contribution might
have been in relation to the scale of the economy of the State.
The costs and benefits of the Programme to June 1981 are shown in Table 11.
As has been mentioned earlier in this Chapter (Section 4.5(3)), the number
of factors that need to be considered in assessing the cost of creating new
jobs is large, and not all factors can be identified or measured with
precision. Hence there is always an arbitrary element in the assessment of
such costs. However, by any arbitrary measure, the cost of $11,211 for a new
job created is not high, especially if such a job is a permanent job.
Furthermore, if the benefits of saving on unemployment benefits and of revenue
on income tax are included in the calculations, the cost is even lower.
As a job creation scheme, the New South Wales Programme has the advantage of
operating on both the supply and the demand sides of the labour marketo
The schemes conducted by the Commonwealth Government (see Chapter 7) focus
almost entirely on improving work skills of the unemployed but they do not
create jobs directly. The New South Wales Programme does both
it offers
opportunities for skill development in real work" situations; and it creates
jobs by establishing business enterprises.
11

The Programme has achieved tangible results in establishing worker cooperatives, although at the time this study was carried out it was too early
to say how permanent a feature in the Australian economy the co-operatives
would become. So far, workers' equity in their co-operatives was low, cooperatives' access to sources of external credit was limited, and the
commitment to the "co-operative ideal" among participants was rather varied.
The establishment of the Co-operative Bank will most likely show positive
results, but the potential of the co-operatives will to a large extent depend
on Government's decision with regard to the continuing support for the
Programme.
The social effects of the New South Wales Worker Co-operative Programme cannot,
of course, be measured by quantitative methods. However, community initiatives
in co-operative self-help ventures and the opportunity for individuals to earn
wages while at the same time participate in the management of the enterprise
cannot but enhance the quality of life in the community.
So far, the New South Wales Programme has had only a short life;

and for this
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reason any assessment of its effects can be only a "progress assessment" at
this stage. As can be seen from Chapter 6, worker co-operatives in Europe
have a long history, and they have quite successfully accommodated to changing
economic and social conditions, as well as to the changing industrial technology. By contrast, worker co-operatives in Britain have had a checkered
history, and despite the revival of interest in recent years their future is
by no means assured. One factor in this difference has been the role of
governments; the other, social and political traditions. The co-operative
ideal appears to be more developed in such countries as France and Italy than
in Britain, and has been supported in those countries by positive attitudes of
governments, reflected in facilitative legislation and in other forms of
support such as preference given to worker co-operatives in granting work
contracts. In Britain, government's support of worker co-operatives has been
small and rather tentative.
One of the reasons for recent revival of interest in worker co-operatives in
Britain has been their believed potential to countervail the effects of
economic recession and unemployment through greater involvement of workers in
the management of industrial enterprises and through partial or even total
ownership of firms.
In Australia, apart from the Government of New South Wales, the State Government of Victoria has recently allocated funds to support community institutions
in establishing worker co-operatives, specifically as a measure to counter the
effects of unemployment. No comparable initiatives have been taken by the
Commonwealth Government. Thusincomparison with other government-sponsored
schemes designed to improve the situation in the labour market, governments'
involvement in worker co-operatives has been minimimal; hence the results
achieved by them have to be seen in that perspective.
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Costs and Benefits of the N.S.W. Work
Co-operative Programme
(June, 1981)

Allocation of funds to June,
Allocated to Co-operatives Management and Advisory Unit
Funds allocated to Cooperatives now closed
Less assets held by Cooperatives, June 1981

1981 $1,750,768 (89%)
$ 215,781 (11%)
$ 286,031 (16.3%)

Nett cost to date
Employment as at June 1981
Full-time
Part-time
(37, counted as
Casua1
(24, counted as

$ 1,966,549

397,000
$ 1,569,549

116 persons
~

of F. 1. )

18 persons

~

of F.T.)

6 persons

Total F.T. or F.T. equivalent

140 persons

Cost of each full-time or full-time equivalent job
Gross yearly turnover revenue, as at May 1981 rate

$ 1,356,000

Estimated yearly wages, calculated on :
90 full-time workers @ $180 per week
50 full-time workers @ $120 per week

842,400
312,000

$ 1,154,400

Estimated Income Tax paid, calculated on
90 incomes @ $9,360 per annum
50 incomes @ $6,240 per annum

153,187
19,184

$

172,371

$

269,360

Estimated savings on Unemployment Benefits:
140 persons x 37 weeks @ $52 per week
Note :

$

11 ,211

(1) Adult wages calculated at the rate of the weighted minimum

weekly wage rates, approximately (June 1981); and junior
wages at two-thirds of that wage.
(2) Income Tax calculated at 1980/81 rate (first $4,041 exempt;
balance @ 32 cents in $).
(3) Savings on Unemployment Benefits calculated at adult rate but
no allowance was made for benefits payable for dependants.
Length of unemployment equivalent to the average (mean) length
of unemployment in Australia in November 1980.
(The Labour Force Australia, November 1980, ABS Cat.No.6203.0).
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Projected Costs and Benefits as at December 1981

Estimated total allocated funds
Less estimated assets held by Co-operatives
Nett cost

2~500~000
500~000

$

2~000~000

Cost per each full-time or full-time equivalent job $

9~479

Employment :
Full-time
Part-time

(29~

counted as

~

F.T.)

Total full-time or F.T. equivalent

197 persons
14 persons
211

Estimated annual turnover revenue~
as at projected December rate
Estimated yearly wages
141 workers @ $250 per week
70 workers @ $167 per week
Estimated Income Tax paid on :
141 incomes @ $13~000 per annum
70 incomes @ $ 8~684 per annum
Estimated savings on Unemployment
Benefits :
211 persons x 37 weeks @ $52 p.w.
Note

$

$

3~408~000

$

2~440~880

1~833~000

607~880

404~230
104~003

508~233

405~964

(1) Adult weekly wages calculated at the average rate than can be

expected to be paid for semi-skilled work; higher than
minimum weekly wage but lower than average weekly wage.
Junior wages calculated at two-thirds of the adult wage.
(2) Income Tax as at 1980/81 tax rate.
(3) Length of unemployment as at the average (mean) in
November 1980.
(4) Amount allocated to the Worker Co-operative Bank ($300~000)
not included in the calculations.
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Chapter 5
OPTIONS FOR THE FUTURE
5.1 Worker Co-operatives as a Response to Current Issues in the Labour Market
The New South Wales Worker Co-operative Programme, as currently funded by the
State Government, is due to have run its course in June, 1982. Questions have
been raised, therefore, on the future of the Programme after that date. For
this reason, we thought it to be appropriate to comment on this issue, not in
the form of making recommendations but by exploring what we saw as possible
options for the future of the Programme. We have considered these options in
the context of the prevailing and likely future conditions in the Australian
labour market and in the context of the role of small business in the
Australian economy.
On present indications, the prevailing high rates of unemployment are likely
to continue for some years to come. While there is likely to be a demand for
labour in certain sections of industry, e.g. mining and construction, the
workforce in those industries is comparatively small. Employment in mining
still accounts for less than 2 per cent, and construction for 8 per cent of
the workforce. Mining is increasingly capital intensive, and construction is
notoriously unstable in the demand for labour.
The current trend in the labour market appears to indicate that the highest
unemployment rates are in the age groups 15 to 19 years, but the length of
unemployment increases with age. This suggests a growth of "hard core" unemployment; a phenomenon which has long-term implications for society, because
this kind of unemployment is likely to continue even if the overall employment
situation would have improved. 1
Another feature of the labour market is the increase in part-time and casual
employment. The trend towards part-time employment is particularly evident
in wholesale and retail trade, and in recreation and personal services. In
the former sector, 24 per cent of jobs are now part-time jobs, and in the
latter part-time employment accounts for 40 per cent of the workforce. 2 It
is also in these sectors that young people frequently find employment. This
means that while they might have jobs, they have little opportunity for the
development of work skills or for establishing secure employment.
These trends suggest, first, that unemployment rates will remain high, and
there is likely to be more structural unemployment, affecting all age groups.
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The combined effect will mean a growing number of long-term unemployed. The
second effect is likely to be less security of jobs. As some industries grow
and others decline, people will find it difficult to move from one job to
another, as their skills may not be appropriate to new industries. Often,
finding a job will also entail moving from one place to another.
Hence, there is likely to be a continuous need not only for programmes that
provide opportunities for training and re-training, but also for programmes
that create jobs on the demand side of the labour market, i.e. by developing
new markets for goods and services.
With regard to job creation, much has been said in recent years about the need
to encourage the establishment of small businesses, for it is the small
business sector that appears to have a greater potential for new jobs than the
capital-intensive big business sector. How many jobs have been created in
Australia in the small business sector in recent years is not very well known,
but in the United States of America a recent national study has shown that in
one eight-year period, nine million new jobs had been created in the small
business sector. By comparison, in the same period, only 75,000 new jobs had
been created in the 1,000 largest corporations. 3
Yet, despite the potential of small businesses for providing new jobs, the
failure rate of small businesses in Australia is very high. Hence, the
potential for providing new jobs in that sector is affected by the instability
of small business enterprises.
Considering the trends in the labour market, and the potential as well as the
vulnerability of small business enterprises in Australian economy, it seems
appropriate to consider the question whether work co-operatives might have a
place in the economy as a form of enterprise that would have both the potential
for job creation and the ability to survive in a competitive market.
On the positive side, worker co-operatives might have an advantage over oneperson small business ventures. Co-operatives have greater capacity for flexible arrangements with regard to labour: people can work in them full-time,
part-time or even on a casual basis. The ability to diversify production is
also greater than in conventional small business firms. Furthermore, a
co-operative which is managed by a board of workers and local citizens is also
likely to draw on community support and thus have a better chance of survival
in times of economic downturn.
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On the negative side, there is little tradition of worker co-operatives in
Australia. As we have found in our study, the pursuit of both social and
economic objectives presents certain difficulties in the operation of a
business enterprise, and much more concerted efforts would be needed to overcome these difficulties. Foremost among these would be community education
programmes that would inform people of the benefits of co-operative self-help
initiatives and thus motivate them towards involvement in worker co-operative
enterprises.
The information we have obtained about worker co-operatives in other countries
indicate that, however successful those co-operatives might be, their fundamental pursuits are not for making high profits but rather for providing
opportunities for productive work, organized in a democratic manner. It is
the labour input rather than capital input that is important and appropriately
rewarded in worker co-operatives. Unlike a capitalist enterprise which engages
labour to provide a return on capital investment, a worker co-operative raises
its own capital through building up its members' equity and IIhires" additional
capital, if necessary.
Hence,there is a fundamental difference between the ethos of private enterprise
and the ethos of worker co-operatives.
While there is no valid reason why
the two cannot exist side by side, worker co-operatives in Australia are likely
to have a difficult path to tread. The financial structure of the economy is
not attuned to such enterprise, especially in the current climate when the
forces of the market are the dominant forces in determining community attitudes
and governments' policies. There is little place in the market for the pursuit
of social objectives.
On the other hand, there has been growing interest in worker co-operatives in
recent years, both overseas and in Australia. The recent conference on
"Working Together held at the Australian National University, Canberra, is
evidence of that interest (See Chapter 6). The interest has grown spontaneously in the community but now some of the State Governments (apart from
New South Wales) have also shown interest, and one has offered support to the
movement. This suggests that the potential of worker co-operatives for providing possible solutions to the current problems in the economy, especially
the problems in the labour market, is receiving some consideration by governments, although only in a rather limited and tentative way. There is no
indication, at this stage, of any definite commitment by governments towards
active encouragement of, or support to, worker co-operatives. Yet, if
worker co-operatives were to become part of the Australian industrial scene,
ll

,
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such commitments by governments would be essential. Worker co-operatives
would then have a chance to develop and grow in numbers in an environment
that would provide them with support and services at least equal to those
now enjoyed by private enterprise.
The developmental patterns we have identified in worker co-operatives in the
New South Wales Programme seem to indicate that the co-operatives have the
potential for performing a dual function of filling the gaps in the small
business market and at the same time providing opportunities for employment.
As these two aspects of economic activity are a cause for concern in the
current economic climate, the potential of worker co-operatives warrants some
consideration from governments, both State and Commonwealth. The latter,
especially, would benefit from successful growth of worker co-operatives by
savings on unemployment benefits and by increased revenue from income tax.
5.2 Options for the N.S.W. Programme
The N.S.W. Programme has been funded until June, 1982. The uncertainty about
the Programme1s future appears to have had some positive effects but has also
caused some concern. The positive effects have been in that both the Management and Advisory Units, as well as the individual co-operatives, have endeavoured to plan their activities so as to achieve independent viability of the
co-operatives as soon as possible. The new funding procedures introduced in
June 1981, the adoption of the Corporate Plan, the formation of the Association
of Worker Co-operatives, and the establishment of the Worker Co-operative Bank
are evidence of this endeavour.
However, the experience of the past two years, and the stage the co-operatives
have reached so far, suggest that the viability of the co-operatives is likely
to remain tenuous for some time. Considering the social and economic objectives
the co-operative pursue, it would be rather optimistic to expect them to have
reached these objectives in such a short time. Hence, some options may be
suggested to choose from for future considerations. The options suggested here
are by no means, exhaustive, and other options can be considered.
With regard to the scale of funding, the Government may decide not to allocate
any more funds to the Programme after June 1982; to allocate funds at a reduced
level; or to renew allocation at the same level as in the current phase of the
Programme, that is, a sum of $3 million for a period of another three years.
If no more Government funds were allocated after June 1982, it is probable that
some of the existing co-operatives would close because they would find it

- 87 -

difficult to continue operating without financial assistance. Others would
probably survive with the assistance of the resources which have already been
established, i.e., the Worker Co-operative Bank and the Association of Worker
Co-operatives. The Co-operative Federation of New South Wales would, no doubt,
continue to offer its services as well.
Funding on a reduced scale would allow for the continuation of the Programme
at the present level of activities, but any further growth would be unlikely.
Much would depend on the degree of success achieved in the implementation of
the plans currently in progress by June 1982, and on the provision of support
services, in their present or modified form.
Renewed allocation of funds at the same level as in the current phase of the
Programme ($3 million over 3 years) would allow for funds to be made available
as loans to the existing co-operatives, and for assistance and support of new
initiatives in the community. The Programme would then develop greater
strength, as a larger number of co-operatives would allow for exchange and
sharing of resources, market research, or joint production and marketing of
certain products.
Irrespective of the decision that might be made with regard to future Government funding, consideration will have to be given to the aspects of management,
support, co-ordination, and education after June 1982. In the current phase of
of the Programme, these tasks have been carried out by the Staff in the
Community Liaison Bureau (Department of Youth and Community Services) and in
the Advisory Unit, working through the Worker Co-operative Development
Committee and Submission Review Committee. The Department of Youth and
Community Services is currently in the process of regionalizing its services,
and part of that process is the establishment of a Community Development
Bureau. The Bureau is to be responsible for assisting community development,
including programmes of neighbourhood development. co-ordination and planning
agencies. multi-cultural development and Community employment projects. 4 It
would be appropriate. therefore. to consider the role the Department could
play in providing resources and support services to worker co-operatives from
its regional offices. Such a role would logically fit into the functions of
supporting community initiatives. which are expected to be performed by the
Community Development Bureau.
If Worker co-operatives were to become part of the Australian industrial scene.
consideration will also have to be given to the provision of education programmes and research. Such programmes could be provided by post-secondary
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designed programmes for worker co-operatives.
It is beyond the scope of this study to suggest all possible
future. It is sufficient to state that the findings of this
that worker co-operatives warrant consideration as a form of
organization that may provide an effective societal response
experienced at the present time and likely to be experienced
future in the Australian economy.

options for the
study indicate
industrial
to the problems
in the near

Information from overseas countries seems to indicate that worker co-operatives
can provide such a response, especially when they receive support from governments. They can be adapted to changing economic conditions as well as to the
changes in production technology, and thus be used as means for job creation
through development of industrial activity in the small and medium-size
business sector. It is for this reason that governments in Europe have recently
shown interest in supporting community initiatives in establishing worker cooperatives, and agencies of the United Nations have provided active support to
similar initiatives in the Third World Countries.
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PART TWO

Worker Co-operatives, Unemployment,
and Job Creation Schemes
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Chapter 6
CO-OPERATIVE THOUGHT AND WORKER CO-OPERATIVES
6.1

General Principles of Worker Co-operatives

The philosophical ideal underlying Worker Co-operatives is that of democracy
in the workplace. It means the ownership of a co-operative firm is held by
the workforce collectively and not by individuals*. The worker-owners decide
how the enterprise is to be run and how profit or surplus, as it is generally
called, is to be distributed.
The principle of Co-operation is not restricted to the ideals of common ownership and sharing profits among the worker-owners; it embodies a philosophical
commitment to the ideal of self-help at the level of the individual. Such an
ideal cannot be confined to the workplace, as it informs the individual of a
whole lifestyle. Thus Co-operation, as a philosophy, is actually a way of
1i fe.
Some major features which highlight the differences between a co-operative
and a company are as follows:
- Co-operatives are democratically controlled by their members voting
equally - one person one vote, regardless of number of shares held;
- Company ownership and control is unequal - based on the number of
shares held.
- Co-operatives pay a limited return on capital and exist to further the
interests of their members;
- A company's major purpose is to secure a profit for the contributors
of capital (shareholders).
The social issue related to the Co-operative Movement and particularly the
Worker Co-operative is that of work and the quality of working life. The
place of work in society today is central to the relationship between contemporary social issues and the purpose of economic activity. The growing industrial unrest witnessed in many countries today reflects peoples' dissatisfaction
with the working environment.
* The Mondragon Worker Co-operatives are an exception, where lIindividual
ownershipll is combined with IIcollectivell ownership. Discussed later in
this chapter.
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It was from similar conditions, of social and industrial dissatisfaction, that
the Co-operative Movement emerged in Britain and Europe late in the eighteenth
century.
6.2 Historical background to the modern Co-operative Movement
Co-operation as a form of industrial organization in Britain and other
European countries was essentially a reaction to the harsh and severly disruptive aspects of the Industrial Revolution of the late eighteenth and early
nineteenth centuries. The sub-human conditions of the new working environments
(workhouses and factories), together with the massive social dislocation this
caused villagers, moving to live in urban slums, not only evoked strong
indignation and discontent among the depressed working class but also aroused
the social conscience of people in positions of greater influence.

In England reformist zeal was greatly felt by the Christian Socialists and in
France by the Utopian Socialists. These were Robert Owen in Britain (1771-1858)
who is generally regarded as the founder of Co-operation; and, in France,
Charles Fourier (1772-1837), PhillippeBuchez (1796-1865) and Saint Simon (17601825). All held strong philosophical views about how the individual might best
fulfil her/himself through her/his economic relationship with the broader
society and so transform it. Like the great classical sociologists who were
to follow, Marx and Durkheim, they recognized the central importance of work
to the individual in relation to understanding the social or societal nature
of existence. They understood work to be a necessary means of self-expression
through which man, as a social being, grew and developed in relation to the
world around him.
The mode of industrial organization they favoured, to best express this
qualitative relationship, was the "Co-operative" form of enterprise; its major
characteristic being democratic self-management and ownership by members
actively involved in the operation.
The idea of Worker Co-operatives grew out of a broader Co-operative thought
which emerged at the beginning of the nineteenth century. The history of
that thought and its application can be divided into three phases.
(I) From the beginning to the end of the nineteenth century. Known as the
Pioneer phase. This was characterised by people promoting co-operatives as
a means by which the disadvantaged classes could survive the industrial
upheavals and human degradation taking place all over Europe. The message was
mainly directed to the working class.
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less reformist. Co-operatives attempted to find a niche in their social
environments which was reflected in new co-operative ventures such as credit
distribution systems, consumer protection campaigns, etc.
(3) From the sixties to the present day. This period has been, and continues
to be, characterised by the contribution co-operatives can make as a means of
promoting economic and social development.
There are many different types of co-operatives, or societies, as they are
often called, throughout the world. How they are referred to depends on their
country of origin and on the operations they engage in. Some types include
the fo 11 owi ng :
(a)

Consumer co-operatives or societies: retail outlets for
consumer goods, e.g. groceries, books, footwear.

(b)

Rural/agricultural co-operatives: produce, process and market
primary food products, e.g. meat, milk, cheese, butter.

(c)

Credit societies: handle credit and investment, e.g. credit
unions and building societies.

(d)

Housing co-operatives

build individual houses and/or estates.

6.3 Worker Co-operatives
There are nowhere near as many worker co-operatives throughout the world as
the previously mentioned types of co-operatives. The greatest interest in
them has been in France and England during the second half of the 19th century,
and the first two decades of the 20th century. The history of their development and their current situation is outlined below.
(1)

British Worker Co-operatives

Rochdale Pioneers' contribution
The Year 1844 is a milestone in the British evolution of Co-operatives. For
half a century before this, however, isolated groups of people had experimented
in co-operative enterprise in an attempt to provide themselves with basic
commodities at a reasonable price. For example this occurred in the corn
market, which was heavily monopolized by individual mill-owners, as far back
as 1795.1
The reason why 1844 has come to stand for the historical starting point of
Co-operation is that in that year a group of 28 people, mostly flannel weavers,
came together and set up a general store in Toad Lane, Rochdale, operated and
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Pioneers, as they were called, developed a set of principles, or operational
philosophy, suited to the Co-operative form of enterprise. In formulating
these principles they integrated the philosophy espoused by Owen and others,
together with their own experience of running the store. The principles were
as follows:
(i)

That capital should be of their own providing and bear a
fixed rate of interest.
(ii)
That only the purest provisions procurable should be supplied
to members.
(iii) That full weight and measure should be given.
(iv)
That market prices should be charged and no credit given nor
asked.
(v)
That "profits" should be divided pro rata upon the amount of
purchases made by each member.
(vi) That the principle of "one member one vote" should obtain in
government and the equality of the sexes in membership.
(vii) That the management should be in the hands of officers and
committees elected periodically.
(viii) That a definite percentage of profits should be allotted to
education.
(ix)
That frequent statements and balance sheets should be
presented to members.
These principles are famous for providing the "blueprint" for all types of
co-operatives right up to the present day - with some modifications and
additions. The most recent interpretation of the history of Rochdale comes
from McGregor, summarized as follows :
In 1854 the Rochdale Pioneers started another operation a co-operative textile factory. Initially there were
about 100 workers who were all shareholders plus a few
non-working members who had altrustic motives for joining.
The latter were given full and equal voting rights in
accordance with Rochdale principles. The first four years
of operation proved difficult due to a slump in the cotton
market. Despite great pressures the co-operative survived
quite well .
In 1859 the depression was replaced by a boom. The
co-operative's record during the depression of 1857 and
1858, coupled with the boom, made it an attractive investment
proposition. It began to attract conventional investors who
were not involved in the Co-operative Movement and did not
wish to work in the mill. Furthermore, these shareholders
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a newJ(34,000 mill.
By the end of 1860 the co-operative had 1,400 shareholders
of whom only 200 worked in the co-operative. Thus within
a year theco-operative was transformed, in principle, into
a joint stock company. The previous policy of distributing
part of any trading surplus was abolished. Workers now
received just the going wage. 2
A number of of writers have pointed out that the manner in which this textile
factory was financed was, to use Oakeshott's expression, "an elementary
blunder 'l • Oakeshott states that at the time, restricting votes to worker
members was thought to conflict with the fundamental 'open door' policy of
the Rochdale Pioneers. It was not perceived that while such a policy made
excellent sense for a consumer co-operative, it was liable to be self-defeating
if applied to worker co-operatives without modification. 3
He, together with Carr-Saunders et al,4 has noted
non-modified 'open door' policy restricting votes
appreciated until very much later. This occurred
Mondragon industrial co-operatives in the 1950's,
is the only really successful worker co-operative
'open door' policy.

that the implications of a
to working members was not
outside Britain in the
in Spain. Today, Mondragon
group with a modified

(2) Implications of changing Rochdale focus for the Co-operative Movement
in Britain and for Worker Co-operatives in general
The implications of the changing focus by the Rochdale Pioneers from a worker
based to a consumer based co-operative were important for a number of reasons,
(i)

Philosophical. With the growth in British consumerism from the
1860 s onwards the British Co-operative Movement opted for the
Consumer style of co-operative. In 1863 the English Co-operative
Wholesale Society was established to serve the needs of the retail
societies constituting its membership. Its operations and assets
grew to a vast size. Annual sales increased froml51,857 in 1864
to the remarkable figure of~6,043,889 by 1900. 5
l

By 1901 British Consumer Societies totalled 1,455 with a membership of 1,789,3586 compared to approximately 100 Worker
.
7
Co-operatlves.
The philosophical shift underlying the Pioneers' changed
business operations was that the justification of the Co-operative
Movement, based on the Rochdale plan, was no longer that it would
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means of reconciling the private interest with the public good.
The ideals which inspired its beginning under Owen and Fourier
were discarded in favour of the spectacular possibilities
consumer controlled co-operatives offered. This was further
reinforced by the Worker Co-operatives' major critics, Sidney
and Beatrice Webb (discussed below). Until the 1960's the
growth of Consumer Co-operatives in Britain had far exceeded
that of Worker Co-operatives.
(ii) The other major implication of the changing orientation of the
Rochdale Pioneers was the recognition of a fundamental principle
for Worker Co-operatives, if they were to be Worker Co-operatives.
The importance of a modified 'open door' policy related to outside
shareholders in order that control of the co-operative remained in
worker members hands was demonstrated.
The decline in interest in the Co-operative ideal as espoused by its founders
did not bode well for the Worker Co-operatives. Their most severe critics
were Beatrice and Sidney Webb. By the late 19th century progress of Consumer
Co-operatives had become so striking that in her pioneer work of 1891 on the
British Co-operative Movement Beatrice Webb adamantly declared them to be
the co-operative form of the future and that Worker Co-operatives were a false
start or economic blind alley. A Fabian socialist, Beatrice Webb was attracted
to the Rochdale system of co-operation because it did away with the "profitmaking entrepreneur", She concluded in her book that "the co-operative techniques of patronage refunds and democratic control were compatible with the
universal interests of consumers",8
The distinction Sidney and Beatrice Webb drew between Worker and Consumer
Co-operatives was sharp. Although concerned with the cause of labour, the
Webbs held no brief for worker co-operatives, basically because they retained
the wage system and, even worse, they might make "profit-makers" of labourers.
Under the Webbs' influence the slogan aired by economists supporting the
consumer co-operative was "production for use and not for profit", This arose
from economists' evolving a theory of production not merely for the purpose of
consumption but directly controlled by the consumer.
That the Webbs ' influence had inhibited the growth of worker co-operatives in
Britain up until the 1970's seems widely accepted. Jones, among many, concedes
it can be argued that attitudes and policy proposals in the debate on workers
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acceptance of the Webbs' views regarding participation. Writing in 1975,
Jones says that the Labour Party's official position has usually reflected
the Webbs· attitude that organizations could not survive if they were of a
genuinely participatory nature. The Liberal Party's proposals on the other
hand have favoured consultation of workers rather than control by workers. 9
This long-standing trend would now appear to have changed radically, judging
from discussions taking place by Britain's major political parties in 1981.
An argument is growing over the political role and structures of worker
co-operatives. The Labour Party is currently circulating a discussion paper
prepared by a Working Group in 1980. 10 The paper argues that public
authorities have a major role to play in the development of worker
co-operatives: they can take measures to facilitate and encourage the
formation of new worker co-operatives and they can provide both a favourable
environment and specific assistance to help sustain the Co-operative sector. ll
Patrick Wintour writing in New Statesman quotes reasons for interest by
Britain's political party in their Worker Co-operative Movement given by
Jenny Thornley in her book Workers' Co-operatives: Jobs and Dreams. 12
The Labour Party sees workers' co-operatives
as a third sector of the economy with potential
to introduce greater democratic control in
industry and to redistribute wealth. The
Liberals and the Tories see them as reducing
worker militancy, increasing productivity and
encouraging self-help among individuals in a
crisis. 13
The position and influence the Webbs have yielded politically in their
support of collectivism and chastisement of worker control and ownership has
not been without criticism. However, until fairly recently, the impact of
critics seems to have been minimal. A report by the United Nations on the
Nature and Role of Industrial Co-operatives in Industrial Development noted
that while some critics acknowledged the economic validity of the Webbs'
arguments they ignored important social aspects. Writers of the report have
pointed out that the Webbs did not acknowledge that although everyone was a
consumer, the active involvement of a person in a job as a producer might be
of far greater "all round" importance to that person's life and to the lives
of people with whom the person interacted than of his/her passive role as a
consumer. 14 It is this issue - the fundamental significance of the relationship between the individual worker and her/his workplace - which is at the
heart of Co-operative philosophy.
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Webbs in 1891 that the structure of worker co-operatives was lIill-adapted to
survive Jones presents a strong argument repudi ati ng thi s cl aim. 15 After a
'toothcomb' analysis of statistical evidence of numbers of producer
co-operatives, their characteristics, and life-span during the Webbs' lifetime,
Jones pinpoints the ease with which inaccurate inferences could be improperly
drawn from what he considers to be loose generalizations which the Webbs
extended to producer co-operati ves at the turn of the 1ast century.
ll

,

The Webbs stated that the nature of all associations of producers was
fraudulent and that they should be referred to as associations of small
capitalists. Jones argues that their claims were so prejudiced that they
held a stigmatized non-objective view of ~ producer co-operatives. He cites
the following emotive statement made by Beatrice Webb in 1891 to support his
argument
I refuse to consider it (the idea of associations
of producers) ethical. This form of self-regarding
action is neither moral nor immoral; it belongs to
the category of feelings which are usually termed
un-mora 1. 16
6.4 Worker Co-operatives in Industrialised Western Economies:
Worker Co-operatives universally do not have a clear-cut organizational
structure. Their basic structural characteristics vary considerably. For
purposes of analysis Jones has formulated three main categories. 17
Type I: membership is restricted to andrequired of the current active
workforce. All control and management is vested in the workforce on an equal
basis. (The Mondragon group best meets these criteria).
Type 11
co-operatives which allow for majority control by workers. Here
not all workers are members, and people not working in the organization may
be members. By and large workers are members.
Type II!: those in which workers have less than majority control. For
example in Britain long established Producer Co-operatives in printing. This
includes business organizations where participation schemes have been introduced.
(1) Features of British Worker Co-operatives: growth and success
Oakeshott has identified what he calls three different experiences of Worker
Co-operatives that have emerged in Britain from the 1880s to the present day.18
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The old 'Association of Labourerls and Producer Co-operatives

I

Corrmenced between 1880-1917 and mainly engaged in footwear, printing and
clothing. Origins are working class and Oakeshott refers to them as 'cloth
cap' in nature. Major features include
- a deep distrust of anyone with other than the most authentic 'cloth cap'
credentials;
- suspicion of standard concept of 'management' ,hence their original
constitution provided for none but 'practical men' to occupy this role;
- lack of 'futuristic' vision and hence long-term planning or expansion
did not occur due to working class insular thinking and apprenhensions
referred to above;
- capacity for surviving;
- lack of dynamism
Nos. of 'Cloth Capl Worker/Producer Co-operatives in Britain for selected
years 19
Year
No.
1905
112
1913
71
1924
64
1936
50
1950
44
1960
37
1970
26
1973
16
Oakeshott says that the number of co-operatives of this kind in England and
Wales went into a very gradual decline in the 1900s and that there is some
uncertainty about the exact figures quoted above.
(b) Enterprises linked with the Industrial Common Ownership Movement (ICOM)
ICOM is Britain's formal spokesbody for Worker Co-operatives. It was founded
in 1958 by a Quaker, Ernest Bader, who gave over the entire shareholding of
his family company to the firm's employees. The company, Scott Bader,
manufacturers resins and in 1978 employed 450 people.
This form of worker co-operative emerged in the 1950s when some conventional
business organizations began to adopt a more democratic structure by handing
over the majority of shares to employees. There were roughly 12 operating in
the late seventies. Initiative has stemmed from a middle-class tradition of
progressive if paternalistic business management reinforced by Quaker
radicalism.
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1979 figures showed ICOM had 13 member firms and over 200 associate members.
It disseminates information and has formulated a set of Model Rules for worker
co-operatives. Currently it is being funded by government and receives
.(20,000 annually.
Leaving out the John Lewis Parnership, which has a workforce of over 23,000
and, in 1977, a turnover of~435 m., ICOM co-operatives totalled 10 in 1978;
employed 1,200 people; and had a combined turnover of 20 million pounds in
early 1977.
Oakeshott says that five of these ten ICOM co-operatives are characterised by
the common ownershi p phil osophy of "high-mi nded" democratic call ecti vi sm
which has been handed down to the shop floor by its middle-class initiators at
the top' .20
I

Commenting on their performance he feels that overall they have done reasonably
well. He says they have suffered considerably from structural defects,
unintentional but very real class bias, and almost no government or alternative
social support. Despite all this they have maintained sound commercial
. b1'1'1 t y. 21
Vla
The other six rCOM enterprises have a workforce of less than 36 people in each.
All started from scratch and all but one began in the seventies. Operations
encompass plastic mouldings, out-door furniture, plant hire, building and
industrial caravans,
Overall, performance seems to have been chequered and fraught with vulnerability
due to the isolation of this type of democratic enterprise. Several have now
closed. Valuable lessons regarding necessary pre-conditions for stability
have been learnt such as the necessity for involvement of the workforce at the
outset.
(c) The 'Wedgwood Benn' Co-operatives
This type of co-operative is an expression of the newest phenomenon within the
British Co-operative movement: employment protection or anti-redundancy
co-operatives emerging from closed down capitalist businesses. The most famous
are Meriden Motorcycle, the now defunct Scottish Daily News, and the Co-operative
conglomerate Kirby Manufacturing and Engineering. In addition to these there
have been a small number of others.
The existence of these "reincarnated" enterprises, now worker co-operatives,
is due partly to initiative from the shop floor but predominantly to the
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Industry, Anthony Wedgwood Benn (Tony Benn) between the end of February 1974
and July 1975". 22 All received substantial government grants or loan monies.
Oakeshott says that an interesting feature of these former capitalist
businesses, re-established along co-operative lines, was that there was little
evidence of any strong, initial feeling for the co-operative form of operation.
It seems the workforce would have been happy to have continued employment
under former capitalist arrangements.
Some other features of all in this group included: far greater workforce
solidarity with the co-operative's long-term goals; low staff turnover;
willingness to work much more flexibly at shop floor level. Two in this group
are the largest in Britain. In 1978 Meriden had 660 workers and Kirby Manufacturing 715 workers. Kirby Manufacturing has since closed.
Overall performance has been tentative. The limited success and failures of
these types of co-operatives has to be understood in the light of the extreme
"isolation" they have experienced, viz. unlike most other forms of industrial
enterprise they have no infrastructure to support them, e.g. access to standard
financing arrangements.
To sum up, although the three types of Worker Co-operatives outlined by Oakshott
vary greatly, all share three common features
(i)

those who work for them are not, when their enterprise
is profitable, making profits for anyone but themselves.
(ii) the workforce has no external controllers, e.g. outside
shareholders.
(iii)within the enterprises a more-or-less democratic ethos - one
person one vote - prevails in the area of ultimate responsibility
and control, though management remains as strong and its functions
remain as separate from production functions as in conventional
enterprises. 23

(d) Statistics
The total number of Worker Co-operatives in existence in the United Kingdom in
1979 was around 200 employing over 5,500 people. 24* Most were very small, 58%
had fewer than 10 workers, and 88% had fewer than 50. Some 22% were in the
Greater London area. On the industrial side the greatest numbers were in
building, engineering and printing; on the retail and services side, in bookselling and wholefoods. The growth of the Movement in'Britain this century

* Unofficial figures in January 1980 totalled 350 worker co-operatives.
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co-operatives were formed and when the number of existing ones dwindled to
about 20. Thornley attributes this stagnation, up to the seventies, to lack
of capital availability and lack of state intervention. 25 A United Nations
report in the late sixties also noted that the main problems British Worker
Co-operatives experienced were capital, management and markets. 26 Derek
Jones described the British attitude up to the seventies towards worker
co-operatives as one of 'sympathetic liberal pessimism' .27 Oakeshott's view
of this period is clearly conveyed in his title chapter, 'A cold climate in
Britain', of his book liThe Case for Workers' CO-OpS". Thornley, writing in
1981, says that the British Worker Co-operative Movement is marked by a lack
of coherence of philosophy or strategy among its numerous organizations and
supporters and that there is no shared political perspective. 29
(e) Reasons for growth in the U.K. in the seventies
As was mentioned in the beginning of this chapter, Worker Co-operatives have,
historically, been formed as an ideological response to alienating working
conditions within large scale industry. People all over the world, in
industrialised economies, are currently experiencing this alienation evidenced
by boredom with work, industrial unrest and growing numbers of people unable
to secure employment.
In Britain, Worker Co-operatives in the seventies have mushroomed. They have
been formed by workers threatened by redundancy, with the closure of private
firms, and by people seeking to experiment with new forms of industrial
democracy who also seek to produce socially desirable goods and services.
It is important to note that their growth, as with the growth of standard
forms of capitalist enterprise, has not been autonomous. Assistance has been
varied and now in 1981 a tentative infrastructure is evident. A brieflook will
now be taken of the embryonic legal infrastructure emerging in Britain.
1882 The Co-operative Productive Federation
Founded by Vansittart Neale, first secretary of Co-operative Union and, later,
of International Co-operative Alliance. This organization aims to promote
co-operative productive societies and 'common ownership' enterprises. Today
it has little influence.
1958 Society for Democratic Integration in Industry (Demintry)
Founded by Ernest Bader who established the Scott Bader Commonwealth in 1951
when his family firm gave 90% of company shares to a company limited
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Commonwealth and the firm became a worker co-operative as it came into the
category of 'common ownership'. In 1971 Demintry's name was changed to
Industrial Common Ownership Movement (ICOM). In 1979 it had 13 member firms
and over 200 associate members. ICOM publishes its own Model Rules and acts
as a national forum for all worker co-operatives. In 1978 it began a regionalisation program opening branches in 17 different locations throughout
Britain. Branches enable local co-operatives to meet and exchange advice and
information; to establish links with branches in other regions and to provide
a formal structure for the central ICOM organization. It is the most influential organization in Britain promoting worker co-operatives.
1973 Industrial Common Ownership Finance
This is a company limited by guarantee without a share capital operating as a
revolving loan fund and set up on an initiative within ICOM. It also advises
on conversion to common or co-operative ownership. It receives deposits from
various sources and makes loan advances to common ownership and co-operative
enterprises, providing their constitutions meet the requirements of the
Industrial Common Ownership Act of 1976.
In 1976 Jf250,000 was made available to ICOF by The Department of Industry. It
interacts with Co-operative Development Agency, ICOM,. local authorities and
national organizations.
1976 Industrial Common Ownership Act
This Act made.t250,000 available over 5 years through ICOF for manufacturing
co-operatives, and ~30,000 per year over 5 years for advice to worker
co-operatives.
1978 Co-operative Development Agency was formed under an Act of Parliament
to assist the development of all forms of Co-operation. It was funded to the
sum of J300,000 per annum for 3 years with the possibility of 2 more years
funding at the same rate.
1978 Job Ownership Ltd.
Company limited by guarantee without a share capital. Formed in November 1978
with support from the Joseph Rowntree Social Service Trust. It acts as a
consultancy agency to advise on formation of co-operative production societies
and conversion of companies to co-operative basis. It was formed by 15 people
who were impressed with the Mondragon co-operatives.*
* Discussed later in this Chapter.
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conjunction with ICOM. It is an educational organization developing common
ownership. It will provide courses, undertake research, and act as a resource
centre. Five staff are planned for, initially.
The Open University, U.K. This university has a specific department known as
the Co-operatives Research Unit which commenced in 1978. In 1980 this Unit
had twenty projects it was conducting research into, related to worker
co-operatives and common ownership enterprise.
In addition to the foregoing infrastructure, since 1975 Worker Co-operatives
in the U.K have performed yet another social and economic function - that of
Job Creation schemes. State assistance has been given both directly and
indirectly as part of local or national strategy of reducing unemployment and
equipping the labour force with low level skills.
The government has provided finance directly to worker co-operatives via the
Manpower Services Commission. "Enterprise Workshops" have been created since
1975, first under the Job Creation Programme and later (1979) under the Special
Temporary Employment Programme. Thornley reports that after funding stopped
some have continued to be viable though many failed to make the transition
from being state supported to independent. 30
Under the Inner Urban Areas Act 1978 money was made specifically available
for setting up worker co-operatives in certain areas. Some local councils
have also given loans to worker co-operatives.
(2)

Experience of Worker Co-operatives in Eastern and Western Europe

France
France more than Britain is the true pioneer of the Worker Co-operative.
Under the eccentric genius and inspiration of Charles Fourier, who argued in
favour of self-supportive industrial communities, Worker Co-operatives have
continued to flourish in France from the mid 19th century to the present day.
More than any other western European country France has embodied the spirit
of Co-operation which has been reflected in two fundamental areas: capital
availability and state intervention/support.
The French Worker Co-operative movement arose amidst a background of revolutionary struggles in 1848 and the Paris Commune of 1871. It has been
characterised by a close relationship with Government as evidenced by the
movement's beginnings in 1848 when a number were set up by the Government.

-105These were engaged predominantly under government contracts.
(a) Legislation
In 1881 worker co-operatives were allowed to compete for contracts offered
by the City of Paris. Two years later Waldeck Rousseau, Minister for the
Interior, set up a commission of enquiry into worker co-operatives which
resulted in all public competitions being thrown open to them and, in 1893,
provision was made in the budget for grants to worker co-operatives.
A special law on worker productive co-operatives was passed in 1915 and they
were given a place in the law to tender for low-cost housing in 1928. They
were accorded special facilities in competing for public contracts in 1931
and, in 1938, the government set up the Central Bank for Co-operative Credit.
This provided loan capital for co-operative industrial development.
Throughout this period the worker co-operatives had also strengthened their
own organization. In 1893 they set up an organization to lend money to worker
co-operatives called the Co~operative Bank of SCOP (Confederation of Productive
Co-operative Societies) which operated as an arm of the Consultative Chamber of
Workers· Productive Associations established in 1884. In 1970 the Co-operative
Bank of SCOP was taken over by the Caisse Centrale, consolidating the major
source of external finance into one organization.
It can be seen that a strong legal framework has evolved in France for the
Co-operative movement from its inception. Thornley says, however, that government assistance has always been given indirectly to worker co-operatives. In
an excellent paper on the French Workers' Co-operatives Thornley discusses the
French experience as follows 31 :
Legislation pertaining to Worker Co-operatives is clearcut. All are registered
as a form of limited liability company and regulations govern the internal
financing of the co-operatives. For example, the minimum amount of capital to
form a worker co-operative is 10,000 francs ($A2,000). The co-operative
must put 15% of its annual profits into a reserve fund until it equals the
amount of share capital.
The main sources of finance are the investment of members· own savings and
the ploughing back of profits. There is no limit on share capital an individual can hold, unlike Britain where the limit is ;{5,000. Long term loan capital
has been available since 1938 from the government bank for co-operatives.
Loans have always been made on strictly commercial criteria and there have
never been any subsidies to co-operatives.
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In 1975 there were 630 registered worker co-operatives employing around
30,000.* Building was the biggest operation accounting for 261 co-operatives.
There were 10 large co-operatives of which 4 employed approximately 1200
people but the majority were small with fewer than 20 employees.
(c) Comments on features
Philosophical backing of Worker Co-operatives by the government and legal
contribution has been of clear significance, together with contracts to
produce goods and services.
Regulations regarding share capital indicates a sign of worker commitment.
This form of capital is important as it forms the basis for borrowing and for
use in internal financial crises. French worker co-operatives have never been
subsidised. This business-like approach to capital since the middle of the
nineteenth century is one of the major developmental differences between
Britain and France; the other being that central government has always
supported worker co-operatives as viable firms rather than as a means to
create jobs.
Speaking of the French Worker Co-operatives, the United Nations reports on
the "exce11 ent workshop morale and absence of confl i ct and low turnover of
labour". 32 They note, also, the central significance of membership to French
people viz., the contract between a worker and a worker co-operative is not
limited to the workplace but extends to cover the worker's life. Hence a
worker's involvement is a real integration of work time and personal time.
~

Italy has more worker co-operatives, employing more people than any other
western European country. In 1977 nearly 2,700 enterprises were active,
employing almost 150,000 people. It is about five times the size of the
French Movement.
It began in the mid-nineteenth century and arose from the desire for independence and stability of employment. As in France, Italy has been given strong
state support. Legislation dates back to 1889 when a law was passed allowing
them to compete, for the first time, for public contracts. Further legislation
occurred in 1904, 1911 and 1947. The extent of the Italian worker co-operatives
is due,in part,to substantial tax and other state concessions, such as public
contracts, dating back to late last century and, in part, to political backing
received by the various sections of the movement. As in France, more than half
* Unofficial figures in late 1979 were 1,000 worker co-operatives employing
approximately 40,000 people.
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the workforce is involved in building and civil engineering activities.
A United Nations report states that the most important factor in their success
appears to be the acceptance and recognition to appoint fully qualified and
generally university trained technical managers. 33 Such people are paid more
highly which, although this has caused conflict in some countries, has not
occurred in Italy.
Oakeshott points out the clearcut difference between Italian co-operatives
and any other western European counterparts. The Italian movement is divided
into three separate political groupings 34 :
(i)
(ii)

(iii)

The broadly communist Lega. : comprises 1,425
co-operatives and employs 110,000.
The broadly Catholic (or Christian Democrat)
Confederazione Co-operative Italiane :
comprises 1,000 co-operatives and employs 32,500.
The republican and social democrat Associazione
Generale dell Co-operative Italiene: comprises
250 co-operatives and employs 5,000.

Poland 35
Work co-operation in Poland is very widespread and began in Cracow in 1875.
By 1939 there were 100 worker co-operatives with a membership of around 4,000.
AfterWorld War 11, with the economy in ruin, it was the policy of government
to reorganize the production of consumer goods as quickly as possible and
under some form of social ownership. State aid was provided but co-operatives
themselves took the major role.
In 1962 there were 3,313 worker co-operatives with a membership of 409,900,
together with 946 "handicraft" co-operatives of independent workers with
212,400 members. Co-operative production plays a major role in the national
economy, accounting for over 10% of production for the domestic market and
61% of services. 36
A United Nations report of 1967 calculated that worker co-operatives in Poland
in 1962 accounted for 70% of all small-scale industry; 80% of all cottage
industry and 75% of organized direct services. A feature of the Polish movement is the supply of services rather than goods. There are special
co-operatives formed by and for disabled people which, in 1962, involved
123,000 people.
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What stands out about the Polish movement is that it is not confined to
industry alone but plays a major social role in many areas of everyday living.
These include: training (technical and managerial); labour safety and health;
provision of social, cultural and sporting activities through libraries, and
meeting halls, art and study groups; and facilities for excursions and holidays.
Other European countries 37
Sweden
Worker co-operatives in Sweden occupy a small place in the economy. A feature
of their development of the late sixties was that initiative for them came
from trade unions, not individual workers. Building is the major activity.
1977 figures show there are around 40 worker co-operatives with a membership
of 1500.
Switzerland, the Netherlands and Portugal all have co-operatives of builders.
Germany and Denmark particularly, have a well developed Worker Co-operative
sector. Denmark with a population of 5 million has 635 Worker Co-operatives.
Yugoslavia
This country has restructured its economy on co-operative lines, but ownership
of co-operatives is in the hands of the State and workers do not participate in
the growth of assets. The workers, as a result of this, lack incentive to
plough back their earnings. The local authorities have had to interfere with
the distribution of surpluses by limiting the workers' cash drawings. Worker
co-operatives in Yugoslavia are subject to outside supervision which is very
different from most other countries examined in this Chapter. Oakeshott makes
the point that productivity via self-management has proved to be viable but
has not resulted in sensational productivity output. 38
Israe1 39
Under the influence of the Histadrut (the General Federation of Labour) worker
co-operatives have been formed. The Histadrut has provided strong support organizationally and financially. One of the most remarkable developments
has been in transport. Four large co-operatives control by far the majority
of passenger road transport in Israel. Membership totals 8,000. All receive
the same basic wage with a differential based on investment. Funds are maintained, providing insurance for disablement, retirement and death. Besides
these transport co-operatives there are some 87 other worker co-operatives
employing nearly 3,000. Areas include: wood and metal work, printing,
construction materials, bakeries, cinemas, laundries, restaurants, garages,
post services and cleaning.
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Israel. Unlike most trade unions in the world, its functions are very varied
and its influence is enormous (membership totals approximately 2,000,000).
In addition to the normal trade union activities related to wages bargaining
etc. it unites, in a single organization, skilled and unskilled workers,
members of co-operatives, other self-employed people, housewives and working
youth. Hence Co-operation is part of the national consciousness.
Mondragon, Spain
Mondragon is a town of 200,000 people situated in the Basque country of
northern Spain. Little known in the fifties, when its first Worker
Co-operative was established, today Mondragon Worker Co-operatives have
become the dazzling success story of the International Workers' Co-operative
Movement.
In the space of 21 years the Mondragon co-operatives have developed from
nothing into a many-sided and highly integrated economic and social operation.
Today 17,000 people are employed in 82 small or medium sized self-owned and
managed co-operatives with an annual group turnover in 1SU7of~200 million. 40
The initiative for this extraordinary operation came from one man - a priest who provided an inspirational theme for five of his students who subsequently
became key founding figures in the Mondragon co-operatives. Fr. Arizmendi is
referred to as an extraordinary personality and challenging thinker who always
examined, critically, conflicts as they arose in relation to the needs of the
individual and community.
This point is mentioned as today, 28 years later, Oakeshott notes that the
practice of critical self-examination is an outstanding feature of this group.41
The Mondragon Worker Co-operatives emerged against the background of the Spanish
Civil War. Oakeshott has identified three important factors in explaining the
origins of the co-operatives. 42
(i)

Basque Nationalism and a Basque church strongly identified
with it (in 1936 and 1937 the Basques fought on the republican
side against Franco).
(ii) Working class awareness.
(iii) Industrial and metal working skills

Mondragon's geographical location - mountainous and relatively isolated from
the rest of Spain - also cannot be discounted, together with a long established
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tradition of democratic local autonomy and a strong sense of community.
In 1941 to the early fifties, Fr. Arizmendi was deeply involved in education
for the people of Mondragon. In 1943 he set up, with strong community
support, a small school for much needed technical apprentices. His educational
interest explanded rapidly over the next 10 years.
In 1956, under his direction and inspiration, five of his fully qualified
engineering students founded the first, and today largest, industrial
co-operative in Mondragon, ULGOR, employing 3,500 and engaged in the production
of refrigerators and domestic appliances.
Expansion of worker co-operatives in Mondragon over sixteen years from
1960-1976 is outlined below 43
Year

Nos.

Year

Nos.

1960
1962
1963
1964
1965

8
18
29
32
36

1966
1967
1968
1969
1970

40
43
44
46
46

Year

1971
1972
1973
1974
1975
1976
To date there has not been a co-operative fa il ure and 17,000
created in less than 25 years.

Nos.
48
49
52
59
60
62
jobs have been

The group is involved in an increasingly broad range of activities mostly
entered into out of need. For example, housing was required so a co-operative
was set up to build houses. 14 estates have been built so far.
In addition to production of consumer goods, an impressive range of IIservicell
co-operatives exist. These include
- a Social Service scheme covering 70,000 people
- a hospital is being planned
- Technical college
- a university
There are "second degree" co-operatives such as the Peoples' Savings Bank
and
an industrial research centre which provide the infrastructure for the
entire group.
The central pivoting mechanism for the Mondragon co-operatives is the Caja
Laboral Popular (the Workers' and Peoples' Savings Bank).
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to finance co-operatives and job creation through mobilizing funds from local
savings. Growth in local savings has been phenomenal. In 1977 deposits
totalled~95 million and capital and reserves~15 million. From 1960 to 1975
the bank increased its branch offices from 2 to 75. 44
The other equally important function it performs is in the area of market
research and management consultancy for the entire group. To quote Oakeshott
By a mixture of extraordinarily thorough preparation
before an investment is made, and the most systematic
back-up and performance monitoring after it, bad
investments had been kept down to virtually zero:
that, of course, is a very large element in the secret
of the groupls success. 45
Basic regulations and structure of Co-operatives 46
Control of co-operatives is vested totally in the workforce as a function of
work rather than capital ownership. The entire workforce, which meets monthly,
elects a Control Board. It has the power to hire and fire top executives.
Top executives appoint middle management and can dismiss them. It has to be
emphasised that if a majority want to change the co-operative they have the
power to do so at any time.
Salaries/Wages
It is a rule that the highest paid earns no more than 3 times the lowest paid.
Wages are in line with local rates and basic wage is 1% higher.
Financial conditions when commencing and/or joining a co-operative
- workforce to raise 20% of capital.
- 20% of capital is available from a special loan fund set aside for
establishing new co-operatives.
- 60% remaining is put up by the Caja Laboral.
every new entrant must put up/l,OOO or 12,000 of which 25% is
transferred to collective funds which the new entrant loses.
For the~I,OOO or 12,000 an employee receives 6% interest on this. Up to 70%
of net profits may be credited to the individual IS account, not usually withdrawable in cash. 20% of net profit goes to a collective reserve and 10% to a
"community and/or social service fund". Losses are dealt with in the same way
as profits. Maximum of 30% of net loss may be written off against indivisible
collective funds. The balance must be deducted from individual accounts.
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leaves the co-operative. If a person goes to another job he/she risks losing
up to 20%. If an individual stays till retirement he/she must withdraw his
100%. In the mid-seventies this ranged from 110,000 - 115,000.
The study of the Mondragon co-operatives undertaken by Oakeshott et al in 1977
sets down 5 features as being crucial to Worker Co-operatives' viability.
(1)
(2)
(3)
(4)
(5)

Democratic structure of control by the member/workers.
Member/workers capital contribution and reinvestment of profits.
The Contract of Association.
The management consultancy division of the bank.
The principle that new co-operatives are set up only on the initiative
of member/workers.

The essence of Mondragon philosophy is that capital creates employment while
sound management and financial practices guarantee continued job security for
a well informed workforce participating meaningfully in running its own
enterprise and people controlling their own working lives. An extraordinarily
delicate balance is struck between collective and individual ownership. The
ratio being 80:20 on the side of the individual.
Criticisms
Vanek, a well known writer on the subject of Self-Management, argues that
optimum co-operative structure is one where control is vested in the workforce
but assets are externally owned by a supporting agency such as the government.
He contends that worker co-operatives, where workers individually own the
assets, historically have not and will not make optimum investment decisions,
because he claims members interests are generally short-term and most
co-operatives have limited access to new capital. This results in optimum
capital allocations not being able to be reached. 47
In contrast, the overwhelming success of Mondragon provides evidence to
counter this argument. Moreover, Oakeshott's study reveals that worker
participation and ownership have proved to be an important way of raising
finance without the contraints of management strings.
Considering the success of Mondragon, Logan 48 argues that this is related to
the size of the town, 'community spirit ' , and the existence of minimal local
wage differentials. For these reasons he questions whether the Mondragon
scheme could be, realistically, established in large cities.
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The major criticism levelled at worker co-operatives is whether they can be
run as economically viable enterprises. Historically their profitability
record is not impressive. Scepticism is high among professionals in the
business world about the possibility of combining democratic worker control
and efficient management. Business people argue that workers are likely to
baulk at the necessity for redundancies, salary freezes, or operation closure;
and that workers would opt for short-term advantages in the form of higher
wages and overmanning rather than long-term profitability.
A major key to ensure success of worker co-operatives appears to be tied up
with size. The Oakeshott study emphasises this and points out that
co-operatives at Mondragon have been limited to small and medium-sized enterprises. The largest has 3,000 employees and it, unlike any other co-operative
at Mondragon, has experienced industrial conflict and only once.
Another argument against co-operatives is a view from workers and their unions.
Workers may not wish to shoulder the responsibility of managing their own
enterprise. Additionally they may not want their savings tied up with their
job. This can be overcome by co-operatives investing pension funds outside
the group. So workers' eggs are not all in one basket.
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Australia
The Co-operative form of enterprise is not new to Australia. As in most other
countries referred to in this study it has been in existence since last
century. What is new, or relatively new, is the Worker Co-operative form of
enterprise whose characteristics have been explained earlier in this chapter.
In order to gain a clearer picture of the way in which the development of
traditional co-operatives in Australia (consumer, producer, credit unions and
building societies) have compared with the growth of Worker Co-operatives, a
brief look is taken at the former's historical beginnings throughout Australia
and in New South Wales in particular. This is followed by an examination and
commentary on the state of current Worker Co-operatives throughout Australia
and New Zealand with the exception of the New South Wales Worker Co-operative
program. Finally, brief reference is made to some recent attempts at worker
owned-and-managed enterprises in Australia which have occurred either by the
handing over of a firm and its assets to the workers or when employees of a
conventionally owned firm, faced with redundancy, buy out the organization.
Frank Pulsford was the first person to write a textbook on Co-operation in
Australia. In his book, Co-operation and Co-Partnership (1913),49 he
presented an ardent plea for the development of a united Co-operative movement
in Australia. His book was about traditional co-operatives (rural, consumer,
housing) and not worker co-operatives.
It was his view that the level of co-operative development in Australia at the
turn of the century was 'backward', which he attributed to its advantages not
being fully made known to the wage earning public. 50
The first registered co-operative in Australia was established in 1859 in
Brisbane under the Friendly Societies Act (UK:1846) before Queensland became a
new state, separate from New South Wales. 51 In Western Australia, which has
the strongest history of Co-operation in this country, co-operatives were
formed in rural areas in 1860. 52 The oldest co-operative store in Australia,
The Adelaide Co-operative Society, was founded in South Australia in 1870.
Pulsford noted that at the turn of the century there were no co-operative
societies in Tasmania, though he made the following comment:
The state possessed the essential pre-requisite of a
flourishing movement, to wit, an enthusiastic and
well-informed advocate of Co-operation {namely} a
gentleman {in Hobart} who had recently published a
pamphlet 'Co-operation: A Wor~~-Wide Movement.
What it Means to the Workers'.
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Carruthers notes that there have been isolated examples of workers cooperatives in the mining industry since the 1860's; for example, workers at
the Plattsburg colliery (N.S.W.) set up a co-operative in 1861. Others were
established in Northumberland (N.S.W.) in 1893; Aberdare (Queensland) in
1894, Victoria in 1903 and Balmain (Sydney) in 1928 - all had limited success. 54
A recent sub-thesis by Gary Lewis, which examines the history and implications
of Co-operative legislation in New South Wales, sheds light on one of the
major reasons why the essence of Co-operation, and Worker Co-operatives in
particular, have not blossomed in New South Wales in accordance with the
philosophy expressed by its founders in France and England. 55
It is Lewis' thesis that the Co-operation Act of 1923 (which Act still forms
the basis of registration of all types of co-operatives today in New South
Wales) was IIdesigned to fetter, rather than free, spontaneous co-operative
behaviour 56
ll

•

His study reveals some important historical reasons why the application of the
Co-operation Act has, up to the present day, had a restrictive effect on the
formation of Worker Co-operatives, or what are referred to in the Act as
'Community Advancement Societies'. It also sheds light on some of the reasons
why many worker co-operatives today have difficulty in meeting the registration
criteria as laid down in the Co-operation Act of 1923. It is not so much the
Act itself but the way it has been interpreted, over many years, which acts as
a considerable barrier to the legalizing of many Worker Co-operatives in New
South Wales, the origins of which may be linked with the real intentions of the
founder of the Co-operation Act of 1923, Sir Joseph Carruthers.
Lewis' thesis demonstrates that the founder of New South Wales' Co-operative
legislature, Sir Joseph Carruthers (1856-1932), duped the marked place with his
'community settlements' or 'community advancement societies' as they are now
referred to in the legislature. Lewis explains the dual intentions Carruthers
had in mind, as follows:
With the exception of his own 'Monaro Community Settlement
Society' not one of the subsequent co-operatives has
reflected Carruthers' intended purpose. Carruthers
intended community settlements to assist in the ingression
of British capital and surplus labour and he used their
attractive, idealistic aspect in an attempt to smooth the
way for rich and guaranteed British profits, underwritten by dominion governments, extracted from loans for
the construction of massive and economically dubious public
works for the stated purpose of populating the state's
57
'vast empty spaces' and ensuring against foreign invasion.
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aimed at improving the profit of the rural industry.
Of particular relevance for this study is that Community Settlement Societies,
as envisaged by Carruthers, were out of character with the then seven other
types of co-operatives in New South Wales. Lewis states that Community
Settlement Societies were mainly concerned with the import of British capital
and labour while the others devolved on exports and the rationalisation of
local capital. He goes on to say:
The Co-operative Act, therefore, channelled cooperative activity into certain prescribed areas
and imposed restrictions on spontaneous cooperative behaviour so as to pre-empt development
along these lines. 58
With this historical background, and the re-emergence some 50-60 years later
of Community Advancement Societies together with the newer Worker Cooperatives, it is understandable that this type of co-operative is little
understood today by the long established Co-operative institutions and their
traditional members.
Profile of Worker Co-operatives throughout Australia
It is not easy to draw a clear and factual profile of Worker Co-operatives
in Australia for a number of reasons. First, there is not a nationally
agreed on definition of what a Worker Co-operative is and, second, there
are no official records available giving basic information, such as numbers
in each state, types of enterprises engaged in etc.
For these reasons the information which follows is partly anecdotal~ as much
of it has been obtained informally from such sources as the odd telephone call
and personal contacts At the recent national conference on Worker Cooperatives in Canberra (July 2-4, 1981) some sort of lembryonic' picture
emerged about the overall Australian and New Zealand scene. One definite
fact that came out of this Conference was that the Worker Co-operative or
similar type of enterprise is clearly growing in both countries. Indeed, the
coming together~ at this Conference, of approximately 120 people from all over
Australia, and New Zealand reflected this.
0

Throughout this century there have been a number of isolated attempts at the
worker owned or collective form of enterprise in different parts of Australia.
Information about them is almost impossible to come across and so we have
little knowledge of their social or economic impact and the difficulties they
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'collectives' in different states, many of which provide medical and support
services for women. Similarly, fishermen, students and other groups sharing
a common interest have set up collectives. In New South Wales, if such groups
seek registration they are usually classified as 'community advancement
societies'. Because the Co-operation Act currently does not provide for the
classification of Worker Co-operatives, such groups wishing to register can
only do so as 'community advancement societies'.
This 'lumping together' under Co-operative law of the many and varied selfmanaged and self-owned enterprises makes it extremely difficult to find out
how many specific kinds there are, their defining characteristics, etc. The
differing roles and functions of Worker Co-operatives in some other countries
of the world have been described earlier in this chapter. As we pointed out,
the way in which they are perceived, especially by those who work in them and by
governments, reflects the dominant ethos and issues - both social and
political - of each culture.
And so it is in Australia. Worker Co-operatives are currently perceived by
those governments who have expressed interest in the worker co-operative as a
response to unemployment - some sort of new job creation scheme. The perceptions of those working in worker co-operatives, however, are varied. Some
sharing the views of governments; others seeing them as an ethically acceptable alternative to the capitalist based mode of operation; and yet others
seeing them as a much needed community based form of operation which provides
a substantive base for worthwhile community involvement.
A similar situation exists in New Zealand with some governments and community
welfare groups looking to Worker Co-operatives as a response to the issue of
unemployment. However, due to the reasonably well developed integration of
Maori, Polynesian and 'New Zealand' cultures, it seems, that country embodies
the Co-operative spirit considerably more than Australia.
At the recent national conference in Canberra a Community Policies Advisor,
from New Zealand's Department of Internal Affairs, pointed out that the Maori
and Polynesian cultures were especially conducive to co-operation due to the
type of social organization these cultures have traditionally engaged in.
He said that Maori and Polynesian involvement in small worker-type cooperatives comprised 60% of membership and there was quite a degree of integration with these two groups by white middle-class people. The latter,
some of whom he spoke of as 'alternative lifestylers', were actively engaged
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these culturally integrated co-operatives were inter-eo-operative bartering
and what the Maori and Polynesian people referred to as the 'spiritual
,
dimension . 59
Statistics on numbers of worker co-operatives in New Zealand were not available but we were told that the recently established Co-operative Council in
Auckland had approximately 50 affiliated worker-type co-operatives.
At a formal level, one government scheme currently in operation in New
Zealand is called S.C.OoP.E. (Small Co-operative Enterprise Scheme). Its
purpose is to encourage the development of small-scale co-operative business
ventures for people having difficulty in finding suitable employment. The
Department of Internal Affairs, which administers the scheme, notes that:
An increasing number of {such} people are discovering
that they can help themselves by forming work groups
that operate on a small-scale, people-intensive, and
co-operative basis. They find they enjoy being in a
work situation which encourages working together as a
group and which, because ~t is small, can be managed
and controlled by them. 6
S.C.O.P.E. provides financial assistance, training courses for people who
work in the small co-operatives, and skilled people to provide advice and
support to ventures. It is not a scheme giving straight handouts but "more a
soft version of commercial lending-practice". 61
Some examples of the type of assistance already given are:
A land trust started by a group of young men and women to redevelop
their tribal land. They received a loan to buy a tractor and
attachments, and a grant to buy fertiliser and irrigation materials.
A group of people in a fruit-picking area started a herb farm with
associated processing and marketing activities, to create employment
for young people and seasonal workers who had no job prospects back
in their own area. They received a loan for establishment costs,
A city work co-operative wanted to employ a skilled carpenter for
6 months to teach them skills on the job so they would be able to
become independent contractors. SCOPE assisted with a salary subsidy,
A work trust with a variety of work (farm, forestry, market-gardening,
school lunches) needed tools and a vehicle to transport them to their
various worksites. SCOPE gave a grant for the tools and a loan for
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the vehicle. 62
In Australia, apart from the government of New South Wales, the only other
state government which has shown an active interest in assisting the workertype co-operative is the state government of Victoria.
Victoria
The Co-operative Development Program, as it is called, was launched by the
government in April 1981. It is described as :
lI

a response to initiatives by the community to establish
business enterprises as a response to unemployment 63
ll

•

The state government has apparently allocated approximately $600,000 for the
program to the period ended June 1981 and a further amount of approximately
$100,000 to June 1982. Additionally, the Victorian government has funded the
Co-operative Federation of Victoria to appoint a professional advisor
specifically to assist with the development of Community Employment Coopera t i ves .
One of the criteria for funding is that 'community development co-operatives',
as they are called in Victoria, must be able to demonstrate an active involvement by their initiators and supporterso This condition may go a long way to
ensuring interest in the co-operative from 'bottom-up' rather than 'top-down' a feature which experience overseas has shown is fundamental to the success of
the co-operative.
As at July 1981 seven community development co-operatives were receiving state
funding in Victoria and employing approximately 15 people, both full-time and
part-time. All are registered as co-operatives and are involved in manufacturing (leather goods) service industries and craft products. Additionally,
the Victorian Employment Committee reported in its outline of the State's
program, earlier this year, that co-operatives have either been or are in the
process of being established at Alexandra, Doncaster, Doveton, Hamilton, Kerang,
Nunawading, Shepparton and Sherbrooke. 64
The desire for community involvement in this program would seem to be indicated
by those running the Victorian program, given that the term "community development co-operatives" was chosen and not "worker co-operatives". In brief, the
worker co-operative form of enterprise appears to have been perceived as a
community response to unemployment.
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Interest in worker co-operatives, again as a response to unemployment, has
been expressed by a number of academic and community development organizations
in and around Perth.
As mentioned earlier, Western Australia has the strongest history of Cooperation of any state in Australia. This began with IIgroup settlement to
vast rural areas after World War I. Currently unemployment is especially high
in rural areas and according to Peter Kenyon, a spokesman at the recent
National Worker Co-operative Conference, some rural Councils in addressing the
issue of unemployment are asking themselves, ·what could a possible new role
be for long-established rural co-operatives given the severity of unemployment
in country areas'? 65
ll

To date, government interest in worker co-operatives has stemmed from the
local level. Peter Kenyon reports that three Councils in rural areas and
some church groups have expressed a supportive interest.
There are no official figures on the numbers of worker co-operatives in
Western Australia. It is thought that there may be about four of these sorts
of enterprises involving Aborigines and craftspeople.
In 1980 a co-ordinated study was undertaken by the Fremantle Community
Education Centre into the potential of community co-operatives. 66 One of the
authors of this report has been involved in setting up a project based on cooperative principles, at a High School in Rockingham, Western Australia.
The scheme, called IIproject Recycle has been developed as a practical
component of the Alternative Course at the school. It aims to assist students
to develop the skills necessary to generate their own income through small
business enterprises, especially if they are faced with the prospect of
unemployment.
ll

,

It is engaged in bicycle maintenance and sales and currently involves 25
students, community resources and personnel. Community involvement is a major
objective of the project, together with the production of socially useful
products and/or services.
With the current emergence of worker co-operatives in Australia, Kenyon
believes it is important that a working definition of Worker Co-operatives
is not too rigid or narrow in order that the many lIindigenous qualities
pertaining to community enterprise throughout Australia can be accommodated. 67
ll
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The development of worker co-operatives in that state appears to be minimal
and sources of information are also scarce. Members of several Brisbane based
welfare organizations informed us that there were at least 7 worker cooperatives operating in Brisbane. 68 All are unregistered, and are fairly small.
Combined, they involve approximately 50 people in a part-time and casual
capacityo Enterprises engaged in include mulchgardening, purchase and sale of
fruit and vegetables, bees, craft products.
The initiative for their development appears to have come from two sources :
individuals who are committed to the "sma ll is beautiful" philosophy - some of
these have left full-time employment to set up worker co-operatives, while
some give support of a voluntary nature. The second group expressing interest
has been the church.
At the present time, as far as can be ascertained, support for worker cooperatives from either state or local governments does not exist.
South Australia and Northern Territory
There are no worker co-operatives in the Northern Territory. In South
Australia there has been some limited government assistance the Self
Employment Ventures Scheme. Apart from this we were unable to obtain any
information about worker co-operatives in this State.
Tasmania
There are currently four known worker co-operative 'type' enterprises in
Tasmaniao They have been set up by The Masters' Workforce organization and
registered as companies limited by guarantee. This organization envisages
having 10 co-operatives in operation by the end of 1981. They have been
established for approximately three years and currently employ 12 full-time
people. Finance has been limited, state government providing some funding
and a federal government scheme providing some form of salary assistance. 69
Employees, many of whom leave after three months, have been drawn from the
long-term unemployed group. A representative of the Masters' Workforce in
conversation at the recent national conference in Canberra, said that since
the co-operatives were first established, 50% of employees had moved into
permanent work outside the co-operatives. He remarked that a major problem
encountered by 'supervisors' in co-operatives was involving people in the
decision-making process. 70 As far as can be ascertained, no real interest
has been shown, to date, in the worker co-operative enterprise by either
state or local governments in Tasmania.
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In July 1981 there were six worker co-operative 'type' groups or collectives
engaged in a variety of activities in Canberra. These included: car
mechanics, screen printing, newspaper production, plant nursery, screen
printing and a baby sitting service run by single parents. By and large,
these groups appear to be very isolated, and in an embryonic stage of
development. They have limited funds to develop their operations and have
mainly financed these from small donations (service clubs) and the odd
limited grant.
All have been operating from six months to three years and employ approximately three full-time and twenty part-time people. Turnover and profits are
small and most have experienced difficulty in the daily running of operations.
Some groups have a clear committment to social as well as economic objectives.
There has been no interest, to date, by governments at any level in this type
of commercial enterprise in Canberra.
The view expressed by Frank Pulsford at the turn of the century that the level
of Co-operation in Australia was 'backward' was reinforced recently by a
speaker at the first National Conference on Worker Co-operatives in Australia,
tlWorking Together held over 3-days in Canberra in July of this year.
ll

,

The executive officer of the Co-operative Federation of Australia Inc.
(national body) said that despite the astounding numbers of traditional cooperatives in Australia which totalled 9,913 in 1978 (producers 409,
consumer 454; community advancement societies 1,307; credit unions 689;
terminating building societies 7,054) and a national membership totalling
2,663,341 in the same year 72 tlit would be incorrect to say that there was
a Co-operative Movement in Australia 73
ll

•

He went on to say that there was currently a great deal of academic interest
abroad with a growing number of courses in Co-operation and on Worker Cooperatives being offered at secondary and tertiary levels of education but
that in Australia there was a real lack of Co-operation between the various
Co-operatives and other related Co-operative bodies. 74
In his capacity as executive officer of the national body he expressed the
wish that people, such as those attending the Conference, might reinvigorate
the real meaning of Co-operation into Australian society by tldrawing on the
actua 1 experi ences of people in Austral i a tI.7 5
From the foregoing it can be seen that the presently existing worker co-
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the social issue of unemployment. However, as mentioned early on in this
chapter, there are a number of other social conditions which facilitate the
birth of the worker co-operative, some of which commonly include the following
(i)

(ii)

when employees of a conventionally owned and run
organization are faced with closure or severe redundancy
and decide to pool their resources and buy the businesso
Australian examples of this type are NVC Australia,76
Modern Maid,77 and Nymboida Mine. 78
when the owner/s of a conventional business transfer
control and/or ownership to the employees of the
organization. Some Australian examples are P.J. and
Po Huckel Logging Contractors 79 and Dynavac. 80

Other reasons why Worker Co-operatives are formed, are not restricted to these
three explanations, as has been illustrated in this chapter on existing
Worker Co-operatives in some countries of the world. Most Worker Co-operatives
function in western economies in their own right in the market place, as simply
another form (and a very different form) of industrial enterprise to the
dominant capitalist mode of operation.
Perhaps the one characteristic that does pertain to all Worker Co-operatives
in Australia as well as in other countries is that this form of industrial
enterprise has emerged in industrialised economies when major structural
changes have taken place in an economy during periods of economic crisis.
This is reflected in two main ways; a serious undermining of social morality
and instability in the workplace itself; industrial conditions for employees
either do not meet with their satisfaction or do not exist at all. An
example of the latter is the formation, by governments, of worker co-operatives
in Israel and Poland after war devastation.
In 1974, 20 co-operative journalists, representing the International Cooperative Alliance, met in Budapest on the occasion of the Fiftieth Anniversary
of IICo-operative Information" (ICAls international journal on Co-operation).
Reflecting on matters discussed at this gathering, R. Louis, an official of
the Co-operative, Rural and Related Institutions Branch of the International
Labour Office, made a crucial observation pertaining to worker co-operatives
which has international application.
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Louis pointed out that as worker co-operatives were enterprises, the conditions
under which they were established and a sound knowledge of their internal
structure were matters of the utmost importance. 81
He saw the heart of the
problem touching all worker co-operatives as being
"•.. the relationship between the purely co-operative
nucleus - the undertaking itself - and the social
structures in which it was situated". 82
Louis was critical of the lack of knowledge, both those actively involved in
co-operatives and those not directly involved, had of this particular issue.
Clearly, a careful and realistic study of this issue - the relationship
between the co-operative
economic unit of production and the broader
society - is essential for all would-be and existing Worker Co-operatives if
they are to survive in the 'industrial arena'. Working along-side, not isolating
from, the capitalist market-place is essential for Worker Co-operatives in
capitalist economies for several reasons. First, Worker Co-operatives are the
product of capitalist society and, second, their dependance on it is fundamental
to financial success. The challenge seems to be maintaining the co-operative
ethos in a starkly competitive business world.
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UNEMPLOYMENT AND JOB CREATION SCHEMES
This chapter provides an overview of government-sponsored schemes, devised
as a response to unemployment in Australia and overseas. The schemes in
overseas countries examined in the chapter are those in New Zealand, United
Kingdom and the United States. These countries were selected by the
availability of information and by the fact that they are traditionally used
for comparisons with Australia. It can be observed in this review that the
strategies on unemployment differ from one country to another but, on the
whole, the schemes in the overseas countries include both training and job
creation while those in Australia tend to focus mainly on the training of
the unemployed.
7.1 Overseas
(a) New Zealand
In 1979, NewZe~and had approximately 50,000 unemployed out of workforce of
1.3 million (or 3.8%). Part of the policy the government felt appropriate
as a response to this situation was a 'positive and imaginative use of job
creation programmes,.l
These programmes have been carried through in both the private and public
sectors. Most of the public sector response took the form of 'short term
projects additional to the employing organisation's normal work programme,.2
The private sector involvement took the form of subsidies, e.g. farmers
received subsidies to take on labour. The main purpose of such schemes was
to create jobs for the unemployed although follow-up investigations revealed
that subsidy payments created no additional jobs. On the other hand, it
seemed that most unemployed went on to permanent jobs after a period on a
project. It is noted that the use of these schemes seemed appropriate when
the duration of unemployment was shorter and the fundamental mmsof the
programme were described as 'counter-cyclical devices of macro-economic
management' .
(b) U.K.
Britain has experienced a dramatic decline in industrial employment, with a
fall of 10 per cent in numbers working since the early 1960's. The decline
in industry has produced depressed areas with very high unemployment, and
unemployment schemes have particularly sought to alleviate regional problems.
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Payment of subsidies is one of the main strategies of the government. These
take many forms; e.g. Craig et al write of 'an array of bribes and directives '"
to steer new and expanding firms to the regions when unemployment has remained
persistently above the national average,.3 Another type of subsidy is that
paid to small manufacturing employers with fewer than 200 employees in developing areas and inner city areas for a period of, say, 6 months, if they create
. bs. 4
new JO
Since 1978, the Department of Employment has operated Youth Opportunities
Programme (YOP) for 16-18 years old and Special Temporary Employment Programme
(STEP) for 19 year olds and over. 5 yap is training oriented and it offered
40,000 places during 1978 with the programmes offering 'work preparation'
courses and work experience. STEP is involved in job creation, with 25,000
temporary jobs to be available a year. Job opportunities are biased towards
areas of high unemployment for those with long unemployment experience. The
Programme subsidises private and public sectors to take on workers and the
jobs are temporary, and for a year in length.
STEP is criticised for a number of reasons. Job creation schemes in depressed
areas cannot produce any form of economic revival; therefore, the prospects
for employment after placement on a programme remain 10w. 6 As usual, critics
stated that the created jobs are jobs that would have been available without
government finance, thus some employers are benefitting from STEP. 7 Another
criticism of the scheme is the small participation of private employers,
probably because of restrictions e.g. job projects must not be 'competitive
with existing firms,.8
Voluntary sector has also been encouraged to employ the unemployed but this
also presented certain problems, e.g. the payment for jobs others were doing
for nothing and poorly thought out programmes. Hill notes that payment of
subsidies could also create problems for workers:
Is there a danger that employers will come to regard
certain kinds of people as only accepted if they are
subsidised? 9
At government policy level, the payment of subsidies to encourage employment
appears confused, e.g. the government gives incentives to entice firms to
areas of high unemployment but often the incentive is some form of subsidy for
capital, both plant and building. This confusion reflects the two-way tussle
facing the British government:
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rationalisation and concentration of British
Industry, with the inevitable loss of jobs
particularly in the declining areas. On the other
hand, policies have been directed at creating jobs
especially in the areas. 10
(c) United States of America
Ralph E. Smith, writing on training schemes and job creation schemes for
unemployed youth in the United States, recognises that policy-makers can have
two goals in mind:
(a) reduction of the unemployment numbers
(b) improvement of the long-term employability
of the unemployed. 11
An examination of the schemes operating in the U.S. illustrates policies which
tend to work on the second goal. In the public area, several programmes
operate under the Comprehensive Employment and Training Act, 1973. Summer
Jobs Programme offers an average 9 weeks of part-time employment to youth in
the summer vacation. Smith believes that the jobs would not have existed,
apart from the programmes, and to that extent they represent job creation.
In fiscal year 1979, 888,000 persons participated in this scheme. 12
Job Corps is a programme offered to 'economically disadvantaged youth' aged
14-23 years. It is residential with 93 training centres throughout the
country and it concentrates on educational and skill courses ranging from
basic skills to computer operations and shipyard trades. During fiscal year
1979, 43,000 youth participated in Job Corp. scheme; out of these 24,100
entered employment at the end of the course. 13
Youth Employment and Training Programme (YETP) includes work experience,
classroom and on-the-job training, career counselling and occupational
information in its programme. The programme's trainees are usually between
16 and 21 years; unemployed, under-employed, or at school, and from a family
whose income is below a certain income level. This scheme reached 413,600
in fiscal year 1979.
Youth Community Conservation and Improvement Project (YCCIP) gives preference
also to unemployed youth (16-19 yrs.) from low income families. Programme
participants are found jobs in locally developed projects with 'tangible
output' and 'addressing community needs'. The jobs last for twelve months.
A typical job is repairing low income housing. 38,500 youth were involved
in projects in fiscal year 1979.
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The Youth Incentive Entitlement Pilot Project (YIEPP) guarantees 16-19 yr.olds
economically disadvantaged youth a full-time job if they agree to remain in
or return to high school. In 1979, 53,400 young people participated in this
scheme. According to the President's Report the object of this programme is
'to learn more about ways in which economically disadvantaged school-age youth
can be motivated to return to school or remain in school by the availability
of employment opportunities during the summer and school months
I •

The Young Adult Conservation Corp. (YACC) trainees are offered up to one year's
employment to work on conservation projects organised at local, state, or
federal government level. Preference is given to those unemployed who live
in areas of high unemployment. 67,200 youth were served by this scheme, p.84.
During 1979, a total of 2.5M unemployed youth aged from 14 to 21 years
participated in programmes under CETA. Programmes have also been designed
to open up apprenticeships to disadvantaged youth, e.g. Targeted Outreach
Program (TOP) with tutoring and counselling aims to get youth into apprenticeship schemes. In 1979, 15,500 persons were helped via this programme.
The private sector is involved in job creation schemes, mainly through the
Targeted Jobs Tax Credit. Under the scheme if an employer takes on workers
from 'certified disadvantaged' groups, including low income youth and students,
tax credits are given depending on the wages paid. K.V. Pankhurst notes that
in most OECD countries the subsidies are direct payments to employer, or
exemptions are given from payroll taxes. 14 The U.S. system is considered to
involve much 'red tape' and possibly this contributes to its poor uptake by
employers. 15
All of these schemes attract criticism, most of which were mentioned with
reference to the U.K. The United States differs from other countries in
recognising other uses for employment schemes, e.g. a good programme reduces
the arrest rate in an area and increases the return of 'drop-outs ' to school. 16
7.2 Australia
The Federal Liberal - Country Party government, in power since 1975, has
treated the problem of unemployment in specific ways. It inherited labour
market training schemes from the Labour government and it has retained and
expanded these, giving special emphasis to youth unemployment. It has not
seen job-creation as a solution to unemployment and none of the present schemes
aimsat creating new jobs. Sheehan and Stricker note there are three strategies
commonly used to tackle unemployment =
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(1)

(2)

(3)

increase the demand for labour, or more generally,
an improvement in the balance between the demand
for and the supply of labour.
improve the skills and abilities of the unemployed,
so that they wi 11 be ab 1e to obtain emp 1oyment when
the demand for labour improves, and
the maintenance of individuals through a period of
unemployment, either in straight income terms, or in
relation to characteristics such as morale, self-esteem,
and motivation. 17

The strategies adopted by the government are mainly the latter two and are
carried out in conjunction with other policies affecting the labour market,
e.g. the Minister for Employment and Youth Affairs spoke of further efforts
at both Federal and State level to ensure 'the economy grows so that more
long-term sustainable jobs will become available' .18 Sheehan and Stricker
also see links between the government's attitude on wage increases and
unemployment: i.e. curtailment of wage increases is seen as a method of
inducing a greater demand for labour. 19 The government also has to respond
to areas of labour shortage, and Kirby notes that increased support for
apprenticeship features in the government's policies. 20
In summary, then, the methods of the present government are
to improve the skills of the unemployed, so that
when a demand for labour occurs they can participate
in ,the workforce e.g. Education Program for
Unemployed Youth (EPUY).
(2) to maintain the unemployed: financially, this is
done through the Unemployment Benefit; psychologically,
there are schemes designed to maintain morale and work
motivation/e.g. Commonwealth Youth Support Scheme (CYSS).
(3) to increase training opportunities in areas of skill
shortage e.g. Commonwealth Rebate for Apprentice FullTime Training (CRAFT).

(1)

At a more general level the government emphasises the need for a growing
economy which, it believes, will increase job opportunities. The government
also stresses the need for labour to keep its price contained in order that
labour demand will increase.

-134-

The Department for Employment and Youth Affairs, in its 1980/81 budget
allocated $138.57M for manpower and youth support programmes and approximately
236,000 Australianswere expected to participate in these programmes. 21 The
programmes are as follows:
National Employment and Training System (NEAT)
The objectives of NEAT are three-fold
(1)

assist individuals to undertake training for occupations
which are in demand;
(2) help disadvantaged groups, like the handicapped and
Aboriginals, to overcome their problems; and
(3) supplement the supply of skills for which there are
shortages.
(1)

Assistance under the scheme takes the fonnat of education or vocational
training in labour shortage areas or on-the-job training (provided this is
not trade training) and special programmes for disadvantaged people. Under
the first objective, an allowance is paid by NEAT to the trainee; for the
other two objectives, NEAT pays employers a subsidy and the trainees are paid
at least the award wage for the job they have been employed to do. 22
As with other schemes, NEAT1s usefulness to the unemployed has been questioned;
e.g. Windschuttle noted that in 1978 the number of trainees represented less
than 6% of the unemployed. In addition, he states :
It is also highly dubious whether it provided much
in the way of genuine re-training. The schemes
that employers suggest to receive the subsidy have
often had the minimum of training content. They have
not been obliged to offer training that leads to
formal qualification. 23
From Sheehan and Stricker's criticism it seems that NEAT may not address
itself to those most in need of help:
... {T}he NEAT selection process requires potential
trainees to have reasonable work prospects in an
upgraded position requiring more skill, so that the
scheme does little to mitigate the problems of the
long-term unemployed ... 24
(2) Special Youth Employment Training
Program (SYETP) is administered under NEAT and is designed to help young
unemployed 'who are unemployed because of personal qualities or lack of
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experience - or qualifications or all three - to be placed in special
training programs , . 25
SYETP is available to young people between the ages of 15 and 24 who have
been unemployed for at least four months and who have registered with the
Commonwealth Employment Service. The Federal Government has provided a
subsidy of $55 per person per week for 17 weeks towards the cost of the
special training programme and the balance is borne by the employer. (In
the case of those unemployed 8 months out of the last 12 months, employer
subsidies are higher). Assistance is also given to State Governments who
are participating in the scheme. In the past three years NSW has placed
over 7,000 persons in a programme 'with the N.S.W. Government providing more
than $4 M.in its Budget for the 1980/81 financial year to augment the Commonwealth subsidy to the level of award rates of the young men and women being
employed .26
I

Investigation of SYETP reveals limited effects on the job prospects of the
unemployed. A survey in 1978 showed that only 59% of young people who had
completed their programme had found permanent jobs, and only 35% were taken
on permanently by their training employers. 27 SYETP trainees also complained
of insufficient training, and Windschuttle notes that the areas in which
training is offered is often 'traditional, declining areas'. He quotes a
women1s study:
The major occupation for training was assistant
cashier, followed by typist-receptionist, then
clerk. These were precisely the jobs when oversupply of labour was greatest. The major industrial groups to attract subsidies were retail
and manufacturing, the two areas where employment
opportunities for women were declining fastest. 28
With regard to job creation, as Sheehan and Stricker point out, there is a
strong temptation for employers to place SYETP trainees in jobs that would
have previously been held by non-subsidised workers, with only two out of
thirty-nine employers stating they specifically created the positions for
the SYETP trainees. The authors also observe that training conditions are
less rigorous than for NEAT trainees, with little follow-up of the programmes by officials. Thus there is considerable doubt as to whether the
training programmes will have any beneficial effects on the unemployed
person1s prospects. 29
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The object of this programme is to help unemployed youth remedy those
deficiencies which affect their employment prospects. The programmes include
literacy, numeracy, Ibasic life skills', work experience and counselling;
they are run for ten weeks. In New South Wales 1,852 trainees took the
programme and 118 courses were offered in 1980. The Commonwealth Department
of Education subsidises the State TAFE institutions for conducting the courses
and the Department of Employment and Youth Affairs find suitable people with
limited job prospects for the courses.
Again, the usefulness of the programme for alleviating unemployment is doubtful : Windschuttle quoted a survey which found that only 28% of EPUY trainees
found jobs after its first pilot phase. 30
(4) Community Youth Support Scheme (CYSS) was introduced 'to help young people
develop and maintain skills and job orientation while unemployment finance is
provided to represent community committees to run projects which involve young
people in a range of employment-oriented and skills development programs,
recreational activities and community service work,.31
As Windschuttle notes, the CYSS guidelines prevent it from engaging in any
work creation schemes, but the scheme has attracted a number of radical workers
who have pointed out to the unemployed, that the cause of unemployment lies in
the structure and political action. 32 Sheehan and Stricker welcome the governmentis recognition of the need for support for the long-term unemployed but
have some criticisms of CYSS: it is restricted to young people, it does not
reach many of the most disadvantaged young people, and 'it is paradoxical that
the government, while expanding these support programs, is reducing the real
value of unemployment benefits for most of the unemployed' .33
(5) Another community based scheme is Volunteer Youth Program (VYP) for young
people, which is operating a s a pilot scheme at present to determine the
extent to which voluntary community service is of interest and value to the
young unemployed and what models of community service programs are of greatest
value to the participants. At present nine projects are in existence; funds
granted in 1979-80 were $108,565. An example of a project is Lions Club of
Wallsend N.S.W. where activities include doing odd jobs for pensioners, making
toys for disadvantaged children, answering school children's letters to Santa
Claus, etc. 34

-137(6) The operation of the Commonwealth Rebate for Apprentice Full-Time
Training (CRAFT) Scheme, has three elements :
(1)

(2)

(3)

a tax exempt rebate (from $14 to $24 a day) to
the employer. This is to compensate for wage
costs incurred when the apprentice is released
to attend technical education ...
tax exempt rebates to employers to offset the
costs of additional full-time, off-the-job
instruction to approved standards.
living-away-from-home allowances paid, where
appropriate, to apprentices. 35

The existence of CRAFT appears to be related to industry needs rather than
the existence of a pool of unemployed youth and their needs. The shortfall
in tradespeople was predicted in the mid-seventies; now despite high unemployment, immigration to supply tradespeople is contemplated in some areas. 36
The fact that high unemployment and a skilled labour shortage can co-exist is
largely blamed on the apprenticeship system which is considered excessively
time consuming and inflexible and therefore a financial burden on employers.
In the past recession employers decreased the number of apprenticeships, so
the present resources boom suffers a shortage of tradespeople. The aim of
increasing apprenticeship numbers through CRAFT's incentives seems to be
working: apprenticeship numbers reached record levels in 1979/80 and appear
to be headed for new records in 1980/81. 37 However, pre-apprenticeship
courses run by TAFE, entail a risk: after studying full-time, the student
then attempts to be accepted with an employer as advanced apprentice. As
Windschuttle points out, this scheme guarantees or creates no jobs and there
may be little or no chance of finding related employment. 38
(7) The School-to-work transition program, to be conducted at Schools and
TAFE's, has three facets: (1) EPUY programmes for 15-19 year olds will be
considered part of the transition; (2) pre-apprenticeship courses; and (3)
lother courses', which will 'prepare students for employment in the apprenticeable trades ... in the semiskilled or sub-trade level occupations; or in a
particular industry or group of industries'. Each year approximately 50,000
school leavers are not obtaining employment 'within reasonable time' and,
Kirby states, one of the basic objectives of the school-to-work programme
is 'to provide an additional 50,000 places in schools and TAFE by 1984
He
1

•
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describes the programme as 'an attemptt among other things t to restrain
labour supply; the first manpower programme (or partial manpower programme)
in Australia with such an aim included among its objectives'. When the
programme is fully functioning then unemployment numbers for school-leavers
should be considerably reduced. 39
Comment
Employment occurs when there is a coincidence of labour supply (with
appropriate qualifications) and work available to be done (of appropriate
quality). ConverselYt unemployment occurs when there is a disjunction
between labour supply and work available to be done t namelYt there is an excess
of labour over work required to be done. The reasons for the excess may stem
from
(1)

the qualifications offered by labour are inappropriate
for the work to be done which may suggest a change in
the properties of labour or work;
(2) there is insufficent work available to be done for a
given quantity of labour;
(3) the apportionment of work among available labour is
such that some labour has little or no work to do;
(4) there may be geographical dislocation between labour
and work.
Looking at NEAT and CRAFT t we see an attempt by the government to match
work available and labour in that the government has recognised certain areas
of skill shortage and by training people is attempting to produce appropriate
labour. However t this matching of labour and work available is less apparent
in the working of the other schemes. The training and education which schemes
such as SYETP t EPUY and CYSS give the unemployed is considered to be minimal
and thus to have little effect on increasing the job opportunities of the
unemployed. Questions can also be asked about whether there is work available
for the unemployed to dOt particularly when the manufacturing and agricultural
segments of industrYt traditionally strong employers of unskilled labour t have
declined. 40 Thus t many of the government schemes are of doubtful value in that
it is questionable whether they impart training of any value to the unemployed;
and the schemes do not impinge in any way on 'the work available' side of the
problem t i.e. t there is an assumption that work will become available.
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program aims Ito involve young unemployed in voluntary community service and
to retain work orientation while registered for unemployment with CES ' .
It has to be accepted that unemployment has two facets and its solution must,
therefore, recognise not only 'labour', but also 'the availability of work
If this proposition is accepted then the usefulness of most of the current
schemes in helping the unemployed to find permanent employment is doubtful.
l

•
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Appendix 1

PROFILES OF WORKER CO-OPERATIVES
IN NEW SOUTH WALES PROGRAMME, AS AT MAY 1981

Worker Co-operatives in Sydney Metropolitan area

Name

Auburn Work Collective,
Auburn, N.S.W.

Established

February 1979

First funds allocated

September 1979

Total funds allocated

$83,590

Noo of enterprises

3

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

Legal status

4/80) Printery
7/80) Laundrette
2/81) Computer accounting
7
2

1

Registered as a charitable organization

Plans/action in progress
and other comments

Name

Fairfield Work Collective,
Fairfield, N.S.W.

Established

May 1979

First funds allocated

October 1979

Total funds allocated

$116,290

No. of enterprises

2

Kind/s of enterprises
and date/s started

1/80) Nursery
4/80) Contract lawn services This closed 6/80.
( 6/81) Flag manufacturing (textiles).

No. of people

6

full-time
part-time
casual

1
1

Legal status

Registered as a charitable organization

Plans/action in progress
and other comments

*This Collective and the Auburn Work Collective
share the same Board and both are run by the
same Development Manager. Anticipate
amalgamating in July 1981.
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Name

Northern Beaches (Pipeline) Collective,
Manly, NoS.W.
(Rigin Pty. Ltd.)

Established

April 1980

First funds allocated

October 1980

Total funds allocated

$94,740

No. of enterprises

4

Kind/s of enterprises
and date/s started

(12/80) Clothes retailing
outlet combined
6/80) Home maintenance
with cottage
& renovations
clothes making.
( 5/81) Lawn mower
(12/80) Painting and
decorating
centre

No. of people

11

full-time
part-time
casual

1
2

Legal status

Proprietary Limited Company

Plans/action in progress
and other comments

Strong, clearly defined organizational structure.
Garden supplies and hardware centre. Funds
allocated, commencing August 1981.

Name

Hills Work Collective,
Castle Hill, N.S.W o

Established

May 1979

First funds allocated

May 1981

Total funds allocated

$10,619 and $29,000 W.S.A.A.S.*

No. of enterprises

3

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

2/81) property maintenance
2/81) Landscaping and gardening
7/81) Research and development of Joinery.
6

2

Legal status

Currently unregistered

Plans/action in progress
and other comments

*Initially funded by Western Suburbs Area
Assistance Scheme.
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Teamwork Co-operative Ltd.,
North Sydney, N.S.W.

Established

September 1978

First funds allocated

February 1979

Total funds allocated

$112,518

No. of enterprises

5

Kind/s of enterprises
and date/s started
Noo of people

full-time
part-time
casual

3/79) Handyman services
3/79) Contract cleaning
and services

4/79) Catering &
lunches
4/79) Craft shop
3/81) Restaurant

12
8
9

Legal status

Registered as a Co-operative

Plans/action in progress
and other comments

Rationalization of overheads to reduce costs,
Management position dropped. Day to day management, responsibility of a collective of team
leaders and office workers.

Name

Canterbury Bankstown Work Collective,
Punchbowl, N.S.Wo

Established

March 1979

First funds allocated

June 1979

Total funds allocated

$116,834

Noo of enterprises

3

Kind/s of enterprises
and date/s started

2/80) Contract maintenance
( 2/80) Contract gardening
(10/80) Courier and transport

No. of people

full-time
part-time
casual

11

1
1

Lega1 status

Proprietary Limited Company

Plans/action in progress
and other comments

To split and expand courier and transport
divisions into courier services division, and
transport and removals division.
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Worker Co-operatives in Country areas

Name

Shoalhaven Employment Co-operative Society Ltd.
Nowra, N.S.W. (Shoalhaven - Enterprise)

Established

March 1978

First funds allocated

May 1979

Total funds allocated

$91,917

No. of enterprises

4

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

6/79) Industrial, lawn (11/80) Bread vending
& domestic s'vces
& retailing
6/80) Can recycling
(11/80) Summer pool
kiosk
8
4
6

Legal status

Registered as a Co-operative

Plans/action in progress
and other comments

Complication with share capital due to original
members leaving co-operative. Large number
have left and addresses are unknown.
Employs twice as many members during summer
(tourist resort).

Name

Wollongong Work Collective, Wollongong, N.S.W.
(Workop Industries Pty. Ltd.)

Established

March 1979

First funds allocated

March 1979

Total funds allocated

$173,140

No. of enterprises

4

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

9/79) Woodwork &
construction
9/79) Picture framing

(10/80) Photographic
studios
(10/80) Can recycling

7
2
2

Legal status

Proprietary Limited Company

Plans/action in progress
and other comments

Substantial expansion into electronics and
plastics planned for 1981/82 (Operational
1/7/81)0 Has an all worker/employee Board.
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The Be11ingen Employment Co-operative Ltd.
Bellingen, N.S.W.

Established

March 1979

First funds allocated

March 1981

Total funds allocated

$13,000

No. of enterprises

1

Kind/s of enterprises
and date/s started
Noo of people

full-time
part-time
casual

6/81) Furniture manufacturing

4

Legal status

Registered as a Co-operative

Plans/action in progress
and other comments

Operational as furniture manufacturing plant
mid July 1981

Name

Manning Work Co-operative Ltd.,
Taree, N.S.W.

Established

February 1979

First funds allocated

May 1979

Total funds allocated

$113,400

Noo of enterprises

2

0

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

7/80) Bush products
(posts etc.)

( 8/80) Animal rugs,
(horses, dogs)

7
3

Legal status

Registered as a Co-operative

Plans/action in progress
and other comments

Co-operative arose out of young, unemployed
responding to local flood crisis. Local
people recognised young people wanted to work
and formed co-operative.
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Name

Newcastle Work Collective, (CrGO Pty. Ltd o)
Newcastle, NoS.Wo

Established

May 1979

First funds allocated

September 1979

Total funds allocated

$99,500

Noo of enterprises

4

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

Legal status

2/80) Catering
2/80) Garden services

5/81) Ceramics
5/81) Management
services

9

2

*
Currently registered as a limited liability
company
0

Plans/action in progress
and other comments

*A craft collective is combined with the worker
co-operative and has craft shop outlet in same
premises as co-op. Craft collective has 106
members of whom about 8 receive enough income
from craft sales to "make a living". About 40
pays are made up for these members fortnightly
based on average sales.

Name

Taskforce Co-operative Ltd.,
Orange, NoSoW.

Established

November 1978

First funds allocated

March 1979

Total funds allocated

$108,968

No. of enterprises

4

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

2/79) Domestic services ( 8/80) Plaster
1/80) Car detailing
products
(12/80) Floor sanding
9

1
2

Legal status

Registered as a Co-operative

Plans/action in progress
and other comments

Seasonal nature of work in country areas is a
factor in fluctuating production o Complication
with share capital due to original members leaving Co-operative. Large number have left and
addresses are unknown. About to set up a
joinery and a shearing team (August 1981)0

---------------------------------------------
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Name

Gosford Work Co-operative Ltd.,
Gosford, N.S.W.

Established

October 1979

First funds allocated

August 1980

Total funds allocated

$129,731

No. of enterprises

3

Kind/s of enterprises
and date/s started

Retailing
all started between Jan.-May 1981.
(a) Fruit shop & vending, Gosford
(b) Take-away food shop, Wyong
(c) General store, Patonga
10

No. of people

full-time
part-time
casual

3

Legal status

Registered as a Co-operative

Plans/action in progress
and other comments

Major restructuring in 1980. Now characterised
by its retailing operations, unlike most other
co-operatives in programme. Funded for hot bread
and retail outlet in Gosford. Not yet operational.

Name

Wagga Wagga Work Collective (Crow Enterprises),
Wagga Wagga, N.S.W.

Established

March 1979

First funds allocated

May 1979

Total funds allocated

$122,115

Noo of enterprises

4

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

9/80) Landscaping &
( 7/80) Craft shop
concrete bordering ( 9/80) Fibreglass
7/80) Bicycle renovation
products
10
2

Legal status

Currently unregistered Collective

Plans/action in progress
and other comments

Fibreglass workshpp to expand in concrete
products. Innovative technology and development of new productso
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Name

Armidale Work Collective (Omnibus Enterprises)
Armidale, NoSoWo

Established

May 1979

First funds allocated

November 1979

Total funds allocated

$78,375

No. of enterprises

2

Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

1/81) Landscaping
closed 5/81

( 5/81) Printery

3

1

Legal status

Currently unregistered Collective

Plans/action in progress
and other comments

Operations commenced second week in June 1981.
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Worker Co-operatives that have ceased operations

Name

Camden Campbelltown Work Collective,
Ingleburn, N.S.W.

Established

June 1979

First funds allocated

October 1979

Total funds allocated

$83,301

No. of enterprises

4

Kind/s of enterprises
and date/s started

Concreting
Fibreglass products

No. of people

full-time
part-time
casual

Painting and decorating
Lawn contracts

Ceased operations March 1981

Legal status

Currently unregistered Collective

Plans/action in progress
and other comments

Runaway costs and productivity problems in
concreting resulted in high turnover of labour
in 1980
All members (35) found or were found
a job.
0

Name

Aboriginal Out West Work Collective,
Mount Druitt, N.SoW.

Established

April 1980

First funds allocated

July 1980

Total funds allocated

$44,910

No. of enterprises

1

Kind/s of enterprises
and date/s started

Aboriginal wooden artefacts

No. of people

full-time
part-time
casual

Legal status
Plans/action in progress
and other comments

Ceased operations May 1981

Was unregistered
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Name

Bondi Work Co-operative Ltdo,
Bondi, NoS.W.

Established

July 1978

First funds allocated

March 1979

Total funds allocated

$72,307

No. of enterprises

2

Kind/s of enterprises
and date/s started

Can recycling
Contract work

No. of people.

full-time
part-time
casual

Co-operative ceased operations June 1981

Legal status

Registered as a Co-operative

Plans/action in progress
and other comments

Casual work place and problems with quality
control caused marketing and hence survival
problems.

Name

Bathurst Work Co-operative Development Committee,
Bathurst, N.SoWo

Established

February 1979

First funds allocated

May 1979

Total funds allocated

$17,755

No. of enterprises

1

Kind/s of enterprises
and date/s started

Fish retailing outlet

No. of people

full-time
part-time
casual

Legal status
Plans/action in progress
and other comments

Co-operative ceased operations July 1980

Was unregistered Collective.
Shop was sold shortly after opened.
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Name

Randwick Youth Work Co-operative Development
Committee, Randwick, N.SoW o

Established

March 1979

First funds allocated

June 1979

Total funds allocated

$14,731

No. of enterprises
Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

Co-operative closed May 1980

Legal status
Plans/action in progress
and other comments

Did not proceed beyond initial formation
stage.

Name

Queanbeyan Work Co-operative Development
Committee, Queanbeyan, N.S.Wo

Established

June 1979

First funds allocated

October 1979

Total funds allocated

$23,627

No. of enterprises
Kind/s of enterprises
and date/s started
No. of people

full-time
part-time
casual

Co-operative closed June 1980

Legal status
Plans/action in progress
and other comments

Did not proceed beyond Research and
Development Phase.
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QUESTIONNAIRE :
NEW SOUTH WALES WORKER CO-OPERATIVES

----------------- Date - - - - - - seen
-----------------

Co-operative
Person/s

1.

ORIGINS
1.1 How did your Co-operative start?

(whose initiative etc.)

1.3

Where did the people come from originally, e.g. employed/
unemployed?

1.4

How many people did you start off with?
Full-time -----.....:Part-time - - - - - - -Casual
Other characteristics, e.g., skills

2.

1.5

Production:

1.6

Organization:

What did the Co-op go into initially?
How was it run?

HISTORY/CHANGES OVER TIME
2.1 Personnel/Skills

DESCRIPTIVE

Turnover :
Where have people gone to (those who left?)
2.2

Production:
Nos. of enterprises
Type/s :
Volume of Output
Turnover ($s) :

2.3

Organizational Structure

2.4

When dit it become part of NSW program?

2.5

Any significant events related to this?
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CURRENT SITUATION
3.1

Production :
Nos. of ventures
Types :
Output/s
Turnover ($s)

3.2

Personnel
Full-time

Part-time

Casual

Skills:
Where have they come from?
How many have given up Unemployment Benefits since coming to
Co-operative?
3.3

Organizational Structure ...
Are you a registered Co-operative?

YES/NO

If no, what is your legal status?
Do you have a written Constitution?
Membership :
What qualifies a person for membership?
- Nos. of members
- Nos. of worker/members
- Nos. of non worker/members
- Nos. of workers
- Members voting rights
Management-Board and composition
e.g~ internal/external
Election/Terms of Office:
Operational Management of Board
Frequency of meetings.
Agenda subjects :
Other Structures (commi ttees etc.)
Operational relationship/s; frequency of meetings etc.
Involvement (e.g. attendance, quality of)
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3.4

Finance - sources of funds
What funds have you received so far to finance your Co-op?
- Government
- Members Equity
- Other
- Operational Surplus (if any)

3.5

Comments on Support Services/communication
- with local community
- with other Co-operatives
- with other organizations (outside local community)
- with Program administrators, e.g.,
(a)
(b)
(c)
(d)

Y.A.C.S. staff
Consultants
Development Committee
Others :

3.6

Comments on Performance
- as an economic unit
- as a co-operative
- as a job creation program
- as a social development program

3.7

Issues/Problems
What have been the major problems for your Co-operative to date?
And what do you feel are the major problems for the Program as
a whole?
How do you think these problems can be overcome, e.g., should
government or someone else do something?

3.8

Future Prospects:
How do you see the future for your Co-operative?
- for the Program?
for Workers' Co-operatives in Australia?

3.9

Anything else
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Appendix 2 (b)

DESCRIPTIVE INFO. FROM PERSONS INTERVIEWED
Development Officers
Work Managers
,
Workers
,
Others

Q.l. To D.O.'s.

What attracted you to the job?

Q.2. How do you like it?

Q.3. Having been closely involved with the management of the Co-op., what
sorts of experience/understanding D.O.'s need to have?

TO WORKERS/WORK MANAGERS/OTHER
Q.l. What attracted you to the Co-op.?

Q.2. How do you like it?
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Appendix 2(c)
NEW SOUTH WALES WORKER CO-OPERATIVE PROGRAM~1E
EMPLOYMENT INFORMATION
DATA AS CLOSE AS POSSIBLE TO MAY 15, 1981
Go-operative (name and address)

------------------------Date
------------

Age

_

Dependants

Yes/No

Sex

-----

Nos.

_

How long have you been with Co-operative?

_

How did you hear of it?

_

What work do you do here?

_

Are you working:

full-time, part-time, casual?

------------------------

How many hours per week do you usually work?
What is your weekly wage?
Your education?

___
_

---------------------------------

Your work experience (places worked in;

jobs held;

how long in each job?)__

Were you unemployed when you joined the Co-operative?
How long were you unemployed in the last 3 years?
once, give length of each period

_

If unemployed more than
___
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Appendix 3

THE NEW SOUTH WALES WORKER CO-OPERATIVE PROGRAMME
GUIDELINES FOR THE OPERATION OF THE WORKER CO-OPERATIVE FUND
(JUNE 1981)
(1)

INTRODUCTION
This document outlines funding procedures for the final twelve months of
the Worker Co-operative Program. The proper use of this document will
ensure assistance from the Fund towards worker co-operatives endeavouring
to achieve self sufficiency and financial viability by June 19820
For this final year of the three year project, it is assumed:
that the majority of co-operatives have had sufficient time to
establish themselves in enterprises capable of generating sufficient
turnover by June 1982 to support all of the general operational
overheads;
that a few worker co-operatives still need consolidation of their
work areas within the financial year 1981/82;
that most worker co-operatives lack specific expertise in financial
and management areas and that this situation jeopardises their
livelihood;
that the Worker Co-operative Development Committee and the Submission
Review Committee have the responsibility to see that all steps
considered necessary are taken to provide services and support to
enable worker co-operatives to achieve financial viability by or soon
after June 1982;
that worker co-operatives seeking support for new enterprises or
continued funding of operational expenses must accept the conditions
and directions of the above Committees to obtain funds.

(2)

PROGRAM GOAL
In November 1978, the State Government allocated three million dollars to
be expended over three years on the promotion of worker co-operatives in
New South Wales. It was envisaged at the time that up to twenty individual
co-operatives could be established throughout the State with these funds,
and that they would primarily benefit young unemployed peopleo
The Program has a range of social objectives:
10

to promote job generation for young people through work co-operatives;

2.

to promote viable worker co-operatives throughout the State, particularly in areas of high unemployment;

3.

to promote the potential of work structures based on co-operative
principles;

4.

to give local community people a potential for constructive action
in the face of increasing unemployment;
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5.

to encourage young co-operative members to acquire work and social
skills;

6.

to promote the use of co-operative skills and techniques in extending the range of social and economic benefits available to members
of co-operative groups, eog o, group action to reduce living costs
such as food collectiveso

The long term potential of existing worker co-operatives is dependent on
the achievement of the seven objectives below, by both the Program and
the individual worker co-operatives.
While the Program operates off the following principle aim
"to establish independent viable businesses in which ownership and
control is vested in those who are actually working in the
businesses, and is exercised in a democratic manner
ll

it must be remembered that the Program has failed if :
i)

the Program and individual co-operatives do not achieve in the short
and the long term the above stated social objectives;

ii) the Program monies are not used as regenerating funds to allow for
the future expansion of enterprises to further benefit unemployed
people.
Individual goals which will need to be achieved in this period are:
Goal 1 -

(3)

Registered co-operatives

2-

Real ownership and control by workers

3-

Viable businesses

4 -

Effective organisation structures

5-

Preference in employment to unemployed people

6 -

Increased community/political awareness of worker co-operatives

7 -

Continuation of the Program and development of worker cooperatives

POWERS AND RESPONSIBILITIES OF THE WORKER CO-OPERATIVES SUBMISSION
REVIEW COMMITTEE (SRC)
a)

Makes recommendations to the Minister for Youth and Community Services
through the Worker Co-operative Development Committee (WCDC) concerning funding for worker co-operatives and support services. Recommendations from the SRC cannot be overturned by the WCDC provided those
decisions are made within the guidelines as laid down by the WCDCo
Questions raised must be referred back to the SRC for further
consideration.

b)

To ensure proper use of funds as made available, whether by grant,
loan, overdraft or loan guaranteeo
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(4)

To develop adequate monitoring systems for use in advising groups
on finance matters.

COMPOSITION OF SUBMISSION REVIEW COMMITTEE
Departmental Advisor, Worker Co-operatives (Chairman)
Administrative Officer, Worker Co-operatives (Secretary)
Financial Consultant, Co-operative Federation of N.S.W.
Management Consultant, WCDC Advisory Unit

1 vote
1 vote
1 vote
non voting

There shall be an attendance quorum of three.
(5)

MEETING PROCEDURES
a)

Frequency of meetings
Monthly on the last Tuesday of each month, commencing at 2.00 p.m.
and concluding no later than 6.00 p.m. Only in special circumstances
will applications be considered at other times.

b)

Voting procedures
Voting by show of hands normally. However, any member of the
committee can request a secret voting procedure on any decision.
Three persons to vote (see 4).

Note :

c)

Members of the Submission Review Committee must declare any
interest in worker co-operatives applying for funds, whether
that interest is financial or otherwise. Members of the
Submission Review Committee who have interests in a particular
co-operative will not be permitted to vote when applications
are being considered from that organisation. However, they
will be available to be interviewed in connection with the
application.

Attendance of applicants at Submission Review Committee meetings
All applicant co-operatives may send two delegates to discuss their
application with the SRC. However, a decision will not be taken by
the SRC on the application while the delegates are present.

d)

Applications must be with the Secretary, Submission Review Committee,
at least seven days prior to the SRC meeting. This enables clarification of any additional requitements prior to the meeting. Also,
copies of each application must be sent direct to each of the other
three members of the SRC seven days in advance, by each co-operative
applicant.

e)

There will be a limit of thirty minutes for applicants to attend, to
discuss their applications with the Committee. There is no obligation
for applicant co-operatives to attend if they do not wish to.
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FUNDING
a)

Prerequisites

to initial applications for grants

See details as per June 1980 funding document
As from 1 July 1981, no applications for initial funding will be
accepted for the current Program
b)

Format and Content of Submission for Funding
i)

Detailed description of project:
why it is considered appropriate for the co-operative to
undertake the project;
how it can be integrated into the current structure and
where it fits into the overall organisational plan for the
co-operative;
thorough dissection of funding required,
e.go: capital expenditure budget
project overheads
sources of supply and details of equipment
description of location of premises and Local Government
development applications required, plus details of tenure.

ii)

Market research and promotion
assumptions
list of "experts" consulted and replies (photocopies)
results of information analysis

•

letters of intent from prospective customers
extent of competitors

•

growth potential within three years
market effect of your entry
promotional campaign details

iii) Financial material in support of application
cash flow projections for 12 months
availability of external sources of finance using assets
as coll atera 1
current financial reports (profit and loss statement and
balance sheet for period to be nominated by SRC)
extent of members equity
•

IoFoS. provisions (rates, investment and account details)

- 163 -

lease arrangements (give details of acceptance or rejection
and why)
details of how contribution margins are calculated (i.e. t the
difference between the selling price and all costs incurred
in producing and selling the product or service before
Internal Finance System payments)
dissection of general overheads showing how they are to be
met by each enterprise
statement from the Management Advisor t Worker Co-operative
Advisory Unit t certifying that the co-operative's books are
set up in such a way as to provide adequate financial management information per these gUidelines and that the monthly
report is verifiable against the balance sheet
the date when the monthly trading situation report will incorporate the new allocation
sample of financial statement supplied to the Monthly Board
meeting if it is different to the monthly report to the SRC
Note:

Statement on previous funding and its effective application
to achieve the viability of enterprises may be required.
iV)

Resources
current manpower
recruitment process

o

qualified trade and licence holders
other
number of jobs created in enterprise
selection methods (e.g. t CES)
membership induction system

remuneration levels (award rates t etc.)
training courses being utilised
- actual arrangements and dates :

support agencies being utilised

job skills
co-operative principles
management training
e.g. t Advisory Unit
Small Business Agency
Department of
Decentralisation

membership of trade organisation
v)

Supporting data
statement on the co-operatives' policy for the distribution
of surpluses

•
o

statement on action which has been taken to ensure worker
ownershipt e.g. t stake systems t contributory savings schemes
statement on the co-operatives' policy in relation to the
provision of a Training and Education allowance for all levels
(e.g. t Board t management and workers)
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•

listing of any legislation and regulations relevant to the
enterprise
demonstration of commitment to co-operative principles and
practice, including:
-

o

Note:

c)

How many workers are members
How many workers are probationary members
How many worker-members are on the Board
How are workers involved in the planning process
How are workers involved in the management and decisionmaking process

evidence of an effective communications system and the provision of regular, sound and factual information about the
co-operative to members
The Worker Co-operative Submission Review Committee may
request any further information it sees fit to enable it to
evaluate your submission.

Research and development grant submissions
Submissions will be considered from groups wishing to undertake
research into the possible development of large scale projects; eog.,
in the area of manufacturingo The group may require a study to be
done in conjunction with outside consultancy services. These services
are provided through :
Small Business Agency
Department of Decentralisation and Development
Research foundations

In some cases your allocation may be matched dollar for dollar by one of
the above agencies. A detailed brief should be submitted under the same
headings as outlined in 6(b)(i)o Also required will be :
Estimate of establishment cost
Details of initial brief and reply from agency being used
Amount being requested under Research and Development grant and
break-up on items
Details of administration of the study
Any research and development project should be discussed with the Advisory
Unit prior to entering into any agreement with an agency to provide
research and development studies.
d)

Monitoring of performance of co-operatives by Submission Review
Committee
Questionnaire: The funding questionnaire is not an evaluation
device. It is a monitoring device used by the SRC to obtain
indicators as to potential finance and management problems within
developing worker co-operatives. The SRC can identify such issues
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the funding periods. The discussions achieve a better understanding
by the SRC and enables it to discuss measures of success and methods
of handling problems affecting goal achievemento
A condition of every grant or loan will require a formal application
from a co-operative for approval to alter use of monies allocated for
specific purposes.
Annual audited statements on use of grants and loans will be
required. Auditors used must be registered with the P.A.R.B.
Monthly financial reports will also be required from each cooperativeo
(7)

CATEGORIES OF FUNDS
a)

Loan guarantees
allocated at discretion of SRCo
Note: normal commercial security may be sought and repayment
contracts entered intoo

b)

Overdrafts:

c)

Interest free interminable loans: to the worker co-operatives less
than 12 months established to enable them to secure assets that will
generate revenue and that could make other sources of finance
available.

d)

Interest bearing loans:

e)

Sources of funds

short term current rate.

long term low interest.

Worker co-operative fund via SRC and WCDC
Co-operative Federation of NoSoW. via SRC to WCDC to Co-operative
Federation equity funded system
Commonwealth Bank via local Bank rejection and then direct in
consultation with the Advisory Unit
Small Business Agency
Commercial sources
(8)

direct or via Advisory Unit
direct

GENERAL COMMENTS
The SRC will not support casual job agencieso Supplementing unemployment benefits as a job creation approach or enterprises based
on sUb-contracting arrangements are considered to be casual worko
Co-operative Boards must set specific training systems which include
job skills training, basic business training and co-operative
education.
All costs should be built into individual enterprises pricing
structureso The deduction of a percentage of income to cover some
general specific overheads, e.g., depreciation, bad debts, etc., can
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co-operative. The SRC will not support a co-operative which operates
exclusively on a percentage return (e.g. 10%) to cover general overhead costs.
Salary levels are fixed locally. The SRC will not allocate more than
$19,500 per annum towards salary of Development Officers and it will
require this cost factor to be increasingly met by the worker cooperative enterprises by June 1982. Local Committees or Boards are
expected to consult with their accountant or the Advisory Unit, to
ascertain the structure of local salary packages.
Establishment of new enterprises
The SRC may approve finance for part or total costs involved in
establishing new enterprises.
The format of submission for each new enterprise must follow the
format outlined in 6(b). Incomplete applications will cause delayso
It is important to note that while allocations may be made to a cooperative for establishing a new enterprise, the individual enterprise should receive it strictly in loan form from the co-operative.
Proper use of internal financing systems is a prerequisite for further
financial aid from the SRC. This process is considered essential for
commitment by the worker owners to the enterprise established, its
future independence and to the development of other worker co-operative
enterprises.
The Central Bank of the Federation will hold a proportion of the State
allocation, for loans purposes. Decision on loans, for worker cooperatives will be made by the SRC. The Central Bank staff will
administer loans arrangements only.
(9)

OTHER MATTERS FOR CONSIDERATION
Pricing Arrangements
Many worker co-operatives are still adopting a prlclng structure in enterprises that sees wages and materials as the only definite costs incurred
within an enterprise. All other costs are somehow incurred by the cooperative as a whole Therefore, the pricing arrangements are based on
man-hours and material costs and a percentage markup is added for general
co-operative costs. (In many cases, the markup is regarded as cooperative surplus!) In a business sense, this approach is amateurish.
In a co-operative perspective, it is clearly against enterprise responsibility and future independence. Alternative - all co-operative costs
must be clearly established and built proportionately into pricing
arrangements within each enterprise. What happens with surplus income?
o

Surplus Income
The problems associated with the distribution of surpluses should be
looked at in the light of a commitment to co-operative principle (4)
which states
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belong to the members of that society and shall be distributed in
such a manner as would avoid one member gaining at the expense
of others.
This may be done by decision of the members as follows:
a)

By provision for development of the business of the co-operative;

b)

By provision of common services; or

c)

By distribution among the members in proportion to their transactions with the societyll.

Individual co-operatives are therefore obligated to distribute surplus
income within limits clearly laid out in co-operative principles. They
should be followed by all Boards of Directors and Management Committees.
Limits for Boards and Committees to consider:
Bonuses to individual workers in the enterprise could be limited
by percentage and/or amount.
Definite percentages of surplus income could be specified for
co-operative education, community projects or for other developing
co-operatives.
The highest priority for surplus income may be for investment in
the expansion of existing enterprises or the creation of new
enterprises so that additional jobs may arise. This is facilitated
by the introduction of internal savings systems on distributed
surpluses.
The surplus distribution system used in the Mondragon Co-operatives
is interesting and is being followed by some worker co-operatives
in the Program (in conjunction with Contracts of Association for
workteams) :
10% of profits to the Social Fund for community projects
20% of profits to the Reserve Fund for collective use
70% of profits distributed to workers' individual investment
accounts and retained in the co-operative (allocated on
a proportional basis to wages earned)
Management
The Board of Directors or Management Committee must clearly establish
methods to evaluate the performance of the management staff. If the
development officer or co-operative managers lack the required business
skills, then the enterprises will not survive. The Advisory Unit could
assist Boards and Committees to establish evaluation methods on
management performance.
Central Banking System, Co-operative Federation of N.S.W.
The Central Banking System has been available to the co-operatives for
investment purposes since May 1980. Due to the favourable terms available,
it is recommended by the SRC that Boards and Committees investigate the
potential use of the Central Banking System.
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Taxation
Income Tax
While the Work Co-operative Handbook outlines definitions
of sub-contractors and employees for tax purposes, the SRC believes that
all co-operative workers should be classed as employees for the purposes
for taxation.
Corporate Tax
Provisions should be made to cover the co-operative
against the levy of corporate tax on surpluses. Consultation on this
matter can be undertaken with the Co-operative Management Advisor.
Membership
Some worker co-operatives use the following rule to ensure that control
is retained by the working members in a co-operative:
"All the members are workers, all the workers are members".
Supporters of the co-operative who provide skills and advice (only)
become members by specific invitation.
Objects of Society
It is important that objects and rules of a worker co-operative are in
keeping with the overall aim of the Program. A review of the situation
which will probably involve the drawing up of a new Model Rules for
Worker Co-operatives is being undertaken by the Legal Sub-committee.
Planning
Organisational plans will have been developed by each co-operative. It
is essential that these plans are kept under constant review and update.
The SRC will be continually looking for indications that funded groups
are well planned and vIell managed organisations where co-operative
principles are practised.
Insurance
Co-operatives are advised that a separate Workers Compensation policy
should be taken out to cover sub-contractors if applicableo The position
in regard to Workers Compensation for sub-contractors is in doubto
Co-operatives should therefore avoid classing worker owners as "subcontractors" •
Co-operation between Co-operatives
Co-operative Principle 6 states :
"All co-operative organisations, in order to best serve the interests
of their members and communities, shall actively co-operate in every
practical way with other co-operatives at local, national and international levels".
It is of concern to the SRC that this principle is not being actively
pursued by all co-operatives. Working relationships should be being
developed and inter trading possibilities pursuedo
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CONCLUSION
The general conditions placed on funds this year by the SRC reflects
a concern for stricter accountability in the use of monies and more
particularly to ensure that there is a definite move by all cooperatives towards achieving the overall aim of the Program: the
establishment of independent, viable businesses, in which ownership
and control is vested in those who are actually working in the businesses,
and is exercised in a democratic manner.
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Appendix 4

The Association of Worker Co-operatives of New South Wales
CONSTITUTION (excerpts)

OBJECTS
1.

To promote and develop the Worker Co-operative Movement.

2.

To safeguard and foster the interests of the Worker
Co-operatives and their members and to strengthen
Inter-Coperative relationships at all levels.

3.

To represent and act as a spokesgroup for the N.S.W.
Worker Co-operative Movement.

4.

To work towards the formation of a National Worker
Co-operative Association
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1.

To assist members in resolving their problems and
difficulties and to undertake Consultancy services.

20

To undertake the production and publication of Worker
Co-operative literature and educational materialo

30

To organise and administer Worker Co-operative Education
and Training Programmes
0

4.

To maintain an Information Bureau and Library.

5.

To provide an Information Service to members.

60

To conduct and assist with Worker'Co-operative Conferences
and Seminars.

70

To promote and carry out research and studies on important
Worker Co-operative achievements and failureso

8.

To assist members with specialist advice including :
- Accountancy
- Audit
- Legal
- Management
- Marketing
- Other requested areas

9.

To represent members in
- Industrial Relations
- Legal Matters
- Negotiations with Outside Authorities
- Trade Negotiations
- Other requested areas

100

To provide Arbitration and Conciliation Services to
members
0

110

To maintain liaison and co-ordination with Government
and non-Government, Regional, National and
International Agencieso

12.

To formulate plans for the Worker Co-operative Movement
and to influence the State and National Planning Processo

13.

To do all such other th i ngs in furtherance of the
objectives of the Association.

THE ABOVE ARE AVAILABLE TO MEMBERS UPON THEIR REQUEST
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