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SUNRARY

The study examines a nusber of women’'s cooperatives and
collectives in EEC countries to see haow such 1initiatives have
helped both to create jobs and to integrate woeen into the
labour market.

The research was carried out through questionnaires and personal
and telephone interviews. Thirty-two case studies are included in
the report. An analysis of these businesses, by sector of
activity, and recoseendations are made.

We would like to thank ICGM, STEW and the Direzione Femminile cof
the Lega for their assistance and, wmost of all, the cooperatives
and collectives which agreed to take part in the study.
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INTRODUCTION

The study exasines the viability of a number of
cooperatives/collectives set up and run by women, assesses their
isportance in local job <creation and their potential for
integrating women into the labour market.

A study carried out 1in 1981/1982 by CREW for the European
Cosmission showed that there was an increasing nusber of wosen’'s
bustnesses in the EEC, in a range of sectors, that had helped the
entry of woaen into the labour aarket. In some cases cooperatives
led to better working conditions and pay and offered the chance
of weore regular eaployeent. Cooperatives were shown to be a
viable solution for many women because they thrive 1in labour-
intensive service industries where large nusbers of wozen work,
cften casually or part-time and in exploitative conditions.
Cooperatives had also facilitated women's entry into non-
traditional sectors where eaployer's attitudes (and aen’'s
generally) are still very conservative. Women working together in
the cooperative sector appeared to support each other, share
skills and train other womsen in a way that 1is difficult to
achieve 1n traditional fires. The majority of women interviewed
had said they preferred working collectively.

The present study exaeines again the businesses covered i1n 1981
to assess their precsent perforaance. In addition, a nuaber of
cooperatives and collective businesses in the Netherlands have
beerr added to the list of case studies. Seven cooperatives part-
funded by the Eurcpean Comamission’'s woeen’'s bureau are also
included.

To assess the present perforamance of the cooperatives included in
the 1961 study, we used the answers given to the 1981
questionnaire in order to coapare changes that have occurred
since then.

0f the original 22 collective businesses analysed in the 1981
study, 10 had expanded and created eore )obs, one had
consolidated its position, two showed no change and two had
failed to improve their position., Six had gone 1into voluntary
liquidation and one had already ceased activity when the last
study was carried out. The majority ot the cooperatives were aore
confident and had a clearer understanding of their business. Some
of the successes have encouraged other collective businesses to

be set up.



In the case of the seven wosen's cooperatives part-financed by
the wosen's bureau, a new version of the questionnaire was
cospiled. All the cooperatives are still undergoing great
difficulties, the main probleas being finance and marketing. They
all said that the women's bureau funding was iaportant although
in no case did it cover the whole cost of setting up. In soae
tases 1t helped the group gain a certain credibility especially
with other funding bodies. Lack of funding was a serious problem
in particular for cooperatives trying to set up in the new
technologies sector where initial capital outlay is far in excess
of the type of money they have access to.

The survival rate of the businesses examined i1n 1981 1is good
compared to the small business sector. But in a nuamber of
cooperatives the wages earned represented a supplementary 1ncome
for the wosen concerned, ei1ther because the cooperative was not
generating enough revenue or because of cooperative policy.

Most of the cooperatives suffered fros under -capitalisation and
liaited amarketing skills. The basic characteristic of all
cooperatives 1s that their capital is their labour force and this
is especially true for woaen's cooperatives. Although the women
cftern had the skills to carry out their trade they rarely had the
necessary business skills. The cratical factor has been their
ability to break into the market. Marketing skills are crucial,
particularly for wsanufacturing cooperatives where aarketing
ctrategy can be as iaportant as production, In sose cases, the
cooperative had lost touch with 1ts market or did not eanage
to adapt quickly enough.

tack of funds also aeant that the cocperatives could not pay for
advice on prosotion or attracting new clients. MKost contracts
were obtained through word of south. Although support agencies
heiped the cooperatives in their early years, they often could
not provide aore specialised advice once the cooperative started
trading. Many of the cooperatives caid that they could manage
day-to-day business decisions but would have welcoeed advice on
aarketing froa people specialised in their sector.

Wages were often comeparable to other firas operating in the same
sector. All seebers were involved in decisions concerning wages.

Setting prices and calculating costs did not pose a real problem’
for weany of the cooperatives, although charging a ‘“realistic"
price caused difficulties. Many cooperatives found it difficult
to get new clients who were prepared to pay higher oprices.
Clients who normally were used to paying higher rates sosetimes
expected cooperatives, and especially those run by woaen, to be



cheaper than other firms. Craft cooperatives operating in rural
areas had to find outside outlets if they were to charge higher
prices. But finding these outlets seant money and time that they
did not have.

At the beginning, aeost cooperative aeabers were enthusiastic and
interested 1in the running of the business. BRut in a nuaber of
cooperatives this changed with time. As long as the work was
there, wseabers started to lose interest in the business side and
1t was left up to one or two women to manage the cooperative.
This was particularly the case where many of the founder aembers
had left and new ones joined.

Expansion resains a problea for many of the cooperatives. Access
to finance for new investaents often seans providing collateral
that the cooperative may not have. Some of the cooperatives are
also reluctant to take large financial risks, preferring to take
a cautious line when deciding future growth,






COOPERATIVES STUDIED 1N 1981

The 1981/1982 study concentrated on France, Italy and the UK, and
cooperatives were chosen froa five different areas of
activity.The analysis was based on the practical experience of
the wosen concerned. Different aspects of collective self-
sanagesent were exasined including the setting up of the
cooperative; wsarketing, pricing and costing; finance; sanageament
and decision making; organisation of work and training.

The situation in each of the three countries varied. In France,
apart froe a few exceptions, most women’'s cooperatives /
collectives were fesinist initiatives such as bookshops, coffee
bars and amagazines. In eost cases woesen either registered as a
lisited cospany (SARL) but with collective sel f-aanagement
arrangesents or as a non-profit saking assoaciation under the Law
1901. In the UK, the nusber of wosmen's collective self-managed
groups was increasing, a trend that has continued. Most of these
cooperatives were registered under the Industrial Coamon
Ownership Movesent (ICOM) rules, which have made it easier to set
up as a cooperative in the UK. 1In Italy, where the concept of
collective self-sanagesent 1is rooted strongly in the labour
sovesent, a wide variety of women's cooperatives exist. An
interesting develapsent in Italy has been the entry of
cooperatives 1into the social services sector. Services 1include
creches, hoeehelp, and assistance for people with disabilities.
The cooperatives often have contracts with 1local authorities.
This is a growing cooperative sector, esploying mainly woaen.

A nusber of collectives in the Netherlands are included in the
present study follawing the growth of such businesses in the last
few years.

The reasons why woamen choose to set up cooperatives vary but a
desire to create jobshas been behind all the initiatives. A lot
of the wosen were not officially registered as unesployed but all
were looking for work, especially work that took into account
their children’'s needs. The sain alternative, especially for
unskilled wopsen, was low-paid work, often in the black.



Cooperatives/collectives were chosen froe the following areas:

Feminist activities

The aain msotivation is usually political/ideological. It steas
froe the desire to research into, write about, do a service {for
woaen,

Sectors traditiomally eaploying moser

There are two eain reasons for setting up cooperatives in these
sectors. They are seen as a way of saving jobs in the face of
sass redundancies in industries such as textiles. Secondly, for
wosen working in laow- paid (often undeclared) unskilled jobs or
as hoeeworkers, cooperatives are seen as a way to improve wages
and working conditions and in sany cases to gain reccgnition that
the job 1s valid and necessary. These jobs are often 1identified
with a women's role - catering, cleaning but also hcae helps in
the social services sector.

Non-traditional skills

Woeen training in these skills often have probleas finding Jjobs
because of eaployers’ conservative attitudes. There are
additional difficulties with hostility fros male workers and
constant pressure to prove oneself. As a result, =any woasen set
up on their own, working through friends and contacts. A women's
cocperative can offer a way out of the ghetto and allow woaen to
cosmpete on the open market and prove their skills.

Social services

Cooperatives are often set up to provide services which otherwise
would not exist and are vital if women are to be relieved of the
burden of being solely responsible for caring for their families.
Another aspect is the desire to give jobs in this sector
protessional recognition.



Craft industries

few job opportunities exist for women especially in the depressed
rural areas. Crafts such as spinning, knitting and related skills
are historically fesale "hose industries®. Cooperatives are a way
of socialising this work, bringing wosen out of the isolation of
the hoee. Cooperatives can also by passing aiddle sen and thus
1ncreasing earnings.






PROBLENS AND I1SSUES RAISED IN STUDY 81/26

Many of the issues highlighted in study 81/26 resain valid. These
are suamarised below under two general headings: setting up
cooperatives, their yiability and cooperative structure.

Setting up cooperatives

The existence of support agencies resulted 1n a significant
1ncrease in the nueber of cooperatives. The agencies often played
a vital role in helping set up the cooperative : assisting with
feasibility studies, developing business skills, marketing, book-
keeping, contacting potential clients and financial institutions.
The w®majority of cooperatives studied had used the services of
support agencies and were unanimous that outside support was
useful for setting up.

Examples of another cooperative succeeeding were also isportant.
The Kennington women (KOCC) inspired other cleaners to start
cooperatives (case study 1) and Raggged Robin (case study 5)
encouraged woaen's ciothing cooperatives in Wales.

Local authorities played an important role in giving start-up aid
and eany of the cooperatives could never have got off the ground
without this help.

Trade wunions played a big role in conversions where they had a
direct interest in saving their meabers )jobs (case study 3J).
Local branches can also give support when they see cooperatives
as a way of bringing wosen into the official labour asarket.
Although Italian trade unions generally support cooperatives they
were, however, hostile to cooperative intervention in social
services, seeing this as an intrusion into the public sector and
a threat to their eseabers. The attitude of the unions 1s now
changing slightly {case study 13).

In Italy, the large cooperative associations are the main source
of support, advice and help in getting finance. The associations
have aade efforts to prosote women by starting women’'s sections
which have helped woaen in the low paid service sectors and hoae
workers (case study 18).



Access to start-up finance was crucial. Apart from Italy, banks
were reluctant to finance woaen’'s businesses and woaen's
cooperatives were aet with incoep)ehension by local bank
sanagers. In Britain, for exaaple, only one of the cooperatives
studied (case study 1) obtained a bank loan on condition that the
developeent officer was closely involved. A& local authority loan,
if it could be obtained, was always preferred. In sose cases,
local authorities gave substantial loans as part of their job
creation role (case study 3).

Banks reamained the eain source of finance in [taly where
cooperatives can sometises obtain slightly lower interest rates
because their associations have good relations with a bank.
However, personal gquarantees are often necessary. Most of the
seall cooperatives studied were financed by contributions ¢rom
meabers and personally guaranteed loans. But this was not
adequate as they were forced to operate with very little capital.
There was a general wish for easier credit.

Viability of cooperatives

The widespread belief that cooperatives usually pay lower wages
mas not the case with women’'s cooperatives. 1In sose cases, the
cooperatives were paying higher rates than those norsally paid in
the sector. This was particularly true for cooperatives 1in
sectors that have traditionally employed large nuabers of women
as wunskilled and 1low-paid workers (case study 1). The oniy
cooperatives paying lower wages than private industry were 1in
sectors where woaen are underrepresented, eq, building (case
study &). Wages in these industries are usuaily high and women
fora a smi1nority of the workforce.

In Italy., workers are covered by national collective agreements.
The woamen working in cooperatives therefore usually earned wages
that are norsal for a particular sector or category of work.
Cooperatives are allowed to pay lower wages during the start-up
period.

In eost of the cases studied, everyone received the same wages In
those cooperatives where there was a differential scale, the
wages at the top were lower than in private industry.



In some sectors jobs such as hosehelps, previously done in the
black and so falling outside collective agreements, were upgraded
because of the existence of a cooperative as new work cateqgories
were negotiated with the public authorities (case study 13).

In cooperatives where there was no or very little finacial help
at the beginning, the wosen often had to work unpaid for long
periods leading to a drop in enthusiasse. Without wages, the women
had to depend on their fasilies and friends., which caused
tension.

In some of the cooperatives a lisit was put on earnings to avoid
esployers’ and tax contributions. Although the wosen were
sosetimes earning higher rates per hour than in private industry,
they could not earn eore than the legal e1nieus. Many
cooperatives said that esployers’ contributions were too high and
that this lieited their growth and perpetuated their aarginal
position i1n the econoay.

Although all the cooperatives said that sarketing was crucial,
they often did not have sufficient resources or skills to be able
to do this alone. Expert advice was thought to be necessary.
Problees arose because cooperatives had not adequately assessed
earkets or were unable to recognise and sonitor changes in the
market and adapt accordingly. @Often the cooperatives knew how to
provide a product or service but lacked the sarketing skills to
reach weore customers. Most of the work came froe “syespathetic”
clients.

What the wosen considered to be their marketable gqualities, 1ie,
better quality work by a sore responsible workforce, did not
always sell., Local +fire’'s suspected wosen’'s cooperatives and
preferred to opt for traditional industry "that talked their own
lanquage." In this context, ¢the roie of local authorities was
stressed. Contracts +from public bodies could heip cocperatives
establish their «credibility. This 1is especially the case 1n
sectors were women are underrepresented. Sose of the cooperatives
were unable to coepete with cospanies whose workforce, often pa:d
in the black, was sade up of low paid women workers,

Most of the cooperatives did a feasibility study or some sarket
research before setting up but unless @ cooperative understood
what the figures eeant and how they were reached, it was unable
to establish proper financial control. Women with little formal
education were weore likely to perceive “figures” as a problen.



Support and training to enable the cooperative to understand the
figures was considered as necessary.

Understanding the market was particularly isportant for
cooperatives set up after a closure/bankruptcy. In aost cases the
cooperative was able to keep the firs's old clients and continue
production but had problems expanding into new markets. Advice on
how to diversify was needed (case studies 3, 4 and 15).Assessing
costs and overheads posed problems leading to underpricing.
Initially, at least, prices depended more on existing market
prices than any internal considerations. In the cases of sub-
contracts froam larger firas the cooperatives had little say on

the price fixed.

Clients often expected the prices to be lower because the
business was run by womsen. This 1s particularly true of cratt
1ndustries where the products are traditionally made by hone
workers and so are expected to be cheap, despite the craftemanship
and the long hours of labour.

Cooperative Structure

In many of the cooperatives, decisions were taken during regular
and informal meetings. Part-tise workers and outworkers, often
not meabers of the cooperative, were invaolved in at least the
cooperative’'s major decisions.

Cooperatives faorsed after closures/bankruptcy tended to have acre
hierarchical structures and day-teo-day decisions were made by the
president/manager and the executive cossittee. Some cooperatives
tried to involve everyone 1in day-to-day decisions through
1tnformal consultations. ' - - '

Small cooperatives were often rushed for time to discuss policy
and do adsinistration so seetings were held outside working
hours. This created problems as not all sembers had the saae
commitment and attendance could be low. All the cooperatives felt
that everyone should *know what is going on* and participate
fully in meetings.

he Y

Most cooperatives said that collective self-managesent had to be
learned and this was a long process. Some of thesm said that
training in sharing and evaluating information could have avoided

10



some problems. Difficulties arose because knowledge of business
sanageaent had coee froe women’'s experience as employees with
privately owned fireas and it was difficult to 1imagine an
alternative style. This led to some sembers dominating the group
which found that no structure existed to resolve this. Froblems
also arose in integrating new meabers and there was a tendency to
rely too auch on a few women who had learned sose administrative
and weanagement skills. Many of the cooperatives recognised that
the time spent in seetings was unpaid work but few considered the
adeinistration as an overhead when they were doing it theaselves.

Collective self-management was harder to implement in larger
cocoperatives where division of labour is necessary. In such
cases, there 1is the potential for individuals to dosinate,
control and withhold inforeation. 1In one of the cocperatives
ctudied an interesting systea of work coeeittees was set wup to
integrate all the mesbers (case study 13).

There was sceme evidence that where asen were involved the
structures were more hierarchical and there was less flexibility
tn the working arrangements (case study 4),

Problees alsc arose 1in cooperatives set up for political cr
1declogical reasons by pecple who did not depend on the
cooperative for their livelihood. Woeen often joined to get a job
and shewed nc interest in the running of the cooperative, for
thea it represented the emplover. Efforts teo invelve them were
not very successful and the woeen regarded extra demands on their
ti1se as a bturder (case study 12},

Most of the sealler cooperatives tried to organise the work so
that everyone shared all the different tasks. Working hours were
flexible to fit individual regquireeents and, where possible, some
work was done at home. Jobs were rotated so that everyone
experienced all stages of production and 1learned new skills.
Adeinmistrative tasks were also shared out. In some cases flexible
working arrangeaents caused probleas - spae of the women found 1t
hard to adjust especially after working for a long time 1n
private 1ndustry. Cooperatives said that there was not adequate
preparation and discussion of such working arrangements.

Arother aspect of this problees was that some of the women 1n
cooperatives initially had idealistic views of working
relationships (case study 14). Job rotation alsoc posed problems
in the case of skilled work or where the work demanded highly

it



qualified people (case study 153). Cooperatives that were started
after closure/bankruptcy rarely had job rotation or formally
organised flexitise although women were encouraged to learn new
ski1lls froa each other.

Womsen had differing views on childcare although there was a
general attitude that this would be provided it the need arose.
Some of the cooperatives tried to integrate work and childcare
by starting rota systess, ie, each person was responsible for the
children for one week as part of their job (case study 5).

Despite the difficulties, waost of the women felt that they had
benefi1tted fros the flexibility of hours and working
arrangements, which were rarely considered or allowed in other
businesses. Most jobs at present have been designed by and for
the working male.

Although cooperative meabers tried to train one another, they
often did not have the facilities or time to do so. Some of the
bigaer coocperatives provided their awn training course (case
study 3, Others were able to take advantage of local courses
and 1ntegrate training with work. Many af the weoaen feit that
training 1in addition to the )job left thee teco little time to dc
anything eise.

To avoid this, sose cocperatives deemanded that all the women
should be trained before joining the cooperative to remove the
burdern on the skilled workers (case study S5). Where cooperatives
believeno that members should be ailowed to pick up the skills on
the jab, tension sometimes arose as the burden of teaching became
too euch for the skilled workers (case study &).

Training to improve skills and help cooperatives diversify and
enter new markets was considered useful (case studies 15 and lé&:,
But problees arpse because some cooperatives ceould not afferd to
send a full-time worker on a training course, even for a short
period. Cospensation to cooperatives far the loss of ane or two
esployees while training was suggested.



ANALYSIS BY AREA OF ACTIVITY (1985)

FEMNINIST ACTIVITIES

Cooperatives were started in this area with the primary aim of
prosoting and offering a service to wosen. Some also had job
creation as a wmajor goal which in most cases influenced the
success or failure of the project as a business.

Carabosses, a fesinist bookshop, and Parcarosse, a women's cafe
1n France. (case study 20), were both closed down at the end of
1984. The coffee shop and bookshop were never intended to provide
enployment but a new service linked to feminist peolitics. This
attected the financial approach. Workers were subsidised and the
running of the two activities depended mainly on voluntary help.
When the gquestion of viability came up, a complete restructuring
was needed and the capital was not available for the task. 0One
of the woeen said that the two enterprises were sosewhere between
a business and a voluntary organisation; they were "sarked by the
teminist politics of the 1970s" and the group "was unable to
link this with the creation of a coeeercial enterprise." The
business was sold and the beookshop will be recpened on different
lines with the aim of becoming viable.

Cooperatives 1in this area have the additicnai preoblem that weany
of their clients are unable to pay high and saometimes even
realistic prices for the product or service offered. All groups
in this area said that their prices had tc be kept low. The
alternative and women's moverent in some countries 1s also
suffering from declining resources. In France, this i1s reflected
in the ssaller nueber of feminist publications. Les Travaelles
(case study 19), a photocosposition enterprise in France, said
that emany of its clients have ceased publication.

Les Travaelles, as well as Virginia, a printing collective in the
Netherlands (case study 22), were set up to provide  3cbs and
offer a service. Les Travaelles, despite some difficulties, has
managed to keep going the four jobs created in 1982, Virginia has
four paid workers. Wages in both businesses are good.

Collective decision making and new ways of organising work are an
iaportant aspect of feminist businesses. In Virginia, this has
led to a 32-hour week. Although at the beginning, “everycne did



everything®, this did not work out and the collective divided up
the work. ®Each identified what sh2 liked doing most® and the
cooperative offered training 1n these skills during working
hours. All the women are i1nvolved 1n decision aaking. Virginia's
ctlients are wmainly fros the woaen’'s moveaent as a result of a
deliberate policy of the collective.

De Bron (case study 23} 1n the Netherlands, a translators
collective, also pointed to flexible work structure and offering
a service to woaen as being the main reasons for starting up. The
group of five translators chose tc translate women’'s writings.
Although De Bron has now established a good reputation, it can
only offer a suppleaentary 1incoae and this 1s despite the
cooperative s reiatively high prices.

tes Travaelles was registered as a limited coapany but run on
collective lines. Despite the eaphasis on «collective decision
paking the woaen eaployed there eventually re-established a
hierarchy between the founding aseaber, the foraer owner, and
theaselves. At the time of the last study the owner of Travaelles
said that “"the fact the wosen had no direct financial stake 1in
the business aeant that it was easier for thes to reject the
burden of manaqement.” Under the new ownership, the women will
still be consulted but the responsibility for aajor decisions
will be taken by the owner. Wage differentials will alsc be
introduced, with the owner being paid a slightly higher salary.
The business will continue to be run on flexible lines with the
woaen choosing the hours they work. Changes in sanageeent were
welcoaed by the eeployees who said they did not want to be
concerned with the running of the business.

Feeinist businesses have a restricted market. Atteapts to attract
sore ‘“conventional clients" that can pay higher prices have not
proved very succesful. This puts an autosatic lieit on the
business which can be critical if revenue is not sufficient to
cover costs and the payaent of reasanable wages. This seesed to
be less of a probles in Aesterdam where there is a large
alternative market (see Virginia).

The Women's Coceunity Press (case study 26) in Ireland, which was
part-financed by the Coaemission’'s woaen's bureau, said that
creating a earket beyond "a certain circle" reaains a emajor
problem. Lack of finance limits marketing while the group has to
conpete with “very-high powered, coasercial aethods of bigger
publishers.” Set up in 1984, the collective eapioys three full-
tiae workers and one part-timer on a self-eaployed basis. A1l
receive the same, low, wages.

14



SECTORS TRADITIONALLY ENPLOYING WOMEN

A nusber of cooperatives were set up in order to save jobs in
1ndustries such as textiles that have traditionally eaployed
women. The cooperatives were also seen as a way of isproving
wages and working conditions.

Two of the textile cooperatives studied beftore, Louise Argyle
(case study 4) and Bargoed Blouse (case study 3), were +{ormed
atter the +fira esploying the women had closed down. Both have
created additional jobs since last studied and increased their
turnover.

Finding reliable clients and establishing their credibility on
the wmarket were major probiems for both cooperatives. Bargoed
Blouse started with one big contract from a London fira that had
been a client of the former company. At the time the women said
that it was risky to work only for one fire. To find new clients,
however, aeant increasing production and without public
autherity money to buy new machinery the cooperative would have
found 1t difficult to consider expanding. It has now managed to
find new customers and has abandoned the original contract
because 1t was finding "better deals" eisewhere. bargoed said
that ¢the cooperative’'s first clients "thought we were just a
group of woamen and tried to get us cheap.”

In this sector cooperatives often work on a sub-contract basis.
This has seant sosetises that even i1f they are producing at
saximue capacity they cannot cover costs as the contract usvally
fixes the price paid per garsent. As Louise Argyle pointed out,
without a strong +financial base i1t is difficult for the
cooperative to challenge the price offered. Louise Argyle had to
start again from scratch because a lot of the work obtained at
the beginning “"didn‘t have a realistic price and the ccapany made
losses and accuesulated debt." The cooperative was helped in 1its
early years by an outside eanager. This did not work out as the
sanager "did not wunderstand the democratic structure of the
cooperative®™ and tried to run the business "in the old style.”
The cooperative was saved by a eajor arder that it has had for
the last two and a half years. The contracting fire pays well and
on tise, and this has given Louise Argyle breathing space. NADIA
(case study 18), an Italian cooperative set up by hoeeworkers in
the textile 1industry, also depends on one major order from a
reputable fira.
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Attempts by some of the cooperatives to produce and market own-
label garments have not always been succesful. Louise Argyle
tried this but a lack of outlets and the women’'s limited
knowledge of the industry "on a w=managesent level, amarketing,
selling and pricing® forced the cooperative to abandon own-label
production. Louise Argyle is hoping to restart its own designs
but the wosen said they still feel "insecure® with marketing and
sales being their weakest points. However, the cooperative would
have to pay top wages to bring in specialist help.

The Italian cooperative association, Lega, is trying to organise
a consortius of textile cooperatives in Umbria in an effort to
overcome the probles of marketing and selling own-label designs
(see NADIA), thus helping the cooperatives to move away fronm
dependence on outside firas,

The i1mportance of keeping abreast of market changes was shown by
Fagged Robin (case study 9), which went into voluntary
ligquidation in summer 1985. Ragged Robin's designs represented "a
new thinking® 1n clothing. But by 1985, "everyone was aaking
similar clothes"™ and Ragged Robin did not react as quickly as 1t
shouid have done. A slight drop in sales early in 19BY and a
change of policy by the bank which withdrew the cooperative’s
overdratt facilities, led to the decision to wind up the
tusiness. Once the ccoperative started qoing into debt, 1t only
tecok six eonths for the position to get criticsl. A rescue plan
was accepted by the bank but most of the aembers were not
prepared to take financial risks. Many of them were new and did
not have the same coenitaent to keep the cooperative going as the
founders.

The i1mportance of sufficient finance at the start, especially for
eanufacturing cooperatives, was stressed. Bargred Flouse managed
to 1ncrease production after the local authority agreed to invest
in 10 new sachines. The Knitters cooperative in London (case
study %) went 1into vcluntary liquidation at the end of 1982
because of lack of finance and a resulting loss of enthusiasm by
sose of the aeesbers. The cooperative failed because it was
undercapitalised froa the beginning., Plans for a 1loan were
abandoned becavse sose of the women were afraid to take on a
large financial coasitsent. One of the ex-members coamented that
despite encourageament to set up the cooperative “"when it coaes to
the crunch you are on your own trying to run a business on
nothing."
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Many wsanufacturing cooperatives have little time or aoney for
promotion and advertising vyet this 15 crucial., For a
manufacturing cooperative falling one week behind in production
seans a large debt that it is difficult to cover later.

Despite the probless faced by cooperatives in the textile sector,
most managed to improve working conditions and bring their wages
into line with recosmended rates. In the case of NADIA, the
cooperative also offered job security for women who were
previously working 1n a precarious situation as homeworkers.
Louise Argyle, Bargoed Blouse and NADIA have taken on apprentices
who were then offered jobs at the cooperative.

Although some division of labour exists, mesbers participate in
all saj)or decisions. New recruits, however, sometimes showed less
cocmitment towards the running of the cooperative and were
reluctant to take risks (case studies 3 and S).

Better working conditions and rates of pay were achieved by the
cleaning cocperatives 1n the Uk, created after the example set by
kenningtorn OQffice Cleaners (KOCC - case study 1). Two of
cooperatives pald higher rates than private contractors 1n  the
area and two perd Just under the standard rates. A}l the
cocperatives mznaged to 1ncrease the nueber of jobs,

The cleaning cooperatives ottered part-time work and earnings
were kept below the tax and eaplover contribution threshela. This
created soee problees as in so&e cases the cooperative was seen
as a “stop gap"” until children were older. Many of the aesbers,
after their initial enthusiase, lost interest in the managesment
of the business leaving it up to one or two women to make major
decisions and chase up clients, This was especially the case with
new recruits who joined the cooperative mainly because of the
good pay and working conditions. Lack of interest in the running
of the business limited the possibiiities for expansion. The
woasen's previous experience in private firms might have made 1t
more difficult for them to imagine an alternative style of
panagement. In only cone cooperative, that had to start again from
scratch, did all sembers take an active interest i1n the buciress

(case study 1).

The cleaning cooperatives had difficulties getting contracts fronm
private firms and none succeeded in getting big and long-ternm
contracts from the public or private sector. kOCC said that to
gain credibility they started to play down the cooperative
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. lower than other private contractors.

aspects of the business. All the cooperatives said they offer
good value for aoney, their prices being cospetitive or even

Deébite vexpettatlons that the services sector would offer
opportunities for new small businesses, this was not always the

...case for cooperatives offering services usually done by women

and desanding few formal skills. Prices for services such as
cleaning or catering are highly coepetitive because other
companies which wuse a large unskilled workforce often ready to

“ work in the black, can keep their prices low. Cooperatives can

find 1t Hhard to compete in such circusstances. They also had
probtless winning large contracts, which would give thee a bigger
profi1t margqin. T ’
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Tic Tac Catering {case study 2) said that i1t had few problenms
getting work but the contracts never generated enough income to
cover costs. Like the cleaning cooperatives, Tic Tac had problems
winning big contracts and relied on personal reccmmendations to
find <clients. Tic Tac said that many prospective clients saw
cocperatives as being "seore like charities rather than a real
business™, expecting the work “to be done for nothing."
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The secretariai cooperative Spectrum (case study 7) said that
although their prices were comparable to “teap" secretaries or
hore typiste, their incoee wae lower because they had to cover
higher overheads. Spectrum went into voluntary liquidation in

- August 19BZ. ihe cooperative argued that it needed word
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processore 1§ 1t was to raise productivity and compete. FBut by
the tiee Bootstrap, the organisation backing Spectrue, agreed to
a leoar for this investment, the tusiness had already coliapsed.

. Lilith, a translators cocperative in Napies (case study 1é),. said
,their prices were slightly below the standard rate because of

coepetition from freelances who oftern undercharge. To develop the
business - branch into interpretation - or iamprove quality they
needed to invest. But the cooperative was not generating enough
revenue to finance investeents and could not afford or have the
necessary guarantees for bank lcans, which carry a high rate of
interest.
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" Public spernding cuts and industrial decline in inner city areas,

resulting 1n a fall in demand aisc can hars cooperatives in the
services sector. One of the cleaning cooperatives said that
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gng CoOmpanies in difficulties often cut cleaning services first.
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The importance of funds for investesent often is underestiamated in
the services sector. VYet this sector is becoming sophisticated
and cooperatives find it hard to compete without new tise-saving

sachinery.
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NON-TRADITIONAL SKILLS

Gaining credibility as a business was the hardest task for
ccoperatives starting in sectors where woaen are under
represented. For aost of the cooperatives, work was obtained
through personal recomsendations and groups syapathetic to their
ares An extreme example of the probleas that can be faced by a
cooperative entering a sector alsost closed to women is given by
the Dutch group Het Schipstercollektief (case study 24) which
tried to offer a barge transport service. Despite a 1lot of
financial support, which enabled the woeen to buy the barge and
provide training for other women, the business never got off the
ground. They said they were systeematically ignored when contracts
were awarded and they received no help 1in acquiring the
specialist skills required 1n coemercial navigation. It  was
coeraented, however, that their entry 1nto this tightly organised
sector we1g9ht have been easier 1f barge transport was not 1n
decline, making any coepetition unweicose.

It was easier for cooperatives entering less-protected sectors
where there 1s still rooe for expansion. This was the case of
Arteeis (case study o), a building cooperative 1i1n London.
Although Arteris was disbanded, the members set up new
businesses, one being a carpentry cooperative employing three
women full-tiae. Artemis never had preoblems with finding work
althouch most of its customerc were fros the woaen's movement and
public bodies. A bicycle repair collective i1n Amsterdam (case
study 25) also found few probiees getting work even though prices
charged were hiqher than average.

An electronics cooperative in London , Live wires, (case study
27), said that i1t was inevitable that wosen have to prove their
credibility i1n a technical field. The cooperative said it had
probleas convincing clients that women could work in
electronics; some clients were sceptical and others tried to take
advantage of their apparent inexperience. The cooperative was
part-financed by the Cosmission’'s wosen’'s bureau. It has two
regqular contracts that were both won with the help of the
cooperative ¢ backers the publicly tinanced London New
Technologies Network (LNTN). Without the equipment of LNTN, the
cooperative could not operate. However, 1ts dependence on the
machinery ot the parent organisation also limits the kind of work
1t can take on. The cooperative said that it needs to expand 1f
it 1s to becose self-financing and pay regular wages but requires
capital for investing 1n machinery.
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SOCIAL SERVICES

This 1is a controverstal area of cooperative activity because it
i1s often feared that the principle of the public sector’'s
responsibility to provide social services will be threatened if
local authorities use cooperatives. Fears about privatisation and
the contraction of the welfare state have resulted 1n trade
unions, anxious to preserve their members’ jobs, being suspicious
and antagonistic towards cooperative 1nvolvement 1in social
services.

The cooperatives arque that they are helpina support public
services by bridging the gap between the rise in demand that the
public sector cannot meet and the services offered by private or
charitable organisations. The president of CADIAI, a larqe, well-
established hoae help cooperative. made a distinction between
basic services, which eust reaain the responsibility of the local
authorities, and the wide variety of auxiliary and "top-up”
services, which often are run better, and more efficientiy, by
cooperatives such as CADIAl - "we ' re not a cheap alternative,
we re better."

Many cocperatives have now established good working relationships
with local autharities and gained <credibility. Not all have
achieved the same success and protessionalism as CADIAI, which
says 1t wants to see more self-requlation among the cooperatives
in this sector. CADIAIl has an iagressive record - it has made
hose heips a recognised categery of workers, won recognition for
the training certificates given by the cooperative and put pay
and working conditions of 1ts seebers on a par with local
authority workers. Trade union attitudes have scfterned over the
years as cocperatives becose 2 recogriised part of the scene:
"1t's 1n their 1interest. Our wsemters are their potential
eenbers.”

The rumber of social service cooperatives in Italy has grown
considerabiy since CADIAI paved the way 11n 1974. CADIAl's
president estimated that there are now more than 300 social
service cooperatives aftiliated to the Lega, with e®any more
attached to other cooperative associations eor unaffiliated. The
#a1n  areas of activity range fros home help, sheltered housing
and other services for the elderly; assistance, accoepaniment,
training and productive activities for people with disabilities:
rehabilitation of drug addicts; creches and nurseries, and socio-
touri1se (organised trips and holidays for disadvantaged groups).
There are also a growing number of aedical cooperatives and
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collectives aiesed at supplying basic services through a group
practice, often inspired by exasples in Britain and the USA. Many
are set up to promote preventive sedecine, create a new type of
relationship between doctor and patient and educate the public on
health 1issues. Wosen's cooperatives like Agora (case study 14)
grew up out of the feaminist self-help collectives af the 1970s
with the aies of putting these experiences to professional use
and, where possible, eaking an “input” into the public sector
services. Agora initially had eainly young users but, as the
cooperative eade a nase for itself, older woaen started to come.
The cooperative is now planning to take over larger preaises. Its
only disappointeent has been that its expansion has taken place
in the private rather than public sector.

Rosa Luxesbourg (case study 11) was started to put certain
educational theories 1into opractice. As well as running an
educational centre for infants and young children, it provides
services for children with disabilities and runs a family advice
centre. A contract with the local authority for the creche and
regional contributions for the educational centre help keep fees
accessible. The cooperative 15 a success in teras of its work and
the quality of the service, but despite recognition, the
financial rewards are lisited.

A big problee for cooperatives which have contracts with local
authorities or receive public subsidies is frequent delays 1in
payesents. A nusber of cooperatives also said that spending cuts
in the public sector is weaking it eore difficult to get
contracts.

Whatever the probleas, the social services sector undoubtedly has
seen a notable expansion and consolidation of cooperatives over
recent vyears. The three cooperatives eaentioned abcocve have
iapraved their oposition since last studied and have «created
valuable new services. Buzzi, another cooperative running a
creche, is still operating (case study 12). Crescere Insienme
(case study 10) had already ceased operating when the last study
was carried out but this was the result of a political decision
by the local authority, not dissatisfaction with the
cooperative’'s services. The success of soae cooperatives does not
sean that eany others set up in the past 10 years have not fallen
by the wayside. The <cector 1is still relatively new and
unorganised and eany of the political probleas remsain unresolved.
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Priaula (case study 29) started up this year and offers “less
conventional® services. It seess to be an atteapt to organise
stop-gap services for situations that are not covered by normal
social services or cases where people do not know where to turn
for advice and help. It has cosamissioned a sarketing study with
the aid of a grant from the Coesission’'s women’'s bureau but the
results are not yet available. It remains to be seen whether
there 1is a real need for the service proposed. The cooperative
also has to build up useful inforsation and gain access to a data
bank if it is to become an effective referral service rather than
a gqlorified babysitting and odd-job business. However, it seeas
that more funding will be required to do this.

When we first looked at social service cooperatives in Italy ain
1981, there were no cooperatives we knew of working 1n this field
in other countries., although non-profit-making and charitable
organisations have always played a big role in many countries. [t
1s 1interesting to note that the first home help cooperative was
set up in the UK a few years ago. Little Women, based in
Sutherland, does cleaning work for elderly people who fail to
qualify for a hoee help under the local authority scheae but
cannot cope on their awn.

0ld people on a supplemertary benefit can qualify for a special
needs allowance and the cooperative and the local sccial services
departeent have persuaded the Departeent of Heaith and Soc:al
Security (LUHSS) to ailow thee to use this allowance to pay for
dosestic help. Fotential <clients are visited by a wmember of
Little Wosen who, where appropriate, fi1lis i1n a fore specially
decigned with the DHSS, requesting a special needs allowance for
domestic help, GQuite often they discover that the person 1s
erititled to other benefits they have not been claiming., The women
1n the cooperative forestalled trade union opposition by joining
the publ:c sector union, NUPE, and they are paid the same rate as
the lozal autherity home helps. There are fears the scheame might
be in jeopardy if government proposals to refore the sccial
services., including the special needs allowance, go ahead.
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CRAFTS AND RURAL AREAS

Craft cooperatives in depressed rural areas have to contend with
a weak econosy that puts an autosatic 1lisit on the prices
charged. One of the craft cooperatives, La Panole in Udine,
Italy. ceased trading because the products were not cossanding
sufficiently high prices to pay adequate wages and to cover costs
(case study 17). The cooperative was helped by a consortius which
handled promotion amd amarketing of the products. But the
consortium closed down in 1983 as all the cooperatives were
suffering because of this same problee. La Panole had thought of
soving 1into weore profitable areas such as knitting and dress-
aaking but this again meant money for investments which it did
not have. Local people were unable to pay higher prices and
tourists expected that products traditionaily msade by rural wosmen
should be cheap despite the craftsaanship and long hours of
labour.

Finding cutlets for the products outside the 1mmediate area so as
to fetch higher prices is also difficult. The cooperatives,
usually run on a seall scale, cannot cope with the size of corders
that big stores require. They have to find small shops in towns
and cities that are prepared to order sore manageabie guantities,.
Eut seeking new ciients requires asoney for travei and can be
tiee-consueing.

A Welsh cooperative Pryfcopyn Tanat (case study B) said that eost
of their sales were local and they did not have the maney to find
buyers further afield. The cooperative had thought of starting a
mai1l order service but the idea was dropped as they did not heave
the resources "to produce i1n the quantity and variety needed teo
eake up a catalogue." Although the cooperative has been going for
five years it 1s not generating enough incoere to pay proper
wages and none of the wcoeen depend on the cooperative for their
living. Also in Wales, a group of women set up in October 1984 a
cooperative to jointly amarket local craft. But the cooperative
has not eanaged to get off the ground properly {(case study 3Z}.

Dne area cof possible expansion 1n rural areas, especially 1n the
Mediterranean countries, is “"agri-tourtisa"“, which involves
tourists staying as paying guests in farmhouses and local homes.
This type of development, which respects the iocal environment,
can also help to boost consusption and promote local crafts and
industry. One of the biggest cooperatives cf this type was
started in 1942 in Sardinia by wives of farmers and shepherds.
The women started by raising chickens and j}ointly buying
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feedstuf iy they later branched into agri-tourisa. The cooperative
now has 9,000 eseabers in 30 viliages on the island and 21
consuser outlets. It has an annual turnover of Lit & billion. One
of the touperatives that received a subsidy froa the Commission’s
wosen s bureau was an agri-tourise cooperative on the Greek
island of Lesbos (case study 30). The cooperative, which started
to provide @ bed and board service for tourists in the suamer of
1984, now esploys nine people - four women who are mseabers of
the cooprrative and five aen. The cooperative has doubled its
gesberstip to 50 and has sade a substantial profit in its second
year of operation. These cooperatives ais to provide an
alternative to °*i1ndustrialised tourisa.”
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EUROPEAN CORNISSION HONEN'S BUREAU GRANT POLICY FOR COOPERATIVES

6rants to women’'s cooperatives and other local esployment
tnitiatives were first given by the European Cosmission women s
bureau in 1983. The decision ta help woeen s businesses was taken
within the +frasework of the 1982 action programme an the
promotion of equal opportunities for woaen.

Although no clear criteria were fixed, the women's bureau’'s aim
has been to fund cooperatives starting up. All the groups funded
had to have as objectives the creation of jobs and self-
sufficiency.

In a paper qgiven at an 0ECD conference in May 1985, the
Lcoemission said that cooperatives "were felt to be one method of
stisulating the process of change in enabling women to work 1in
occupations considered to be traditionally men s, " Local
inttiatives, offering the possibility of sore flexible working
arrangements, could benefit particularly women "upor whoe ecst of
the burden of tasiiy responsibilities still falls."

The Coamission decided that the ii1ei1ted funds avatiable “would
be best used in supporting the creation c¢f jobks, 1in cooperatives
or 1in sietlar local 1initiatives in countries where either
cooperatives were not recoqnised as such or where the procedure
for establishing cooperatives was so expensive or cueberscee that
1t ruled out small initiatives®.

#il the grants were semall, ranging from 1,500 ecus to 10,000
ecus. It was felt that these grants could create jobs although
"these are amounts which would not neoreally pay one person’'s
salary for amore than six aonths.” The wosen s bureau sai1d 1ts
grant policy took intoc account two fundamental aspects: “the
obtaining .of some, often very small. aamount of capital and the
cupport of some outside agency, wheo can be relied upon for egral
support and advice.®* The woaen s bureau itself does not have the
staft or resources to offer this type of support. As the bureau
was wunable to do its own evaluation as to the viability of each
project, it tried to fund projects that had sufficient support
locally. There was no special condition attached to the grants.
Each group submitted a written proposal and the money was awarded
in relation to the group s needs and requests. Ail woeen's
eaployaent initiatives were eligible and the proposals were

judged on their eerits. There was a clear policy not to finance
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totally any one proJEct but to sake a contribution towards start-
up funds.

The grants have been used in a variety of ways: subsidising wages
tor a certain period, investment in tools and weaterials, a
sarketing study and the production of a cataloque. All the groups
interviewed found the funding "useful® and some said thay would
not have set up without this backing. 0One group coesmented the
grant helped ®"in giving credibility te the project and therefore
access to scame national {funding bodies.* They argued, however,
that 1t wmight have been more useful i1f the funding was spread
over a longer period and “gradually slowed down" instead of being
cut off after one year. This would have pereitted better
rlannina. The qroup said that the sudden ending of funds can
create a feeling of hopelessness and lead to the coilapse of the
business.,

The qrants never covered all the start-up costs and the
cocperatives said that delays in payment and the fact that the
ecney was paid in two stages created cash-flow probleas. This
accentuated by the provisc that "the full grant be spent before
it 15 received®. None ot the qrcups said they had changed the:r
projects sc as to have access to the woeen s bureau qrants.

Some of the groups warned of the danger of erxpgecting the business
to become viable atter one year. In this respect the grant could
end up as a "publicity stunt® whern the projects succeed and 1f
they failed everything would be biamed on the group. they sard.

If a large aeount of initial capital was necessary before the
business could start trading., the grant offered by the wosen s
bureau was not of key ieportance. For groups setting up in new
technologies, where the capital outlay is encrecus, the aqrant
*only 1Just covered the purchase of basic office egquipment and
hand tocis.”™ The group said that such small grants can only be
useful 1f the group has a strong support structure. 1In the case
of this cooperative, they were dependent on another group for the
equipment needed to carry out their work.

Two years, or even less, wmight be a short period to examine the
success of the cooperatives that received grants froe the women's
bureau. The grant, however, was not a eajor factor in deteraining
the <success or failure of the cooperatives, compared with cther
factors such as the skills of the women, the market they were
entering and the problee of under-capitalisation. Most of the
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businesses helped by EEC funding had not yet managed to eaploy
workers full-time with good salaries although there where notable
exceptions. At the same ti1me it aight be passing too strict a
judgement to expect all the businesses to stabilise theaselves
within such a short period, create jobs, run collectively and be
able to properly assess their business and plan their
investaents.
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CONCLUSIONS

A study such as this inevitably tends to highlight the problens
and difficulties of the cooperatives exasined. It shaould be
esphasised that none of the wosen interviewed regretted the
experience gained in setting up and working in cooperatives. This
was also the case for wosen working in cooperatives that had
ceased trading. Soase went on to start other businesses, saying
that the lesson of past mistakes helped thes run the new
cooperatives on a better footing. Sose of the cooperatives that
failed also served as a model for others and gave a chance to
many women to enter paid employment and go on to other )obs
helped by skills they acquired in the cocperative.

Cooperatives do have potential §or creating or saving Jjobs but
trom the seall saeple examined 1t becoses obvious that they
cannot be seen as "the answer® to wosen’s esployment probless.
Cooperatives cannot be expected to succeed where private
industry fails. As part of broader economic planning and with
sufficient support, cooperatives being locally based and having
as their weain aotive the creation of Jjobs, could play an
1mportant role in job creaticn. Cooperatives can also help in
isproving working conditions and wages and offer the chance of
sore reqular eaployeent. By organising the work rollectively they
can provide more flexible working arrangeaents, allowing women
with fanily responsibilities to return to paid esployment.

The majerity of women interviewed preferred warking collectively
but praoblems did arise with sel f-management. After the inittial
enthusiasa some meabers lost all interest in the running of the
business. This was particularly the case once the cooperative was
running seoothly and wages could be paid regularly. Some of the
meabers were happy to leave the business "ticking over®™ with
little realisation that a constant effort was necessary to retain
their wmarket, renew skills and develop the business. HMaore
business knowledge and confidence in business skills would help
participation’ in cooperatives. Dften the woamen's previous
experience of work was in traditional companies and they could

not easily adjust to working collectively.

investment remained the biggest wealnesses.
the basic skills to carry out thear
trade, the aissing ingredient was sarketing. Products and
cervices are becosing increasingly specialised and aimed at
specialist markets. It is getting more difficult for a group to
start producing and hope they will break into the aarket.

Marketing and capital
Many of the cooperatives had
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Detailed analysis 1identifying possible openinas 1s necessary.
Most of the cooperatives when they set up had little knowledge of
anything other than basic financial control. This led in some
cases to failure as they could not properly control their
business by planning their needs well in advance. The ieportance
of business planning as opposed to an attitude of wait and see
was underestisated by some of the groups. Many of the
cooperatives needed a general understanding of their msarkets and
the strateqy they should develap, plus help with advertising and
productian of promsotional wmaterial. This would have helped thenm
analyse where the business was going and where changes needed to
be made.

Lack of marketing sk1ils also prevented many of the cooperatives
froe expanding (although +financial constraints were also
taportant), wmaking 1t difficult to break out of the vicious
circle of insufficient capital. low vaiue added contracts with
small profit margins and poor wages.

Many of the cooperatives took an overly cautious attitude to
financing. Meost of the women s dealings with money had beer on a
day-to-day basis ensuring the household accounts balanced and few
had +formsal "business culture®. When 1t caee to expanding the
business, which usually 1nvolved new 1nvestaents, the woaen were
often afraid to take the financial risks of a loan. Advice on
diversitication, the cooperative s investeent needs and what sice
lcan the busiriess could afford eight have avoided soee of the
fears and permitted the graoup to see if the financial risk would
be worthwhile.

Mcst of the cooperatives were set up eore froe a need to create
jobs rather than a wish to run a business. A cooperative or
collective was chosen because 1t was often a eore accessible
enterprise needing little capital. This has resulted in many of
the new conperatives being undercapitalised at the start. Woaen's
cooperatives tend to be concentrated i1n particular sectors -
services, textiles - either reflecting women s traditional skills
or in response to particular needs felt by woeen. Froduction
ski1lls are cocperatives’ strong point, the weak side remains the
sanagerial and earketing skills which can be a crucial facter 1n
erisuring the success af the business. In Italy, it was suggested
that new funds should go in consolidating present cooperatives
rather than an indiscrieinate proeotion of new ones.

fccess to credit was particularly difficult for a lot of the
wosen’'s cooperatives who found banks suspicious not orly because
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the businesses were collectively managed but also because they
were run by woasen, Some of the cooperatives craiticised
"traditional finance" for ignoring cooperatives. There is a major
need for banking facilities to accept cooperatives as valid
businesses and thus make available easier access to credit, low
interests loans for working capital and fixed assets. Credit
lines and bank loan guarantees are necessary to make 1t easier
for small cooperatives to have access to much needed finance.
Outside support can be important to help the groups prepare loan
applications.

A nusber of governsental and regional schemes now exist to
prosote the setting up of small businesses by the wuneaployed.
Trese 1nclude help with wages or the continuation of paying
uneaployeent benefit in the first year of operation and offering
to give part of the benefit normally received 1n a luap sua as
capirtal for the business. Funding has also come from public
authorities and regional bodies in the fore of start up grants
and 1n some cases fros ministries. But preliminary studies on
these scheaes have shown that a much sealler proportion of women
tend to tate advantage of thea.

The only country that has introduced a special scheee for women 's
cooperatives 1s the Netherlands. Interest-free gcvernment lcoans
of up to Su.000 florins repayable over seven years are being
cffered to women wanting to set up cocperatives. The scheme was
started in 1954 and will run for three years on an experimental
basis. The businesses are expected to become viable within two
vears of receiving the locan. The majority of businesses appliying
for the loan in the first six sonths were groups wanting to set
up as cafes, bookshops, publishers and printers.

One of the cooperatives included in the study was heiped by a
wosen's initiative to raise finance for start-up expenses. The
scheme 1inaveolves a collective savings systee for women s groups
and 1ndividuals. Savings are put intoc a cosemon pocl and loaned
cut at low interest to women wanting to start a business.

The response froms the Commission women’'s bureau in offering
grants to cooperatives is to be welcomed. For a nuster of the
groups the agrant was the only form of outside support received.
But in some cases it was tco early to judge whether the projects
were going to get off the ground. What role the grant played 1in
making the difference between success and failure was also
difficult to estimate. The impact made with such small sums as
those available from the women s bureau, especially 1t the groups
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financed did not have any other source of money, was not evident.
1f the project failed, the grant is a write-off. Soame suggestions
were made that the money could be better used if it was given to
qroups to pay for wearket studies. 6brants to cosaunity or
specialised bodies to identify openings for women’'s businesses
could also be useful. The grant may qo further if given to groups
already trading and showing signs of viability but 1n need of
acney for specific 1nvestments to develep their business. The
grant could be repavable and organised as part of a revolving
loan fund. Finance could also be given to support agencies or
cooperative associations to promote the creation of women's
businesses.

In ceoordination with other funding bodies, the women's bureau
could help 1n setting up projects in sectors where there 1is a
clear apening for expansion by ce-ti1nancing secondary level
cocoperatives or centres offering services such as waarketing,
advertising and technical services for businesses in the sector.

With the aid of EEC funds, demonstration projects could be set up
1in sectors or activities with expansion possibilities to act as
ezampies and encourage other wocaen to set up their own
iritiatives. Filot cooperatives would also be useful in )jobs and
sectors where women have always been under-represented.

Specialist advice te help cocperatives better understand the
garket they are operating i1n i1s erxpensive and funds could be
reieased tc ailow ccoperatives to pay for such advice. ‘Training
15 alss necessary irn management skills and in internal
crganisation to help make the transition to self-management,
Training to update the skills of the aesbers 1s needed.

Local authorities can also play an important role in the
proeotion of cooperatives. Other than the provision of grants and
facilities, local authorities shouid be encouraged to give
preterence to cooperatives in their purchasing policy and
awarding of contracts. They can provide initial <capital for
revolving loan funds adeinistered by outside support agencies to
help the business over short-term cash flow difficulties.

o

To help investments, tax relief could be given to individuals who
lend money to cooperatives. Tar benefits and exesptions or easing
cf esployers’ and social security contributions, at least in the
first vyears, would also encourage cooperatives to create wmore
jobs with full wages. S ' S
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Support could be given to proeote links aaong women’'s
cooperatives in different EEC countries encouraging inter-trading
and support.

The basic needs and problees of women's cooperatives and
eaployaent initiatives have not changed over the years. Awareness
of thes on the part of the EEC, governaents and public bodies has
increased but atteapts to support such 1nitiatives remain
pieceaeal and isolated.

Qutside support 1s often limited to the start-up stage. Re-
examining the cooperatives studied four years ago 1t was <ciear
that althouagh many had received scee fora of start-up help, they
were often left to develop the business in isolation and felt the
lack of advice on eore coeplex 1ssues such as wmarketing,
investment and diversification.

f number of the 1ssues raised in our previous study, and in other
repcrts an local esploysent initiatives, were dealt with in the
Comp:ssior s recosseridation on local eesployment 1initiatives
adopted bty the EEC Councilt of Ministers 1n June 1984. But
aithcugh governments praise and even promote local jeb crestion
initiatives, they have sti1ll done very littie to help thenm
cperate 1n an often hostile environment.






CLEANING COOPERATIVES IN THE UK CASE STUDY 1

KENNINGTON OFFICE CLEANERS COOPERATIVE (KOCC), LONDON,UK

b0CC was registered i1n May 1978 as a Friendly Society under the
Ingustrial and Frovident Societ:es Azt, with ICOM model rules.

Started by <cseven women, the cooperative began office contract
cleaning 1in November 197B. By 19€2, it employed 20 women part
tire, their hours vranging fron si1x te 15 a week. All had

chiidren. The cooperative had an annual turnover of £19,000 and
nine cortracts with charities. FEy 1985, the number employed by
the ccoperative amsunted to 24 and hcurs worked range from {0 -

i e

{5 a weel. Annual turncver has grown to £27,000,
HISTORICAL BACKGROUND

The 10ea ct setting up & «clearers ccoperative arose from
Cis-uscicrs held at a local mume ang tocdiers group orgen:sed and
attended by a jocai commurity worier - the wcmen lived on tre
came houc:ing estate. At the begirning, group discussione were
rainly +pcussed on the fam:ily and, 1n particular, on protlems
with chiid zare. Hcwever, as the aroup bercame more closeiy knit,
inceome and emcioymert became the main focus of attertion. At the
time aii but two of the women had part-time jobks. Everyore’'s job
seemed tc f1t the same pattern - unsocial houre, lcw pay, absence
cf anv reiated tenefi1ts such as holi:dsy and sicd pay, littie or
no un:on orgarisatian, 3:6b 1nsecurity and so cn. There were few
cpocrtunities iccally for part-time worlk, apart frocm cleaning,
ard ail the woren were dissaticsfied with the:r worit, C(Corplaints
were ®ace akaut the low pay - ranging at the time from £0,50 to
£1 ar *our - tag supervision, a lack cf recessary equipment and
1nadequate raterials that would scmetimec te supolemented cut of
thei~ cw~ wages. Uriorisation was diszussed and a local o-ganiser
$ror  ttre Bergral and Municipal Worvers Urign (OMWL: was 1nvited
to one cf the meetings. During the “i1scussicn, one of the women
suggected trat they would be better off organising their own wWork
1n a cocperative. W:i:th support from the GMWY and telp frcm the
cormuny ty worker, the group coantinued to meet regularly,
reqistered as a cocperative, applied fc- a council lean and
locted for contracts,

FINANCIAL BACKGROUND

A research officer fron the GMWL helped in the preraraticn of a
‘dgac:bi1irty study, which became a key elesert :n planning and the
cearch $or start-up funding. The study 1ncluced an analysis c¥
marvet derand, capital requirement, pricirg withrin the clearing
1rdustry and an es*i1pate of the minimum cc~tract 1ncome required
for viabiiity.

Armed with the <feasibility study, tre cirecter of the Llady
mirgaret Hall Settlement Trust (the zarrunity centre 1nvelveco)
a=d the compurity worser presented the cocperative s case to the
local bar¥v. A loan was made dependent on ccliateral or 30% of the
inrti1al funds.
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Having tried conventional finance, the cooperative approached
Lambeth Rorough Counci] for start-up capital. An application for
a loan was submitted to the Council, which had just appoirnted an
erployment development officer to promote jobs 1n the borough.
Although the deveiopment otficer supported the schenme,
tureaucratic procedures and Council elections meant a long delay
before the loan was approved. The delay discovraged the women and
meetings were called off unti]l] something positive happened.
During thie peri1cd, the cooperative and 1ts supporters started a
campaign and, with the backring of the lccal Trades Council
chairman, pressure wac put on the Council. In June 1978 the
Zcuncil approved a loan cf £8,000, repayable over two years at
12.5%. In 4fact the cooperative only used £1,000 of the loan tao
tuy eguiprent,

COMPETING FOR CONTRACTS

driginally the <cocperative aimed, 1n competition with other
cortract cleaning #irmes, at local businesses. But the women had
ne success. Members alsc went round ail the "big buildings" 1in
tte area asking +for  work, Firms were suspicious of the
cooperative, and refused, saying that the women did not have
e~cugh experience evern though most of them were wexperienced
ctleaners.

With backing frce the local Trades Council, the cooperative
tendered for work at three large private firms and for ceveral
small contracts for Lambeth Borough CLouncil - small 1n  the
Council’'s terms, that is, 15 tc S0 women would have been employed
impned:ately depending on the contract., Usually only "approved"
firme are allowed tc tender for local autherity contracts. To
become approved you are obliged to have worked for the Council
tefore.

The cooperative used the services of an estimator tc prepare its
tender, which was moderately opriced so as to allow the
cooperative to break even and pay a fair wage. But the
cooperative’'s tender oprice [(lcwest estimate for paying fair
wages) was higher than other fires, As a consequence of the legal
requirement on local Council's to accept the lowest bid, the
tender was rejected. By paving itself the recommended union rate
the cooperative was easily undercut by large firms which pay low
wages.

Publ:city i1n the lozal press and radio, as well as personal
contacts, proved the mast successful means of obtaining
contracts. In November 1978, the cooperative got 1ts first
contract employing three women. In the 1nitial operiod the
cooperative was forced to rely on contracts from organisations
that were "pol:ticaliy sympathetic" and wanted to support lorcal
tus:iness.
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MANAGEMENT AND DECISION MAKING

At the beginning, the women lackeo confidence 1n their own
ability to male decisions and run & business. Through another
scheme 1n the area, they heard cf the Action Research Centre
(AKC) created by a number cf large corporations to provide advice
and personnel to community business ventures. kOCC requested
furding for a manager and ar 1nterview was arranged. The
candidate for the job, a man, was an experienced business persan.
But 1t was felt that he was hostile to the concept of a
cocperative and to the +fact that it was a female-directed
venture, The cooperative decided that he would be more of a
'1abi1l1ty than an asset and abandoned the idea, deciding to run
the business on the:r own,

Although some of the women working ir the ccoperative only did
clearing, the majcrity were involved in marnagement and decision-
malirg to a varying degree. This was reflected in the number of
women who becarme memters of the cocperative. In 198Z, there were
12 weembers out o¢ 29 people working. Day-to-day decisions were
taten at morthly policy meetings held on Sundays - so ofter women
brought their children with them. All the members were entitled
te participate and szre neon-memberc attended to gain experience.

tveryone wcrking at kQOCC was given the option to joir. Potential
new members. usually recruited from the housing estate, were told
how the <ccoperative was run and had to show a commitment to
working collectively. Each had to work for three mcnths at the
cooperative and was expected to attend all the meetings before
they could become full members. If they decided not toc jocin the
coocperative, they could cantinue working there. "As long as they
do the j;cb properly, we don't complain.”

Two of the women, whio were trained by the community worker, were
. mainly responsible fer invoicing, book-keeping and the paytng of
wages. They were not paid for this work which was in addition to
cleaning. All the members were involved in the costing of
contracts, buying supplies and coping with day-to-day problems.
It was koped that every member would do scnre of the
adeinistrative work.

But this did not work out. Many of the members saw the
cooperative as "a stop gap" until their children were older and
they could look for full-time work. By 1985, only four founder
remterc were still with kOCC. Many had left to take on full-time
work. The age group of the women is now more varied, starting 1n
the early twenties to late fifties. Many have young children. Of
the 24 present workers, two of which are men, 15 are meabers. The
majority are not interested in the running of the cooperative and
are there because of the good pay and working conditiors.

Over the years, attendance at the monthly meetings dropped and

now the cooperative has a meeting every three months. "When 1t
comes to talking about bonuses or a rise 1n pay everyone has an
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opinion,” said one of the members. Eut decisions concerning the
costing of contracts or buying the «cleaning material arouse
little 1nterest and the responsibility falls on one woman worker
who from the start dealt with administratior ard management. Many
of the members volunteer at meetings to tale responsibility for
some o0f the work "but dor't do 1t." Many of the women also do
not want to spend their Sundays 1n a meeting and argue that they
had been doing cleaning for a long time "and never had to go to
meetings." When women start working at ¥OCC, they are told it is
a cooperative business and run collectively. Although they all
agree 1n principle, once they get the jecb attending meetings
becomes a second priority,

There 15 a £1 fee to joi1n the cooperative and potertial members
are no lorger regquired to attend all the meetings. They are asked
te join after working ¢or three ronths at KOCC.

KAGES AND COSTS

At the beginning, the cccperative decided 1t woulc pay £1.25 an
hour (just above the unicn negotiated rate at the time 1n a
larcely non-unicrised industry). Most of the women earned less
than £1 before. It was also decided, against the cpinion of the
community worker, not to give sick pay. One weer s paid holiday
was earned for every c:x monthe worked. Mcney earned from the
contracts, after wages were dedurted, was put back 1nto the
cooperative to buy eguipment and material. No worker was allowed
to earn more than the tax or national 1nsurance threshold., Those
arn  sccilal security alsc kept to the wearnings limit. Pay and
canditions were reviewed once a year and this resulted 1n a
yearly increase, to £1.40 an hour in 198G, and to £1.48 an hour
\n 1981,

The systems of calculating wages has now changed as the
cooperative ng longer pays an hourly rate. Wages are paid
according to each contract, The cooperative keeps 15% for tax, 2¥
tor administration, 2% - 1% to cover holiday pay and (% for
cleaning materials, The remainder is paid 1in wages. Although
wages now vary according to the corntract the cooperative does not
feel that this poses a problem. The system still means that the
cooperative pays on average at least £2.00 an hour, Wages are
reviewed every year and contracts every two years., The new pay
cystem gives the wemen more freedom to fix the hours they work
"as long as the wark 15 done properly.” They arqgue that on some
cays the work can be cone in fewer hours and on other days more
work 1s needed: "thkere 1s not ruch sense 1n fixing an  haourly
base, they receive the same money even 1f they do less hours.
They don’'t lose out. "Each person 15 entitled to two week's paid
hoiiday tor every year they wark at ¥FGCC. Ac befcre sick pay 1s
not paid. All the people emplcyed by FOCC teep within the
earnings limit which 1n 1965 was ;ust over {34,
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The woman responsible for administration and management 1s not
paird for this work even though the cooperative agrees 1n
principle that she should be paid.

The <cooperative was already covering 1ts runnirg costs after the
t1rst year of operation. Each job paid for 1tself. Contract
prices were calculated on the basis of the wages plus overheads
(about 3I0%). Despite the higher wages, the cooperative’'s prices
were still low. Monthly invoices were sent +for each job. This
syster causec problems as "sometimes people try to forget their
bi1ils and we have to remind them that we can't pay our staff 1f
they don't pay up."

Now the costinrg and pricing of jobs 1is done by the woran
recnonsible for adrinistration. She finds clients and negotictes
crices. Every contract must pay for 1tself "ot.erwise we would not
do 1t". The cooperative’'s prices are sti1.! "good value for money".
The <coope-stive maintaine thst <cleaning "is a dirty job" and
companies have to he made aware that they reed to pay "a oproper
price”.

The <cocperative has some 12 contracts at the moment, although the
volume of work varies. Some are from private firms and others from
chari1ties, The biggest contract employs five women. The cooperative
no lenger advertises and receives most of 1ts work through
recommendat:ons. 0One big handicap 1s that the cocperative does not
have 1te own office and 1s stil]l based in a neighbourhocd centre.

WORKING ARRANGENMENTS

From the start, the cooperative decided not to employ supervisors.,
The wamen supervise themselves and are responsible for their
contract. They &know that if they do not do the job properly, it
will reflect on the whole group and they will risk 1lcsing the
cecntract. All the women have keys to their place of work and can do
the werk when they like as long as 1t 1s ready for the next day.
The jobs are distributed by the woman responsible for
administration. Jobs are rotated regularly on many of the
contracts, "that way it doesn't get boring."

Before, 1if there was a complaint, some of the women visited the
cleaner inveolved and asked her what was wrong., If the situaticn did
not improve, the problem was taken to the full meeting. A written
warning was issued and 1f nothing changed, as happened on
grcasions, the cooperative had tc take the hard decision to dismiss
her,

Now, 1f there 1s a ccmplaint, clients are asted to tate 1t up
directly with the cleaner concerned. This happens rarely, ard
usually clients prefer to deal with the woman responsible for the
administration. The <compiaint is then discussed with the cleaner
invclved and 1f there i1s no improcvement a recommendation is made to
dismicc her., Dismissals, however, are rare.
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CONCLUSIONS

¥0CC was the fi1rst women's cleaning cooperative started 1n the
Ur. It set an example and encouraged the setting up of similar
ccoperatives all over the «country. The women set up the

ccoperative so as tc create jobs for thercelves and i1mprove their
working conditiors anc pay, as well as offering a better service.
Ncne of the womern bhad any business experience although a few had
been supervisors, ‘

Ir 1982, tre founder members said they were aware that furding
and dealing with admin:istratiorn could be complicated. They
learned to depend on each other and share the burder. "The
cooperative at the time was new and erpicyers wouid rot trust us,
because they said that no business could te run with just a group
o¢ ladies.” Establishing the cooperative's credibility,
especially with pgrivate firms, was one cf the hardest battles.
“In our ocpinion, what we were and what we had toc offer were
highly marketable. Working as we were for ourselves, we were
certain that tme quality of work weuiag be significantiy higher
tran in otner <fi1rms, where erpleoyees were pressurised and
urderga1d®, This il1ne of think:ing d1d not sell weil, Locai firms
could not urderstand how a business could funrction efectively as
a cocperative., To gain some credibility, "we started to play down
the cooperative asnects of the business.,”

The women feit trat cooperatives were a pcssible way ot creating
Johs far waren., "Women are not seen as urerpioyed. They are seen
ac houvecewives. Fut women are the ones whe the children look to
$gr ciothkes, shoes, paying bills,etc.”

The presence. of the comrmunity worker and the backing cf Lady
Margaret Hail Settlement, gave the venture a credibiliity which
might otherwise have been difficult to obtain. The community
worker :dentified organisatiens that could provide the necessary
technical 1nformation, explored methods of costing and +fi1nding
cortracts, applied to the Council for a lcan and secured the
commitment of the Council. As che pointed out 1n 1982, "the
group’'s reluctance tc shoulder the resgonsibility of setting up a
ccoperative, while mostly attributabie to socialisation and
class-based ‘expectations, was also rootec in a lack of +factual
knowledge and experience.”

She pointed out that at the beginning there was arn inclination to
“leave 1t tc the evperts", For example, the failure tc 1nvolve
the group wmcore when the feasibility study was done meant that
mary aspects of fi1nanc:ng were unclear to 1ndividual members.
This lack of 1nformation resulted 1n a relucztance to erpleore
$.11y ard, 1f necessary, to challenge cutside advice.

. The expertise of the women was also necglected. The group
d:scusced salec strategvy and agreed upon tenders collect:vely,
but outsiders were appointed for tasks they feit were beyond them
cuch as drawing up tenders. The women were not encouraged to view
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the premises to be cleaned when the tenders were drawn up so ac
tc give their eopinion, Yet all the women knew how much space they
were capable of cleaning on an hourly basis.

The community worler also sa:d that during the discussion fer
wagec, sick pay and holidays, the group tended to be hard or
1tselt and adopt conservative f1nancial policies. She commented,
however, that the group’'s knowledge of business management had
ccme from 1ndividual experience as employees with privately owned
firms. The group found 1t difficult to 1magine how an alterrative
stvie of management might work,

Bxt now with most of the founder members gone 1t seems that
rewcomers are quite happy to rely on the one woman who has been
doing the adminictration 4rom the start. Although decisions on
wages are still taken collectively there is a reluctance and 1n
sore cacsesz even 1ndifference tc dealing with the problems of
rurr:rg the business. Perhaps because there is no feeling that
b.OCC s at risk (the newcomers found the business already runrning

smocthiy), mary o044 the members have little 1interest 1in the
operation 0f the cocperative, This has consequences +for the
cooperative’'s expansion prospects, Without more active

1nvolverent of all the members, the cocperative 1s not planning
tc grew bigger.
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FURTHER EXANPLES OF CLEANERS COOPERATIVES

Fellowing the example of kKOCC, new cleaners ccoperatives were
started up 1n 1980 and 1981, The 1dea to create these
cocperatives came frcom wormen themselves o- from local employment
deve:opment officers, A short analysis 1s given of three of the
ccoperatives.

CLYDECLEAN CLEANERS COOPERATIVE - GLASGON, SCOTLAND

Faurnded 1n May 1980, 1n Glasgow, (alsc using ICCM model rules),
the «cceoperative has erpanded from the original six workers 1n
1982 to 21 workers. Meost of the cooperative’'s founder members
have :eft, however.

iriti1al 1dea came from the develcnment officer of the
ttich Ccoperatives Develecprent Committee (5COCI., The
perative started in ar unusual way : the offi1cer obtained the
tracte f1-st, and the ciearners second, His main motive was to
p woren to return to pa:d werk, to achieve greater job
satisfaction and better pay and worting conditicns. The main
prchlem he faresaw at the time was the women's lack of business
expertise.

“r oy 1N
n N

Funding was never concidered to be a problem., The SCDC arranged
an overdraft fror the Cocperative Bant, the main condition being
that the SCDL was 1nvelved 1r the running of the cocperative at
ieast at the 1nitial stage. It was easily atle to bduy the
nececssary equipment.

The SCDC officer helped with pricing cortracts. Their prices were
competitive - similar to or lower than other 1ndustrial clean:ing
certractors - and the wages were higher than compgeting firms.
Within {8 mconths of ocperation the «cooperative won three
corntracts, one with a comrrmarcial firm and two with voluntary
organisations., They were all one-year contracts. Hcwever they
were not sufficient to cover running costs and despite help ‘ronm
SCDC new clients were hard tc find.

The ~cooperative now has mcre than 24 contracts, whkich are
sufficient to cover its costs. Most of the contracts have been
obtained throug® word of mouth, good service and by "knocking on

docrs of new offices setting up." Most of the contracts are
small employing one womar. Two 0f the contracts employ three
woren, However,the cocoperative has had bigger contracts - 1in

1663, it won a contract tc clean a new private hospital unrtii 1%
had trained 1ts own sta¢é, The cortract, which lasted about 10
weers, was worth some £3(,00C¢ and the cocperative had to bring 1n
20 cutside workers to help. All the outside workers were cleaners
whc rad iost their jobs. Trey were paid a slightly bigke- wage
tharn the cooperative workers of £2-00 an hour "as the work was
reavy and they hac¢ nc stare 1n the profits.”
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In September 1982, the cooperative erployed one woman worker
full-time to organise the adainistration and find new clients.
She had just finished an 1ntensive course at Glasgow wuniversity
on business management on the suggestion of the SCDC officer at
the time. She 1s paid £129 a weel ang 15 also erpected to dao
cleaning. She 1s a single parent and had been made redundant by
her previous employers.

All the 21 workers are members of the cooperative. The women come
trcm a mixed age group and most have children who are all at
school. The worting arrangements are less fiexi1ble than those of
kOCZ. The cooperative 1s “"strictly" run with each woman having
her own job. If any problems arise with a contract, it 15 for the
womer 1nvolved to settle them. However, the cooperative 1s
careful to maintain overall a high gquality service. Wages are
paid per contract and-depend on how much work each woman does.
Wages are now £1.80 an hour, ‘"extremely good compared to other
companies® which the cooperative sa:d pay £1.40 to £1.50 an hour
with <some paying as little as £1.00 an hour. Many of these
ccntractors have & high turrover of staff because of the bad
wages and working conditions, Hcwever, there 1s cei1ling on the
wazes earned at the cooperative to ensure that the women dc nct
go above the tax and contributions threshold. The women alsc
receive two weeks holiday pay a year and there 1 a proaofit-
sharing scheme. Some of the money :s put aside 1nto a reserve,

The cooperative pointed out that although its prices are low, 1t
is sometimes hard to compete. It <caid that many of its
competitors eventually lose contracts by getting themselves "a
tac name". This has sometimes waorked 1t favour of the cooperative
as firmec are then reacy "tc give uc a chance."

Following the example set by KQCC, the cocperative in its early
years held monthly meetings to decide policy. Everyone could
participate and the rmeetings were held or Suncdays "although this
caused some problems as there was less time to spend with the
tarily and 4riends.” The SCDC officer alsc attended these
peetings. At the time, the development of+icer who took most of
the day-to-day decisions said that perhaps the greatest problen
"arcse frcm the women not being abie to see themselves as capable
of organising their own work, particularly their relationship
with their customers." He added, "1t has been a gquesticn of
encouraging and educating the womer to become cooperators.”

There are now only four meetings a year and although all the
woren attend they see the meeting as "just an occasion to see how
things are going." Most members "are nct :nterested in the
running of the cooperative." One of the women commented that the
main problem was that the cooperative "started on the wrong
lires". Most of the women "are basically just interested in doing
the job." More reqular meetings are out of the question as the
woren feel this would interfere with their family life. The full
time administrator does, however, Fkeep the members infcrmea ard
ccntacts them-every day. The lack of i1nterest 1n the cooperative
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has sametimes created problems when 1t came to finding worlters to
carry out an emergency contract as few were ready to take on the
work, Nonetheless, all the workers have taken up the option of
joining the cooperative after a six-month trial period.

Attempts by the «cooperative 1n 19€E2 to divers:fy 1ntc carpet
cleaning after <cending scme of the woren on a training course
“did not work out." The training given by the private company
proved to be pcor.

Thi1s vyear the cocperative tried to evpand and advertised for ar
additionai werker to help with adminictration and management. No
wsmen ancwered the advertisement and a man was taben on, But
after ei1ght weels and the loss of one contract, he was dismissed.
Despite thi1e sethack the cooperative 1s conf:gent that 1t «can
expand by diversifying intoc more special:sed hygirene, bathroonr,
bitchen and wall cleaning. FHut the mesmbers said they daid net
want to grcw tco big and risk loosing “the individuality" of the
cooperative. . ‘ '

Ajthough 1n the last few years the womern have received no outside
help in the runring of the business, they said they wculd welconme
advice from people experienced 1r contract clearing "as each )ob
is different." They now feel confident about pricing work and
give advice tc new groups startirg up. But one woman said that
she would not welcome new cleanercs cooperatives being set up 1n
Elasgow as there is enough competition already. "It will just be
ancther company to compete with,"
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ORTON FRIENDLY CLEANERS COOPERATIVE, ORTON, PETERBOROUGH, UK

Stasrted by five women, the cooperat.ve registered wunder ICOM
model rules 1n April 1981. Tc satisfy the ther legal minimur
rertership requirement ¢+ seven ¢t0r a <friendly <cociety, tte
community worler 1nvolved and the cooperative’'s accountant alsc
te-came members. '

The women, who lived or a new housing estate, had moved to Orton
with their husband who were working there. There are few jcb
orportunities 1n Orton. Tc f1nd a jcb, even a part-time cre,
means travelling tc the rearest city, Feterborough, +four miles
amay., The women felt there was potertial in office cleaning ard
were helped by the locai comrmurity worker to set up tre
cocperative.,

The <cooperat:ve received a £100 grant +fraom Feterborough City
Courcil (thi1s did not ever cover the cost of registering:, £29
raised trom juamble salec and a personal loan of ££0 from the oniy
other cooperative 1n the erea - a theatrical group. Decspite
advertising 1n ceommunity newspapers and distributing leaflets 1n
tacteries and offices, ccrtracts were very hard to come by and
rery of the women lost their enthusiasm. “We didn’'t have the jobs
to offer ana the womer icst interest. They thought 1t wouild
happern overnight,” one of the members said at the time. The
ccoperat:ve’'s scarce financial resources meant that wages  were
ertremely low, with the rate in 1982 being fixed at £1.00¢ an
“our. This wac lcwer thar the £1.40 paid by other cleaning firac
1r the area. By 1982, the cooperative had five contracts. Ali]
were small erploying at the most two pecple and giving a monthiy
turnover of some £200, The maximue number of hours worked was 2},
and the average nine,

In February 1982, the cooperative decided to pay one of 1ts
members £5 per week to Grganise the work in an attempt to save
the cooperative. Lack of commitment and disinterest had brought
it to near collapse. This woman was responsible for getting the
work, negotiating with new employers, sorting out a work rotsa,
estimat:ng for tenders, paying wages and organising meetings., She
wee not asked to do cleaning., An accounrtant was alsec paid £3 a
weelk to dc the books and the cooperative used his office.

A point system was started to encourage attendance at the monthly
reetings. Everycre attencing a meeting got a point and those with
the most had priority when jobs were being allccated. A rota was
aisc started set up so thet everyone had a chance tc do some cf
tre avallable jobs. However, neither the paid worker cor the point
system proved succesful. There were probiems with the woran who
tcot on the 3jcb and 1n 1987 <che was asked to leave. The
aczountant was aiso told %o go. The point system wac abandonec
»erause "people <came to the meetings and there was no wgrv tcC
céfer," The cooperative started once again from scratch ard many
0+ the founder members le+t., Only one founder member remains.
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The cooperative now has seven members and one worker who 15 not a
renter. Two of the members are men, "we decided men could clean
as well as women." Agec range from 20 - 40 years old and all
e~cept one have children, Although the cooperative hardly makes
any profit, 1t hac managed to keep )obs going. One of the members
has talken on the administration and 1s paid £10 a weet.

The cooperative now has five contracts and 1n 1984 had an annual
ternover of £14,000, To get the contracts, "one needs to go
argund and knock on doors", said one of the members adding that
although all the contracts are small everyone 1n the cooperative
has a few hours work a week,

The cooperative was helped by the Cambridge Developmert
Co-prraticn and 1s now in touch with the newly opered Cooperative
Pzvelopment Agency in Peterborough. The women received advice on
costing and pricing and helped 1n finding contracts,

The ccoperative now pays £1.40 an hour and manages to cover 1ts
ccsts. The wages are lower than the standard rate o¢ f1.E0
offered by other cleaning f1rms, Al]l the women keep beiow the
earnings limit for tar and contributiors but the cocperative said
that this 1s not a rule. 1+ more work came up then the women
would receive wages above the earnings limt, Costing of
cortracts 1s done by the administrator. Frices are reascnable but
the cooperative believes that 1t could offer more comrpetitive
rates if 1t won more contracts.

The ccoperative 1s now more confident about its $uture and is
currently negotiating another contract. They feel that persconal
relations are extremely i1mportant and all the members are now
interested 1n the running of the ccoperative. I+ there are
nroblems these are taken up at the monthly meeting., MW:th emcre
contracts the cooperative is hoping to restart a rota system to
ersure that everycne gets a fair share. The 1dea in 198Z to start
window cleaning did not work out because “of the high insurance".
Many of the women also did not want to do it.
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HARDWORK CLEANING COOPERATIVE

Unlite Clydeclean, the idea to set up this cooperative came from
the women themselves., A couple of women saw a British television
programee on cooperatives, 1ncluding KQCC. They thought they
could take similar action with the necessary help and asked a
community worker at the Family Service Unit in Newcacstle +for
advice. They started with a few domestic cleaning jobs and some

ronths later, in May 1981, registered as a cooperative under ICOM
mode! rules,

Kith the help of the community worker the cooperative received
grants {fros Newcastle City Council and the Northern Kegion
Cocperative Development Association (NRCDA). The council gave
£259 to help register the cooperative, £186 to buy equipment and
£250 as working capital. The NRCDA gave a cash grant of £400.

Tc receive the money from the council, the community worlker
prcduced cash flows for a two-year period. It was hard to
corvince the council that money was needed for warking capital.
The ccuncil argued that the workers themselves had tc put money
into the cocperative. "They did not see that it was unrealistic
ard wrcng to ask people to work free for two or three months,"
the cammunity workter said.

The women were also greatly helped by KOCC. They met both the
community worker #rom Lady Margaret Hall Settlement Trust and the

women 1n KOCC. It was a real help just to “know somecne else whe
had dcne it."

With the wmoney approved, the women advertised in a local +free
sheet, wrote tc organisations who might be ‘“sympathetic" and
distributed leaflets. However, most of the contracts were won
through personal contacts. The community worker said at the time
that Hardwork Cleaning was able to gain «credibility quickly
because of Newcastle's small size where it is easier to make
personal contacts.

By spring 1982 the cooperative had nine members. All had worked
as cleaners. Some were registered as unemployed and for all it
was a return to paid work., Those on supplementary benefit kept to
the earnings limit., The cooperative had 12 contracts, all much
smaller than those of KOCC, employing one cleaner a few hours a
week., The cooperative also decided to accept domestic work so as
to build up <clients immediately rather than waiting several
months, as KOCC did, to get the first contract. '

Ey 1985 the cooperative’'s membership grew to 11 women. All work
as cleaners and the original nine members are still work:rg
there. The <cooperative now has 16 contracts and no longer does
domestic cleaning. Most of the contracts, however, are csmall -
only two employ three women. All the contracts were obtained
through personal recommendations. The women also get small
cleaning jobs from the council on a regular basis, "such as



CASE STUDY 1

clearing empty Council houses", which are well paid.

From the start the cooperative decided to pay union rates - 1n
1967 this was £1.47 an hour. They were able to give themselves a
10% ri1ee later 1n the year, slightly higher than the 1ncrease
recomrerided by the unien. This broughkt the hourly rate up to
f1.61. By 1983, the wages rose to £1.95 and they are expected to
go wup again by another 12% "as we try to keep up with the local
autherity rates.” The wage 1ncreases are reflected in a similar
price rise. The wages paid compare well with "decent emplcyers”,
ara are better than many other cleaning contractors. Other than
che womra~ who 18 on sypplementary berefit and leeps within the
earnings lirit, all the women depend on the cooperative for their
pa:in income., For the first three years the women did nct recelve
hclidsy pay but now everyone gets a week's paid heliday on
co~di1tion thet they are remtercs of the cooperative and have beer
with the busiress for one vear. Everyone 1s paid on ar heou-ly
basis.

To <set their prices the cooperative initiaily added 304 to the
labour cost for overheacs. This was lower for domestic cleaning.
The cooperative sti1]ll uses the same forreula but now adds 3I3% feor
cverteads due tc a rise in costs. Although the prices are
"regalistic" they are slightly lower than privete contractors. The
ccogerative hac doubled ite morthly turrcver to £1,200. Certalr-
cash-flow preblems bhave ariser becauvse of laete payments. This has
happened with the council, where deiays of up to twe mconths nave
cccurred.

All the woemen are 1n the 35 - 45 age group and the majority have
childrer, Most o+ then had always worked in wunskilied cbs
aithoughk scme were invclved in community work and ore had ar
cf¢éice Job. This helped the cooperative at the beginning by
mabing 1t easier for the women to run the cooperative more

independently and rely less on the community worker for advice
and guidance.

Al]l the workers are members of the cooperative. At the beginning,
decision-making w&eetings attended by all the women were held
every fortright. Chairing of wmeetings was rotated so that
everyone got a chance even though "some aren’'t very good at 1t."
The wages were paid during these meetings and the jobs
dictributed. This was seen "ac an incentive to make the womer
attenc ard it has worked very well." However, some 0f the women
were more irvolved in the running of the cooperative than otherec.
Aryone interected in working for the cooperative had to come to
the meetings. After their third meeting they were asked to o1n.
Merbership was obligatory for the workers.

The cocperative has now "got very lazy on the buciness side."
Although meetings are stl!]l held fortnightly with wages and obs
being distributed, most cf the women "are bored with the bucirece
eide.” Nobody «chairs the meetings which have now “been taven
over by «chatting." One of the womer said that the cooperative
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lost the routine “of having an agencs” and holding a real
business meeting. I+ there is a real p-cohlem 1t gets discussed
but this 15 rare. This change 1n attitude hac caused difficulties
as the running of the cooperative has beer leét to twc women. One
cf ther said that every sc ofter they ceomplain to the other
members and things i1mprove for a few rorths. FBut the general
attitude 1s "you know what you are doirg soc get on with it." Eut
thie 1¢ not "what a cooperative is about."

Dne of the two womer has been doing the cocoperative’'s boors fros
the start as well as sending out the monthly invoices and taling
day-to-day decisions, Although she waec not paid fc~ this work,
which 15 additional to her cieaning job, the cooperative agreec
in 1984 to pay her £1G0 a year for the adsinistration "as 1
objected to doing it all." This is ncwhere near the criginal hope
that she could be paid for administration at the same rate/hour
given for clean:ng. The cocperative tried to rotate the
agminictration but this did not work out. One womarn aqreed to be
treasu-er "and ended up doing this job for the last two years."
Meabers of the cooperative have never asked to see the books,
"when you show the accounrts they say, hcow lovely". Rs long as the
wages anc hcliday money 1s paid "they are happy."

The cocperative "is not lcoking for more worti." It has erough for
the presernt "and wurlesc more people take ar 1nterest in  the
running of the cooperative we are not planning tc expanc., It 1€
rot worth 3t." The woman doing most of the admirnistration s:zid
she +fi1nds the responcibility is a heavy burder at times "but |1
am used tc 1t." However, 1if a big contract was awarded to the
cooperative 1t would nct be turned down., Specialist <clean:ing,
started in 1982, of carpet shampccing and a buffing service
“never got off the ground"” as there was little cderand for 1t.

The cocperative has no outside help, "we think we can manage on
our own", and said it feels more confident about its business. A
local cooperative development agency wacs recently set up and
tefore it the ICOM North office advised the women whern they
needed help. The cocperative said that it feels more confident
knowing there is a group there ready to help. Since 1982, another
cleaning cooperative has been set up rearby.
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TIC TAC CATERING COOPERATIVE - LOKDON, UK

Set up 1n 1982, Tic Tac Caterirg employe three women permenently
with more teben on wher larger ceorntracte come 1n, The cocperatlve
provides & centeen cervice on contract &nd doec occasional
coenferences  and buffets,

SETTINKG UP THE COOPERATIVE

The 1des o0f cettaing up Tic Tec ceme from & fcunder member of
ternincton Oféi1ce Clesners CLocperetive ROQCC), who wse 1n  the
cetering bucinecss before cshe hed her fcur children. kOCLC gave her
the erperience to ensble her to start up on her owrn, At EGLC ehe
hed helped with the bochbe 1n addition te cleeéning  wori. She
wirted & full-time jcb iclesning 12 meostly part-time., but  che

wzs vnebie teo faimd cre th:t tochy 1ntc account echoo! hoors,

Ueing her owr savings she started Tic Tac, It was noct easy to
find other women to join the ccoperetive. "Many want teo help but
are net prepasred to share the protlems.” Having the full
responcrbilaty ot a2 buverrnees pzde the etart up harcer ard eghe
dependes on ovteide helip fror Lady Mzrgeret Hall Settiemernt Troust
and Lamteth Locrerative Develeorment Acency (CDA). "HOCD wae moce
e2c1er ats we were many and could share the burden of setting ug
the business.

Stert-up furding was & meicr problem. ROCOD helpeo by Grving scme

money for equipment end the cocperative received a local councei
grant that covered setting-up expernses.

Tic Tac's first contract in spring 19682 w2e toc run e smzll
canteen at a bus depot. Takings ranced from £12-16 a day end with
that the cooperative had to pay wages and buy focd. GShe also did
occastonal conferences and other smel]l Jjocbs., Two more weomen
jorned the cooperative 1n 1563,

NANAGEMENT AND DECISION MAKING

Finding other women prepared to share the running of the
cooperative was a major problem. Now the three meambers jointly
take all decisions concerning the business. Although as many as
seven women have been employed by Tic Tac it was difficult to get
them all invelved in the running of the business despite
encouragement by the esembers., The fcunder said the cooperative
felt "that we couidn’'t keep cerrying people unless they toeck fuil
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responsibility of all asrects of the worl," Whern the new women
were talen orn they were tola that Tic Tac wae a cooperative run
collectively and were acied to jeoi1n., Eut "they di1d nct want to
know as long as they qot their wages."

The founder member =a1d ore of the probtlems mey be that newcomers
to the group "don t know what i1t was live at the becirning and
ére less motiveted. They accept there 15 & Jeob they have toc do
and not the recpeonsibility that goes with 1t."

The adminictration ot thke ccoperative 15 dcne welnly by the
tourder with the help ot Lambeth CLr.

WAGES AND COSTS

The cooperative has had three contracts cince 1%8HZ to run
canteene for different ogroups. The last contract was from
September 1964 *to July 1965 and emploved seven women., But Tic Tac
pulled out of the contract when 1t rezilced they"were spending
more than tre. were taling 1n", The cocperative had obtai1ned &
ican of f£1,800 from Lamheth Finance, run by tamheth CDA, to
undertale the cortract. 4t the end tne. nad mansgec to repey cnily
£1.,006 ot the lean.

The main prcblem with all three certeen contracts wae that the
rlienteie was much sma2iier thar t-e cocperative had been
promised. For the last contract, the, were escsured 50 peaple
day, But the average wac about 1¢ ana on snme days there were
cnly abcut f1ve customers. The cooperetive erded up running the
service at a los_. The women sai1d thet they were "fed up running
a cate service” and the cooperative is now jocking to develop 1ts
buffet service, offering not only Erglish but alsoc Caribbean
food.

W

The cooperative would need £500 a week tc cover the «ccst of
running & canteen service and paying three waqes. Weelly earnings
from the last contract totalled £200-f£30v, Since atandcning the
centract, the cooperative has considerea opening 1ts own cafe 1n
additien to the buffet service. But they sard that premises are
expensive to rent and they would need 17zcme of at least £1,00v a
weet to cover costs,

lorg-standing contract 15 providing lanchee for a trade nion
Lorndon &t eeetirnos or conferences. The cooperative char es a
ved rate per persor depending on the rumbter of part1cxp¢nts.

E .
-

-

2 by the cooperative are €tili relatively low,
hey remain competitive the ccoperative checls
ec charged 1n local shops antd restaurants, For

The prices chu. ge
To ensure that t
requiarly the gric
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butfete, the price varies deperding on the number of people
expected. Fayment 15 quaranteed for the numbers the organisers
say wi1ll attend. The cooperative s21d that they only make money
on the buffet service 1t they cater tcr more than 10 pecple.

Tic Tac tries to gQuarantee a minimum £2.50 an hour razte for wages
but this 1s not alweys possible. The women are peid according to
the hours worked and all ieep within the earninge threshold far
ter &nd contributions. But the waren sa2i1d that they would qo
tull-time 114 they got & bD1g contract. Earnings from the
ccoperative remain low and the wemer cannot live on their wages.

The cooperative said that at the beginning, despite the low
prices, people sti1ll had the attitude that the worl could be dcne
tor nothing. "Many see cooperatives as being more like charities
rather than @& real business." Now that Tic Tac 1s better Lknown
"1t 15 easi1er to charge higher prices.”

The ccoperative 1s doing & publicity campeian to attract wmore
cilents, Most of their work untii now has come through perscnal
recommendaticns.

CONCLUSIONS

Despi1te the difficulities, the weorer do not regret having set up
the businese, They are econfident that they prc.1de & gocg service
at competitive prices and sald thsy "are warting for & brear.”
The cocperative 1s now trying to estabiicsh a scunder commercilal
bacse and cne of the women i1s planning to stert a short managesent
course 1r catering run by the lccal! polytechnic. ARithough che
applied for the cource this year she wes told that she should
fi1rst tale lessons to improve her writing ard reading. She has
now =started an English course "but 1t means I have lost cne
year." ’
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BARGOED BLOUSE COOPERATIVE - BARGOED, MALES

This cooperative of 26 women was set up in October 1980, three
months after their +4actory was closed down. It started
manufacturing clcthes on sub-contract to a London f1rm ., By
1982, the cooperative bhad 30 workers and a weekly turnover of
£2,000-£3,000, Three years later, BHEargoed Klouse 1ncreased 1ts
labour force to 47 workere and has a weekly turnover of more than
£4,000,

HISTORICAL BACKGROUND

The wcmen were only gqiven 24 hours notice of the +factory’s
closure. They immediately called a meeting and 1invited an
otf1c1al from therr trade union, the Transport and General

criers’ Unicn (TGWLU), He suggested that they should try to
reoper the +actory themselves; with their skill and experience
they had @ good chance of succeeding.,

Some cf the weomen decided to cail another meeting to discuss how
they could set up on their own, The only knowledge they had of
ccoperatives came +from newspapers. Qut of the 42 workers made
redunrdant 1n 1980 , 17 came to the meeting., They decided to set
up a cocoperative and elected an organising committee of {four
womern.

INITIAL FUNDING

Betweer them , the wcmen found £1,000 from their own resources.
# London firm agreed tc continue 1ts contract with the +factory
and cffered them |,002 garments a week. The women then approached
a lozal bank which agreed to make them a loan (matching £1 for
f£1).cwever, thi1s was not taken up as the local council offered
rent-free premises for two yearc and the women were atle to
cbtain the machinery through a hire purchase arrangement, During
the start-up period they were greatly helped by the TGWU,

SETTING UP THE COOPERATIVE

Production of 1,000 blouses a week started almost immediately.
Hcwever, the woren drew no wages for the first twc months. They
were able to cope because ot their husbands, who agreed to
support them until the cooperative became viable., The two single
womer were able to draw unemployment benefit; in the UK
unerplcoyed married woren cannct claim this benefit in their own
right., They decided not tc provide facilities for children as
cnly one woman had a young child. The rest of the children were
at school.

Within six wmonths of operation, the women took orn some part
timers to help with the work. As production 1increased, they
reeded more full-time staft but were unable to expand as they had
only 16 machines. The local council offered to buy 10 wrore
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machinee for their use, +free of charge, wuntil they could afford
to buy them. This decisior was taken as the Council felt 1t would
be helping to create mere jocbs 1n the area. It also wanted to
support local 1nitiatives,

DECISION WAKING AND WMARAGENENT

In 1ts early years all the 4ull-time workers at the factory were
rertbers of the cooperative, taling part 1n the General Assembly.
A committee of 16 womer met once a week, during the lunch hour,
and tcok the day-tc-day decisione. Four of the women, with the
heip of the accountant, were resgcrcibie for management. The six
part timers, were aisoc consulted about any major decisians to be
taien, As the «cocperative was small, a lot of 1informal
coneultation also teolk place. Aryone working 1n the factory +full
time for 12 months was given the opticn to jein., The cooperative
was aimcst fully unionised and feit that trade union support was
crucial, ‘

Althcugh new workers were talken on by 1985 the cooperative's
pmestersh:g fell to 1S, comprisirng the founding members. The
cocperative sti1ll has a policy of offering #ull-time workers the
option of )si1ning after working with the cooperative for one to
twoc years, But cre of the women said that although many of the
worirerse are 1nterested in the ccoperative “"the majority with
childrer are afraid to take the risk.” Ail the workers, hcwever,
are committed to tke cooperative and like "the gocd atmosphere”,
fre poinrted out that as the cooperative still has a policy of
rotating jobs the wcren enicy theilr work more.

Mpst of the daily decisions and contact with clients is done by
three wecmen. #Any wrajor decisicrs including new contracts are
taken to the whele cooperative for a final go ahead.

NAGES AND COSTS

From the beginning, the women agreed to pay the hourly rate
recommended by the Wages Council. However, during the first year
they were unable to pay such wages. After the first two wmonths
the women earned orly £30 a week. This was increased gradually
and by 1982 the women were earning relatively high wages.

This trend continued and by 1985 the cooperative was paying the
tep ratec set dowr by the Wages Council. Everyone gets paid the
same rate and bonuses are given to cooperative members, However,
a large part of the profits "is left in the bank" to 1nvest 1in
rew machinery, The wages are equivalent to other companies in the
area. For all the womern their wage 1s their scle source of
inccme. The majority have childrer 1n schocl and si1x of the wonmen
have become the main breadwinners as their husbands, working in
tre ccal wmining incdustry, have bteen made recdundant. At the
beginning highker wages were paid to non-members of the
cocperative to ensure they could attract good workers, but now
everycne 1s paid this rate, said cne of the women. The 1dea of
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paying plece rates was rejected by the cooperative which felt
that this would jeopardise the standard of work. One of the
womern said that the cocperative’'s reputation depends or its bigh
standards and many of their clients have criticisecd the plece-
rate syster, saying that the quality suffers as the workers rush
tc get a mari1mum numder of garments fin1shed.

When the coaoperative started the price charqed per garment was
already fixed by the London firm. Q¢ a result the women rarely
had to Jdc their owr costing, The coocperative said that 1t had now
"learred 1ts lesson” and 1€ more confident 1n assessing the costs
invaolved or each contract and the price 1t is able to accept.

[rn 1984, the cooperative finished with the London customer as it
tound 1t was getting "better deais elsewhere." One of the women
comeented that at the beginning many firms approached them for
work, "They trought we were just a group of women and tried to
get us to wzrh or the cheap.”

Now three wcrer are responsible for costing and pricing. When a3
rew client aprprcoaches them they ask to see a sample of the work
that needs to be done and they assess the cost involved. This is
then put to the whole cooperative for a final decision. The three
somen are ther responsible for negotiating the price with the
client 1f the criginal offer is to low.

Tte <cccoperative ncow has some five reqgular customers and 1s
procucing about 2,500 garments a week. The size of the orders
average 6,000 - 10,000 garments and they have two big orders for
22,000 blouses. The majority of firms are London based. Most of
the ciierts apprcached Bargoed Blcuse on their own initiative.

ORGANISING TNE WORK

By 1982, the cooperative employed 30 people, six aof whom were
part timers. The work was arranged in three-hour shifts. They had
doubled their production and had taken on a cutter allowing thenm
tc produce the whole garment from beginning to end. Having a
cutter also meant that the cooperative couid take on new work.

Now the <ccoperative employs 47 pecple. Thirty work full time
while 17 are part timers working from 9 a.m to 4 p.nm, "eo
finishing 1n time for the children coming back from school." Two
cf the workers were school leavers when they joi1ned BRargoed
Eiouse.

411 the woren are encouraged to rotate the jobs so that they
evperience all the stages of production. “"Before we all stuck to
one job. Now we see the work that needs to be done, and then we
all do 1t together, learning the different skills involved. It
works very well, maybe because we are women." One of the wcamen
commerted that the system of rotating jobs has made the work more
enjoyatle . The women now orly work two shifts.
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TRAINING

By rotating jobs all the women have gained new skills., Both the
unskt1lled women, who waorked before at the factecry, and the part
t;rers are given the chance to learn new sti1lls, The oprevious
canteen assistant, for example, who staved with the cooperative,
taz learned to use the buttor hole machine. O0One of the previous
cupervisors has her own tool machine.

H-wever, the cooperative canrnot afford to lose one of 1its
woriers, even for a3 week, so that they can gain cutside formal
trairing. For example, when the cooperative needed a cutter, one
nf the women said that she would be willing to train for the iob&.
kut the cooperative was unatle to release her and so they
advertised. Al]l of the applicarts who came to the 1nterviews were
rer. This job 1s very stilled and there seems to be few trained
women, The coccerative as a result emplcyed its first male
warker, Ir 1984, the cooperative tock on a second male cutter
who care as a trainee. Ncne of the women in the cocperative toob
up the post "althkoughk this was suggested", as they "had to go
amay tc do special trairing” and thic was impossibie both for the
worer who had farily responsibilities and the running of the
cooperative.,

EXPANSION

Tre ccoperative has expanded slowly but steadily. When 1t first
started the women were producing 1,000 blouses per week, tbis
rese to 1,600 by 19BI, and now averages cver 2,300 garments a
week, Aithough the —cooperative has had cantracts for garments
ranging +fros skirts to ancraks, 1t prefers toc specialise 1n
blocuszes and men’'s shirts,

Althougk by 1982 the cooperative was covering its costs, all the
cortracts came from the same London firm, and the coaperative had
misgivings about this dependence. "It might be too risky to work
cniy for this one fire."” The ccoperative was aware of the need to
diversify so as tc minimise the risk. However, despite being
pftered other contracts it was forced to turn them down because
it did rot have the capacity to take on core work,

With the additicnal 10 machines bought by the Council they were
atkle to lcok +far new ciients and started making their own
garments.

Ncw 1t has paid back the 14 machines 1t bought on credit and has
i~rvested 1n new markinery. The ccocperative has not yet paid for
tre 10 machines bought by the council but said that 1t could do
so "at any time." Changing fashion styles have meant that the
ccoperative had to i1nvest in new machinery. )

With 47 staff, the cooperative’'s premises are being used to #ull
capacity. "We are overflowing intc the stcre roare.” Eut the
women are reluctant to contemplate #urther exparncion ei1ther of
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the business or premises. Employing 50 women 15 seen as a maximum
‘or the cooperative. "Wher we started, the recession was deep set
and there was little work on offer," said oane of the women,
acding that in the ]Jast two years they have hkad no prctlers
getting contracts due to an 1ncrease 1n demand.

Three new textile cooperatives have started near Eargoed FHiouse
want  the women said that they now have sufficient work toc pasc on
srderc to the rew cooperatives. PBRargoed Blouse welccmes the new
cocperatives 1n the area and said that they work closely
tcgether. PBargoed lcuse has also opened a srall factcry shop
selling 1ts own-label garments and 1s now planrring to 1nvite the
three rew cocperatives "to get together"” and sell 1n the shop.

3.5
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LOUISE ARGYLE - Hebburn, Tyne and Wear, U.K.

The cooperative was set up by 18 women after the factory where
they worked was closed down. Registered under ICOM model rules on
27 April 1981, the women started manufacturing two months later,
cutting, making and trimming clothes on sub-contract from other
firms and producing their own-label children's wear.

The women occupied the factory so as to save their jobs. They
also felt that by producing their own-label garments they could
offer a better product than previously. They were confident they
could succeed as they were all experienced in the industry. But
difficulties in finding outlets for their own garments and with
contracts that were underpriced forced the cooperative in 1983 to
abandon its own garments production and reorganise its work.

Historical background

Both the Northern Region Cooperative Development Association and
local politicians from Tyne and Wear County Council supported the
women and offered them advice and practical help. Louise Argyle
was seen as an experiment by the council. As part of the 1981
Labour Party manifesto, the council had a policy to support new
small businesses, especially cooperatives, 1in the area. The
council was keen to provide both start-up finance, loans and
grants. It also paid for temporary management. The council
believed that 1locally based small businesses and cooperatives
were important for creating jobs. Tyne and Wear has suffered from
a "branch economy", ie., most of the firms are owned by people
outside the area, especially London. They came to Tyne and Wear
because of government incentives such as grants and rent-free
premises for two years to anyone prepared to invest in the area.
Many large firms took advantage of this scheme but when the
two-year period was up, they closed the factory and left. Louise
Argyle was one of many such cases.

Initial funding

The cooperative, being an experiment for the council, never
thought that funding would be a problem. They received without
difficulty an £11,000 loan from the council to be repaid in small
amounts over six years and a £10,000 grant as working capital to
cover wages and equipment. The women also contributed some £5 a
week to a special bank deposit account; enabling them to invest
£100 in total each. Premises were provided by the council.
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Setting up the cooperative

Temporary management to help the cooperative during the start-up
period was provided by the council. The idea was that the manager
would do the feasibility study and train the women to do their
own marketing and administration. Although employed by the
cooperative, he was paid by the council.

The coocperative had problems contacting potential clients and
they got most of their contracts through word of mouth. In
addition to sub-contracts for cutting, making and trimming
garments it also made its own-label clothes which it sold to
shops and through mail order. At the time the cooperative
believed that its small and flexible operation, its good
reputation for quality and reliability, and better-than-average
designs which were reasonably priced would be sufficient to
attract clients. But this did not prove to be the case and the
cooperative stopped its own-label garments.

Looking back, the cooperative feels the main problems were that a
lot of the work obtained '"didn't have a realistic price and the
company made losses and accumulated debt."

An additional problem was the women's lack of knowledge "of the
actual industry on a managerial level, marketing, selling,
pricing."

Decision making and management

Initially, the management adviser and an executive committee -
elected by the general assembly - were responsible for day-to-day
decision making. A policy committee, also elected by the general
assembly, met once a month outside working hours to discuss major
decisions. All the workers had to join the cooperative and iso
participated in the general assembly. New workers were given a
seven-month trial period before they were asked to join the
cooperative. If they refused to join they could no longer work
there.

The adviser, who did everything in the first four months, trained
some of the women in management skills. But when he left there
was a '"vacuum" and the cooperative asked to have a new temporary
manager. He was financed by the Enterprise Trust Limited, which
was set up 'to educate potential cooperators and provide
temporary management." The trust was financed jointly by the
local council and the European Social Fund so as to promote small
businesses and cooperatives in the area with the aim of creating
jobs.



CASE STUDY 4

When the new manager came in 1982, the cooperative was on the
verge of bankruptcy. "Everyone thought he was going to save the
company. But things did not work out." The new manager 'did not
understand the democratic structure of the cooperative" and tried
to run the business "in the old style." As a result there was "a
lot of infighting"” and many of the founder members left (four
original members remain). The situation was worsened by the
cooperative's financial difficulties. Some of the contracts
taken on by the cooperative at that time were underpriced '"and
the factory split in two'", with one production line carrying the
debt of the other. Once the orders finished "they were not
renewed and the cooperative started almost from scratch."” At that
time the women were helped by the local Cooperative Development
Agency which came in '"to get the cooperative back on its feet'
and managed to obtain a major order with a firm that the
cooperative has worked with for more than two years.

The day-to-day decisions continue to be taken by an executive
committee of five members elected by the general assembly.
Production policy 1is also decided by the committee. There are
also weekly meetings which the present 17 members of the
cooperative attend. '"Priorities are finance and production."”
Employees may become members after a six-month trial period after
being proposed and seconded by two existing members. To be
admitted they need "a 100% vote" in favour. The cooperative now
will employ those who are refused membership or who do not wish
to become members, but they cannot take part in meetings.
However, most of the employees become members.

One of the cooperative's newest members, the only man working at
Louise Argyle, 1s responsible for bookkeeping. He came on a
part-time basis and was asked to stay. He has no training in
management and said that he joined the cooperative because they
could find noone else to do the books. "But people outside often
address me as if I was a manager."

Wages and costs

At the beginning the women had problems deciding on their costs
and prices. They determined the cost of producing the clothes,
looked at '"what the market could stand" and arrived at their
final price somewhere between the two. The biggest problem was to
calculate the overheads. Cash-flow problems also arose as clients
did not always pay within 30 days.

4.3
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Although in 1982 the cooperative was selling more than it could
produce it was covering only 70% of its running costs. Monthly
costs totaled about £28,000. Some £21,000 was used for buying
materials of which more than £15,000 was for own-label clothes
and the rest for garments under sub-contract. Despite taking on
two new workers, enabling the cooperative to 1increase its
production, it was unable to cover costs.

In 1982 the cooperative had machinery valued at £12,000 and
fittings valued at £3,000. Wages were about 5% higher than those
normally paid in this sector, giving take-home pay of some £50 a
week,

Now Louise Argyle has one major customer 'which pays a good price
for high-quality work" - oiled cotton waterproof shooting
jackets. The garments are cut and delivered to the cooperative
where they are made into finished garments. This firm has been a
customer of Louise Argyle for more than two years. Under the
contract, the firm "usually pays within seven days" avoiding
cash-flow problems. But problems sometimes arise as the firm is
unable to occupy the cooperative full time, forcing it to seek
work "from less reputable firms, with the chance we'll be ripped
off."

The cooperative is slowly replacing its now outdated machinery.
Wages remain a priority and have slowly increased over the last
two years 'but are still well below the national average."
Take-home pay varies from £67 to £80 a week. Members are on the
higher rate. Other companies in the area pay a slightly higher
basic wage of £85 with piece rate bonuses.

The cooperative is aware of the risks involved in depending on
one client but said that the shooting jacket order has enabled
the cooperative "to keep its head above water." It has managed to
improve the hours worked and the wages. All the debts have been
repaid and the cooperative is now able to put money aside for new
machinery. This is despite the fact there has been no price
increase ''because we did not feel confident enough to ask for
one." The order for jackets was increased and the cooperative is
planning to move into a larger factory at the end of this year
(1985) "to cope with the new order." Costs have been reduced
because the cooperative has dropped its own-label garments and
paid back its debts costing it before some £300-400 a month.
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The cooperative feels that with the new factory it will be able
to start doing own-label garments again. However, the cooperative
still feels '"insecure about production lines." The main weakness
is marketing and sales, yet to bring in a specialist on this the
cooperative would need to pay top wages. Another problem with
own-label garments is cash-flow as most clients would expect 30
days minimum before paying for the garments and often they do not
pay until '"months later." They are hoping, however, to be able to
build up enough capital to cover cash-flow emergencies before
starting own-label garments.

The cooperative has been able to cover its running costs but said
that at times 'when there are production problems" this has not
been the case. Monthly overheads are now £256 and the monthly
wage bill comes to some £6,000 a month.

Organising the work and expansion

Despite the problems faced by Louise Argyle it has managed to
increase the number of workers to 25, two more than the 1982
figure. During its turbulent years many of the members left and
new younger workers have now joined the cooperative. In 1982,
there was a mixed age group of women ranging from 20 to 59
(average was 45). Now the average is down to 32 years. The
cooperative still feels that age is important so that 'they do
not all have children/retire at the same time.'" Although most of
the women have children there are no child-care facilities. Two
of the new workers taken on by the cooperative were school
leavers, 'to give them work experience", and one has become a
member.

Everyone works the same hours although the work week has been
reduced from 40 hours in 1982 to 33 hours. Bonuses are paid to
everyone. Overtime is unpaid although time can be taken off in
lieu.

The cooperative does not rotate jobs because of the
"divisionalised system of production.'" Their only male worker is
responsible for administration, two of the women are passers
(quality control) and the others are machinists. The male cutter
is no longer with the cooperative since it had stopped making its
own-label garments.

The women are encouraged to improve their manual skills by
training each other. The cooperative would like to take on
another 12 women but said that there is a severe shortage of
experienced machinists and the cooperative does not have the time
or resources to train more than one or two women at a time.
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All the workers at Louise Argyle are committed to the
cooperative. "They know the difference from working in a straight
company.'" They are interested in the running of the cooperative
and "no longer see it as just another job." They all agree that
it is "better than working for a private company.'" The weekly
meetings are well attended and members 'keep themselves fully
informed", especially on decisions concerning finance and
production.

At the beginning the women did not realise the work and time
involved in carrying out management and administration. They
could no longer just "walk in and sit down at a machine and that
was it." If there is tension or production problems "we usually
end up switching off the machines and having a meeting" so that
the members "can have it out there and then."

Louise Argyle initially wanted to set up a '"sister" cooperative
nearby that would be independent but work closely with it,
sharing expertise and costs. But this did not work out. The
economic circumstances of Louise Argyle and the problems faced by
the cooperative which resulted in many of the members leaving
meant that the plans for the sister cooperative were dropped.

Since 1982 three new textile cooperatives have been set up in the
area and Louise Argyle said that they work together ''sharing
information and renting each other's machines." The cooperatives
meet every month at the local Cooperative Development Agency. The
most valuable information shared concerns potential clients.
Louise Argyle said that there are many 'cowboy operations" which
offer low prices for the work and have been known to pick up the
garments and disappear without paying or giving cheques that
bounce. The three cooperatives have been set up in a period when
many textile companies have gone bankrupt but Louise Argyle said
that it is questionable if all these bankruptcies were genuine as
many companies close down once the government subsidies run out.

Louise Argyle is now more confident and for the first time is
planning expansion. With the new larger factory they will be able
to increase production under the present order and hope to start
producing their own-label garments with the help of designers
from Newcastle polytechnic. The cooperative said, however, that
the abolition of the metropolitan council will reduce '"the
availability of grants" necessary for expansion.
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RAGGED ROBIN - LANPETER, WALES

Set wup in avtumn 1979, FRagged Rcbin manufactured children’'s and
women's clothes. All the designs were original and sold wmainly
through mai1l order. The cccperative employed 10 people and 1n
1984 had an annual turnover of {68,000, But 1n 1985 the
cooperative had serious financial problems and ceased trading 1n
August.

HISTORICAL BACKGROUND

The 1dea cf setting up the cooperative came from 10 women who
were unable to find work 1n the area. They all had young children
and most were single parents. One was an unemployed designer and
cthers were trained on government training schemes,

The womer worked unpaid for seven months before they received a
£4,000 loan from Industrial Commcn Ownership Finance. By mid-Jurie
1980, the Weish Development Bcard gave them a seail factory on
the Llambed :1ndustrial estate.

The womer started out by producing well-designed and reasonably
priced chi1ldren’'s clothes, Their designs scld so well that they
branched 1nto women's clothes. They had a lot of support froms the
womern ‘s movement and felt that about half of their sales were to
thkat market,

NANAGENENT AND DECISION MAKING

Manthly meetings were held to discuss policy but as the grcocup was
srall there were a lot of informal consultations., Probleas arcse
early on because of the tendency of some members to dominate the
group. The cocperative <found this hard to deal with as ro
structure existed to resclve such problens.

WAGES AND COSTS

Although the price of each garsent was relatively low, Ragged
Robin managed through high productivity and sales to cover costs
and wages.

Everybody earned the same hourly rate although total wages were
kept below the tax or national insurance threshold. The
cooperative wanted the tax laws <changed to give special
corcessions toc cocperatives because the present tax system
"crippling” +for thes. Cooperatives must pay tax "on wages,
corporation tay on the income of the firm and then extra tax on
any bonus paid.”

ORGANISING THE WORK

The cooperative had flexible work arrangements. Administration
wac shared out as was child care. Each womarn took her turn to

5.1
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loab after the children for a weel as part of her )ob. Any woman
who wanted to join the cooperative was askted to go on a training
scheme as a way "of showing their cormitment tc the work." This
avoided possible conflicts between "sti1lled" and "unskilled"
wcrters - wlthout proper training facilities 1t was +felt the
nurden on the stilled to train newcome-< would hrave bLeen too
rulh,

CONCLUSIONS

Fsgged Rebin's liqu:dation came as a complete surprise. The
ve~rture wac one of the first women's ccoperatives 1n the Uk and
cet an example. Its success was due eairly to the original
designe of comfortable clothes that were reasonably priced and
well made. In the last two years, wmrary of the founder members
iest 4pr other robs and many of the womern recruited did not have
the ‘"sam2 commitment” to keep the cooperative going. This was
especlaliy true when f1nancial problems set i1n and risks had to
be taien. "The balance changed,” said one of the women, When
#1nanc1al prcoblems arcse "they got nervcus and left.” By the
time the .cooperative ceased trading 1n August and went 1nto
liguidation only three members remained. Although the cooperative
maraged tc make a profit in 1984, a deciine in sales and a change
of poiicy by the bank caused severe probiees.

fne o+ the women working at Ragged Robins said the cooperative had
2 1ot of bad luck at a time when sales were falling. A new bank
marager withdrew the —cooperative’'s £3,000 overdraft facility
early 1in 1985 and asked that the total sue be repaid before the
summer. In the interis he refused to honour any of the cheques.
Eivertising had to be abandoned despite the fact that most of the
cooperative’'s sales were done through mail order. Eventually sonme
of the wages <could not be paid and many of the women left.
Recruiting new members was difficult and as a result preoduction
feil. With a fall in sales, especially in the summer months, the
cooperative went into voluntary liquidation. A rescue plar bhad
been accepted by the bank when the situation was already

extremely bad but most of the women were not prepared to take the
risk.

tooking back, one of the women said that the cooperative lost
tocuch with its market. Ragged Robin’'s clothes represented "a new
t-inking" when the cooperative first started. But by 1985,
"everyone was making similar clothes.“ The woman said that Ragged
Rotin continued to produce the same styles "and did not change
as quickly as it should have done."

Scme of the women from Ragged Rohin are ncw planning to set up a
rew cooperative "which will be totally different”. They do not
‘eel that "1t was a waste of time." Ragged Robin served as a
roedel for other cooperatives and gave a chance to mary womer to

erter paid employment. After leaving the ccoperative many went on
tc other jobs.
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ARTENIS BUILDING COOPERATIVE - HACKKEY, LONDOK, UK

Set up 1n 1979 by tour women (twc fuli-timers and two pert-
timers), the cooperative started bviiding and carpentry work
immediately. In  June 1987, when two of the members left, the
ccoperative decided to close the businmese, It was more & perscral
chcice than economic necessity.,

SETTING UP THE COOPERATIVE

1] the women started doing manusl worl through their involvement
1n the squaetters movement., They set up the cooperative when they
were oftered a jJob by &n architect working for a housing
aseaciation. The contract was for restoring short-life housing.
The houses telcnged tc the Grester Lonosn Council and had to te
magde hatitabie for five vears. The wory invoived fixing the rocf
arcd stripping out gutters,

The weomen decided tc set up a cooperative becsuse "1t wacs the
opvioue thoice politically", After tneir first contract they
undertcol  meany other jobs including bigger contracte suchk as the
co~versi1on of 1S apartments, Jobs rarged from fitting kitchers %o
teiloing external staircases, fire escapes and French windows, If
they, needed other skills for a job, such as electricity or
glumting, they triecd to empioy other waomen.

Moct cf the contracts came from perscnai contacts in the woren's
mcvemrent. The cooperetive made some attempts to reach new clients
throzgh opubiicity but they found 1t hard to ceme to terms with
selling themselves as a business whiie at the same time lkeeping

the:rr poittical i1ntegrity.
NANAGENENT AND DECISION NAKING

Cooperative decicsions were made during 1nformsal meetings. nAll the
wosen - both the full-timers and part-timers - participated 1in
the meetings. The biggest problem was finding tiae for
administration which at times was neglected.

NAGES AKD COSTS

Learning how to estimate the costs for each job <came with
e perience. The women charged about £20-2% a day labour for each
percscn  working. 14 they toobk leorger to complete a j)ob they faid
thercelves lower wages. Tre price 1inciuded about 29  for

nverheads, the coet of materi1als used ancd iabour. The cooperative
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telt that 1t «could not charge the same rates as established
fi1rms. At the same time 1t was careful not to under-price the
worl merely because 1t was dore by women.,

ORGANISATION OF THE NORK

At the beqginning cnly one cf the womer had received formal
training {(in carpentry) arnd the rect ot the women learned the job
under her quidance. Although carpentry remained their specizlity,
they did other work such as reclating rocfs, plasterirg and
glazirng. The wormen felt 1t was important to bridge the gqap
between ci1lled and wunskilied werth &and 1rsisted on everyone
learrning tc do ail the 3obe of the cacperative.

&lthzcuch  the women were free to cheocse their hours some nf  thenm
tglt  that 1t wouid have beer preferztie tc heve only +fuli-time
wcrlers doing the same hovrs a weetr. However, everyone felt that
tre choice of part-time work should be aveailsble for every woman
woriing 1n *he cooperative, None of the womren had children.

TRAINING

probleme arose &t the hegqirning 3¢ there was only cne
ned carpen*ter, Sometimecs the burden of teaching the others
re too much and she felt the rneed tc be recognised by the
erative @as having the "exper*tise”. At the same ti1me, 1t was
ent that <ccme of the members "would have +elt trapped 1n
tormzl ceourses, preterrirng tc pick up tre skiils on the ob.”
wrtemis ctrecsced that the ease with wrich they picked up the
cyiile "contraZicte what men usualiy say about manual work.,” They
added thet there was no "mystery" tc these 1cbs but & matter "of
learn:ing how to cope.”

The cooperative was critical of geovernment run courses 1n  marual
trades, Women were alwavs in a minority and "had to face the
amt:valent reactions of other male trainees and ar envircnment
that was npot suited to their needes.” They also sai1éd that the
courses were too specialised, pointing out that although they
were carpenters they often had tc do jobs that 1nvolved other
sh21ils li1ke plastering. They sa&id courses geared towards general
builiding skills would be more useful.

£ plar tp set up a "jolnery work
offer women acgrenticeships ne
ccoperative clossd down,

to desi1gn  furniture and
mater1ali1sed because the

CONCLUSIONS

Tre ccoperative strescsed at the time that the women s movement
hac¢ heiped erormously to establish women 1n manual ‘*radec.
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Through the cooperative they +found 1t easier to enter the
building trade although most of their wor-l came from contacts in
the women’'s movement. The women also said 1n 16582 that the
cocperative enabled them to loi1n "the well-pe1d lebour market
veuelly closed to women."”

The cocperative cleosed down because two of the women emigrated.
The two women who remained decided tc male a clesr bresh and each
cset up their own businesses.

tne of the businesses 15 st1i! rurnming. This cooperetive
specialises 1 carpentry and emplovs three women full-time, The
former Artemis member sal1d that the experience agarned with the

ceoperative has rescited 170 the precsent business, called
"cutskirts", being run con ¢ better tocting., Mest of 1ts clients
are from ceontacts 1n the womer & mcvement and opubilc bodiecs.
Their average take-heome pay 1e sore €100 & week.

-

b. .
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SPECTRUM SECRETARIAL SERVICES - HACKNEY, LONDON

Founded 1in August 1981 by two women, the cooperative offered
secretari1al services, i1ncluding audio anc¢ shorthand typing, book-
keeping and a telephone answering service, as well as occasional
jobs such as switchboard, telex and reception work,

The <cooperative started work 1n June 1981. FBut 1t was unable to
cover 1ts costs and 1n August 1982 wenrt 1nto voluntary
liquidatiaon,

HISTORICAL BACKGROUMND

The founder members, both single parents, saw the cooperative as
a way to «create jobs +for themselves and other women anrd
achieveing greater )ob satistaction,

Bcth of the women were experienced secretariec and had worked as
"temps" {on temporary contracts) for employeent agercies. They
toped they could offer an alternative service to the “"temp"
agencies.

The women were helped by Footstrap Enterprises Limited, a
registered charity working with groups of skilled people in the
Hackney area wanrting to set up their own business. In exchange
the groups agree to train unskilled pecple on the job. Eootstrap
cé¢fers technicel advice, 1initial finance for equiprent and “free
premises in its workshcp building, They help groups through their
f1rst vyears, "keeping an eye" on their business. Boctstrap
diccusses with the groups 1nvolved how much they cons:der to be a
reasorable salary. Rent for space in the Bootstrap building 1s
only paid when the group can afford to pay 1itself the agreed
salaries.

In this case, FHootstrap provided office space, a loan for
equipment and advice on setting up. In return, Spectrum agreed to
take on twc trainees who were learning typing in college and
needed office experierce. With the help of Hackney Cooperative
Levelopeent Agency they got a start-up gqrant froe Hackney
Council's Economic Development Unit. This grant however could nct
be used for buying equipment.

SETTING UP THE COOPERATIVE

For seven wmnonths the women were unpaid. They did their own
teasibility study as well as canvassing, advertising and sending
cut circulars. Despite help 4rom local groups with advertising,
the women said that finding clients cften took up "too much time
which 1s unpaid time." Their clients ranged from local «coileges,
tc 1ndividuals anrd businessec 1n the area.
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NANAGENENT AND DECISION MAKING

The business of the cooperative was diccussed at weekly meetings,
which a nember from Bootstrap attended 1n an advisory capacity.
Ccring to meetings posed a problem for childcare as three of the
ware~ were single parents with childrer under fi1ve years old. The
wome~ had never worked for thercelves before and "had to do it by
ear", learning from their mistaies.

NAGES AND COSTS

Ev spring 1982, the two founcder members earned £73 each a weel,
giving them take home pay of £50. They felt “"awkward and unfa:r"
tecause they could not afford to pay the trainees wuntil they
secare competent typists and took on some of the work. Despite
the 1ong hours the women were only abie to pay themselves a
minimur wage. For example, a home typist would be able to keep
all her money as she had no cverheads and a temp working far an
agency wculd get a fuli weekly wage.

C(i1ents were charged by the hour plus an extra sum to cover paper
and raterials. Although the hourly rate was the same as for
terps, the cccperative’'s prices were lower "as we charged only
for time worked - not for a whcle day or week as would be charged
for a terp."” The women felt they had worked out a rate that would
2:ve ther at least a minimue wage and cover overheads. But at
times they urderestimated how long 1t took to type work that came
“in dribs and drabs and was very poorly written."

Gverheads, such as rent, telephone and eiectricity were all pa:d
to Bootstrap., The ccoperative's two electric typewriters worth
mcre  than £800 in 1982 were bought with a loan fronm
Bocotstrap.They also had the use of photocopiers, duplicators and
an electronic stencil cutter, which belonged to cther
ccoperatives. The women felt they would greatly benefit i¢ they
had their own equipment., They also said that a word processcor
would help them to offer a wider range of services.

ORGARISATION OF THE NORK

The women were not required to work a firxed number of hours each
week, They did what they could ®*in relation to the time
available, stamina, childcare.” Bootstrap had a creche but this
grly operated until early afternoon and the women had to rely or
each other and friends the rest of the tiee,

The <cocperative ¢tried to organise the work so that everyone
shared administration and book-keeping.

CONCLUSIONS

Despite the flexible hours offered by the cooperative which gave
the women concerned the possibility to returrn to paid work, the
wemen reported in spring 198 that the cooperative took up a lot
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more time and energy than they had bargained for. This led to
disillusicn as they had to wortk hard "for often very few
f1nancial rewards.” Fy the end of August that year the
cooperative went 1nto voluntary liquidation. The two members both
found full-time secretarial jobs.

ire women made an agreement with bootstrap that i1f there was nc
upturn in the busiress by & certain date the cooperative should
cease trading. The upturn did not happen anc¢ the cooperative was
wount up, The £1,000 cash balance paid the costs of handling the
li1quidation and taxes. The women forfeited back pay and Eootstrap
ag-eed not to press for the repayment of its £1,750 loan., After
the closure of Spectrum, Footstrap staff tried to arnalyse the
reacsons behind the failure.

The wage ievel agreed with Pootstrap was a departure from
Ecotetrap’'s normal policy of tying wages to 1ncome. This 1is
because bcotstrap felt 1t was more 1mportant to give the women a
degree of ¢:nancial security rather than making them wait wuntil
they had enough 1ncome. Fcotstrap said that this poiicy did not
work because the wages were not high enough to give the women a
feeling the busiress was going well and not low encugh to matke
them face decisions about the future of the business. This,
Bcctstrap <said, created conditions from which other probleas
stemmed,

Each group at Eootstrap has to make a cash fiow forecast as a way
of weoritoring the business. If there 1s a major deviation from
the forecast, PBootstrap can foreclose on its loan and force a
cocperative into liquidation. Spectrum was told by Bootstrap
staff on several opccasions that 1t was not reaching its targets.
But nc time scaie was set by which to reasure how long the
cooperative had "to get things right", It was only when the
probleme became critical that Bootstrap staff asked Spectrum to
reet the directors. But arguably it was already too late. Now,
Bzotstrap says that cash flow forecasts are prepared with target
dates by the groups before the start of the business.

te the cooperative went into decline and mctivation was low, the
quality of work suffered and Spectrum lost many of its customers,
Further problems arose as dissatisfied clients complained to
Bactstrap and not to the group. When the complaints were passed
cn to the cooperative it was "often resented and seen as
irterference."

Fcotstrap also blamed the members’ attitude towards book-keeping
arnd business planning. They said that after an initial burst of
enthusiasm the nmember responsible for the accounts never kept
them up to date, while the other member refused to do the
accounts as she did not like this tvype of work. Their attitude to
tuciness planning was one of “wait and see".

Footstrap commented that the fact both women were singie parents
contributed ‘"without a doubt"” to their difficulties, They often
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had problems  attending meetings and oparticular difficulties |
when 1t was necessary to work late to get a job finished or when

the children were 111, .. S T . sy
o . P A A R I T 9] SRREE - T L S T B ¥

The women had argued cr a number of occasions that they needed a
ward processor to increase their turnover., But Ecotstrap felt
trat income had declined because o+ their <change in attitude
rather than inadequate machinery. It was anly at a later stage,
wmen the cooperative was 1n deep ‘troutle, that bBootstrap
tonsidered tre pescsibility of a loan for a ward processer.
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PRYFCOPYN TANAT - PONYS, RALES

Started 1n January 1981, the cooperative produces handspun,
woollen garments, sells spinning wheels and offers beginners
courses 1n spinning. The cooperat:ve now has si1» active members
and six outworkers. [n 1984 1t had a turnover of £4,000. There
has been little change since 1981,

SETTING UP THE COOPERATIVE

The ccoperative was set up by seven women, who 1nitially agreed
to work without pay. This was seen as a locan to the cooperative.
They also put 1n some cash and their own spinning wheels. The
local community action group made an interest-free loan of £330
ard offered the coocperative moral support and part of its
prer:ses, The North Wales Employment Resources and Advice Centre
also helped and allowed the women to participate in a «craft
rarvet. Finally, Clwyd County Council gave them a grant tc buy
capital equipment under its Rural Developmert Programme,

Tre women set up the cooperative because "in a rural area such as
curs, the job cpportunities for all, but especially for women,
are limited," By 1982, the cooperative had grown to 14 members
ard six outwcriers giving a total of 20 employees. The majority
were between I0 and 4% years old.

The initial growth i1n membership did not last and by 1983 only
s1x women remained, all founder members. Most of the women left
for oersconal reasons and the cooperative did not recruit new
peaple.

NANAGENENT AND DECISION KAKING

At the beginning, all the workers were given the chance to join.
Those who decided not to became outworkers. They still had a say
in some of the decisions, such as the number of hours worked.
Now the cooperative said that it restricts membership to
spinners., All the outworkers do knitting or crochet,

The cooperative initially was helped by three male advisors. OQne
cf the men wanted toc become a manager with his salary paid by the
Development Board of Rural Wales. The idea was eventually dropped
as the women felt it would be "inappropriate”", adding that 1+
they wanted a manager they would have chosen one of the members,
“1t was not fair to pay one of us to manage the others."

The cooperative’'s main decisions are taken in monthly meetings
wbich all members attend. Day-to-day decisicns are takern by
individual members who each have responsibility fcr a certain
aspect of the work, There is alsoc a lot of 1nformal consultation
as the group is so small. All the womer have other part-time jobe
and are not paid for any of the administrative work they do.
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when the cooperative had 14 members meetings were held weekly,
One of the women said the meetings became "unmanageable" because
they "went on for ever." The cooperative had problems with one
o4 1ts members "who did not do any waork or commit a certain
number of hours to the cooperative". Trying to sack her became an
erceai and, since then, the present members are more sceptical
about taking on new necple. One of the women said that some
rerbers’ refusal to share all the tasks led to a break down 1in
the cooperative, Now everyone has specific responsibilities and
zniy the chair at the meetings 1s rotated. They said that early
teething problems led to some members having second thaoughts
about setting up the business as a cooperative but now "we are
glodding alorg hoping to hit the big time."

KAGES, PRICES AND COSTS

The cooperative’'s 1nccme covers all the costs. The women were
ga:d for the voluntary time they put 1nto the cooperative when 1t
started and there are nc longer delays 1n the payment of wages.
The small loan has aiso been repaid.

part 4rom wages the cooperative has few other major costs. The
¢leeces are bought locally and the machinery already owned by the
wcrmen 1s stilil adequate to cope with the present work loac.

The caoperative’'s major difficuity has been to find clients that
will buy 1n bulk, Most of i1ts saies are local and despite some
effaorts by the womer they have been unable to find an outside
teyer. The lack of outlets also limits the price they can charge
as the local economy 1s relatively poor.

The women are preparecd to go full time at the cooperative 1f the
right buyer turns up. They would not be able to meet an order
trom Dbi1g chains and are aiming instead to find "small exclusive
boutiques"” that are prepared to buy the garments without a sale
or return condition. But they said that the cooperative does not
have the <cash or the time to travel round the country to +{ind
buyers. Lack of money also means that the women cannot advertise
as before. They do, however, distribute leaflets in tourist
offi1ces and the local library to attract clients.

Their main outlet is a small shap in a nearby village that is
open during the tourist season. The women said that it would be
"ynfair" 1+ they put their prices up for tourists. The women take
turns to look after the shop and also spin there. They were
helped by Clwyd Courty Council with a £79 grant to buy second-
tand shop fittings. The Council also gave them a gas fire for the
shop. Some garments are sold at craft exhibitions which the women
try to attend during the winter months., They were advised to open
a shop in Chester, 350 miles away, but they feel it would have
been 1mposible to run because of the long travelling time.

8.2



CASE STUDY 8

Tre 1dea of a mail order service never worked out "as we felt
t~at we wouldn't be able to produce 1n tre quantity and variety
needed to makte up a catalogue."

Frices are <calculated on the basis o0 the <cost of the raw
matertals, wagec anc a fi1xed profit margin of 75%., Everybody 1s
pa:d "for what 15 spun”, There 1s nc hcliday pay and the waomen do
rct get banuces or wages for doing the administration. Qutworkers
a~e patc per garment calculated by ounce of wool. The cooperative
se1d that the rates pa:d are gooc for the area, aeounting to
£0,40 per cunce for double knit and £1 for fi1ne knit.

The cocperative alsc earns mone, from 1ts training course, which
1t runrs two or three times each tcu-i1¢t season, Groups o three
cr four pecple are taught to spin 1n one-day courses casting £12.
Came 12 tc !4 pecple are trained a year and the coaoperative feels
tris 15 ar area 1t car erpand. S:» <pinning wheels are used for
the trairing, Mcney alsc comes 1n from sales of spinning wheels
and accessories that the ccoperative sells "teiow retail prices.”

ORGANISATION OF WORK

The members are +ree to chocse the number of working hours.
Gutwcriers £1: their owr hours with the cocperative members. [f
an corcer comes 1n cne of the wceen rings up a spinner and "asks
ther %o get going”, this "gives an 1ncentive tec work faster." The
wcol 1s t-== taken to an ocutwcrker. Mcst cf the work 1s deone at
rcee and sometimes the wc-en work in smail groups 1n each cthers’
houses. The women also spin 1in the shop when 1t is open.

The ccaperative sees no reason to try and f1x hours for everyone
althgugh cne of the women said that i+ they had a regular big
biyer more rigid working hours might have to be organised.
Fresently the system 15 working wel!l with the spinners doing
enaough to keep all the outworkers busy. Without more orders the
cocperative ;s nat thinking of recruiting new people. In the last
twc years the cooperative has produced and sold 800 garments,.

From the start,. the cooperative has searched for more flerible
work arrangeeents especially as mary of the women have children
and all live in scattered, remscte rural areas. 0One wcman
cerrented 1n 1982, “"cooperatives ailow for flexibility of hours
ard working arrangements that are generally not thought about or
alicwed in more orthcdox work environments, Most jobs at present
have been designed fcr the working male,"

The wcmen have always maintaired that they want "to go it alcne".
Alt*sug™ they have had outside support they now +feel wcre
cantrdent about runnirg their business. But as one woman said,
"all we need now 1% a break", Only then will the cooperative
consider erpanding 1ts membership anc output.
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THE KNITTERS COOPERATIVE - KACKNEY, LONDON

The cooperative began work 1n Octcher 1981. It wace founced by
sever. women who wanted tc earn money while working at home, The
coorerative produced hand ancd méchine knitted garments, But 1t
rever really got of¢ the ground. Laczk of f1narce and a resulting
less of enthusiase by some 0f¢ the merbers leg to the winding up
0f the business at the end of 1982,

HISTORICAL AND FINANCIAL BACKGROUND

Tre founders, +¢1ve of whoe had young children, wanted tc set up
the cccperative as a wady of combining childcare with earning a
ltvitg. Onrly cne of the women was registered as unemployed before
the cooperative was set up. The cooperative aimed at the middle
tc upper end of the market, 1.e., clients who were prepared to
gay a fairly hmigh price for something original and of good
geaitty., The women all had experience 1n knitting, ei1ther
coneerclally or for their own fam:lies., They owned betweern thee
th-ee kn1tting machines valued at £2,000 and four sewing machires
valued at f£1,20c,

The caocerative received some assistance from Hackney Cocrerative
Cevelopeent Agency and gct a £1,000 grart from Hackney Council's
Ecoromic Development Unit, When last studied, one the cooperative
nembers saic¢ that trne grant was "a sere tcken gesture” which .7
=st "touch upon the real proolems.” The cocperative 41~.-ced --e
rest of 1%s ccsts with cortributions from 1ts seaters and +¢roe
$riends, They felt that a eajor need was "banking facilities
which accept cooperatives as a valid way of working.,”

NANAGERENT, DECISION RAKING, ORGANISATION OF WORK

Running the cooperative was fairly uncoeplicated. A]l the workers
were nembers and eost had experience of either living or working
1n groups. MWeekly seetings were held to allccate the work and
take decisions., Jobs were rotated. Each wceen decided her woriking
hours and kept a personal record sheet. By spring 1982, three
wosen worked full time (30 hours a week) and four part time (10-
<0 hours a week).

NAGES, PRICES AND COSTS

The cooperative sold almost entirely through direct orders ¢froa
personal cortacts. The women made individual contracts to aeake
garments to order within a specified ti1me. Their custosers paid a
gdepcsit which covered the cost of the raw materials. Althaugh
they were ai1mn3 at the middie to upper end of the market, the
czoperative still tried to price 1ts goods reasonably “without
exploiting ocurselves unbearably.” This was an additional reason
why they did not want to sell mainly through shops which would
rave 1ncreased overheads.

9.1
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Ericec were determined by the cost of raw materials, hours spent
cr the garment and a small prof1t margin for the cooperative,
The ¢$1nal price toob no account of the overheads borne by the
wamer when they wcrked at home. They aiso found 1t difficult to
chtain a wide engugh range of materials., ecspecirally lurury yarns,
at <cheap prices as vyarn merchants have evclusive rights on
certair yarns ard therefore a mornapoly con the prices,

CONCLUSIONS .

The cocperdative never got 2¢f the ground despite the energy of
1ts wmembhers, Sales remgined low and one of the ex-members sapd
"there was nevar a ccreistent work pattern or sales.” In her view
the ccoccperative falled Dbecause 1t was under-funded from the
tegirring.  Apart Sroe the £1,000 grant, 1t had no other
firarcial bhelp. The lack of ¢$1nance diso wmeant that the
coczerative found 1t d1fficult to f1nd meebers who were prepared
“to Maie a corriteent before any rewards”.,

“re cccperat:ve realised that 1t needed 1ts Qwn premises anc an
arrargesert wac made tS share a shep. An application was made to
tre Greater London Er~trep-:se Board fcr a large grart and ioan to
erab:e the zocrerative to enter 1nto nrew prermises and cstart
prodezing con a larqer scaie. Tre application was to help caver
ccets o twe years, But as peosie started to realise "they would
rave to tare respcrsibility f0- such a large financial
caeritpe-t", they bezime friqghtened and started dropping out. By
the time the cocperative finished trading there were orly three
woren leét,

ithzugh tne cooperative received soee outside support, “when 1t
caes to the crurch you are on vyour own trying to run a business
noonatryirgLt Ever maving applications +or nmoney “takes an
encrr2us  arount of time” that the cocperative did not bhave to
spare.,

Ore of the wosen said that in the last five years aany people had
entered the cooperative movement "without a lot of specific
skills but a lot of idealise.” She said the Knitters cooperative
wouid have prefered more professional advice preferably fronm
peaple who had alreacdy worked 1n a cooperative.

Agart ¢from cne womar, none of the other cooperative erermbers
ccntinued with knitting, QOre went 1nto teaching, "She had e~2ugh
cf trying tc live on 10w wages" and one got 1nvalved in cnather
cooperative, One of the eembers said that zhe did not conrsider
their atteapts to male the cooperative work "3 waste of time" DUt
acded she was "disappoirtecu”. When the cris1s point was reached
“many shrug thei,r shculders and turn away."

Che painted out that it 1s particularly oi1fficult for
manuvéacturing ccoperatives as there is little time or money for
sromotion or advertising. She said the cocperative calculated 1t
wouid need £A00 3 weeir turnover to cover costs. "If you are one
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weel ber:nd 1n vour work 1t automatically means a £400 debt, then
vyCu are stuch,” as the money 1s not there to buy the materials to
irzrease production and catch uvp. "To Lkeep a manufacturing
tioperative goi1ng vou need at least 10 people procucing 14 you
are to ccver overheads and production costs.”

Shre criticised “traditional finance” for 1gno”ing ccoperatives
and sa1d that people start to lose enthusiase after working
“marths oOn end, 0" (Ow pay. VYou can't keep worbing 12 hours a
day."

9.3 '






CASE STUDY 10

CRESCERE INS[EME - Albano Laziale, Lazio, Italy

Crescere Insieme ran a creche on contract for the commune of
Albano Laziale for about one year in 1979/80. The commune has now
resumed direct control and the cooperative is inactive. This
report is included unaltered because it illustrates many of the
arguments and problems arising from cooperative involvement in
this sector.

Historical background

The main legislation 1is the law 1044/71 - a five-year plan for
setting up local authority kindergartens and creches with
financial assistance from the government. The regions (the
highest tier of 1local government with legislative and planning
powers) had to implement this law by producing their own
legislation defining the general <criteria for building,
management and control of creches. The law allows a contribution
of Lit 40 million for the construction and Lit 20 million towards
the running costs of each creche.

The law has been implemented very slowly. One of the reasons for
this was the Stammati decree which blocked the recruitment of new
staff for existing services and limited the recruitment of staff
for new services to one third. A later law relaxed the
restrictions on staff for new services and allowed full
recruitment.

In addition creches were seen as very expensive to set up and run
compared with the limited number of places each one can offer.
Even 1if the region tops up the state contribution, the commune
(the lowest tier of local government) still has to find a major
part of the costs itself.

The national law was implemented in the Lazio region by law 5/73
integrated by L.R. 38/77 providing for additional regional
financing to that of government. The regional law is similar to
many of the others. The communes or their organizations must
exercise control through a committee elected every two years with
three representatives from the commune, six from the families,
one from the staff and one from trade union organizations. The
committee is responsible for planning and supervising the service
with particular emphasis on educational content and parent
participation.
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The 1974 provincial plan allowed for abouvt 25 creches but in 1980
only four or five were operating.

The commune of Albano Laziale started building a creche but in
spring 1978 the Stammati decree was passed. At the same time the
founding group of the cooperative (all women) was getting
organised and the first contracts were made with the commune. The
idea of a cooperative running the creche on behalf of the commune
aroused fierce political controversy. Although the PCI/PSI/PRIL
junta eventually came out in favour, there were doubts even in
the junta parties about the principle of a cooperative running a
public service. This is despite the fact that they regarded the
opening of a creche as a priority and had the building but not
the staff to run it. Finally they decided there was no choice but
to resort to an outside agency and in July 1978 the commune
decided to issue an invitation to tender to cooperatives, i.e.,
non-profit making enterprises, for the running of the creche,
with the stipulation that 50% of the members came from the 285
youth unemployment list. (The 1dea of a tender for a service
where gquality rather than price 1s important 1is also very
problematic.) Since it was the only group to have organized
itself, Crescere Insieme got the contract but only for one year.
Even then the controversy continued although the cooperative had
acquired other members who had the right qualifications and had
presented a budget which represented a very reasonable cost per
child (Lit 160,000). The cooperative started operating the creche
in March 1!979. Ironically a law was passed soon afterwards
allowing tne recruitment of the full staff needed for new
services,

There was another problem - the financial drawback of having an
outside agency run a public service. Government and region
financing was only available for creches directly run by the
local authorities. The commune, having given the contract to the
cooperative, argued that since the cooperative was being run on
its behalf and under its supervision it was still a publicly run
creche. The regional court of auditors did not agree and the
commune was faced with a Lit 9.6 million a month bill. Thus when
restrictions on staff recruitment were relaxed the commune felt
it had no choice but to resume direct control, especially as
political opposition to the cooperative had never ceased. Also
the financial burden obliged the commune to ask the families for
a means-tested financial contribution.

Setting up and membership

During the contract period, the cooperative had 17 members, 16
working in the creche and a president who participated without

10.2



CASE STUDY 10

payment outside her working hours. Ten of the members were part
of the original promotional group and had been active in the
feminist movement. Some of these women - mostly young - had
already been in close contact with each other in the campaign to
open a consultario (family clinic). They then decided to start an
initiative with both political and employment objectives and when
the question of a creche came up it had wide support. "It seemed
to be an ideal opportunity to provide jobs for young people and
also to participate in the creation of social services for
women.'" They then started contacting other young women on the 285
list with nursery teacher qualifications (which the original
group did not have). Although the six members contacted in this
way had initially been concerned with finding a job, they were
also interested in the idea of a cooperative. The group was drawn
together in the months of negotiation with the commune and the
new members started to identify strongly with the cooperative.
They chose as president a woman who did not want to be employed
by the cooperative but who was already in the <cooperative
movement and had been involved in the group from the start. The
local cooperative association gave advice and support.

Organization of work

The cooperative staff total of 16 had six members with specific
qualifications. They organized a flexible work schedule which
allowed them to function with three fewer staff than normally
required. In addition to a regular 40-hour week, the members
spent two hours every Saturday dealing with organization and
structure,

The president contributed 10 hours a week to administration. The
cooperative members and parents met together regularly 1in
assemblies. Their efficiency is shown by the fact that they kept
within fixed budget limits and could still pay themselves higher
salaries than originally planned (everyone got the same salary).

Both the commune and the parents were satisfied with the quality
and organization of the service.

When the commune resumed direct control and recruited its own
staff, many of the members became unemployed again. The commune
was unable to recruit the group as a whole, despite their
success, because of the stipulation that 502 of the staff had to
come from the 285 list. Thirteen of the cooperative members had
been on the list but as they had been working for the cooperative
they were no longer registered.
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The events at Albano were followed with great interest 1in other
areas and the introduction of a regional law was proposed
allowing cooperatives to enter the sector. However, it was
opposed by the majority of the political groups and parties,
including the left, since it was feared that the precedent set by
Albano would lead to a whole series of such arrangements and thus
"expropriate the public function."
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ROSA LUXEMBOURG - EDUCATIONAL AND SOCIAL SERVICES CONPERATIVE -
LFCCE, ITALY

The cooperative was founded by a group of 26 people 1in January
1980 and started operating on 10 September the same year. It
runs a children's educational centre (creche plus nursery), a
family consultancy financed by the Region, and has recently
started a service to help children with disabilities. It has 54
members 1in total, as {in 1981, but this figure hides a large
turnover in membership. Twelve remain from the original founding
group. Turnover stood at Lit 85 million in (984 (before the
start up of the new service).

Setting up and finance

The educational centre, the cooperative's first activity, was set
up mainly for political motives to improve child-care and nursery
school provisions in the area and create a better structure and
quality of service with equal 1involvement of all concerned,
particularly the parents. The women had no outside help in
starting up and learnt from experience and "all the mistakes we
made." The initial capital came from membership contributions
but the idea of having annual contributions, mooted earlier, has
been dropped because 'the members make enough sacrifices as it
1s." Additional finance was found at the beginning through a
bank credit, personally guaranteed by the members of the
Administrative Council. The cooperative now has a permanent
credit line negotiated annually. This is essential because the
local authorities pay so late. The first premises were lent by
one of the members free of charge and all the equipment (tables,
hlackboards, cushions, etc.) was made by the members. These
premises became inadequate after a year and the cooperative has
moved to larger (600 m®), better equipped premises. It acquired
them by taking over the running of a creche belonging to the
local branch of the state tobacco company which was then merged
with the cooperative's own educational centre. Some equipment
and materials belonging to the former creche were still there,
others have becen bought by the cooperative or made by the
members. The rooms, ''rather spartan' when they moved in, were
redecorated. The family consultancy 18 run 1in different
premises,
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Activities

The educational centre 1is almost unique in Italy in offering a
unified educational structure for children aged 0-6 years. The
ITtaltan school svstem makes a sharp distinction between creches
and nursery schools. The cooperative believes that there should
be more contact between children in this age bracket rather than
"segregation' by age. The cooperative's experience confirms that
children make better progress in this set-up both educationally
and in their social development, said the President. However,
since the cooperative now receives Regional contributions for the
nursery service, a formal distinction has had to be introduced.
This has not affected the way the centre is run. For the creche
service, the centre has contracts with the comune of Lecce and
the tobacco company. When it started, the educational centre
operated in the private sector and there are still private users;
income 1s now split 50:50 between public and private. The
teachers, who have the usual qualifications for this work,
receive additional training for a week and participate in regular
sessions on methods and content of teaching, etc. Fourteen women
are involved in running the centre.

personal prob]ems and is run with financial aid from the Region
The five members working there specialise in various fields
(contraception, psvchologvy, etc.) and work on a consu . tancy
hasis. One of the consultants 1is a man.

The service for children with disabilities started at the end of
1984 when the cooperative got a six-month contract from the
comune., The work 1involves providing special assistance and
back-up for these children in schools in Lecce. When the con-
tract explred, there was a change of administration in the town
and there has been a delay in negotiating a new contract, But
the service should be starting again soon. Twenty members are
involved. As in the educational centre, the cooperative organi-
zed its own training but no specific qualifications are demanded
for this work.

Wages and fees

All the work in the cooperative 1s now paid, including coordina-
tion and preparation of proiects, except for participation on the
Administrative Council. Payments vary from full-time wages in



CASF STI'DY 11

the centre and the service for the disabled (though not on an
employee basis) to small fees for consultancy. Some members are
not working until the new contract for the disabled service
«tarts - luckilv the suspension of the service coincided with the
summer holidays. Wages are still much lower than equivalent ones
raoid by the hour at standard rates for their professions - this
ix higher than the rates paid to other members. The service is
‘ree for users and covered hv Regional contributions. TFees for
the educational centre are higher than average for the private
sector because, explained the President, schools in this sector
often relv on '"black" working or are subsidized by religious
bodies.

Costs of maintaining a high standard of care are mounting con-
stantly and for the contract with the comune, the cooperative has
to reet the strict standards laid down for the public sector.
Although it has managed to expand its services and active member-
ship, the cooperative's finances are on a knife edge hecause it
‘epends to a large extent on payments from public bodies, noto-
rious in Italy for being late payers. lLast year, the cooperative
received Regional contributions it was cwed for the previous
three vears.

Cocoperative structure and decision-making

As 1in all cooperatives, the main structures are the CGCeneral
Assembly and the Administrative Council. The Council meets "when
it chooses'", which {is at least once a month. The educational
centre has 1its own management committee made up of working
members, parents and a representative from the cooperative as a
whole. The integration of parents into the school is considered
important. The other two services do not have a similar struc-
ture because of the nature of the work - the family advice centre
does not have the same continuous relationship with its users and
the service for the disabled children 1is carried out in different
cchools although "members always work in close coordination with
the parents.” All three services have a degree of autonomy in
decision-making. This autonomy is a result of a shake-up in the
cooperative; when last studied there were guarded comments about
"differing levels of participation and motivation" and
"hierarchial” rather than 'cooperative" attitudes bhetraving
conflict in the conperative. The President admits "i{t was a bad
vear" and that these tensions were exacerhated by the coopera-
tive's financial problems, The cooperative also had a large
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number of sleeping members. The upshot was the "exclusion" of a
large number of members, the drawing up of internal regulations
to avoild unnecessary conflicts and greater autonomy for members
in running their particular service. The Administrative Council,
"st1ll dominated by founding members', 1s expected to become
"more representative of the cooperative in future."” Working
relatlonships are now said to be much better.

Future plans

The cooperative has drawn up two major projects. One concerns
training for the disabled, for which they have applied to the
Furopean Social Fund for a grant, the other, integrated services
for various groups of "disadvantaged young people", for which
thev have applied for funding under a Regional vouth law.

Conclusions

The cooperative has firmly established itself as an educational
centre and provider of special services for disabled and disadvan-
taged children in the area. 'We are the reference point for our
sector.”" Constant efforts are made to improve teaching and
services through seminars and refresher sessions. If applica-
tions for two major training projects get the go-ahead, the
cooperative's horizons will expand, the constant theme being
ron-segregated structures for children and young people with
disabilities and greater involvement of families. The coopera-
tive's financial situation is still fragile, however, and wages
are lower than they would like.
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COOPERATIVE BU221, MILAN, ITALY

This cooperative was set up in 1977 i1n the Hospital V. Buzzi 1n
Milan., The ini1tiative to set up a creche came froe 27 hospital
workers 1n response to a greatly felt need.

by 1982, Buizr had 111 aembers 1ncluding 45 women (many of thenm
parents). Si1x woeen were eeployed to run the creche. The
cooperative had an arrangesent with the Milan comsune to provide
18 subsidised places to autside users. Buzzl was included 1n the
previous study and nc up-date i1nforsation 15 available.

SETTING UP AND FINANCE

The 1dea of setting up a creche 1n the hosgitai came froe trade
urnion representatives who sent round an 1nternal questionnaire
snd helo meetings to see 1f there was support for the 1ni1tiative.
more than 3JV0 women worked 1n the hosgitai in one of the areas of
Mijlan with the pocorest Jlevel of <child-care pravision. In
addition, the opening hours ot public nurseries were toc limited
tor those on shi1ft duty,

Th1s was an urnusual scve. There are not sany coaepany creches in
the province because the unions had always felt that the correct
J]ine was to pushk for public provision. However, as no creche was
planned 1n the near future. they decided to press ahead. They
also contacted the consigilo di1 z2ona <{(a kind of district
committee) to get public support. Despite opposition froa scae
consi1gllio aembers - 1t was feared that a precedent would be set
which wouid then be exploited by private profit-making
intti1atives - the consiglio was represented on the cooperative.
1o organise the service properly and to lower costs the group
spproached the hospital adeinistration for aid. They were unable
to obtain funds froe the regional hospital authority because of
cevere financial restrictions but the hospital i1tself gave nmoney
4ram a donation 1t had received.

The hospital agreed to provide the cooperative with presises free

of charge, subsidised aseals from the central kitchen and an
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annual grant of Lit 3. eillion. Later the hospital provided a free
sedical service.

e
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COSTS AND FEES B ©mE ey
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Although the hospital s contribution represented a tresendous
saving in costs, the cooperative was sti1ll forced to demand quite
substantial fees froa parents at the beginning.

0 Piad wligap o G GRILUIL L ML F YR A N
There was a slight discrimination between hospital ard non-
hospital parents. The fees were scaled according to incoee with a
eaxieus limit but were still such lower than in the private
sector. When the arrangement with the comsune was made tn provide
outside places, the cooperative was able to i1ntroduce a flat rate
equivalent to the coamune s. The monthly cost to the comune
coapared favourably with the cost per child in public creches
without taking 1into account the fact that the hospital creche
opened for ionger hours, CIERES SR ETTY
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COOPERATIVE STRUCTURE

N3 RASSEERIR

In addition to the normal cooperative structure (adeinistrative
council, qeneral assenmbliy, etc.) there 1s a e2rageeent comeittee,
This 1s organised on the lines of the comrittees which the
regiocnal law requires in local authority schools - representaticon
from the teaching staff, parents, the corsiglio di zona and the
uriions, There are alsa three representatives froe the
adeinistrative council and one ¢roe the hospital council.
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The founding aeabers had hoped that the eanagesent cosmittee
together with the teachers would gradually take over auch of the
administration but this had not happened. The founding meabers
took the sijor decisions while working sesbers, the teachers, did
nct see the cooperative as their concern, but rather as their

emaployer.
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The ccoperative eaployed six woeen tao run the creche. They were
all trained for this work and for two of thee it was their first
jcb. The women were all wunesployed before working in the
cooperative. :
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The work 15 organised on a rota so that the sore unsocial hours
are shared out. They were also expected to do a lat of the
cleaning and tidying up 1n the school although a cleaner was
later taken on to do sose of the heavier work. The teachers felt
they should not have to do these more “"amenial” tasks.

The creche staff were nat 1nvolved in setting up the cooperative.
They became aesbers because 1t was a condition for the job - scme
were unhappy about this being “forced®” on thes.

i

CONCLUSIONS

PR

The cocperative aeabers and parents were all satisfied with the
educational standards set by the cooperative and demand for
places was high.,

ol vt

The Milan coeune had not planned to set up their own creche 1in
the area for another five years but found 1tself +faced with
increasing decand due to demographic changes. It was abie to ease
this pressure by subsidising a certain nueber of places 1i1n the
creche for +faesi1lies in the area, and at a reasonatle cost to
ttseif. At the same time, through the 1involvement of the
conciglio di1 zena, the unions, the parents and the hospital
board, 1t was assured that legal and educationai reqguirements
were respected and a certain public control maintained.

The cocperative’'s wmain problem was the aqap between the
“berevclent” mesbers and the working ones. The wosen workers did
rot Join the cooperative with any self-sanagement astitions and
regarded the demands on their time and enerqy over and above a
strict definition of their "job", as a burden.
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CADIAI - Home help cooperative - Bologna/Italy

The cooperative started as an assoclation in 1973 when women
already working as home helps decided to get together to improve
their conditions. This kind of work is much more varied than just
"home help": 1t can range from baby-sitting to looking after
children and physically or mentally disabled people, care of the
elderly and more specialized nursing work. Typically such workers
(almost always women) work in precarious conditions, generally in
the private sector. CADIAI set itself up as an organized
reference point for the whole sector with the aim of promoting
the status of these workers, defining their professional role and
ensuring its members a regular income with paid social security
contributions,

CADIAI was formally set up as a cooperative in September 1974,
There were 27 founding members and in the early years there was a
membership high of 273, many of whom, however, did not work or
worked only occasionally for the cooperative. There are now about
100 members, all of whom work full time for CADIAI. The
cooperative has abandoned one-off jobs such as baby-sitting and
concentrates on more continuous specialist work, most of which is
for the local authorities.

Registered capital has risen from Lit 4,350,000 in 1979/80 to
some Lit 100 million.

Setting up and finance

The women had the support of the regional cooperative association
and were given material help by a big cleaners' cooperative in
the form of administrative advice, a loan of premises and a
secretarial service. This help was important for the
cooperative's success as the founding members had few financial
resources themselves. Thanks to the weight of the Bolognese
cooperative movement they were able to obtain three bank credit
lines, equivalent at the time to about a month's outgoings - Lit
30 million. The cooperative is now in good financial health and
has recently moved into more central premises, the location being
important since many members rely on public transport.

Market

Their initial market comprised the network of contacts that the
founding members had built up. This was exclusively private,
formed mainly of medium to high-income families who earned too
much to be eligible for local authority services but not enough
to pay for full private care (eg. for aging parents), which is
very expensive. The local authorities' services are directed at
cases of urgent need and deprivation. There are also growing
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numbers of old people who do not necessarily need institutional
. care but require a lot of assistance. Thus a "half-way" solution
was required which CADIAI could provide. However, the importance
of this market for the cooperative has declined over the years
and now represents only about 10%Z of the whole.

The cooperative also started services in two other areas: for the
local authorities and supplementary care for long-stay or
convalescent foreign patients in private clinics (mainly for the
Libyan Embassy).

Its strategy to expand and acquire clients focused on three main
areas:

- acquiring new members with experience (and contacts);

- proper publicity even with a minimal budget;

- continual pressure on the local authorities for recognition, at
least politically, of their role. Members were active from the
beginning on the local socio-health public bodies. The
cooperative was convinced that it could play an important role

in supplementing the local authorities' services.

Local authorities

The pressure on the local authorities was necessary because the
cooperative ran up against an almost totalitarian concept of the
authorities' role, particularly strong in the province of Bologna
because of the high number of services provided. On the other
hand, the cooperative could not expand much geographically -
transport costs would have made fees too high.

The cooperative initially managed to conclude contracts with many
of the smaller communes in the province and eventually with the
commune of Bologna 1itself, Bologna, which already had a
relatively good record of providing social services, initially
had reservations about cooperative intervention in this sector.
The smaller communes had fewer resources and the financial crisis
of recent years had made them more "pragmatic'". (In addition, the
Stammati decree caught the cooperatives by surprise).

In 1979/80, the cooperative got 13% of its work from the local
authorities and nine of the cooperative members worked full time
for four of the smaller communes. In Bologna, they started a
service accompanying handicapped children to school in
collaboration with another cooperative which provided the
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vehicles. Members worked with public health bodies on the
educational integration of spastics, while others, who had
fcllowed special courses, ran a re-education centre for the
severely mentally disabled. Now contracts with the local
authorities account for 90% of the cooperative's work, about half
in Bologna itself and half in the province, involving work with
the aged, disabled people and drug addicts.

initially, the advantages for the local authorities were that
they could buy in exactly the number of hours thevy needed, get
staff that was already trained and obtain this at a lower unit
cost. But the difference in cost was already being phased out by
CADIAI when last studied and this process is now complete. ''What
we offer is a professional efficient service - our services are
better."

Libvan Embassy

In the early years, this 1link was very important for the
cooperative. It provided supplementary care in private clinics
for Libyan citizens sent abroad for specialist treatment. Bologna
is one of the main reception centres in Italv. At one point 44%
of the cooperative's clients were Libyan but the link has now
been severed. The Libyan government did not prove to be a
reliable client and payments were often made late - or not at
all. "We'd sign a contract with an Embassy official only to find
six months later when we demanded to be paid, that he'd been
declared an enemy of the revolution or something, and the
government disclaimed any responsibility." The cooperative also
decided that this kind of work in private clinics did not accord
with the cooperative's "image."

At the beginning the cooperative carried out a wide variety of
services, even "one-off" jobs to ensure work. But the policy to
concentrate on more consistent, long-term work, already decided
on when the cooperative was last studied, has now been fully
implemented.

Membership

The cooperative started with a nucleus of wmainly middle-aged
women and then, as demand grew, took on many young women, often
on a part-time basis and without much experience (although it
preferred some experience even 1if it was gained helping in the
family). In this way it acquired a large number of members who
were not working for the cooperative on a regular basis. This
situation has now been reversed and non-active members have been
dropped. The average age of members has dropped steadily as the
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members of the founding group reached retirement age and young
recruits were taken on. Men have alvays played a peripheral role
and at present number four or five. The musnagement of the
cooperative has always been in the hands of wvomen.

This sector is almost exclusively dominated by women because
"caring”" is traditionally regarded as a female role - by the
women themselves, vho have de facto training in the family as
vives, mothers and daughters, and by the users, especially the
elderly, who prefer to have vomen around them. In the private
sector the work is slmost always "in the black", badly paid and
wvithout social security. It has no professional status and no
career structure, also because there are no schools offering
training. The cooperative has never had a policy of employing
vomen only but very fewv men are drawvn to this work - for the
above reasons - and the few vho enter the cooperative do not stay
long.

Recruitment

During its initial expansion the cooperative vas in dsnger of
being used as an agency by those vanting part-time, occasional or
holiday jobs. This led to problems because of: increased
administration (and consequently costs); a high annual turnover
of staff; a waste of the costs of training, which had to bde
carried out anyway to keep up the standard of service and
maintain the cooperative's reputatiom.

A nev policy was implemented to overcoms thess problems aiming
to:

- try and keep on as members only those prepared to work
full time (at least 36 hours a week);

- maske this a criterion for new members;

- favour as nev members those vho wanted to work for the
cooperative ot a long-term basis;

- iook for nev members wvith previous experience.
This policy has been successful. The omly problem is that it is

still difficult te recruit pecple wvith qualificatioms or

experience. The cooperative therefore has to carry ot its owm
training.
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Training

owing to the lack of any formal outside training, the cooperative
set up its own annual training course, lasting five months. The
course, which was part funded by the region, was obligatory for
all those who wanted to become members. There were theory courses
in the evenings covering sociology, paediatrics, child
psvchology, gerlatrics and dietetics with practical training in
local authority creches and a geriatric hospital. The course was
not held for a couple of years when, in 1980, the region decided
to end 1its financial contribution. Training has now been
restarted, despite the lack of financial support. The training
the cooperative offers for care of the elderly 1s now an
officially recognised qualification, This is not the case 1in
other fields because there are no clear occupational profiles to
use as a criterion. The <cooperative wants to see the
establishment of proper professional standards and qualifications
in the sector. The cooperative is also running a course on drug
dependence financed by the European Social Fund.

Wages and costs

The cooperative chose to work on an employee basis with all its
possible implications vis-a-vis contributions and regulations.
However, there was a problem in that there was no recognized
category of wc:ck or contract for home helpers outside the public
sector. This had to be negotiated and in 1976 an agreement was
reached with the labour inspectorate, trade unions and insurance
institutions on a category for such workers and the basic salary
on which to tax contributions. It was followed by a ministerial
decree recognizing a new category of workers in the province of
Bologna - home helps.

Structuring wages and fees was a thorny problem in the early
years. The cooperative's fees were often higher than those for
private sector businesses, which could charge less because they
did not pay contributions and had no administrative overheads.
There were a wide variety of working conditions, different types
of users, nightwork, replacement of workers on holiday, etc. to
be taken into consideration. This, coupled with initial rapid
expansion, involving many people working odd hours, led to a
heavy and costly administration. As a result, the cooperative had
a loss in 1977, forcing it to raise its fees and freeze wages.
This action got it out of the red and enabled it to put some
money into the reserves and raise wages the following year. It
also introduced a policy of more full time work concentrating on
larger ""blocks" of work mentioned earlier. A block increase in
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hours entails a lower increase in administrative costs. At the
end of 1979 it restructured fees, grouping them so as to ensure a
minimum hourly wage. The wages and working conditions offered by
the cooperative are now '"exactly the same' as those of the local
authorities. As a result the cooperative's services do not come
cheap and it also has competition from other cooperatives set up
following 1its example. Until recently these cooperatives were
cheaper because they were '"weaker internally.' CADIAI believes
that the Lega and the other cooperative associations should take
action to ensure similar wages and standards in the sector.
Monthly outgoings total about Lit 170 million.

Structure

The cooperative has a nine-member administrative council and a
general assembly which meets every three months, Five members,
including the president, do day-to-day administration and
coordination. To involve the other members who work individually
or in small groups, often in the surrounding province, group
assemblies have been set up in the workplace or by sector. This
enables the workers to discuss problems and serves as a link
between them and the cooperative as a whole. In addition, there
are three committees working in parallel to the council:
administration and finance; staff (one administrator responsible
for organization of work flanked by an educationalist and a
social worker); commercial policy and marketing. The council is
well attended and there is about 50% participation in the general
assemblies. Attendance rates are seen as quite high compared with
a lot of other cooperatives considering that many members live in
the province and have to travel a long way. The administration is
felt to be running smoothly,

Strategy and prospects

CADIAI lays constant stress on its professionalism - at any hour
of the day or night. This is very important in the private sector
because of its relatively high fees. Contracts with the local
authorities have multiplied and they now constitute the bulk of
CADIAIL's market. This is expected to continue. Relations with the
various communes and public health bodies are good. The trade
unions were initially suspicious of the cooperative and while
these suspicions have not disappeared, relations have improved:
"with the number of cooperatives now, it's in their interest."
CADIAI had hoped to see its service develop as part of a network
of support structures (canteens, day hospitals, rehabilitation
centres, protected housing for the elderly and the handicapped,
etc.), but while its work with the local authorities has
increased considerably, the squeeze on public spending means that
there has been no real expansion for the last two years. In
addition, a regional law has been passed promoting the role of
voluntary organisations in this sector.
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The cooperative has no plans to Increase its members in the near
future, the emphasis 1is now on diversifying and improving 1its
services. Next year, for example, there will be new services for
the elderly, a field where the cooperative 1is specialised. The
cooperative 1is already running protected houses and there are
plans for day centres.

CADIAI celebrated its tenth anniversary last year and 1its
achievements have been quite remarkable. It has already made
substantial progress in improving the working conditions, wages
and status of its members, not to mention creating a new category
of workers. Members now have the same pay and conditions as
workers in the public sector. In the last study it was commented:
"the local authorities are the main providers of social services
and the role the cooperative can play ultimately depends on
decisions taken by them. The demand for services 1is increasing,
especially as many women are not able or willing to carry out the
family's traditional role. As public services do not yet meet
these needs, the only alternatives are in the private sector or
voluntary/charitable efforts. It may be argued that a cooperative
can offer a valid professional solution under local authority
control and supervision (a point which must be stressed) which is
less expensive than direct local authority provision and less
centralized and bur~aucratic. It 1is a question which must be
studied further." The cooperative undoubtedly has proved that it
can provide a professional service, indeed, its efficiency 1is the
strong point rather than cheapness, and it has stable working
relationships with local authorities. There are now a number of
competing cooperatives without, 1in the opinion of CADIAI's
president, there having been adequate organisation of the sector
by the cooperative associations. This problem remains unresolved.
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AGORA - BOLOGNA, Italy

Medical cooperative (surgery and medical information)

Agora was set up in February 1980 by a group of 10 women who were
doctors or medical students, and started operating in September
of that year. Of the initial group, seven worked 1in the
cooperative, five of whom were fully active, while the others
were still students. There are now l4 members, of whom nine are
active plus a non-member secretary and four outside
collaborators. The registered capital has risen from Lit 4
million to Lit 5.2 million as a result of the expansion in
membership.

Setting up and finance

The women set up the cooperative because they wanted to offer a
service to women as women and create a different kind of
doctor/patient relationship. They felt that to work in a
traditional hospital would mean having to conform to a
male-~dominated structure and service, which they were not
prepared to do. They also described the medical service in Italy
as being in a shambles, and in this respect their opinion has not
changed. Having established the cooperative, the emphasis is now
more on building it up and gaining recognition from public
bodies. The founder members had participated in feminist medical
collectives and from this experience grew the desire to organise
themselves as women doctors. Their patients are mostly women and
while initially they were young (15-30) they now find that an
increasing number of older women are coming. The initial capital
was put up by the women themselves without any loan or subsidy.

Exgansion

The cooperative is functioning well and has gained a good
reputation. It started with basic medical and gynaecological
equipment worth about Lit 8 million in premises comprising two
surgeries, a waiting room, office, bathroom, toilet and hall. The
women have been able to invest in more equipment and instruments
such as a microscope and a diatermocoagulator thanks to a grant
obtained under legislation in Emilia Romagna (regional law 33)
authorizing financial aid for investments by cooperatives where
60% of their membership is under the age of 29. The grant can be
applied for either to cover past investments or for future plans.
The cooperative decided to finance two years retrospectively and
three years ahead, obtaining Lit 20 million and Lit 15 million
for the two periods. This year (1985) is the last year covered by
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the grant. The money was pald on presentation of the invoices and
covered 60% of each purchase. When necessary the members have
advanced the initial purchase money. They are now about to move
into new, bigger and more expensive premises for which they are
also buying more equipment (sonicaid, computer, videorecorder,
office materials, etc.). This is described as '"a big step forward
- and also a risk."

Wages and costs

The women are all self employed ("liberi professionisti'") and the
charges are calculated on the basis of the lowest fees laid down
by the Ordine dei Medici (medical association), taking into
account real costs. They are obviously not as cheap as public
services but are cheaper than private practitioners and reckon
their fees are more or less the same as those of similar groups.
They are, however, the only women's medical cooperative in the
area. The patient's bill is made out by the individual doctor
since there is an old law in Italy, never repealed, prohibiting
the formation of cooperatives by members of the 1liberal
professions. To get around this law, the cooperative is in fact
legally constituted as a service to doctors rather than as a
doctors' cooperative. When the cooperative first opened, rent and
other overheads stood at about Lit 1| million and have now risen
to Lit 3 million. The rent of the new premises will be much more
expensive, costing Lit 1,6 million when the women first move in,
rising to Lit 1.9 million in the third year. To cover the cost of
moving (plus the new equipment mentioned above) they are taking
out a bank loan on which they will have to pay the normal rate of
interest.

Management and decision making

The cooperative has an administrative council and a general
assembly but, given the small numbers, the structure is flexible
and the bulk of the decision making is done by the active members
at meetings held about every two weeks. Most of their problems
were and are caused still by their lack of experience in legal
and fiscal matters. The accounts and auditing are carried out by
the Lega and this service is regarded as good. But the Lega's
organisation of the special services sector was criticised as
inadequate: "Until recently all services were lumped together
under one official - transport, porters, social services, the
lot. There is now a separate social/medical sector but lLega is
still not doing very much for this sector." The administrative
load 1is now lighter with a secretary and a full-time
administrator but the women have not abandoned their original
idea of paying a set fee to members for participation in meetings
and other non-medical work such as the preparation of
applications and projects. They still hope to implement this.
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Organisation of the work

There are nine working members: three gynaecologists, one general
practitioner, two dietiticians, one endrocrynologist, one breast
speclalist, one psychologist and one administrator. In addition,
there are four outside collaborators, two of whom are men - a
massagist, a mesotherapist, a neurologist and a specialist in the
problems of ageing. There are two male collaborators simply
because they were friends who offered their services ''but it is
not proposed that they become members.'" The consulting hours are
organized by common agreement and there are no fixed number of
hours. At the beginning the women tried to rotate some of the
general work among themselves but found it was a mistake to be
too flexible and have no specific roles. The policy now 1is that
people take responsibility for specific tasks and assignments.
Their earlier problem of trying to treat working relationships
like relationships between friends and finding that this did not
work has not been resolved. The present group of nine 'has
developed its own way of doing things - there's a certain esprit
de corps' and the new members will have problems fitting in. '"But
at least we have a psychologist!"

As doctors they find it an advantage to ~ork in a group and
exchange experiences and ideas.

Training

All the medical practitioners are graduates in medicine. The
administrator {s a linguist by training who started studying
medicine and then ''reconverted" to administration. They also
organise internal meetings and individual members attend external
courses and seminars on their own initiative.

The cooperative itself also carries out training. From the outset
it has conducted courses on women's health for the trade union
evening classes. The women also have had contracts with local
public health bodies (usl) to conduct pre-natal classes, part of
the contract being to train the usl's own workers. They would
have liked to develop this part of their work but they have not
been able to secure any new contracts, one of the reasons being
cuts in public spending.
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COOPFRATIVA REGISTRAZIONE ELABORAZIONE AREZZO (CREA) - data
processing cooperative - Arezzo, Italy

CREA was set up in April 1980 by 54 people, mostly women (average
age 29), who had been working in the sector for nine years. In
1981 there were 29 working members. There are now 22, of whom 19
are founders.

Historical background

The cooperative was set up when the firm for which the founding
group was working was closed down. There were 60 employees in the
old firm and 54 of them (49 women and five men) decided to start
a cooperative. The 1initial period was difficult. Although the
cooperative 1largely succeeded 1in keeping the firm's former
clients, it had problems in getting access to finance and in
gaining credibility. Initial political support never materialised
in the form of help in getting finance or contracts, the
cooperative claimed. During this period some of the founder
members left because of the problems or because they were offered
more secure jobs elsewhere. Since 1982 other women have left but
for personal reasons, not as a result of problems within the
cooperative. There are now 22 members. There are no plans to
expand beyond this number at present since it 1is felt to be
"optimal" for the cooperative's present volume of business. Most
of the women are married with children.

Setting up and finance

Initial capital was found through members' contributions. The
business required expensive equipment and most of it was bought
initially from the receivership of the old firm. The cooperative
had great difficulty in obtaining bank credit, which took two
years to get, owing to problems of credibility and doubts (shared
by the Lega) about the viability of the reconversion. The
cooperative's financial situation has now stabilized; it has an
annual credit line at the bank and has leased new equipment.

Market and contracts

The founders were hopeful about the cooperative's prospects in
view of the expansion of the informatics sector and their
previous experience in the field. They largely succeeded
in keeping the old firm's clients but problems of credibility
arose when looking for new clients, both as a cooperative and
especially as a cooperative of mostly women. All market analyses
and costing was done by the members although they would have
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liked more technical advice from the Lega, which they did not
receive. Marketing advice would also have been useful, they felt.
Initially, their prices were lower than average to win a place on
the market but they are now comparable. Their main contract is,
and always has been, with the '"Consorzio Nazionale Tra Gli
Esattori Delle Imposte Dirette (National Consortium of Income Tax
Collectors) which accounts for a large proportion of their work.

Costs and wages

The initial volume of work was insufficient to cover costs but
this improved after one year. They cooperative kept the same
grades and wage scales as the old firm and wages vary
accordingly. They are the same as those normally paid in the
sector under the national contract. Turnover in 1984 amounted to
Lit 569 million.

Working»arranggments

All the workers are salaried employees working a 37-hour week.
There is no job rotation or flexitime. However, everyone 'helps
out" if the need arises. Overtime can be recovered later. There
are no child-care provisions.

Structure and management

As in many reconversions, the cooperative has kept a fairly
hierarchical structure.

There is a seven-member administrative council, which meets once
a month, and a general assembly. Day-to-day decisions are made by
the president and the departmental heads, the chief accountant
and the work coordinator. It is interesting to note that while
only five out of the 54 founders were men, it was they who took
command initially. The first president and vice-president were
both men. The president was one of the first to leave and when a
new council was elected, both posts were taken by women. This,
members said, led to an improvement in the structure and working
of the cooperative. However, the burden of the administration
falls on the shoulders of the president and two departmental
heads because most of the women are unwilling to take on extra
responsibilities outside their normal work. As a result it is not
easy to get people to join the administrative council.

lS.z
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Training

The members had been working in this field for nine years and so
continued in jobs for which they had been trained. In 1982 all
the women participated in a European Social Fund-backed training
course for operators, programmers and analysts. The content of
the course was described as good but the outcome of the training
has been disappointing. Although the women had a chance to learn
new skills, this has not been reflected sufficiently in the
cooperative. The women want to work a fixed number of hours and
then go home, said the president. '"They don't have the time to
develop new programmes.' Indeed, it was mentioned at the time of
the last study that the women would have problems in following
the course itself in addition to working full time and looking
after their families.

Conclusions

In 1981, after a difficult start and the departure of some of the
founding members, the cooperative seemed to be finding its feet.
They felt their start-up would have been easier if it had been a
question of saving the jobs of 'male breadwinners." The
cooperative is now '"ticking over'" without any immediate problems
but is unlikely to expand or branch into new fields because of
the problems women have of putting in extra time over and above a
normal working day.
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CTI "LILITH" (Cooperativa Traduttrici/Interpreti) Scrl - Naples/
[taly

Translators and Interpreters Cooperative

Lilith was set up in July 1980 by 10 women who were graduates of
or students at Naples University faculty of modern languages. Not
finding adequately rewarded work in their field, they decided to
set up on their own initiative. They offer a translation,
interpreting and language teaching service. There are now nine
members (one of the original group dropped out). Registered
capital is Lit 110,000.

Setting up and finance

The women were all trained in modern languages and decided to set
up a cooperative not only to get better wages and working
conditions but also to improve the status and training of women
linguists in the area. Graduate unemployment in Italy is high,
particularly in Naples. There are few jobs 1n languages and
competition 1s fierce. Many women are forced to take
underqualified jobs in offices, often in the black and badly
paid. Lilith's founders were strongly supported by the women's
bureau of the national Lega and the Unione Donne Italiane (UDI).
UDI gave practical help in the form of premises at a reasonable
rent. This assistance was vital since rents in Naples, already
high, rocketed after the earthquake. These premises were not
really adequate, however. The women have now rented more suitable
premises and, by a stroke of luck, not too expensive. The members
raised the initial capital themselves and have never received any
outside funding apart from an ESF grant for training.

Marketing strategy

The women had no expert advice on this and relied on their
personal experience. Their prices have always been slightly below
the standard rates because there 1is a lot of competition from
freelancers who often undercharge. One of their original plans to
set up a conference centre has been shelved because they see no
likelihood of obtaining the necessary funds to invest nor is the
cooperative properly equipped to do 1it. The women publicise
through leaflets and an advertising box 1in the telephone
directory, but have not expanded their clientele greatly. A new
activity being started is language teaching for private firms.

Earnings and costs

The members work on a freelance basis, receiving a 70% cut on the
jobs done. Overheads now total Lit 600,000 a month compared with
Lit 300,000 immediately after starting up. Running costs were
covered after one year. The women sometimes have cash-flow
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problems because of late payments. They have typewriters and
equipment worth about Lit 3 million, the same situation as
before. This {s woefully inadequate but there is no money to
invest in better typewriters, a photocopier, specialist
dictionaries, etc. They still do not have equipment for
simultaneous interpretation.

Membership

The women are aged between 25 and 30. Five were registered as
unemployed before the cooperative was set up and for the majority .
it was their first job. Most have now obtained jobs in schools or
offices because of the small earnings from the cooperative, and
supplement their income with the business.

Cooperative structure

While the administrative council 1is responsible for general
policy making, the day-to-day running and coordination of the
cooperative is carried out by one of the members. The books are
kept by the Lega. The coordinator 1is pald for her work
sporadically "if there's any money left over."

Organisation of work

Members work on a freelance basis, usually at home. There are
four or five outside collaborators who take on work in languages
not known by the cooperative members. Work in the cooperative is
more or less a secondary activity for the women since most also
have jobs outside.

Training

All the members are graduates 1in modern languages. They
participated in an ESF-funded course in interpretation, which,
however, did not work out as successfully as they hoped. They had
applied for funding for a year long course but were granted only
enough for three months, "not at all sufficient."

Conclusions

The cooperative has not been able to expand as the women
inicially hoped. It is caught in a vicious circle since it cannot
develop its work or improve the quality of the service without
further investment. The cooperative 1is not generating enough
revenue to finance these investments itself. They cannot afford,
or put up the necessary guarantees, for bank loans which carry a
high rate of interest. The only likely expansion is in language
teaching for private firms.
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LA PANOLFE - CRAFTS COOPERATIVFE - ARLEGNA (UDINE), ITALY

La Panole was set up in November 1978 to produce traditional
craft products of the region such as corn dollies out of dried
mai-re leaves. It had 15 members, none of whom had previous
experience of this work. It ceased production towards the end of
1984 and {in September 1985 the General Assembly wound up the
cooperative.

fetting up and finance

The women were all victims of the Udine earthquake and had had to
move into temporary housing, often inadequate and overcrowded.
The cooperative was set up not only for economic reasons but also
as a wayv of escaping from this depressing situation and Jifting
their morale. Theyv decided to make these products because thev
were interested in maintaining the tradition of 1local crafts.
Theyv alsc knew of other craft cooperatives operating in a consor-
tiur and this gave them encouragement to start. The Region
promctes this sector and gave financial aid and training through
the consortium,

Harketing

The cooperative was 2 member of a consortium of 1local craft
cocperatives which handled the promotion and marketing of the
products. The problem for all the cooperatives in the consortium
was that these products were not commanding sufficiently high
prices to pav worthwhile wages. The women considered moving into
rore profitable areas such as knitting or dress-making but that
would have required financial investments they could not afford.

Farnings and cost

Earnings were low - about Lit 2-3,000 an hour in 1981 - whereas a
Lega representative estimated that they should have been earning
about Lit 5-6,000 an hour to have a reasonable return on the time
anc skill demanded. The premises were donated and overheads in
1981 totalled Lit 250,000 a month. The cooperative had tools and
equipment worth about Lit 1 million.
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Membership

The members were all women of varving ages. Three had been
registered as unemployed and none of them had ever had paid work
outside the home. Most were married with children.

Structure and decision-making

The cooperative has a formally constituted Administrative Council
and General Assemblv but since the members saw each other practi-
cally everv day, the administration and decision-making were
carried out informally in working hours. Administration was made
easier by the fact that the consortium handled all the marketing
and distributiorn.

Organization of work

The working arrangements were elastic and informal and this was
the main advantage of working in a cooperative for the women.
Working hours could be tailored to individual requirements and
some work done at home if need be. At the same time theyv enioved
the social contact of working with other women. Each woman had
her own batch of work to do and general tas“s such as cleaning
and colouring were done on a rota system (groups of three women
rotating everv two weeks), This functioned well although there
were some problems at the beginning "because for some members the
meaning of the word 'cooperative' is still not clear.”" The
cooperative worked independently but when there was a rtush of
orders, they asked for help from other cooperatives in the
conscrtium.

Decision to wind up the cooperative

The women decided reluctantlv a vear ago that it was not worth
continuing with the cooperative. 1t was not possible to obtain a
worthwhile price for these products, a problem common to all the
cooperatives in the consortium., This led to closure of the
consortium two years ago. La Panole struggled on for another
year but the running costs of the cooperative (some Lit 5 million
a year) compared to earnings of some Lit 200,000 a month meant
that the cooperative was barely keeping its head above water.
And the situation was getting worse rather than better.
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There are Regional aids for the artisar sector but 'there are so
manv rules and regulations that it was out of the question, for
example, to qualifv we would have had to pav social security
contributions for each of the members which would have come to
Lit 250,000 each." The women did not have monev to invest in the
cooperative since their houses are being rebuilt and any spare
monev ''goes 1in concrete and furniture”. The last General
Assemblv was held last month to wind up the cooperative. "It was
more like a funeral, It had meant a lot to us to get together
after the earthquake, it gave us a moral boost."

Other craft cooperatives in the area have had to close, one has
converted to making ties, ancther group of women in a neigh-
becuring village are stil! working - "1 don't know how they keep
going."
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NADIA - KNITWEAR COOPERATIVE - SOLFAGNANO (PERUGIA), ITALY

NADTIA manufactures knitwear under exclusive contract for a big
Perugia knitwear firm producing for the Ginocchietti label. It
was set up in 1973 by nine women and now has 34 members plus one
emplovee. Seven apprentices are about to become members.
Turnover in 1984 stood at Lit 435,794,000,

Setting up and financing

NADTA was founded in 1973 and started operating a year later. In
1980 the cooperative in 1its present form only really came into
being when it joined forces with other groups of women in the
area already working collectively and moved into 1its present
premises provided by the comune and the province. Many of the
women knew each other and had worked together. The name NADIA
was kept for the bigger group because it was the longest standing
cooperative. All the women had previously been homeworkers and
setting up the cooperative was an attempt to escape from this
precarious, underpaid work. Homeworking is very widespread in
this region and cooperatives (there are a number in the area) are
verv important in the struggle to create secure, declared jobs.
The women's initiative therefore received a great deal of politi-
cal support. Their cooperative association, the Lega, was
promoting this sector and actively backed the cooperative. The
initial capital was gathered through members' contributions and
the machinery the women already had at home. With Lega support,
further finance was raised in the form of a bank loan obtainec at
a preferential rate for the artisan sector (the term 'artisan'
covers not only crafts but a range of small and medium-sized
businesses). The big problem was finding premises and it was
orly after seven years that they obtained the present newly-built
factory offered to them by the local authorities at a nominal
rent, The cooperative is the first tenant.

Market

All the women obviously had experience of the work and contacts
with local firms. But none had any business experience or even
experience of working for a company. The Lega gave some help in
marketing but the early years were very hard and the women were
clearing only Lit 30-40,000 a month, which, even ten years ago,
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was verv little. The women persevered, sub-contracting for
various firms and the situation improved when they acquired
proper premises. After working for a number of firms they opted
for an exclusive contract with the Perugia company a few years
ago since it was the company which gave the best rates. This
arrangement suits the cooperative at present since it doces not
have the design and marketing skills to start up its own lines
and the company offers a degree of security in return for high-
quality work.

[N

Wages and costs

The women started up the cooperative with their own machines and
without premises and covered their costs from the outset,
although earnings are very low. For the past five years, they
have paid a purely nominal rent for their local authority-owned
premises and although the amount of rent will be reviewed in 1986
and probably linked to turnover, it will remain very low. The
cooperative has bought some new machines over the years but any
specialized machines required for a particular job are supplied
by the company as and when needed on a loan-back arrangement.
Wages have gradually improved over the yvears but reached "satis-
factorv" levels only two years ago. Net take home pay now stands
at about Lit 800,000 a month, slightly below the average for the
sector, but can vary according to the volume of work. The
cooperative has a policy of making sure that all other costs are
covered before paying out the wages. '"The bills and social
insurance contributions always come first, then the wages.
Unfortunatelvy, while the wages sometimes vary the contributions
we have to pay never do."

Decision-making and organization of work

Day-to-day administration is handled by the office worker, and if
need be, the President. They pay a monthly fee (Lit 250,000) for
l.ega's services but do not need to call on them often. There 1is
a five-member Administrative Council but in practice, whenever
there is a major decision to be taken concerning, say, wages or
an order, a General Assembly of all the members 1s called,
usually in working hours. 1f a meeting 1is called, the women
"knock off" an hour early. if there is work to catch up on, they
make up the time later working through a break.
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"We meet in the evenings only when we 1eally have to because most
of us women are married with families to look after." They work
a fixed eight~hour day but within this framework working arrange-
ments are as flexible as possible. The good relationships within
the cooperative are strongly emphasized: 'there is a very good
feeling within the cooperative and a sense of solidarity, for
example, some of the women are getting quite old now and cannot
work as fast as some of the others but no one makes remarks or
tries to put pressure on them to leave. There is no absenteeism
and the women have tc be really 111 to stay off work.,"

Training

All the women had extensive experience as homeworkers before
setting up the cooperative and were able to produce good quality
work, Many have been able to improve their skills thanks to
courses run within the cooperative and paid for by the local
authoritv. For example, in 1983, some of the women had training
in the special cutting techniques needed for modern knitwear
stvles.

Membership

There has been no turnover 1in membership and all the founders
still work in the cooperative., The one non-member emplovee
explained that in her case, "I was just taken on without being a
member and 1t's just staved that wav. I cculd become a member
but it doesn't make any difference." There is a fair spread of
ages and some members are getting close to retirement age. This
was one of the few cooperatives to mention age as an important
consideration "as it affects productivityv.'" Seven girl appren-
tices were taken on through the employment office in 1984 and
their contract came to an end in September 1985. They were asked
if they wanted to continue with the cooperative and become
members. '"'We explained to them the history of the cooperative
and the sacrifices we made building it up so they could under-
stand what the spirit of a cooperative is. We also made it clear
that it's not like working for a normal firm where you can expect
to be paid every increase in the index. We pay ourselves what we
can." All have decided to stav on but two cannot become members
vet because they are not yet eighteen.
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Future plans

The Lega is planning to set up a consortium of knitwear, clothing
and leatherwear cooperatives in Umbria so that the cooperatives
can market their own lines. Talks are currently being held with
the cooperatives, including NADIA, but this is a long-term
project and will not get off the ground immediately. '
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LES TRAVAELLES SARL - PARIS, FRANCE

3% up 1n December 1976 ac a l1mitec compeny, Travaelles does
gratosetting arnd mourts dume, ccples  of DGohe, withough
redlstered as @& company, 1t 1§ run as a coilective. In {%8%, the
c-:iginel owrer ¢t Tra.zellee dien argd the Frusirece has  row

charned hands,

SETTING UP THE BUSINESS

Four  women decicec¢ to gtert Trevaeiles TG create jobs  for
tretrselves, Qet mcre oS satistaction and train women to de
traditrorally mele Jobs. Howe ,er, rore ot the wzZmern were
vremployed at the time anc¢ the warkcshkop was seen at a way to
acrleve more generai pclitical a1ms, “tQ MOve &Eway trom
thecrre1ng abkoot women and wori %C setting un something concrete,
pur cwrn bus:ness,” Lespite thelr lack ao¢ tragir1ng tnev <=2

w
gr:rting as the obvigue cncice. Famiiitar wit™ -2adirg or writing
becevs, they decided to maite them,

1y theought cé cetting up tne buceirese az &
zozscerative but as they, resded & legei minimum ot 10 pecplis tney
noted fo- a3 limited zcompary worbing ccliectively. The, bnew that
they would hzve &ll the “narmal” problems of start:ing & business
such eg finarce and finding premises. wnat was not foreseen  was
tre s*trong ofFFcslt:cn to the 1dea of a waomen s Dbusiness. For
e-amyie, by taring tnis 1ni1tilative, one o¢ trhre womer jost her )2b

(1]
n

iecturer aithcugh the money she recervecd as Ccompensation
rde creating the business. 7o raise the rest of their
hey pcoied their savings &nd Qot shcri-ters loans using
rLes 4s guarantee,
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"
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'
v
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The weren di1d not seel or get ary agrants. They rejected the 1dee
cf being subsidised to avoid creating a dependence which would
nhave been hard to escape from afterwards. To buy the equipment
thevy obtained bank loans which they were only able to get &by
putting up personal collateral - one of the women had to mcortgage
ker house. Getting premises was alsc a probiem nat oniy Dbecause
gt the high rents but aisc because landiords were reiuctant o
iet to tre fi1rm, doubting the women s ebil:ty ta run a profitatle
pus:ress. The, ha&d t2 depenad on their fari1lies to raise scme of
the money +tor *he rent - a minimum of FFZ0,000 1nrzligding the
deposit, Te qet the premises cne ot the wcmen had to taie
prersonal resporcsibllity for tne leese.
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& circular was sent i1n the hope of attracting clients but most of
thei1r work came from perscnal contacts.

4t the beginning the women ccncentreted 2n grinting bet this o.¢
not  attract emcough clients, “"There wés & Qererci scsplcior of &
p-inting workshaop run by wcmen. Frinting t:= 1destified as & man's
jco  and people did nct have the ranriderce thet womer cculd do
the work.," The businres: run i1nto debt arnd three cof the womsn left
1n May 1979,

The weman whe stayed bought ail the sharee and continced o w
sirngiehanded for a few months, Ey Sentember 1975 she founc ot
cmern  to worl with her the second co.jective: tuvt the b

g nct pres wp oand by Maevy 1980 lne business was 2an the verg
rkruptcy., LEft alone again, she warked unpzaid to qet
‘e1ness  ouvt of debt. It wes only 1n September 1581, wher the
c1ness back an i1ts feet, that the third coilective wes fzrmed.

was decided to &bandon itthe machinez were gi1.en  to another
roup’) and concentrate on pheoto-setting, Tr1s fermula woried and

spr:n3 1982 the pusiness wis covering tte ruesning coste  and
4 more work tran 1t ccoculd scretimes cege with,  tFhaote-
ampeosition 15 seen by others ae cerresponginy more to the 1mage
+ women." Howe.er, much of their wecrk st1ll came fram

N}

alternative” publishing hauses and magsazines.
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NANAGEMENT AND DECISION MAKING

fecrerons on the runnring ot the busiress were rmade &t 3
meetinge both during work andiar 1n the ever:inge and at the
weeierds. #il the women working there participated.

As  the company was legally owned by cne perscn, ne coiiective
warrec an the principle of equivalence and nct zquzit*ty. Frobiems
arcse becauvse of this, After thewr f1rst enthuciasne for
coliective self¥-managemen®, some o0of the women started tao see
themselves as employees and not as members of a -allective. They
re-established a hierarchy between the founding masber, who for
ther represented the owner, and themseives, the workercs. They
became less 1invalved 1n the maragement o the business, Tne
tcrmer owner o0f Travaelles said when the bucsiness was last
studired that “"the difficulty arose as most of the women's
previous e:perience was in traditional comparn:es and they could
nct eastly adjust to working coiiectively. Tne fact that trey had

ne direct tinanciraj stale 1n the business meart that 1% waz
ezsrer for tnep to reject the burden of maragement,”

iinger the new marsgement, the bucirece hae r~hanged come of 1t
:nternal arganisaticr. Thre worar whno tcor gver 1; Qctoher 1935 -
che owns 37U of the csrares, the cther SOY% are owrea by the ramily
Z¢ the original owrer - 1nte~ds tc run the pucipeces @rn more
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traditianal lines., Sne will tale scle recsparsibility for the maln
tbosinecs dec1s1ons. She satrd that the women workirg at Travaelies
wilil be consulted but the responsibility remsins Fers, ‘[ there
iz 3 problem, | tale the decision”. She has teen worblng 1n thie
gitar ftor mgre thar 10 yearc end hag pores l1CuUE erferiernce with
cccperatives,

Tre change 1n rarnzgement ceaems to have beer welcomed b, the trree

2ther women working there - the same ac vrger the previcus gwner,

Qre o+ the women sei1d that they aiweyz feit 11le empicyses
e

hough the atmospghere was frierdlier end theyv Lrew thzt thelr
F:ri1Qn counted, Byt sne sei1d that the finai decisicn wesS aiwavs
aier bty the tagrmer gwner, She c:14d that *rhre women di1ag not want
o be corcerred with the menzgement of the tusiness, "1f we were
1rteractecs tren Travaejiee wcuig have fun-tioned x5 a real
cc.lective, but as employees we d:z not want tc hzye more
re 1 '
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WAGES, PRICES AND COSTS
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Setting prices waes ore of the moct di1fficuit tashke., When
Travaeiiee was started evperts were hired to ectimate the costs
and decide the "right price”. But this di1d not wori out and
prices were then set after negotiations with the cliients, Frices
depended more on the existing marlet price than any 1nternal
considerations,

The e:pectationes of 2 #1rm run by women were aiso different.
“C.ients have come to us expecting that our oprices wi1li be
iower,” Traveeiles main work came fram people whQ are
symgatnetic to the:r aims., They di1d not csucceed tn attracting
mcre “convention&l" clients such as lérge publicity fi1rms that
géy Nigher prices,

lir“er the new gwner, Traveelies i1s h2gping

+t M a
ave "more lucrative and maybe less sympatnetic t2 our arrs.” Ir

U

.
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the last twag vyears, iravaelles went through a bad financial
period. Many of 1ts reqular clients "disappeered” because they
stcpped  publishing. The new cwner sald that Travaelles prices
were also very low. The business was sometimes run as a
“charity". She 15 heoping to bring scme cf her own clients tg
Travaelles -~ she wac waorbing freelance befaore. The business "1s
mabi1ng a step 1ntg the unknown" to f1nd new cilents,

In early 1584, 1Tiravaelles reinvested 1n new photocomposttion
machinery bcught aon creadit or through a leasing arrangemert., Tne

capttal wae 1nc-eased to FFL1OO, 900 from FFIO,000,

The new mangger said that Travaelles will need FF30,000 a maonth
te cover 1ts costs. In the las*t few morths 1t has earned only
FF3g,000,. She hoped thet by the end o+ the year the business will
pick uvp. Prices charqed are higher althgugh they vary depending
on the wort ard the client, The prices are st1il si1abtly lower
ttan o*ther firms. The manager saia ths* Travaelles 1c hoping to
tecome "more commercially minded". They will be meving 1nto

larger premisec by the end cof 1985 which are mcre central,

ORGAKISATION OF THE WORK

From the etart the firm had fle:i1ble woriing arrangemerts, rder
the previous owrer, 211 the jobs were rateted and every woman
deci1dsd wher cshe wanted to work, If there was a lct of wark
e.eryone wac acled to warl weekends Gr everings.

At tires tieritle worii1ng arrangements causad tensicr,
particularly during the f1rst twc collectives. There was a
difference 1n attitude between women who had little worling

experience and those who had worked 1n "traditiarai 1ndustry". It
was felt that women who were new to patd wcrk adj:sted more
easily tc fi1ring their aown timetable and were more recsnononsible
tor their wari.

At the workshop the women learned all the processes 1nvclved 1n
bonok production. Each woman had her own clients, discussed the
design and lavout and was responsible for doing the work. I[f
there was too much work, the job would be shared out.

The crgan:sation of the work 1s expected tao change little under
the new cwner., The women will continue to have their owrn clients
- scmething that 1s not dcne 1n other fires - and share the
werrioad. They wiil also continue to decide tneir working hours,
‘although 1f there 15 an emergency then we w:ll stay later or
come 1n,"

Tra.aelles saic¢ that new techrologies car, 1f used 1f the right
way, be pcsitive for women, These machinmes, suzh as trose uced by
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the collective, have opened up new opportunities for wamen, They
have reroved all physical eftfort and have allowed women to learn
sti1lls mcre eaciiy - the women feel that "the machines are no
icrcer allerating as vou car follow ail tre stages ot prcoduction
and see the final produvct".

CONCLUSIONS

s 15 one ot the few eramplies or women setting up a
ve self-management bucsiness 1n France. Ir 1997, the women
t whiie the ¢terinist movement mé, have arnalysed the
o+ wnome~ 1n the labour mariet erg tried to cset  up
1n1tretives with difterent kinds 24 worbing relationsnips
withir the mcvemert 1tcelf, 1t has not ye* menaged to translate
them 1ntc a wicder ccntext, Travaeliies ga1d 1t wae 1mportant that
wcmen  shcu,d csrow they can cope or their cwr and run @ business
whilcr can c-moete on the cpen marlet, “"Unforturately the women s
mo.emert has not cshawn 1nterest i1n doing this yer.’ The
diréficuities 1r setting up arnd the regulations 1rvclved "may too
eeslly inrtimicate many weomen and there 1s a general tendency to
Fes:tate absut dcing 1%t on thelr dwn ard so rely c@n cffticiral
scremes ard svbesi1dies.”

The rew owner sard that "the eccromic envircnoment’ 1§ ncw  a

littie mcre sympathetic tc women s enterpricse:z thaean when
Tra.eceiles wae set up.

19.5
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CARABOSSES AMD BARCAROSSE - PARIS, FRANCE

~arabcsces, a femirist boclsheop, and Barcercsce, a women s cafe,
sherea the same premises ard were set up 1n corsecutl.e years Dy
the same group of women., In 1578, seven wcmen started Carabesces.
Ritncugh 1t wzs renistered as & limited company., 1t wee rur as a
collezti.e enterprice. In September 1976, FEarcarcsce wac operned
ar¢ reaictered as an asscclation under tre Law of 1901, Both were
createa to provide a new service which wee ti1nled to feminist
pclitics,

wlthough both .entures beceme well brcwn, neither the bookshor
rzr the cate became viablie. At the eng cf 1984 the women decided
to close them dowr and the business was soid.

HISTOQRICAL BACKGROUND

Tre prolect rnrever 1ntended *to (rzvide employment 2ard  this
artectea therr f1nancial approach., Trne members initially made
lecare and thie was corntinued, at 1rreguier i1ntervais, whern btoth
caiiectives reeded maoney. Sales qgererated the i1nccme but this was
nzt erough to pay w2jes. Tweo pald woriers were subsidised by the
Minictry of Labour ard the Ministry fo- Wcmen e Rights,

Mcet of the wori was done on & voiuntary basgis by akout 1S women,
Tre «rc3fe ang¢ bLboolchop never covered all the:r running rcosts,
“part from the twe salaries, the biggest e.perse was rent znd the
groupr sel1d that the goverrnment should do ssmething $oc contrcol
rente to help ceollectives such as theirs,

Wner etarting up, the group received advice freom cther bosksheops
anc euppoart +rom the feminist moverent, The wcomen never actively
cgught other assistance nor did ke, see themselves as part of
the brosder ccoperative movement,

DECISION NAKING AND ORGANISATION OF WORK

The two groups were collectively self-mérnaged 2and decisions
tavern by corsensus. The waork of both the boolshop and the <cate
was rotated but not systematicaily. voluntary workers qQave
tetwear three and 12 hours per week.

WAGES, PRICES AND COSTS

red tn rejation teo

Erices 1n the bceoicshop and cafe were dete
o . ex«cepgt =csalaries.

[ ]
corcetition with the a1m of covering CcoSt

rel
gts

Zu.l

were
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Yalunteer worl was a major problem because the women di1d not lite
1t. They wanted to be pe:1d what their work was worth., But they
never managed to i1ncrease income sufficiently to cover labour
costs.

CONCLUSIONS

The project +ell somewhere between a business and & voluntary
grganisat:on. From the start, 1ts main ai1m was providing a
ser.1ce not viebility., Aithovgh 1ncome during the first few years
"was promicsing”, by 19837 1t stagnated and the cafe and bookshop
were uyrable to cover their costs.

By the end of 19684, the guectian of -1ability started to bhe
raised. The 10 women running the buesiness ot the time locled at &
number of options to decide 1+ there was & way to 1ncrease
1ncome, One of the problems was thet the business "was linted to
a ferinist project - the team of womern were 2all feminists - yet
activiem 158 not what 1t used to be." R Complete rostructuring was
necessary to male 1t viatle.

One of the women sald that the cate and bookshogr hae saimilar
protiems to other small businesses. The bookshop, for example,
rag difficuities surviving the strorg coapetition fram  bigger
¢cheoe., The women also lacked forme: management <shills and
e.erything had to be learned con the jobh., This ied te manzgement

prcbiems which were accentuated Sty 2 shortage of money.

The gqroup was forced “to make a recovery plan.” To become viable.
incame had to be 1ncreased by more than 30% even 1f the pa:d
wocrikers continued to be subsidised. Two options were discussed
which reflected the tendency of the two teams. GOne warted to
erpand the cafe 1nto a «cuitural centre with videcs énd
erhibitions to attract more clients arquing that this would
reduce costs and emphasise the politicai side. The bockshop would
become a sideline. This was opposed by the team responsible for
the bookshop which warted the group to concentrate on promoting
women s books. This would have 1nvaolved expanding the bookshop to
trclude a larger variety of beooks. FEBoth of the opticons meant new
invecstaents.

The group was unable to agree on a common project and decided tc
clree down both the cafe and boskshop. In addition, they feit
*tnat they had little chance to find tne money toc put the business
ar a rew commercial base with real preospecte of viability,

» buyver was ftound for the business, & smail women s gubiizhing
f1em 1n Faris. The new owner,alona with another esmall publicghing
ncuse, have decided tc recpen the bocishop along the lines ct *the
secand option «considered by the oriqinzi collective. Wwomen

~o A
sl
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writers will be promoted by the boolshop, which was expected to
cpern 1n Noveaber 1983,

Eech of the publishing houces appolnted & manager to run  the
bcocishop and two workers have been talen on -ore being the woman
crevi1ously employed 1n the bocishop.

Tre new bcolshop 1s "commercial and professional”, s&1d one of
2 wemen, The capital was provided by the two publishing houses.
Tre new venture expects to teep the old cliernts of Caraboccses as
Il es reaching = wider public. 7Tre criginal ceolliective 15 not
olv2d 1n this new venture.

—
o
«

ot the women said that trhe new chop "wouid newer &v&  Seen
light of dey"” 14 the collective had not acted ac "

bing back, <she sa1d the coilective fa1led tec

be? "by the femiricst pcirttice of the 197¢s, and 1
o0 suvccesfuily 110k this with tre creaztion of a3
ernterprise.’
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MANSOURTA - MOROCCAN RESTAURANT - PARIS, FRANCE

The restaurant was set up 1in January 1985. Although 1t is
registered as a limited company it 1is run collectively. The
restaurant employs three full-time workers, including the woman
who set up the business, and one part-timer, all Moroccan. There
are two non-working partners.

Setting up the business

The idea of starting a restaurant came from one woman - the owmer
and present manager - who was interested in Moroccan cooking. She
s2id that "good quality" Moroccan restaurants are rare in Paris
cnd are usually owned and run by men. Although women work in
restaurants, they usually do unskilled jobs. She wanted to offer
Moroccan women the chance to put their cooking skills to profit-
able use and help create iobs. Two of the women who joired her
had been cleaners and for the other, the youngest, it was her
first iob.

The project was supported by the Association Femin'Autres, a group
which provides funds to help women setting up their own busines-
ses. The money is collected in a way "inspired by African women."
Members of the group pool their savings to finance individual
proiects, Each project waits its turn to receive funding in the
form of low interest loans. The owner of the restaurant 1is a
member of the group. The restaurant received FF 14,000 from
Femin'Autres. Although this was a symbolic sum, it gave the owner
the courage to seek additional finance. Some FF 900,000 was
needed to start up the business.

(ne year was spent trving to raise the money. Banks refused to
make a large loan necessary as the group could not offer any
guarantees. They devised an original way of raising more funds -
asking potential clients to buy "a meal in advance" costing
FF 100. The campalign proved successful and some clients even
offered personal loans. With the money collected and the FF
14,000 from Femin'Autres, the women had enough collateral to get a
bank loan. The loan was used to buy equipment and renovate the
premises,

The women were further helped by the fact that the person who sold
them the restaurant business extended them credit of FF 200,000.
The project also received public subsidies for local job creation
initiatives (FF 40,000 for each jiob created).
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While the financial support from Femin'Autres was symbolic, the
group was of great assistance in giving advice on management,
looking for funds, drawing up a provisional budget and giving
continuous back-up. : . : .

Marketing = < .=

Femin'Autres also helped publicise the venture. There was no
spare money for advertising but through its contacts Femin'Autres
was able to spread the word. This led to newspaper articles,
which was just as effective. The women also devised another form
of advertising, which doubled up as a market survey. Four months
before the restaurant opened, they offered a home deliverv service
of meals thev planned cooking in the restaurant. This made them
known in the area and allowed them to rest reaction to their
dishes. The women found the premises in the 11th arrondissement
of Paris, which has reasonable rents and "a future" as new public
buildings are going up.

R i SV F- 33w PR - R mil N IR : L e

Prices, costs and wages

The average price of a meal is between FF 100 and FF 112, calcu-
lated on the basis of prices charged by other restaurants, the
quality of food and the labour costs. The women seer to have
found the right balance since custom is growing and after five
months of work at a loss, "normal for this type of new business",
costs have been covered and they are starting to make a profit.
Earnings have been reinvested so far in the business to buyv more
equipment. Everyone earns the same wage, based on the standard
legal rates for the sector. However, the women have often put in
unpaid overtime, especially at the beginnirg, to get the business
off the ground.

. .
e atemm mEe & WAL Mg eSS fene BT,

' BrEIABTELY
=+ Management, decision-raking and organisation of work :un y:

P ~ BRI

-~The restaurant was registered as a limited company because it was
a less "cumbersome”" structure and also because the group was not
"sufficiently closely knit" to set up a cooperative. The women
work as a team and all the jobs are shared (buying, kitchen work,
waitressing, etc.). Because a couple of the women are illiterate,
a system of oral instructions for the kitchen has been devised

.finstead of written chits. The women have learnt to work on the
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job since there was neither the time nor the money for outside
training. The manager followed a week's course 1in business
management at the local Chamber of Commerce. The three workers
participate in decision-making, the planning of new projects and
the dailv running of the business but are not partners in the
companv. When the restaurant opened, the bookkeeping and admini-
stration were done bv the manager but recently this work was
harded over to an outside accountant. He plays no role in manage-
ment. The manager would have preferred a woman accountant but
they are scarce and she did not find anyone suitable. There are
no childcare problems because none of the women have young child-
ren. Should such a problem arise, "it would be discussed in the
group'" and anv necessary arrangements would be made.

Exnansion

The restaurant is starting to do well and has recently taken out a
new bank loan, on the strength of its forecast performance, to
finish buying the equipment it needs and carrv out work in the
restaurant, The cooperative has obtained an exclusive contract to
cell its specialities in a large cultural centre (Le Zenith) which
will create two new jobs. They are also planning to open a shop
selling Moroccan pastries 2long the same lines as the restaurant -
good ¢ 1lity food that 1is not easily available on the Parisian
market., They are currently Jlcoking for suitable premises. The
shop would create a further job.

Conclusions

The manager believes their success has come from a '"professional
attitude" and a shared interest in Moroccan cooking. The
restaurant also has achieved another aim - creating jobs with
recognized skills for women who would otherwise be trapped in
unskilled, casual labour. With the experience gained in the
restaurant, they can now find other work in the sector should they
need to. The manager has also satisfied her wish to promote
high-quality Moroccan cooking rather than the standard dishes
usually served.

The main obstacle, as is almost always the case for small busines-
ses and cooperatives, particularly those started by women, was
obtaining the necessary capital. It is very difficult to get a
bank loan without collateral, which women often find difficult to
raise. A public agency to stand as guarantor for loans is needed,
the manager said.
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VIRGINIA - PUBLISHING COOPFRATIVE - AMSTERDAM, NETHERLANDS

The Virginia feminist printing business started up in 1978 with
the aim of promoting woren's work and giving women jobs 1in a
traditionally male sector. At present (1985), the collective is
nade up of four paid workers. All have acquired professional
training and qualifications.

Setting up and finance

The collective was set up by 12 women in 1978. The four present
workers were not among the founding group: the original members
have left over the years either because they found other paid
jobs in or outside printing or because they no longer agreed with
the collective's policy. The start-up capital came from indivi-
dual contributions and a grant of Fl 25,000 from Amsterdam town
council, The women also obtained 1loans at a low rate of
interest. Thev were thus able to buy all the necessary equipment
without, however, being able to pay wages. As the business
expanded wages were paid and the women plan to take on a fifth
worker early next year.

Qrganisation of work

"We started off hardly knowing anything and with scarcely any
monev. Wwe all worked on a voluntary basis. At the beginning,
everyone did everything. We realized fairly quickly that this
was not working out, and we started dividing up the work. While
working we were able to identify what we liked doing the most and
chose the type of training best suited tod our tastes and the
requirements of the business." 1In addition to attending training
courses, the women were able to call on people they knew in the
printing business for advice.

The main decisions are taken at the monthly meeting of the
Administrative Council which is held outside working hours (and
is unpaid). Normally all four of the workers attend. In the
day-to-day running of the business, the person responsible for
any particular aspect takes the necessary decisions. There have
not been any voluntary workers in the collective since September
this year. They plan to take on a fifth paid worker early next
year. The normal working day is from 9 am to 5 pm, totalling 32

22.1



CASE STUDY 22

hours a week. The workers are aged between 34 and 52 and none
have children.

Market and expansion of the business

Virginia has acquired a good reputation and finds no problem in
getting work. The wcmen did not make a marketing study since
they had many contacts in the women's movement and were confident
there was a market to develop. They charge "fair" prices (no
knock-down rates) and are able to allow themselves the luxury of
choosing their clients, The women admit that initially they were
not taken seriously in traditional printing circles, but this
never affected them much because they were working in a comple-
tely different market. They print mainly newspapers, magazines
and posters for women's groups. They have now reached a high
level of professionalism thanks to continuous training. The
business is going well and they can afford to invest in new
equipment and pay a new worker. The women complain that it 1is
difficult te find women with skills in printing, especially for
the more technical tasks. Hence the importance of training in
working hours.

Conclusions

Virginia has overcome its initial financial difficulties when it
was unable to pav its workers and now has a good number of
clients. The women are satisfied with their achievements because
they have been able tc develop a new market, create their own
jobs and gain professional qualifications while respecting their
"feminist ideas and commitments."
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DE BRON - translation collective - Amsterdam, The Netherlands

De Bron was set up by five women in 1982 to carry out
translations, preferably of feminist texts but also of general
works concerning women. The women, aged between 30 and 40, had
long been active in the women's movement and found that many
feminists' works were badly translated because the translators
either lacked knowledge of the subject or betrayed certain
deep-rooted prejudices. They therefore decided to form a
collective that would specialize in this field, with the hope of
creating jobs for women in a highly competitive and saturated
market.

Setting up and finance

The collective was able to start up thanks to a grant of Fl
15,000 from the Dutch Ministry of Economic Affairs. The grant
proved to be insufficient to cover the costs involved in
launching the business, but the women said that this was their
fault because they underestimated how much was needed. They were
also helped by Stew, a cooperative support agency, and all the
women followed a business management course run by Stew.

The grant was wused to buy basic materials and equipment
(dictionaries, typewriters, etc.). It was not enough to cover the
cost of renting premises, however, and at the beginning each
member contributed Fl1 100 a month towards the rent. This is now
covered by the collective's earnings.

The collective is still in debt to its members since it has not
been able to repay the money members paid out of their own
pockets at the beginning. However, the cooperative is starting to
stand on its feet financially since "earnings have doubled each
year." To make up any shortfalls, the women sometimes do
proof-reading and interpretation but the bulk of their revenue
comes from translation. They feel that '"heavy taxation" hinders
their efforts to put the collective on a sound financial footing.

Organisation of work

Five women work in the collective on a regular basis and are
responsible for all the administration (unpaid). In additionm,
there are 40 outside collaborators (all women). Ten of these
collaborators are working on a new project - the preparation of a
feminist dictionary. This is a voluntary effort. Everyone works
on a freelance basis; when a translation job comes in, it is
awarded to the person most suitable to carry it out and 10Z is
kept by the collective to cover -administrative costs.
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For most of the women, earnings from the collective are a
supplementary income. Some women still receive unemployment
benefit and others are part-time teachers.

Decision making

Apart from the obligatory annual general assembly, meetings do
not take place on a regular basis. Meetings were held regularly
at the beginning but they find that this is no longer necessary.
Day-to-day administrative decisions are taken by whoever is
handling the day's business and the five regular workers get
together as and when a decision is needed on the collective's
policy. This system has functioned to everyone's satisfaction.
Even though three of the original members have been replaced
(they found full-time work and no longer had time to commit to
the collective), this has not affected the smooth running of the
business.

Policy

From the outset, the women were determined to do "high-quality"
work. This principle applies not only to translation but also to
the texts they translate. "We didn't want to translate anything
simply for the money." They work only with women who have
feminist sympathies and awareness of feminist issues. Women who
work with the collective must be qualified and they are asked to
do a translation test.

For example, if the collective is asked to translate a text which
the women feel is '"not good", it is turned down. However, if one
of the members or collaborators ' wants to translate it on their
own account they can do so, but the collective's name will not
appear in the published work.

Marketing

The women did not carry out a market study prior to setting up
since "we were the only specialists on the market - and still
are." Publishers approached the collective on their own
initiative "since they did not know of anyone else to do good
quality translations of feminist writings." But this was not
enough by itself and the women made the mistake of not doing
enough publicity in their first year of activity. But they have
now rectified this and, coupled with a good reputation, are
gaining more clients. Their prices are standard in the

S
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Netherlands for translation; there is a professional association
which sets prices that all translatiors must observe. In certain
cases, however, the collective gives small discounts in return
for a service such as free publicity in a magazine. This is also
a way of supporting small groups with little money.

Work with other groups

De Bron makes an effort to work with other collectives. A lot of
their work is for feminist publishing houses such as Sara and
whenever possible they buy materials such as writing paper from
other collectives. They have also given advice on translation.

Conclusions

While the women who set up De Bron were anxious to create jobs,
they also wanted to work as feminists within the women's
movement. This has shaped the character of the collective: the
choice of texts, the preference for working with alternative,
preferably feminist groups and a flexible working structure. They
complain that it 1is difficult to find premises in the
Netherlands, particularly Amsterdam, and say they were lucky to
find the ones they occupy at present. They argue that the public
authorities could play a bigger role in offering or building
reasonably priced offices and work spaces. Another complaint is
that tax and contributions make it very expensive for the
collective to hire people and that something should be done to
make it easier.

However, with income doubling each year and a project for a

feminist dictionary under way, they feel confident about future
prospects.
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HET SCHIPSTERSKOLLEKTIEF - BARGE COLLECTIVE -
AMSTERDAM, THE NETHERLANDS

The Schipsterskollektief was formed by 12 women in 1980 with the
aim of setting up a commercial service to transport goods by barge
and of starting a training centre for women. The barge was bought
in 1983 thanks to a grant and four women started working: a
coordinator and a barge operator (both paid) and two untrained
voluntary workers, who were trained on the job, The commercial
side did not prove to be a success and in 1985 the barge was sold.
The training continues. The women found that it was not easy to
enter into a hitherto male preserve and suffered, in addition to
strong prejudice against women, from a lack of experience and
little training.

Historical background

The collective was legally constituted as a foundation in 1980 by
12 women, three of whom had founded the group. Their aim was to
become professional barge operators. They received a grant of Fl
25,000 from the Queen Juliana Foundation towards the purchase of
the equipment and Fl1 10,000 from the Amsterdam Town Council for
fitting out the boat. The barge was bought in 1983 but by then
the collective had lost eight of its members: some had decided to
go into other forms of navigation and others went 1into other
fields altogether,.

The commercial operation - the transportation of goods by barge -
was able to start, thanks to further subsidies from the Noord-
Holland province and the European Social Fund (ESF). The Dutch
funding helped with the purchase of the boat and running costs,
while the ESF funding made it possible to pay two workers, the
coordinator and the bargehand.

The women ran into problems from the beginning. '"Reactions in the
business to our initiative were very aggressive., Doubtless we
didn't have enough training and experience but nothing was done to
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help us acquire any. We weren't given any real chance to inte-
grate". They were not taken seriously by bargemen and never
gained their confidence. Without professional recognition they
did not obtain work in a sector which is tightly organised and
protected.

Barge operators do not have direct contact with their clients:
all contracts pass through a commercial intermediary which dis-
tributes work on the basis of a waiting 1list. The collective
claims that it did not get work because the intermediary systema-
tically ignored them when they came up on the list.

The women say they received no support of any kind in trying to
combat this discrimination. They had foreseen there would be
problems and had contacted the seamen's union beforehand. The
women wanted to explain why they had taken this step and hoped
that the union would help give them a foothold in the sector.
This hope was dashed because the union thought the setting up of a
women's collective in the business served no purpose. The women's
failure to win credibility, which came close to a boycott, meant
the enterprise was doomed to failure. With no contracts, there
was no revenue to pay the running costs of the barge or the
services of skilled workers, such as fitters, repairers and
helmsmen.

With little or no work, it was impossible to improve the women's
skills and gain experience and they started to lose confidence in
their ability to make such an operation viable.

Other financial difficulties were caused by delays in obtaining
ESF money. In September 1985 the women were still owed F1 60,000
for 1984, Payment delays, combined with the difficulty of getting
work, meant that the project had no chance of becoming viable.
The barge was sold this year and the transport operation ceased.

In addition to the problems of finance and acceptance, the women
feel that they never organised the work satisfactorily. Without
full training in all the different tasks connected with barge
transport, they often felt "unable to cope.” When starting up,
they received assistance and advice from two organisations: the
women's section of STEW, a support agency for collective and
cooperative businesses, and Veringing voor Werk, a group which
helps unemployed people who want to create their own jobs. This
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assistance mainly took the form of "study days" and seminars where
the problems of collective management were discussed and analysed.
The assistance was not followed up, said the collective, which
does not feel it was of great help.

Training

It 1s very difficult to become a bargeman, let alone a bargewoman.
There are schools in the Netherlands offering mainly theoretical
training in navigation, open to both women and men. Few women opt
for training in this traditionally male job, and to become a fully
fledged bargehand four years practical experience on a boat are
demanded, almost impossible for a woman. There are no women
working on their own account in this sector, only wives of barge
captains whose work is unrecognised.

The Schipsterskollektief's barge was therefore the sole possi-
bility of training and practical experience for women wanting to
become professional 1inland waterway navigators. To set up the
training course, the collective placed small ads in the press and
45 candidates presented themselves. Ten were selected and this
training 1is still under way. Since the barge has been sold, the
training is now mostly theoretical. The aim is to arm women for
the problems they will face in the commercial sector because of
the difficult working conditions and the prejudice they will meet.
"We need to expand the training still further since it was the
lack of training 1in the very specialised skills required 1in
commercial navigation that contributed to our downfall." The
women hope to buy another barge in five years. In the meantime,
they plan to rethink their commercial operation and develop their
navigating skills and ability to carry out heavy work done by
other workers in this sector.
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Z1JWIND - BICYCLE COLLECTIVE - AMSTERDAM, NETHERLANDS

Zijwind was set up in 1983 by three women and specializes in the
storage, repair and sale of secondhand bicycles. All three had
qualifications and experience in this type of work and were keen
to set up their own business.

Setting up and finance

The women obtained start-up finance from the Amsterdam Town
Council totalling F1 20,000, half as a grant and half as a loan.
In May 1985 they took out another loan from Memomunt, a support
agency. These loans are repayable over five years, with the
condition that there is a guarantor in case of bankruptcy. The
women's families agreed to act as guarantors.

In addition, they received advice on business administration from
the women's section of a cooperative support agency, Stew, which
had also put forward their application for the loan from the
Amsterdam Council. With the initial loan and grant the women
were able to buy basic materials and equipment and rent premises,
During the first year they paid Stew to do the bookkeeping. They
then acquired a fourth member, an accountant, who has taken ove:
the business administration since May 1985 and is paid for this
on a freelance basis. Recently the women have been able to pay
one of the workers a wage and they plan to start paying a second
wage in January 1986. The third member of the original group
will continue on a voluntary basis. Towards the end of the year
they plan to expand the business by taking over a warehouse
belonging to another group affiliated to Stew's women's section.

Marketing

Finding a market was not a problem - bicycles are big business in
the Netherlands. They were also helped by the fact that their
premises had housed a bicycle business, so there was a ready-made
clientele. The location is also good - central and thus acces-
sible - with a lot of passing traffic. The women have advertised
in newspapers and leafleted letterboxes in the area. They gained
some free publicity when they were featured in a television
programme on initiatives to combat unemployment. All this,
coupled with the fact that they already had some experience
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before starting up has meant that they have built up a good
clientele despite the fact that their prices are somewhat higher
than average.

Management, decision-making and organisation of work

All decisions are taken jointly at meetings held twice a month
outside working hours. Each person takes responsibility for
their own area of activity in the day-to-day running of the
business, the principle being 'recognition of each person's work
and skills." This system works well and the collective has
always aimed at developing "working relationships based on mutual
trust."

The business is open all day, five days a week. Each of the
women works three and a half davs a week and the hours are
flexible to fit in with individual requirements. Everyone works
on the bicvcles and the administrative tasks are shared out, each
woman having a particular responsibility - bookkeeping, renting
out storage space, etc. The cooperative can pay only the legal
minimum wage. The decision on who should be the next to receive
a wage (the collective could not afford to employ everyone at
once) has been made jointly '"taking into account each woman's
needs."

Conclusions

The women were highly motivated to set up their own ccllective
business '"with no boss' and carry out high-quality work. They
have created working arrangements suited to their individual
needs and are optimistic about the future. The one fly in the
ointment 1is the fact that they are forced to pay low wages at
present because of the '"burden" of employers' and social
insurance contributions.
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WOMEN'S COMMUNITY PRESS - DUBLIN, TRELAMD

Women's Community Press (WCP) was set up as a limited company in
November 1983 by a group of women who had completed an innovatory
training course in women and publishing. The course, set up by
Irish Feminist Information, was funded by AnCo, the Irish
national training authority, and the European Social Fund.

Problems with the Irish law on cooperatives and a belief that it
would be easier to get loans from banks led the women to form a
limited companv but they work as a cooperative., There are seven
founder members, of whom three are employed as full time workers
and one part time. The cooperative publishes books and does
contract work in design, layout and editing, as well as distri-
buting books published by other companies.

Historical background

In deciding to set up a community publishing cooperative, the
women saw themselves as breaking into a new area for Ireland.
They looked to other countries such as the UK for examples of
what could be done. One of their main aims was "to give people
normally denied access to the printed word the opportunity to
have their experiences recorded." 1In addition they hoped to
promote the women's movement and create jobs for women in what
has been a traditionally male field. The cooperative also wants
to research into the special problems of women and minority or
"social issue" groups and publish the results, as well as train
women in publishing and printing.

The women started with a commitment to collective work because it
is non-hierarchical and gives "equal access to informaticn and
decision-making."” They also had some experience in community
publishing which "was a criterion for the women in the publishing
course." :

Setting up and finance

Finance has been a major problem for WCP, partly because of the
nature of publishing which 1s "a special case: you need the
money immediately and then you might have to wait a year before
getting it back." Such a business needs a large amount of monev
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to start up, although capital investment 1is not enormous. In
this context, the funding given by the Commission's women's
bureau was crucial, not in the amount given (£7,000), which was
novhere near enough as start-up finance, but in giving credibi-
lity to the project and therefore access to some national funding
bodies, such as the Youth Employment Agency. "EEC funding can
give you the credibility you need to get further funding but if
you're not eligible for anv other funding then the amount given
by the women's bureau is really nothing."

Another problem facing the WCP has been the way in which funding
is allocated. They would prefer to see funding 'gradually slowed
down" rather than having it cut off after one vear. Flexibility
is the key, the women believe. '"Funding should be available
according to the needs of different enterprises ... which vary
from country to country and business to business ... It would be
better in our case if funding was spread out over two years or
so. In publishing cash flow is a big problem.

The women stressed the psychological pressure of getting a
reasonable amount of financial aid for one year and then having
it cut off. "The idea that everything is dried up makes you feel
hopeless about the whole thing... it can cause you to break up or
collapse before you should." There is a danger of being used as
"a publicity stunt” by funding agencies and then '"blamed for
failing" when the money 1s cut off, they said. Conventional
businesses are not expected to be totally viable after one year,
they said. Delays in payments can also cause serious problems
especially for cooperatives which usually have cash flow difficul-
ties.

Premises were not a major problem for WCP since they were able to
rent a room in the same building as the publishing course and the
"owners were supportive'. The cooperative needs more space.
They have only one room for the four workers and their equipment,
consisting of office machines such as typewriters, calculators
and a dictaphone. If they had more money they would take on more
rooms and specialised material such as a computer, a repo-camera
for art-work, a photocopier and telephone answering machine.

Marketing

Since "community publishing is virtually non-existent in Ireland”
the WCP has special marketing problems. Not only do they have to
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compete against the '"very high-powered, commercial methods" of
the bigger publishers, but they must 'create an interest in
community publishing as well as publishing the books."

But they are optimistic the business will get off the ground.
They have seen that community publishing is successful in the UK
and some of the books they have published have been received
favourably. They recognise the need to expand marketing beyond
present methods which are limited by lack of money to word-of-
mouth, free publicity in the media and sales through community
groups and at conferences. They would 1like to expand their
distribution network which could fill a major gap in the Irish
market since the outlets for selling alternative or radical
literature are very underdeveloped compared to other countries.
WCP also has financial problems because of the market it has
served so far: '"We have the poor groups - the women's groups, the
community groups, the left groups - the ones that have no money."
The women recognise thev mav have to become more hard-headed in
dealing with their clients. "Our service 1s unique in the sense
that we're sort of softies. We'll spend an hour talking to
anvone that comes in without ever any mention of money." Yet
they see this as one of the main factors which attracts clients.
"The process is as important as the end product."”

There 1s a danger that the cooperative will get caught up in a
vicious circle. Their working methods and clients mean low
income. This in turn keeps wages low and prevents them from
introducing innovations which might save them money in the long
run. They also find it difficult to publicise their services
outside Dublin or beyond '"certain circles" which already know
them,

Organisation and decision-making

Despite the fact that it is registered as a limited company, WCP
operates collectively. The four workers make up the board of
directors - only those employed by the cooperative have a right
to sit on the board. The day-to-day running of the cooperative
is decided at weekly meetings of the "worker-directors" which are
held during working hours. The "wider organisation' 1is discussed
at monthly evaluation meetings.

The passive role of the cooperative's other members does not
bother the directors, but they said any future members of the
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board would be chosen carefully to avoid problems. Any woman who
becomes a worker has a right to apply to join the board after six
months, Her admission needs the approval of all the board
members.

EmEloxgent

Three women are employed full time on a self-employed basis. The
fourth works part time. Wages are low because of the coopera-
tive's financial problems but all workers are paid the same rate.
The women work 38 to 40 hours per week although this is flexible
depending on the work load.

Childcare has not yet become an issue; only one of the workers
has children. The woman's maternity leave was arranged so that
she could do some of the bookkeeping at home.

WCP believes in rotating jobs as far as possible, so as to share
information and pass on skills, But the pressure of too much
work and too few workers has made this difficult to fulfill at
times. The women do not feel this has caused any major problems.

The women started the cooperative with skills such as type-
setting, editorial, layout and research and have acquired exper-
tise in business management, basic bookkeeping, marketing and
general knowledge of the book trade.

The main problem area for the women is that '"there is always a
danger of self-exploitation which leads to demoralisation." This
can happen, they feel, both because of financial problems and
through cooperative members' commitment to the business. This
can lead to more general problems such as pressure by funding
agencies to keep wages low and the negative image of cooperatives
among trade unionists who fear hard-won wage levels and condi-
tions will be undermined.

Wider context

High unemployment in Ireland has led to an increase in the number
of cooperatives, as well as the example of the cooperative
movement in the UK and the influence of certain political ideas,
especially the belief in non-hierarchical structures. The WCP
believes that women are particularly active in the development of

26.4



CASE STUDY 26

cooperatives and that the women's movement has influenced the
trend.

When WCP was looking for support to start up, it found backers in
the trade union movement, especially among women, in feminist
groups and in other cooperatives.

The cooperative now gives informal advice to other groups and is
involved in the 30-member federation of worker cooperatives which
was launched in October 1983. The federation is aimed at provi-
ding mutual support for workers' cooperatives operating in "a
hostile environment', encouraging and helping the formation of

new cooperatives and lobbying for improved funding and services.

The WCP's support of the cooperative movement 1is not uncritical.
The women warn that female involvement in cooperatives could be
seen negatively given that wages are low. This perpetuates
women's traditional economic disadvantages. They also feel that
in some ways they are letting governments and local authorities
"off the hook" by giving advice and information which ought to be
available through publicly funded bodies.

WCP wants the government to take a more constructive approach to
the development of cooperatives, They stressed the need for
adequate start-up funding as well as a major change 1in the
attitude of banks, tax authorities and other public bodies.

26.5






CASE STUDY 27

LIVE WIRES - LOWDON, UK

Set up 1n February 1984 by four women, the cooperative started
work 1mmediately with baching from Londcn New Technoloqy Network
- LNTN {1y and some ¢1nanciral suppcrt fraom  the European
Cormiccion Women s Bureau. All the women had training in micro-
electrorice and/or computing. The cocperative assembles printed
circult bcarde and cables for computer hardware.

SETTING UP THE COOPERATIVE

The <cocperative was 1nitiated by the director of LNTHN who was
amware that f1nance wes avaerlable f-om the European Commission feor
thie type of preoject. He wae 1n corntact with one of the founder
merbere who heo been trained on a government vyouth training
course 1n electronics and wished to continue 1n this fi1eld. She
formed the ccoperative with two other women #rom the course and a
trzined preogrammer, For all the wcmen thie was their first Job.
The coacperetive 1s registered with [COM and received a start-up
grent of £],300 from the Women s Bureau,

Corcsiderable support has been ogiven by LNTN which 1s the
cocperative ¢ landleord and sponscr, groviding premises and
equlprent 2t & favourablie rate. Without the equipment providea by
LNTN, the cocoperative could not coperate. The electronic
proceseing and tecting equipaent required is too expensive for
trhe cocperative to consider buving i1tselt. The grant frcm the
Commicesion oniy Jjust covered the purchase of basic cffice
equipment and hand tocls needed for assembiy of the circuits.

The cocperative said that smal] grants to cooperatives trying tc
set up 1n technologies can only be useful 1§ the group has s
support structure. They criticised the Coamission’'s system of
paying out the grants i1n two steps as this creates cash fliow
problees.

{1) The LNTN is & tody sponsored by the Grezter London Enterprise
Bcard GLEE: which runs training programmes in new technologiles
and hcuses production fac:lities on ite premises. Members are
drawn from universities, microelectronic manufacturers,
educational and training institutes, trade wunions and local
governrernt.
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Initially, clients were introduced to the cooperative through
LNTN, but the women héve now established reqular contract  work
and are beginning to consider their own marketing. All work 1
carried out on @ contract basis, with clientse providing the basic
corponente and the cocperative carrying out essembly and testing
of circurte. The cocperative has two permanent contracts and has
carried out several one-off projects.

Apart from the need for finence and equipment, the cooperative
has founa a major problem 1n convincing clients that women can
work 1n electronice. They feel that some potential clients were
scepticat about the group e abilities or tried to take advantage
of their inexperience. Bcth attitudes have been challenged by the
nerherc but they feel that women 1nevitably face the problem of
having to prove their credibility in & technical field like
electronics,

The cooperative wants to erpand but finds that 1ts small amount
of equipment limite the type of work 1t can take on. Grants are
not availablie tc buy the mejor electronic processing and testing
equipment required.

NANAGENENT AND DECISION MAKING

lecisions atfecting the cooperative aione are taken 1n 1nformei
meetings held during wcrhking hours. However, as the cooperative
1s sc dependent on LNTN, .manry decisions have to be taken jointl,
with thes, For inctance, decis:iors a¢fecting the premises are
made 1n mestings of all orgeniesztions working 1in the LN
buiriding The cooperative 15 represented bty ane merber.

KAGES AND COSTS

Initially., prices were set on the advice cf the LNTN production
manager. So far coste have not been a problem in as much as
clients provide components and mcst overheads are i1nitially
financed by LNTN. The cooperative uses part of its incaome for
rents etc.

All the workers are paid at the same rate but as the work flow 1s
erratic this 1s not a very regular income. Therefore, the women

need family support tall are young and single) for accommocation
etc.

ORGANISATION OF THE HORK

Work 1s organised to tie in with the requirements of clients., fli
memters carry out the <care tasks inr ascembly and testing.
However, ore member i(who is the most recent]l, trained) acts as é&n
unrefficial technical <supervicor by mutual agreement, Woriking
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hours vary according to the workload. When there 1s little or no
contract work, the women work a 6 1/2 hour day, five days a weel.
When a contract 15 urderway, the women have worked up to 1l hours
a day. Other warkers at LNTIN help when the wcrkload 18 very
heavy., Althocugh ccntracte are erratic, &ll memberes see the
tlexibie hours &s one of the advantages of wcrking on &
cocperetive beets despite the fluctuations 1n 1ncome.

In additior to the basic accsembly contracts, the cooperative 1s
interested 1rn training woren in new technology, LNIN spongnre =
micro-electronice training cource for woemern and members of the
cooperative have Qiven training and advice on this coOurse.

CONCLUSIONS

Despite trreqular worl  and  1ncome, the members see the
cocperative ae  an ettective way of comtatting urnemployment arnd
Qé:ning Ee-perrence. They preter to wark 1n thie way than cla:m
state vuvremployment benefits, It will be come time before the
cooperative cen stand on 1ts own feet tinancially and 1n  the
mesntime 1t 15 heawvily dependert on LNTk, wecspeciaily for the
provisicn of equipment.

Another probler 1€ marketing and finding new clients., This coste
money thast the ccoperative does not have, Yet unlese it expands,
the cooperative canrnot become cself-financing or pay reguier
Wages,

Even sc., the eembers are comrmitted to working 1n this way., The
cooperative gives them wide experience of &#ll aspects of the
work, both technical and commerciai, which are cften denied to
women, 1n addition to the benefits of working in & nor-
competitive and flexible organisation,

ro
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COOPERATIVE AMAL - crafts and educational aids - Brussels,
Belgium

Cooperative Amal, made up of mostly Moroccan but also Turkish and
Italian women, was set up in November 1984 as the result of a
study carried out by three Asbls (non profit-making
organisations) working in the immigrant communities of Brussels.

The cooperative produces pottery and educational aids for
teaching immigrant children. It sublets premises from Dar El
Amal, an Asbl involved in the study, which organises courses for
women and girls in domestic science and other skills including
knitting, weaving, first aid and Dutch and French language.

The study looked into 'the 1integration of the immigrant
population in the host country." It argued that for women from
Mediterranean cultures a cooperative-style structure was the most
appropriate form of employment, since they were used to carrying
out tasks communally. The Asbls contacted women in the area of
Molenbeek, where immigrants make up 602 of the population, and
the cooperative was set up in November 1984, A marketing study,
which focused on the Dutch-speaking part of the country, found
that there were possible markets for pottery and educational
games aimed at immigrent children. The study took into account
the fact that the cooperative could rent space at Dar El1 Amal,
which has a basement with a pottery workshop and space for the
production of games. Loans were obtained from individuals and a
cooperative bank to buy a minimum of basic equipment: a wheel, a
table and shelving, moulds for mass production of pottery, etc.
The Asbl's workshop was already equipped with an oven. At the
same time, the administrators made an application for a start-up
grant from the women's bureau of the Commission (some BF
300,000). The first part of this funding, for 1985, has been used
to employ a qualified domestic science teacher, who has five
years' experience in 1literacy teaching in the immigrant
community, as coordinator for three days a week. She is
responsible for the day-to-day running of the cooperative. It
would not have been possible to employ anyone without the grant
from the women's bureau. The condition for membership of the
cooperative is to be unemployed without right to
unemployment benefit.
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Marketing strategy

The pottery market is very competitive and publicity is needed to
be able to sell individually designed items. The cooperative
therefore decided to undertake mass production and is working on
the basis of a couple of big orders for about 300 pieces each
(mainly candle holders and plates). Since there were no existing
clients and the cooperative does not have any organized sales
outlets, it holds exhibitions of its wares on the premises.
Educational aids for immigrants is something new in Belgium. Up
to now there has not been any production of teaching materials
specially designed for literacy programmes aimed at women or the
teaching of the language of the host country in nursery and
primary schools. The Asbls which helped set up the cooperative
have undertaken to act as intermediaries between schools which
might be interested in using these products and the cooperative.
.~ They tell the cooperative about the schools' needs and pass on
orders. The materials used are simple and inexpensive - paper and
cardboard - and are made up into collages and demonstration
boards. - S

This first year was a "trial run" for the educational aids and it
- has proved there is a potential market for these products. The

". cooperative is hoping to increase production and so lower costs

and prices.

- Organisation of work

The women work on a voluntary basis for two hours a week each in
small groups of three to six people. The number of groups varies
according to the amount of work. At the peak of activity last
May, there were three groups producing pottery and two
. producing educational aids. Now, with work starting up again
after the summer, there is only one group for each activity, with
the expectation that there will be two for each by winter.
Membership of the groups also varies and a total of 20-25 women
have participated over the past year.

LR

Costs

Sales of the pottery are expected to cover production costs,
estimated at BF 500,000 since starting up. At the time of
writing, the cooperative had not yet completed a full year of
activity but turnover is estimated at BF 50,000 a month to give a

total of BF 600,000 for 1985. The cooperative has equipment worth
some BF 800,000.
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Decision making

An administrative council comprising three founding members meets
three times a year. In practice, the management and
administration is carried out by the part-time workers, assisted
by the three administrators and three voluntary workers
representing the work groups. Meetings are held whenever
necessary and all the volunteers participate if they are free to
come.

Future prospects

The sales of pottery are the main source of income at present
while the educational aids are being developed. The educational
aids are thought to be the best long~term prospect for improving
the skills of the members and creating paid employment. The
cooperative hopes to have 1its bookkeeping carried out by an
outside agency to free time for training and income-generating
activities.
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PRIMULA - SERVICES COOPERATIVE - MILAN, ITALY

Primula was founded in April 1985 by nine women, some of whom
were members of Coop di Utenza, a service cooperative within a
housing development, which aims to provide services for working
women and employ women unable or unwilling to work outside the
area, The aim of Primula is to provide back-up services such as
child-minding, assistance for isolated people such as the el-
derly, laundry, etc. on a commercial basis. It has no emplovees
yet and the registered capital is Lit 450,000.

Setting up and finance

The idea for the cooperative arose after a year of discussions
among a group within the Coop di Utenza. The women decided to
try and identify sectors where needs existed and see if there was
a market. The provisional project was to supply an emergency
stand-in service of the type not available through more conven-
tional channels which could range from assistance to families
where the mother was in hospital, help to drug addicts where
there was no one who could help cope, to child-minding or
ironing. This could be backed up by a service to help people
find more permanent solutions where necessary, putting them in
touch with the local authorities, specialist organizations, etc.

A proposal along these lines was submitted to the European
Commission's Women's Bureau for a grant, which was approved.
Most of the money has been earmarked for a feasibility study
which is under way. The rest has gone towards rent of a small
room which is only just big enough for meeting and has no tele-
phone. At present the women are using the address and telephone
of Coop di Utenza. They have applied for a telephone from the
local company which has promised them an easy number for people
to remember.

The other main expense has been the legal documents and fees for
setting up the cooperative. The regional Lega helped the women
with the constitution of the cooperative, found them a lawyer and
recommended a firm to carry out the feasibility study. The women
said the Lega regional committee was helpful "but they're not
used to working with non-professionals like us." It would not
have been possible to start up without the grant from the Women's
Bureau and the women feel the project will not be able to go
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ahead without further funding. Members' contributions made up
the initial registered capital.

Market

A feasibility and marketing study is under way. The women have

produced some posters and leaflets and are planning to advertise
in free sheets. At present they reach clients by word-of-mouth.

Wages and costs

The grant did not cover all the start-up costs and no other form

of external assistance was received. '"Since some of us have
already been in cooperatives we're used to putting in our own
money." The women have tried to start work on a small scale,

charging Lit 7,000 per hour for child-minding and Lit 5,000 per
hour for ironing. No wages are paid at the moment and any income
is reinvested back into the cooperative. Payment 1is in cash on
the spot. The women obviously hope the cooperative will become
viable.

Membership

The ages of the members range between 30 and 45. Three work in
the home. They are also members of the housing cooperative for
" whom Primula represents their first "job". The others have
office jobs but want to work for the cooperative if it gets off
the ground. Six are married and some have children but they are
past the toddler stage and child care is not a problem.

Management and decision-making - : ST

An Administrative Council meets once every two weeks, the ad-
ministrators being the three members of the housing cooperative
who have more free time to devote to the running of Primula. The
General Assembly meets every month.
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Working arrangements

All the women work on a voluntary basis, putting in about 15-20
hours a week. Those who have jobs outside clearly cannot put in
as much time as the others. At this stage, no clear working
arrangements have emerged but a number of women have previous
experience in cooperatives.

Training

None of the women have previous experience of this work although
one 1s a qualified social worker. They hope to enrol for
regional training programmes and perhaps do courses with the
Lega.

Future strategy

Much depends or the results of the feasibility study and on
whether Primula will convince the local authorities to offer them
work, If the women get the go-ahead, it will be necessary to
acquire a computer or have access to a data bank in order to
store the information for their referral service.
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WONEN'S AGRITOQURISN COOPERATIVE OF PETRA - LESBOS, GREECE

As on other Greek islands, eany families on Lesbos rent out
rooas to tourists. The cooperative was founded in 1983 by 24
wosen to provide an overall structure and coordinate the
provision of bed and board by seabers in their own hoses. The
cooperative started trading in the suaser of 1984. There are now
50 weeabers, four of whoa are employed in the running of the
cooperative, five non-aseaber esployees (male) and a woean eanager
appointed by the Greek Tourist Qffice.

HISTORICAL BACKGRGUND

The 1dea of foreing this type of cooperative - which is becoeing
increasingly coaeon in parts of the Mediterranean - came froa the
6reek Council for the Equality of the Sexes, which prosoted the
idea aesong sose of the women on the island. The Council proposed
a woeen's touriss cooperative because sany of the woeen were
already invelved in this sort of work. It would also help bring
sore tourists to FPetra, so financially benefiting the whole
village, and provide an alternative to mass tourise which treats
tourists as “"herds®" or just a source of waoney. Agri-tourisam
encourages tourists to participate in local life and learn about
local traditions. It was also the Council which told the wosen of
the possibility of obtaining financial assistance fros the
Coamission’'s woaen's Bureau and a written proposal was put in.

SETTING UP AND FINANCE

A nusber of woeen had already rented out rooes in their houses,
others had worked in the fasily business or on fares. None had
experience of running a cooperative. In addition to the Council
for Equality, they received advice and help fros a nuaber of
sources - ELKEPA (Greek Centre for the Prosotion of Production),
the National Bank, the Ministry of Agriculture, the Bank of
Macedonia and Thrace and the local authorities. Each aeeber
contributed Dr 500 to forme the cooperative and they obtained bank
loans that were shared out asong all the seasbers (Dr 20,000 each)
to buy furniture and fittings for the rooss and equ:pnent for the
cooperative's restaurant, : .
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The cooperative is registered with the 6reek Tourist Office and
the office appoints and pays the salary of the sanager of the
cooperative restaurant. The restaurant is in rented presises.

NARKET

No sarketing or feasibility study was carried out but several of
the women had already been taking in paying guests, and tourisa
on the island is on the increase. In addition, the initiative was
supported by the 6reek Tourist Office and the cooperative's
publicity wmaterial 1is distributed through travel agents. The
cooperative did ‘not face any probleas in attracting business.
People are attracted by "the good ateosphere and high standard of
service.”

COSTS, HAGES AND PRICES

Costs were covered at an early stage. The first year 's trading
produced a surplus which was reinvested in the cooperative to buy
sore equipaent. The second suamer (1985) brought a substantial
surplus, this tiese distributed asong seabers according to the
nueber of rooms each one rents. When a room is rented, a certain
proportion goes to the coaoperative to cover running costs. Prices
are fixed by the breek Tourist Cffice. Monthly costs stand at
sose Dr 700,000 for nine wages. rent and other overheads (the
manager 's wages being paid by the Tourist office). Financially,
the cooperative is a great success.

COQPERATIVE STRUCTURE AND ORGANISATION OF WORK

The cooperative has a general asseably and a sanagesent coasaittee
aade up of seasbers and the restaurant sanager. The cossittee is
the wsain decision-making body but the restaurant eanager is
responsible for the day-to-day running of the cooperative. There
are also nine paid eaployees, four woaen aeabers and five male
non-seabers, who do the adainistration and run the restaurant.
The other asembers each contribute about one day's voluntary work
a waonth in the restaurant. Pesides this, there are no formal
working arrangesents as such; each seaber is responsible for her
own rooas and the cooperative has overall responsibility for
ensuring a high standard of service i1s saintained. They also have
to coesply with the standards laid down by the Tourist Office and
the cooperative is also subject to supervision by the
Agricultural Bank, as are all cooperatives in the agricultural
sector.
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TRAINING

Some of the women already had experience in renting rooes to
tourists and tourisa is a familiar phencmenua on the 1island.
Sose of the aoney froa the wosen's bureau was spent on 300 hours
of subsidised training; seminars on cooperative structure and
sanageesent and the history of the island. The woaen have not done
any ¢further training although the Council for Equality believes
that now would be a better time to run seainars on cooperative
eanageaent since the women have gained soee practical experience
and would know what questions to ask. It is worth stressing that
five of the nine esployees are maale ®professionals® hired froe
outside the cooperative to do certain jobs.

FUTURE PLANS

The cooperative would li1ke to build sore rooas and preamises for
the restaurant (the present presises are rented). Another idea is
to convert for tourise scae of the old traditional houses but a
loan would have to be taken out to carry out this scheae.

CONCLUSIONS

The present Greek governsent supports the cooperative aovesment
and there 1s a policy to encourage women in agricultural areas to
break inte the asale-dominated world of cooperatives. This,
cosbined with the active role played by the Council of Equality
in setting up the cocperative, eaeant that the woesen received a
great deal of concrete support. All the wosen were questioned on
their feelings about the cooperative and they were generally
pleased with the results, especially froa the financial point of
view. But views on the role of the cooperative differed. Those
sore closely involved with the running of the cooperative as a
whole tend to see it as a political and social achievesent and
state willingness to sake sacrifices to keep it going. Others see
it as a chance to earn soney and acquire skills but are more
diffident about working collectively. There has been sistrust and
"power trips®, but grievances are not always expressed: in some
ways the cooperative is perceived as another “authority",
especially since it has been prosoted by outside bodies. The
experience is generally regarded as a success, however. The
Council +for Equality is planning to set up an association of
wosen's cooperatives,
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KVINDEMUSEET, ARHUS - DENMARK

A woaen s wsuseus set up by a collective in 1982. Three vyears
later it is employing 42 women backed up by an equal nuaber of
volunteers. The auseus ts a private non-profit making
organisation and the women are employed through a variety of
public subsidised job creation scheaes.

HISTORICAL BACKGROUND

The collective was set up "to produce and transsit woamen s
culture® through a centre on wosen’'s history, files, exhibitions,
a library and publications. The women felt that such a suseur was
necessary to research into wosen's history, "the spoken word
rather than the written word has handed down the knowledge and
traditicn of wosen.® The group set out to record the lives of
woeen, collecting objects that reconstructed their history -
tools and utensils, d:iaries, photographs, etc.

Although the women never expected the museus to become self-
financing. one of their sajor aiss froe the beginning was to
create jobs for women. Contributions were sace by the mesbers cof
the collective, who now total 25¢, and the local council otfered
the building “for a syebolic rent". Money was alsc rece:ved from
the Ministry of Labour. Members of the association continue to
sake reguiar contributions.

A gtant was also received froa the Coemission wosen's bureau but
by then the project was already under way. Even without the grant
the wosen said the project could have started but the group said
that it was a useful contribution to their work.

The women received no outside support to start their project.
They pointed out that it was very hard to have access to private
funds as the suseus “is a bit too radical in structure to please
the sainly sale boards of private {funding bodies.” They said
that by getting EEC soney fros the woeen’'s bureau "it was auch
easier" to tap national sources for grants, both public and
private.
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ORGANISATION OF NORK

The collective organises its work under two main sections. The
suseus, run by volunteers and largely +{financed by aseabers’
contributions, and job creation schemes setting up, for exasple,
exhibitions, which are totally publicly financed.

Dne of the job creation scheses that the susuea is involved 1in
concerns young people under 25 years old. Sixteen young wosen
were taken on under the schese. Six were single sothers. All the
women had little forsal education or work experience. Two wmain
themes were chosen for the youth work projects: woamaen in domestic
help and single weothers. The women traced history through
interviews and collections of photographs, objects and docuaents
recording the life of such wosen froe a predoesinantly rural and
agricultural society to present day society. By the end of 1984,
when the first job creation schemes case to an end, the auseunm
put together "a live exhibition" on women's lives in the 1930s
centered on housework, childbirth and bringing up children. The
exhibition is now being showed in other asuseums across the
country.

During the scheae, the young women were taught interviewing
techniques, archiving, darkrooe techriques and operation of
audio-visuai equipment. Sose of the wosen also learnt
administration, bookkeeping and basic budget control. Technical
skills were also gained in setting up the exhibhition. Throughout
the training. the woeen were given soral support and help with
confidence building.

The wages of the 14 young women were jointly financed fros the
State Departaeent of Eaploysent and Aarhus aunicipal council. The
council also paid the wages of the teaching staff. The eaterials
used were paid through donations from private funds and public
funds such as the grant froe the women's bureau.

The other paid workers at the suseus are financed by the
sunicipal council. They are all woaen who had been unesploved for
over two and a half years and are entitled under Danish law to be
esployed on publicly subsidised contracts for a amaxisua seven
sonths. All the wosen eaployed under this scheae chose to work at
the wsuseus because they were interested in its activities and
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some had worked there previously as volunteers. The age group of
these woasen is 18 to 55 and they come from different educatiornal
backgrounds - some having university degrees, others being
unskilled.

All the wages are fixed according to the agreed trade union rates
and the woasen have to become mesbers of the association. There
are set working hours, each working an eight hour day and there
are no flexible working arrangesents. Soee atteapt is esade to
rotate "the uninteresting but necessary jobs" although this has
created probless because of lack of continuity. Sose of the
woaen on the youth Job creation scheme considered their work at
the susuee as just another job and were not interesting in the
running of the organisation.

Although weany of the woeeo have childrer the auseus does not
provide any child care faciiities. All the women working there
were reqistered as unesployed and none of the young women had
previously worked for longer than six sonths.

The auseut 1tself is financed totally froan seaber ‘s
contributions. The subscriptione do not however cover &ll the
costs and the woeen said they were often held back bezause of
insufficiert funds to buy the technical equipment needed to start
new projects and exhkibitions.,

Evening classes on all aspects of women s lives are alsc held at
the suseus. Two videos and eight slide shows have been produced
for the classes which are accoapanied by lectures, plays and
exhibitions, Tape and photograph archives are slowly being
built wup as weil as "“regular euseue objects" to expand the
collection.

DECISION RAKING

Policy matking meetings are held monthly and are open to all the
members. These aeetings are held in the evening to allow all
wosen interested in the suseum to attend. Day-to-day decisiens
are taken in weekly seetings of all the woeen working at the
auseue held during working hours. At these eseetings the tasks are
shared out. In addition, for each project, be it an exhibition,
a course cr the cellecting of materials, an independent group is
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set up to plan the work. These groups are sade up of both paid
workers and volunteers. The volunteers work "froe one hour a week
to seven hours a day.*

FUTURE PLANS

It was never imagined that the seuseum would become self-
financing. The group is trying to get public recognition for the
suseum putting it on equal footing with other cultural and
historical suseuss in Deneark. This recognition would guarantee
the suseus annual subsidies from the Ministry of Culture.

By
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HALCYON CRAFTS - DYFED, WALES

The cooperative was set up by ten wosen in June 1984 to asarket
local crafts. Most of the women were already producing crafts in
the area. The cooperative started trading in October 1984.

BACKGROUND AND ORGANISATION OF THE WORK

The coope}ative was set up to try and find outlets for “"high
quality original craft products.” The ten wosen were all involved
in the sector and felt the need to try and sarket their goods
collectiveiy. The 1idea was to sell the products through sail
order and at different craft shows. They said that the marketing
cooperative was aimed at helping wosen working in "this isolated
rural area". They felt the cooperative could also help promote
and msaintain individual craft skills.

The cooperative was helped with a grant from the Cosrission’s
woasen's bureau. Although the project was already under way when
the cooperative applied for the grant, the wosmen said that
starting up would have been "a lot slower” without the EEC money.
A written proposal outlining the difficulties of earketing and
lack of eaployment possibilities for women 1in the area weas
subsitted to the woamer's bureau. The grant did not cover all
setting up expenses. Although the woaen said the grant was very
useful they said probleas were caused by the condition that “the
full grant be spent before it is received”.

None of the womsen are esployed by the cooperative. They all work
there on a self-eaployed basis.

The cooperative received outside support from the Industrial
Coason Ownership Moveaent. The woaen said that the major problenms
faced by the group before starting up was finding preeises, which
the cooperative still does not have, and & lack of inforeation on
aarketing.

The woamen felt that they could attract clients through the
originality of their products. However, getting off the ground
has been slow and the cooperative is unable to pay wages for the
running of the business. All the women are paid, however, once
their products are sold. The cooperative keeps 10% of the craft
persons price to cover its costs.
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The cooperative does not ais to train women in new skills and all
the woaen there are experienced in craft work.

DECISION MAKING

All the woesen are actively involved in the cooperative. Day-to-
day decisions are taken at requliar seetings which all the woaen
are entitled to attend. Decisions are taken by consensus of those
present. The sajority of the wosen are between 30 to 43 years old
and six of thea have children,

The women said that working in the cooperative takes up smore time
and energy. They easphasised that they would like to see wmore
funds and training being set aside for business eanageament and
sarket research.

FUTURE PLARS

The wosen said they would be greatly helped if they had an office
in a central area. The cooperative is still finding it hard teo
sake a break through. The wosen decided to jointly market their
products as they live in an isolated rural area with few outlets.
But as the cooperative is alsc operating in this environaent the
wosen have faund it difficult to reach new sarkets for their
craft work and one of the skills the women said they needed to
isprove was marketing techniques to enable thee to expand.
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