
MEMBERSHIP RELATIONS 

OF 

COOPERATIVE. 

ASSOCIATIONS· 

By 
J·W. JONES. 



Farm' Credit .Administration 
. w~ I.MTEJl.8, GowrM, 

, . 
. Cooper~tive Division .' 
S. D, SAiiIDER8, CommissiDnn-

': ,:. ':.-', 'j 

Re8ea~ch, Service,' and Educatio~al St~ff of the Cooperal ive Diviiion 
'. , H. M, ~AfR,A.fIina"l CommusioM in en.r,t 

W. W. FETROW, Chirj Rnt.rclt E&01I0",;/1 
P .. ', "",>-. ,,-: " - , ,,"" ,'< .. 

Cotton :-
,r'.': ' '., '," \, ! '." .. 

0; W. Herrmann 
.'. Oti. T; Weaver '" 

'" , ... John S. ~urges., Jr. ',' . 
".- :,' -, 

Iiinory ontl SlOlishcl 
R.H, EI.worth 
french M. HYTe . 

. ltu"ranCl . 
. . \ l".'1 ~ 

Dairy inlll Poultry,' '. . " . 
V. N, Valgren " . 

. F. C. Murphey'" 
, Gordon A. Bubolz T.C. Stitt.,': .' .. " ..... 

. D; D. Brubaker .:: 
.. ·John J.Scanlan···· 

.• Gordon Laughlin ? .. 
W. C. Welden ., 

. Limnoclt ana Fr 001 .' 
C. G. Randell' 

. L. B. Mann 
H. H. Hulbert 

, .,: .~'" Jame •. M. Coon " .' " ;,- , . 

Fn<;11 anil Fegelahle~. ' .. ' . 
. K.~. Gardner·'·· .. .. " 

,',," .' M.C.Gay' 
H .. C; Hensley" " 
N. Fogelberg"- ': 
H. W. Mumford.1r. .", . 
GeorgeT •. Hudson:, .... 

'.~ .. ' .... .-
G -". ~-":;. ," ,'--~'!':< / .:"',':.':: ~J' '" 
, raIn. ~ -. . ._, ',' . '" 
. ,; Harold Hedges 

, Harry E. Ratcliffe ' ; . 

. Mtrnbtrship' " . 
.... " Jamet Wi 10net 

Purc/ltuin, AJlocifJIlofJI 
.' . JOIeph G; Knapp' 

.. : John H. U.ter 
Gerald M. Francia 

.' Tobacco' 
William Collinl 

Traffic '.' . 
Charl.s B. Bowling' 

. . ", "f,'''' ,," \' , ._ ,,' . .:.-.,' "~' '--_' ~ -f; 

: ' TheR~~~arcli" .. Service;, and· Edu;;"tional Staff (o~ducU reteardl 
i'tudie~and aervice,activitieBrelating' to 'problem. of· management, 
~rganiution,:policie., 'irierchandiling,uleB,COItll. eotnpetition,; and 
membership,; arishig.in connection· .with " the cooperative marketioll 
tlf agricultural prOducts and the cooper1ltive purchaee of farm .upplie' 
and services, publisheS theretulta of IUch studieo; confers and .dv;" 
with official •. of. fariners,'. 'coopera tive . association.; and cooperates .... itb 
educational agencieS, cooperative usociat.iont andotben in tbe dissemi
nation .. of information ielatingto coo~atiVe principle. and practKeo: 
, . , '!..' A-" f ' " , • 

: - ,,: I,:, . -, '. ',' .. - '",; " -: ' , .- J'" -, - . ~ .. ' '.. '. "'. 
'Copies of thili publication may.be! obtaIned "poll requelt from .th~ 

• - , '-,. , 'f ' '~ .' 

" . Director of Information,. 
Farm 'C~dit.Adminiatration, . 
,> Walbington,:D. C. 



Membership Relations of 
Cooperative Associations 

Some Methods and Costs 

of Membership Contacts 

b'l J. W. Jones 
Principal Agricultural Economist 

FARM CREDIT ADMINISTRATION . 
Cooperative Division 

WASHINGTON, D. C. 

BULLETIN No.'9 OCTOBER 1936 



. Contents"' 
Introduction ........... . 
Indieations of success 8Jllong cooperatives 

Skill in merchOJldising not sufficient. 
Loyalty based on understanding 

.. 

Distinctions between marketing and purchasing associa-
tions ............... . 

Influence of structure on contact with members . . 
Some probleni'!l of federations . . . . . . . . 
Some disadVantages of centralized associations. 
Advantages of each type of organization. . 
Tendency of practices to break down types 

Attitudes of managers OJId directors. 
The manager's self-analysis. . . . . . 

. Leading questions for dh-.r.tol"$. . . . . 
Influence of directors on memhership relation. 

Who may be direotors. . . 
Length of service. . . . . 
Keeping directors informed 
Compensation for directors 
1<;mployment of directors in other capacities . 

The member's po,ition in hi, cooperatin association. 
Buses of membprs' intt'rf"sf.. . 
Membership agreements. . . . . . . 
Control by members through voting , 

Voting in a centralized orgRDization 
Voting in a federation. . . . 

Means of membership contact. . . . 
Means of contact in a federation. 
Intermediate organi.ntions. . . . • 

Centralized units of federations. . 
Contactwitb members through supplemental services. 

Planning for members' participation. . . . . . . . . . 
Employment of Special personnel to perform membership 

work ..... ~ ...... . 
Preparation of educational materin!. 
Locn! meetings. . . . . . . 
Annual meetings OJId reports. . . . 

m 

Page 

1 
4 
5 
5 

6 
8 
9 

10 
11 
11 
12 
12 
15 
18 
19 
20 
21 
25 
27 
30 
30 
37 
42 
44 
48 
50 
51 
54 
55 
55 
57 

59 
63 
65 
69 



IV CONTENTS 

Means of membership contact--Continued. 
Fieldmen's opinions on infonnation . 
Training local leaders • • • . . . • 
Women's BSBistance to cooperatives . 
"Locals" of centralized associations . 

Supervision necessary. • • . . 
Provisions for financing locals . 
Employed or voluntary local leadership . 
Con tact between locals and cen tral . . • 

Expense of membership service. • . . . • • . . 
House organs and other means of publishing new! . 

Relations between the association and thepre88 • 
Editing the house organ 
Cost of publication . 
Mailing list . . . . . 
Utilization ofspace. . 
Quality of material relating to association affairs . 

Summary 
Appendix ..........•........• 

h .. 

71 
74 
78 
80 
82 
82 
83 
Stl 
87 
112 
113 
94 
115 
911 
118 

103 
1M 
1011 



Membership Relations of 
Cooperative Associations 

Some Methods and Costs 

0/ Membership Contacts 

Introduction 

A coop&rative lliJ8ociation may h",ve a good balance 8heet 
and a gooa record of pe"formance in its field of activity but, 
until its memb&r8 feel a 8..",e of re.'l'ponBiOility for and 
ownership of the aS80ciation, it will have a foundation 
unlikelll to withstand a period of adversity. Without such 
a feeling of O11Jners1lip and responsibility on the par& of its 
memb&rs, some of them 0.'1''' likely to look upon the ooopera
five as just another Ouller of fm'm Pl'Od'Wt8 01' vendor of 
supplies and services. 

A COOPERATIVE cannot be said to have truly suoceeded 
when it has merely obtained a volume of business sufficient 

to make a creditable showing, unless its members have developed 
a feeling of responsibility and ownership. A number of coopera
tive associations have, in the Pllst, obtained adequate volume and 
a creditable membership list but have suffered from r\lpid turnover 
in membership and later have had unhealthy internal conditions 
de,'.lop, which seriously embarrllssed' 01' crippled the effectivenes" 
of the organization. Several large associations have spent great 

, sums of money, sometimes as much as their total marketing expense,' 
in "field sel'vice work", in forcing deliveries on members' contracts 
01' importuning producers to deliver or purchase from the coopera
tive-without building 8 pei'mllllent membership or a group solidar-

\ 

IAlIIericaD Institute of Coopt'rfltton. AMKRIC',uf COO ....... TlON. 19l1ll. p. 282. 
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ity such as Me essential for successful cooperative endeavor.' Only 
a 'few associations seem to have developed .ucceHSfully a techni(llIe 
of promoting united group action and means and methods of m~II1' 
bership contact such as are necessary to healthy growth alld 
permanent success. 

Administration of a. cooperative association may roughly be di. 
vided into two parts or functions: First, business administ ration, 
which includes financing, proceesing, and merchsndising the com· 
modities handled, and the supervision of credit and collections: awl 
second, membership administration, which includes the maintenance 
of agreeable human relationships. Success in either of thelle funr
tions may be achieved with comparative failure in the other funrtion 
and consequent disaster to the coopera.tive association. No amount of 
organization, membership contsct and education is a. "ubstitute fot 
sound business administration j nor is sound business and finanl'ial 
administration sufficient to make a. healthy cooperative B""ociation. 

Members, of course, are interested in the financial returns that 
result from patronizing a cooperative association, but until the 
members feel that the organization is their own and take a pride in 
its achievements Bnd further extension there will be a dangp,roul 
weakness in its foundation. So long as a cooperative is financi811y 
successful and returning more money to the members than its com
petitors are to nonmembers, the management may be indifferent to 
its membership responsibility. When diffirulties arise, however, 
members may withdraw their support unless their conception of their 
place in the organization has been developed to such an extent that 
they are willing to assume their share of responsibility, stand by the 
association and bring about the changeS that are necessary. 

There really are two stages in the organization of a cooperative 
association. The first stage is, of course, devoted to enlisting • 
membership which represents volume adequate to support the 8ll8O' 

ciation. This is relatively easy to accomplish j there has been no 
dearth of farmer organizations .. Many members join during this 
stage, and some of them with the idea of "trying the a""od.tion" 
for awhile to see how they like it. Some cooperatives never get 
beyond this stage of development. They set up a mere shell of an 
organization and begin operation without adequate membership and 
patronage, starting off with a weakness that can never be overcome. 
Such organizations have usually languished for a period and have 
eventually been forced into liquidation. These ill-advised begin
nings have, in some cases, been a reflection on cooperation in general, 
particularly in areas where there were no successful examples of 
farmers' cooperatives. 

:JWhere Dot otberwlee not-Pd. ktatement. aft baM!d on data eoJlP.Ctfid bJ' tbe Coop!'I'&fl .. e 
Dlvl.loD of flIP. Farm r.rPdIt Admlnl.tratlnn. 
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Successful cooperation, however, seems to depend on a second 
stab'" of organization-that of mobilizing the membership for par
ticipation in the a1I'airs of the association and for mutual contact 
between the individual member and the management. This second 
stage has frequently pro,·ed mOre difficult than the first, perhaps 
partly because it was assumed that the first stage was all that 
was necessary. Leaders conoemed with any kind of group action, 
from the simplest. luncheon club.in a small town to associations 
,·omposed of individuals scattered over several States, have found 
that it is exceedingly difficult-if not impossible-tomaintain the 
int<>I'est of memben< without a program that gives a uumber of 
them something to do from time to time. From the standpoint of 
membership relations, this second stage of organization is a critical 
one. In fact, it may be continuous or recurrent so thllt its implica
tions cannot with safety be ignored during the life of the association. 

The tendency of individuals to follow some sort of leadership is a 
fortunate one for cooperative associations. This tendency empha
sizes the importance of constructive and well-informed leadership 
because bad leadersbip may be equally eftective in the wrong direc
tion. A study of social, political, and economic orgauization activ
ity reveals the ease with which public opinion can be molded and 
society organized into groups where individuals act and react very 
nllu·h alike. Our everyday life is filled with examples of the way 
in which individuals, groups of individuals, or institutions may be 
"built up" in the public mind by disse.miuation of information; that 
is, by propaganda. 

The word "propaganda" hRS acquired an obuoxious connotation in 
America during tbe last few years, and has, in the ininds of many, 
come to mean "insincere handling of the truth." Information, how
ever, must be disseminated in some way in order to reach the rank 
and file of society; and ev .. ry economic institution is faced by the 
knowledge that its snccessful competitors are busy presenting their 
own side of the situation. No matter how well information may be 
spread abroad, however, most individuals tend to follow the example 
of other individuals in wholll they have confidence. Successful politi
cal, social, or economic organization depends largely on enlisting 
and developing th .. support of individuals who are adapted to be 
leaders of other individuals and who are willing to devote time and 
attention to seeing tim! their potential followers actually follow. 

With this and other related problems in view, the management of 
a progressive cooperative is ever on the alert for workable means 
of contact with members, economical yet eftective educational 
methods and ways to make every dollar of the field service budget 
do the work of two. In the study of such problems the experiences 
of otiler associations in similar situations have been found helpful. 
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This study of membership relat.ions of coop<'rative lU!8OCiationa WIUI 

undertaken with the idea of developing information that might be 
helpful to cooperatives in connection with theBe problems that are 
of fundamental importance to their success. 

Data relating to means, methods, and costs of membership contart 
and educational work were compiled by selecting and visiting 110 
relatively large cooperative association8 in different parts of the 
United States. The organizations visited mpre.!lllnt the principal 
types of organization set-up and association8 handling the principal 
farm commodities. An attempt was made, however, to I16lect, for 
the most part, association8 that had been in existence for some Yl'ar8 
and that had acquired a background of experience which would be 
helpful to other associations. Three of the organizations includoo 
in this survey were purchasing association8, two others were IIBrvice 
organization8, and all others were marketing associations. 

A questionnaire in four parls---{)r so much of it R8 applied to a 
partiCUlar association-wR8 used in collecting the data on which thia 
bulletin is based. In a desire to "pool" the experience of the vari
ous cooperative asSociations, the identity of the organization used for 
illustrating any particular point or method is seldom mentioned. A 
number of the observations presented here did not come directly 
from this study but have been developed a8 a result of previous work 
on membership problems of cooperative associations in the United 
States. 

Indications of SucceSs Among Cooperatives 
DOUBTLESS many indices of success for cooperative R880Cia-

tions could be worked out. Authorities would di88gree on 
the emphasis that might properly be placed on individual factors. 
There can be little dispute, however, that sound financial set-up and 
financial operating policies, skill in merchandising, and 88tisiactory 
membership relations are three of the foundation stones on which a 
long-time cooperative program must rest. 

A cooperative must have a 88tisfactory financial balance sheet and 
capital structure adequate for the function8 it i8 set up to perform. 
This alone, however, does not insure success in a cooperative "Boeia
tion. A satisfactory balance sheet may be obtained at the expense 
of or by the sacrifice of the member. Anyone familiar with the 
history of cooperative associations for a decade or more can easily 
recall examples of associations that got into difficulties, or even 
ceased to function within 1 or 2 years after their respective balance 
sheets had shown adequate reserves and a generally strong financial 
position. 
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Skill in Merchandising Not Sufficient 

Skill in merchandising alone is not sufficient to insure success for 
a marketing or a purchasing association. Some associations have 
exercised such skill in merchandising that their very success has 
provoked difficulties within the industry which were beyond the 
cooperative's ability to ~olve. Others are now laboring under condi
tions that have been aggravated by their own developments in mar
keting methods which encouraged equally efficient competition. 

While sound financial structure and skill in merchandising Bre 
essential, they CalIDot make a successful cooperative association unless 
there is understanding and loyal support on the part of the members. 
In fact, the whole future of cooperative associations rests funda
mentally on a supporting membership. Probably al1 students of co
operation can recal1 instances of associations that aroused in their 
members an almost fanatical loyalty to the principles for which the 
organization stood. This loyalty was often mlswerving, even when 
the financial policies and practices were unsound and when there was 
notable lack of skill in merchandising. There are a few examples 
of cooperatives whose members "took punishment" from their own 
Ilssociation, in the form of low returns or heavy assessments, because 
the members believed in the principles for which the association was 
fighting &1ld were willing to make sacrifices to attain its objectives. 
Sometimes the members of such cooperatives later discovered that the 
objectives were unsound economically and, therefore, impossible of 
realization. 

Loyalty Based on Understanding 

Cooperatives are not real1y benefited by a blind or almost f&1latical 
loyalty to the association, because members having such loyalty are 
not inclined to be analytical or to demand the economy &1ld skill in 
administration that is essential to success. Loyalty hased on under
standing of the policies and problems &1ld a feeling of ownership, 
resulting from participation in the affairs of the association, assist it 
in meeting its problems or facing any crisis that may later develop. 

Members who feel no sense of responsibility for their orglLllization 
Illay patronize it in fair weather but desert it at the first signs of 
storm. When success seems doubtful, they withdraw just as quickly 
as they would leave a private enterprise to which they had looked for 
marketing or purchasing services. Because difficulties are inevitable 
in any business, membership relations that will stand the stress and 
strain of cil&1lging econoniic conditions and periods of adversity are 
essential to permanent success. InforulatiQn and participation are 
essential for building satisfactory relations. 
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There is little uniformity among cOOI,erativl'l! as to th., nwanM 
and methods used to maintain contact bet.ween the membership RIIlI 

manag~ment or in the ~xpenditures per memher for Buch purp,_a. 
Thus it would be difficult, within the limits of this Rtlllly, to rnPlumre 
the quality of the difficult program carried on by the association •• 
However, there are SOIl\(' indices which appear to IJIPDMUre the Te8ullR, 
though these must be u!«'d with caution and con"i,lerl'd along with 
the efficiency of busine."" administration. Among thelOt', turnover in 
membership, that is, the withdrawals and the new mpmhel'8 addPd, 
and the volume of business during a IS-year period, give some id"a 
of how well the memhers of an association 8IIpport it. 

These factors do not, however, indirate how w~ll prPpared the 
organization may be to withstand internal· di_nsion among the 
leaders, the attacks of opposition, and unfavorable economic c.ondi
tions that may arise with re..pect to the commodity handl"d by the 
association. To measure these latter aspects, at ten lion must be given 
to the content of the educational program; that is, whether it is 
giving sufficient information 80 that the memhsrs can judge of the 
efficiency of the organization irrespective of pr06t/! or returns and 
the extent to which local lesd~l'>Ihip and group solidarity are being 
developed. A study of the methods of contact and education should, 
at least, reveal whether the objective of the as..aciation in its lIeld or 
contact work is only to get new membel'8 and to hold or increase 
volume of business, or whether it is to develop local leadership and 
to create within the rank and file of its membel'8 a fe<>ling of owner
ship of the organization and responsibility for its 8IIccesf1-

From the information gathered in this survey, it Bppeal'8 that those 
associations who, by means of local organization, make provision for 
members' participation in the affairs of the association and direct and 
encourage sucb participation, have developed greater loyalty and 
greater understanding among their members. What seems to hs 
even more evident in such cases is the increased feeling of ownership 
of and responsibility for the success of the association. This has pro
moted participation in the selection of directors, attendance at the 
annual meetings and a common underst.anding of wbat the associ ..... 
tion is doing, the reasons for so doing, and the objectives yet to be 
realized. 

Distinctions between Marketing 
and Purchasing Associations 

There are a few fundamental differences between cooperative 
marketing associations and cooperative purcha~ing 8BI!OCiations whi"h 
it may be well to keep in mind in considering the problems of 
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membership relations in these two types of organization.' The 
question may be raised whether it is not such fundamental differenees 
that make members' cont.racts in purchasing associations relatively 
rare and the absene., of members' contracts in large marketing asso
eia.tions equally as rare. Many marketing associations do not buy 
outright the products handled for their members but receive, grade, 
and market such products and then return to the members the 
proceeds less actual expenses and deductions for necessary reserves. 
In order to have aut.hority incident to marketing the products of 
its members and making dednctions fot· expenses and capital pnr
poses, a contract defining the rights, duties, and responsibilities of 
the member and the association has been found' desirable. For 
.xample, marketing requires financing, and borrowing on the com
modity is often necessary. Where the commodity is not purchased, 
it is desirable that the member's contract specifically authorize su<"h 
borrowing. 

On the othet haud, pllrchasing associations, as a rille, owu or con
trol the commodities they haudle until they have been delivered 
to the members or other farmers: Therefore, the purchasing asso
ciations can pledge for collateral purp.oses without a contract and 
if they acquire the goods at a price which enables them to do busi
ness successfully, a contract with the member is of little importance. 
In other words, there seem to be very well defined reasons for the 
prevalence of inembership contracts in marketing associations rather 
than in purchasing associations. 

A marketing association also 'makes "forward" sales or pledges 
itself to supply a ma.rket outlet and might find itself embarrassed 
or even subject to penalty if a temporary disturbance should indue. 
the members to neglect t.o deliver to the association. On the other 
hand, the purchasing association, which finds itself "stuck" with 
certain goods, can quickly make .disposition of it without any inter
f.rence from the members. However, purchasing and service asso
ciations, as well alf marketing associations, find it necessary to main
tain contact with members snd develop a feeling of ownership and 
respon,ibility on their part, in order to prevent them from becom
ing indifferent and shifting their patronage to competitors for what 
may seem to be a temporary advantage .. 

I Fuller dOBcrlptton of the reBIJectiYe chnracteristlcs of mnrkpUug oDd pUrcbD,8lng 11980. 

elntloDs win bo found in the follo,,1ng bunetlns: Knapp. Joseph (~ .. nnd Lister, John H. 
t.'oOPliln.A.TlVlI PURCHABINQ 01' rAUl SUPPLIES. Farm Credit Admlnlstrotiou Bull. I, 92 PP .. 
Illua. lOSl'i. And Fetrow, W8l'll W., COOPlCllATlVII MARltlll'l'ISG OJ' AOBICta.TURAL pnODUL'TS. 
I~nrm Crerllt: Admlnl.trntlon B\lII. a, 106 PI) .. Ulus. 1936. 
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Influence of Structure 
on Contact with Members 

I T IS assullled that indivicluols B("quainted with ("ooperative 
marketing are familiar with the diiferenct'8 between the prin· 

cipal types of organizations. nriefly summarized, the characteristic'. 
of the two principal types are as fol\ow.: (1) The f .. deration i. 
composed of local corporate unite of which the individual producers 
are members. These maintain a degree of autonolllY, and perform 
certain functions that are U8l181\y specified in the agreem~lIt8 be. 
tween the members and the local association as wel\ a8 in the agnoe
mente between the local unit and the central "organization. (2) In 
the centralized type of cooperative, the produt"er hold. direct mem
bership in the central organization rather than in a local unit. 
The term "centralized cooperative", however, h88 been applied to 
those organizations covering a wide area 88 distinguished from a 
local organization such as a farmer's elevator or cooperative cream
ery, which draws its membership from a limited area. In J'l"('ent 
years the line of distinction between centralized and federated types 
has become somewhat blurred because of changes that have d .. velopecl 
in the administration and form of the 88sociations commonly 
designated as "federations." 

To the central organization of a federation, the local "unit delegates 
certain functions which are to be performed by the central for al\ 
the local unite. In some federations, the source of these delegated 
functions is a bit indefinite, and the units appear t., serve more or l_ 
as branch offices of the central organization. In these groups, the 
central usual\y came into exiRtence prior to the formation of local 
units or at about the same time as the formation of the8ll units, 
Therefore the units may have little real autonomy. 

Most of the federations included in this study, however, have dele
gated or permitted to the local units the responsibility for maintain
ing contact with producer members and keeping the membership in
formed of the progress and problems of the organization. This, 
of course, results in relatively smal\ expenditures by the central or
ganization for educational and membership-contact purposeB. 

Where the local units cover an area smal\ enough 80 that the mem
bers come in frequent contact with the office and officers of the local 
association, little expense is incurred by the local association in keep
ing its membership informpAJ as to what is going on in the local a8 

well as in the central as!!Ociation. In small local lU!I!OCiations the 
manager is personally acquainted with a large number, if not all, of 
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his members and if he is actin in getting business he also knows the 
potential members that might be enlisted and the best method of en
listing their snpport. 

The getting of new members and the eontact with the present mem
hership of small associations can nsnally be done by the local manager 
with the assistance of his local board of directors along with the rou
tine of management and without spending any great amonnt. of time 
or funds. The local association, being locally owned and eontrolled, 
usnally inspires a certain degree of commnnity spirit and commnnity 
pride and is more readilysnpported by individnals in th~ com
mmuty than an organization more remote from the life of the 
commnnity. 

Some Problems of Federations 

Where a local unit has existed prior to the formation of a central 
organization, BOmetimes there is a disposition on the part of the local 
nnit to take independence a little too seriously and to denlop a spirit 
that makes difficult the degree of cooperation between local and cen
tral management that is best for the welfare of individual producers. 
J..ocal managers are sometimes jealous of their prerogatives as man
agers and resent a comparison of their efficiency with that of other 
local managers. For example, several federations have attempted to 
int.roduce a uniform system of accounting among' the local associa
tions so that the cost of operating locals could be readily ascertained 
by members of all locals, and have found the introduction of snch 
unifornrity strenuously opposed by some local managers who feared 
that it might be followed by rating of local managers. Such a 
rating, of course, is desirable from the standpoint of the central as 
well as from the standpoint of individual members, but a local man
ager could not be expected to be enthusiastic about snch a rating, un
less he felt snre that he would make a favorable showing by compari
son. It is true also that certain intangible factors in management and 
conditions are difficult to rate with fairness. 

The natural desire of every individual to hold his job and be as 
free from criticism as possible also tends to encourage local managers 
to "pass the buck" to the management 9f the central organization or 
to oller the management of the central organization as an excuse for 
any dissatisfaction that may have arisen among his own members. 
For example, one of the standards by which an indiyidnal member 
measures the profitableness of membership in an organization is a 
L"Omparison of the returns obtained by marketing througb the organi
zation with the returns re<'eived by nonmembers. 

If the cost of operating the local association is out of line, the 
individual member may have been given insufficient information to 
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enable him to place definitely the responsibility for the cost of mar
keting or purchasing through the central and local. Thll8 he would 
be encouraged to blame unsatisfactory returns on the central when, 
as a matter of fact, such unsatisfactory returns have re8ult .. d from 
the high cost of operating the local association. Few local managel'll 
can be expected to acknowledge this situation Bnd still fewer can be 
expected to publish among the local membership the fact that unsa~ 
isfactory returns are due to high local expense. The nat ural tenden.., 
would be to keep silent when the loca! member attributes the 
unsatisfactory returns to the high cost or inefficiency of the central 
organization. 

The central is, therefore, just as vitally conc .. med in low operating 
cost of every member unit as it is in ita own cost of operation_ The 
membel'll of a local association should have the same interest .. the 
central organization in low operating costa, but sometimes it ia neces
sary for a central organization to supply the infomlation by which 
a local member may judge the efficiency of both. 

Some Disadvantages of Centralized Associations 

The members of a centralized organization are frequently distant 
from the main office of the association and have little or no cont act 
with the management. Unless the organization maintaIns branch 
offices scattered throughout the territory, the opportunity for per
sona! channels of information between the management and tbe 
membership is remote. Because of this fact, many centralized 8880-

ciations have developed field service departments under various 
names which are designed to keep present membel'll actively support
ing the organization and to obtain new members. Some centralized 
organizations have spent a great deal of money on such field service 
activity, yet have had difficulty in developing a spirit of ownersbip 
and cooperation on the part of their members. Where the field serv
ice department bas been under tbe direction of a remote central 
office, members have sometimes been inclined to believe that the field 
service staff was dominated by tbe management and thus bound to 
defend and maintain it, irrespective of the wishes of the membel'll. 
This has naturally weakened the effectiveness of the field service 
department. In some instances it has created hostility to the organi
zation and particularly objection to the expenditure of funds for 
maintaining a field service staff which the members believed to be 
more concerned with perpetuating existing management than with 
reflecting the wishes and lack of satisfaction of the membership. 
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Advantages of Each Type of Organization 

There are some advantages in centralized administration of a 
('ooperative, particularly if ti,e management and directors are fa
miliar with the point of view of the membership_ A uniform sys
tem of accounting can be established for all dellartments of the 
organization and comparisons may be made of the efficiency of the 
employees engaged in performing tlle same TImctions. This should 
result in maximum efficiency and in reasonably uniform and small 
costs for all the members, l'egardless of location. Centralized au
thority over tile employees that come in contact with the membership 
prevents ''bnck passing." It thus enables tlle central office to compel 
a degree of cooperation which is not always obtainable from local 
managers who are responsible only to a local board and who pride 
themselves on the independence of the local association. 

The federated type of organization has the advantage of local 
interest, ownlll'ship, ·and autonomy which theoretically inspire loyalty 
and bring tile members into more intinlate relation with the organ
ization. Any reduction of costs in operation accomplished by a 
unit of a federation is immediately reflected to individual members; 
whereas, in tlle centralized organization the saving is shared by 
all offices of the association. This direct.ness of results through the 
federation promotes attention of members and local directors to the 
detailed affairs of the local association and Uispires them to take a 
more adive interest in association affairs. The advantages of the 
centralized type can be obtained by federations only when there is 
complete cooperation between the units and the central. These re
sults are improbable unless the central office of the federation exer
cises leadership that promotes uniformity and efficiency and at the 
'ame time maintains the advantages inherent in local leadership 
and local responsibility. 

Some centralized associations ha.ve developed a field service which, 
by tactful leadership, has indnced the branch offices to assume an 
active interest in de,-eloping the participation of the members at an 
aunnal meeting held at the branch office. This has developed a 
consciousness of t.he member's place in his association by acquainting 
him with the details of the association to such an extent that he 
is able to make comparisons between ilie pl'llSent year's operations 
and t.he operations of previons years. 

Tendency of Practices to Break Down Types 

It should be pointed out, however, that many of tlle advantages 
and disadvant.ages attributed to centralized and federated types are 
often more the result of practices tllat have grown up with the 
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associations. Conditions that existed within· the .-JCiations and the 
methods used by the management to meet these conditions have oft~n 
created the advantages or disadvantages th!!t now exist for the ·dif· 
ferent types of associations. What was adopted with grave hllllila
tion to meet existing conditions has, in some instances, heen proven 
by later developDlents to be almost a beneficial inspiration. In other 
instances, actions that seemed prudent at the time have later been 
found breeding practices and conditions that had unde8irable efl'acts, 
but the pattern of procedure had become 80 definitely 88t that 
change was difficult. 

Attitudes of Managers and Directors 

AGREAT many studies have been made of members' attiturles 
in cooperative associations, but ·few, if any, studies have been 

made of managers' attitudes. A manager who is in sympathy with 
the members, however, is important in developing satisfactory mem
bership relations. Even with such management it is neceSl<ary that 
dynamic policies looking to the development of satisfactory mem
bership relations in the organization be employed. There is fre
quimtly a tendency on the part of managers and directors to over
look the building of membership loyalty which can be one of the 
greatest elements of strength in an association. This tendency (On 
the part of managers can be traced to two sources. The manager 
of a cooperative has often had experience in a private enterpriHe 
and, therefore, has developed certain habits of thought and methods 
of procedure that tend to ignore the member and his place in a coop
erative organization. There is also sometimes noticeable a tendency 
on the part of a manager who has long conducted the afl'airs of an 
association-flometimes has even sponsored it-to regard the a88ocia.
tion as his own private business and members as "evils that must of 
necessity be borne with." Members have sometimes said of such 
managers, ."they have forgotten for whom they are working and 
who owns the institution, when they are only the hired men of the 
organization just as the janitor, even though they may be more 
influential than the janitor." 

The Manager's Self-Analysis 

In a study of membership relations in cooperative associations, no 
single factor of successful administration is more easily discovered 
than differences of attitude 81Jlong managers. To make a detailed 
analysis of managers' attitudes would be a delicate undertaking be
cause questions designed to develop and reveal their attitude would 
necessarily be very personaL Self-analysis is usually the most prof-
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itable criticism, however, and with this idea in view, the following 
. questions are snggested for the consideration of managers of cooper
ative associations: 

1. Do you feel that you have a responsibility to lead and to develop 
the members' Wlderstanding I 

2. Have you made provision in your organization for such leader
ship and development! 

3. Is it your wish and purpose to lead the directorS alld members of 
the IIssociation to feel a sense of ownership in and ·responsibility 
for the association, or do you feel that it is better to have the 
membership indifferent and to "avoid stirring them up"! 

4. Do you welcome and encourage constructive criticism from your 
members and board of directors' 

5. Do your employees who come in contact with members feel that 
it is as much their responsibility to report to the management 
the attitude, opinions, and wishes of the membership as to ex
plain and.(lefend the policies of the association' 

6. In what ways, if any, does your attitude toward your members 
differ from the attitude of the association's most ethical private 
competitor toward his patrons' 

7. Do you seek to have your board of directors carefully consider 
the affairs of the association and the welfare of the membership 
before taking action on questions that come before the board' 

8. Do you back up your convictions with action and aggressive 
leadership at the proper time, or do you wait to see which way 
the winds of opinion blow before expressing yourself? 

9. As manager, do you countenance operating practices to which you 
would. object as a producer member! 

10. Are there any important facts about the conduct of your asso
ciation which you feel should always be concealed from the 
members' 

11. Do you see to it that the audit is prepared for the board of di
rectors in such form that it reveals the true condition of the 
association' 

12. Do you consider membership meetings of such importance that 
a great deal of time and thought is given to preparing informa~ 
tion and figures for use at snch meetings' 

13. If you were only a member of the association, would you require 
more information than the average member has before you could 
intelligently perform the role of a loyal member! 

14. Why are you the best man available for manager at yonr present 
salary! 

15. Is the welfare of the membership the sole consideration in your 
every official action, or does personal interest sometimes over
shadow consideration of the members' welfare' 

82129- se I 
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16, Are you serving tht' a ....... ciation mprply I,..cau,... it otfN'. the best 
opportunity for income and satisfactory working conelitiOl", or 
because you also desire to mllke a contribution to tht' IIPttf.'rmpnt 
of rural life' 

17. Do you encourage dirPCtors to use their position to olttain froRl 
the lISSociation personal advontajrl'" onel favo,.,. that cannot lIP 
enjoyed by all the memllPrs' 

18. Have you conspired with any directors to perpetllott' thpmselves 
in office against the will of the majority of their conNtitlientat 

19. To what extent is the (>lIIployme.nl of YOllr relativpR or relatives 
of board memllPrs permittt'd in tht' a!lSociation' 

20. To what exlt'nt are YOII .1II·rol\ll(]t'd by "yt'"" lIIen' 
21. Do your employees feel fret' to make "u~g;."tion" to you that are 

in conflict with your expres.,ed opinions, withollt fpar of penonal 
disadvantage to tht'm!!<'lvl'S! 

22. Are you definitely tmining understudies to take your ploct' and 
the places of your df.'partment heads in case any of you should 
retire or become incapacilalt'd Y 

23. If not, are you seeking to keep yourself in "monopoly position" 
with the directors Y 

24. Do you cooperalt' with other cooperatives ill YOUl' own lit'ld' 
25. If your a""ociation is a part of a federation, do you cooperate 

heartily with the manajrl'ment of ot.her mpmllPr IInite and of the 
central organization? 

26. Do you sometimes try U:) show how good you are by showing how 
poor the olher fellow is' 

Managers of local associations might also include these: 
(a) Do you make as milch effort to get acqllainted with your mptn, 

hers and patrons and their way of thinking as yon expect them 
to make in acquainting themselves with your icleas and the bene-
fits of the RSSOciation' .. 

(b) Do you show the snme respect and courtesy to your memllPrs 
and patrons that you would exped from them toward you' 

(c) If you don't have adl'quate volume of business, is it because it 
doesn't come in or becallse Y011 don't go after itt 

(d) If you were in business for yourself aud made the same effort 
to promote your enlt'rprise tbat you uow make, how long do you 
think your business would last' 

These questions relating to the attitude of managers will dmJbtlet!M 
bring to mind other questions whicb a manager may lind helpful in 
analyzing his own attitude toward his association and its members, 
They may also be helpful in assisting directors and memlwrs of an 
association to formulate an idea of the attitude that may real!C'mably 
be expected of a manager. 
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Leading Questions for Directors 

Equally as important is the attitude of members of the board of 
directors toward the association and the position which they occupy. 
A manager may be ever so "cooperatively minded" but, if he has a 
few influential board members who serve for personal objectives of 
one kind or another, his role is indeed a difficult one. He can't be 
too aggressive in condemning the noncooperative conduct or self-seek
ing political objectives of board members, lest he lose his job and 
play right into the hands of board members whose objectives would 
be harmful to the association. He must lead without getting too £ar 
ahead of the thinking and the idealism of his board. He must pre
sent new standards 'without appearing to lecture his board of direc
tors on their own follies and weaknesses. Like a minister of the 
church, he must deal tactfully with those self-seekers occupying offi
cial positions who would 'Use the organization to protect vested 
interests or to .prostitute honors and leadership to selfish ends at the 
expense of the organization they pretend to "serve." 

Probably most directors of cooperative associations, however, are 
sincere in their desire to assist the association and to take s~riously 
the position of trust and responsibility which has been conferred on 
them by the members. As a means of assisting directors and mem
bers of cooperatives to analyze and check the attitude of directors, 
the following list of questions may be helpful: . 
1. Do you take seriously your responsibility to represent the in

terests of the members and to direct the association for their 
maxinmm welfare I Do you loyally market or purchase 
through itt 

2. Do you think it is desirable to have the members feel that they 
own and control the association I If so, do you resent it when 
they exercis~. that control by holding the directors responsible to 
them! . 

3. Do you believe the members are entitled to any information about 
the association for which they may ask I 

4. Are you and your association attempting to inform the members 
as to their responsibilities, duties, and ownership so that they 
may give -intelligent support and constructive criticism to their 
own organization I 

Ii. If you had no more information than the average member, how 
intelligently would you support the association' 

6. When you hear a complaint against your association, do you go to 
the bottom of it, accept it as true, or dismiss it as idle gossip 
and the natural evidence of members' "dumbness"! 
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7. In selecting or employing a manager, do yon give ~onRi<I .. ration 
to the re.~ponsibiliti .. s involvl'd and the traininj[ and experipnrAI 
required for the position, or do you consider primarily hi. rela· 
tionship with you and your fe .. lings toward him or how cheaply 
his services ~an be obtained' 

8. Do you loyally support the manager in instances where a...ocin· 
tion policies and decisions are contrary to the reqlll'.otll and wi.hell 
of an individual ml'mberY 

9. A. Which loyalty takl's precl'd .. nce in your official aclt.-
(1) Loyalty to the association, its members. anti affilint ... 1 

associations; 
(2) Loyalty to the manager or to personal friends; or 
(3) Loyalty to some other organization whose interest you 

promote by being a director in this a88ociation' 
B. As a director of this association. how can you jnnify any 

loyalty except that described in item (1)' 
10. Do you carefully analyze and consider the auelit and the reports 

of the manager so that you can act on your own judgment' 
11. Do you spend tbe association's money as cnr .. fully fl8 yon would 
. youP ownl 

12: Do you insist that. the association hnv.. a buelget and lin 
within it¥ 

VI. Are you convinced thnt the L'<SllCiation is operflting fl" efficiently 
and economically as it shouM' If not, are you attempting tAl 
correct the situation' 

14. Do you seek to be really qualified to act as a director of tl ... 
association, or do you rely on the manag .. r or some other di
rector to lead you in your actions' 

15. When you are doubtful about the wisdom of a policy, do you 
seek further information, or do you vote tik .. the majority or 
the leader¥ 

16. Are you using the 8SSllCiation for personal, politi"al, or financial 
ends! 

17. Have you connived or traded with other members of the board 
for personal benefits or grfltification of personal ambitions I 

18. Do you consent to nepotism within the association I 
19. Do you, as a director, try to manage the 'Il88ociation and thWl 

interfere with management, or do you recogni7.e that the di
rectors are responsible only for policies, and check up to see that 
policies adopted are followed and adhered to, leaving details to 
the manager' 

20. Why do you like to be B director! If these reasons a8 stat .. d 
frankly by you were broadcast to the membership, would you be 
em barrassed ¥ 
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21. Do you believe that, as a policy, the association would be bene
fited by the introduction of new blood among the directors from 
time to time! 

22. Have you tried to hold your place as director when there was 
considerable opposition to you I If so, was it in consideration 
of the association's welfare, for your personal ends, or for false 
pride I 

23. Were you elected to the board because such election was an honor 
due you in the community, 01' because you were specially qualified 
to fill the position Y 

24. If your election was chiefly an honor, have you accepted it as a 
responsibility also, or do you feel that your moral support is all 
that is required of you! . 

25. Do you seek to have yourself placed on the association's pay roll 
at times! 

26. Would you be willing to serve as director if you received no 
per dieml 

27. A. Do you interfere with the fieldman in your district' 
B. Do you give him hearty support and assistance when you have 

opportunity! 
C. Do you expect him to fix your political fences and assist in 

your reelection! 
28. In making decisions on policy, do you consider the welfare of 

your particular association, or your particular district, or do 
you also give primary consideration to the association as 8. whole! 

29. Do you consider the welfare of neighboring cooperatives to the 
extent that you refrain from voting policies that may be harmful 
to them, unless such policies are vital to your own organization! 

30. Do you, as director, give to the affairs of the association the same 
careful attention and observation which you give to your own 
affairs Y' 

'" The following citation ,from an Iowa court record mowl the attitude taken by a State 
court on this subject: "n " lila (0 cUrector's) dilltl '0 ~1&0tD .ohot .. befn" done' bV the 
uecvU1le ot1f~. or employee. of the OOtnJUIRIi OM he oonnot fQnou antf neqleOl thea,,· 
dutle. and tABA NOOp. lIaM",... or the corporation which he repreaent. Ucope ". U. 
billt., &., pleadlng the uegJfomoe of tAe dlreotor.. .A. dWee'or repreaenUftQ' G corporoUon 
f. COnoitultlfJ,*, bound to how thou tMnQ" wAlch toould be duol08ed ond ",Moh he tDoukJ 
AmOto lIIod he "'Vetl to the budnu8 of the corporot.fon that reaaonoble athnUw. and ob
"Cf"UCltion that a mllft Of ard4,uJt1I core and prudenee tDould gltJ6 to hif otDfl bvdneBB under 
tAft .. amft or "",liar olroumltoncel. - • • It .. ''''te apparent to our mind tbat th" 
tohole trouble grfJ10 out of the lact 'Alit no ol/loflr' or cUreotor' of t1&6 pro'""'n' oompo"", 
too~ _b'locw' (nt6NIt (" the affmr. oJ the oompaftll to ~1'e U anll perBonal 4f1iHiUoJi. 
The board Of d'rector, md In a forma' manna- from time to «me. INfened fa G report 
made bsI the manaoer 000 ad/ottrned. 1I0'nll their "6tlenll tD0fI8, ond no "'ftmber of the 
board Of director. toMt to the 01/1041 of the oo,uponll Gtld tod tM time and trouble to 
,,.,peee the booka. /Ilea. or other reoorcft 01 tAft 01floe to Mceria'n tOMt '" (aat WfIB be,"o 
dotle bit the manager, Ther tooll'« lor gtllnted that wAat the monager too. domu to(Ui 

an riO'" lind t"eIf .w, "010 lIlJ'de &he conBe9umou."" 
Wot1ciu (lrcKn 00., pla'nUn'. v. Frru.- am"" Co., BtJlmet Co ""tv. BtaH of IOIOa. 
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Influence of Directors 
on Membership Relations 

T HE DIRECTORS of a eoorlt'rativp a""K'iuti"n are imp"r!nnt 
factors in mpmb~rship rplat.ions. They lIIay ,'olltribute nll ... h 

to satisfactory conditions. or they may provoke unHotisfactory m!'m· 
bership relations to such an extent that empl"y!'p" are forced to 
spend considerable time and energy correcting the attitude of memo 
bers toward the a8.'lOCiation and the managpllll'lIt, Somptimes dil"<'<'. 
tors are criticized for being rubber stamps. In other instances they 
are criticized for interfering with the details of management or for 
having themselves placed on the pay roll of th'e a""Deiation, 

All directors come in contact with at least some of the membe ..... 
and their knowledge or lack of knowledge about policies and 
methods of operation may contribute much to the good or ill fselin" 
which members have toward the association. 

To the directors have been delegated the reHponsibilities of fur· 
mUloting policies to govern the organization and itA manngement and 
of checking to see that these policies are followed. Directors therl'· 
fure 'occupy a position of trust confided in them by the member., 
Any violation of this trust or failure to take seriollHly the responsi
bilities inherent in such a position t .. nds to promote di8RBtisfaction 
among the members if not a sense of actual betrayaL 

Directors of an organization of the federated type are u811ally 
directors or officers of local 888oeiations which are mpmber. of the 
federation and, therefore, report back to the local association after 
each meeting of the central board of directors, Thus, COl1tact is 
maintained between the officers of the local association and the cen
tral association. 

Relatively few directors of centralized associatiOll8 included in 
this study attended mestings of the membership and reported 011 tho 
progress and problems of the association. In eight associatiolUl 
where this is the practice, the directors were allowed mileage and 
other necessary expenses in attending meetings of tbe membership, 
Seven of these associations also allow the directors a per diem for 
attending such meetings. 

Among the associations visited there was considerable variety as 
to the number comprising the board of directors. Most of the board. 
consisted of less than 20 directors. The number of directors of 47 
associations in 1934 appears in table L Th_ or~ani7.ation. ha.1 an 
average of 16 directors per 8ssoeintioJl. 



MEMBERSHIP RELATIONS OF COOPERATIVE ASSOCIATIONS 19 

Table I.-Number of Members of the Board of Directors 
of 47 Cooperative Associations, 1934 

Number of directors Number of Number of directors Number of 
per association associations per. association associations 

0-4 ___________________ 
0 

35-39 _________________ 
0 5-9 ___________________ 

15 
40-44 _________________ 

0 10-14 _________________ 
11 45-49 _____ ~----------- 1 15-19 _________________ 
11 

50-54 _________________ 2 20-24 _________________ 
3 25-29 _________________ 
1 TotaL __________ 47 30-34 _________________ 
3 

Who May Be Directors 

The current- practice among associations is to require directors to 
be producers and members of the organization. A few of these 
producers were also men with other interests equal to or larger 
than their interest as producers. Out of the total of 750 directors, 
11 were also bankers, 6 were merchants, 6 were lawyers, and 4 were 
active members of other professions in addition to being producers 
and members of the organization. Nine assoCiations had a total 
of 33 directors who were not producers, while 38 associations had 
only directors who were producer-members of the organization. 

Nine associations have what are commonly designated as public 
directors in addition to the directors chosen by the membership. 
The use of public directors became a rather general practice about 
1920 among large-scale organizations, when it was believed that 
these organizations might approximate a monopoly position in their 
respective commodities. Public directors were expected to safe
guard the interests of the public against any excessive increase in 
prices which might jeopardize the public interest. Later, such 
public directors were expected to represent the interests of agricul
ture as a whole and to give general farm organizations and the 
Agricultural Extension Service an opportunity to keep in touch 
with the current policies and practices of the association. In four 
associations the State director of extension or the commissioner of 
agriculture appoints the public directors and in three associations 
a public director is chosen by the members or by the board of 
directors. 
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A few associations permit gent'ral faml or~Rnizationa to chOO8ll 
membens of the board of di....ctons but 8Ueh direoctortl are not dMig
nated as public directors_ In a few C88ee the Fann Bn"""u, Granll". 
and other general farm organizations which hal'" foett'rPd th .. denll. 
opment of cooperati¥e associatiolU! hue been utemled thl' c01ll11'8Y 
of designating the directors. One large L'BlCiation l",nnil8 8 !luch 
organizations to nominate 9 of its 13 direoctors, thn8 lea"ing only .. 
to be nominated by thl' III<'mbers. Mpmber control ,,,,rhaJlll may 
8ppear to be somewhat remote in this case, but no e¥idl'ncc W88 

found that this plan was un .... tisfactory to the meml",rs and patronM. 
This is probably because almost e¥cry member and patron of thia 
cooperative association ;"'8 also affiliated with one or more of tm 
three outside organizations, many of the memhens being affiliated 
with all three. Unless such affiliation with the outside organizations 
were general throughout an organization, it might be question"" 
whether this plan of representation would be so IIIlliHfactory as ha,'
ing the directors chosen direoctly by thl' ml'lllbel'll or stockhnldPns of 
t he cooperative B8IIO<:iat imi. 

Length of Service 
The election of the ""me men as directors year aftl'r year has been 

the occasion for criticism in some associations. An attl'mpt was 
made to detennine whether the length of tenn for which directortl 
were elected had any influence on the length of directors' service 
on the board. 

The associations visited in this 8Urvey seemed to be eqnally di
vided as to the practice of electing directors for I-year tenul! or for 
longer tenus.' Twenty-four of the associations elected their direc
tors for I-year tenna. 20 chose directors for 3-year tenns. and 3 
chose directors for 2-year terms. 

It appears that choosing directors aDDually does not greatly wmin
ish the average length of a director's service on the board, in rela· 
tion to the age of the association. Among the .......,iationa electing 
directors annually the a¥erage length of service for a direl10r wu 
:;.32 years, and amoug the associations choosing directors for more 
than 1 year the average length of service of the present direct,,", 
was 6 years. 

Associations that choose their directors for a term of more t!Jan 
1 year state that this practice was inst igated to pre¥l'nt too much 
turnover in the directorate and to provide a majority of experien"",1 
directors while new directors were becoming acquainted with the 
policies and routine operations of tbe BSIiOCiation. It is • distinct 
advantag(' to an organization to haY(' continuity of polici .... whprf' 

. snch policies ha¥e been reasonably sound. and to have 8 system 01 
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board elections which prevents agitators from capitalizing on an 
unsuccessful year's operation and placing themselves in a position 
of responsibility and control over the destinies of the organization. 

Table 2 shows the tenure of directors of the various associations. 
It seems that the average service of directors is a1I'ected little, if any, 
by the method of election of directors in the various associations. 
This tahle al!lO shows the weighted average number of years served 
by directors nominated and elected by members in districts, nomi
nated and elected by dele.,aates, and nominated and elected by 
members in the annual meeting. 

Some dissatisfaction exists among members of organizations that 
have had comparatively little change in the members of the board of 
directors over a period of years. Members of such associations tend 
to feel that a self-perpetuating oligarchy is in charge of the organi
zation. One manager of a centralized organization, made up of. 
autonomous local associations, stated that he advised the local asso
ciations to introduce new blood on both the board of the central 
organization and the boards of the local Iissociations by the practice 
of having a small portion of the directors replaced by new or inex
perienced directors at 2-year or 3-year intervals. In this way when 
those directors who have served for longer periods of time and 
developed the organization to its existing state of efficiency are 
forced to retire, new and trained material will be available. Such 
short-term directors were designat<!d as ''float" directors. 

A few associations reported that some dissatisfaction had arisen 
among the members because the president of the association had 
held office so long that it had come to be considered a life-time 
position. It is believed that only in the case of outstanding ability 
is the interest of the association served by retaining the same indi
vidual as president of the board continuously for a great number 
of years. Such a practice may tend to promote jealousy among the 
directors and resentment on the part of the membel"S--iL feeling that 
the "same old gang" is running the association's a1I'airs without 
proper recognition of the ability and leadership of other individ
uals-unless there is a recognition of a particnlar individual's out
standing fitness for this position. 

Keeping Directors Inf.ormed 

Since directors are sources of information for at least some 
of the members, it is important that the directors themseIves be 
informed re.,aarding association affairs. Certain associations make a 
special effort to keep the members of the board of directors informed 
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M'gardillg th~ action of the px .... uti .... rom III itt 1'1' ft" "'pll ft~ !h .. arti .... 
tak .. n by th .. board of diM',·lo .... 01 tlH'ir M'glllHr 1II ... ·lin"'" Hom" 
other as.~'K·iHlions ha .. e ma.le nn pro,·i,io .. fur m'·IIII.x·~ "I' th.· .Ii· 

Table 2.-Averaae Tenure of tbe Present DIrector. of 47 
Associations, 1934, and Metbod of Election 

---.. ' .. - . 

Average 
Nomulatcft alld ell't"tcd h.' --

number Number Date of 
of years of orp;ani .. Mcmhen Memhen tenure per dircetors zation in Dele- at annual director di.trlrt. gat ... hlf'('th,. 

DIRECTORS ELECTRD FOR I·YEAR TKn~ 

I I 1/.4 25 ll1fll -1:::. X 
&4 30 11112 X ! 

i 
&3 18 11107 I ...... I X 
7.8 20 11116 ... + • - • I':::': . X 
6.1/ 15 1921 . - ~ . - - ~ - - X 
6.4 IS 1922 X I . • I 
6.3 22 11/21 X 
5.8 16 1922 I X I 
6.5 II 11116 X 

, I I. 

5.6 5 11126 I -_. i X .. - - - - . 
6.2 II 11121 I X 
5.1 51 1917 I X - - • - •• - - 1-
4.5 1;2 11/15 i X ·1·· .... · .. 4.5 I.~ 1924 

I 
X , ... -~" ... -~. 

4.3 30 1924 I X .. -. _.-
4.3 7 1923 - -----_._- .. .' X 
3.9 15 1921 

.-~~---~-- X 
3.4 7 11/30 X 
3.3 14 11/30 X 

-~.-~--~. 

3.2 32 1929 X .. 
---.----~-

3.2 15 1929 I. X ------_ .. 
2.6 12 11/30 X ... -._0. ____ . 
1.9 II 11134 X - - . -.. -- . -----_ ... 
LI/ 10 11133 X - ... _-- ______ ~_M_ 

--.-~ .~- ~--- .. --- . . ---.-
5.3 4.=)7 12 5 7 

DIKECTUIlS ELECTED 'OR s-YF.AB TERM 

5. 7 13 1920 X 
~ --- . - ~ - -~~~--~--

5. 0 15 192;; 
-------~~- X ----------

4.0 8 11122 X - - -- -... -----~----, 
5.0 r----;·-· 36 , .. ---- 2 1 0 
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Table 2.-Average Tenure of the Present Directors of 47 
Associations, 1934, and Method of Election-Contd. 

Average 
Nominated and elected by-

Dumber Number Date of 
of years of organi~ Members Members tenure per directors zation in Dele- at annual director districts gates meeting 

• 
DIRECTORS ELECTED FOR S-YEAR TERM 

10. 1 24 1921 ---------- X ----------
9. 6 5 1917 ---------- X ----------
-9. 2 9 1921 X -------- ----------
8. 7 16 1917 X -------- ----------
7. 2 13 1920 X -------- ----------
7. 1 9 1919 X -------- ----------
7. 0 5 1926 ---------- X ----------6. 8' . 12 1916 X ---------- ------_.--
,6. 4 7 1923 

---~------ X -------.--
6. 4 II 1924 X -------- ---._-----
5. 8 9 1925 X -------- -------.--
5. 7 48 1918 ---------- X ------_.--
5. 7 7 1903 ---------- X ----------
5. 3 10 1922 X -------- ----------
5. 1 9 1923 X -------- ----------
4- 5 9 1923 ----._.--- X ----------4- 4 18 1929 ---------- X ----------
4- 3 15 1921 X ---._.-- ----------
2. 2 8 1932 X ----.--- -._-------
1. 8 13 1933 ---------- X ----------
6. 2 257 -------- 10 10 0 

DIRECTORS IN ALL GROUPS 

5.5 750 1_ .. _____ 1 24 16 7 

rectors to have an opportunity to review the proceedings of the 
executive committee nor of the board of directors. 

Only eight associations included in this survey reported that the 
minutes of the meetings of the executive committee were mailed to 
the directors. The other associations depend upon having a report of 
the action of the executive committee made at the next meeting 
of the board of directors. The practice of not furnishing members 
of the board with detailed minutes of the meeting of the executive 
committee might encourage the practice, on their part, of approving 
the action of the executive committee without full understanding. 
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It certainly gives the m~mbers of the, board little "I'portunity to 
consider the action of the executive committee carefully Rnd f"l'mu. 
IRte deliberate policies on their action. Difficulty haH ari .... n in ""111~ 
associations from the policy of aPl'ronl by the directol'll withollL 
mature consideration. This practice has caused the nll'mill'J'Ij IIf 
some associations to criticize the board of Ilirectors f,,1' delejlRtinjl 
responsibility and power to the executive c"lIImittce Rlld ohdicot,ing 
their position in favor of this committee. 

One of the greatest weaknesses in sollie B_sociatillll" grows out of 
the failure of the members of the board of directors to take tht' 
position of director seriously Rnd to give it the atwntion and 
consideration which such a position relluires for the HBtiHfactory 
management of the association. Directors who cOllie monthly, or 
less frequently, to a met'ting of the board, which lIIay COII"1IIIIe only 
one day or a portion of 0111'1 day, need rather full reports frolll thp 
manager and heads of d~p8rtment8 if they are to act intellil(l·ntly 
in approving or criticizing the action taken by the mallagcmpnt. If 
these reports could be furnished to the dire<,tors a few days in 
advance of the board meeting, each director could collie to the 
meeting better equipppd to transa<..1; assol'iation allah'll. 

'Many dire<,tors are accllSlomed to come to board meetings with lit
tle or no idea regarding the business to be transacted alld many 
board meetings are conducted in this same spirit of routine. In Buch 
meetillgs the millutes of the previous meeting are "read anI) ap· 
proved" in a perfunctory manlier. Perhaps the directol'll have really 
forgotten the details of some thinl!s that transpired in the previous 
meeting. After the minutes are "approved as read", tlIIl 11181181(1'1' 

llnd department h .. ads may make reports to the b"ard. 
These rep"rts may be complicated or lIIay be pre;('nled ill Hueh a 

way that it is illl)los.-ible for all the directors to colllprehend their 
full signili<'ance, although the reports may be "aceepted and filed.~ 
Frequently directors, in their desire to shorten the tillle 0011811111",,1 by 
a directors' m .... ting. may pass over questions which th"y w .. uld likp 
to ask in order to familiarize themselves with aSHIlCiation affai,.,.. 
Su('h boards of directors were criticized a few years ago in these 
words, "Some directors come to the board meeting with ouly .. lie 
thing in mind-I am going to catch the 3 o'clock train back home." 

Iu order to minimize criticism of this nature, and in order to keel' 
the directol'B properly informed, some associatiolJS mail the minutes 
of the meeting to the directors within 2 days after the meeting. If 
the minutes are prepared in proper detail, they give the members of 
the board an opportwlity to refresh their mindH on the reports of 
the manager and department heads and any I'e>!IJlutions or lIIotio,," 
passed. Where such a policy is practice<i, the failure of a din'<-t<,r 
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to be adequately acquainted with the action of the board of directors 
would be chargeable only to the negligence and carelessness of the 
director himself. 

Unless directors exercise discretion in the Use of the minutes' of 
the board meetings or the possession of information gained at the 
attendance of board meetings, such lack of discretion may prove 
harmful to the association. Minutes seldom report in full what takes 

, place at meetings and directors are often unable to report the com
plete background affecting decisions reached by the board. What 
is fragmentarily reported in confidence to members of his family by 
a director, may be passed on to others without the background and 

, cause suspicion or alarm on the part of individuals having only part 
of the story. In truth, factionalism often has its birth in partial 
information distorted by a lack of background. Members of the 
board of directors should therefore be very careful about discussing 
association affairs with special friends or relatives that they would 
not discuss with the average member. 
It is equally as important to acquaint the members of a board with 

the questions to be considered, in advance of a meeting. If the direc
tors could receive the monthly or quarterly report of the manager or 
department heads and an agenda of the business'to be transacted a 
few days in advance of the meeting of the board, they might be 
better prepared to handle the business intelligently. Such a policy 
would enable the members of the board to prepal"e themselves to 
transact association affairs less perfunctorily and with more knowl
edge of what their actions meant to the association. 

Compensation for Directors 

There seems to be no uniform practice among the associations in
cluded in this survey in regard to the compensation of the directors 
for either regular or extra service as director. A few local associa
tions pay their directors for attending meetings of the local hoard 
of directors. Others pay only for attending the meetings of the 
board of dil"ectOrs of the central organization, where the central 
organization does not allow any compensation for attending its board 
meetings. . 

The compensation paid by the associations studied to their directors 
is summarized in table 3; the compensation paid to members of the 
board serving on the executive committee appears in table 4. 

It will be observed that only three associations employ directors 
in directors' meetings on an average of mOl"e than 2 days per month, 
and only one association employs its directors in this capacity on an 
average of more than 1 day per week. The average number of days 
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employed per director is inereased for I!Omp'o""ociotioIl8 by the exln 
amount of time whieh .linctors located at "Olllt' .listanee from tht' 
association's office consume in tra\'el to and from dil'l'Ctors' mt'etinll". 
Compensation for the time thus spent Bt'ems as l~gitimBte 88 paymt'nt 
for the actmll time consumed at the directors' meeting. 

Table 3.-Compenaatlon Paid to Directors of 47 A8sociations 
for Attendance at Board Meeting. 

Tim •• ""nt at board D.OO 
In.. and campen_tin 

r\umber Number 
received per director 

Paid per day of of 
&Mooia- dlreotorl Average Avera.e 

tiOM number annual 
of day. ooml:.~ 
per year tOD 

-

$0 •••••••...••••..••..•. _ 9 179 14 10 
$3 •• __ ••••..••••••.• ___ ._ 2 24 8 24 
$4 ... _ .... __ .... __ .. :. ___ 1 16 12 48 
$4.50_ .... ___ ..... __ .. ___ 2 66 6 27 
$5 ••• ___ •• __ ......... _'_'_ 12 187 9 46 
$6_ •• __ ••. ___ ••.••• ______ 2 16 6 66 ", 

$7 •• ____ •• ___ •.••• _______ 1 12 34 2311 
$7.50 __ ... ___ ...... ______ 3 26 6 45 
$8 __ .. _ ... ___ . ___ . ______ 3 M 4 82 
59 .. _ ...... _._ ....... ____ 2 31 6 M 
SI0 .. _ ... ___ .... _ .... ____ 8 94 12 120 
SI2.50 .... _ .............. 1 32 6 76 
~16 ... _ .. __ ._._ ........ _. 1 13 16 240 

--. -
TotaL ........ ___ ._ 47 750 9. 66 ----- .... ---

Table 4.-Compenaation Paid to Directors of 47 Al8OCiationl' 
for Attendance at Executive Committee Meetings 

Amount 
Numher of 88BOciatioDa . paid per 

diem 

14 ..••................. 
2 .. __ .. _ .. ____ .. __ . __ .. 
1_ •.. __ ..... __ .. _ .. _ .... 
1 __ ••• __ ••••• ___ ._._ •• __ 
9 __ ...• _._ ... _._ ... _.,._ 
1 •• _ •• _ •• _ ••••• __ •• _. __ _ 
L .. _ .... ___ .... _. __ . __ _ 

$0.00 
3. 00 
4.00 
4.50 
6.00 
6.00 
7.00 

Number of """,,clatioflll 

3 ....... _ •. _ .......... . 
3._ •.•..• _ ......... _ ... _ 
1 •. _ •..••. _._._ ..• _ ... _. 
9 ......... _ ... _ ..... _ 
1 •..•..•••..... __ ._ .... _ 

1_. ___ ._ •••••••• __ • __ 

Amouot 
"..id per 

diem 

'7.50 
8.00 
9.00 

10. 00 
12. 60 

{
AODuaI 
oa1ary 

. __________ --1. __ 
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Employment of Directors in Other Capacities 

It is the practice in the majority of associations to have directors 
.erve only as directors and not accept full-time employment from the 
organization which they are expected to direct. Out of the 750 direc
tors, only 56 were found to be employed in any other capacity by the 
organizations they were directing or by affiliated local organizations. 
Eighteen of these 56 were employed as managers of local associations 
affiliated with a central organization. Twenty-six of the 750 were 
employed as officers of the cooperative they had been elected to direct, 
22 as executives and 4 as fieldmen. Seven of these 22 executives served 
in one association. In 13 associations the president was an executive 
officer and received an annual instead of a per diem salary. Seven of 
these positions offered full-time employment; six, only part-time. In 
three of these associations, the president served also as general man
ager. In a few other associations, some of the directors served as 
part-time fieldmen. 

Dissatisfaction, even resentment, has arisen among the members 
and employees of some associations because of the tendency of a few 
directors to have themselves placed temporarily on the pay roll 

. and to abuse the per diem· privilege in "working" for the asso
ciation. Association managers interviewed on this subject reported 
that it was difficult to prevent abuses when the policy of per
mitting employment of directors was permitted or encouraged by the 
board. The manager of one association has been severely criticized 
for requesting individual directors to perform certain special services 
for which they received a liberal per diem allowance and traveling 
expenses. This manager has been credited with having built up a 
political machine by wise and somewhat generous dispensing of such 
"patronage." Directors who have been given such special assign
ments, with the consequent increased compensation, by the manager 
were often charged with being "yes" men, subservient to the will and 
wishes of the manager. 

The manager of one large association made this remark: "Today 
one of my directors came into the office. and said, 'Isn't there some 
special work that I can do for the association' I now have a hired 
man and can get away from home without any difficnlty and would 
like to put in a month or two working for the association.'" The 
compensation allowed directors by this organization was more than 
$7 per day, plus an allowance for mileage, meals, and lodging. It 
may readily be seen that such a. farmer-director might obtain a hired 
man for much less than this to do the farm work, and thus use the 
association to make a profit on the transaction. Members may be 
expected to resent such racketeering on the association. 
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A fl'w managers refuse to sene a!l8OCiat ion8 that employ directorl 
in any capacity. It is ob,;ous that seriolls administrative probl(,1II8' 
may arise when the lIIl'mhl'rs of the board of directOl"ll a88Ume the 
role of empJoyee.s of the all!!OCiation they are 8I\JlP0!!l'd to direct.. 
Since their authority precl'dl'.s that of the mRllager, thpy may IIt'ri., 
ously object to his sul'erviRioll. ev"'n in malt(>rs for which he 111111" i 

RRSume responsibility. 
The compensation received by each director of one B!I8OCiation, for 

the various services performed, appears in table II. 

Table 5.-Compenaation Received by Individual Members of 
One Board of Director. for Service. Performed In ' 

Attending Meetings During a Calendar Year 

DirectOR' board 
meeCinp 

Code letter o( 
director 

1----;---1----;----1-----;----;--- Tnt,l .. m· 

Per diem Travel PerdJem Travel Perdlem TravfI! 
ft~~ u~~ u~~ 

Mblc!eU.. J1QIatJon 
DMUlU-
po .... 

A 1. __ ._. _______________ •• __ • ___ •• "_ •••• ____ • ________ • _______________ tII.C20.. _ .• ______ • 

B •• __ .. __________ • 123. 00 tal 18 nm. 00 t2'J1. 68 S2GO. 00 302. 41 .10. a 
c· I .. ______________ 8. 00 4. 76 1M. 00 87.80 82. 00 14. M 
D '. ______________ . 20.00 22.10 222.00 188.8& Sl8.00 

E.________________ :18.00 89.41 199 . .50 Z'l2.lM &a.fAJ 
F •• _. ___________________________ 0 ____ • 2ZlflO 1:H.17 210.00 
0 ______________ • ______ ••• _ •• __________ 138.00 sa.IC 82.00 

B __ • __ • ____ • __ •••• __ •• _ ••••••• __ •••••• 2M.00 188.01 l1li.00 
1.________________ __________ __________ 146.10 UU 1112.00 
J • ___ . ______________________________ .. lUi.OO 74.740 .... 00 
K. _______ .________ __________ __________ 181.00 188."" 

002.00 
LI ________________________ . ____ ••• __ ._ IMOO 71.06 .... 00 
M ' .. _____ .•. ___ ••. :_ •• ____ . __ • ___ ._._ 1;f..30 121.80 ...... 
N _______ . ________ . ____ ._. _____ ._ ... _._ 239.00 1408.80 146.00 
0_._ .•...•• _______ ._. ____ ._._ ._ .• ______ 1(10.76 188. flO "200 
P ____ ._ .•• _____ ... __ .-': ___ •. ___ . ___ ._. ~1.00 17fo.67 "'.00 
Q----._._._ .. _.: ____ :._'. ___ ._. ___ . __ . m.OO 1711 .• ....00 
B_._~ ____ .. ____ .••• _-' •••• ____ ..... 140.00 4fLOI 
B. _______ . _______ • __ .:. ____ ..... ______ )2a00 I.MJO flUl,OO 
T ' ____ ... _____ . ____ •• _ •• _____ ._ •• __ ... 1f08.00 111.140 ... 00 
U I ... __ ~ _____ . __ . ___ . __ .. ______ ._ .. __ 183.6(1 1M 10 It ... 00 
V , ... _. __ ._ .... ____ • ___ ._. __ •.• __ ...... 228.00 :lJ1." 211.00 
W 1 .. ___ .. __ . _______ .•. _ •• __ ._._. __ ." 88.00 32.01 128. 00 
X 1 ______________ ••• _ •• __ .. _ ._ •• __ .. __ &2.00 lit. 76 UI.OO y.--- __ . ____ ._ .. ___ . ____ ... ____ ._.... 32.00 lL2IO "',011 
Z. ________ •• __ • ___ . ___ •. ____ '_'_0 __ '" 72.00 63.76 

".00 

IIO.W _ .. 
",00 .... 
21.70 

1.81 
3U'-"" 
113"1," 
238,82 

:lt1, as 
66.;0 ...... ..... 

8:11.06 
100 ... _ .. 
:11&,112 
.... 1. 
208.17 
2iJ(I,61 

",2ft ...... ..... 

U. 
&10 
1.10 
<'00 
4.Il< 
.10 
U. 

'-'. 
10. .. 

.10 
&II 
.70 

...'" aa. 

I." -..... ~ 
1.80 

AI_ •.•..... ____ • ________ . ___ .. __ ...... lIf'l.OO au _____ 00 __ • ________ • __ •••••• __ • 

Total.. _ _ ___ 711.00 

I PboQe, IDlRH'lUloe, and 0'_ Items. 
, The pnsidll!lll.t. 
, Made ateDttve triP! to mark',,,_. 
'Served 2 moathl!l. 
, Served S montbl. 

1B.4~ 2fI 
L 081.10' 

111.011 

I. D. 77 ' ..... ..., .. 
rt11.7' 
1117." 
1012,1' 

I. MI. 12 
"',WI 
7Il8, .. 
....70 
7'1,10 
..."" 

~ ..... 
1111. Ie 

L 4041.22 
1117. 11 
'1Ut.7' 
_II 
4711,22 
.... 10 ...... "'_40 
7U2 
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. The amounts paid by one association to its board of directors for 
t.he services performed during a calendar year are shown in table 6. 
It will be noted that these directors received an average of more 
than $2,000 each for service and travel allowance during the year. 

Table 6.-Total per Diem and Expenses of 15 Directors 
for Services Rendered During One Year 

DIrt'Ctors' meetings Committee work FleJd work 

Total Q.- Mileage MUeRgtl Mileage oompen-
Perdiern andu- P." ..... and ex· . Perdtem and ex- sation 

""use .,.... "" ... ---
First •• ______ . ___ 

_ .. ---------- 51.736.00 _.M "'_00 $2. 01.2. 3'i $1,478. 00 ......... $11, sm. &1 
8eoond. _____ .. _____ ~ ______ ". __ 1102. 00 "" .. 2,436. 00 1,390.63 I, OM. 00 1,430.118 1,219.21 
Tblrd. _____ . ____ •• ___ •. ___ ... _ 57-1.00 m.35 962. 00 , ... " 2, on tiC) 1,879.18 6, 937. 22 
Fourth... __ •• __ • __ • __ • ____ .". __ MI. 00 .n .. .... 00 2, 017. 92 ~ .... oo (KL 10 6.86LU 

TotaL. ________ .. ________ ...... 00 1.732.00 a. 6117. 00 fI. 108. HI R. ilo.!O .. "'". 31. 5U. 4fI 

The collection of detailed data on the total annual compensation 
rereived by the directors in associations where it was intimated that 
IIbuses existed would hnve required more time than was available in 
connection with this study. It was discovered, however, that in a 
few cases where directors are frequently employed on a per diem 
basis with a mileage and subsistence allowance, the income received 
by certain directors 'Was reported to be in excess of the amount re
ceived annually by these directOl'S from produce marketed through 
the association. Such a practice betrays the trust and confidence im
posed by the membership in the directorate, and impairs the confi
dence and respect of the membel"Ship for an organization permitting 
such a policy. It cannot be too strongly condemned. Members 
are inclined to blame the mannger for such a situation, but it· is 
<lifficult for a manager to interfere and at the same time retain the 
good will of hf~ employers if the directors are uniformly guilty of 
such a practice. The responsibility for correcting abuses of this kind 
rests upon the members, whose will can be registered in the election 
of directors. Members. howHer, often do not have sufficient infor
mation regarding the ~ssociRtion's operations to act intelligently in 
approving the service rendered by their directors. 

The directors of some associations have been careless in super
vising the expenditures of associations. One of the most COmmOn 
examples of such carelessness is that .of permitting some member of 
the board to draw compensation for performing services which could 
be more economically perfOl~ned by a regular employee of the asso
ciation. Such an officel' can claim a per diem for time put in on 

82120°-30----8 
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the association's affairs every day when he·romee to the offi<'8. For 
example, per diem expense of a director of one a~iRtion, who 
served as treasurer, cost the association 16.6 cents for .. very ch .. ck 
issued by the organization over a· period of 8 month.. Fortunately 
for cooperative associations, few directors are 80 carele88 in axer, 
cising the responsibilities conferred upon them by the m~mbers who. 
have elected them. 

The Member's Position in His 
Cooperative Association 

T HE IDEAL objective commonly expressed for cooperative aR
sociations is that they should be "farlller·owned" anti "farmer. 

controlled." Many associations have achieved the farmer-owned 
feature, and there seems to be no question as to their being con· 
sciously farmer-controlled. In other cooperative associations, how
ever, the fact of ownership is not 80 clear to the members. It _ma 
natural that control should follow ownership and tbat the inwresl 
in controlling should be proportionate to the investment or the 
interest of the individual melllber in his cooperative association. 

Bases of Members' Interest 

Some authorities have maintained that the stock form of organi· 
zation for cooperativ~ encourages a more a~-tive interest 01) the 
part of members than the nonstock form. The members' financial 
interest in stock cooperatives, however, may be less than the interest 
of members in a similar cooperative of the nonstock type, hecaUIlC 

the amount of the individual member's stock is relatively insignifl. 
cant. For example, some cooperatives defined as the stock type have 
one share of stock, par value $1, as a requisite for membership. 

After all, the lIIember's real interest in his cooperative 8S8OCiatiol) 
is proportionate to his patronage. Ownership should, therefore, be 
in accord with patronage, and perhaps control should be exercised in 
the same proportion. Because it has been recognized that invest
ment frequently does not bear any relation to patronage, many stock 
cooperatives have provided that, regardless of the amount of stock 
owned, every member should have only one vote. 

Some cooperative associations require comparatively little capital 
for operating purposes. Cooperative service and collective bargain
ing associations, for example, often need little capital to perform the 
functions for which they were set up. In some C8f!e8 stock coopera
tives have issued little capital stock and depend on borrowing from 
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different sources the capital that is required for operation. A few, 
unfortunately, are not making provision for the members to con
tribute any considerable amount to the capital structure of the or
ganization. On the other hand, some nonstock cooperatives issue 
certificates of indebtedness or certificates of eqnity in a revolving 
fund which gives the individual member a much larger equity in the 
capital structure of the corporation than he would have as the holder 
of a nominal amount of stock, as in many stock-type cooperatives. 
In other cooperatives the members contribute capital indirectly by 
waiting a definite period for returns on the commodity marketed 
through the association. 

Some cooperative associations have a stock form of corporation 
because, at the time of their organization, State laws did not provide 
for the organization of nonstock cooperatives. In a few others, the 
stock form, with the minimum requirement for capital contributions 
from the membership, has 'been used, apparently, on the theory that 
the producers would hesitate or would be unable to make a larger 
investment in the capital structure of the organization. It seems 
thoroughly tenable that producers in one part of the country should 
be as able and willing to invest in the capital structure of their or
gauizations as producers in other sections, where such an investment 
has been made a part of the obligation of membership in the coopera
tives. However, there is no gainsaying the fact that members of a 
cooperative association are perfectly willing to have someone else 
IIssume the risk inherent in the capital structure of any organization, 
and are even willing to avoid the risks attendant to marketing. "The 
attitude of the. member toward the cooperative too often is not that 
of a willing contributor of capital, but of a seller of commodities who 
wishes to place the maximum risk upon the association witlI the 
minimum upon himself. Too often the management acquiesces in 
t.hat view." • 

The manner in which representative cooperative associations carry 
the capital structure on the balance sheet, the source from whic~ cap
ital is derived and the ,provisions contained in the bylaws, articles of 
incorporation, or membership agreements for allocating to members 
their share in the capital held by the associations are shown in table 7. 

It will be noted that some of these typical associations have no 
. stock outstanding; that in certain instances nonstock cooperatives 
afford provisions for individual members having, under the designa
tion of certificates of interest or certificates of indebtedness, a greater 
stake in their organization than the stock form of organization would 
provide. It will also be noted that a few associations have consid-

.. Bomberger, F. B.: COOPl':RATIVB8 CAN Bill I'INANCB.D BY THB COMMODITY. Cooperath'e 
Journal: 9 (4), II. 141. 1935. 



Table 7.-Flnanclal Set-up of 12 Typical Cooperative Associations 
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erable surpluses or reserves for which individual members have no 
. evidence of interest and which are solely the property of the associa
tions. One llliSociation has obtained most of its operating capital 
from its members and patrons by means of postponing the date of 
payment for products until after they are sold. 

The member's interest in his cooperative association has a direct 
relationship with the volume of his patronage. For this reason, 
cooperatives should make some provision whereby each individual 
member contributes to the capital structure according to his volume, 
and whereby reserves and stock, or certificates of interest, would be 
credited to the members on this basis. Specific provision for rota
tion and redemption of stock or certificates insures that the equity 
and reserves of the association will be credited to the users of the 
organization rather than that an untouchable surplus will be accumu
lated which is solely in the hands and Wlder the control of the 
corporation; that is, under the control of the management and the 
directors. , . 

Reserves, however, should always represent sound assets and 
members should be given a true and correct statement of the financial 
condition of the organization, so that they will not be encouraged to 
expect redemption of their share of reserves previously lost 01' 

expended. "Deferred organization expenses" which have been set up 
by some associations as assets credited to reserves, have later proved 
" source of embaITassment when the members claimed repayment of 
snch rese·l'Ve8. 

It may well be questioned whether some cooperative associations 
are not wlConsciously discouraging membership interest and partici
pation, as well as individual loyalty and membership consciousness, 
when they build their capital structure out of reserves or earnings 
which become solely the property of the corporation, without issuing 
any certificates of ownership to individual members. It is possible 
for cooperatives, over a period of time, to accumulate from earnings 
reserves sufficient to serve for ordinary capital purposes and thus 
tn be"ome almost independent of the membership, This condition 
is unhealthy because it tends to induce the members and patrons of 
th,. orgnnization to regard the corporation as a self-sufficient oli
gllrchy. Members will not support it, no matter how semibenevolent 
it may be, to the same degr •• that they would support all organization 
in which they had a feeling of ownership and control. The advan
tages of ha"ing 11 Illember>;hip bound more closely to the organization 
Iwcause of increased Iillllllcial interest in it may well be c.()nsidered.' 

a RulJotkn. 11". Iowa Agrlculturlil }!JXllllrlment Station Bull. 821, NIIMBE-BSHIP PROBl.KMN 
;', AND llIILA'l'IONHIIU'S IN lOW ... li'AltM"'rnl' ta.I:VA'l'Ons. 1034. Sl"f! PI), 172-178, 



34 FARM CREDIT ADl\IINI>lTRATION 

A few large cooperative associations have recently become acutely 
conscious of the difficulty growing out of this situation. Tlwy are 
taking steps to correct such lack of interest on the part of membel'l! 
and patrons and to foster a closer relationshi p bet ween the member-, 
ship and the organization. Corrective measures, however, have 80 

fM been confined principally to met'tings, where members and patron. 
were told more about the affairs of their organization. It may well: 
be questioned whether such "telling" is as effect ive as the develop~ 
ment of some system of allocating to the individual member hi. 
part of the capital investment and of rede~ming it from time k 
time, as excess reserves and capital funds are accumulated. 

Changes in the capital structure and in the m~thod of allo('atil1~ 
ownership in the assets of the association are usually re.isted b, 
the management of cooperative associations. Local conditions, thE 
opinions of local promoters, and especially the views of legal conn· 
sel, are usually responsible for the form of the capital structure, RI 

well as for the general plan adopted by a cooperative at the timl 
of organization. When a cooperative has operated a few years, 
the pattern tends to become set. For example, the very IUggestio~ 
that an organization should omit the payment of patronage dividend, 
for 1, 2, or 3 years so that it might strenbrthen its capital structure, 
and so that the individual members might accumulate a respectable 
share of ownership in the organization, .often makes the manage. 
ment nervous lest the members fail to support such a program, 
Under such conditions it is difficult to undo the damage which lIIay 
have been done. 

One of the most successful cooperatives included in this study ha! 
a membership of about 15,000, and a net worth of more than $4,. 
000,000. The individual member bas an average equity therein of 
$289.76. This equity is in the form of stock, although for prac
tical purposes it probably might as well be in the form of certificate.! 
of equity or certificates of interest. Each member using the facili
ties of this organization makes the same contribution per unit to 
the capital structure tbat members using the organization made 10 
years ago. As the capital structure becomes larger than necessary 
for the needs of the organization, the oldest outstanding stock is 
redeemed, while new stock is issued annually. This organization 
has no outstanding stock more tban 4 years old. 

This organization may be contrasted with another which has 
about $1,000,000 in preferred stock and a total net worth of a little 
more than $4,000,000, more than one half of which is listed as 
"earned operating capital reserve." The question may be rail!l!d 
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whether the members of this orgllJl.ization have imy feeling of owner
ship in this $2,000,000 "earned operating capital reserve", or any 
expectation of its ever being returned to the patrons whose business 
enabled the organization to accumulate such a fund, when it is re
placed by "earned operating capital reserve" from more recent busi
ness transactions. Will the existence of this reserve increase the 
tendency of the officers of this organization to feel that, with this 
relatively large capital nest egg, the "association" (or the manage
ment) is relatively free from the interference of the members IIJl.d 
ca.pable of self-perpetuation! Will the members and potential pa
trons feel the same way toward the organizati~n and become more 
p",1oicularly inclined to refer to it as "they" instead of as "we!" 

On the other hand, nn adequate capital structure is by all means 
desirable, and a cooperative association should be particularly care
ful not to jeopurdize its financial security by pledging itself too 
definitely to retiI·e, redeem, or revolve any p<>rtion <>f the capital 
structure at any particular tilUe. However, certificates of <>wner
ship iIl. the form of stock, <>1' other evidences of interest <>1' equity, 
can be pr<>vided and the interests <>f the <>rganization safeguarded at 
the same time. Telling the members that the association is & fo.rmer 
organization will never be so effective in convincing them that they 
nctually own and control the organization as providing them with 
concrete evidence of ownership, in one form or another. 

Where the individual member has a relatively small investment in 
his association, the co<>perative might do well to stress the "farmer
controlled" feature so a8 to bring to the attention of the members 
the iInportance of participating in the selection of those responsible 
for directing the affairs of the association. As indicated elsewhere, 
some associations have failed to secure wide interest among the 
members in the selection of directors, or full attendance at meetings 
called for the discussion nnd planning of association affairs. In the 
absence of both financial inve.tment and consciousness of control 
on the part of the members. the chasm between management and 
membership appears to be without a bridge. 

The assets and net worth per member of 35 typical cooperative 
associlltions are shown ill tllble 8. It will be noticed from this table 
tha.t thlll·e is a wide range and that there is little relation between 
the assets and t.he net worth. A few of these associations have 
issued to the members SOllie evidence of ownership in the assets of 
the organization, but in Illost instances the assets are the property 
of the association in a rest rictC'd S('Inse. 
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Table S.-Asseta and Net Worth per Member of 35 Cooperative 
Aaaoclatlons and the Member'. Equity after Withdrawal 

from the Auoclatlon 
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~ennbership Agteennents 

A great lllany local associations came into existence before the 
use of marketing contracts became general, and these and other 
local associations have continued to operate without marketing 
agreements between the members and the association. Many of 
these local associations were formed with capital stock, and it was 
a;'Sumed that stockholders would patronize the association because 
of their interest in the investment. In tl,e case of lllany local asso
ciations, however, much of the sto('k is now in the hands of nonpro
ducers who do not use the services of the association, and much of 
the business is done with patrons rather than with stockholders. 

A few local cooperatives situated in small towns are primarily 
community enterprises in which the local townspeople bought a con
siderable portion of the stock, in order to foster the de,'elopment 
of a local cooperative. Frequently the townspeople were motivated 
by a desire to )lave farmers surrounding the town receive payment 
for their produce at that town instead of at a neighboring town, and 
this desire was prompted by a belief that farmers were likely to 
mllke purchases in the town where they received payment for their 
produce. 

Most of the marketing associations included in this study, however, 
define the responsibilities of the members to the association by means 
of a membership contract. In some purchasing associations, a patron 
antomatically becomes a member in the organization by the use of 
a stilted amount of the services or facilities of the association. A 
few marketing associat,jons make membership in the organization a . 
very informal relationship. Sometimes application for membership 
may be made by endorsing a draft given in payment for products 
purchased by the association, on the back of which is printed: 
"I hereby apply for membership in ____________________ Associa-
tion, and agree to abide by its regulations and bylaws." No definite 
annlysis or comparison has been made of the attitude of the mem
bers of au association using the automatic membership feature and 
of the members of one using a more formal application Rnd state
Illent of the member's responsibility Rnd· duties to his association, 
but sueh an analytical comparison would probably be a profitable 
field for research. A.mong the associations included in this survey, 
those that have only an informal relation with no stated obligation 
or capital contribution from their members, have less participation 
in OR.,",oriotion nifuit's by tlw DWlllbers. 
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Automatic membership sometimes tends to Ix>c:-ome involuntary 
membership and to break down the fundamental purpose of cooppra· 
tion; that is, self.help by working together. In such C88e8 cool~ra. 
tion becomes cooperation for the members instead of cooperation by 
the members. Such a condition is not conducive to the fulll'J!t devel. 
opment of the organization nor of the individlJals ix-n~fiting from the 
institution. Unless some means of defining the membpl'S' rp"pofl. 
sibility to the association has ix-en developed, their conned ion and 
duties will be taken lightly and just as lightly disrl'garded. Many 
individuals are ready to accept ix-nefits without making contributiollO 
of effort or capital. This tl'ndl'ncy should not be encouraged by 
lIulomatic ml'mberships which omit defining the member's re"pon· 
sibility to the organization. 

Eight of these associations using the nlPmbprHitip contract reo 
quire the payment of an entrance or membership fel' at the time of 
joining the association, or an agrl'ement to pay a membership fee 
which, in some cases may be deducted from the patronnge dividends 
later to be paid by the association. Thirty of the associations which 
use membership contracts and agreements provide in their bylaw! 
for the annual withdrawal privilege of the memix-r. One gives the 
withdrawal privilege every third year, and one every fifth year. 
One association provides that a member who withdraws cannot again 
be received into 'membership in the a88OCiation unti! 2 yeai'll have 
elap,!"d. One association, federated in form, requires the associa
tion to pay a few thousand dollars if it withdraws. Unless a 
marketing association issues stock or certificates of interest in the 
assets of the association, a member who withdraws generally forfeits 
his interest in the assets on the theory that the wit hdrawing member 
"has received the consideration for Itny contributions made by him 
by reason of the service theretofore rendered." 

Of the 42 marketing associations included in this survey, 32 use 
a member's marketing agreement in which the member agrees to 
deliver to the association for marketing all his commodity, and 25 
of these marketing agreements provide that in CaRe of failure to 
deliver all his products, the member shall pay to the association 80 

much per unit or a certsin percentsge of the returns received for 
products marketed in violation of his contract. Table 9 shows the 
requirements made of members regarding delivery to the marketing 
associations and the provisions in the byla we or marketing agree
ment for members withdrawing from the association. 
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Table 9.-Requlrements R~arding Delivery of the Commodity 
and Provisions for Withdrawal from the Association 

Contained in the Marketing Agreements 
of 33 Marketing Associations 

Mom"'" 
Code 

Dumber 
or 

....... tlon 

~: 
all com

modity to _on Penaltfror faUure to dispose 
ot commodity in aooordQDDe 

with terms ot marketing 
8p1!eDIIIOt 

Provisioo for withdrawallrom the usoclatlon 

11 _______ yes. ___ $1,000 and 5 cents 

2 ! _______ yes ___ _ 

3 ( ______ yes ___ _ 

per pound. 

lA_tion and ter
mination of inter
est in all llithhold
inga repayable. 

25 cents a box _____ _ 

4 , _______ yes ____ 2 cents per pound __ _ 

5 11 ______ yes ____ 20 percent of the 

total market value 
of fruit llithheld. 

6 " ______ yes ___ • $500 plus 3 oents per 

pound. 

8 11 ______ yea ____ 5 cents per pound of 
butter and 5 per
oent of market 
value of any other 
commodity. 

10_ •••••. yeo •••• $6 per cow for all 
eoWB owned and 
sa for each cow per 
month. 

lL ______ yes ____ 1 cent per pound ___ _ 

12 __ •••.• yes •••• 110 per cow, and 
after first month, 
$3 per cow per 
month. 

13 ••••• _. yes •..• 2percentofgroosre
turns when mar
keted otherwise. 

I ADJ' witbdh'WiDa mem.bw forIelbs all equity In Ceulral. 
I Fed ... tkm. 

Terminated by written notioe be
tween May 15 and 31 of any 
year; effective Sept. 30. 

Terminated by written notioe be
fore ~. 31 of any year. 

Terminated by written notice 10 
days or more before Sept. 1 of 
any year; elfective Sept. 1. 

Terminated by written notioe dur
ing month of January of any year; 
effective June 30. 

Terminated by written notice 88 of 
May 15 of any year after a two
thirda vote of the members. 

Terminated by written notice on 
or before Mar. 1 of any year; 
elfective Mar. 1. 

Terminated by written notice dur
ing month of April at end of 
every third. year, accompanied 
by remittanoe of $5,000. 

Terminated by written notice be
tween Mar. 12 and 28 of any 
year; effective May 1. 

Terminated by written notice be
tween Dec. 15 and 31 of any 
year; after one full crop baa been 
delivered elfeeth'e immediately. 

Terminated by written notice be
tween Feb. 12 and 28 of any 
year; elfective Apr. 1. 

Terminated by written notice given 
during the month of June of any 
year; effective JUly 1. 

J Membership made up or bC)lh )ca.1 .!Iimda1ioos and lndh-idual prodiucem. 
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Table 9.-Requlrement. Regarding Delivery of tbe Commodity 
and Provision. for Wltbdrawal from tbe AlI8Oclatlon 

Contained In tbe Marketing Agreementl 
of 33 Marketing AlI8Oclatlon-Contlnued 

• Code 
Dum'" or 

aMOclatlOD 

Mom ... 

~.:' 
an rom

modlt,. to 
_Uoo 

Penalty tOf' tallon to dla~ 
of oommodllJ In acrordaoOl 

willi &erma of marltetlJq: ....... on. 

14 ________ y .. ____ $6 per cow IUld after 

30 daYB $3 per 
cow per month. 

16 , ______ No ____ Upon failure to de-

liver certain per .. 
centage of crop, 
waives any inter
est In patronage 
dividenda or dis
tribution of &!IIJe-ta. 

16 , ______ Yea___ ~ cent per pound ___ _ 

18 1 ______ Y .. ____ All amounta due the 

producer at time 
of violation of COD

tract. 

Terminated by written ootlce bo
tween :\1 .... I and 16 of any year; 
elJenti vo May I. 

Terminated by DOti... durin, 
month of M .... h of an,. ,.ear. 
immediatel,. preceding date when 
cancelation" to bo elJentlve. 

Mter 2 ,. ....... terminated by writ.
ten notice not more than GO 01 

1_ than 30 day. prior IG Jan. I 
of 1IO,.,.ear; .lJentlve Jan: 1. 

Terminated b,. written nntl... I! 
day. before expiration of an, 
yearly contract. 

19 ________ yea ____ 1 eent per pound ____ Terminated h,. writteo notice be-
tween Jan. 1 and 81 of any ,.ear, 

20 _______ y .. ______ -'_do ______________ Mter delivery of a full .... P. \er. 

mlnated b,. written Dotl... be
tween Jul,. 16 and 31 of an1 
,.ear; elJentive Immediately. 

21 , ______ yea ____ PaymeDt of 11 ______ Terminated b,. writteD Dotlee 

22 _______ yea ___ _ 

24 _______ yea ___ _ 

30 percent of value 
of crop not deliv
ered. 

7 centa per dOlen 
eggs. 

after two-tblrda yo\e of mem
hera of local. betweeD M .... 1B 
and Apr. 1 of aDY ,._. 

Terminated b,. written DntI ... be
fore Aug. 16 of the ye..- endin, aD,. deaignated 6-year period. 

Terminated by written Dntiee be
tweeD Dec. 1 and 31 of My,. .... ; 
elJectlvo Feb. 1. 

26 ________ yea ____ 1 cent per pound ____ Terminated b,. written nntice duro 

Ing September of M,. y .... ; eI· 
lectlve nest J .... 1. 

26 _______ yea ____ No penalt,. ________ Continue _btlng until 8 weeb 
after giving Dntlce oflnteDtion IG 
dioeontinue. 

I ADJ' wlthdrawlDl' member rorfelta .11 equltJ' La: Catral. 
SlI'ederatloll. 
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Table 9.-Requirements Regarding Delivery of the Commodity 
and Provisions for Withdrawal from the Association 

Contained in the Marketing Agreements 
of 33 Marketing Associations-Continued 

Code 
Dum'" or 

....... tIou 

Member • 
BgN8S to Penalty for fallure to dispose 
deliver of commodity In aooordanoe 
all com· with terms of marketing 

mOOlty to agreement 
association ' 

27. _______ yes ____ 5 cents per dozen 
eggs. 

30 _______ Yes ___ . 20 ~rcent of gross 
&&Ie. 

Provblon for witbdmwal from the RSSnelattOD -

Terminated by written notice at 
any time. 

Terminated by written notice be
tween May 15 and 30 of 8ny year; 
effective Dec. 31. 

33 _______ yes ____ No penalty _________ Terminated by WTitten notice be-

tween Dee. 15 and 30 of any year; 
effective Mar. 1. 

34 1 ______ Yes:.: __ 3centsperpound ___ Terminated by wTitten notice be-

au. ______ yes ____ 5 cents per pound __ _ 

37. ___ • __ yes ____ $5 per cow owned. __ 

39. ______ yes ____ 15 cents per heu' 

owned. 

4L ____ • __ Yes___ 5 'cents per dozen 

eP:ft8-

42' ______ 1 yes ____ 1 IS ceut.sfor l'Rch box 

I of fruit. 

tween Dec. 20 and 31 of eVeD-
numbered years or between Feb. 
20 and Mar. 1 of odd-numbered 
years. 

Terminated by written notice dur
ing month of February of any 
yearj effective Apr. 1. 

Terminated by written notice be
tween Feb. 1 and Mar. 1 of any 
year. 

Terminated by written notice 30 
days before June 1 of any year; 
effective June 1. 

Terminated by written notice be
tween 1st and 15th day of any 
monthj effective :first day of 
succeeding month. 

Terminated by written notice be
tween July 15 and 31 of any year; 
effective follo,\\;ng Jan. 31. 

Terminated by written notice be
tween 1st and 15th day of calen
dar month in which agreement 
W8B signed; effective last ,day of 
fi1'6t calendar month follo,,;ng 
receipt of notice. 

Terminated by 30 days' written 
notice; effective Mar. 1. 

1 Auy withdrawing member to;,tt"itl!l nil eqnlty In Central. 
r FellerattoD. 
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Table 9.-Requirements Re~ardin~ Delivery of the Commodity 
and Provisions for Withdrawal from the Association 

Contained in the Marketin~ A~reements 
of 33 Marketin~ Associations-Continued 

SUMMARY 

Penalty for failure to dispose of commodity in a('cordance with 
terms of marketing agreement: 

A stipulated amount per nnit for products marketed other-

Number of 
associations 

wise than through the associatiol1________________________ 21 
A percentage of the returns for products sold outside the 

association (2 percent to 30 percent)_____________________ 4 
A lump sum amI <l certain amount per ]louml for Prouucts 

roarketell outside the association________ _ __________________ 2 

Lapsatioll of all withholdings repayable and amounts due the 
producer_________________________________________________ 3 

Payment of $1. after crop of first year is murketetL___________ 1 
No penaltr __________ .. _____________________________________ 2 

Total __________________________________________ . ________ _ 33 

Provision for withdnnval from the association: 
By ''''ritten notice from 10 to 120 days prior to date of with-

drav"ul __________________________________________________ 420 

By written notice before a specified date of any year_________ 8 
By written notice after one full crop lIas been marketed_ _____ 2 
By written notice at any time______________________________ 1 
By written notice every third year, accompanied by remit-

tance of $5,000___________________________________________ 1 
By written notice every fifth yeaL _______ ,___________________ 1 

Total____________________________________________________ 33 

~ These associations are (listributed in the following order: 7 must give notice frOm 10 
to 30 days ~fore withdrawal; 7, from 30 to 60 days; and 6 from 60 to 120 da,vs. 

Control by Members Throug,h Voting, 

Consideration of how and to what extent cooperative association6 
are "farmer-owned" and of the contractual relations between mem
bers and their associations, leads one naturally to consideration of 
how such cooperative associations are "farmer-controlled." It is by 
means of the ballot or voting rights that the member is expected to 
"control" his organization. All associations have an annual meeting 
of the members or stockholders or of delegates representing them. 
One of the principal items of business transacted at the annual meet
ing is the selection of dire,ctors or the confirmation of directors previ
ously chosen by the various districts composing the association. At 
the annual meeting of many associations, the members or delegates 
are also given an opportunity to approve or reject changes in policy 
that have been submitted by the management or other leaders of the 
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organiza.tion. At practically all annual meetings, those present vote 
011 resolutions that have been previously written by a resolutions 
~ommittee or have been introduced from the floor of the annual meet
ing. In this way the members or delegates representing the members 
have an opportunity to express themselves on matters aJfecting the 
assoc.iation. 

Marketing and financial policies .,·e usuaUy determined by the 
board of directors, 01· at least they are approved by the board of 
directors after consideration of recommendations made by the man
nger and othe,· executive officers of the a","",iation. The directors 
are elected by the members or stockholders of a cooperative associa
tion and It"', therefore, dir~etly ",spollsihl. hI the eJeelms. If the 
members are dissatisfied with the policies, they can, at stated inter
vals, elect directors pledged to change any policies which a majority 
of the members lUay desire to have changed. The intelligence and 
illterest of t.he members usually determine the type of directors who 
shape the policies of the organization and therefore control its 
destiny. 

It would seem, therefore, if farmer or member control is to be 
fad: instead of fiction, that the exercising of his right of suJfrage 
should be made comparatively easy. However, no matter what the 
methO!I of electing dit-ectors may be, member part.icipation in elec
tions is dependent on keeping the members interested in the ailairs of 
the organization and impressed with a sense of ownership. An asso
ciation that covers a wide area and elects its directors at an aImual 
meeting does not lend itself to the fnlIest participation by the mem
bers in the selection of directors, because of the difficulty of attend
ance at such annual meetings. 

Of the associations included in this study, 23 elect directors in an 
unnual meeting of the a_mhled members. In a few of these, the 
diree/ors have been previously nominated hy districts, and election at 
the allnual meet.ing is, in reality, cmafirmatioll of the selection made by 
the members ill a particulaI' district. Some associations permit nom
ination by districts; and then mail ballots to all members and count 
in the election of directors all bullots returned to the association's 
office by a stated time in advnnoe of the annual meeting. Direct 
nomination, or election by the members it, districts, and voting by 
mail give the members an opportunity to express their preference 
for representatives on the board of directors. Associations that have 
such pro\'isions seem to obtain It fuller participation of the members 
in the selection of directors. Some assoc.iations with these provisions 
reported that more than 50 percent of the members cast baUots in 
the last election, even thon~h there waH no contest or ardent opposi
L! -_ ........ 1.. ....... 'CO ... illO' Y"lminh.tration. 
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The bylaws of some associations provide that the annual meetillll 
shaIl be made up of delegates representing the memb.>rship and that 
such delegates may select an individual other than the one previously 
selected by the members residing ill" a parti~ular district. Such pro
vision has been cautiously used by associations having this arrange
ment, and seldom has the choice of a particular district been rejected 
by the delegates at the annual meeting, unless such proposed direc
tor was considered by a majority of the delegates as one who would 
be likely to prove detrimental to the organizatjon. 

This indirect method of electing director, would seem to have some 
advantages for associations covering a large area, since, by selert.ing 
delegates, more members may have an opportunity to exprell8 them
selves in the selection of directors. Care should be taken, however, 
that each delegate chooen is one who will con.ider the welfare of the 
organization in casting the ballots for director and that he does Dot 
indulge in political trading or himself become a candidate for direc
tor. Giving each member the privilege of voting by mail would 
seem to provide a more direct method for members to expreas their 
preference. If the baIlots are counted by a committee of members 
wh.o do not hold office, the election might prove ,,!ore aatisfac
tory to a majority of the members and be less subject to criticism 
or the charge that the selection of directors is controlled by the 
management. 

Voting in a Centralized Organi:ation 

Most of the centralized associations included in this study grant 
each member one vote regardleas of the amount of stock owned or the 
volume of business contributed. In some of them this vote is cast 
indirectly by delegates. In others the member is required to be 
present at a particular place on a definits date, in order to exercise 
his right of suffrage. 

The voting rights and methode of electing directors for the associa
tions included in this study are shown in table 10. The table also 
indicates the number constituting a quorum at the meetings of the 
several associations. 

Some of the associations which have directors elected by the mem
bers or by delegates selected by the members report that those who 
participate in the selection of directors or of delegates represent only 
a small percentage of the total membership. Approximately half of 
the associations reported that less tljan 25 percent of the total mem
bership participated directly or indirectly in the last election at 
directors. Four associations reported that from 25 to ISO percent 
participated in the selection of directors. Some associations can only 
estimate the number of members belonging to the aBBOCiation and the 
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Table lO.-Votln~ Rights and Q1,Iorlim of 47 Coo.perative 
Associations 

- Voting rights 

Unequal, deter
mined by-

Cod. 
nomberot 
association 

L 

Equal I---~--I 
(1 vote 

"" memo 
"") 

2 ••••••••••..••.. 

8.......... X 

14......... X 
15 ••••••••.••.••. 

" 19 ••••••••••••••• 

20......... X 

43 ••••••••.•••••• 
37......... X 

40 •.....•.. x 

8 .•........ X 

Sh_ 
ot stock 
owned 

X 

X 

X 

X 

Quan
tityor 
prod. 
n," ...... 

keted 

I.......... ...... ...... X 

13 ••• _ ••••• X 

1.6 ••••••••• X 

23 .•.•.•••. X 

25......... ...... ...... X 

27......... ...... ...... X 
42......... X ..... . 
4.......... X ........... . 

• 

Quorum 

Majority of stookholders present in person 
or by proxy. 

Majority of members present ,in. person or 
by proxy. 

50 members present in person. 
Majority Gf the capital stock, represented 

by shareholders present in. person or by 
proxy. 

Majority of the outst~ding stock repre
sented by the holder in person or by 
proxy. 

15 present in person or otherwise repre
sented by ballot. 

50 peroent of total number of stockholders. 
10 percent of stockholders present in person 

or represented by mail vote, which shall 
be not less than 50, but 400 present in 
person shall constitute a quorum. 

15 members present or otherwise repre
sented by ballot. 

Majority of the members present in person 
or represented by proxy. 

The votes then and there represented in 
person or by proxy. . 

Majority of the members present in person 
and/or voting by mail. 

Majority of the members when total number 
does not exoeed lOa, and at least 10, per
cent of total if more than 100, -but, there 
shall always be .more than 50 members 
present; (Mailed votes oounted.) 

Majority. of the stookholders present in 
person or by proxy. 

·Those members present in person or repre~ 
sented by ballot. 

100 members present in person. 
Majority of the members present. 
Majority ·of the members present in person 

or represented by proxy. 
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Table IO.-VotlnA RIAht8 and Quorum of 47 Cooperative 
Aasoclatlon-Contlnued 

VoUq rl.blt 

raer(u&1. d .. IN'· 
mined by~ 

Cod. 
Dumberal 
auoctatiOD 

ItqOBl 1---;---1 
(I vole 

per 
mem-
ber) 

Shan. 
01 Rlock 
OWDf'd 

Qua.· 
Iltyor 
prod
uctl 
mar· 
k.ted 

6 ___________________ ow. X 

6 ________________ .. _._. X 

22_________ X _______ • ___ • 
36_________ ______ ______ X 
33 ____________ ow. X . __ . __ 

X 

32 ______________ _ 

24_________ X 
44_________ X 
7__________ X 

28 ________ _ 
9 _________ _ 
10 ________ _ 
45 ______ ~ __ 

X 
X 
X 
X 

X 

X 

35 ________ . X ___________ _ 
38 ___________ X • __________ _ 
41.________ X ___________ _ 
46.________ X _______ ..... 
26. _________________ .__ X 

29 ________ _ 
47. _______ _ 
39 ________ _ 
11 ________ _ 

12 ________ _ 

X 
X 
X 
X 

X 

Quorum 

Majority 01 the vot.. 01 the membe .. 
present In penon or rep,_nted by proxy. 

Majority 01 the Interext. relJ.-nted by 
the ,",vera! members ~nt In peroon or 
rep ..... nted by proxy. 

l'hoee p __ nt In person. 
Majority 01 the membe .. p,ellOnt In perIOD. 
60 percent or the .ommon and "referred 

ltock represented, Whether present In 
penon, by proxy, by delegate, or voting 
by mall. 

16 percent 01 the membe .. preseDt In perIOD 
or represented by authorized d.lell8loo. 

Majority 01 the .took rep __ llted. 
60 nnemben preoent in person. 
1'he .tockholde .. preoent. 
20 percent of total nUDlber of common Itock .. 

holders present In pereon when .1I .. h 
number does Dot exceed 200; OVer 200, 
60 .tockhoide .. ", ... nt in perIOn. 

20 nnemben present. 
26 memberw. 
10 per.ent or the memben In good otandl .... 
11 members In perIOn. (No voting by 

",oxy.) 
MajOrity 01 the .tockholden ~nl ii, 

penon or by proxy. or voting by mall. 
Majority 01 the Btockholdc ... 
One-third 01 total number 01 stockholders. 
75 Btockholde .. pr ... nt In perIOn. 
10 percent 01 all membero. 
100 memberw ",esent in penon or repre-

oented by proxy. 
Majority 01 the memben present. 
60 membero ",esent in penon or by proxy. 
Majority 01 the producero present. 
16 percent 01 memben present or rcpre

acnted. 
100 accredited delegates. 
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Table 10.-Votin~ Rights and Quorum of 47 Cooperative 
A~ociation.-continued 

Voting rights 

Unequal, deter-
mined by-

Code Equal number 01 Quornm 
association (1 vote 

QUIUl-.... 
mom· s ..... tityof 

""'l 01 stock prod. 

owned ucts 
mM· ..... 

18. ________ X ------ ------ Those present. 
2L ________ ------ X ------ Delegates representing a majority of 

outstanding stock. 
3L ________ ------ ------ X 15 delegates present. 
34. ________ X ------ ------ 30 members present in person. 

Totals ___ ~~ 7 8 

81;TMIoUBY 

ASSOCIations Associations Associations 
electing directon electing directon electing directors 

lor 1 year lor 2 years COt 3 years 

! .. ! I .. s ! .. ! 0 0 ii e ~ f li :. 
~ 

II .. .. .. ! • 5 5 a .., 5 a .., .., .., .. .. .. r. .. .. .. 0 .. .. .. r. '" '" '" '" '" '" .. '" '" '" - - - - - - -
VoUng power! 

Equal. ________________________________ ._ • • • 12 1 1 1 • • • • 17 
Un8Clual, determined. by sharea of sf.ock owned. ___ • ________________ • ___________ • ---- I • 1 ---- ---- I ---- ._-- 1 1 
Unequal. de_ad by quantity of 

producta marketed ••• _________________ ---- • • • ___ A ---- ---- ---- ---- I 1 • - - r-- - - r-- - -
Total aasoe1aUODII. __________________ I. 7 • 23 • 1 1 • • • • OJ 

= = = = = = = = = = = = 
Quorum: 

MaJority pnIIeDt lD penon ______________ ---- I 1 • ---- ---- ---- ---- I • ---- • 
A oertaln number' or pemm.tap or mem-

ben! present In person _________________ • 1 ---- • ---- I ---- I • • • 11 
Majority prese.ntln penon or npnlSBIlted 

by proxy _____ • _______ • __________ • _____ • • • • ._-- ---- ---- -.-- ---- ---- ---- ----
A certain number or percental\'! of mem-

ben presant in penon, maUed ballot, 
or pro17 .......................... _ •• _ •• • .... .--- S 1 ---- .--- 1 ---- • 1 • 

Majority ofllock In penon or by proxy __ • ---- • • 1 ---- ---- I 1 ---- I • 
Votes rlSprtMDted. there and th8D In per-

IOn or by proxy ________________________ ---- • --.- • ---- ---- ---- ---- ---- ---- ---- ----TbOl!le presenL In p&r8OD_. _______________ ---- ._-- 1 1 ---- --.- 1 1 ---- ---- I 1 -
Total asIIOOlaLiollS. _ • ___ • _________ ~ ____ I. 7 • 23 • 1 1 • • • • OJ 

the 

5 
3 .., 
• f 
0 -

82 

7 

• -
" = 

• 
10 

• 
7 
7 

, 
• -
" 
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percentage participating in elections, beca\l8l! I\1t'y han !Il"t u)lno RY" 
tem for rt'gularly purging the membership rull. The following 
quotation, taken from an unpublished rt'port madl' to the ("oopera· 
ti,·e Division of the Farm ("rt'dit AdminiRlratioll, probably would 
apply l'<Iually as well to some other lISSOCiations: 

Dul' to the lax sp<tem of keeldng tnle)[ of It. _ ...... bl'. and In tbe IR.k 
"f Inte"",t on the part of lhe m .. mher1lhlp ID tb. _II ..... the .noUBI ........ 
tlOD of directors bas de,-.,lopPd Into more or IfW ot • C!Ut"'Dd~rlPd atral" 
~UltlDg 10 the ele<>tioD of the Mme mea 7ear after year. 

Members cannot really be expected to parti .. ipate int<olJigt'ntly in 
the election of directors unless they are kept infonnptl regarding the 
policies and activities of the association and have rea!«mable knowl· 
ed/!" concerning the action of the dire<"lo ... who ""pre!O('nt th .. m. It 
is believed that no democratic system of govt'mment could long 
exist unless the voters had an opportunity to know h"w thl'ir r..pr... 
"l'ntatives voted on the various que.tions thRt came bef,,", th"llI. 
The members of a eooperath·e association are entitled 10 8imilar in· 
formation regarding thl'ir rl'presentativl'8 on thl' board of directo ..... 
MOl"l'Over, officers of a coopl'rative are belter protl'<"Il'cl in their posi. 
tions when they supply information that will enable ml'mbel'l! tn 
judge intelligelJtly their official a("tions. Ru("h offi ....... also h8vl' 
more assurance that they are satisfactorily serving their constitu· 
ents when a large per .... ntage of the ml'mbe", participale in th .. 
elections, even if a number of votes are ca.'!t for other candi-Iales. 
"\ nting is in reality an e'·iden .... of intel"l'!d in thE' ."", ... i8tion and 
should be encouraged by every rt'a"'IDable mE'anR. 

The bylaws of centrali7.ed aSMCiations generally provide that the 
art'a served bv the RSMCiation shall be divid .. d into distrirte from 
tinle to time .;, that eRch director shall report about th .. same Tolu_ 
of business furnished to th .. association. In a few 8~odaliollR th .. 
bylaws are indefinite as to whether the ft'pre!ll"ntation shall be ba ..... 1 
upon the production within the territory of the a,.,..,.,j8tion or npon 
th~ deliveries to the as.<;ociation. One association haR not redis
tricted its territory since 111"24; 2 have not rt'districted since 1929; 
and 20 have redistricted durinlt the period 1900-1934. Failure to re
district territory was frequently attributed to th .. fear of di,"",-1o ... 
that they might not be ret>lected if the territory were ..... liRlricted. 

Yoting in tI Federtltion 

Sixteen fedE'rated as.·"odations were included in this study. Ten 
of these federations pro\;de for one Tote for each member nnit. 
Four provide for one vote for each share of stock in the central 
corporation held by each unit, with 8 limitation on the amount of 
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stock anyone unit may own. Two associations in one State. provide 
that each unit may have one vote with additional votes for a. speci
fied volume of products ma.rketed through the centra.l association 
during the preceding yeu. This feature of providing representa
tion according to the volume of products supplied seems' to be a. 
new development. The associa.tions that use this method of voting 
ma.intain that it tends to prevent local units from dividing into 
uneconomic units, and perhaps the prospect of ga.ining increa.sed 
representation in the affairs of the central organization encourages 
local units to increase their volume of business with the overhea.d 
organization. This voting policy also tends to minimize the resent
ment which units furnishing a. large proportion of the volume might 
feel against small units that, a.Ithough they bontribute little business 
and therefore little income for the maintenance of the central organi
za.tion, have equal voting rights under the one-unit-one-vote plan. One 
large federation provides that each member sha.ll have as many votes 
as equal the. number of shares of stook owned by the member asso
ciation multiplied by the number of directors to be elected, and that 
0.11 these votes may be cast for one director or distributed among two 
or more directors to be elected. One of the federations included 
in this study has several member units that provide for voting on a 
patronage basis in choosing directors of the local asscciations. 

Giving each member one vote was a. natural reaction from the 
abuses and dissatisfaction that arose a.mong small stockholders be
cause they felt that large stockholders were interested in dividends 
on stock ra.ther than in rellecting to the members the savings that 
might be made in operating the cooperative. There is not necessarily 
any relationship between volume of stock and the patronage sup
plied by an individual member. In fact, it may be possible for an 
indi vidual to own considerable stock and furnish little or no volume 
to the association. Some cooperatives have recently expressed an 
interest in the methods used by the associations tha.t provide for 
voting on the basis of patronage. 

One large federation has a provision in the contract between the 
central asscciation a.nd the member assccia.tions composing the fed
eration which provides for a boa.rd. of representa.tives to which each 
of the member associations is entitled·to appoint one representative. 
The contra.ct provides that this board of representatives sha.lI, as 
adviscry to the board of directors, ha.ve supervision over a.ll matters 
pertaining to carrying out the provisions of the agt'OOment between 
the central association and its member assccia.tions. 

Normally, each member of the board of directors casts one vote, 
but upon request of any two members of the boa.rd of directors a.ny 
question a.s to carrying out the provisions of the a.greement between 
the centra.l a.nd the member associa.tion shall be referred by the board 
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of directors to the board of .""""",nlnth·",,, andllPon d"llIalld of Any 
n.ember of the board of ."p.'t'sentath·es t.he "ote II1'0n any qtl~"lion 
under consideration shall be taken llpon a "(lPl'l't'ntage" basis. In 
those cases where the vote is tAken IIpon a IX'l'l't'ntaj(ll basis each I't'p
resentati"ve casts the same (lP1'CentHjl@ of the totnl vote of the board 
of representath-es as the volume of bnsinl'S!! fUMlished by the lU!!!OCia
tion appointing him is of the total of all business handled by the 
central for the member associations. 

When any vote is taken by the board of repl't' ...... ntative8 the fact 
that t.he vote was taken and the l"eNults tlll'renf are c .. rtifipd to the 
board of directors of the central as.'lOCiation. The contract. provides 
that the central shall toke notice of the reflllit of Ruch action as 
instructions from the meinoor associations cOlllplising the central and 
carry on the busineRq as directed by 8l1ch vote of the board of 
representatives. 

This association has seldom had occasion to in\'Oke 8t1ch looting ac
cording to volume. The provision, however, is reported to have 
created a feeling that the interests and rights of the majority of tho 
commodity were being safeguarded alrainst potential injustices. A 
few other associations han followed the example of this federation 
by incorporating provisions for a volume or tonnaj(ll vote when sev
eral members of the board of directors request it. This provision is 
generally incorporated in the contract between the central and the 
member associa,tions, without being specifically set forth in the 
bylaws. 

Some federations, ha,-ing a large number of unitA and desiring to 
have a board of directors of reasonable size, provide for a, division of 
local units into districts and for the selection of a director by the 
local associations in the particular district. The ad\'Bntages of a 
small board of directors cannot be questioned. Each local a880Cia
tion, however, usually p.'t'fers to have its own repre""ntative on a 
board of directors. This desire sometimes promotes political trading 
among &SSOciations in a particular district, and it may be questioned 
whether harmonious relationship between the central and the local 
nssocia,tions is thereby promoted. Some local associations oompri ... 
ing a, district rotate representation on the boa,rd of the central BSfIO

mation. 

Means of Membership Contact 

EVEN when mpmber ownership and voting control are provided 
for in the set-up and administration of cooperatives, healthy aDd 

satisfactory membership relations do not antomatically folIo .... 
These caD be achieved permanently only when those responsible for 
management have definite objectives and definite progra,ms for main-
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taining membership contact and bringing about an understanding 
of the association's affairs on the part of members. Member·control 
of the association and member-participation in its affairs cannot be 
exercised intelligently unless information is dispensed and an under
standing of association affairs actively promoted by those responsible 
for management. 

If unsatisfactory conditions in this respect exist in local associa
tions, they can be attributed partly to nonallocation of equity and 
earnings to the members and partly to lack of information and un
derstanding on the part of the membership. The management and 
board of directors, therefore, who could have met this need are 
primarily responsible for unsatisfactory morale; that is, if in the 
first place the business operations of the association have been suc
cessful enough to justify the support of the members. The man
ager of an association covering a small area can handle the promo
tion of such part.icipation and understanding among members as a 
part of his r<>.gular routine work if he plans for it and is supplied 
with adequate information. He can also influence the local b(lard 
of directors, who come in more frequent contact with the members of 
the organization through the natural associations which a community 
affords, to promote member participation and understanding. 

Means of Contact in a Federation 

As pointed out above, there is a. tendency for federated organi,za
tions to leave the responsibility for dispensing information to mem
bers and launching educational programs to local member units. 
Where a relatively small and compact local organiza.tion has a 
representative on the centra.! boa.rd of directors, this representative 
is able to keep the local officers informed concerning the policies and 
progress of the centrlil organization. This contact provides an ele
ment of strength, but it also has some weaknesses, as the representa
tives va.ry in attitude toward the central organization and in ability 
to report the proceedings of its board of directors to the local as
sociation. If the director of a. unit association is able, diligent, and 
in sympathy with its progra.m and policies, he can do much to keep 
the manager and the local board of. directors sufficiently well in
formed to produce satisfactory cooperation. If, however, he is 
incompetent, indifferent, or even hostile to the programs and policies 
of the central unit, t.he entire organization may suffer. 

When federations have a. great many member-associations a. rep
resentative from each local unit would make the central board of 
directors unwieldy and pel'haps would involve much expense in hold
ing its board meetings as often as would be desirable. In such cases 
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some system of apportioninlor dir .. .,toJ'8 al1lonl': the iO<"ll1 RHIOJ<'iBtion. 
or forming larger or 5e.,<mdary unitB of Iorrollp" of a""""iat inn. al1tl 
providing for repI't'sentation of the Be<'Ontlllry IInits ou the ""ntral 
board of dir~tors has been found necessary. 

Whenever the director is the only means nf "ontad I.",twl'l'n til .. 
central associations aud the local organizations, a vpry "pOllp<l condi
tion may arise ILmOIlg the member units. Soml' fl'lll'rations, thl're
fore, have found it desirable to have in<li,·i.lunl. "lIIploy .. <1 diret·tl, 
by the central organization aufl delegate to them th .. re"ponsibility 
for the development of more uuiformity of IIlIder"tauding among the 
various locals and promotion of teolllwork bellv.pn th .. lo('al. and the 
central associations. 

One federation made up of !!everal units, whidl, ill turn, are made 
up of other small .. r incorporated units, Pl1ll'loyo Ii"ldmen primarily 
to assist local managers in increasing t.heir membership and "ati.
fying complaints among the membel'S of local associations. Some 
local managers coli for the servi"e of these lieldmen many times dur
ing .a season; others seldolll call for them. One local mauRger 
stated, "If I, who know the producers in m~' al'pa, can't keep them 
satislied or enlist their support, I feel that my aH8OCiation dOellll't 
deserve it." Other ma.nagers indicote that they are too bllMy with the 
rpgular routine of 1II0nag('ulI",t to meet prospediw melnl".!'8 or to ' 
deal with those that. are dissatis/ipd. Since the !lervices perfonnpd 
by the Heldmen of thi~ federation have resulted in the addition of 
new members and the reenlistment of exmembers, there seelll8 little 
doubt that they have justilied their emploympnt. The demand and 
the need for lieldmen, howe"el', would be le"''leIlPd by fuller coopera
tion between the managers of local aSSOl'iatiolls and the mana/t"ml'l1ts 
of district and central associations. 

No association made up of a federatiou of mpmbe.r aMsociations 
reported completely satisfactory relations between the member uuit. 
and the central organization. Some local BSIIOPiatioJlJl, membe ... of 
larger organizations, reported friction or lack of uudersta.ndin/( 
between the local and the central organization, The unit a"sociations 
tend to criticize the central for its policies and lack of understandinA' 
of local problems, while the central associations critici7.e the unit 
associations for their failure to support these policies of the central 
organization. This situation has led some central organizations to 
attempt a high degree of centralization of fundions with the result 
that some local ullits fepl that they are becominA' not.hing more than 
branch offices of the central association and are gradually giving up 
their, independeuee and autonomy_ Such feeling on the part of the 
unit is not conducive to harmonious relationships. The question may 
be raised whether the central is not impairing its own future when 
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it fails to foster a spirit of independent cooperation in the unit 
IIssociations. 

The very nature of a federation challenges the tact and ingenuity 
of its administrative officers. Complete cooperation of the unit JlSSo· 
ciations is desirable, but officers of the central organization cannot 
demand an attitude of service from an officer of a member associa
tion in the same way as from the managel· of a branch or from em
ployees of the central organization. An officer of an overhead organ
ization may be inclined to give ordelos to the officelos of units compris
ing the federation in the same way as to employees of the overhead 
organization under his direction. Member associations, however, 
generally value their independence and resent such orders. A great 
deal of tact and diplomacy are necessary to develop a cooperative 
attitude among unit officers so that the entire organization may func
tion as an efficient working unit. 

In the desire to reach a goal quickly, some central aSsociations have 
tended to violate the independence of unit associations and are 
now finding ·it necessary to go back, as it were, and correct this 
violence to the pride and autonomy of the associations. In a 
few cases, perhaps, haste has delayed the development of the rela
tionship between the units and the central that all have now come to 
recognize as necessary and essential. 

One federation, made up of 18 units, has found it profitable to 
have 3 representatives from each unit on the central board of direc
tors. The manager and two members from the board of directors 
of each association constitute this representation. The central pays 
no per diem or· travel expense for the manager of a local associa
tion attending a meeting of the board of directors and pays only 
half the expenses of each local director. This encourages the at
tendance of both local directors at a central board meeting. This 
association reports that it has found it unnecessary to have fieldmen 

. and believes that the representation from the local associations 
on the board of directors of the central organization has accom
plished the same purpose. 

A board composed thus of 54 members would be objectionable to 
most cooperative associations, but in this particular case it seems to 
have proved satisfactory. ·An executive committee composed of 18 
members, seleCted by this board of directors, meets when it is thought 
inadvisable to have the full attendance of the board. The manager 
expressed himself as being very reluctant to diminish the size of 
the board of directors and seemed to feel that the association had 
suffered no inconvenience from having so large a number of directors. 
It appears that the local associations comprising this particular 
federation work more harmoniously with the central. organization 
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than do the units of certain other federations in wl,ich IOt· .. 1 uiliis an' 
grouped into distrids Bnd chOOS(' a di";"tor to l"p ...... ·lIt t1,eir 
district. 

It seems that federations might profitably ron"ich'r inr .... aHillg the 
outlay that would be n('ce".ary if the number of direrto ... in Ih~ 
f('deration were increased. The efficiency of almnst any bnard or 
directors and the amount of time wasted at a direct.or's me .. tinll 
depend largely upon the chairman's ability to hold th" con"id~ratio" 
of the board strictly to business and t.o Rn agenda that hu oo..n 
prepared in advance of the meeting. This Rl(Ilnda, howev .. r. 
should not be so rigidly prescribed by the "powers that be" .11 

to prevent the introduction of matters which the mallagemN.1 
might desire to conceal. Such a sitllation miJrht pervert the bna rd 
into a "nlbber stamp" for the manager. -

One federation, however, has 200 or more member units. A rep .... · 
sentative on the board from each local Bl!8OCiaiion, therefore, would 
be impractical, and it is pl-eferable either to district the area of 
the association or provide for a secondary orA'anization and a boanl 
of directors chosen by districts or from the secondary organiza. 
tion. In SIlch instances as this, the board memhers are inadequRIr 
as a means of contact between the local organization anel the central. 
Such federations have found it desirable to employ fieldm .. n. Two 
sllch federations have field work performed incidentally by indi
viduals whose primary function is that of HUI",rvi,ing, gracling. anrl 
standardization. Such dllties enable the fi"ldmen to work wilh tlIp 
local manager on problems of the local ftSHOCiation. The arrallll"" 
ment does not provide, howenr, for frequent con tad bet. ween the 
members of the board of directors of a IlX'al aHl!OCiation and a 
representative of the central offic ... 

Intermediate Organizations 
Districts or SIlbexchanges govenled by B board of directo,.,. made 

up of managers and representatives from local aseociation. alford 
the management of the celltral organization of ..nch f"deration& a 
meaDS of keeping in contact with local associations and provide a 
channel of information between tbe central organiziltion and th .. 
local association. These directors and managprs of local 88IIOCiation. 
also provide a channel of information to the indivic\ual mem ... ·r8 of 
the local association and from the local members to the managp
ment of the central. The problem in some organizations i& to pr .. -
vide economic functions for snch a district or .-ubexchange so 8H 10 

maintain the interest of Im'al reprl'SPntatives. It .-ms, howevpr, 
that an organization might work Ollt a definite pr .. g .... m for illl-
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proving the efficiency of the local associations and discussion of the 
problems between the local and the central offices which would 
warrant interest and attendance at district meetings. 

Centralized Units of Federations 

Four federations are made up of units which are. State-wide in 
area. In this study, such units are referred to as "centralized organi
zations." The problem of contact between the central management 
and the members of such centralized units is increased in its difficulty 
by such wide-fiung membership. Few individual fanner-producers 
ever come in contact with the office of the central organization, which 
may be located several hundred or even a few thousand miles from 
the producer. The management of the State units is often located 
several hundred miles from the individual producer. Maintaining 
contact between the individual member and the office which markets 
his product is indeed difficult where this function has not been dele
gated to some unit of the centralized local. Fortunately, some com
modities lena themselves to the development of local units for' per
forming the service of receiving and grading the commodity. Some 
organizations, national in scope, however, have not yet succeeded in 
developing such delegation of functions to local units and local 
facilities. In a few cases the large organization has even employed 
the fieldmen of the centralized unit and made of the centralized unit 
almost a branch office of the national organization. Managers of 
these large units composing the federation seem to feel that unless 
some means is developed whereby the individual member can be 
brought more to a feeling of individual responsibility and ownership, 
he will regard the national organization as just another buyer in the 
field of handling agricultural commodities and be easily infiuenced 
to leave the organization when he can do as well or better through 
its competitors. 

Contact with Members 
Through Supplemental Services 

Many marketing associations covering an area too large for the 
members to come in frequent contact with the manager have devel
oped supplemental services to members. These supplemental serv
ices bring the employees of the association into frequent contact with 
members and thus provide an opportunity for acquainting them with 
the details of association affairs. These services to members involve. 
a great deal more activity and expense than the customary solicita
tion of business by private firms or individuals. Since the associa-
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lion is owned by the m~mbPrs. and any savings niulie out of the in
come of the association are cr~r!ited to mell1bPrs or pair! to them in 
patronage dividends. it can be said that the memben are really 
assessing themselves for the extra cost of thi~ memlll'l'Mhip service. 
If they decide that the expenditure for membP .... hil' servi.l' is in 
""cess of the bPm·fits derive,1 from it, they may effect a change by 
electing directors pledged to curtail such expenses. 

One of the best e:<amples of the above type of m"mbPrshil' service 
is that provided by some of the cooperative livestock-m..rketing agen
cies. These associations give their membPrs, upon request, advicp. 
regarding the class of livestock to pureha .... anr! the m"'4 favorable 
time at which to mark .. t a particular class of livestock in order to 
realize the maximum return on the labor and feed expended. They 
give information on and demonstrations of improved method. of 
breeding and feeding in an effort to assist the IIwmbPrs to produrr 
livestock of. better quality. They' also hold demunstratiolls in grad
ing livestock, thus enabling the producer to recognize and ""Iect 
finished animals and to sort his animal •• some for marketing amI 
some for further feeding. Practical demonstrations of this natura 
aI'Il usually conducted by a representative of the association at the 
feed yard of some interested member, where other members am 
assembled from nearby, and where results of buying, feeding, breed
ing, and other practices are discussed_ 

Another valuable type of membership servkoe is the giving of 
market information and advice Be to the time to move live.tock to 
market, so as to a void temporary gluts and conse<IlIent price de. 
rlines. The cooperative association which really repre..ents the mem
bPrs' interests is less concerned with making profits from renderinll' 
marketing services than it is with giving melllb"r. any and every 
service that will yield the members the greatest returns. EmploYeell 
of an association, ,,·ho are constantly in touch with the market, are 
in a better po;;ition than most individual producers to interpret 
available information on probable supply and d .. mand and pri .... 
trends. Several associations supplement the readily available in
formation with research work financed by the association and are 
thus able to provide their members with more information than is 
accessible to the average producer_ 

Members of some fluid-milk bargaining aBBOCiation8 are enabl,,~l 
to produce a better quality of milk and to meet more satisfactorily 
the sanitary requirem~nts of the market on which they ""II, hecauSf' 

. of services provided by the associations. Some of th.,... associa-
tions furnish their members with informatioll regarding the market's 
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probable needs at different times of the year. Others also assist their 
members to organize by groups for transportation of milk to the 
market, thereby securing lower transportation charges. 

Certain cooperative associations marketing fruits and vegetables 
provide a service through which members are advised regarding 
horticultural practices and pest control. For example, a few asso
ciations have developed a cooperative plan for spraying and fumi
gating fruit trees. Most cooperative fruit-marketing associations 
inform members as to the best time for harvesting and the most 
desirable rate of movement to market. 

A great deal of the information provided by such service depart
ments supplements the efforts of the State agricultural extension 
service and lends emphasis to its advice on production and harvest
ing practices by connecting it with the marketing service offered 
by the association. Employees engaged in this type of membership 
service have an opportunity to inform the members on other aspects of 
the association's affairs. Contacts thus made give employees a more 
complete understanding of the attitude and point of view of the 
members. Membership service, therefore, is of value to the officers 
and employees of the association as well as to the members because 
it provides a means of contact and a channel of information for 
both. 

Planning for Members' Participation 

Associations having their members scattered over a large area 
and, therefore, difficult of contact in the course of the natural opera
tions of the association, require special planning and effort for con
tact and education in order to develop a sense of ownership in and 
responsibility toward the association. It appeal .. that many such 
associations make little if any consistent effort to develop the second 
phase of organization; that is, organization for members' participa
tion in the affairs of the association and mutual contact between the 
members and the management. 

Three approaches to organization for member participation have 
been developed. Some associations have made the handling of mem
bership organization incidental to the routine work of officers and 
employees handling an economic function. Four cooperative mar
keting associations included in this study have delegated the con
tact and educational work with members in whole or in part to 
general farm organizations operating in the area served by the 
particular association. Thirty have designated certain employees 
or set up special departments for handling the membership. The 
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departments or employees to whom the handling of ml'mbt-l'Ilhip 
relations in these 80 associations have been delegated are as follow8: 

N ... ..,.,. of .,..,"*,Iow. 
*,rp8"", ,.."... 

Department or emplO)"pe bftllflltnJC wpmMt'IIIhl,_ r.IRtlHDR: ...... w, .. 
FIeld departmpnL __________________________________ .__ ______ U 
Mem_l!blp ""rrl""_________________________________ R 

Mana_--------------------------------------------- T 
Manager, 881ea departmPDt_________________ ______________ J 
Munager, retail department____________________________ 1 
A~tant noanag.r_________________________________________ t 
Secretary-tre8811I'@r_________________________________________ J 
A881staot aecretary-trrB8l1rer ____________________ ___ __ ___ _ _ __ J 
Oro"el'S' relatlon'____________ ________________________ __ ___ t 
PubUe relation. aDd laboratory Beld M!rt1Pe _____ .____________ 1 
President In cbarge of orgaolzatloo__________________ 1 
Advisory counctL_______________________________________ 1 
Division of Informatlon__________________________________ 1 
StandardlzatloD____________________________________________ t 

TotaL _______________________________________ .. _____ _ _ 80 

Perhaps there is great variety in the specific objectives of 8BIIO

ciations in handling the problem of membel'Bhip relationll. Doubt
lOlls all associations expect to increase the membership and the volume 
of business of the association and to deal with complaints ariBing 
among the members. 

Only recently some cooperative association8 have attempted to 
make the dissemination of information to membt-I'B and the per
forman(',8 of other .ervires connected with membt-r-relatioll8 a part 
of the business routine of regular employees who comp in conlBct 
with the members. One of the larger associations, having 8 mem
bership of about 50,000, states: "It is our purpose to make every 
individual that comes in contact with the memtJ('J'!! a fjpldman fur 
the association." A radical change has taken 1'181'8 within tllP 
last 10 years in the husiness policy of cooperatives handling some 
commodities. Form .. rly cooperatives in this group werp spending 
as much for field and educational service-or gelling busine88 for 
the association-as for markpting expenses, but in I'('('pnt yeal'll they 
have spent practically nothing for field work and have been operat
ing at a much lower cost per unit of commodity handled. It would 
seem advisahle, however, jUdging from the present situation in 
these cooperatives, for them to employ someone on whom to place 
the respousihility of developing an educational and membership
contact program that will promote uniformity in content and method 
of presentation of informational material supplied to members. 

One of the most successful of these cooperatives, which h ... 
healthy membership spirit at present, and has worked as diligently 
in promoting a sense of ownership on the part of members .. in 
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achieving efficiency in the business administration of the organiza.
tion, created, soon after it was organized, the position of "vice
president in charge of institntional development." For this posi
lion an individnal was employed who recognized that the job of 
institntional development cannot be confined solely to developing 
a proper attitnde on the part of the members; hnt require; that 
equally as much attention, even if less time, be given to developing 
a proper attitnde on the part of the administrative officers and all 
employees of the organization who come in contact with the mem
bers. This treatment of the problem from both angles bas been 
quite elJective. 

A. few associations that have delegated educational and contact 
.. ork with members to general farm organizations have found tbis 
an-angement quite satisfactory. In others it has been a source of 
friction between the cooperative and the general farm organization. 
In one instance & sharp division of opinion arose among the mem
bers regarding tbis method of edncation and membership contact. 
The effectivenl'SS of this system of membership education and con
tact apparently depends largely on the personalities involved and 
the type of individuals employed hy the farm organization to per
form the educational work. One inherent weakness of this system of 
nsing employees of another organization might be pointed out; that 
is, such persons, although acting as representatives of the coopera
tive association, feel that their first allegiance is dne to their original 
employer. They thns feel relatively independent of the manage
ment of the cooperative association and free from any direction or 
control except from their employer. Unusual tact and unselfish 
service is. therefore., necessary in both organizations if such an ar
rangement is to be carried on withont friction. Freqnent contact 
is necessary bet .... een the manager of the cooperative and the field
men employed by the "subsidized" organization. Even then there 
is danger that the employees of the general farm organization may 
be charged with & dnal allegiance which canses them to neglect 
to hnild up the cooperative marketing association unless such de
velopment also contrihutes to the development of the "subsidized" 
organization. 

Employment of Special Personnel 
to Perform Membership Work 

Twenty-eight of the associations studied employed special per
sonnel to deal with membership relations within the organization. 
Tahle U shows the number of individuals employed hy groups of 
associations for the solepnrpose of soliciting patronage for the 
organization or giving information to the members and promoting 
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Table H.-Number of Members In Each A88Oclation and Number 
of Persons Employed Solely for Membership Work. 

for 28 A88Oclations 
AB800IATIONS EMPLOYING FROM .... PERSONS FOR MKMBRRaUIP WORK 

14 ____________________________________________ _ 
10 ____________________________________________ _ 
26 ______________ . ____ ... _ .... _ •. _. _____ ._ ...... _ 
37 ______________________ •. _________________ . __ :_ 
44 __________________________________________ .'. __ 
42 __________________ • __________________________ _ 
33 ________________________ . ____________________ _ 
40 _______________________ . _____________________ _ 
1 _____________________________________________ _ 
18 ____________________________________________ _ 
15 _____________________________________________ _ 
25 ____ . ________________________________________ _ 
7. _________________ . ___________________________ _ 

TotaL ___________________________________ _ 

Ave~e--------------_--------------------

Nomht!r 0' .......... 
emplllYl'tlla 
memtlfllfllblp 

.... t 

I 
I 
2 
2 
2 
8 
3 
4 
4. Ii 
5 
7 
8 
8 

50. 5 
ao 

Nom_of 
Dlembof'll In 

"UIOClaUon 

1.250 
4,1133 
1,622 
8, 121 

70,000 
510 

8,500 
834 

1,848 
14,093 

400 
2,000 

, 10,929 

125,640 
O,68r. 

ASSOOIATIONS EMPLOYING FROM U)-I9 PERSON8 FOR MEMBF.R8UIP WORK 

26______________________________________________ 10 
35 _________________ .___________________________ 10 
47 ____________________________ ._________________ 12 
2_______________________________________________ 12 
6_______________________________________________ 16 
36______________________________________________ 16 

5_______________________________________________ 17 

1,400 
8,633 
6,020 
7, 500 
7, 534 
8,000 
5,751 

------~----
To~_____________________________________ 91 
Average___________________________________ 13 

89,838 
6, 691 

ASSOCIATIONS EMPLOYING ),ROJ( 2D-2III PBRSONS VOB MEMBER8HIP WODE 

16 _____________________________________________ _ 
3 ______________________________________________ _ 
27 _____________________________________________ _ 
45 ______________________________________________ _ 

T~ ____________________________________ _ 
Average ____________________________ . _____ _ 

21 
22 
25 
25 

Il3 
23.2 

70, 130 
13,500 
4, 661 

66, 130 

144, 821 
36,080 
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Table H.-Number of Members in Each Association and Number 
of Persons Employed Solely for Membership Work, 

for 28 Associations 

ASSOCIATIONS EM:PLOYING FROM SIH{I PERSONS FOB MEMBERSHIP WORK. 

Code number of usodatton 

30 _____________________________________________ _ 
34 _______________________________ , _____________ _ 
12 _____________________________________________ _ 

To~ ____________________________________ _ 

Average __________________________________ _ 

Number of 
persona 

employed in 
memberabJp 

wMk 

31 
32 
36 

99 
33 

Number at 
membetsln 
B8Soolation 

17,300 
3,633 

34, 774 

55, 707 
18, 569 

ASSOCIA.TIONI;) .,EMPLOYING 50 OR MORE PERSONS FOB MEMBEBSBIP wonlt 

11 _____________________________________________ _ 
54 3,600 

Grand totaL _____________________________ _ 387. 5 369, 106 
Average __________________________________ _ 13. 8 13, 182 

member participation. The table also shows the range of mem
bershi p in each of the groups. 

It will be noted that the average number of fieldmen employed 
,by these associations is approximately 14, and that there is little 
correlation between the number of members belonging to the associa
tion and the numher of fieldmen employed. Two more associations 
might be added to the group employing from one to nine persons for 
membership work if the managers who spend most of their time in 
field work are included. 

The number of individuals employed in field work depends to a 
considerable extent on the administrative set-up of the central or
ganization, and the amount of volunteer effort obtained from the 
members in promoting and developing contact with "locals." Eleven 
centralized associations have district managers who assume the re
sponsibility of membership contact and education in their respective 
districts, with what assistance they may get from the central office. 
One association included in table 11 has an advisory "council" which 
meets monthly at the central office. In the week following this meet

. ing the advisory council meets the members at their respective locals, 
thus promoting group solidarity and an understanding of the 
progress and problems of the organization. The work performed by 

82120--88--6 
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the members of the advisory council and the offi~rs of the local. ill 
voluntary. An examination of the minutes of the advisory council 
showed that the council meetings had an average attendance of more 
than 80 percent of all the membel'll composing the a.lvi .. ,ry counciL 
Copies of the minutes of the local meet.ings were mailed to the ISI!O' 

ciation, and an examination of the files showed that the membel'll oj 
the advisory council who had attended the advi!lOry council mp('tin~ 
met with their respective locals and discllssed the proceedings of tho 
council and any other matters which the members in attendance 
wished to have discussed. 

In most of the associations the fieldmen are hired and di.miMed 
by the manager of the association or by the head of the field servi~ 
department, who is responsible to the manager. In two 8H8OCiBtionB 
the board of directors employs the fielllmen, in one the president 
chooses the fieldmen. It would seem that fi.ldmen should be directl, 
responsible to the manager or to the department head to whom the 
manager has delegated the work of snpervision of the field men. 
When fieldmen are employed by the board of directors or by the 
president, they may feel themsph'es under no obligation to carry out 
the policies of the management and might become involved in the 
politics of the organization. 

There .is little or no uniformity in the services performed by dis
trict managers among the associations that have slIch officers. In 
five associations, district managers spend their time almost exclu
sively soliciting neW members. In fonr associations, they devote 
their entire time and attention to inspection, standardization, and 
quality control. In some others, the district managers are in charll'e 
of the economic functions performed in their district.. Only 14 
associations included in this survey had district managers. 

Fifteen associations included in this survey require the field men to 
perform some economic service in addition to maintaining member
ship contact and soliciting new members. The most common eco
nomic services performed by the fieldmen in these 88Rociations are in
specting the products handled by the members and promoting the 
improvement of quality. Some dairy a.,,;odations have check testers 
who, because of their frequent contacts with members, occupy, in 
some respects, the position of field men. Within the last few years 
there has been a tendency for cooperative associations to discard the 
itinerant fieldman whose duties were confined to soliciting new mem
bers and ''ballyhooing'' the association. Attention is DOW concen
trated on keeping the members acquainted with the affairs of the 
association and repre.'!.mting the allSOCiation when difficulties arise, 
caused by dissatisfaction or lack of understanding on the part of the 
members. 
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Preparation of Educational Material 

Twenty-three associations reported that .the responsibility of pre
paring educational material to acquaint the membership with the 
operations of the association had been. delegated. to some particular 
employee of the association. (This material is in addition to any 
that may be sent out through the house organ.) The other associa
tions showed little evidence of using carefully prepared material for 
the. information of members. The number of associations allocating 
thls responsibility to each of several agencies is as follows: 
• - • Numb ... or 
~ency . as.ociations 

Special employee at the- central ofllCf'__________________________ 8 
I4nnnger of 88S0clfttiOD_______________________________________ 5 

Editor of the bouse ~rgan--__ --------------~----------------- 4 Fleldmen ___________________________________________________ <I 

Department heads _________________________ -,...________________ 2 
~otal ___ ~:_________________________________________________ 23 

From the above table it will be observed that eight associations 
have instituted special educational departments charged with the 
duty of preparing information in suitable form for presentation to 
the members of the association, and four have delegated thls responsi
bility to the editor of the house organ. The wisdom of the policy 
adopted by the other 11 associations may be questioned, since it is 
doubtful whether much detailed attention is devoted to educational 
material when responsibility for it is assumed by the manager, by the 
fieldmen, or by department heads, in addition to their regular duties. 

. Most managers are so busy with. detail problems of operation that 
they have relatively little time left for ooncentrating on an educa
tional program and preparation of informational material. Where 
this responsibility is placed upon the fieldmen, a lack of wliformity 
of material and method is likely to result Wlless they hold frequent 
conferences and give to some one person the power of making definite 
decisions as to method and material. The same thing may be said 
about department heads. 

An examination of the educational lI)aterial used by the associa
tions indicates that in 30 associations speeches or informal talks by 
the officers of the association constitute the bulk of the educational 
material except that carried in the house organ. There has been a 
tendency on the part of some associations to select individuals to 
perform educational service whose chief qualification was a gift for 
oratory. As stated above, officers and employees of the· association 
who are engrossed in routine administrative and clerical work can 
have little time left for planning a consistent program of education 
that takes into consideration the needs of the members. Therefore, 
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such speakers, although entertaining, may yet give little flln.lampntBI 
information about the association, These indivi.luals have thpir 
place in meetings of members and frequently improve, tempornrily, 
the feeling and attitude of the m .. ml?ers toward the 88IIOciation, ... pe. 
dally toward the particular officer or employee. Dut if the CI'lll!8 

currents of hostile propaganda and mi"understandings that may 
arise between the members and the organizations are to be counter· 
acted 8uccessfully, the members must bp informed in detail .bollt the 
association's problems, policies, and methods of operation. There it. 
daoger that members may be "talked to death" and lose interest in 
attending meetings where they have to listen year after year to modi· 
fied forms of the same speeches, that, while containing genpralitil'll 
about the value of organization and cooperation and a few npw 
stories, give no real information 118 to the problems and achievement. 
of the association. In fact, there is evidence that this danger act u· 
ally threatens some associations. 

In all the associations that have inaugurated special ed ucational 
departments, the preparation of all progntms for membership meet
ings is supervised by these departments. This policy promotes unit 
formity of subject matter as well as met hod of presentation, and i. 
much more effective than sporadic and unsupervised activities. Such 
supervised programs, however, must avoid the appearance of being 
designed to defend the existing administration of the association and 
to prevent the members from introducing subjects which the admin· 
istration might prefer not to have disCUllSed. Opposition to an 
existing administration or discussion of embarrassing questions may 
be effectually smothered for a time. The reaction of members to 
this policy, however, is likely to be much more violent than if the 
causes of dissatisfaction are openly discussed and all aspects of the 
situation fairly presented. 

An attempt was made to discover whether the subjects empha
sized in the educational programs during the last /I years had been 
planned, or were selected by accident. In only a few of the III!8Ocia
tions was there any evidence that current events had not been pri. 
marily responsible for the choice of subjects emphasized. This may 
be explained or excused in part by the rapid changes that have taken 
place in the economic situation during the last IS years and by chang. 
ing national policies. It may be questioned, however, whether the 
associations would not be in better condition today if they had car· 
ried on a definitely planned and integrated program of education 
regarding the association and its opportunities as well 88 discus
sions of changing economic conditions and national policies. 

As indicated above, most of the associations give to the members 
the privilege of annual withdrawal from the association. Many 
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associations attempt to put on a series of membership meetings dur
ing this withdrawal period. This is perhaps good strategy on the 
part of associations which have not developed adequate membership 
understanding. It seems, however, to be an acknowledgment of the 
association's failure to expend its energies and effort toward internal 
organization and membership support. . 

Some associations, for revival purposes, have made use of issues 
not actually involved in the operations of the association to enlist 
the support of members who might feel that they were receiving no 
direct benefit from patronizing the organization. Some of these asso
ciations have probably gained new recruits and held wavering mem
bers by appearing to take the lead in fighting' for measures that 
might be heneficial to all producers of that commodity. Perhaps it . 

. , is good strategy so long lIB it works and the members do not become 
too analytical, but a clever opponent might some dny embarrass the 
association by charging it with "making issues" to hide more im
portant real isSues. On the other hand, the members of some asso
ciations have been called upon to pay heavily for services which bene
fited nonmember producers as well as members, when the expense and 
attention could have been usefully employed in association affairs. 
Nonmembers might properly have shared such general expenses be
cause the members of the cooperative derived no more benefits from 
these objectives than did other producers similarly situated. 

Local Meetings 

All members of the association usually feel an interest in meeting 
the general manager and hearing him discuss the affairs of the asso
ciation. An attempt was made to learn how many growers' meetings 
the manager of each association had attended during the previouF. 
year. Although this information waS not always available, answers 
were obtained from 14 associations. The average number of meet
ings attended by the managers of these associations was 45.8. The 
managers of four associations were especially active in attending 
membership meetings; one reported attending '/5 meetings, another 
79, another 100, and another 150. Managers of large associations 
frequently have their time so fully occupied by administrative prob
lems that they have little time or energy left for attending meetings. 
In such instances, the task of attending local meetings may be 
neglected by the admini~tration or delegated to other employees of 
the association. 

Associations differ in policy toward furnishing representatives 
for local meetings. Twenty-two associations reported that they at
tempted to have some repreSt'ntative at every meeting of the members. 
Twelve associations stated that their representatives attended local 

. T_.tJtute of t'olitiCA 
Go\dlsle U»'~ 
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meetings only when requested by the member. or by the localll!O!Oria
tion. Further discussion of representatives of the aMOcial-ion attend· 
ing membership meetings will be found in the discuRSion of locals of 
centralized associations (pp. 80-87). 

Associations that have a staff only sufficient to attend to the ad
ministrative affairs of the organization place an IIndue burdpn on 
such officers when they require them to attend local meetings in a.l
dition to performing their reglllar work. This results in hasty and 
scant preparation on the part of the repl'PRentative from the central 
office, and usually limits the number of meetings attended to the 
minimum absolutely necessary to prevent insurrections or seriou" 
disaffection among the members. Many meet,inltS, however, consist 
largely of speeches by representat.ives of the lU<8OCialion, and unleRs 
members also participate they usually become careleRS in attendall<'e. 
An outstanding example of this tendency might be mentioned. In 
one association the same officer of the organization has addreRSed 
local meetings for several years. According to the opinion of the 
members, he is not an "interesting speaker", is inclined to be a bit 
tedious, and has used about the same Bpeech or argumenta and 
methods of presentation for many years. The re.omlt is that members 
refrain from attending meetings at which he is scheduled to speak. 

It may be advisable in this connection to point out that the suc
cess of local meetings depends upon some details of preparation that 
are often ignored or overlooked. It would seem that a suitable 
place, adequate heating and ventilation, suffici .. nt lighting and com
fortable seating might be taken for granted, but 8S8OCiation man
agers report that where they have been taken for granted these very 
simple essentials have often been overlooked. AAAOCiations that 
hold successful local meetings have, therefore, worked out a techniqlll'l 
of getting these essentials attended to by individuals in charge of 
local arrangementa. This is comparatively e&..y where the indi
viduals in charge of the local arrangements are in the employ of 
the central organization. Instructions can be i.,med by the central 
office and their fulfillment expected. However, where arrange
ments are in charge of volunteers who are not employed by the 
central organization, cultivation of a feeling of responsibility on the 
part of such volunteers is necessary if satisfactory TeRulta are to be 
secured. This may be done by putting those in charge of local 
arrangements on record by means of a letter pledging that prepara
tion to take care of these e._ntials has been made. An excellent 
example of such pledged cooperation is given in the appendix. 

Thirteen 8Si!OCiations reported that all progralDS prepared for 
meetings of the local associations were prepared or approved by 
the central office before the meetings were held. It seems more 
satisfactory to have the central office skillfully guide the preparation 
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of the program and leave most of the details to the local. Some 
supervision of discussion, however, seems to be necessary if local 
meetings are to be uniformly successful and satisfactory. Responsi
bility for the various factors contributing to a successful local meet
ing must be delegated to and accepted by some individual if the nec
essary chores in connection with holding a meeting are to be prop
erly looked after. Examples of the details that a central office may 
delegate to local committees and the responsibilities that can be suc
cessfully assumed by individuals who will contribute to making the 
local meeting a success are found in the Appendix, sections a, h, 0, 

and d. It will be noted there that an officer of the central association 
requests the district office to have the local officers make the plan for 
the meeting of each locftl association and return the plan to the dis
trict central office. Detailed plans or suggestions for the program 
are submitted by the central, and the local committee is expected 
to report back to the district office the acceptance 'of these plans or 
the extent to' which they have been modified. This procedure pro
motes definiteness of purpose and facility in execution of such plans. 
Particular attention is called to the method of getting attendance 
and the statement in the plan, "We want the folks we invite there, 
and the local officers are the ones to do it." 

Fourteen of the forty-seven associations stated that the programs 
of local meetings were designed prinrarily for members. These same 
associations stated that notices of the meeting to be held are prepared 
in the cimtral office and mailed to members directly therefrom. Eight 
associations reported that field representatives of the associations sup
plemented the efforts of the central association to get attendance by 
using cards and the telephone to notify members of the time and 
place of the meetings. Only 16 of the associations included in this 
survey reported that they had "satisfactory" attendance at these 
local meetings. Some of the others stated that it was almost im
possible to get sufficient attendance to warrant holding the meetings. 
Further discussion of local meetings will be found under the dis
cussion of locals. 

Associations Were asked: "What has been the most effective means 
of getting attendance Y" Nine answered "food and a good pro
gram", seVen answered "food" and three answered "a good program." 
Others reported that they had had poor or indifferent success in 
getting attendance. Serving simple refreshments after a meeting 
costs but little and gives those in attendance an opportunity to make 
a social event of the occasion and to get better acquainted, thereby 
developing a feeliug of group soliuarity and mutual understanding. 
Those associations who have servoo refreshments, without exception, 
reported that they belie¥ed it worth while. 
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There is no uniformity of method of providing ",freshments at 
local meetings. Some organizatiollS pay for the refreshments from 
the treasury of the association. Others encourage the commlmity to 
supply refreshments. These stated that they feared that if the 
organization provided the refreshments from the treasury of the 
association, there might be some criticism from local membel'll for 
using the funds of the organization for such purposes. Ot hel'll re
ported that they had found no crit icism from local members for su('h 
use of funds provided it was done in moderation. One aSlOOCiation 
makes a practice of engaging the local ladies' club to sell ",fresh. 
ments, thereby gaining the good will of the community. It may be 
questioned whether this is as effective as it would be to have the 
women in attendance at the meeting instead of being enga!led in the 
preparation of refreshments and looking after the dining room while 
the business of the organization is being discussed. A few associa
tions stated that It was their opinion that simple refreshments, Buch 
as coffee and doughnuts or ice cream, at the end of the meeting, were 
as effective in promoting good will and a community feeling as 
more elaborate refreshments would be. 

lt is very important that local meetings desiWled to serve 8JI chan
nels through which information may pass from the organization to 
the members, and vice versa, should be planned by the central office 
if any uniformity is to be achieved in membership meetings. The 
management of an association has a right to expect that the members 
will receive an accurate account of the stewardship of the manage
ment, the achievements and progress of the organization, and the 
problems which the organization is facing. It also has a right to 
expect that membership meetings will reflect to the management the 
approval or disapproval, on the part of the members, of the polide. 
and achievements from time to time, and the degree of understanding 
which the members have of the position of the association. Thi. 
cannot be sernred by merely calling members together from time to 
time in meetings that have no direction or definite program. ~ia
tions that are building membership understanding and a sense of 
ownership and responsibility have someone responsible for what may 
be designated 118 an educational program. 

A lack of successful local meetings is one of the greatest wealm_ 
of the federations. Usually the responsibility for such meetings is 
left entirely with the local manager or the board of directors. The 
central association, therefore, discovers that some local &II8OCiationa 
have successful meetings annually, or oftener, with excellent mem
bership morale resulting, while other local associations fail to have a 
quorum and, therefore, have a membership poorly informed regard
ing the operations of tbe local 8SBOCiation and a great deal of misun
derstanding regarding the operations of the central organization. It 
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would seem, therefore, to be highly desirable that local associations 
give up a portion of their "independence" in regard to holding local 
meetings and encourage direction from the centra.! office, in this way 
promoting a uniformity of successful membership meetings in local 
associations and, consequently, uniformity of understanding among all 
the members served by the centra.! association. Members of loca.! 
associations have much difficulty a.!locating the responsibility for 
results between the local association and the centra.! organization. 
Dissatisfaction of members may be entirely due to the policies and 
operations of the loca.! association, but so long as local managers are 
"human" there will be a tendency for some of them to "pass the buck" 
or at least not to assume voluntarily the responsibility for any causes 
of dissatisfaction that may have arisen unless the central organization 
can present its case directly to the members of the affiliated local 
association. 

Unless the programs for loca.! meetings in centralized associations 
are prepared'"by the central office and supervised, there is likely 
to be the same tendency of district managers or local representatives 
to fail to defend the management and the policies of the cerntral or
ganization. On the other hand, managers of loca.! associations, as 
well as district managers of centralized associations, may be expected 
to defend their own position or at least to be reluctant to admit pub
licly that the cause of any loca.! dissatisfaction might properly be 
attributed to themseIves. 

Annual Meetings and Reports 

The bylaws of practically every cooperative association provide that 
there shall be an annua.! meeting of the members or of delegates repre
senting the members. Because this gives an opportunity for the man
agement to bring members and delegates an account of its stewardship 
and of the association's progress, some associations make considerable 
effort to obtain a good attendane.e. They may even incur consider
able expense either by paying the expenses of delegates Or in providing 
the program. Sometimes the principa.! item is a luncheon for the 
members and delegates. Among the eight largest associations, one 
spent approximately $10,000 for the annua.! meeting, another $8,656.80, 
another $8,355.78, and another $1,526. No other association reported 
spending more than $1,000 for its annual meeting. 

Entertainment of the members or delegates is a major feature of 
some annua.! meetings, no doubt increasing attendance and contribut
ing temporarily to good feeling among some of the attending mem
bers. It may arouse resentment on the part of some others unless, 
in addition, the association has presented an adequate report of its 
condition and year's operation. Some members may feel that the 
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entertainment is a cloak behind which the a&.odation i. _king to 
hide while it neglecu. more important features which should be 
included. 

Associations which do not pay the expenses of atllmding del~gatet! 
or members may have a vel'y limited attendance. This situation hM 
often been attributed to lack of interest on the part of mt'mbers. It 
would seem, however, to be rather an indictment of the type of pro
gram prepared by the management and the efforU! made to obtain 
attendance. The same principles which were suggested previously 
for getting attendance at local meetings might incre888 the attend· 
ance at annual meetings to a surprising degree. 

Material of greatly varying types is presented by the manage
ment of BSsociation& to the members or delegates a88embled in annual 
meetings. Some associations give detailed report. of their opera
tions and present balance aheeu. showing their financial condition. 
One association included in this study had on the prol--'I'am, at ita IRIIt 
annual meeting, a representative of the finn which had audited the 
association's books, to discuss and explain the association's financial 
position. Unfortunately, comparatively few 8&,ociations make such 
aD earnest effort to acquaint their members in this way with lhe 
association's operations. 

At most annual meetings the manager or the president of the 
association presents a report of the year's operations. Sometimes 
these reporIB are more or less casual. Some of them are even in the 
natqre of organization or "pep" speeches which leave the member 
little better informed of the condition and problems of the allllocia· 
tion than he was before the meeting. Otbero deal with interesting 
subjecu. which are not particularly related to the operations of the 
association. 

There is evidence that some managers and boards of directors 
are a bit in doubt as to what should be included in an annual report 
designed to he presented at the annual meeting and distributed to 
all members of the association. A really functioning director should 
have no difficulty answering this question if he would ask himself, 
"What would I, returning from a year's stay in Europe, want to 
know about the association i" A great many of the members are 
as intelligent, and therefore as inqui.itive about the affairs and 
progress of the association, as a director. Certainly a. director, after 
a. year's absence, would not be satisfied with general Btatemenu. but 
would ask for much detailed information. Just such information 
should be included in the annual report which is presented anrl dis
tributed to the members. Supplying such information at an annual 
meeting would probably create interest, and wouH certainly enable 
the members of the association to judge more intelligently the effi. 
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ciency of the management and to understand the problems being 
faced by the association. 

It may be assumed from the preceding paragraph that all asso
ciations prepare and distribute an annual report of the assoriation's 
activities, but a careful examination of associations shows that this 
practice is by no means universal. The annual reports of some 
associations are very casual, or even fragmentary. Sometimes they 
consist principally of a speech by the president or manager which 
is more in the nature of propaganda than actual detailed information. 
A few associations, however, have made a practice of issuing for 
distribution among all members a rather complete history of the 
year's operations. One association has issued for several years th" 
"Story of the Year", which has been given wide distribution among 
the members. Some Pacific coast associations have issued such com
prehensive reports on the year's marketing operations that they hav •. 
been used in other parts of the country as educational material in 
connection with marketing courses. Full and complete annual 
reports seem to be reflected in a loyal membership whose loyalty is 
based on knowledge and understandillg. 

An annual report to the members should include a financial state
ment or balance sheet with explanation sufficient to enable the aver
age member to understand the financial condition of his association. 
A comparison of the volume of business with that of· preceding 
years and the cost per unit com pared with the cost per unit of 
preceding years should also be included. Variations in volume or 
cost per unit should be honestly explained, SO that the members 
can understand the reasons for any changes that have taken place. 
A discussion of the marketing practices and the reasons for such 
practices or any changes in marketing practices should also be in
cluded. The annual report should be carefully prepared, so that it 
will be clear and understandable and reflect to the members the 
relative position and condition of the association at. t.he end of each 
fiscal year. 

Fieldmen's Opinions on Information 
In connection with this st.udy, 61 fieldmen from eight cooperative 

marketing associations replied to the fieldmen's questionnaire. As 
might have been expected, the fieldmen from each of the associa
tions had their own peculiar problems. For this reason. the replies 
to some of the questions were not used in this discussion since they 
wen! not of sufficient general interest to other cooperative associa
tions. Copies of the answered questionnaires wen! sent to the asso
ciations concerned upon request. 

In answer to the question, "Should members be given all the infOl·
mation they might ask for regarding the association i" 45 fieldmen 
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answered "Yes" without qualification and 16 answered "No." The 
following reasons were given by the 45 fieldmen who held that mem
bers should be given all the infomlation re<]uested: 

N_mb,.,. 
of rrpUa Bepl, 

20 It Is their 8S8O<"latioD: they bave a right to know, 
11 Creates confidence In &lJ8OCtatioD; jUBtlftftl 'hi actlona. 
6 Cree teo .. Usfact!on. 
4 A88OClaUon con't mceeed otherwl!M!. 
8 Less doubt and destructive eritlc\BID. 
2 Promotes cooperatlve Bplrlt. 
1 Brings officers and members closer togetber. 
1 More Intelligent voUng. 
1 Partial knowledge Is dangeroUB. 
1 Members check on soundness of opera tiona. 

The 16 fieldmen who replied that members should not always be 
given all information requested gave the following reasons for 
their belief: 

Btlmf)" 
01 replk. Rr,p1fl 

5 Members may Dot underAtand situations; get wroDg JmpreMioD'. 
5 Information may reach competitor .. 
2 Depends on the individual osklng. 
2 Might he misused or used for pUrpo!M!. of propagHnda. 
1 In order not to stimulate hopes that connot he realised. 
1 Not trade secrets; everything else. 

An analysis of these reasons seems to indicate that most of the 
fieldmen who answered "No" are, after all, favorable to giving mem
bers a reasonable amount of information about their aSAOciation. 
Those who answered, "Members may get 'wrong impression' if given 
full information", appear to lack confidence in the methods used to 
supply information. If the information is sufficiently clear and 
definite, there appears to be no reason why the average member 
should not get a correct impression-unless the a!ll!OCiation has some 
skeletons in the closet that it is seeking to hide. 

It will be noted that five answered, "Information may reach com
petitors." There can be little doubt that certain types of information 
might temporarily be withheld from members because of competitiv~ 
situations. For example, if a tobacco association .... ere negotiating 
for the sale of a large quantity of tobacco, information about such 
negotiations at a particular price should temporarily be withheld 
from the members of the association. Care should be taken, however, 
not to use this as an excuse for withholding from the membe1'8 in
formation about any pertinent facts relating to the B8B0Ciation's 
operations and its financial condition. 

While no data are available for comparative purposes, it appears 
that the fieldmen are less inclined to withhold information on the 
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excuse that it "may reach competitors" than tJle management of some 
associations. Any difference between the attitude of the fieldmen and 
tJle management on this question may be due to the fact that the 
fieldmen are more closely in contact with the members and, therefore, 
inclined to take the members' point of view. .. It is particularly dis
concerting to a field man to have his association" withhold informa
tion from him and from the members, and later to learn certain facts 
about the association from competitors or from current gossip. Such 
It situation does not inspire confidence in the members and makes the 
task of the fieldman doubly difficult. A fieldman wit.hout complete 
information on such matters as have been concealed is helpless to 
combat the gossip and propaganda of competitors, and his morale is 
inevitably weakened. 

The interests of the stockholders of some corporations (not coop
erative associations) have in the past been betrayed by the board of 
directors an!i the manager. The natural result has been a demand on 
the part of the stockholder and on the part of the governmental 
al,'llncies regulating corporations for more complete information, so 
that they may determine whether the directors have been safeguard
ing the interests of the stockholders and not using their positions to 
derive lucrative contracts for themselves or corporations in which 
they are interested. 

There is some evidence that a change has taken place in coopera
tive associations in regard to the amount of information which should 
be supplied to members. Some associations have adopted the policy 
of furnishing their fieldmen with complete information and allow
ing them to attend meetings of the board of directors. A few asso
ciations, however, still exclude field men from these meetings ... This 
does not increase the morale of the field man and his ability to 
develop confidence among the members. Among the reasons given 
why members should be furnished all the information requested, it 
will be noted that 17 of the fieldmen answered, "Creates confidence 
in the association and justifies its action." DoubtJess the 20 field 
men who answered, "It is their association; they have a right to 
know", would unanimously assent to the statement of the 17 fieldmen 
who replied, "It creates confidence in the association." 

Confidence is perhaps the keystone to membership morale. Cer
tainly a lack of confidence in the association or in its officers will 
quickly be reflected in the members' loyalty to the association. For 
this reason, everything that contributes to the building up of confi
dence among the members should be used. For this purpose nothing 
cau take the place of information. 

The role of a fieldman in an association inclined to withhold infor
mation from its members is indeed a difficult one. He is expected 
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to keep the members supporting the ass~iat ion. His job llepen.!. on 
the results he gets in this respect. Where there is factionalism within 
the board of directors, or where true conditions of the BMOCiation 
are concealed, the fieldman is on the defensive when he approachf!ll 
the members, and there is danger that he will I'eIIOrl to "iDHinct'rely 
handling the truth" in order to produce with the members the .... KUItS 

demanded of him. Any such conduct on the part of the fieldman arts 
as a boomerang to both the association and the fielUman. M('mbPrs 
lose confidence in him and in t.he association which employs him. 

In answer to the question, "For what type of information .... gard
ing the ass~iation do members show most desire I" almost one-half of 
the fieldmen in the eight ~iations gave answers which might prop
erly be grouped under the general answer, "Financial atsnding and 
overhead costs of the association." This seems to be rather siWlifi
cant, when ollly 25 answers to this question were received. Th ...... 
answers came from fieldmen representing different types of coopera
tive marketing associations. General statements and propaganda 
may answer some questions asked by the members in their quest for 
information, but only specific statements can satisfactorily answer 
th8S\l questions which the fieldmen reported as most commonly asked. 
This point is further brought out in the replies of field men to the 
question, "What argument do you use to meet criticism f" when more 
than half of the fieldmen answered, "1 give a detailed explanation of 
the true facts." A further side light on this is contained in the 
answers of the fieldmen to the question, "What could the association 
do to remove these criticisms I" when more than one-third of the field
men of these eight associations answered, "Give out complete infor
mation and keep in touch with local sentiment." 

Training Local Leaders 

Some associations make no attempt to have officers and employees 
of the association meet the entire membership in frequent local meet
ings. A few make no attempt to have the members meet at any time 
for formal discussions of affairs of the association, but depend almost 
entirely upon the fieldmen to solicit continuous patronage and new 
business from the producers in their respective areas. Other associa
tions, however, have attempted to develop local leaders by calling 
them together in group conferences for 1 or 2 days at a time. At 
these conferences, the officers and members of the 8S&lCiation meet 
with the local leaders and intimately discuss the anticipated, 118 well 
as the current problems of the association. 

One association which previously had relied on local meetings has 
for the last 2 years employed the group conference and reports 
greatly improved results in increased membership, in the 8SI!OCiation'g 
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tluues to increase there ]8 a possibility that unsatisfactory economic 
conditions ,Yithin the industry way be blamed on the association. 
Such associations might profitably anticipate any such development 
by a frank and realistic disellsslon with a few leaders from each CODl

nnmity of the possibilities of such unfavorable developments. If 
unfavorable conditions should then develop, the affected associations 
would have a first line of defe1lse against unwarranted criticism by 
having 801ne adequately informed lIlClnbers. 

Cooperative associations frequently have to change policies or meth
ods of operation because of changing economic conditions. 'Vhile 
the responsibility for making such changes must necessarily rest 
upon the management and the board of directors, the members 
should be aeqlwinted with the reaSOllS for such changes. It is im
pOl'tant also that the reasons be. given the members soon after the 
changes haye been inaugurated. A group of leaders from various 
comrnunities~ who have been kept well informed, can assist the 
rnanagenwnt in explaining the reasons for changes in policy or 
method of operation. 

Unless conditions change so rapidly that new policies or methods 
of operation are initiated suddenly, it would be helpful to the man
agement and the. directors to discllss pending changes with the local 
leaders. Ho,vever, it may be dangcrous to cli~·cuss necessary changes 
with the membership before such changes have been inaugurated 
because a division in sentiment might be (~reated among the members, 
and tie the hands of the management. With the assistance of a few 
well-informed individuals from every community, it is easy for the 
management to explain t.o t.he mClllbers the reasons for changes that 
have been fOllnd necessary. 

One fluid-milk association has recently done some outstanding work 
in supplying its local or community leaders with economic informa
tion regarding the factors that influence price anel therefore determine 
the price policies of the association. This was done by mailing to the 
local or community leaders--the key men of the mernbership-a series 
of charts with "explanatiolls." These explanations covered one page 
and were supplied to selected individuals over a period of a few 
months. The frankness of this" association in discussing its economic 
problems with tbe leaders, by means of the charts and the explana
tions, is outstanding in that they discussed frankly the reasons for 
probable lower prices. For exaulple, the first explanation be.gan 
with the following observation: 

This chart ,vas made up from tables of the 1935 agricultural year book and 
from the * * * Bulletin. If you wi1l study this graph rOll will observe that 
the price level of our uairy products during the past () years (1929---34), as shown 
by the solid line, has been above the price of other f:um commodities. This is one 
of the economic reasons why many of our fluid-milk producers are increasing the 
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size of their berds and why many of our producers of other farm commodities are 
goIng into the milk business. It Is only natural that when a farm~commodlty 
price Is above other farm-commodlty prices the farmer will turn to the production 
of that higher-priced commodlQ1. 

Explanation No.4 dealt with the comparison of New York prices 
of 92-Score and Copenhagen butter, butter imports, and oleomar
garine production from J nnuary 1934 to October 1935. In that con
nection the association made this observation: 

During the first 6 months of this year almost twice as much oleomargarine 
was produced and consumed in this country as during the same period the 
preceding year. This Is due mainly to the high price of butter during the 
past winter. High-priced butter usually means increased oleomargarine 
eonsumptiOD. 

Explanation No.3 dealt with the chart showing the index of farm 
price of butter and milk for the market served by the association. 
The explanation for this chart contained these observations: 

Whenever the price ot anyone commodity remains above any other com
modity, the producers tend to increase the production of that commodlty. This 
Is one of the reasons why dairymen have had a tendency to produce more mllk 
In the past 6 years during the depression. 

It has often been questioned whetlter tbe nssoclatloD basiC price shOUld not 
have been dropped aloog with other agricultural commodities during the years 
1929-80 In order to prevent an overproduction of fluid milk.in the area. Many 
economists feel it was a very poor policy on our part to maintain the price of 
class-I milk above the price level of other agricultural commodities In the area. 

Explanation No. 24 relat"d to production changes, comparing five 
important commodities, 1924 to 1934, inclusive, and carried these 
observations : 

During all these years our mllk producUon has Increased and we have bad 
a sUght decrease in hog and cattle production. This is due mainly to the faet 
that the dairy farmer could make a llttle more profit producing milk than the 
bog and cattle farmers COUld. 

We as milk producers have contlnuously increased our mUk production and 
are now wondering why we have a surplus of mllk on the market and are 
unable to maintain a good priee tor our milk. It automobile, steel, and other 
industrial producers are to be controlled by large corporations and they control 
their production to keep it in line with consumption, we must do the same thing 
as dairy producers; that is, we must work out some plan to only produce the 
amount of mllk at the season of the Y(Ioar that our consumers want It. 

Local leaders supplied with such information as the above will be 
able to assist the management of this association in explaining the 
reasons for lower prices if the association finds it advisable to adopt 
lower prices in order to protect its market. The understanding of the 
economic problems on the part of local leaders developed by this 
informational series would greatly assist tl,e management in develop
ing understanding of such problems on the part of the entire 
membership. 

82129°-ss--.e 
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A few cooperative associations stated at once that the stall WRI 
inadequate to hold many community meetings. This difficulty can be 
overcome by training other individuals who will assist voluntarily iu 
carrying the program to the local communities. An excellent example 
of what can be accomplished in this way can be drawn from the exteu· 
sion service of a Southern State. This State has requllllted the land· 
grant college to prepare each year what is commonly known as the 
annual outlook report. The extension service, of course, would be able 
itself to carry this report to relatively few communities because of its 
limited stall, and therefore has developed a system of volunteers for 
taking it to the local communities. The program works something 
like this: The pxtension service meets groups of county agricultural 
agents in diirerent parts of the State along with any other agricul. 
tural leaders whom the county Bgricultural agents may be able to 
bring into the group meetings. To these group meetin~ the exten· 
sian service presents the annual outlook report for discussion, devoting 
as much time as is necessary to acquaint the county a~nts and agri. 
cultural leaders with the report and with the most ellective method 
for presenting it to farmers. The county agent, in tum, takes the 
program back to his project leaders from the various communities 
and presents it to them, toegther with suggestions for presentation. 
He encourages discussion until he feels assured that the project 
leaders are acquainted with the report and are able, in turn, to pre>oent 
it to the local county agricultural club. In this way the annual out
look report is carried to a high percentage of the farmers in the State 
by volunteer effort which supplements the work of the agricultural 
extension staff. 

This enlistment and use of volunteer effort also has other virtues. 
It trains leaders and enlists much more active support of these poten. 
tialleaders than could be secured if they were only auditors instead of 
participants in the propagation of the information desired. Edward 
Eggleston, in the Hoosier Schoolmaster, tells the story of how the 
schoolmaster enlisted the assistance of the bad boys who were going to 
run the teacher all by giving them something to do and making them 
believe that he depended upon them and appreciated their allBistance. 
Giving local leaders something to do and showing them how to do it 
is the secret of enlisting personal loyalty and multiplying the inftuence 
of the employed personnel in any organization. 

Women's Assistance to Cooperatives 

Only one of the B980Ciations visited during this 8l1rvey has set up • 
definite "woman's auxiliary" as a supplement to membel'llhip organi. 
zation. This association has provided for the selection of "advisory 
committee women." The feminine members of the homes represented 
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through membership in this association choose 41 such committee 
women who attend their respective district meetings and the general 
annual meeting of the association. This association reports that the 
women's auxiliary has stimulated interest on the part of the entire 
family of many a producer affiliated with the association, and in many 
cases has reinforced the determination of the member to stand by his 
association. The president of this association, speaking of a period 
of adversity through which the association had successfully passed, 
stated: 

It bas been the loyalty ot the membership that bas carried us through, and 
that loyalty and tarslghtedoess could Dot have been maintained had It not been 
for the knowledge that the women of the organization were behind it In its 
objective and tor the support they gave it. 

When the farm family, rather than ouly one representative, par
ticipates in meetings at which the affairs of the association are dis
cussed, it is, reasonable to expect that more information will be carried 
back to the farm to provide conversational material for members of 
the family. As this material is discussed and reviewed, a fuller 
understanding of the affairs of the association is had. The farmer's 
wife is often as much interested in marketing the products of the 
farm as her husband. Moreover, the presence of two or more repre
sentatives from a family offers the association more assurance that its 
message and information will be carried back to the farm. 

It is perhaps easier to stimulate and maintain the interest of the 
farm women in some commodities than in others. Those commodities 
which move to market weekly or oftener, such as milk, butter, and 
eggs, may enlist more of her interest and attention than those which 
move only once a year. There may be a correlation also between the 
size of the farm business and the interest which can be stimulated 
among farm women; Perhaps wives of producers of more than aver
age quantities, because of their economic position, are more interested 
in affairs which concern urban women, and therefore would not be 
interested easily in a community local or a discussion of marketing 
methods employed by their husbands. 

Other associations, without any formal effort, have made material 
progress in the last few years in obtaining the interest of farm women 
hy making each local association meeting a community affair and 
directing as much effort to secure the presence of women as men. 
Programs are prepared under the auspices of the association in such 
a way as to permit participation of the women and children, thus 
encouraging their attendance. 

It appears that the successful development of local meetings which 
secure the participation of the entire family is dependent npon a 
relatively homogeneous community popUlation, devoid of any tend-
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eney to emphasize racial, religious, or social dift'erencetl. Comlllunitiea 
dift'er widely in this respect. Some have elelllents of foreign popula
tion speaking only broken English. It requires tact and cooperatioll 
of all leaders in such a community to deve.\op satisfactory meetinj[!!, 
Some associations admit that they have found the task beyond their 
ability and have discontinued eft'orts to d .. \,elop community inter..at 
and participation in association affairs. However, this is an admis
sion of failure to develop local leadership and to make such lpader. 
ship function for the benefit of the association and the comlllunity. 

A grellt many associations have conlinI'd memhl'rship work alm".t 
entil1ely to having their officers and employees add..- the aSl!ocia
tion's members from time to time. This has failed to stimulate farm 
women's interest in the affairs of the association and, in many caMeS, 
to arouse the interest of the men of the family. 

One cooperative purchasing association ha ving as successful local 
meetings as any association visited in connection with this aurv .. y 
holds comparatively infrequent local meetings, but has made a point 
of combining business with entertainment of the entire community. 
As many women as men generally attend its gatherings. Detail" of 
the program are worked out with great care. Someone at the central 
office of the organization makes suggestions for, and linally np
proves, all programs that are planned, thus insuring that the hu.ine!lll 
of the local meeting will not be neglected for the entertainment. 

This association makes a drive to secure attendance and about 10 
days before the meeting mails from the central office to each member 
a notice of the meeting to be held, stating the time and place. The 
local representative then follows this up, 2 or 3 days before the meet
ing, by another notice reminding the memhl'1'8 that the meeting is to 
be held. He is also instructed by the central office to use the tele
phone 8lld local attendance committees, to see that the memhl'1'8 
attend. Then the program is such that it does not disappoint the 
memhl'rs hut makes them glad that they came and sends them away 
looking forward to the next annual meeting. 

"Locals" of Centralized Associations 

Centralized associations early recognized the weakness inherent in 
that type of organization with respect to memhl'rship contact and 
participation in association aft'airs. They attempted to meet this 
weakness by the organization of the members located around a com
munity center into what have come to be commonly called ~locaI8." 
Some western associations, b<>ginning as early as 1917, and some east
ern associations as ea~ly as 1918, made use of this form of member
ship organization and have maintained it ever since. No a""",,1a. 
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tion was visited that had made use of this method of membership 
organization and later discontinued it in favor of some other form. 
Some had allowed local interest to lapse so that the locals had 
ceased to function. Some cotton associations began the organization 
of locals in 1922 to. 1925 but discontinued such organization when it 
was found they "could not organize the 'l()Cals' of cotton growers 
with cotton-grower membership for cotton purposes only.'lT 

Of the associations visited, 15 used this type of membership and 
community contact. Such units as have been discontinued in these 
15 associations have been consolidated with other locals, due largely 
to changes in met.hods of transportation and the development of good 
roads, which shifted the community centers and made desirable 
fewer units with larger membership. 

Centralized associations that handle a commodity marketed only 
once a year have few occasions for making economic contacts with 
the members. During the time between the marketing of one crop of 
grain, tobacco, cotton or wool, and another, members are likely to 
give little thought to association affairs until a new crop is about 
ready for market, especially if the association has made full settle
ment for the earlier crop at the time of delivery. Such associations 
have not been particularly successful in developing locals that func
tioned satisfactorily. Most of these associations, however, are acutely 
conscious of the need of stimulating a wider interest and more active 
participation in association affairs on the part of their members. 

Associations handling commodities which come to market more 
frequently have found that some form of membership organization, 
for purposes of contact with members and for encouraging their par
ticipation in association affairs, is highly desirable. Such local or
ganization enables the management to inform members quickly about 
new policies made necessary by changing conditions, to explain reasons 
for changes in policy, and to obtain reactions to such changes directly 
from members. Without some such means of contact or channel of 
information between the membership and the management, quick 
changes in policy might promote serious difficulties, with disastrous 
results to the association. 

Since the success that has been attained in organizing membership 
has been generally greater for associations handling fluid milk, poul
try, and eggs than for those handling commodities that are marketed 
less frequently, one might be justified in concluding that it is easier to 
maintain member interest and participation among producers whose 
product is marketed frequently. This, however, makes more acute for 
those organizations handling commodities that come to market only 

'American llll!ltltute of Cooperation. ,unmiCAN COOrlUU.TION 1926. p. 234. 
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once B year, the problem of or!(anizing mPlII1",rs for parli"ipation in 
association aBairs, so as to pl'ovide channels of information between 
the management and the membership. 

Supervision Neceslory 
The smooth function·ing of locals depends to a lar/.ll! Plltent upon 

the amount of assistance and supervision rendered lIy the .... ntral 
organization. A few associations reported un.ati.fal'tory f'llperien, ... 
with locals. In such cases the organization of 10<'01. appears to hRve 
been undertnken on the assumption that a lornl would nm it.elf 
after it had been formed. Getting a group of i,"livi,luals t{)gelher, 
having them select officers and prepRl'e a melllbership roll jlive. no 
assurance, however, that the local will function as a live unit of the 
association. 

"Tithout follow-up work and direction from the as.~ociation B 1000n\ 
may prove to be a di.tinct liability rather than an aB.,et. It mRy 
become a source of dissension and of embarrassment to the aH8O<'ia
tion unless information regal',ling the operations of the central aSHO
ciation and directions for the presentation of this material n.re 
provided. Lack of supervision and assistance to locals has bpen 
responsible, in some instances, for mana/ters' fearing the organiza
tion of locals as fertile sources of agitation and disturbance of mem
bers. Where adequate guidance and aB.,i.tance are supplied by the 
central association, however, local organization of the membership 
around a community center has been helpful in developing interest 
and understanding on the part of the membership. 

Several associations have favored consolidation of larals in RomB 
communities becanse of incompetent local leadership, with resulting 
lack of interest on the part of members. Under the .. conditions 
consolidation with a unit in another nearby community, where com
petent local leadership was availllble, was found advisable. Six RAllO

ciations having locals reported no consolidation nor abandoning of 
locals that had been organized. This should not be constnled, how
ever, as indicating that these sill associations had developed adequate 
leadership and had successful locals functioning in every community 
where they had been organized. 

ProvisUmI for Finoncing Locall 
Fifteen associations that report.ed locals were visited in the course 

of the study. They diBer in their methods of financing locals; only 
two make deductions from marketing proceeds for this purpose; the 
others leave this matter to the locals themselves. Of these others, sill 
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report that the locals require a small membership fee from each 
member; two report that their locals disburse marketing proceeds 
and make deductions themselves; the others that their locals depend 
upon ingenuity and voluntary effort of members. Because of this 
variety in methods of financing the locals, a comparison of the cost. 
of membership contact and education' in these cooperative associa
tions has little meaning. The expense per member in an organization 
that makes deductions for financing the locals might appear to be 
greater than in an association that makes no such deductions. As 
a matter of fact, the members bear all the expense of both the central 
and the local organization, regardless of what method of financing 
is used by the central association or by the local. 

Where the financing of locals is left to them and not assumed by 
the association, a variety of means is used by the locals for raising 
money. Some rely upon donations; others raise money by suppers, 
plays, or other group efforts for which It charge is made. When 
locals are fi!l.anced in this way the cost of maintaining them does not 
appea.r as an expense on the operating statement of the central asso
ciation because it is borne directly by the !llembers or the community. 
Such variety of methods used by locals financing themselves gives a 
comparison of this type of cost little meaning, even where informa
tion regarding the expenditures of the locals can be obtained. 

Employed or Voluntary Local Leadership 

Some associations maintaining locals pay the president and secre
tary of such locals for their services. Some locals which finance them
selves pay their secretaries $25 or, in a few cases, $50 per year for 
serving as secretary of the local. In other associations the officers of 
the locals serve without compensation. In one association that has 
had outstanding success with its locals no officers of the locals receive 
any compensation for the duties performed. These two methods of 
operating locals suggest some fundamental questions that might well 
be considered in this connection. For example, the question may be 
raised whether it is advisable for an organization to encourage the 
belief on the part of the members of the association that any member 
who performs any service for his own organization should expect to 
receive some compensation for his efforts. Do individuals aspire to 
those positions of leadership and service because of a desire to receive 
financial reward or because of interest in the association and a desire , . 
to aSsist in promoting the welfare of the organization' Even If such 
leaders are paid only per diem, will they tend to spend much time 
"working for the assOciation" as they can, and will they abuse the 
position of officer of the local group' May not the concept of a local 
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offi ..... r's duties become more political than economic and !IO<'ial an,1 
thereby lead the local officer to use his position to promote him!l@lf to 
more Illcrative positions in the association I "From jailor to ('011' 

~.man" was at one time the political motto in some sections of the 
.country. From local president or secretary to county pJ'@Mi,)ent. 
director, or executive committeema.n might become the uncon .... iOIlM 
aspiration of men who are paid for e"erything they do for the 
association. 

It _nis that there is little;if any, correlation between the auCft!l!ll. 
fill organization of locals and the compensation received by their 
officers. For example, in the aho,-e a.ssociatioll in which no officer of 
any local received any financial compensation, there waa evi,lence t~at 
these officers devoted more time and energy to their work than the 
officers of locals in some associations that pay for this kind of work. 
Because this association has been so succes..ful in organizing its 
mt'mbers for participation in association affairs, its methods are 
described in some detail. 

This association handles a commodity that moves to market two or 
three times per week. Its organization set-up is of the centraliud 
stock type. It has 26 district managers. Each district managf'r i~ 
held responsible for the membership in his district. The a.sociation 
has 17,000 members, grouped into more than 50 locals. Th_ locals 
meet nine times each year, from September to May~ight monthly 
meetings a.nd one visitors' meeting. They also hold a picnic in the 
summer. The presidents and the secretaries of the locals around each 
district office come together once a month for a luncheon a.nd an 
afternoon meeting at the branch office. These district organization. 
of officers and locals are called "united locals." Each united local 
works out a program during the summer for the locals in its district, 
arranges for a representative of the celltral or district office to appear 
on the program of each local during the season and sets the dates of 
these appearances. It designates meetings that will be held for social 
purposes, such as "ladies night", "informal night", "young folks' 
night", as well as the time for members of one local to visit another 
nearby local. The united local, in this way, III!8Umes responsibility 
for regular meetings and functions as a means of contact between the 
association's central or district offices and the individual mpmbers of 
the association. No other association, of those studied in this survey, 
has obtained a fuller participation of its membership and more fre
quent contact between the members and the management. The mem
bers of the united locals have a score for attendance at the luncheon. 
and afternoon meetings that would be envied by any officer in any 
service club of the town where the meetings are held. 
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It may be pointed out in this connection that this voluntary effort 
on the part Of local community officers seems to set the pattern of 
unselfish service that prevails through the entire organization. How
ever, the pattern of local organization and unselfish voluntary effort 
has probably been set by the officers of this association, as should be 
true in every aSsociation. The 15 directors of this 8.ssociation receive 
only $5 per diem for attending board meetings, and no director is 
employed to do field or organization work at any time. Any director, 
except the president, who accepts a position with the association, re
signs forthwith as director and thus avoids criticism because of 
serving in the dual capacity of employer and employee. 

The maximum voluntary ell"ort and participation that is obtainable 
in a .cooperative association seem to be desirable. When leaders 
serve the association without hope of any other reward than the 
compensation of having a part in building something for the .benefit 
of the community, a member holding no position is less likely to refer 
to t.he association as "they" and more likely to feel a keener interest 
in the aft"airs of the association and a greater desire to emulate the 
example of these leaders. There seems to be inherent in most indi
viduals a desire, or at least a willingness, to perform some public 
service for the community without demanding any financial com
pensation. From such voluntary sources most of our social institu" 
tions derive their leadership as well· as their support. Churches, 
lodges, eivie clubs, and similar organizations sueceed or fail, depend
ing largely on the degree to which this spirit is present in their officers 
and members. Wise leadership in such social institutions has at
tempted to secure the ·fuJlest participation of the membership by giv
ing, insofar as possible, to each member the responsibility for 
performing some duties for the group. These duties are usually 
aceepted gladly by individuals if the organization has real leadership. 

Religious, civic, and social organizations are conscious of the 
value and efficiency of voluntary ell"ort, when carefully supervised 
and directed. It may be questioned whether cooperative associa
tions have not neglected to make use of this willingness of individuals 
to labor for the success of organizations of which they feel they are 
a part. Performing such voluntary service increases the individual's 
self-esteem. His efforts and cooperation are appreciated much more 
by the rank' and file when he serves without compensation than when 
he receives pay for every hour devoted to promoting the welfare and 
interest of his group. His example and counsel are accepted'·more 
readily and his position of leadership is much more effective. 
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Contact Between Locals and Central 
As intimawd above, locals cannot be l'xpertl'd to run tbem!!elv .... 

satisfactorily. Ml'aHS of supervision or contact between local and 
central must be provided, if the difficultiell previously mentioned arp 

to be avoidl'd. Some organizations have developed to a very hillh 
degree in mpthods of using voluntary effort in this respect. Some 
dairy organizations hold quartl'rly district conferen<Je8, where the 
officers of the various local. meet for 1 or 2 days with the manalf<!· 
ment of the central organiz .. tion to consider the progress, marketinll, 
.. nd other problems of the orga.nizatioD. These local leadera or 
officers are able t() report to the local membership what thpy have 
learned at the district conference. Such participation in alfaira of 
the association develops for the central organization B line of defense 
which can be called into a.ction quickly if any unpxpected difficult.illl 
.. rise within the organization. 

One dried-fruit association that h&.!! during the last few yeai'll 
faced compll'x and difficult marketing problems hBB developed local 
leadership that. serves, without compen .... tion, as a channel of contact 
between the membership and managempnt. This voluntary effort, 
perh .. ps, is largely responsible for the ll1Ilazing loyalty of the mem
bers who have stood hy this organization, sometimes a.t a financial 
sacrifice to themselves. This association makes use of monthly 
luncheons for the presidents of the locals. They prepare their own 
luncheon prograID. The afWrnoon is devowd to meeting with the 
management of the BBSociation for discus,qing 8\lch probleme BB are 
timely and of mutu .. 1 interest and importance. After these monthly 
meetings each officer reports to his local, and then senda the man
agement the minutes of the local meeting. These minutes report 
not only what was done at the local meeting hut the attitude of' 
the members toward the policies and progrell8 of the association. 
Although this organization handles a crop which comes to market 
only once a year, it hBB been able to maintain B high degree of 
interest and a remarkable loyalty on the part of its members. 

Several years ago, before the development of this voluntary effort 
and the mont.hly meetings of local officers, this organization main
tained a field-service staff that cost something like $70,000 a year. 
The management reports that efforts of the voluntary workel'll have 
been even more successful than those of the paid field-service staff 
in maintaining the interest, morale, and loyalty of the membe1'8hip. 
It is reported that the voluntary workers are developing among 
members a feeling of responsibility and cooperation which the field
SIlrvice staff was unable to arouse. In fact, the management and 
some of the voluntary workers in this BBSOCiation now believe that 
the field ·service staff hindered the development of this spirit of 
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rooperation and loyalty because, through its efforts to obtain compli
ance with ma.rketing contracts, it came to be regarded as a police 
agency. 

Expense of Membership Service 
AX ATIE.."\IPT was made to obtain from each of the aS3OCiations 

Il.. interviewed an estimate of the expense incurred by each in 
administering membership service. In those associations having 
special membership departments this was comparatively easy to 
obtain. In those aS3OCiations where the mt'mbership contact or edu
cational work was handled by employees of the association as inci
dental to their regular dnties, the compensation received by such em
ployees had to be allocated in proportion to the estimated time each 
such employee or officer dt'voted to that particular work. Such allo
cations are at best ouly estimates, but they were made with a reason
able dt'gret' of accuracy in consultation with the officers of the associa
tion. Where the a.<sociation had no manager of the field department 
and no bouse organ, an allocation was made for any officer or employee 
who devoted as much as 10 percent of his time to fieldwork or to 
management of the field department, 

The following schedule, intended to reveal the total cost of ad
ministering the membership service as well as the costs incurred under 
the headings listed, was used to obtain these data: 
Name of assocIatl""-____________________________________________ _ 

OPERATION EIPEXSE 
A.all.' 

Groos inrome.. ___________________________________________ $ 
Salary, mauager tIeld departmenL _____________________ _ 
True~ mauager lIeld oJepartmeuL ______________________ _ 
Salaries, 1ield and membersblp education __________________ _ 
Annual coat of bouse organ and news letters _________________ _ 
~UclIY __________________________________ __ 
lleetlDgS _____________________________________________________ _ 

Fieldwork and .. Ucltlng (not Included aboTe) ______________ _ 
Behmda to loeals or _ or loeals.. ______________ _ 
Other expenae incident 10 memberablp _____________________ _ 

The expenditures for membership administration and field service 
and for field service alone, as set up on the books of the as;ociations 
appear in table 12. These al\ocations were made in cooper8tio~ with 
the officers and employees of the associations as amounts chargeable 
to administration of membership. 

It will readily he seen that there is a great range in the cost of ad
ministering membership service and that there is apparently no rela
tion between the number of members and the cost per member. 
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Table Il.-Cost of Membership Administration for 44 
AS8OClatlonaln 1934 

Annual average cost 
pCI' member 01- Total annual cost 01-

I 

Memberohip Memhe".hip Numl"'r of 
administra- Field admiuiatra- Fielrl Dlt'mh"MI 

tion and service tion and Imrvil'e 
field service field 8ervice 

$20. 50 $4. 88 $25,623 $6, 100 I, 2[,0 
19.71 18.82 10,050 9,600 510 
17. 46 17.46 11,069 11,069 634 
16.60 16. 60 18,627 18,627 1,118 
13.43 2.86 466,865 99,299 84, 774 
12.09 11.43 16,930 16,000 1,400 

8. 32 7.66 15,370 14, ISO 1.848 
7.61 7. 04 43, 764 42, 507 6,761 
6.36 4.28 69,464 46, 764 10,929 
6. 15 6..19 82,991 70, 146 13,500 
6.98 .64 36,032 3,270 8,020 
6.40 --.------- 27,011 ---------- 6,000 
4. 82 2. 33 40,622 24,444 10, 500 
4. 14 1.35 289,848 94, 211 '70,000 
a 75 3.17 5,711 4,823 1,622 
a 35 1.69 25,169 12, 700 7,500 
3.09 ---------. 26,698 ---------- 8,641 
3.09 1.02 53,465 17,607 17,300 
a03 a 03 10,922 10.922 3,600 
2. 89 1. 69 60,846 35,711 21,050 
2. 82 1. 97 158,506 110,521 56, 130 
2. 41 2.06 20,506 17,051 8, 500 
1.91 .82 29,483 12,659 15,461 
1.90 1.01 132,951 70,563 I 70, 130 
1. 87 ---------- 28,300 ------ ---- 16, 108 
I. 81 1. 51 13,640 11,403 7,634 
1.76 1. 76 14, 071 14, 071 8,000 
1.60 1.49 7,315 6,815 4, 561 
1.53 --.------- 12,217 ---------. 8,000 
I.n ---------- 1,840 ---------- 1,2SO 
1.42 .82 8,506 4, 898 6,000 
1. 39 .60 690 300 498 
1.00 .89 8, 141 7,232 8,121 
.87 .35 4, 770 1.9SO 6,500 
.85 .19 30,089 6,631 136,200 
.82 .23 12,354 3,500 14, 993 
.51 --.------- 3,008 -----.---- 5,870 
.40 .40 1,450 1,4SO 3,833 
.29 .25 17,544 14, 904 • 60, 000 
.26 ---------- 4, 700 ---------- 1 18,000 . 
.20 ---------- 1,526 ---------- 7,793 
.18 .18 2, 826 2,825 16,514 
.08 .06 12,253 8,771 I 156,611 
.08 ---------. 3,2SO -------.-- • 40,000 

1 Estimated: DO exact 8gure8 .va.llabl~. 
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Table 13 shows the 10 associations with the largest number of mem
bers ranked according to cost per member for membership adminis
tration and the percentage expended for field service. Table 14 

Table 13.-Rank in Cost of Membership Administration and 
Percentage of Cost Expended for Field Service 

of the 10 Associations Ranking Highest 
in Number of Members 

A vwage aDnual field !l8l'vice 
cost per member 

Number of membenl A:"erage BDDUs] cost ohnembersbip 
administration pet member Percentage of Amount total cost 

Ranl:amoRI1U 
allociaUom l DoUo.r. Dotlc" Ptrunt 

156,51L _______________ J 1 0.08 0.06 75 70,130 _________________ 
21 1.90 1. 01 53 70,000 _________________ 
31 4. 14 1. 36 33 

60,000 _____ _ j_' __ _______ 6 .29 .26 86 
56,130 _________________ . 24 2.82 1. 97 70 
40,000 _________________ 2 .08 .00 0 
35,250 _________________ 10 .85 .19 22 
34,774 _________________ 40 13.43 2. 86 21 
21,050 ______ ._ ._. ______ 25· 2.89 1. 69 58 
18,000 _________________ 5 .26 .00 0 

I 1.oW1lllt 008t per member equals 1. 
I A federated sen'loa and ftnRDt'lal organtr.aUon. Expense (If administering tbe membership units making 

up the federation Is borne by tbe local units. 

Table H,-Rank in Cost of Membership Administration and 
Percentage of Cost Expended for Field Service 

of the 10 Associations Ranking Lowest 
in Number of Members 

Average RDDual Oald service 

Average aonual cost of membe~hlp 
cost per membl'f 

Number 01 members administrnt.lon per member 
Amount Pereentage or 

total cost 

Rafl.t amon, .u 
allodaUom 1 DoUar. Dollar. ]><,-498 ____________________ 

13 1.39 0.60 43 610 ____________________ 
43 19.71 18. 82 95 634 ____________________ 
42 17.46 17.46 100 

\.116 __________________ 
41 16. 60 16. 60 100 

1,250 __________________ 44 20. 50 4. 88 24 • 1,250 __________________ 
15 1.47 . 00 0 1,400 __________________ 
39 12. 09 11.43 95 

\,622 __________________ 30 3. 75 3. 17 85 
\,848 ____________ . _____ 38 8. 32 7.66 92 
3,600 ________________ ._ 26 3. 03 3. 03 100 
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shows the 10 associations with the small...... numbPr of m~ml",1'tI 

ranked according to co"t per nll'mber for nll'mbershil' administrati .. n 
and the percentage pxppnded fOf' field servi,..,. 

It is readily appar.nt from these two tables that there i. l{N'at 
variation among th",'*! assol'ial ions in the amount expefl(lE'd for melll· 
bership administration and the ~xpense in .. urred in field service. ThiH 
is due largely to the fact that field or membPrship .... rvice amonl( 
these associations means, in almost evpry casp. a difre .... nt thing. 
One of the associations with a comparatively high fleld·SIlI ... ice px· 
pense pays each fieldman a commission for all marketing bUMine .. 
done through the association from his district. Since in thia ....... 
the producers are large operators and, thprefore, do a large volume of 
business with the association, the cost per commOdity unit for field or 
membership service amounts to very little. 

A comparison of the costs incurred by tht-Be a~iat.ions on the 
basis of commodity units would have little meaning un I ..... some com· 
posite unit were developed that could be properly weighted 80 88 to 
include equitably a dozen eggs; a pound of wool, cotton, tobacco, or 
livestock; a box of fruit; or a dollar of retail sales. Such a unit 
would have little meaning unless its relative value remained fairly 
,'onstant from year to year. 

The average annual salary of a director of the membership or field.. 
service department for 18 associations was $4.278.47, and the average 
expense incurred in travel, $1,591.88. Some directors of the member· 
ship department spend the major part of their time in the offi.,. 
directing the activities of the fieldmen and preparing material for 
their use; others, in the field working with the fieldmen and super· 
vising their activities. 

The average annual salary of fieldmen for 17 associationa was 
$1,718.52, with a travel allowance of from 4, to 7 cents per mile plllJ! 
actual necessary subsi.tence. Two associations had a fiat alIo",' 
ance of from $30 to $40 per week for mileage and subsistence, the 
actual amount depending upon the mileage involved in covering each 
territory. One association includes a travel allowance in the field
man '8 salary and holds him responsible for covering the territory 
adequately and performing the duties expected of him there. He is 
not required to make any daily or monthly report of his expenditures. 

An attempt was made to analyze and compare the proportions of 
total operating expense used for membership service and administra
tion. This, however, was found to be impracticable because of the 
variety of services performed by the various organizations. Thus the 
operating expense per unit has little meaning. For example, IIOtJJI! of 
the organizations are bargaining associations, and therefore incur 
little expense per unit in performing the services for which they were 
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organized. Other associations engage in processing commodities and 
perform a great deal more ·service per nnit at a much larger expense. 
Some federations engage only in marketing or in rendering some 
other service that leaves the cost of membership administration almost 
entirely to the component members of the federation. 

Some centralized State-wide RSSociations are members of regional 
or national sales organizations and have their operations liInited 
almost entirely to getting members and securing deliveries from mem
bers. Membership administration consequently consumes a very large 
proportion of the total operating expense of these associations. Some 
of these State-wide centralized associations, for all practical pur
poses, are little more than branch offices of the larger organization 
and have been delegated the responsibility for performing the serv
ices of assembling the commodity. 

Comparisons, however, can be made in the cost of membership 
service between some centralized associations that perform similar 
types of marketing service but have different methods of membership 
administration. For example, two associations handling the same 
commodity incur an average expense per member of $17.46 and $16.60. 
One association has only about half as many members as the otlrnr, 
but, since its members are larger producers, it has a greater average 
delivery per member than the companion association. There is rela
tively little difference in cost per wilt of commodity delivered to the 
association. The number of members using the services of these two 
associations varies greatly from year to year, largely because of the 
activity of private buyers during the marketing season or the pro
ducer's idea of the need of a marketing service at the time when he 
is ready to market. 

Another association handling and marketing the same commodity in 
the same way spends only $1.91 per member on membership adminis
tration. Although this association has 13.8 times as many members 
as the larger of the two previously mentioned associations, its pro
ducers are smaller operators and its cost per unit of commodity han
dled is 87 cents, while the cost per unit handled for the other two asso
ciations in the order of their size, according to number of members, 
is 26 and 21 cents. 

Two collective-bargaining associations, with approximately 17,000 
and 13,000 members, respectively, spend $3.09 and 82 cents per mem
ber, respectively, in their membership administration. The principal 
reason for this difference in per-member expense is that the associa
tion spending the smaller amount has organized its members in such 
a way that it makes fewer contacts with individuals and more con
tacts with member groups, and pays its directors nothing for the field 
work of the association. 
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Some centralized associations .... l1lly have no m .. ml,....,.hip or lipid 
... nice excA'pt !!Olicitatinn for as".ol·iation pBtl'Onage. In such ill
stances the solicitor is paid on a commi..,ion basi. on all bURin""" done 
with the associations in the district or territory allotted to him. This 
system has the advantage of putting compensation on the basia of 
production, but requires supervision by the central office to prevent 
an individual from receiving a oommi .... ion for overselling or promi .. 
ing more than can be realized from liRe of the organization'. servi(',(lL 
Cooperatives whose bllSiness is particlIlarly seasonal and whose tran.
actions with the central association cover only a short period of time 
have fOllnd this compensation by commission satisfactnry, provided 
dlle care is exercised in the choice of Seldmen and the 8t1p~rvi"ion of 
their sales talk. SlIch "solicitors" maintllin their contacts in the fi~ld 
throllghollt the year and work to have patrollRI!'! repeated as well a8 
to obtain new patrons. 

Unsatisfactory sitllations have arisen in a few ca.'iIl/! where a 8uffi
cient volllme of bllSiness cau""d the SeIdman's commill!lionB to seem 
disproportionately large to members of his district. It might be 
pointed out in this connection tha.t factors other than the effort or 
efficiency of the fieldman frequently contribute to the volume of busi
ness that may be obtained in his territory. In some yea.rs the services 
of the association are much more necessary, according to the opinion 
of producers, than they may be in other year.. Under such condi. 
tions the members may feelthat the Seidman is gathering a harvest 
which he has not sown. 

House Organs and Other 
Means of Publishing News 

MANY ASSOCIATIONS have felt the need of some me&1l8 for 
sending information to their members regularly. To meet this 

need some of them have established house organs, which are published 
periodically and circulated to members. Others have used a mimeo
graphed news letter, which is mailed regularly to members. A few 
associations have made arrangements with privately owned publica
tions to carry in each issue one or more pages of material supplied by 
the association. Thirty-three of the associations visited in this study 
issued a house organ, seven IlSed news letters, three issued newe letterB 
and also employed space in privately owned publicatioll8, two used 
ouly space in privately owned pUblications, and four issued no regu
larly published material. Three associations discontinued publica
tion as an economy measure, but one of these used another cooperative 
publication, while allother issued instead mimeographed news JetteJ'1l. 
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Most of the associations have made provision in their marketing 
or membership agreement to deduct from the patronage dividends, 01' 

from returns on produce sold, It sUbscription fee for the house organ. 
These deductions range from 10 cents to $1 per member for a year's 
subscription. Most of the publiclttions are issued monthly, but two 
ltSSocilttions issue the house organ weekly Itnd one issues it twice a 
year. Three associations issue news lettel"S weekly; one issues a news 
letter bimonthly; one, monthly; one, biweekly; and one, daily. The 
daily news letter consists principally of price quotations. 

Relations Between the Association and the Press 
Practically all associations reported that the public press carried 

information about the ltSSocilttion. Only six ltSSociations reported 
that the public press carried hostile propaganda about the 1tSS0ciation, 
while eight associations reported that there had been some unslttis
factory rel .. tJons with the press. Most ltSSociations made an effort 
to cultivate friendly relations with the press. Those associations, 
however, which reported unsatisfactory relations, had made no spe
cial effort to supply material to the press or to cultivate friendly 
relations with it. Twenty-one associations reported that they sup
plied news materials to the newspapers in the area served by the 
association. 

A few associations had been particularly successful in cultivating 
friendly relations with the country newspapers. It was the policy 
of these associations to have theiL' employees call on the editors of 
country newspapers whenever they were in the neighborhood and dis
cuss with such editors the policies and problems of the ltSSociation. 
In this way the editor's understanding of association problems was 
developed to such an extent that he was likely to examine carefully 
any rumors about the association before giving publicity to them. 

One of the most successful editors and publicity men connected 
with an association that has enjoyed particularly favorable relations 
with the press made this remark: "I try to see every editor in our 
territory three times a year and give him 'confidential' information 
and the chance to ask questions." These visits are timed as closely 
as practicable with the membership meetings held in the territory of 
the association. This results in publicity for the local meetings and 
provides the editor with a background of understanding of the asso
ciation's problems and policies. Under such circumstances, the sup
port of the local editor can usually be counted upon to assist the asso
ciation, unless it becomes embroiled with political factions. Some 
associations have difficulty in getting publicity for their releases be
cause they attempt to issue statements from the association instead 
of news. A statement,'to have any news interest for a newspaper, 

82120--86--1 
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must usually be over the signature of an individual rnth~r thAn Iln 
organization j whereas, real news i~ms ('an be relelUK'd by "'he 1If<l«I. 

ciation." Publicity men for BOme 888OCiations appear not to have aD 
acute sense of what constitutes news. 

News releases from an association are more readily accepted by 'he 
press if they carry the signatures of the individUAls who prepare 
them. It is commonly believed that editors want to know who wrote 
the story. If the writer is an individual who has kept faith with 
the editors, such releases mean a great deal more than merely aD I 

association release. News stories issued by associations covering & 

large area. need to be localized to have any particullr appeal IL8 news. 
One of the most successful publicity men reported that "where there 
are two papers in an area I write separate stories 80 that they read 
a bit differently, and therefore each paper can carry a story." 

Some 8.BSOCiations have used the country newspapers from time to 
time for a series of advertisements setting forth the objectives and 
the accomplishments of the association. The use of such advertise· 
ments and keeping the local editors informed have often produced 
support for the association from these newspapers, Bnd the country 
newspaper is often a very potent force in molding the sentiment of 
its community. 

Editing the House Organ 
In more than half of the associations included in this study the 

manager edits the house organ, with the assistance of other members 
of the staff. Under this arrangement, the preparation of the house 
organ is made incidental to the regular routine duties of the manager 
and the department heads or others who assist in the preparation of 
materiaL Fifteen associations, however, have specialized in the 
preparation of the house organ to the extent that they have employed 
an editor who prepares the material for the house organ. In 9 of 
these 15 associations the editor is responsible to the manager and 
in 6 he is responsible to the executive committee. In one 8lI8Ocia· 
tion the president is the editor, and in two associations a director who 
has a talent or an ambition for writing has been selected 8.8 the 
editor. Only four associations reported more than one person em· 
ployed to prepare material for the house organ. One of these em· 
ploys three persons, while one association, which issues a weekly 
publication, reported nine persons ~mployed to prepare material for 
the house organ and to handle the advertising. 

The average length of tenure for editors in 21 associations was 
reported a8 5.7 years each. Some editors had been transferred to 
other positions in the associatiop, and a few had later become man· 
agers. In several cases the editor, who might also have been en· 
gaged in other duties in the association, had left the organization. 
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In about half the associations it was reported that the editor 
was permitted to sit in meetings of the board of directors. In other 
associations, directors' meetings appear to be more in the nature 
of closed meetings, so far as personnel of the association is con
cerned. It would seem that the editor's attendance at directors' 
meetings might have some influence on the attitude of the editor 
toward the association, and this influence would be reflected in the 
type of information that was furnished to the members. Directors' 
meetings that are "executive sessions", or which exclude employees 
and members from attendance, are likely to engender suspicion in 
the minds of association employees and members. There was a 
notable difference in the morale of employees of associations which 
permitted the editor and· other employees to attend meetings of the 
board of directors. "Open covenants openly arrived at" is a policy 
as good for business associations as for international affairs. 

Only five_associations reported that the manager took no part at 
any time in preparing material for the house organ. In the other 
associations, the manager read material prepared by members of the 
staff, and, in a few cases, prepared most of it. Some managers make 
a practice of issuing, through the house organ, a letter to the mem
bership in which they discuss the affairs and problems of the associa
tion or the market situation. 

Those associations which employed editors and pUblicity men ap
peared to give the editors entire responsibility for what was issued, 
unless it related to matters of policy. Information or a news release 
relating to policies was generally submitted to the manager. 

The period of time over which the house organ has been issued 
corresponds closely, in most cases, to the number of years the asso
ciation has been in existence. The type of house organ, however, 
has, hi. some cases, changed with the development of the association. 
Some house organs have become more elaborate with the growth 
of the association, while a few have become less elaborate, because 
of a change in policy as to the function of the house organ. A few 
house organs gave evidence that an aggressive newspaper editor 
had been able to gratify, to some extent, his ambition for an elabo
rate and dignified publication. In a few instances, it appeared that 
the opinions of the manager and directors-that the house organ 
should be confined strictly to association affairs and be an intimate 
medium of communication between the management and member-
ship-had prevailed. • 

Cost of Publication 
An effort was made to obtain from the associations the annual 

cost of editing, printing, and mailing the house organ. In a few 
cases, it was OOpossible to get accurate allocation of the tOOe of 



96 FARM CREDIT ADMINl!<TBATION • 

employees, and therefore the eo..t of .. rlitinJt was not ohtain .. '!. In 
these casea, however, we were informro that the work w ... !!II dill
tributed as to make it incid .. ntal to the rl'Jrular duti .... of the pm
ployees. In table 15 is shown the cost of editing, printinll. and 
mailing', as well as the income received from adv..rtiRiIlJt. for the 
associations studied. 

A sharp difference of opinion existro between BSSOCiationa as to 
whether the house organ should carry advertising and thus obtain a 
portion of its support in this way, as well as enter the competitil .. 
advertising field, or whether the house organ should exclude advpr· 
tising. The manager of one association stated that the houae orl(lln 
was a means of communication between the management and the 
membership, and it was no more legitimate to expect the house organ 
to defray its o .... n expenses than to expect the auditing dppartment 10 

defray its own expenses. Twelve associationa stated that Ihey received 
no income from advertising: Advertising free to members WIUI carried 
in the house organ, but it was the policy of th_ lIIB>CiatioJl8 not to 
open their pages to commercial advertising. Fourteen aBBOCiatiollll 
reported that they had received a combined total of $78.286.41 from 
advertising, or an average of $5,591.89 per association. A few ass0-

ciations, by means of advertising, are making a profit on the houae 
organ. Three associations reported an average profit from this BOuree 
of $3,965.74 each. 

Associations that carry advertising should be careful as to the type 
of advertising copy which they accept. The appearance of an adver· 
tisement in the member's own house organ lends to the advertiaement 
a sort of sponsorship. If the goods advertised prove to he I1lI!IBtisfac
tory, the member may have a feeling that he has been misled by his 
own organization. He is justified in expecting that his own p!lblica
tion will advertiae only goods of demon.'!!rated merit. 

Mailing List 

Practically all house organs i8Slled by the BSIIOCiatiol18 included in 
this study were mailed to all the "'memhers" on the .......,.,u.tion·s roll 
and to the public officials in the area who were COlK'erned with awi
culture. All the house organs reported that they revised their mailing 
lists from time to time. Such revision. however, is generally confined 
to adding to the mailing list th.- individuals .... ho have reemlly 
become members. Perhaps more subtraction from the mailing list 
wonld be profitable. A great manv 89B0Ciations calT1' on the member
ship roll individuals who have lo~ since cea.'Ied to I~ the 8Prvices of 
the organization. It may be questioned .... hether this is justified. 
Some justification for continuing to mail the hou8P organ to irw.-tive 



MEMBERSHIP RELATIONS OF COOPERATIVE ASSOCIATIONS 97 

Table IS.-Annual Cost of Editing, Printing, and Mailing, and 
Annual Income Received From Advertising 

in the House Organs of 33 Associations 
(Issued Monthly Except· Where Noted) 

Annual expense of house organs 

Code number of 
association 

13 •••.• _________ ._. __ 
12' ___ ._._. __ • ___ • ___ 
43' _______ • _____ ._ •• _ 
41. _____________ • ____ 
3 _________ • ____ • _____ 
2 ____________________ 
7 ____________________ 
30 ___________ •• ______ 
48 ______ • ____________ 
35. __________________ 
IS. ___ • _________ • ____ 
S ____________________ 
44

1 
__________________ 

21 ___________________ 
6' ___________________ 
33 ___________________ 
31 ___________________ 
10 ___ • _______________ 
24 ___ • ____ , __________ 
32 , _______________ • __ 
22_. ___ ._. __________ • 
19 ___________________ 
5 ____ • __ • ____________ 
11 ___________________ 
37 ________ • _________ • 
14. __________________ 
16 _____________ • _____ 
27 ____________ •• _____ 
42' ____________ • _____ 
l·~ __________________ 
4 1 ___________________ 

25 , __________________ 
47'. _________________ 

I bsued wMkly . 
• Issued :vearly. 
'Issued bimonthly. 

Editing 

$9,328. 00 
14, 256. 57 
3,250.00 
2,000.00 
4,380.00 
1,200.00 

712. 50 
3,500.00 
2,000.00 
3,141.39 
I, SOO. 00 

700.00 
4,217.72 
2,400.00 
1,000.00 

' Incidental 
240.00 

• Incidental 
SOO.OO 
100.00 

1,200. 00 
, Incidental 

I, 6S0. 00 
I IncidenteJ 
I Incidental 
I Incidental 
' Incidental 
I Incidental 
' Incidental 

Incidental 
Incidental 
Incidental 
Incidental 

I Edited b, the preslda:nt of the assocla.tlon. 
• Edited by the manapr'o 
• lasued biweekly. 
r Edited by members or the staft. 
• Issued twice a 7'I&r. 

Printing and Total mailing 

$29,837.00 $39,165.00 
23,418. 50 37,675.07 
29,548. 14 32,798. 14 
23,000.00 25,000. 00 
8,461. 63 12,841. 63 
8,500.00 9,700.00 
8,000.00 8,712.50 
4,800.00 8,300.00 
6,000.00 S, 000. 00 
2,708. 87 5,850. 26 
3,030.00 4,830.00 
4,000.00 4,700.00 

---_.------- 4,217.72 
1,308. 00 3,708. 00 
2,678. 69 3,678. 69 
3,000.00 3,000.00 
2,400.00 2,640. 00 
2,520.00 2,520.00 
1,440. 00 2,240.00 
2,100.00 2,200. 00 

960. 00 2,160.00 
2,019.00 2,019.00 

250. 00 1,930.00 
1,440.00 1,440. 00 

660. 00 660.00 
394. 35 394. 35 

--------_.-- ------------
------------ ------------
------------ ------------
------------ ------------
.----------- ------------
------------ ------------
------------ ------------

Annual in-
come from 
advertising 

------------
$20,393.62 
23,538.00 
12,900.00 

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

2,300. 00 
2,000.00 
6,8S5.21 
1,241. 75 
1,496. 51 

------------
--.--.------
------------

1,451.32 

-----.------
--._--------
--.---------

300.00 
1,400.00 

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

3,600. 00 
4S0.00 

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

300.00 

------------
------------
------------
------------
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"members" may be on the theory that th~ liou"" organ is • m~an8 of 
advertising t.he association and bnildinll good will. It al'l'('al"ll, how
ever, that when an individulll fails to moe thl' aervict's of an organiza
tion within a year an ~ffort should be maclp to a!lN'rtain the rea80nA, 
and whethpr he is likely to return to usinll th!'"!' ~rvi('('s. 

Utilization of Space 

The size of the house organ iSllned by the a!lllOCiations studied varied 
greatly, ranging from 4 to 36 pa~ per i""ue. The custolllary number 
of pages carried by 3a house organs L~ shown in table 16. Very few 
of the house organs contained more than 16 pages per i88ue. Some, 
however, have developed a magazine which ·runs into considerable 
volume and carries a great deal of advertising as well as numerous 
feature articles. 

Table 16.-Frequency of Iasue and Customary Number of 
Palles In the House OrllBns of 33 Aasoclatlon. 

Number Number Number Number 
Frequency of issue of of pagea Frequency of iuue of 01 paM" 

888Ocl&- . per 888OC1 .... per 
tioll8 18sue tiolUl issue 

--_ .. 
VVeekly __________ 2 16 Monthly _____ . - . 1 26 
Biweekly ________ I 12 Monthly ________ 1 28 
Monthly _________ 6 4 Monthly ________ 1 36 
Monthly ________ 2 6 Bimonthly _______ 2 8 
Monthly ________ 4 8 Bimonthly ______ 1 16 
Monthly ________ 1 12 Twiee yearly _____ 1 6 
Monthly ________ 5 16 Yearly __________ 1 4 
Monthly _______ " 1 18 Yearly ___ . ______ 2 16 
Monthly ________ 1 24 

One of the most noticeable differences in house organs of coopera
tive associations was the proportion of space devoted strictly to &880-

ciation affairs and those matters that have an influence on the IU!IIO

ciations' policies. Some house organs attempted to confine their 
material almost entirely to this type of subject matter. Other house 
organs devoted a major portion of space to general ajll'icultural news, 
special departments, and advertising. A few entered the field of the 
agricultural press and thus were to some extent oompetiti VB with the 
farm papers serving the same area as the association_ Some hou"" 
organs were edited largely by means of the clipping shears and the 
paste pot, and thus carried a large portion of material that appealed 
to the editor's interest. or fancy. Such material might be interesting 
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to the members of the association, but it is doubtful if a house organ 
of this nature can be regarded by the member as a communication 
addressed to him from the office of his cooperative. Moreover, many 
of the members may have read elsewhere much of the material that 
was clipped. 

It is probably easier to issue at frequent intervals a house organ 
devoted strictly to association affairs when associations handle prod
ucts that result in frequent economic contacts with the membership 
than it is when associations handle products that bring about an 
economic contact between the association and the members only once 
or twice a year. For example, fluid-milk marketing associations, 
creameries, poultry and egg associations, or associations handling 
farm supplies may have business transactions with their members 
once a month or more often. Some other associations may have a 
business transaction with their members only once a year. Milk
marketing associations may find their marketing problems changing 
from one mon~h to the next because of changes in supply or demand 
conditions. Associations handling an annual crop, like grain or 
cotton, may receive their entire volume in a period of 2 or 3 months, 
at the end of which time supply conditions are known and demand 
conditions forecast with reasonable accuracy. 

Some associations which had frequent economic contacts with their 
members issued only a limited number of house organs-sometimes 
only one a year-but issued mimeographed news letters whenever 
they had something of importance to communicate to their members. 
It is believed that if such mimeographed material is issued only when 
the association has some worth-while announcement to make it may 
be more carefully read than when it is issued as a matter of habit. 

The house organs of 31 associations were examined in detail, and 
the type of materia.! contained in the publication was classified under 
10 headings. A table was prepared by taking four recent issues, 
including the annual meeting number, and averaging the percentage 
of space devoted to each of the 10 classifications. In classifying the 
material considerable libera.!ity was given to the definition of "asso
ciation affairs.~ Perhaps a strict interpretation of some articles 
classified as association affairs might make them ineligible for such 
classification by individuals not a.!lowing such liberality. In table 17 
is shown the percentage Of space devoted by these publications to 
the subjects classified under the 10 headings. 

A study of this table shows that there is great difference among 
associations as to the percentage of space devoted to association 
affairs. A few associations have devoted a.!most as much or more 
space to a discussion of national policies affecting the commodity han
dled by the association, while other associations have devoted almost 
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Table 17.--Classlficatlon of Subject Matter Contained In 31 
Publications of Cooperative Auoclatlonl 

DAIRY AS80CIATIONto' 

- --
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Table 17.-CIassification of Subject Matter Contained in 31 
Publications of Cooperative Associations-Continued 

LIVESTOCK-MARKETING ASSOCIATIONS 

A verage percentage of column spaoa devoted to speolCed topics a 
~ .. 

i1 • ai '0 

!! • 
~ i .5li .. i Il • i~ • . ~ .. ~ .. b l'! .!,g m .. 
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GRAIN-MARKETING ASSOCIATIONS 

11.7 .... H.l B.' • • 11.7 • 12. Ii .... " 10.6 21. Q ••• .... • ••• • • • ".7 20 

'.8 3.' 11 ... ".1 • 21.3 7.' • '.B .... 32 
--------------------

A ve:age. ______ lO.7 14. Ii '0.0 19.4 • ••• 0.' • ••• .... .. 
no space to national policies. Some of the associations which devoted 
such a high percentage of space to national policies used a compara
tively small proportion of space for news or a discussion of associa
tion affairs. Two questions might arise in this connection. Have 
these associations devoted so much space to national policies because 
of the association's Rnd the members' interest in national policies, on 
t.he theory that the members would not otherwise become acquainted 
with national policies! Would the association have used the space 
devoted to national policies for information about association affairs 
if national policies had not been so prominent in the public mind 
at the time these issues were published! Some of the material relat
ing to national affairs is obviously obtained by clipping other publi
cations or using news releases from Government agencies. 

Four of the associations shown in the table devoted more than 
10 percent of the space in their pUblication to cooperative mRl'keting 
in general. (This clllssification includes news of what other coopera
tives are doing as well as discussions of the necessity for and virtues 
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of cooperation.) A ~ .... at dpal of this kind of material was obviollMly 
obtained by c1ippin~ from other puhlications. It would probDhly 
have been more benefi .. ial to th" members if it h8d been rewritten by 
the editor and compDrisons made witb conditions in the home 0 .. "0"; •• 

tion where comparisons were feasible. 
In the clDssification, "The industry in gpnpral", the term "induRtry" 

is used in the limited sense of the industry reprpsented hy the com· 
modity handled by the association. For pXDmple, the dairy industry. 
the wool industry, or the wheat indU!ltry, ·was intended, in.tead of 
the "farming industry." It will be noted that ei~ht publications 
devote more than 10 percent of their spal'e to cultural and production 
practices. This space is obviously designed to assist members to 
improve the quality of their producta or to produee at the minimum 
cost. Some associations have made it a point to keep their mpmb.rs 
conscioU!l of the fact that price level. of commodities are affected by 
conditions beyond the control of the individual producer, but that hi. 
costs of production are somethinll whi"h he can influen('e or control 
to some degree. 

From a study of table 17 it will be observed that seven lll'SOCia· 
tions devoted 10 percent or more of their space to communications 
from members, branches, or personnel of the aHSOCiation. Some 
associations have used this type of material 'very effectively .. One 
association carefully repol'ta local meetings which are heM monthly 
by ita locals. Such news of activities of mPlIlbers of the 8l!sociDtion 
may provoke emulation amoDg the members in other communitieB Bnd 
thus may be helpful in encouraging member participation in &!ISO

ciation affairs. Communications from the member. and reporta of 
activities of the various branches tend to promote a neighborhOOfI or 
family feeling among the members of the a8!IDCiation, Members of 
a community like to see their activities reported aDd strive to have 
such reporta compare well with those from other communities. 

Eight of the associations carried no adverti.ing in their hOUAe 
organs, while some others devoted as much as one·third of the 
space to advertisements. The house organs included in this table 
confined their advertising mostly to good. used in connel,tion with 
the production or marketing of the commodity handled by the 
association. Some accepted no adnrtising 11111ess it referred direet.ly 
to the iDdu&try represented by the a""""iat ion. Some' at hpr house 
organs examined appeared to accept. any kind of ad verti.nn~ f!O 

long as it was not fraudulent or misleading. Publications of Borne 
associations carried advertisementa of mail-order h011 ..... , and even 
accepted advertisements of patent medicines. school. for beauty 
culture, and men'. barbering. Dnd advice on how to promote a 
happy married life. Such adverti .... ment. are. no doubt, accepted 
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primarily for the revenue feature, but it is doubtful if their accept
ance, after all, is in the ultimate interest of the members. The use 
of such advertising probably decreases the member's appreciation of 
the publication. 

For comparative purposes the house organs were grouped by com
modities handled by the associations issuing them. It will be seen 
that the average percentage of space devoted to association affairs 
ranges by groups from 10.7 to 44.2 percent. It seems that the fre
quency of economic contacts has some influence on the percentage of 
space devoted to association affairs and matters relating to association 
policies. On the other hand, perhaps frequent economic contacts 
lessen the actual necessity for communications to the members 
through the house organ, because frequent economic contacts tend to 
keep up interest. Perhaps those associations hllJ\dling commodities 
that are marketed seasonally should give increased attention to well
prepared material about association affairs and furnish it to the 
members throughout the year so as to keep up the member's interest 
in his association. 

Quality of Material Relating to Association Affairs 

There is a great deal of difference in the quality of material relat
ing to association affairs carried in these pUblications.. Some asso
ciations devote considerable space to printing the speeches made by 
officers of the association at meetings. It is well known that talks 
or speeches of the same length differ a great deal in the information 
contained. On reading speeches printed in full one sometimes gains 
the impression that the editor is favoring the individual whose 
speech is printed more than the members. A brief outline contain
ing the pertinent facts contained in the speech would probably be 
read by a greater number of members. 

About half the house organs on which the above tables were based 
print an annual balance sheet and operating statement in one issue 
of the house organ. Some publish a balance sheet without the oper
ating statement. A few associations probably attempt to justify 
failure to publish the balance sbeet or operating statement on the 
grounds that sucb material might fall into the hands of the associa
tion's competitors or opponents and be used against the association. 
It is doubtful, however, that failure to publish such statements can 
be justified BS a common practice. Certainly, most members believe 
that they Bre entitled to such information, Bnd the failure to aupply 
it is likely to undermine confidence. The member is likely to feel 
that the association is in .the hands of a few persons only and that 
patronizing the association is all that is expected of him. There 
is perhaps a natural tendency for some members to be indifferent 
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concerning association affairs and to take very JilChtly thrir Mnnt'C
tion with the organization. Limiting the information supplied t-O 
members only encourages this indifference and vitiat('s t.he already 
weak connection between the member and hi. association. 

It mDy be pointed out in this connection that some of the h01l1lll 
organs which devote comparatively little 8pace to a •• ",dation affairs 
might still be supplying more pertinent information to the members 
than other associations using more space. O>rtain editors are abl'!. 
to prepare terse statements that Ol"t' readable Rnd yet pD,·ked fill! of 
information, while others may "ramble all over the pal(l''' to express 
the 8ame ideas. Individuals differ a !O"eat deal in their ability to 
write material that stimulates the reader's interest and holds itl!O 
that the article will be read completely. ~'or this r"aHOn the 11880-

ciation should exercise care in choosing an editor or in nominating 
members of the staff to prepare material for the house organ. 

One of the house organs included in this study has a page devoted 
to a dialog between two individuals, one of whom appears to know 
very little about the 8S.'!OCiation. This poorly informed individual 
asks the questions and the other carefully and painstakingly answers 
them. This seems to be a very effective way of presenting a8SOCia
tion material in such a form that almo", any member can under: I 
stand it. The management of this association reported !Il1it thi's' 
page was developed to answer in advance inquiries that might come 
to the association by letter or remain unanswered in the minw. of 
members who, while wanting to know, did not· toke the trouble to 
write for the information. This page is one of the clearest expres
sions of association affairs to be found in any of the bouse organs 
studied. Since the house organ and news Iptters are the only means 
of communication that can reach every member, a great deal of care 
should be givl'n to the selection and preparAtion "f materi .. l carried 
in them. 



Summary 

COOPERATIVE associations are characterized by a lack of uni
. . formity in the methods used to maintain contact between mem

bership and management. A study of the methods used should reveal 
whether the objective is only to get new members and to hold or 
increase the volume of business or whether it is to develop local 
leadership wd create within the rank and file of the membership a 
feeling of ownership in the organization and of responsibility for its 
success. 

The form of the organization and the nature of the services per
formed have s,c.me influence on the relationship existing between the 
member and his association and also on the methods employed in 
maintaining membership contact. The federated and the centralized 

. types of organization each appear to have some problems and advan
tages inherent in the type. Some of these problems are perhaps more 
properly attributed to policies that have grown up with the organiza
tion and which later proved to be assets or liabilities. 

The attitude of managers and directors toward the members, 
together with constructive membership policies, is important in 
building up satisfactory membership relations. Loyalty on the part 
of the members wd understallding of association affairs will be 
invaluable to the organization in case of temporary reverses. Self
analysis for managers wd directors and the attitudes that may rea
sonably be expected of them are suggested here by a list of leading 
questions. 

The characteristics of directors are ,important in determin;ng 
whether membership relations are to be satisfactory or unsatisfactory . 

. When well informed and cooperative minded, a director may con
tribute much to the member's understanding of his association. 
When indifferent, poorly informed, or seeking personal advantage 
through his position as director, he may provoke or aggravate an 
unfavorable attitude on the part of the member. This means that 
much time Rnd effort on the part of the employees is necessary to 
promote a helpful attitude on the part of the members and obtain 
from members the cooperation that is necessary for the association's 
success. 

Loyalty, based on understanding, enables the members-who are 
the owners-to work out the problems facing the association or to 
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employ individuals who can assist in analyzing (~l\ldition. l'I'~pon.ibl~ 
for its limited success. 

The ideal commonly exprea.ed for cooperative 8l<l!OI"iations i. that 
they should be "farmer owned" and "farmer controlled." In ex· 
treme cases this is more of a fictinn than a reality. since memb.n II'\! 
not always conscious of ownership. In some s!ISOCiationo most of 
the capital has been derived from "I'arned operatinll income" 80rl 
is in the hands of the management without allocation to individual 
members. In such cases probably only a few ml'mhers· particij,ate 
in voting for dirl'ctors or in any other a .. tivities of the 88OOCiation. 
In other instances members of the associations mnke direct contribu· 
tions to the capital structure and, by diRtricts, select the directora 
to represent them in association affairs. 

There are two stages in the organization of a cooperative aseocia
tion-first, obtaining an adequate ml'mbership, and, second, orllaniz
ing the memoors for participation in aAAOCiation affairs. Organi1A"rs 
of such associations have been prone to think that the first Malle only 
was necessary. In practically all associatioJl8, however, the 8econd 
stage is continuous or reeurrl'nt and its implil"ations .. an not 00 ignored 
with safety during thl' life of the aRSociation. For this reason 
special methods have ooen developed for promoting memoors' par: 
ticipation in association affairs. ,. 

Some associations spedfy dl'finitely the responsibilities of ml'mbel"l! 
while a few consider membl'rship very informal and merely inci
dental to the use of the organization's services. In a few assoeiationo 
this attitude of the managl'ment has resulted in cooperation being 
more for farmers than by farmers. 

The majority of the associations included in this Study attempt to 
further membership contact and disseminate information by means 
of speeches or informal talks made by employees of the organization. 
Frequently the material presented has not been carefully developed 
and prepared, and is not sufficiently well presented to stimulate the 
membl'r's interest in attending meetings. 

Members of some associations have been "talked to death"; that is, 
they have heard many speeches and have been supplied with much 
information; but insufficient provision has bPen made for the par
ticipation of the members and the community in meetings called for 
the purpose of presenting association affairs. 

On the other hand, some associations have developed a technique in 
holding local and annual meetings so successful that many members 
take an active part and eagerly look forward to the next meeting. 

The fieldmen employed by the associations were invited to exprelll! 
their opinions on information to memhers. They were found to 
believe generally that members should be given all the information 
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they might ask for regarding the association, because complete infor
mation tends to build confidence which is the keystone of membership 
morale. 

It is impractical for any association to expect to eliminate merely 
through the employment of specia.l perSOlmel membership dissatisfac
tion. Successful associations have attempted to develop local leaders 
who will assume responsibility for encouraging the rank and file of 
members to participate in association affairs and for disseminating 
information concerning the association's policies, problems, and 
progress. 

Some associations have found that members' interest and participa
tion have been stimulated by arousing the interest of the farm family, 
instead of only that of the contract signer. 

Membership administration must be definitely planned to be suc
cessful, and supervision of local meetings and their programs is neces
sary for smooth functioning. Voluntary leadership, directed and 
supervised, ultimately reduces the expense that must be incurred by 
an association in developing an alert and well-informed membership. 

Many associations attempt to supply information to members 
through the public preSS, through mimeographed news letters or 
house organs. Satisfactory relations with the public press depend 
upon the accuracy of news releases and the"extent and nature of back
ground material supplied to the editors. 

The cost of administering the membership service of the associa
tions studied ranged from 8 cents per member to $20.50 per member. 
There was as great a variety in the type of work involved in member
ship administration as there was in the expense incurred" There 
seems to be no relation between the size of the association and the 
expense per member for membership administration. Most federa
tions spend relatively little for this purpose, leaving such work and 
expenditure to the units comprising the federation. 

The size of house organs issued by the associations studied ranged 
from 4 to 36 pages per issue. The percentage of space in the house 

. organs devoted to association aKairs ranged from 4.8 percent to 62.5 
percent. The space in the house organs devoted to advertisements 
ranged from 0 to 36.7 percent. There was' perhaps equally as wide a 
range in the quality of material relating to association affairs. 



Appendix 

T HE following exhibits illustrate the manner in which the central 
office of a large organization can delegate to district offices and 

local officials the details of planning local meetings: 

Ea:hibit A.-Copy of a letter written by the management of an 
association to the local or branch manager, tranSlllitting plan sheets 
for the local annual meeting. 

DEA.B liB. --: You will herewith tlnd attached our suggestionS as to the 
form of planning sheet tor the annual meetings to be beld in January. The 
questions col"er'three iteme-the pbysical handling of the meeting, the program. 
and the plan for electing directors. You are at liberty to change the questions 
submUtt>d it you deem such changes will Improve the Information you will 
receive. 

Theile planning sheets are to be (tllca 'n by board.! of director, of ___________ _ 
auoclation8 at their November meeting,. You 31I,ould ,apply each a.t8ociation 
1Cit1f, three COpieR. AU three copies "Aould be fllled in, one' to be kept bg the 
a"8ocmtfon and two to come to 110ft, you forwat"tliJig one lrnmediately to ______ . 

In completing these planning sheets have every board place within the pro-
gram numbers a period tor all explanation ot the corporate set-up 01 the dis· 
trlct-__ ... ________ , the method tor Its control. and the Important part _______ _ 
associations are bound to play In ft sound. permanent _______ structure :tor agrt· 
cultul'e. The district office 'Will SUPl)ly a speaker tor tills topic. Let them also 
designate within the program numbers a place for the yearly operating state-
ment of the local a .... latlon and ,· ... rv. a V."y definite portion of the meeting 
tor the nomination and election ot directors. 

Aside trom the aboYe, the entire arrangement ot progrl,lm is left to the local 
board and to you. Entertainment, refreshments, special speakers can be tn
cluded It thought necessary. Tbe board Is planning this meettng tor the users 
and pl'08pectlve nsers of the association's servlees. The program will have to be 
good enough to attrael the tolks thpy ilaye Illdted aud send them back home, 
ready to speak a good word. when the occasion arises. 

Very truly yours, 

bl charge of __________________ . 

Ea:hibit B.-Planning sheet for the annual meeting, prepared by the 
central office and transmitted to the local or branch manager, which, 
when filled out, will provide the central office with detailed informa
tion regarding the time, place, and type of program for the annual 
meeting. 
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Final Planninl1 Sheet, Annual Meetinl1 of the 
___________ Association 

What date wll1 your BUllual mf"f'tlnJl IK" hpldl _______ •. 

Time of dny ________________ Ptact." ____ • ___ _ 

(MIIPl'lfy hnll and rnmnlllnll" 

How Dlany mE'(lting notlfh-ntlunR tn mtOmt»t"rM will )"1111 lU~d! ______ .. _______ ... __ 

Upon what date will yunr MU~g't-',.tE'd ('ull" fur tlH~ nhm·p IInttOc.'otinn. bp In tlip 

assoclatlon'l( oftlfoe? ___________ . ___________ . ___ ".____ ____ . ____ ""hilt olhpr 

methods will f011 U~ to IndtR't' tnt'miWoH Dud othf'l'tl If) ath'ud )'(llIr htH'tluKltl 

Program for the Meeting 
Who will be chairman? _________________________________________ 'Whu will 

take the mhmtPH of the mt"f"tlng? _. __ • _____ .. ___ ._ .. ________________________ _ 

Wtll someone gin' 8 KYIlO(H'is of the orgnnlzntlull mt'etlng oud tnltnwqm'nt board 

meetings? _______ _____ "'het? ____________________________________________ _ 

(State in the nUlnlJElrl"d !'4JlIlC'eM lJf'low th(' prullrom '!'"hh'h thl' ml'~tll1M' will follow.) 

1. ________________ • _____ . ___ .. _. __ ._ 

2. 
3. 4. _________________________________ _ 
5. ______________________________ . __ _ 

6. _. __ . ________ .• _____ • _____ • __ • __ 
7. ___________ .. ______ ..... _________ _ 

8. P. ____________________ . ___________ _ 
10. ________________________ • __ • ____ _ 

If yon are going to servp MI'e:ochrut>nts, how ","Ill tJIE'Y I ... hnndlf"d7 

Will the meeting place be larjCe ennugb. "1th comfortable 8Cf:ommodatloofl' 
__________ Quiet? __________ SUf,plled wltb (»umfortllhlt' ebul .... ? _____ ~ __ _ 
ProperlY heat"" aod veotnot""? _________ LI"hted? _________ _ 

What plOD do you prop08t> to tollow io oomlnntillJ' ond .. h.t('tlnlC dll'flCtoMl'! 

List any eommittl"ell and their dUties In 0'JDnectJon with tblJlJ meeting 
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Will your Dec:'eombel" financial r("port be- in the hands of the ossocintlon by 

--------------------------------? 
I!1stimate·attendnnce--mPlIIben __ _ ____ __ _ __ __ __ _ _ __ nthers ____________ ... __ _ 

President 
(ShwlMt I 

Secretary-treasurer _________________________ ~----------------_____________ _ 
(Signed) 

Date 

E.,hibit O.-Detailed outline of the annual meeting furnished by 
the central office to the district office or local association. This out
line frequently preyents the oyerlooking of some details in planning 
for the alll1ual meeting .. 

Plan For Associational Annual Meetings 

1. PREPARATItiN. 
(a) November meetlug of tllt~ buard. 

1. Dt>flnitely plan tor annual Dleetill~. 
(I" Resolution setting date. 
b. Fill In meeting plnnninA: shPet. 
('. Arrange some df"tinite method tOl' proper nomination and 

el(;'Ctioll of dire('to-rs. 

2. ATTENDANCE. 
(a) Invito tion to m("mber. 
(b) InYitation to prOSlltlCtivl' lIlPlUher. 
(0) Local secrptary-trpn~ul't:'l' nlld lU(,lll hoard responsible for getting out 

the crowd. 
1. Follow 1111: 

a. Muit. 
b. Pe-rsoDul ,·i~its. 

c. Xew8vuIIPr sturles. 

WE WANT THE FOLKS WE INVI'rE i·HERE. and the local officers are 
the ones to do it 

8. PROGRAM. 
(a) Completely up to local board~ excevt that we suggest they incorpo

rate the following: 
1. Corporate set~ull of the association within the district. methOil 

of {'Ontrol, and explanation of assoclation's opportunities (30 
minutes). 

2. Thorough eXI.lallatlon of the local association's flnanclal state
ment (15 llltnutf's). 

3. Synopsis of the ollmllizatioD meeting RDd subsequent board 
ml'E'tlugs and 8 general outline of what your association has 
Rl'f."ompllshed during the past year. 

4. To see that a good board of directors Is elected by proper par
Uam(>utal'Y proct>etlh\1!S. Tellers should be appointed. nomi
nees receiving the htgbest numbt'.' of ,"utes declared elected. 

o 


