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EXECUTIVE SUMMARY

Over the last decade, nonprofit community-based organizations and social-service agencies in California have
launched economic development initiatives aimed at providing jobs to hard-to-employ population groups, such as
low-income Latino immigrants. The organizations investigated for this study developed cooperative businesses in
order to address the employment and service needs of their low-income constituents.

The purpose of this study is to highlight these economic development cooperatives in an attempt to analyze those
factors most influential in creating and sustaining ventures that are both economicaliy viable and member-governed.
More specifically, this study had three basic objectives: 1) To uncover and document the goals of both the founders
and the members of California cooperatives in the service sector, and to determine to what extent these goals have
been realized; 2) To identify particular organizing strategies and other factors which influenced the success of these
ventures and; 3) To offer recommendations and case studies regarding the incubation and operation of cooperatives
in order to assist the work of practitioners—organizers, business developers, and cooperative members—as well
as funders committed to increasing job opportunities in low-income communities.

A total of fifteen service-sector cooperatives in California were investigated. For the purposes of this study,
economic development cooperatives are defined as business ventures which have the dual goal of creating jobs for
low-income workers and giving workers the skills and opportunity to exercise leadership and democratic control
of the venture. Success is defined in terms of the cooperatives’ financial viability and the extent to which self-
governance and leadership have been realized.

The survey found that cooperative ventures in the service sector have been effective in improving employment
opportunities, particularly for recent immigrant women with limited English language skills. However, the
overwhelming majority of jobs created have been part-time, and it has proven very difficult for most ventures to
provide fringe benefits. Some of the service industries—especially housecleaning—have lent themselves well to
allowing several different models of collectives or associations of independent contractors to operate, offering
greater flexibility to meet the needs of both organizational sponsors and individual members.

The experiences of these groups illustrate the difficulties inherent in pursuing the twin goals of developing
profitable businesses and leadership skills of the membership. The results of this study challenge the assumption
that cooperatives can be easily created after the business reaches a point of financial stability. Not surprisingly, those
businesses that did not build in some elements of cooperative governance and practice from the beginning found
it very difficult to incorporate member commitment and decision-making over time.

The major factors which contributed to success in achieving both business and cooperative goals were the
presence of strong and committed business manager and/or organizer, and the establishment of clear internal
policies to which all members are held accountable. Other factors which contributed to the relative success of these
ventures included the availability of organizational development assistance; low overhead expenses, especially
during the start-up phase; an upper-income market; a high quality of service; an emphasis on training and evaluation
of the cooperative members; and an emphasis on developing English proficiency among members.

The authors hope that organizations planning economic development cooperatives will benefit from the rich
experiences illustrated in the enclosed case studies. It is further hoped that existing cooperatives can exchange
information and bridge the isolation that currently exists among the community of economic development
cooperatives.
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MUTUAL BENEFIT SERVICE SECTOR COOPERATIVE

Nancy Conover, Frieda Molina, Karin Morris

I. INTRODUCTION

This study focuses on California-based, coopera-
tive business' ventures in the services sector that are
intended to provide employment and benefits to low-
income population groups. The services sector in-
cludes the industries of housecleaning, janitorial, home
health care, child care, landscaping, and other indus-
tries that provide business and personal services. For
the purpose of this study, a *cooperative” is considered
1o be a business venture which is either self-defined as
a cooperative or has the goal of developing a coopera-
tive governance and ownership structure in the future.
Since most of the enterprises examined in this study do
not meet the standard definition of worker-owned or
markeling cooperatives, they may also be referred to as
*cooperatives” and *mutual benefit associations’?.

The distinction between the cooperatives exam-
ined in this study and more typical worker cooperatives
has much ta do with the target member groups, as well
as the organtzation and management of the ventures
themselves. The majority of these ventures were
launched by community-based or social service non-
profit agencies that work with immigrant or refugee
populations—generally a very hard-to-employ con-
stituency. Limited English-language and job skills or
experience {imit many members of such groups to the
most menial, minimum-wage jobs in the private sector.
At the same time, many lack the entrepreneurial expe-
rience or the access to credit and lucrative markets
necessary for launching their own businesses. As the
demographic landscape in California shifts, with the
rapid growth in ethnic minority, low-income popula-
tions, community-based and social service organiza-
tions have responded to the needs of these population
groups by developing business ventures to create new
jobs that offer higher wages and benefits, and greater
job advancement potential than would be otherwise
available. Some ventures are planned to provide addi-
tional social service benefits to workers, such as oppor-
tunities for education and social support. All of these
businesses can be considered “economic development™
ventures, and have been launched with varying degrees
of success by community groups across the state and
nation,

Apart from economic and social goals, these eco-
nomic development ventures share the goal of giving
workers the skills and opportunity to exercise leader-
ship and democratic control of the venture. Coopera-
tive development 1s often viewed as a means of “em-
powering” low-income workers, with as many defini-
tions of empowerment as there are cooperatives. Found-
ing organizations or individuals who value this goal
face the task of transferring their “vision” of the coop-
erative and the tools for cooperative management to
members, at the same time that they strive to develop
viable business ventures.

This study has three basic objectives: !) To un-
cover and document the goals of both the founders and
the members of California cooperatives in the service
sector, and to determine to what extent these goals have
been realized; 2) To identify particular organizing
strategies and other factors which influenced the suc-
cess of these ventures and; 3) To offer recommenda-
tions and case studies regarding the incubation and
operation of cooperatives in order to assist the work of
practitioners—organizers, business developers, and
cooperative members—as well as funders committed
to increasing job opportunities in low-income commu-
nities.

The study began with the identification of all
California cooperative or pre-cooperative businesses
which met the criteria described in the first paragraph
of this report. In-depth surveys were developed and
conducted with both the sponsoring organization and
current manager of each cooperative, and were later
followed up by face-to-face interviews with workers.
(See Appendix B for a more detailed description of the
methodology).

The following section summarizes the coopera-
tives and pre-cooperatives and cooperatives that were
examined in this study, including the target population
groups, their needs, and the goals of the founders.
Sections IIL, TV, and V describe the overall results of
these efforts, including the achievement of employ-
ment and non-employment goals, and the economic
viability and organizational structure of these ventures.
Both the development and performance of these coop-
eratives are detailed in three case studies contained in
Section VI; these studies point out the unique nature of
each venture, and also illustrate the difficulty of at-
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tempting across-the-board comparisons of the coop-
eratives. (Case studies of eleven other cooperatives
surveyed in this research project are contained in
Appendix A). The analysis that follows is intended to
point out the differences among organizing strategies,
and highlight those factors which contributed to coop-
eratives being able to successfully meet their stated
goals. The final two sections offer general conclusions
and practical recommendations for those practitioners
interested in developing economic development coop-
eratives.

Il. SERVICE SECTOR COOPERATIVES IN
' CALIFORNIA

Through extensive conversations with planners,
organizers and community development organizations
in California, a total of fifteen cooperatively-struc-
tured, service-sector ventures oriented toward meeting
the needs of low-income populations were identified.
All but one of these ventures are still in existence.
Almost all of these cooperatives were created to meet
the need for jobs and other services for recently arrived
immigrant or refugee population groups, with the over-
whelming majority developed for Latino immigrants.
Two of the fifteen cooperatives serve Asian immi-
grants, while twelve are working with Latino immi-
grants and refugees. Nine of the cooperatives serve
exclusively women, with the remainder in most cases
having a high percentage of women in the general
membership. The size of membership varied widely,
from as low as seven members to as many as 285. Start-
up budgets for some cooperatives were as low as $500
and for others reached a high of $100,000. Located
throughout the state, the cooperatives are concentrated
in the northern California Bay Area counties (13) and
in the Los Angeles area (2).

The table at the end of Section Il summarizes the
data gathered for all of the cooperative ventures in-
cluded in this investigation. (Names of the coopera-
tives have been changed to protect members’ and
sponsors’ anonymity). Two of the ventures—a janito-
rial business and housecleaning mutual benefit corpo-
ration—are no longer operating as business entities,
although some of the original jobs still exist for indi-
vidual members. It is important for the reader to note
that in many cases, parallel data across the different
cooperatives surveyed was not always available, given
the high level of staff turnover, and the huge variation

among organizing approaches and internal governance.

A. The Socio-Economic Context

Before discussing the goals of both the founders
and members of the cooperatives, it is important to
examine the socio-economic and political circumstances
out of which these goals grew. It is significant that all
of these cooperatives were formed during the 1980s,
many in the second half of the decade. Apart from being
marked by a worsening economic recession, this pe-
riod witnessed a huge influx of refugees fleeing the
political and economic devastation of civil wars in their
native countries, as well as a rise in the number of
immigrants seeking improved standards of living in the
United States. As a response to this influx, a landmark
immigration law was passed by Congress in 1986
which made it much more difficult for undocumented
immigrants to obtain work. Together, these factors
contributed to the increasing rates of unemployment
and poverty witnessed in low-income, immigrant com-
munities throughout California during the late 1980s
and early 1990s.

The initiatives to develop employment coopera-
tives that are examined in this study were a direct
response to the crises experienced in these marginalized
communities. Among the many needs of low-income
immigrant communities, job needs were particularly
great. In interviews, individuals involved in the found-
ing of pre-cooperatives underscored the following
employment-related needs:

* entry-level jobs for immigrants with lack of

English and prior job experience;

* higher wages than existing, minimum-wage

jobs;

+ greater quantity of work (more full-time hours);

+ greater job stability and security; and

* greater opportunity for job skills training and

the job career advancement.

Jobs for women were found to be a particular
priority for many of the organizations surveyed. Al-
though the job prospects for women in these target
communities were often better than for their male
counterparts, women faced greater obstacles entering
the workforce due to their lack of previous paid work
experience, cultural norms discouraging work outside
of the home, and limited access to schooling.

Other needs of these populations, as cited by
founders and sponsors of the coops, included:

+ learning English: Among recently arrived

immigrants, the low level of English language
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ability—rather than formal educational
attainment—was seen as the most important
obstacle to obtaining both employment and other
necessary services and benefits to improve their
lives.

e social services: Assistance in accessing basic
services such as housing, health care, and
childcare, as well as information about job and
immigration rights, orientation to U.S. customs
and laws, and orientation to the local
transportation sysiem, were seen as primary
needs of most workers and sponsors.

« social and cultural support: Refugee service
organizations in particular emphasized the need
to develop a sense of community that could
support members’ cultural and familial values,
and break down the isolation of non-English-
speaking immigrants.

* community leadership development: Some of
the founding organizations talked about the
need for community members to develop an
awareness of the political and economic forces
impacting their own communities and to learn
skills that could contribute to personal growth,
community change and development.

B. The Goals of the Cooperative Founders
Given the multiple needs ideniified by commu-
nity-based and service organizations, most of the
founders and organizers of the cooperatives pursued
several goals in launching these ventures. Although job
creation was a goal shared by all of the coops, there
were major differences in terms of the emphasis placed
on meeting employment vs. non-employment needs.
For example, some sponsors and founders of coopera-
tives placed primary emphasis on employment-related
goals, such as obtaining stable work at reasonable
wages, and offering benefits to members, such as the
UNO Homecare business. Other founders, such as
those from Rise and Shine, put an equal priority on
social goals such as emotional support, reduction of
isolation, and the provision of services to improve the
overall standard of living of members and their fami-
lies. Many emphasized the goal that members learn
enough English to be self-sufficient in U.S. society.
Other groups, such as UNO Jobs Referral Collective,
Can Do, and Klean-up, put a primary emphasis on
creating a supportive, community-based organization
where Latino immigrants could share cultural values
and activities. Another founding organization, the

Adelante Project, emphasized the goal of leadership
development within the low-income Latino commu-
nity.

Many of the sponsoring organizations from the
social service field did not identify financial self-
sufficiency of the venture as a goal in and of itself.
instead, they looked to outside funding as a way keep
the project going. Other founders were quite clear
about the goal of financial profitability, which they saw
as a means of guaranteeing employment and other
services over the long term. One of these founders,
from the UNO Jobs Referral Collective, expressed the
goal of creating new ventures to serve broader popula-
tion groups in other communities. Other ventures, such
as Winner Janitorial Cooperative, pursued its goal of
generating surplus profits in order to be able to distrib-
ute earnings to the membership and to reinvest in
business assets, including the purchase of a commer-
cial building.

C. Choosing the Cooperative Approach

Despite the diversity of goals expressed by founders,
all of the sponsoring organizations interviewed in this
study stated that some type of a cooperative strategy
was seen as the most effective way of meeting the needs
of the target population. However, it is important to
point out that the definition of a cooperative varied
greatly among the different ventures. Some groups
defined themselves as a cooperative because they pro-
vided social services and support for their members.
Other ventures defined themselves as more traditional
businesses that would incorporate elements of worker
participation and control over time, or at some future
point when more financial stability was achieved.
Other groups defined themselves as associations or
cooperatives with shared administration and market-
ing services to their members. In general, the goals of
developing a democratically-managed business or as-
sociation received less emphasis than job and service-
related goals.

For most of the projects surveyed, a “cooperative
strategy” was adopted because it was believed to offer
a means of meeting community needs, developing
viable organizations, and developing decision-making
and leadership skills in the membership. For groups
with a mandate to meet the widest employment needs,
a collective approach allowed for pooling of resources
to achieve maximum financial benefits for a large
number of people. A collective approach also was
expected to more easily achicve important social goals,



Mutual Benefit Service Sector Cooperative

such as service delivery, leadership development and
emotional support. Finally, for almost all of the spon-
sors, a collective strategy offered a way to minimize
complex tax, legal and administrative burdens. Many
of the cooperatives were actually structured as associa-
tions of self-employed persons to avoid the tax and
employer liability of running a business (see Section
IV below). Other sponsoring organizations hoped that
a cooperative would reduce the administrative costs
and level of managertal skill needed to run the venture.

D. Joining the Cooperative:

Goals of the Members

The survey also identified the needs and goals
expressed by workers themselves. Although in all
cooperatives the idea of creating employment-generat-
ing projects either came from persons working closely
with low-income communities or from members of
those communities themselves, there are significant
differences between the goals expressed by founders
and the goals of most workers when they first entered
the cooperative. Almost all workers surveyed said that
their primary or only goal in joining the cooperative
was work-related. Many of those responded that their
goal was simply to get any work, given the major
obstacles to employment they face. Other members,
especially from housecleaning cooperatives, stated they
were looking for higher pay and a way to work more
hours in order to ensure their family’s economic sur-
vival. Only one worker responded that the job’s work-
ing conditions were more important than the pay,
preferring what she termed the “easier” and more
rewarding work with homecare clients to the more
impersonal and demanding work of housecleaning.
Significantly, this worker had been in the United States
for more than ten years, considerably longer than most
of the workers surveyed.

Very few of the members interviewed mentioned
non-cconomic goals as having been important in their
decision to join a cooperative. The responses that fell
into this category mostly centered on developing net-
works of social support, particularly to case the diffi-
colties of adapting to a new cultural and economic
system. Not surprisingly, the workers who most talked
about other community and skills-building goals were
members of the cooperatives organized with a clear
focus on leadership development by the Adelante
Project. The lengthy meetings and non-vocational skills-
training process that the Adelante cooperatives go
through before starting up their businesses have as-

sisted in screening out persons who are solely there to
get a job. The members interviewed expressed a vision
that is much broader, and much more aligned to that of
their sponsor organization, than in other cooperatives
surveyed in this study.

E. Choosing the Business:

Worker Skills and Industry Outlook

Like the decision to adopt a cooperative strategy
toward employment creation, decisions about what
kinds of businesses to develop were largely influenced
by the composition of the populations served. All of the
cooperatives participate in service sectors that offer
entry level jobs to persons with low levels of formal
education and/or English language proficiency: nine of
the cooperatives operate housecleaning services; three
are in the janitorial business; two are multi-service
businesses, offering services in housecleaning, gar-
dening, painting and other odd jobs; and one coopera-
tive provides homecare services.

Sponsors and founders mentioned two main issues
that were taken into account when deciding on which
industry to enter. The primary factor was the skills and
job experiences of targeted groups, and the desire to
enter into a business that capitalized on participants’
strengths. Secondly, founders emphasized the impor-
tance of assessing the capacity for the business to
operate competitively in a particular industry. House-
cleaning, forexample, is a familiar job to most women,
and a high level of proficiency can be reached in a fairly
short period of time. Once trained, the work can be
performed with little supervision and need for direct
communication. Furthermore, housecleaning offers
women the possibility of flexible schedules to accom-
modate the needs of their families, and often pays
higher wages than most jobs available to immigrant or
poor women. The housecleaning industry also offers
new businesses a relatively easy entry, given the low
cost of initial capitalization, and the low level of
technology and industry experience needed. The de-
gree of management and marketing skill required is
fairly modest, which makes it easier for inexperienced
managers or members to operate.

A similar match between job requirements and
worker skills can be found in the janitorial, gardening,
and other odd jobs sectors. Janitorial jobs require even
less English proficiency than housecleaning, since
there is little or no personal interaction with customers,
Both of these sectors require little start-up capital,
although they face substantially different markets.
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However, while businesses in the day laborer and
housecleaning fields face the least barriers for entry
into the market, the janitorial industry is more restric-
tive. Start-up janitorial businesses face major difficul-
ties in securing large contracts without a proven track
record or previous contacts, which necessitates a higher
level of marketing and industry experience in the
management of the business.

The homecare sector—a highly regulated and seg-
mented industry—is even more difficult for a small,
start-up business to enter. The founders of California’s
only cooperative homecare venture entered this indus-
try in the hopes of offering workers better opportunities
foradvancementand skills development, and increased
jobsecurity, than what is available in the housecleaning
industry. Upon entering the private market for homecare
services, it was found necessary to advocate for changes
within the publicity-subsidized system. This venture
was originally intended for limited English speakers,
but upon finding that a higherlevel of English skill was
needed by the workforce, the target member‘;hlp of the
cooperative was changed.

lll. SUMMARY OF RESULTS

This section summarizes the most significant eco-
nomic and social outcomes as described by cooperative
members, coordinators, founders and sponsors. These
outcomes will later be used to measure the success of

the cooperatives in meeting their stated goals and to
determine the factors contributing to such success.

A. Jobs Created

Only two of the sponsoring organizations explic-
itly set a target goal for the number and type (part-time
vs. full-time) of jobs they expected to develop as a
result of their economic development venture. How-
ever, some of the cooperatives put more emphasis on
creating a substantial number of jobs for their target
communities, while others focused on ensuring full-
time work and other benefits for a core group of
members.

Collectively, the cooperatives which are still in
business have created 617 jobs for their target popula-
tions. If administrative and management personnel are
included in this aggregate 1o1al, another 26 or a total of
643 jobs have been created. The aggregate total is
boosted substantially by the very large memberships
reported by two cooperatives—UNO? and Klean-up
Jobs Referral Collectives—with 285 and 160 members
respectively. The median and mean number of jobs
created by the ventures is 44, which compares favor-
ably to other economic development ventures outside
of the scope of this survey.

However, the large majority of the jobs created are
not full-time positions, especially within the two larg-
est job referral collectives cited above. In fact, the norm
is part-time or less than part-time status. For example,

TABLE 1
Service-Sector Cooperative Ventures in California, 1985-1992
Date Numberof  Still in
Housecleaning tarted City Population Served Members Operation
1.  UNO Jobs Referral Collective* 1986 Northern California Latino immigrants 285 Yes
2. Rise and Shine 1986 Northern California Latina immigrants 22
3. Immaculate 1986 Northern California Latina women over 40 21 Yes
4. Can Do* 1987 Northern California Central American men & women 20 Yes
5. Klean-up* 1988 Southern California Lating immigrants . 160 Yes
6. Helping Hands 1989 Southern California Low-income women 8 Yes
8. Adelante 2: Progreso 1991 Northern California Latina women 22 Yes
7. Adelante 2: Luz v Sol 1950 Northern California Latina women L1 Yes
10. Adelante 3: Progreso 1991 Northern California Latina women 10 Yes
I1. Adelante 4: Sol y Luna 1992 Northern California Latina women 12 Yes
9. Adelante 5: Libertad 1992 Northern California Latina women 7 Yes
Janitorial
12. Winner Janitorial 1982 Northern California Asian immigranis 12 Yes
13. Al-Bright 1984 Northern California Asian immigrants 10 No
14, UNO Janitorial 1988 Northern California Latino men & women 9 Yes
Homecare
15. UNO Homecare 1989 Northern California Latina imrmigrants 18 Yes

*Also provide jobs in gardening. construction, and other day labor work.

5
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of the 160 members of Klean-up, only about 23 percent
work full-time, another 15 percent work half-time, and
the rest work only one or two jobs (4-6 hours) per week.
In the much smaller-sized Angelica Coop, only five of
the 22 members work more than 30 hours a week; most
others have less than 20 hours of work per week.
Unfortunately, due to the varying work schedules of
members, none of the cooperatives were able to state
how many full-time equivalent jobs they had created.
Of the 285 members of UNO Jobs Referral Collective
Tand II, 10 to 20 percent were estimated to work close
to full-time. Twenty-five percent of the membership
works more than part-time and the rest work less
regularly. One significant result of not being able to
obtain full-time work through the cooperatives is that
the majority of workers are forced to obtain additional
income from jobs outside the cooperatives.

Part of the difficulty in generating full-time em-
ploymentcan be attributed to the irregular employment
patterns in these industries. Housecleaning and day
laborer jobs are the hardest to secure on a regular basis,
with the latter being far and away the most sporadic job
base. Construction, painting, gardening, and other
yardwork jobs for the personal residential sector are
generated mostly in the summer months, and for ir-
regular periods of time. Housecleaning is much less
seasonal, although the highest demand occurs during
holiday periods. Furthermore, the greatest number of
requests for housecleaning service are for Thursdays,
Fridays and Saturdays, making it structurally difficult
to obtain full-time work for the entire membership of a
cooperative.

The most successful cooperative, in terms of full-
time job generation, has been Rise and Shine House-
cleaning Cooperative. According to the cooperative
coordinator, on average, the 22 women members work
close to 30 hours per week. Their goal is to build their
client base to bring the women to full-time status. With
the exception of Can Do and Helping Hands, the other
cooperatives have been slowly building their customer
base and thus have increased the number of jobs over
fime.

B. Wages

In all cases studied, the cooperatives did much
better at providing higher wages for their membership
than the national minimum wage of $4.25 per hour. It
can also be said that wages are significantly higher than
entry-level jobs in the retail or manufacturing sector
occupied by unskilled, non-English-speaking immi-

grants. Many cooperative members compared their
current wages quite favorably with previous jobs in
factories, restaurants, and hotels.

Take-home wages varied across cooperatives from
a low of $6.25 per hour to a high of $10.50 per hour. In
general, housecleaning businesses had the potential to
generate the most highly-paid jobs, although this var-
ied greatly depending on the market segment and area.
Rise and Shine, for example, markets its services to
affluent professionals, which enables the cooperative
to charge $12.00 an hour, of which $10.50 is earned by
the member. A member working approximatety 30
hours per week for 50 weeks each year would earn a
gross income of $15,750 per year. In contrast, most
members of UNO, Can Do, and Klean-up Jobs Collec-
tives earn $6.00 to $7.00 an hour for housecleaning. A
30-hour work week would amount to an annual income
of $9,000 - $10,000. A 20-hour work week—closer to
the average—would generate about $6,000 in gross
annual income.

Many of the cooperatives surveyed used some
form of a dues system in which members pay a percent-
age of what they earn on an hourly basis to the coopera-
tive to cover administrative costs. Dues among these
cooperatives varied from $.75 to $1.50 per hour. In two
cooperatives, customers are asked to make a donation
or contribution directly to the cooperative (see Section
111, Legal Structures for details).

C. Profit-Sharing

Three of the cooperatives studied have returned
surplus earnings to members, an indication of the
inability of most groups to operate profitably. Only one
of the groups, Winner Janitorial Cooperative, is cur-
rently structured to distribute those earnings to coop-
erative members as dividends, and was able to do so for
several years before running into financial difficulties
in the last two years. A second cooperative, UNO
Janitorial, is structured as a partnership and began
distributing profits to members in 1991. During the last
year, one other cooperative, Rise and Shine, was also
able to distribute surplus dues toits membership for the
first time.

D. Benefits

Few of the cooperatives studied were able to pro-
vide their membership with fringe benefits. Of the
fifteen cooperatives surveyed, six had some form of
benefits. Benefits ranged from coverage of property
damage to full health and dental insurance. In only two
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cooperatives, UNO Homecare and Winner, were medi-
cal benefits available to the membership. In UNO,
health insurance accrues to workers who work more
than 24 hours per week. In the case of Winner, workers
are provided health care and dental care. Workers from
other cooperatives responded that health insurance was
their greatest unmet need for benefits.

Some additional minimal benefits were provided
by various cooperatives. One cooperative, Rise and
Shine, is able to provide group self-insurance, capital-
ized (after expenses) out of the dues paid by workers.
A worker is able to draw up to five weeks of paid leave
at $100 per week. This fund is available to workers who
getsick, or must take a leave of absence for such things
as maternity leave. Another cooperative cited damage
insurance as a benefit, If a property is damaged while
a worker is on the job, the cooperative will cover the
cost of the damaged item. UNO Jobs Referral Collec-
tive provides workers with limited social and accident
benefits, again through membership donations outside
of business income. Winner provides workers with
paid vacations. Finally, another cooperative cited bond-
ing and worker’s compensation as a benefit to its
members.

E. Other Services

Cooperative members and business managers were
polled on the types of services the cooperatives were
able to provide their members in addition to fringe
benefits. The aim was to determine whether the needs
of cooperative members were being met through means
other than financial remuneration. In some cases coop-
erative members were able to access services by virtue
of being members of the cooperative. In other instances
the services offered were part of the general services
the sponsoring organization already provided to any
member of the community.

The most common service provided to members
by the cooperatives was English language training —
not surprising, given the emphasis placed on this need
by both founders and members of the cooperatives. In
most cases, the classes were provided through the
cooperatives directly, with extra encouragement or
preference given to members to participate. In two
cases, workers had to pay for this service, but in most,
it was provided free of charge. The Adelante coopera-
tives pay for English classes out of the income contrib-
uted by members, and not only require attendance as a
condition of membership, but additionally reward
members through their internal point system for regu-

lar attendance. All of the housecleaning cooperatives
stressed the need for English language classes, but
most have found it difficult to obtain commitments
from members—many of whom are working moth-
ers—I1o attend classes on a regular basis. As aresult, a
number of groups have started classes, only to drop
them a few weeks or months later.

Rise and Shine offered the most diverse services to
its members. The members of this cooperative can
access a number of services funded directly through
income contributed by the membership, including three
driving lessons per member, English lessons, emer-
gency loans of up to $500, compensation for illness that
extends beyond one week, and membership at the Price
Club, a wholesale buyers club. They are also able to
access services, advice and support from the coopera-
tive coordinator when needed, and are able to utilize the
general services offered by the sponsoring organiza-
tion. Services provided by other cooperatives included
educational presentations (such as parenting, health
care, CPR, AIDS prevention), citizenship classes, one-
time auto loans, free food distribution, assistance with
income taxes, transportation and health services (e.g.
free breast exams). These services represented the
easiest “extras” to provide to cooperative members,
especially from affiliated social service organizations.
Other services requested by workers—such as loan
funds or credit assistance—were often beyond the
resources of the cooperatives or their founding organi-
zations to provide.

F. Quality of Jobs

Worker’s perceptions about the quality of their
jobs was obtained by asking questions about the ob-
stacles faced while on the job as well as the advantages
of their current jobs over other jobs they have had. For
some workers their cooperative experience is the first
job they have held in this country, so there was little
basis for comparison. In general, workers made more
positive than negative comments about their employ-
ment with the cooperative. Many were of the opinion
that a cooperative is a good way to help recently arrived
people, especially those who have no other means of
employment and who need a supportive environment
and an orientation to this country.

One worker stated that the pay in her cooperative
was too low compared to independent housecleaning
work. She voiced the concern that she is required to do
too much for little pay and is often pressured to perform
quality work in a short amount of time. Many other
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housecleaners interviewed echoed the complaint that
they are given too much work to do in too little time,
and that clients are unrealistic in their expectations of
what can be done. A key issue here appeared to be the
inability of workers to effectively communicate and
bargain with clients. Indeed, difficulty in communica-
tion was another issue frequently raised by members
when discussing working conditions. In addition,
throughout the interviews, members would frequently
mention their dissatisfaction with the instability and
limited number of hours that characterize the jobs
available to them.

In contrast, a worker who is a single mother stated
that her job in the cooperative afforded her the oppor-
tunity to have flexible hours, thus enabling her to
combine childcare, English classes and work. She and
amajority of other workers stated thathousecleaning is
the best job for non-English speaking immigrants
because it offers good pay, good working conditions,
and a cordial rapport with employers who treat them
well. More importantly, the cooperative model is ad-
vantageous because it has helped them find jobs they
would otherwise nothave gotten (because of language)
and has given them a way to work together and learn
new skills. Members of other cooperatives voiced
similar opinions. According to one worker, her past job
was “no good,” because she did not learn any English:
“In the factory the communication was only gossip.
But in the cooperative, I talk about important things
such as the business. I am not bossed around.”” Many
other housecleaners cited their independence on the
job, and being able to work without a "boss,” as a
positive aspect of the job. For some, higher pay and the
comraderie with other members, were seen as advan-
tages over other jobs. Active members emphasized the
benefit of learning new skills, such as bookkeeping,
over the advantages of being self-employed indepen-
dently of the cooperative.

G. Leadership Opportunities

Workers surveyed were asked numerous questions
about leadership oppoitunities and roles they were
offered through the internal structure of the coopera-
tive. Overall, opportunities for worker participation
and leadership varied widely and were closely tied to
the organizing model pursued by the sponsoring orga-
nization. At one end of the spectrum are those ventures
which are run as traditional businesses, such as UNO
Janitorial, without elected representatives or worker
participation in policies. At the other end of the spec-

trum are those cooperatives established by the Adelante
project, where workers are trained and expected to
assume full responsibility for financial and personnel
management, policy creation and enforcement, public-
ity, and the training of new members. Most of the
cooperatives attempted to incorporate elements of lead-
ershipdevelopment and worker participation with vary-
ing results.

In general, the large-scale jobs collectives showed
a lesser degree of worker participation, although there
are some notable differences among the two largest
groups., The UNO Jobs Referral Collective operates
with a strong, directive management, which exercises
independent decision-making authority in most areas.
Major policies are presented to the board and the
general membership for approval, but no membership
committees operate to develop policies or oversee
management. Membership participation is focused
primarily on social and cultural activities. Similarly,
the members of Klean-up are most active in social and
fundraising activities, although they have been more
active in other decision-making areas. The cooperative’s
board is responsible for facilitating membership meet-
ings, overseeing committees, reviewing and setting
policies, reviewing sanctions and settling grievances.
The cooperative maintains five committees with re-
quired participation in weekly committee meetings
(see case study for description of cornmittees). On the
other hand, the sponsoring organization conirols all
major business decisions, including budgeting and the
hiring, firing, and supervision of management. In con-
trast, the UNO Jobs Referral Collective operates with
complete autonomy from its fiscal sponsor.

Rise and Shine’s opportunities for leadership train-
ing and worker participation are more structured. The
cooperative is divided into four member committees
(personnel, grievance, policies and procedures, and
training), which have the power to make decisions or
recommendations to the full membership. The general
membership decides major issues at their weekly coop-
erative meetings. Members are responsible for review-
ing the cooperative’s budget and expenditures, and are
involved with long-term planning for the cooperative
through their annual retreat. The cooperative coordina-
tor believes that members are articulate and understand
the group’s decision-making and self-governing pro-
cess. Leadership opportunities in the Rise and Shine
Cooperative are much greater than that of the jobs
referral collectives, although workers still depend on
the cooperative coordinator for the administration and
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overall leadership of the cooperative.

The cooperatives of the Adelante project on the
other hand, have full responsibility for the daily opera-
tion and maintenance of the cooperative. Workers of
the five Adelante cooperatives must participate in mem-
ber committees, which are responsible for governance,
financial and personnel management, marketing and
training. These committee members receive assistance
from their sponsoring organization and initial training
from the organizing project, but exercise independent
control over the cooperative’s staff and financial opera-
tions,

IV. LEGAL STRUCTURE AND
ORGANIZATIONAL MODELS

A. Legal Structures

As mentioned in the introduction, most of the
cooperatives included in this survey differ significantly
from traditional cooperatives in the legal and organiza-
tional structures they have adopted. These structures,
which range from legally-recognized, formal corpora-
tions to informal, loose associations of members, were
chosen to protect the interests of the sponsoring orga-
nization, the cooperative and its members, as well as to
correspond to the conditions within a particular indus-
try.

At one end of the spectrum are those enterprises
developed as separate corporations, independent of the
tax status and liability of any sponsor; these include
Winner Janitorial and UNO Homecare Coop, At the
other end of the spectrum are those cooperatives which
are set up as unincorporated associations of indepen-
dent contractors, a structure which protects the coop-
erative from operating as the employer or from assum-
ing liability for the actions of its members. Fully nine
of the fifteen cooperatives surveyed have adopted such
a structure, including the Adelante cooperatives, Rise
and Shine, Immaculate, Can Do, and Klean-up. Most
of the housecleaning cooperatives would be legally
considered under this latter model, although it is im-
portant to point out that in practice, some of them
actually operate more like “in-house” projects by shar-
ing administrative support services and staffing with
their parent organizations. Furthermore, the large ma-
jority of these projects maintain some fiscal relation-
ship with a tax-exempt, non-profit organization in
order to receive grants for start-up and working capital.

The factors most responsible for the different legal

sfructures of the cooperatives include:

* the likelihood and priority placed-on generating
surplus profits to distribute to members;

 the extent of potential liability associated with
the business, and the need to shield either
individual members or sponsoring organizations
from that liability;

* the complexity and degree of technology,
equipment, management and marketing skills
needed to operate the enterprise, and the capacity
of a sponsoring organization to provide those
skills;

* the extent of ongoing involvement desired by a
non-profit sponsor in the staffing, administration,
and operations of the cooperative;

» the working conditions of the business, especially
the relationship between workers and clients
that they serve;

+ the goal of serving target population groups
without regard to their immigration status;

* the dependence of the cooperative on a tax-
exempt, non-profit sponsor for continued grant
funding; and

* the ease of one organizational form over another
(many groups explained that they started out
one way because it was “easiest”).

In general, the survey showed that the janitorial
and homecare businesses required incorporation as a
fegal entity, largely due to issues of liability, technol-
ogy, and the need for more centralized planning and
management. For example, UNO Homecare Coopera-
tive had to protect itself and its members from the
enormous liability involved in giving care to elder and
sick clients inside their home. They also faced a market
which is very competitive and highly regulated and
licensed, and therefore had to put the business under
strict scrutiny to maintain guality control and to com-
pete within the industry. In addition, the need to secure
business contracts in the publicly-subsidized sector
necessitated a more complex, centralized financial
management system.* Given these conditions, the
founders chose to incorporate the business under the
status of a mutual benefit corporation, a taxable, non-
profit entity which operates for the benefit of its mem-
bers. In the future, the business can be more easily
converted to a cooperative corporation if and when it
chooses.

Janitorial businesses also face issues of quality
control and the need for strong marketing and manage-
ment. At the same time, janitorial workers often do not
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have the chance to build any personal relationship with
their commercial clients, unlike residentia
housecleaners, and do not have the chance to break into
the market on their own. Thus, there is little possibility
of structuring janitorial cooperatives as associations of
independent contractors. Two of the janitorial busi-
nesses surveyed (Winner, UNO Janitorial} were in-
tended by founding entrepreneurs to be cooperative
ventures operating independently of any sponsoring
organization. Interestingly, both started off as partner-
ships. A partnership is the simplest legal structure that
allows for mutual ownership among members, since it
avoids the extra cost and planning required to incorpo-
rate. One of these partnerships (Winner), eventuoally
did convert to a cooperative corporation once it began
generating profits and expanding its client base. Apart
from giving members the chance to accrue the financial
benefits of ownership, incorporation also represented a
more effective means of protecting founding members
from personal liability.

The housecleaning cooperatives, by far the most
numerous of the service-sector cooperatives studied,
were the most loosely organized of the ventures. The
informal structures adopted correspond to the condi-
tions imposed by the industry itself, as well as the needs
of sponsoring organizations and target populations. In
the housecleaning industry, workers generally begin
with minimal training, establish a personal relationship
with their clients, and incur somewhat limited liability
in the course of their work. Furthermore, the technol-
ogy, management and marketing skills needed torun a
cooperative or association of housecleaners are lower
than for otherindustries, such as janitorial and homecare.
Finally, many groups emphasized the importance of
not incorporating as a business in order to comply with
the 1986 Immigration Reformand Control Act{(IRCA).
IRCA imposed upon businesses the burden of requir-
ing from all potential employees proof of legal permis-
sion to work, and outlined sanctions for those busi-
nesses found to be in violation of the law. For many
founders of cooperatives, particularly those hoping to
serve the most marginalized communities, it was there-
fore important to avoid all semblance of a business
characterized by employer-employee relationships.

One of the housecleaning ventures studied (Help-
ing Hands) was originally incorporated as a mutual
benefit corporation for reasons similar to UNO
Homecare business. The business planned to convertto
a cooperative corporation, offering the benefits of
worker ownership to members, but was not able to
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overcome business feasibility issues. However, after
dissolution of the corporation some of the members
continued to operate as a loose, unincorperated collec-
tive of housecleaners, jointly contracting for the part-
time services of a job coordinator.

Other housecleaning cooperatives found them-
selves operating legally as a confederation of indepen-
dent contractors, while still maintaining a close rela-
tionship with a non-profit sponsor. These cooperatives
(Immaculate, Rise and Shine, Klean-up) operate some-
what like in-house ventures of non-profit organiza-
tions, in that the non-profit sponsor supervises—and in
some cases controls—key aspects of the ventuare, and
may share in staffing or other important administrative
tasks like accounting. For example, in all three of these
cooperatives, a percentage of the salaries of sponsoring
organization staff is paid out of the operating budget of
the cooperative project. (This usuaily occurs once the
cooperative reaches breakeven. Before reaching this
financial benchmark, in-kind services are offered
through the sponsoring organization in the form of
administrative staff support). While providing the co-
operatives with obvious benefits, this arrangement can
also cause friction between the goals of the cooperative
and the goals of its sponsor over time. This is especially
likely when the “in-house project” begins to generate
surplus income which the sponsoring agency canclaim,
as in the case of Rise and Shine (see case smudy).
Another problem raised by the in-house venture struc-
ture is the tendency to engender long-term financial
dependence of the venture on the parent organization.
This was the case with Immaculate, where the sponsor-
ing organization’s willingness to continue subsidizing
the venture postponed the cooperative’s adoption of a
dues system that would contribute significantly to
covering business overhead. Immaculate’s case study
reflects the experience of several housecleaning coop-
eratives that have found it difficult to transition to an
autonomous structure in which the venture must en-
tirely cover its own costs.

Other cooperatives avoided the conflicts generated
by close relationships between the sponsor and coop-
erative by clearly spelling out the responsibilities of
members and the cooperative as an association of
independent contractors. The five housecleaning coop-
eratives developed with assistance from the Adelante
project have always been conceived as independent
and unincorporated associations of members. While
these cooperatives have no formal legal status, they are
treated as trade associations which refer work to mem-
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bers without any financial or legal liability. All mem-
bers are required to read and sign a carefully drafted
document which spells out the obligations of indepen-
dent contractors and the relationship of Adelante to the
cooperatives. Furthermore, once the members are work-
ing half-time, they are required to get their business
licenses as self-employed housecleaners.

Because of their legal definition {explicit or im-
plicit) as associations of independent contractors, all of
the housecleaning cooperatives characterized by this
structure faced challenges in designing a means of
receiving some part of their members’ income to cover
administrative and operating costs. Two distinct sys-
tems were established—employer donations and mem-
ber dues. The system of employer donations was first
developed by UNO Jobs Referral Collective, and later
adopted by other groups that modeled themselves after
UNO (Klean-up, Can Do). Under this system custom-
ers make a separate donation to the cooperative, thus
protecting the cooperative from looking like an em-
ployer or a fee-for-referral service, which enables the
cooperative to avoid the legal assumption of being an
employer.of its members. Under the dues system,
members return a fixed percentage or dollar amount to
the coop, based on the nurnber of hours worked.

B. Organizational Models

From interviews with members and managers, it is
clear that factors such as the organizing strategy, man-
agement style, and goals of the founding individuals or
organizations have much more impact on the internal
development and functioning of the cooperatives than
the external legal structure itself. The major differences
in the organizational models adopted appear to be
related, first and foremost, to the distinct visions of
founders and sponsors. Although each cooperative
venture that was studied showed its own unigque “vi-
sion,” three main organizing approaches or models can
be identified. The fourth approach cannot be consid-
ered a true model as it exhibited characteristics of all
three models.” Nonetheless, it is included in order to
contrast cooperatives of this type from those falling
under the other models.

The “entrepreneurial model” is exemplified by
Winner and UNO Janitorial Cooperative. The founders
of these two ventures emphasized the primary impor-
tance of creating a successful business that could
employ acore group of workers. The cooperatives were
developed as traditional businesses under a strong
manager, who developed the entreprencurial ability to
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succeed in a very competitive industry, with the idea of
converting to a cooperative over time. The businesses
were organized by managers or founders. However,
less emphasis was given to cooperative training or
development, due to of the lack of managerial time or
capacity to develop member skills and practice in
cooperative participation.

A second, very distinct model was developed by
UNO Jobs Referral Collective, and adopted in large
part by other ventures such as Klean-up and Can DO.
These “jobreferral” cooperatives were created with the
goal of generating jobs for as many members of the
community as possible, especially for the recent immi-
grantcommunity. Both UNO Jobs Collective and Klean-
Up planned to phase in elements of cooperative gover-
nance over time, withmembers participating inreview-
ing and approving worker policies, and management
retaining most other responsibilities. UNO has a mem-
ber-appointed board, although managers have a strong
voice in both the composition of the Board and its
decision-making processes. UNO and Klean-up are
characterized by large memberships that function as a
social and cultural community of their own.

In contrast, the five housecleaning cooperatives
launched by the Adelante project started with personal
leadership and community development in low-in-
come communities as the principal goal. This strategy
or“organizing model”, focuses firston obtaining a core
group of commitied members, and then on transferring
management skills and an established set of policies
and procedures to these groups through extensive meet-
ings and trainings. The cooperatives do not open for
business until all members have been trained in the key
areas of finances, personnel management, and public-
ity. Training 1s carried out by a staft organizer of
Adelante. Management of the cooperatives is carried
out entirely by member committees, with some cus-
tomer service work carried out by a paid coordinator.
This coordinator, who is supervised by the member-
ship, does job intake and communication with clients,
but has no decision-making power or managerial re-
sponsibility as in the other cooperatives surveyed.

Another group of cooperatives showed composite
characterstics of each of the three models identified
above. Included in this group are Rise and Shine and
Immaculate; these cooperatives did not prioritize goals,
but attempted to achieve the multiple goals of eco-
nomic, leadership development and social services at
the same time. Instead of following any clear model or
business plan, these groups tended to believe that with
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guidance and training provided by a full-time
coordinator(s), members could be trained in group
decision-making, and could participate in the develop-
ment of policies and procedures, at the same time that
the cooperative was developed as a profitable business.
Some of these cooperatives envisioned a process
whereby the coordinator position would eventually
disappear, as members were trained to take over man-
agement, a situation which has yet to appear feasible.
The cooperatives that fall into this organizational model
are characterized by some degree of member participa-
tion and control through committees, with a strong role
for staff coordinators. ‘

The following section will review the financial
viability of the cooperatives, taking into account the
influence of the organizational models described above.,

V. FINANCIAL VIABILITY

The success of the cooperatives in meeting such
goals as job creation, services, and leadership develop-
ment depends, of course, on their long-term financial
viability as businesses. Some groups define financial
success as generating a profit, which can be distributed
to members or reinvested in the cooperative or mutual
benefit corporation. Other groups, operating under the
umbrella of the non-profit organization, are restricted
in the distribution of surplus to members. Such groups
tended to define profitability as generating at least
enough business income to cover expenses, or reaching
break-even. The following discussion will reporton the
financial viability of the cooperatives surveyed, as well

as summarize the initial level of capitalization and
business planning activities of the ventures.

At the time of the survey, five service sector coop-
eratives had reached break-even or better:

* UNO Jobs Referral Collective;

* Rise and Shine Housecleaning;

* Angelica Housecleaning Cooperative;

* UNO Janitorial; and

* Winner Janitorial Cooperative.

Three of these have been able to distribute some
share of the surplus to members at some point, although
the last cooperative listed has now begun to show
financial losses after eight years of operating profit-
ably. The time expected to reach break-even varied
among these cooperatives, with no apparent relation-
ship to the size of the business. UNO Jobs Referral
Collective I (at 210 members)and Rise and Shine (at 22
members) both reached break-even after four years. In
contrast, the Angelica Cooperative (also 22 members)
was able to cover its operating costs after one year in
existence. Rise and Shine has generated a greater
business volume for its membership than Angelica
(with full-time work being the norm rather than the
exception), and operates with a much higher adminis-
trative overhead. Winner Janitorial (15 members) broke
even after one year of operation, while UNO Janitorial
reached that point in three years.

The level of financial profitability had more to do
with management and organizational development than
with any formal business planning process or level of
initial capitalization. The housecleaning industry in

TABLE 2

Organizing Models

MODELS

Entrepreneurial

Jobs Referral

Organizing

Composite Model of
Previous

Characteristics

* Creation of successful
viable business is of pri-
mary importance

* Strong manager

*» Conversion to coopera-
tive over time

» Less emphasis on train-
ing of members

= Job generation for maxi-
mum number of members
is of primary importance

* Phase-in of cooperative
governance over time

* Workers responsible for
reviewing policies and
worker policies

* Personal leadershipand
community developmen
is primary goal

+Extensive training inthe
areas of management fi-
nances and marketing
prior to start-up

* Management carried out
entirely by membercom-
mittees

+ Muhiple goals: Leader-
ship development, eco-
nomic development and
social services

*+ Strong role for staff and
coordinator

* Training for members in
group decision making
with eventual phasing out
of coordinator

« Some member participa-
tion and contro!l of man-
agement through commit-
tee struciure
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particular lent itself well to start-ups that did not
require an extensive analysis of the market. technology
or operational costs. The planning period for the five
cooperatives above ranged from one to eight months,
with a focus on organizational issues rather than any
formal feasibility study or business plan. In fact, the
business which did the best financially {in 1988, Win-
ner operated on a $500,000 budget and was able to
purchase a warehouse) never undertook a business
planning process because according to the manager, “it
takes too much time; we didn’t believe in it. We knew
what we had to do.” In contrast, the Helping Hands
venture spent over six months in the business planning
phase, with an outside consultant developing a com-
plete business plan at considerable cost. Helping Hands
was unable to break-even in the following three years,
in part because they did not take a hard look at look at
the need to cover operating expenses through income
from members’ jobs. (Helping Hands began with work-
ers keeping 100 percent of the income earned from
clients, with grant funding covering all administrative
overhead). Overall, there was no relationship between
the success of a cooperative and a fully developed and
written business plan. Other factors, enumerated in
“Section V1I: Critical Factors for Success”, were more
likely to contribute to the financial viability of a coop-
erative.

Most of the cooperatives studied received some
start-up funding from foundations and religious con-
gregations. In only two instances, the cooperatives
obtained the start-up capital from workers’ own capi-
tal, in one case augmented by outside investors. The
level of initial capitalization was also not directly
related to the financial success of the ventures. Start-up
costs for those businesses which eventually achieved
break-even ranged between $500 to $2,200 (including
business planning costs). Other ventures, not yet prof-
itable, received planning and start-up grants ranging
from $6,000 10 $100,000.

In some cases, such as the Helping Hands House-
cleaning Cooperative, planning grants may have led to
increased dependency on outside funding. Helping
Hands Housecleaning Cooperative received a planning
grant of approximately $25,000 to resecarch and de-
velop a business feasibility study and business plan,
and another $50,000 grant for the first year of opera-
tion. Two years later, they had not succeeded in cover-
ing business costs with any significant share of workers
earntngs, and the operation ceased after a cut-off in
grant funding. Similarly, the Klean-up Cooperative

received more than double the funding during its start-
up and first two years than the UNO Jobs Referral
Collective, its “parent” model, but has not succeeded in
covering more than 35 percent of its operating ex-
penses through business income after four years. On
the other hand, the Angelica Housecleaning Coopera-
tive in northern California opened for business in 1990
with $1,500 of start-up funds (no funds were raceived
for the development of a business plan). Within one
year of operation, it broke even; today it is operating at
a profit. Its yearly operating expenses are approxi-
mately $6,000, providing part-time jobs for 22 mem-
bers.

Those cooperatives which had not yet generated a
surplus listed various obstacles to breaking even, in-
cluding:

+ thedifficulty in breaking into a tightly regulated
market (homecare) or highly competitive
(housecleaning) market;

 alack of time or adequate skills in marketing;

* the impact of the recession on discretionary
income of clients;

* highclientturnoverdue to lack of quality control;

« high client and worker turnover as workers
leave cooperative, taking jobs with them;

* high overhead costs;

* highwmoverin managementstaff, and difficulty
in recruiting or retaining qualified staff at
affordable salaries; and

* a lack of “worker commitment” to carry out
member requirements, including cooperative

- management tasks and upholding work quality
standards.

As the last response shows, the reasons for success
or failure on the financial plane were often related to the
group’s success or failure in developing an effective
internal structure. Following the case studies presented
below, Section VII will look at some of the principal
factors that influenced the cooperatives’ ability to
achieve both economic and non-economic goals.

VI. CASE STUDIES

A. UNO Jobs Referral Collective - “Jobs Referral
Model”

1. Project Background and Planning Process
UNO Jobs Referral Collective is the first of a
number of jobs cooperatives formed within the UNO
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business network to create jobs for monolingual, Cen-
tral American refugees in two northern California
counties. The Jobs Referral Collective was the first of
such ventures, and was founded in 1986 as an effort to
reorganize a church-based jobs referral program into a
self-sufficient business to obtain and distribute jobs on
a continual basis to a large membership. Members of
UNO provide services to individual employers in the
areas of housecleaning, gardening, construction, and
other day laborer jobs. After several years of experi-
ence obtaining large numbers of jobs through UNO
(UNO I}, in 1989 UNO founders launched a second
UNO jobs referral collective (UNO ) in aneighboring
county, utilizing the same administrative ‘staff, man-
agement structure, and organizing strategy. In the same
year, the UNO homecare business was launched, with
the goal of creating more opportunities for quality jobs
and career advancement for low-income women. UNO
also operates a janitorial business whichemploys seven
low-income members. (See case studies for more in-
formation on these latter UNQ ventures).

The primary goals of the founders in launching the
UNO Jobs Collectives were:

* tocreate jobs forlow-income Latinoimmigrants;

* to create a community-based organization to

preserve and enrich cultural values; and

+ to build the individual self-esteem of members

through their participation in the collective and
U.S. society.

The financial and organizational planning for the
first UNQ venture was carried on by three individuals
who had been involved with assisting a diocese-run
jobs referral program for Central American immij-
grants and refugees. The founders sought an indepen-
dent venture to overcome some of the obstacles faced
in the job referral program, including the lack of paid
staff and their inability to monitor the success of job
placements through the program. With minimal previ-
ous business experience and funding, the founders
began planning an orgamizational model that would not
endanger the status of documented workers’ or the
long-term liability of the collective itself. They ob-
tained outside legal advice which recommended that
the organization be set up as a collective of members
who receive wages directly from the clients. Under this
system, the collective requests that each client return a
donation to the administration of the collective, based
on the number of hours worked. In this way, the
collective does not threaten its non-profit status or act
as an employer by charging clients for the hours of

14

work performed.

The organizational planning took place over six
months, with maximum independence of the founders
from the diocese which acts as the non-profit fiscal
sponsor. The major contribution to start-up of the
operation was the donated office space and equipment;
UNO first opened its doors in a church basement with
no paid statf, and ten members. The founders donated
their time to the venture until donations from employ-
ers began to generate income to the collective.

2, Financial Performance

UNO 1 reached financial break-even early in its
fifth year of operation, 1991, and continues to operate
profitably. These surplus funds have been used so far to
subsidize UNO Il until itreaches break-even (projected
by 1994), and may be used to help launch other enter-
prises planned by the management. UNO was success-
ful in raising a total of $93,000 in grant funds to help
subsidize their operations until break-even, with the
majority of those funds raised since 1989. The total
annual budget for both UNO T and T is $110,000.

Business Volume and Marketing: Since 1991, both
UNO I and IT have been suffering a decline in business
volume, due to the recession and decrease in discre-
tionary income for housecleaning and other services.
The recession has had a greater impact on UNQ II,
since UNO I has developed a broader and more stable
customer base. The general manager feels UNO is
doing about “‘as well as can be expected” for its indus-
try, given the current recession and the high level of
competition from other companies and independent
contractors in their market area. The principal market-
ing strategy has been to advertise broadly and to offer
competitive prices, with the objective of generating the
largest number of work orders possible. Most advertis-
ing is done through weckly newspaper classified ads,
with flyers distributed by members on a voluntary
basis. The manager monitors the results of advertise-
ments and flyer distribution, to adjust the marketing
strategy when necessary.

Quality Control and Job Turnover: UNQ experi-
ences a fairly high level of job loss, mostly resulting
from members who take jobs they’ve gotten through
UNO on as independent contractors outside of the
cooperative. Employers and members may see it in
both their interests to return a higher wage to the
worker, instead of making a continual donation to
UNOI Asin the other jobs collectives, there is a natural
tension between the security of getting new job refer-
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rals through the collective over the long-term, and the
short-term benefits of receiving 100 percent payments
from customers. Unlike some of the other jobs coop-
eratives, UNO’s manager has not seen the need to
institute major sanctions or member agreements to
prevent this job loss from occurring. One internal
policy requires members to work at least eight hours a
week, or pay $10 a month to stay on UNO’s active
member list. This attempts to prevent members from
leaving altogether, but not from taking the majority of
their jobs outside of UNO. Other issues that have
impacted business volume include the ability to main-
tain consistently high quality and dependable services.
The management strives to deal with this issue by
educating members on the need for punctuality and
dependability at general meetings, and applying sanc-
tions on a case-by-case basis.

3. Members and their Benefits

UNQOTIis made up of 210 members, with another 75
members forming UNO II. The majority of UNO’s
members are newcomers to the area and the country,
having arrived within the last two years. At least 80
percent of the membership are Central Americans,
with the overwhelming majority being monolingual
Spanish speakers. Most members are between 20 and
30 years old, with little or no formal work history in the
U.S. About 70 percent of the members are women, due
to the greater amount of work generated in the house-
cleaning field, which are traditionally distributed to
women.

Wages and Hours: Members earn between $6.00
and $7.00 an hour, depending on the job. In addition to
their carnings, members generate donations 1o UNO,
based on about 15 percent of member earnings. Be-
tween 10 and 20 percent of members work close to full-
time, another quarter work at least half-time, and the
rest work less regularly. The most plentiful and year-
round jobs are in housecleaning, while construction
and yard work are highly seasonal and short-term.

Benefits and Services: No job benefits are pro-
vided out of the business proceeds themselves. Mem-
bers themselves contribute to a membership fund,
which has recently been expanded to give workers
some limited damage and accident coverage, including
a small fund paid to members to cover the cost of a
funeral in the family. No other ongoing services are
provided to members, although the collective has been
organized to provide a number of opportunities for
soctal activities and informal referrals for help. For

example, the manager points to the assistance provided
to members in learning to use the public transportation
system so members can get to jobs. The collective used
to offer English language classes, but these were dis-
continued for lack of attendance. Ongoing social ac-
tivities include an UNQ soccer team, children’s sports,
regular festivals and community celebrations.

4. Organizational Structure and Internal
Governance

Legal Seructure: UNO Jobs Referral Collective is
operated as a fiscal project of the local diocese, which
has 501(c)3 status for its service programs. The collec-
tive members are legally employed directly by clients,
who contribute a donation back to the collective based
on a percentage of the price charged.

Business Management: UNO has always been
managed by a strong management team with central-
ized administrative and decision-making authority. The
management team is made up of adirector and assistant
director, with the director serving as a general manager
responsible for all marketing, financial management,
major policy decisions, and day-to-day management.
The general manager does monthly income statements
in-house, and maintains a fairly compléx, computer-
ized accounts receivable system for tracking donations
from employers. The current UNO general manager
has been involved in the operations since start-up, after
the initial general manager went on to launch the UNO
Homecare Cooperative. UNO Jobs Collective has thus
benefitted from the long-term continuity of managers,
and the home-growing of business management skills,
and company-specific administrative sysiems. Another
advantage has been the availability of in-house man-
agement assistance offered from one jobs cooperative
to another.

On the other hand, the management structure has
created a natural distance between cooperative mem-
bers and administrative staff, with members expressing
concerns about the lack of accountability and informa-
tion shared. Managers have emphasized the goal of
business growth, and the difficulties in achieving busi-
ness goals and member training at the same time.

Internal Governance: UNQO’s internal governance
structure has followed the central direction of the
managers and founders, with a gradual development of
member representation. After an initial period of man-
agement, a member board of directors was gradually
organized. There are seven board members, who are
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appointed by departing board members, rather than
elected from the general membership. The board ap-
points active, committed members, often through rec-
ommendations of the management. Once these appoin-
tees are accepted, they are presented to the member-
ship, who elects officers from among them at the
annual meeting. The major responsibility of board
members is organizing social activities, managing the
membership fund, and approving major policies, mostly
originating from the management. The board meets
monthly to discuss issues; the administrator prepares
the agenda and runs the meeting, which includes plan-
ning for the monthly membership meeting. There are
currently no functioning committees. A grievance com-
mittee existed in the past, but was scrapped when,
according to both the general manager and the mem-
bers, it didn’t function fairly. Board training occurs
once during the year, when new board members meet
with the director who orients them to the basic role of
board members.

The general membership meets monthly, with
mandatory attendance, with meetings facilitated by the
managers. General membership decisions can be de-
cided at monthly meetings, like the decision to increase
the member dues from $24 to $25 a year.

Decision-making: According tc members inter-
viewed, all major decision-making is wielded by the
director, except for the organization of social activities.
Board members do have the opportunity to ratify
proposals brought to them by the management, but all
members interviewed expressed their unwillingness to
bring up issues that question the managers. This is
especially true concerning the area of financial report-
ing; board members that were interviewed expressed
their lack of information and security about the
collective’s financial surplus, and how that surplus was
being used. .

Member Selection. Training and Evaluation: New
members are accepted during open application peri-
ods, which are determined by the manager. New mem-
bers fill out applications, and are screened, hired, and
given a basic orientation to UNO procedures by the
manager, No contract is signed between UNO and the
new members. Orientation focuses on work expecta-
tions such as, punctuality, responsibility, and the sub-
mission of employer donations, rather than any orien-
tation to the cooperative’s governance structure. New
members receive four hours of training in houseclean-
ing, given by an outside trainer. New members are
expected to buy the UNQO training handbook, which
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covers housecleaning methods and basic English vo-
cabulary.

Members have employers fill out evaluation forms
after the first day on job, rating them on: 1) punctuality,
2) attitude, 3) quality of work, and 4) quantity. In the
case of anegative evaluation, the general manager talks
directly to the worker, and may apply sanctions.

Distribution of Work: Jobs are distributed at weekly
collective meetings by the managers who announce
new jobs. The managers personally select who will get
jobs based on their knowledge of members’ perfor-
mance, dependability, and accessibility to the job.
Members report that this system allows for favoritism
by the managers, for example, preference is given to
mermbers who play on the soccer team and to members
who are in good favor with the managers.

Member Policies and Accountability: The initial
policies of the collective were developed by UNO
management. Most new policies are now proposed by
the general managers to board members, who are given
the chance to review, approve, and announce the out-
come at the monthly general membership meeting.
Management holds members aceountable to rules, and
applies sanctions directly. Most violations of the rules
are sanctioned by a temporary suspension from receiv-
ing work from the collective. In the case of serious or
continual violations, the manager may propose a per-
manent expulsion from the collective. There is cur-
rently no formal grievance process, although members
may bring their complaint to the board. A grievance
comimittee operated in the past, but was reported to be
dysfunctional by both board members and the manage-
ment. According to one member, the committee mem-
bers showed favoritism and a lack of training and
practice in applying the rules fairly. The low opinion of
the committee encouraged members to go straight to
the board or manager for redress, and the committee
stopped functioning,

5. Overall Evaluation

UNO is considered successful by both manage-
ment and members, in that it has been able to acquire
a major number of jobs for its members, especially for
newcomers to the area. The majority of the members
interviewed said they started working for UNO within
the first six months of arriving in the area, for many of
them their first time in the U.S. These recent immi-
grants consider UNO as their stepping-stone to better
opportunities, the *“only place” that “opened the door”
for them in their search for a job and community
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support. According {0 one member, most intelligent,
enterprising individuals will work their way out of
UNO after living in the area for a longer time, which
she considers only natural.

UNO is also considered successful by its manager
for the following reasons:

* having survived six years and broken even

financially;

* having created more than 300 jobs;

» havingcreated an autonomous network of several
business ventures, with the ability to create new
ventures to serve their target population in other
areas; and

* having promoted management and
administrative positions from within, and
demonstrating the contributions that Latino
immigrants can make to creating their own
institutions.

On the other hand, UNO was generally considered
unsuccessful in promoting leadership and personal
skills development by members. All interviewees felt
they were not ireated as equals by management, and
resented the lack of information and control they have
in the organization. Regular training of board members
and the membership was minimal, and board members
expressed major questions as to the operations and the
financial status of the organization.

The gap between members’ and manager’s an-
swers as to goals and obstacles is substantial. One of
management’s goals for UNO is to break-even finan-
cially with UNO II, as well as open up a similar job
referral enterprise in another location. Not surpris-
ingly, members of UNO T were instead concerned with
using the surplus income from UNO to raise their
hourly wages, and provide benefits to members. Long-
term members complained that there was no advantage
(pay differential, benefits) over newcomers, and all
members interviewed complained of low pay. Other
concerns expressed by members included:

« lack of information sharing between managers
and members, especially in the area of financial
information (reporting ofincome and expenses);

« lack of evaluation and accountability of managers
to board members;

* lack of uninhibited discussion and a real “voice
or vote” on major issues, such as the use of
surplus income; and

» aperceived change in orientation of UNQ, from
a community resource “to help people” to “just
a business”.
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Mostmembers interviewed didn’tunderstand UNO
as a business, but more as a social umbrella, that was
criticized because it couldn’t provide better social
services like food, housing, and loans. Although some
members commented on inter-group schisms and lack
of cooperativism, other members felt that UNO aper-
ated like a large family, and gave people achance 1o feel
at home with fellow immigrants in similar sitvations.
The general manageremphasized the community-build-
ing activities that UNQ Jobs Referral Collective has
fostered, as a way to “preserve and enrich social and
cultural values”.

B. Rise and Shine Housecleaning Cooperative -
“Composite Model”

1. Praject Background and Planning Process

Rise and Shine Housecleaning Cooperative, based
in northern California, was founded in June 1986 by a
program of a county-wide, religiously-based agency.
This agency has been operating since 1947, with the
goal of serving the very poor and disenfranchised
through the provision of direct services. The agency
operates on an annual budget of approximately $528,000
and a staff of 15. The housecleaning cooperative devel-
oped out of a support group for Spanish-speaking
women which had been meeting for approximately a
year and one-half before the formation of the coopera-
tive. The cooperative project was organized to meet the
needs of low-income Spanish-speaking Latina women.

According to the cooperative coordinator, the goals
articulated for the business were: 1) to provide training
and employment for women; 2) to train people in group
democratic decision-making; 3) to provide emotional
support to the cooperative members; and 4) to develop
a cooperative run by its own members.

Members interviewed had various goals for join-
ing the cooperative including:

* opbtaining work;

* learning to drive and buying a car;

« obtaining assistance for their children;

-+ learning English;
» obtaining independence from their family;
» accumulating savings to send to Mexico to
purchase a house;

* increasing their standard of living;

* obtaining advancement in their jobs;

» working for themselves;

* learning other skills such as working in a group;

and
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» forming social bonds with other members of the

cooperative.

Prior to launching the housecleaning project, the
women met through a program of the service agency to
explore alternative economic development ventures,
including direct food sales (tamales and tostadas) and
a sewing cooperative. The housecleaning project was
the first experience the sponsoring organization had
with cooperative development. Only two of the
organization’s staff or board members had any back-
ground in business, including a staff member and
Board member with aneconomics degree and aMaster’s
in Business Administration.

Business planning began in 1986 and lasted six
months, under the lead of two part-time social workers
at the agency. These women had no prior experience in
business planning, but were able to conduct research on
other business development efforts. Initial artempts
were made to involve the women in the business
planning phase, but were unsuccessful, according to
staff, because of the women’s lack of decision-making
skills at that time. Business planning activities in-
cluded testing the service, studying the market, analyz-
ing the feasibility of the business, developing a market-
ing strategy, recruiting a cooperative coordinator and
planning the organizational structure of the husiness.
No formal business plan was ever produced, and no
outside consultants were utilized. The board of direc-
tors of the sponsoring organization was not involved in
the business planning phase but approved the plan to
move forward with business start-up. The cost of the
planning phase—staff time——was subsidized by the
agency. A start-up grant from a local foundation cov-
ered the costs of the salary of a part-time cooperative
coordinator, equipment, some overhead and training
for the workers. Initial funding was considered more
than sufficient by staff, and may have even been more
than necessary, since it was not until this funding ran
out that they were forced to operate as a self-sufficient
business.

A pivotal turning point in Rise and Shine’s devel-
opment took place when Rise and Shine obtained
outside technical assistance from a business consulting
firm with experience in cooperative development. The
coordinator of the cooperative at the time, credited the
consultants with recommending a financial structure
and internal governance system which ultimately revi-
talized the business. Within one year of this assistance,
Rise and Shine began operating at a surplus.
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2. Financial Performance and Management

After four years in operation, Rise and Shine
broke-even financially, and has generated a surplus in
the last year and a half. The major obstacles in reaching
break-even were attributed to a turnover in member-
ship, resulting in a loss of customers as women who left
often took their clients with them. The cooperative’s
investment in training (of members who left) and
transportation were cited as important factors in the
cooperative’s inability to break-even. Currently, the
business brings in average monthly revenues of ap-
proximately $4,800, which adequately cover monthly
operating expenses of about $4,600.

Business Volume and Marketing: Overall, the in-
dustry in the cooperative’s market area is doing fairly
well, although demand has decreased somewhat due to
the recession. The cooperative has been able to weather
the recession in part, due to its targeted market of
affluent households in the surrounding suburban com-
munities. This target population has provided the coop-
erative with a steady customer base which has trans-
lated into stable employment for cooperative mem-
bers.

The primary methods for reaching their market
have been through advertisements in the local weekly
paper, the yellow pages, customer recommendations
and its sponsoring agency's publication. The coopera-
tive coordinator points to a competitive advantage in
the market, due to the high quality of service offered.
The cooperative keeps track of individual customer
preferences, and encourages a close relationship be-
tween the member and the client. Members clean
houses individually and are paid on a per-hour basis as
opposed to the set per-house fees charged by the
competition. If requested, non-toxic cleaners are used
by the worker. New customers receive promotional
information about the mission and background of the
cooperative, and all customers are sent the cooperative’s
newsletters, reminding them that Rise and Shine is
more than just a housecleaning business. Customers
respond positively to this difference, with a resulting
boost in business volume.

Management Turnover: Rise and Shine is cur-
rently managed by one full-time coordinator, with the
assistance of a part-time secretary. The cooperative has
experienced considerable staff turnover, with a succes-
sion of four coordinators over the last six years. The
first part-time coordinator lacked business manage-
ment skills, and was replaced after six months of
difficulties with the start-up business. The second




coordinator was hired for her previous experience in
managing a housecleaning business. Although hired
for her business management skills, she lacked the
ability to communicate and respond to the members,
and left the cooperative after three months. The third
coordinator was hired for her vision of the project and
her understanding of the cooperative’s goal of develop-
ing a democratic style of governance. She stayed with
the cooperative for three and one-half years, and left at
the point when she reached burnout. The coordinator
hired over a year ago, was brought on board for her
experience working with cooperatives and her under-
standing of the organization’s goals and objectives for
the project. As of this writing, the cooperative coordi-
nator who was interviewed for the study has also
recently left the project and a new cooperative coordi-
nator is expected to take the helm shortly.

3. Members and the Benefits

A total of 22 women are members of the coopera-
tive. All members are Latina, from both Mexico and
Central America, and most are monolingual Spanish
speakers. Educational levels ranged from completion
of second grade to completion of the first year of
college. Most of the members joined the cooperative
through family members, friends, or social workers at
the sponsoring agency.

Wages and Hours: On average, the members of the
cooperative work 28 hours per week and net $10.50 per
hour. (Members charge $12.00 for their services, and
return $1.50 per hour in dues to the cooperative).
Continued membership in the cooperative is indicative
of the stability of work; most of the women interviewed
had been with the cooperative for four years or longer.

Benefits and Services: The primary job benefit that
members receive from the cooperative has been group
self-insurance, which provides up to five weeks of paid
leave at $100 per week. Members can use this benefit
for maternity or sick leave, as is needed. In addition,
last year cooperative members received a distribution
of surplus dues, accumulated over the previous years,
which was used by some members as paid vacation.
The distribution of this surplus was based on seniority.
The cooperative has not yet been able to provide health
insurance, cited as the benefit most in demand by the
membership. However, the cooperative does provide
other services to its members, including a maximum of
three driving lessons, on-site English classes, assis-
tance with translations, emergency loans of up to $500,
and membership in a grocery warchouse c¢lub.
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4. Organizational Structure and Internal
Governarnce

Legal Siructure: The cooperative functions under
the umbrella of its sponsoring agency, although mem-
bers are legally considered independent contractors.
While the management style is based on democratic
decision-making, the business has never been legally
incorporated as a cooperative. The coordinator ex-
pressed frustration with the current relationship be-
tween the cooperative and its agency, a multi-service
organization that is too large to respond quickly or

‘easily to the cooperative’s needs. Accounting and fund

disbursement for the cooperative is handled through its
sponsoring agency, and involves a lengthy, administra-
tive process. The lack of financial autonomy has be-
come a bigger issue in the past year, since the coopera-
tive began generating asurplus. The sponsoring agency
views Rise and Shine as a social service program, not
a business, and would opt to channel the surplus into
other program areas.

Management: The day-to-day operation of the
business is managed by the cooperative coordinator,
who is responsible for obtaining new business, distrib-
uting incoming work, overseeing accounting, facilitat-
ing meetings, marketing and financial planning, and
resolving conflicts as needed. The coordinatorreceives
assistance from social workers at the sponsoring agency
and from members in meeting facilitation. However,
the coordinator stated her need for more assistance in
accounting, facilitating meetings and daily operations
in order to focus more on business planning. Monthly
financial statements are produced by the sponsoring
agency.

The most satisfying part of the coordinator’s job
was the interaction she has with the women and the fact
that a functioning cooperative process has been estab-
lished. At the same time, the coordinator complained of
overly demanding expectations from members, and a
lack of direct communication and participation be-
tween members and staff in the daily operations of the
business. The coordinator also expressed the concern
that her job position and responsibilities were not well
understood by members, especially her responsibili-
ties for business planning. The coordinator reports to
both the cooperative membership and a supervisor at
the sponsoring agency, and was evaluated by coopera-
tive members for the first time this year.

Internal Governance Structure: The cooperative is
divided into four membership committees: a personnel
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committee, a grievance committee, a training/orienta-
tion committee and a policies and procedures commit-
tee. The personnel committee is responsibie for screen-
ing, selecting and recommending new members to the
group. The policies and procedures committee con-
sults with the coordinator to determine how to respond
to a member’s violation of her responsibilities. The
grievance committee isresponsible for reviewing griev-
ance issues related to work performance or cooperative
participation. Finally, the training committee carries
out functions related to the orientation of new mem-
bers. All committee members are elected to their posi-
tions, and rotate positions within the committees. The
cooperative is also aided by individual leaders who are
in charge of planning and record-keeping of purchases
at the grocery warehouse club, organizing celebrations
for members birthdays, facilitating cooperative meet-
ings, and keeping account of the cooperative’s emer-
gency loan fund. Some of these positions are voluntary,
while others are elected positions.

Decision-making: Members participate in major
decisions through their weekly meetings, with deci-
sion-making based on majority rule. Members are
responsible for reviewing the cooperative’s budget and
expenditures, as well as long-term planning through
their annual retreat. The cooperative coordinator be-
lieves that members are articulate and understand the
group’s decision-making and self-governing process.

Member Selection, Training and Evaluation: Rise
and Shine has developed a more stringent selection
process for new members than was formerly practiced.
Prospective candidates for membership are placed on
a waiting list until the cooperative has enough work to
take on new members. The coordinator screens and
interviews candidates based on their eagerness to work
in a group, their financial needs, their personal goals,
and previous housecleaning experience. The top six
candidates are then interviewed by the personnel com-
mittee, which makes its selection based on the criterion
above. Each new member must attend three member-
ship meetings, after which she is given housecleaning
training and put on probation for three months. During
the probationary period, a person is required to pay
$2.50 per work hour in dues. After her probationary
period, the applicant is evaluated and her entry to the
cooperative is approved by the membership. Once
confirmed, the member is given an orientation on the
policies and procedures of the cooperative and asked to
sign a comtract which commits the member to 18
months of work.
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The cooperative uses another process for workers
who replace members while on leave (for vacation,
maternity, or other reasons). The incoming worker
must attend two membership meetings and participate
in a week of on-the-job training in the houses of the
person she will replace. After the period of replace-
ment, if the worker would like to apply for permanent
membership, the full membership must vote to approve
or turn down her appointment to the cooperative.

Training is currently provided by members through
the designated committee, The majority of workers
surveyed commented that the training was less than
adequate, and suggested that professionally skilled
trainers be hired by the cooperative.

Evaluations of members’ work are carried out by
clients and the cooperative coordinator. The coordina-
tor catls customers after every new job for feedback on
the member’s performance. Customers are thereafter
asked to evaluate members on an annual basis, through
an evaluation form, which are then given to the mem-
bers for review. Based on the customer feedback,
members evaluate themselves on the areas that they
would like to address over the next year. Although this
evaluation system received favorable comments from
some members surveyed, others pointed out that there
is no recourse in the case of an unfair evaluation by a
customer.

At the end of the year, workers are given special
recognition for their performance by their peers. A
committee of members is responsible for selecting
members who have exhibited commendable perfor-
mance on the job or through participation in the coop-
erative (performing additional volunteer work, cre-
ative problem solving, being supportive of others, etc.).
Recognized individuals are awarded prizes for their
contributions.

Member Policies and Accountability: Members
are held accountable to work performance and coop-
erative participation through a points system. All poli-
cies and procedures have been assigned a certain num-
ber of points by the members. Workers accumulate
points for not complying with the policies of the
cooperative or for poor work performance. A member
is put on probation at 15 points; at 20 points she is fired
(a decision that must be approved by the full member-
ship). A member can clear her record of all points by
not breaking any rules for six months.

As a result of a year-long organizational develop-
ment effort between members, the coordinator and
outside consultants two years ago, Rise and Shine
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adopted more stringent policies and procedures. One
of those policies prohibits members from taking on
work outside of the cooperative. Another policy man-
dates that members must be retrained if they are re-
sponsible for losing more than three jobs. According to
the coordinator at the time, these new policies and
sanctions had a direct impact on improving the quality
of work and level of member participation and unity.
However, workers surveyed voiced the complaint that
policies are not currently being followed and enforced,
and that the current coordinator has not been stringent
enough in sanctioning violations with points. One
member said that members tend to try to change
policies when they would rather not comply.
Distribution of Work: Work is distributed based on
asystem which takes into account the customer’s needs
and worker seniority. The request of the customer (i.e.
day and time of cleaning) is given priority. The coop-
erative coordinator reviews the list of workers (ranked
by seniority) and determines which worker can accom-
modate the customer’s request. If a senior worker is
already booked for the day and time requested, the
worker is given to the next member on the list.

5. Overall Evaluation

Overall, the cooperative coordinator and associate
director of the sponsoring organization stated that they
felt the business had been successful from several
points of view. The business has been able to provide
women with employment that pays well and provides
ahigh quality of service. The members have developed
leadership and decision-making skills, within a partici-
patory decision-making process that works. Through
classes and personal goal-setting the women have
become more self-sufficient; skills they have acquired
from the cooperative are transferable to other aspects
of their daily life such as tenants rights and educating
their children. Finally, the cooperative has served as a
model for other groups and the larger community. The
only problem cited from the sponsoring agency is that
the business serves an exclusive target population—
Spanish-speaking Latina women—which can be prob-
lematic in a community with a large African- American
population.

Members described the successes of the coopera-
tive in the following areas:

* obtaining jobs and increasing incomes;

» bringing women together to make decisions;

* helping members learn to drive;

* helping members advance in personal goals;
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* surviving as a business for many years and

building a large client base; and

* becoming completely self-reliant on member’s

dues.

These latter comments indicate that some mem-
bers clearly define success for the cooperative as a
whole, and not just in their individual situation.

On the other hand, members said they were more
negative about the cooperative than when they first
started. One member pointed to the problem with the
high turnover in staff. Other members complained of
the decrease in work and group cohesion with the
addition of more members. Another member felt the
cooperative was suffering from poor communication,
and was “going backward” compared toearlier progress.
Language skills, member turnover, and communica-
tion problems were cited as the most significant ob-
stacles facing the cooperative. Suggested solutions
included limiting the increase in membership and
implementing greater control. Members suggested that
the cooperative more effectively screen new members
based on their willingness to participate in the
cooperative’s governance and on their work skills and
commitment. Members also pointed out the need to
improve the relationship between the cooperative and
the sponsoring agency.

Still, most members interviewed were planning to
stay with the cooperative indefinitely. Most members
said they liked the work they did and enjoyed the
relationship they had with their clients. They all con-
curred that the best feature of their job was their
independence and the lack of a boss, although some
expressed their desire for a chance to develop other
skills. Some reasons given for staying with the coop-
erative included the opportunities for increased learn-
ing and solidarity in the group. Two members continue
because they would like to make career advance-
ments—one in an administrative position, another as a
social worker. Unequivocally, all members were of the
opinion that a cooperative is a good way to help recent
immigrants who have no other means of employment
and who need a supportive environment and an orien-
tation to this country.

In the future, the cooperative plans to provide
additional training to cooperative members, with the
help of a $19,000 grant aimed at providing training in
areas requested by members. Members will be also be
given training to enable them to become more involved
with the administration of the business; such training
will include computer training, accounting, and train-
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ing in group decision-making processes and facilita-
tion.

C. Adelante 1: Angelica Housecleaning
Cooperative - “Organizing Model”

1. Project Background and Planning Process

The Angelica Housecleaning Cooperative was
launched as one of a number of cooperatives organized
by the Adelante Project, a county-wide, religiously-
based organizing project. Adelante was founded in
1988 by a group of clergy and community activists to
develop community leadership for change, to work on
community issues, and to generally improve the qual-
ity of life for low-income community members,
Adelante is a membership-based organization, and has
26 affiliated congregations that pay membership dues
to receive Adelante’s services. Adelante’s current pro-
gram areas include affordable housing, crime, schools
and childcare, and jobs cooperatives. Adetante has
assisted community groups in organizing five jobs
cooperatives to date, all of them in the housecleaning
sector. Adelante is currently involved with assisting in
the planning of cooperatives in other sectors, including
gardening, painting, and construction. Each jobs coop-
erative is considered an independent member of
Adelante, and are thus eligible for training and other
services of the organizing project.

According to the Adelante organizer interviewed,
community members themselves initiated the idea of
forming jobs cooperatives. Adelante had not previ-
ously been involved in job creation efforts. As a result
of its efforts, Adelante claims to be challenging the
traditional separation between economic development
and community organizing. However, Adelante’s staff
emphasizes the priority on leadership training, withjob
creation seen as a secondary outcome, Inshort, Adelante
believes that democratically-organized cooperatives
are a good means of “giving committed people the
skills for personal and community change.”

Angelica is considered by Adelante to be the most
successful of all the cooperatives developed through its
organizing efforts. The first meeting of members took
place in February of 1990, with the cooperative starting
the business four months later. The process by which
Angelica was initiated followed much the same pattern
as that shown by the other four cooperatives in the
Adelante network. The cooperative is first initiated by
one of Adelante’s member organizations, in this case
one of the member church congregations. Persons from
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this sponsoring organization begin working together
with Adelante to hold meetings for potential members
that focus on issues that impact the low-income Latino
population as well as cooperative development. Meet-
ings are held every two or three weeks until a core
group of people remain, which takes between three and
eight months. In the case of most of the cooperatives,
the numbers of interested persons at meetings dropped
considerably after the first few meetings, before stabi-
lizing with a group of committed persons. Adelante
requires a core of at least ten committed people before
beginning cooperative trainings. Most cooperatives
close membership at this point, until they have com-
pleted training and begun operations.

Adelante organizers then train members in leader-
ship skills, and a basic cooperative governance model
with clear committees, point system, and policies.
Each group meets to review and approve these policies,
while practicing skills in public speaking, meeting
facilitation, and group decision-making. Vocational
training is given in the area of housecleaning, and
sponsoring organizations assist the groups in logistical
support. When organizers, members and sponsors are
ready for start-up, the cooperative requests start-up
funds from an umbrella Jobs Cooperative Committee,
formed with representatives from all of the Adelante
project cooperatives. Generally, this committee offers
grants of $1,000 on the condition that the cooperative
obtain a matching $500 donation from its sponsor.
Almost of the Adelante cooperatives have begun op-
erations with $1,500 or less.

With the initial cooperatives, including Angelica,
Adelante organizers played a much more significant
role in planning, start-up and day-to-day operations. At
this point, Adelante plays more of a consulting role,
with planning and training to new cooperatives being
increasingly taken on by members of other coopera-
tives, collaborating through the Jobs Cooperative Com-
mittee (described in greater detail below).

2. Financial Performance

The Angelica Cooperative reached self-sufficiency
about one year after opening for business, Monthly
expenses of $300 to $600 primarily cover the wages of
the part-time “secretary”, the bilingual coordinator
who works 15 to 20 hours per week. The cooperative
has continued to generate more revenues than ex-
penses, and has earned about $3,000 in surplus funds
after a little over a year in operation.

The cooperative reports a decrease in business
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volume, primarily due to the recent turnover in the
secretary position. The new secretary has not been as
aggressive or successful in promoting the cooperative
to potential customers (Other Adelante project coop-
eratives experienced similar problems with the turn-
over in secretaries, clearly related to the low pay and
benefits of the job position).

3. Members and their Benefits

Wages and Hours: Of the coop’s 22 members,
about one quarter work 30 hours or more, with the rest
working very few hours. Members net $9.25 per hour,
after they pay (.75 cents per hour.in dues to the
cooperative.

Benefits and Services: The cooperative has not
been able to provide benefits to members at this point.
According to the organizer, the members put the high-
est priority on health insurance. Members also ex-
pressed their desire to form a credit union. The main
services the cooperatives offered to members are En-
glish classes and citizenship classes, both paid out of
the cooperative’s budget.

4. Organizational Structure and Internal
Governance '

Legal Structure: As described in the “Cooperative
Agreement” that Adelante enters into with cooperative
members, the cooperative is a non-taxable entity set-up
to allow members to pool their resources and operate
their individual businesses more efficiently. Each mem-
ber is considered to be an independent contractor,
solely responsible for questions of damages, liability,
and payment of taxes. The Adelante project assists
members in applying for their business license as
independent contractors, and has begun to provide
information to cooperative members about filing their
taxes.

Management: Each cooperative has only one paid
staff position, that of a “Coordinator” or “Bilingual
Secretary.” This person works primarily as a translator
and intermediary between customers and cooperative
members, taking in new jobs, passing on messages, and
taking members out to new jobs to ensure that instruc-
tions are clear. The coordinator is not considered a
member of the cooperative, and has no decision-mak-
ing power. A staff organizer from Adelante and the
cooperative together are responsible for hiring, firing,
and evaluating the secretary. Itis currently planned that
this evaluation process will be carried out through
committee chairs and the Adelante organizer.
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Internal Governance: Most of the tasks of manag-
ing the cooperative are done through the committees,
with major decision-making occurring at the level of
the membership as a whole. Each of the Adelante
cooperatives is set up with the following standing
committees: 1) finances; 2} publicity; 3) activities; and
4) points and rules. The finance committee transacts
and records all financial matters, including payables,
hours and dues of members, basic income and expense
reporting, and the cooperative’s own bank accounting.
The publicity committee plans and carries out all
marketing efforts, including flyers and follow-up let-
ters to customers with assistance from the sponsoring
church. The activities committee organizes fundraising
events, which augment business income. The points
and rules committee monitors the cooperative’s point
system, educates members aboutrules, organizes mem-
ber meetings,. and, in the future, will evaluate the
coordinator. ' ‘

In addition to carrying out specific tasks, commit-
tees are charged with developing new proposals in their
work area. All new policies and proposals are brought
to the entire membership for approval before they can
be adopted or implemented. Members are required to
participate on a committee, where they receive training
from the Adelante Project. The Angelica Cooperative
rotates committee membership every three months, 50
that members learn all the skills involved in the man-
agement of the cooperative. This committee rotation
was initially planned on a staggered basis to allow for
peer training of new members, but most committees
have changed their composition completely from one
term to another, and thus require ongoing training by
the Adelante organizer. Members interviewed indi-
cated that there are gaps in the training and understand-
ing of some of the committee members. (Other Adelante
project cooperatives use a six-month commiltee term
with overlapping member terms to achieve more effec-
tive training of their committee memberships).

Each committee elects a chair person, who is
responsible for orienting new members and coordinat-
ing work with other committees. On a monthly basis,
all chairpersons meet with the organizer at Adelante to
review and discuss issues and proposals. The coopera-
tive membership as a whole meets on a weekly basis,
both to distribute jobs and points, and to discuss coop-
erative issues and proposals. Decision-making within
the group is done by consensus whenever possible.

Each of the cooperatives in the Adelante network
elect two representatives (o serve on the Jobs Coopera-
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tive Committee, which carries out functions similar to
a Board of Directors of the jobs cooperative program of
Adelante. Established a year ago, the Jobs Cooperative
Committee (JCC) carries out the following responsi-
bilities:

*» Reviews proposals from sponsoring
organizations and makes decisions on developing
new coops;

+ Approves and monitors the use of JCC funds as
requested by member and start-up cooperatives,
primarily in the form of small start-up grants
and loans; and ,

+ Provides advice and training to member
cooperatives, gradually taking on tasks that were
formerly done by Adelante organizers.

The Jobs Cooperative Committee elects one repre-
sentative who serves as its primary facilitator and
leader. This representative also serves on the Board of
Directors of Adelante.

Member Sglection, Training and Evaluation: All
prospective members of the Angelica Cooperative go
through an application and interview process to make
sure that they understand and are willing to participate
in the cooperative. Interested members fill out an
application form, and are then interviewed by the
Points and Rules Committee. The applicant is in-
formed about the cooperative system, and evaluated on
her *interest’” and apparent commitment. Those mem-
bers selected by the commitiee are invited to attend
three meetings of the cooperative, after which time the
entire membership votes to accept or reject her entry to
the cooperative, contingent upon satisfactorily com-
pleting of housecleaning training. New members sign
a contract between herself and the cooperative, which
commits the member to attendance at meetings and on
committees, and the reporting of all jobs and dues to the
cooperative.

Training is performed by two housecleaners who
are paid by the cooperative. Each training is about six
hours long, involving three hours of on-the-job prac-
tice, and three hours of learning about products and
their uses. One of the trainers commented that three
hours of on-the-job training is probably inadequate to
effectively prepare new members. Trainers make the
decision as to whether someone’s work is acceptable or
not. At most, each new member will be asked to do two
trainings. If the person still cannot perform well, they
will not be accepted into the cooperative.

Every six months, members are evaluated by em-
ployers through evaluation forms, which are then re-
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viewed by the cooperative as a whole. No sanctions are
applied after the first complaint, except for informing
the member. After the second complaint, the coordina-
tor arranges and translates at a meeting between the
member and the customer, in which they try to resolve
any problems. In the case of athird complaint, the issue
is brought up before all members, who have the right to
terminate that person’s membership in the cooperative.
The system of evaluation in front of the whole group
was not seen as the most effective by some members.
One of the members pointed out the need to include
sanctions for unsatisfactory work within the point
system, described below.

Distribution of Work: Work is distributed through
a system of points, awarded to members for participa-
tion on committees and fundraising activities, and
attendance at meetings and English classes. Members
with the greatest number of points—generally the most
senior members—get the first choice of new jobs
offered. Under this system, newest members are less
likely to receive many hours of work until senior
members approach a full work schedule.

Member Accountability to Policies: Most of the
cooperative’s rules are sanctioned on a weekly basis
through the point system. The Points and Rules Com-
mittee is responsible for ensuring that rules are upheld
and sanctions applied. Members lose points, and thus
their choice of jobs, through infractions of the rules,
such as disruption of meetings and failure to attend
meetings or classes without justification (at this point,
no points are lost through employer complaints about
work quatity). Along with losing points, members are
given warnings on the first or second violation of arule.
After a third infraction, such as three consecutive
absences from a meeting without an excuse, members
can be expelled from the group. All decisions to termi-
nate a membership must be approved by the coopera-
tive as a whole. At present, no grievance procedure has
been established to deal with members’ disagreements
with decisions of the committee or cooperative,

V. OVERALL EVALUATION

The Adelante organizer believes that Angelica has

been successful in three major areas:

» increasing members’ incomes, and thus quality
oflife significantly (some members have doubled
their earnings through the cooperative);

* Increasing members’ leadership skills within
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the coop; and

*» giving members transferrable skills for personal
development and growth, including skills in
English, pubiic speaking, and financial record-
keeping.

Much of the success in achieving these results was
credited to the motivation of members, the initial
emphasis on leadership development, and the substan-
tial amount of time invested in organizing and training
by Adelante. Other key factors of the organizing model
include the low start-up costs and the utilization of
community and church-based networks for economic
and social support.

On the whole, members were more positive than
negative of the cooperative’s performance to date. One
member said the cooperative has not been successful
because of the lack of job benefits and misunderstand-
ings between members. On the other hand, one worker
stated that she considered the cooperative successful
because she had “learned about different ways of
thinking”, including how to work with new people and
become more involved with the community outside of
her own family. Another member spoke highly of her
learning experience within the cooperative: “[ used to
be embarrassed to speak in public. My last job didn’t
help me one bit. I didn’t learn one word of English. In
the factory the communication was all gossip. In the
cooperative we talk about important things such as the
business. Everyone has learned how to run the meet-
ings.” Members also commented on the positive as-
pects of being independent contractors: “In the coop-
erative no one bosses me around.... I feel better being
my own boss.”

VIl. CRITICAL FACTORS FOR SUCCESS

The case studies above, as well as those included in
the appendix, underscore the fact that each cooperative
was launched with very different objectives in mind.
Hence, it is difficult to compare the outcomes across
the various cooperatives. [For that reason, the measures
of “success” identified in this study are very broadly
defined, using two major criteria which are fundamen-
tal to cooperative business ventures:

 theextentto whicheconomic benefits {including

wages, fringe benefits and other services) are
returned to members, determined by the
economic profitability of the enterprise; and

» the extent to which self-governance by the
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membership is realized, measured by the level
of awareness, participation, and control over
major cooperative decisions exercised by
members.

The following section will reflect on the experi-
ences of all of the cooperatives studied in an attempt to
examine those factors which have contributed to sue-
cess in these two major areas.

A. Business Management

The ability of the cooperatives to recruit and retain
strong and committed managers or coordinators clearly
had a great deal of influence on the overall success of
all ventures except those developed under the Adelante
organizing model, in which the coordinators’ role is
limited. (The terms “manager” and “coordinator” are
used interchangeably in this section, although the roles
and responsibilities of this position varied greatly across
the cooperatives). The combined job requirements of
entrepreneurial aptitude, basic business management
skills, interpersonal skills, commitment, cooperative
vision, and bilingualism made it very difficult to recruit
for the coordinator position, especially if that person
was not already part of the founding staff. Given the
limits of most non-profit sponsors in offering competi-
tive salaries and compensation, it is important to focus
on those qualities in management which have proved
most critical to success or faillure of cooperative ven-
tures. Such qualities include:

Commitment and Continuity: Clearly, the continu-
ity and commitment of managers was a major factor in
developing the financial and organizational viability of
the cooperatives. Continuity is especially critical given
the fact that both financial break-even and the develop-
ment of a cooperative governance structure may re-
quire years to achieve. Many of the cooperatives expe-
riencing the greatest difficulty in becoming self-suffi-
cient had gone through three or more managers in as
many years. Some of these, such as Klean-up and
Helping Hands, ended up operating without managers
or coordinators for months at a time, necessitating the
continued involvement of staff from the sponsoring
organization that may not have had the time or exper-
tise to devote to the venture. In contrast, the manager of
UNO Jobs Referral Collective was one of the founders
and first assistant manager. His succession to the posi-
tion of manager allowed for the continued develop-
ment of effective administrative, marketing, and finan-
cial systems which aided the financial success of the
venture. This managerial commitment was equally
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crucial for Rise and Shine, where the cooperative
revamped its internal policies and experienced a major
increase in both member commitment and economic
profitability under the leadership of one coordinator
for three years. :

Cooperative Vigion: In addition to their commit-
ment to the long-term survival and growth of their
ventures, managers and coordinators clearly must un-
derstand and project the vision of a cooperative model
in which member self-governance and empowerment
is a motivating factor. The study demonstrates the
desirabiiity of having someone in a leadership position
who acts as the organizer, with the ability to impart
training in leadership skills and group processes that
lead to democratic governance and shared decision-
making. Part of that organizing vision and manage-
mentstyleis the belief in the members” abilities to learn
the skills of self-governance through practice and sup-
port. This belief and vision must be accompanied by a
clear strategy of transferring skills and accountability
to the members, discussed in more detail below.

Entreprenecurial Aptitude: The entrepreneurial ap-
titnde of the manager/coordinator appeared to be a
more critical component than prior business manage-
ment experience or industry expertise. In fact, the
experience of some ventures, such as All-Bright Jani-
torial, suggests that managers with industry experience
are not only harder to recruit, but more likely to leave
for more lucrative or traditional job options. More
important to the success of these ventures were general
entrepreneurial attributes in the manager or coordina-
tor, such as assertiveness, the ability to communicate
clearly and persuasively, the practice of asking ques-
tions and making extensive contacts in the field, and
basic financial planning skills. Some of the ventures
created by social service organizations, such as Help-
ing Hands, were not able to develop that entrepreneur-
ial outlook within the management, with serious finan-
cial consequences to the venture. More economically
successful ventures, such as Winner Janitorial and the
three UNQ cooperatives, are characterized by manag-
ers who developed their industry experience with an
aggressive entrepreneurial approach to breaking into
new markets and achieving financial stability.

Management Skills: The study showed that coop-
eratives can “home grow” the skills of their managers,
coordinators and workers, which are particularly im-
portant in the areas of marketing, administrative coor-
dination, and personnel oversight. Good marketing
skills were especially necessary in urban areas where
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markets are larger and more competitive given the
nature of the service industries and the need to respond
to a high level of individuval customer preference. The
development and coordination of effective administra-
tive systems to track customers’ work orders and
members’ work assignments was also critical in most
of the cooperatives studied. And perhaps most impor-
tantly, the managers of successful cooperatives demon-
strated strong leadership skills in the areas of personnel
management and enforcement of the cooperative’s
policies.

B. Cooperative Organizing and Training

The success shown by some of the ventures in
developing a functioning cooperative structure de-
pended on a conscious strategy of member education,
training, and practice in cooperative skills, policies,
and procedures. Those cooperatives which underwent
a long-term process of hands-on training and practical
education in cooperative organization, policy-making,
and procedures—such as Rise and Shine and the
Adelante-assisted cooperatives—showed the greatest
results in terms of members’ assumption of leadership
and decision-making roles. This organizing and train-
ing included tangible skills building in such arcas as
public speaking, facilitating meetings, and keeping
basic financial records. Other areas of cooperative
education focused on developing internal cooperative
policies and procedures, such as member-managed
grievance resolution and group decision-making pro-
cedures.

A successful cooperative organizing strategy ne-
cessitates the development of a workable structure for
cooperative governance, with clear roles and responsi-
bilities of management, members and member-elected
or appointed bodies. Ideally, the basic parameters of
that governance structure are established at the outset,
as in the case of the Adelante cooperative projects.
There, members are educated during the start-up pe-
riod as to the responsibilities of the coordinator, the
committees, and each member in fulfilling specific
responsibilities. In addition to benefiting from organiz-
ing and training provided at no cost, these cooperatives
can receive guidance from other cooperatives devel-
oped under the same organizational model. In compari-
son, cooperatives that did not start with a cooperative
governance structure from the beginning had a very
difficult time building in the elements of member
participation over time. For example, the roles and
responsibilities of board members and management at




Nancy Conover, Frieda Molina, Karin Morris

the UNO Jobs Referral Collective were never clearly
established from the start, which has resulted in a very
uneven exercise of decision-making by members, and
a lack of understanding on their part as to the manage-
ment and finances of the cooperative.

Identification of Natural Leaders: Although none
of the staff members interviewed stated emphatically
that having a strong member with natural leadership
abilities was important to the ultimate success of the
cooperative, those cooperatives which did possess such
persons had an easier time with group dynamics and
with instilling ownership in the cooperative. For ex-
ample, Cooperativa Progreso had a natural leader who
had a strong sense of what was needed in order for the
cooperative to succeed. She was instrumental in con-
vincing the membership that attendance at English
classes should be mandatory; her skill in arguing her
case, and her vision that neither members nor the group
as a whole could succeed without learning English,
made it possible to convince the cooperative members
to change their minds. For this woman, the concept of
‘progresar” (progress) was defined collectively rather
than individually. A cooperative which begins with a
few leaders who have that collective vision and the
skills to make it happen will be at an advantage and will
more likely be able to make the cooperative successful
inreaching self-governance and full member participa-
tion.

C. Clear Policies and Procedures

One of the most critical factors in achieving suc-
cess in both economic performance and cooperative
development was found to be the presence of clear
policies and procedures to which all members are held
accountable. It was most often through the process of
adopting, reviewing, and revising policies that coop-
erative organizers and leaders were able to train mem-
bers, foster ownership of the project, and transfer
decision-making authority to the various committees,
boards, or membership at large. The resulting increase
in member accountability and cooperative performance
were illustrated by the experience of Rise and Shine
Cooperative, where the coordinator and members went
through a year-long process of developing clear poli-
cies and enforceable sanctions for members who did
not comply with those rules. Forexample, the members
adopted mandatory retraining for those members who
had lost more than three jobs, which resulted in a higher
quality of work and lower incidence of customer loss.
Some of the key policies and procedures that need to be
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addressed by the cooperatives include:

Tight screening and selection of new members:
Managers and members both reported major gains by
requiring new members to pass through an orientation
and selection process which stressed the requirements
of all members, their relationship to the governance
structure, cooperative policies and procedures, and the
minimum skill level needed to perform quality work.
Member screening and selection proved easiest in the
smaller cooperatives, where new members were brought
on individually and reviewed by committees or the
board. However, Klean-up, one of the large jobs collec-
tives, also reported a significant increase in member
participation and commitment to internal policies after
tightening up its member application and selection
process. Previously, the cooperative accepted all who
applied, prioritizing new members based on their need
for work. Now, groups of potential new members are
required to read about the cooperative’s history, sign a
member agreement, attend three half-day training ses-
sions on the cooperative’s governance system and
policies, and pass a test on the information given. A
smaller cooperative—Rise and Shine—has developed
an interview process by which new applicants are
screened by existing members to ascertain their com-
mitment to the goals and processes of the group. Other
groups, such as the Angelica Cooperative, require
interviewed applicants to attend cooperative meetings
before they are selected. Some of the housecleaning
cooperatives have begun to require applicants to dem-
onstrate a minimum skill level before being accepted as
new members.

Member Participation Requirements: Those coop-
eratives which require members to make a specific
commitment to participating in the cooperative, such
as attendance at meetings and active participation in
committees, were much better able to develop mem-
bers’ commitment to the cooperative as a whole. All of
the Adelante cooperatives require members to serve on
acommittee, attend English classes, and attend weekly
meetings. These membership requirements are made
clear during the application and interview process, and
have assisted in screening out those members who are
only interested in a job.

Member Contracts: Clear contracts between mem-
bers and the cooperative were important in clarifying
the responsibilities of each. For example, one coopera-
tive had arule prohibiting members from taking on jobs
outside the cooperative, a policy founded by the man-
agers to be critical to the overall financial success of the




Mutual Benefit Service Sector Cooperative

cooperative. Many of the housecleaning cooperatives
such as Immaculate allow their members to work
ouiside jobs, whicheffectively creates a situation where
members compete against their own cooperatives as
independent contractors. Those cooperatives which
expressly used a contract between members and the
cooperative strengthened the ability of the cooperative
to governitself, by holding members accountable to the
commitments they made in entering the cooperative. In
the case of associations of independent contractors,
contracts should stipulate the legal liabilities of the
parties involved, and thus protect the cooperative from
tax and employer liability issues.

Sanctions: Effective cooperative policies and pro-
cedures depended on reasonable and consistently ap-
plied sanctions for members who failed to comply with
the policies. Complaints of favoritism or inconsistency
of sanctions were found to be equally damaging in
cooperatives with decentralized decision-making and
those with a hierarchical management. In fact, the
challenge for member-run cooperatives was clearly
pointed out by one member of Rise and Shine, who
commented that members try to change policies when
they don’t like the sanctions. However, most groups
that adopted a system of peints and rules found it easier
to apply sanctions objectively to all members. Inter-
views with members and managers indicated that when
procedures were adopted which held members ac-
countable to each other—through points and rules and
grievance committees, composed of elected members
which reinforce collective accountability—compliance
was higher and member participation was greater.
Overall, this improved the quality of services offered to
customers.

Equitable distribution of jobs: The system used for
distributing work in the housecleaning cooperatives
was always a key area for either contention or cohesion.
Member commitment and participation was furthered
by the adoption of a work distribution system that was
based on objective standards approved and upheld by
the group, such as a point system for cooperative tasks
fulfilled, rather than solely on the judgement of man-
agement.

D. Business Planning Factors

While it may sound obvious, the experience of
many of the cooperatives underscored the need to carry
out a realistic plan for achieving financial self-suffi-
ciency. Some of the cooperatives launched by social
service programs and multi-vear grant funding had a
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difficult time reaching the point at which operational
costs could be covered by business income. Important
factors of business planning and operations include:

Low Overhead: Those groups which began with
high administrative costs, such as Klean-up House-
cleaning or UNQO Homecare, naturally found it much
more difficult to achieve break-even. The Klean-up
cooperative operates with four full-time staff and an
annual budget of $200,000, of which only 35 percentis
covered by income from clients. On the other hand, the
Adelante-assisted cooperatives operate at an annual
budget of about $6,000, with one part-time paid staff,
and expect to become self-sufficient within the first
year of operation. These cooperatives have been able to
keep their overhead extremely low by receiving train-
ing, organizing and technical assistance at no cost from
Adelante organizers, as well as donated space and
services from their non-profit church or community
sponsor (the true cost of doing business has thus been
hidden due to the in-kind assistance and services re-
ceived from Adelante). As these cooperatives grow, it
will be important to look at their ability to perform
business management tasks and retain effective admin-
istrative secretaries on their lean budgets. On the other
hand, the limited amounts of seed money available for
start-up contributed to members’ understanding of and
personal commitment to the cooperative’s financial
survival.

Dues/Donations: The experience of many of the
housecleaning cooperatives showed the importance of
adopting a system from the onset whereby dues or
employer donations contribute substantially to cover-
ing business costs within a reasonable period of time.
This increases the potential for the businesses to be-
come economically self-sufficient, and reduces the
potential friction and worker turnover when dues are
increased substantially in the future. The implementa-
tion of any system of dues oremployer donations must
be coupled with adequate member education and infor-
mation about the use of this business income. The dues
or employer donation are the most tangible part of the
cooperative’s finances, and any misinformation or lack
of clarity about how the funds are spent will breed
member suspicion of management or the sponsoring
organization.

Marketing: Not surprisingly, the ventures that are
able to target an upper-income market for their services
will have the greatest likelihood of succeeding finan-
cially, as well as offering higher wages and greater job
stability to their members. Clearly, upscale markets do
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not exist in great enough numbers for all of these
businesses. Forexample, UNO Homecare was launched
with the intention of capturing the private, affluent
market for in-homecare services, but found that the
market was not large enough to support their business.
However, many of the housecleaning cooperatives
may have the option of promoting their services to a
more upscale, private market, which proved to be a
major factor in the financial success of the Rise and
Shine Housecleaning Cooperative.  In urban areas
where markets are already well-served, a comparative
or special advantage can be critical to business success.
Marketing this advantage, through special services
{e.g.,non-toxic cleaning, individualized attention, qual-
ity control) becomes more important and adds to the
cooperatives’ ability to compete. Being able to identify
market niches, or at least having knowledge about the
markets relative to other competitors adds to the finan-
cial success of the cooperative. Additionally, the size of

the market relative to the size of the cooperative con- -

tributes to the quality of the jobs created. Several
cooperatives stated that they wanted to provide full-
time employment for their members, yet they did not
control the number of workers who could join the
cooperative. The result was that the market niche they
operated in was too small to support the number of
workers in the cooperative. Thus, part-time work was
spread over the full cooperative membership rather
than giving full-time work to fewer members.

E. Workforce Factors

Quality of Services Provided to Clients: Those
ventures which were able to guarantee a high quality of
the service performed, including punctuality and con-
sistency, were able to maintain and expand their cus-
tomer base, especially since most of these businesses
obtain a substantial portion of new work through word-
of-mouth advertising. In the housecleaning coopera-
tives, work quality was directly related to the enforce-
ment of tight policies and procedures concerning mem-
bers actions at the job site, as well as adequate job
training in housecleaning methods.

Worker Training: While all of the cooperatives
required some kind of initial job training in the work to
be performed, at least one of the successful coopera-
tives put more emphasis on the ongoing training and
evaluation of members. At the minimum, members of
the housecleaning cooperatives expressed the need to
have an initial training session (half to full day) of
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training on housecleaning methods and materials, as
well as an orientation to working in the private homes
of their employers. Training in the housecleaning co-
operatives proved to be relatively cost-effective, and
some cooperatives used new member fees to help cover
the cost of paid trainers. In contrast, training of new
workers in the homecare business proved 10 be more
costly, especially given the high turnover in trained
workers during the start-up period due to lack of full-
time work. In the future, cooperatives may need to
evaluate and improve the quality of their training
programs. Several coordinators pointed out the risks
mvolved with non-English speaking workers using the
wrong cleaning product on expensive surfaces, In
addition 1o business or employer liability, the health
and safety of the worker is as stake when highly toxic
products are used incorrectly.

English Language Skills: Understandably, coop-
eratives were better able to find and retain jobs for
members with some proficiency in English. The
homecare cooperative found that the industry required
a high level of English, which precluded monolingual
workers. The janitoral businesses were able to survive
with the lowest level of English language skills of their
workforce, Although itis too early to gauge the success
of their efforts, 1t 1s believed that those cooperatives
which require attendance in English language classes
(Adelante model) will be able to prevent some of the
business loss that has occurred in other housecleaning
cooperatives where most of the members are monolin-
gual. The experience of some of the other cooperatives
shows that those groups which require members to
learn English considerably reduce the need for a third
party (bilingual secretary or coordinator) to serve as
intermediary and translator. This saves time and money,
and allows the coordinator to spend more time on
business planning and member training. Promoting
English-language skills also complements the goal of
increasing the personal independence of immigrant
members who are more able to negotiate and control
other aspects of their lives.

F. Other Organizational Factors

Technical Assjstance: Several of the cooperatives
studied attributed much of their success to the technical
assistance they received in organizational develop-
ment. The most effective technical assistance may have
been in transferring the major components of the orga-
nizing model itself. For example, Klean-up modeled
itself after the success of the UNO Jobs Referral
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indicated a desire for suggestions about ways to sup-
port similar cooperative ventures in the future. As an
addendum to this study, the investigators would like to
encourage future investigation and discussion among
practitioners in the field of community economic de-
velopment, and to make the following recommenda-
tions:

Develop forums for sharing information among
cooperatives, Interviews indicated demand from coop-
erative organizers and members to share information
about such issues as:

* technical operations

housecleaning manuals);

+ member policies and procedures;

* legal structure and implications forimmigration;

* tax information for members defined as

independent contractors;

+ potential for group health care benefits;

* how to identify market niches; and

* how to develop business marketing strategies.

Develop Spanish-language materials on coopera-
tive development: Many of the Spanish-speaking mem-
bers expressed their interest in learning more about
how cooperatives function. A manual combining graph-
ics and narrative about housecleaning cooperatives
could be useful to the development of new ventures,
especially in the housecleaning field.

Develop opportunities to train and support coop-
¢rative managers or coordinators: Almost all managers
or coordinators expressed their sense of isolation and
stress from their overwhelming job demands, resulting
in burnout and high manager turnover. Tt would be
useful to investigate ways for managers to meet and
support each other, as well as receive targeted on-site
fraining.

Develop Seed Capital Funds: Additional coopera-
tives being planned would benefit from small amounts
of targeted grant funds for start-up capital. Given the
presence of similar ventures, it would be useful to
encourage peer support and review of venture plans.

Provide more education to funders about the real-
istic possibilities for creating jobs and sustainable
cooperatives, so that funders can more effectively
participate in the development of these ventures, in-
cluding the provision of adequate financing for train-
ing and organizing activities.

Investigate results of all economic development

ventures, and compare results of cooperatives to other
job creation efforts, to give community groups more

information about the full range of options, and an

{e.g., ' non-toxic
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ability to structure businesses to more realistically
meet employment and non-employment goals from the
outset.

Investigate and support employment advocacy in
the service sector, including the development of asso-
ciations or uniens of independent contractors to im-
prove working conditions and pay.

Investigate other job creation possibilities in the
service sector, including such industry sectors as bike
repair, boat cleaning, light construction and painting,
laundry and delivery services.

APPENDIX A

UNO JANITORIAL COOPERATIVE -
“Entrepreneurial Model”

- 1. Project Background and Planning Process

UNQ Janitorial Cooperative was founded in 1988
by six people as a means of providing an alternative
source of stable employment to members of the UNO
Jobs Referral Collective. In launching this business,
UNQ staff and cooperative members were attempting
to diversify their service line - housecleaning - while
still matching the existing skill levels of the members.
The janitorial business contracts its custodial services
to midsized companies. The business was formed as a
partnership between six people (not all of the employ-
ees of the business are partners). Staff at UNO, who are
also partners in the business, run the janitorial business
and provide accounting, marketing and supervisory
services. In total, less than a quarter of a staff member’s
time is devoted to managing the business.

The overall goals of the business are: to provide
members with employment that has a career ladder; to
create jobs with more stability, higher wages, and more
security than housecleaning; and to provide a new
service line to the related UNO housecleaning busi-
ness.

Those partners who initiated the start-up of the
business were involved in business planning. During
the planning phase of the venture other economic
development ventures were contemplated, including a
security guard company, but the group chose janitorial
services because noone had previous experience in this
other business. The staff at UNO had previous experi-
ence in employment and business development, spe-
cifically with the other UNO ventures. The overall
business planning process for UNO janitorial was
completed within six months of project conception and
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included research and industry advice from other jani-
torial operations. According to one of the partners,
there was no need to develop a business plan because
the group already had an understanding of the market
through their housecleaning experience.

The business was launched with a total of $2,200.
Each of the six parners invested $200 and an additional
$1000 was borrowed to cover insurance costs. While
not all partners were intricately involved in the me-
chanics of business start-up, they were all involved in
making major decisions related to start-up, particularly
since all partners had put up an equal amount of start-
up capital.

Several factors impeded a smooth start-up. Con-
tracts were initially difficult to acquire owing to the
structure of the janitorial industry. The market tends to
be dominated by larger companies and contracts are
entered into for a specific length of time. A new firm
must first discover where the contracts are, when they
will be opened up, and then must successfully bid on
them. In the beginning, UNO Janitorial hired a busi-
ness manager to run the business. The manager was let
go ten months later after the business was in financial
ruin.

II. Financial Performance

Despite the initial obstacles (low start-up capital
and financial collapse), UNO is today in good financial
shape. Under a new manager, UNO was able to recover
and has been operating at a profit since 1991. All
operating expenses (rent, equipment, administrative
time) and debts are covered by business revenues.
Today the business has a $36,000 a year operating
budget. In the four vears of operation the business has
never received outside grant funding to keep it afloat.

Business Volume: The principal means of acquir-
ing new contracts is through word of mouth and cus-
tomer recommendations. No advertising has been used
or is anticipated. The economic recession has not had
amajor impact to date but this may change in the future
since the janitorial service industry isexperiencinga 15
to 20 percent reduction in demand. According to stafT,
commercial and office businesses are cutting their
janitorial contracts as a means of reducing expenses.
Client (business) relocation outside the county may
also hurt the janitorial industry as the primary customer
base chooses to leave the area in search of lower costs.
At present, UNO Janitorial considered itself to be
operating on a par with other businesses in the industry.

Quality Control and Job Tumover: UNO’s man-
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ager stated that its janitorial company offered a higher
quality of services to customers than the one known
competition in its market segment of medium-sized
businesses. According to staff, UNO workers pay more
attention to quality and detail, and provide a high
quality of service over time—a consistency that is
often lacking in other janitorial companies. Although
no formal evaluation process exists, UNO staff state
that customer satisfaction is evident through the com-
ments made by customers and in the low tarnover of
contracts. In the four years of operation, UNO Janito-
rial has only lost one account. The business manager
was of the opinion that continual quality control will be
an important factor in improving the financial condi-
tion of the business.

III. Members and their Benefits

The target membership for this business is low-
income Latino men and women. Currently the business
employs a total of nine people, five of whom are
partners in the venture, and four of whom are consid-
ered employees. Several partners are purely investors.
The number of workers and partners has remained
stable since the beginning. In the future, the partners
would like to see the company grow to no more than 20
workers.

Wages and Hours: On average, each worker works
approximately 20 hours a week for the business and is
paid between $7.50 to $8.50 per hour depending on the
length of time they have worked for the company. The
work has tended to be steady and stable and there has
been little turnover, if any in the workforce.

Benefits and Services: At the end of the year any
profits are distributed to the partners of the business. In
1991, a total of $3,000 in profits was distributed to the
six partners. This coming year the company expects
profits to be greater. Aside from the benefits of owning
the business, partners and workers do notreceive fringe
benefits. In the future, the manager stated that the
company’s greatest issue will be the ability to land
more accounts and improve the financial condition of
the business; this will allow the business to offer higher
wages to its workers and also to improve the benefits to
workers. Staff cited education as an important need of
workers, but no educational services are provided to
the UNO Janitorial workforce at this time.

IV, QOrganizational Structure and Internal
Governance
Legal Structure: Unlike the legal structure of UNO
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Jobs Referral Collective, UNO Janitorial operates as a
business which contracts its services to clients. The
business operates as a partnership, in which all partners
assume all liability for business operations.

Business Management; At the start-up of the
business, UNO Janitorial hired a business manager
who was let go within the first year of employment.
According to staff, the manager lacked experience in
the janitorial business and did not understand the
customers’ needs. Additionally, as an incentive, the
manager was receiving comrnissions from new ac-
counts. Thus, he took on accounts that did not help to
make the janitorial business grow and become stable
over the long term. In short, he lacked the vision to get
accounts and to build the overall business. Following
his termination, one of the partners in the business—
also a business manager of UNO Jobs Collective—
took over responsibility for the daily operations of the
business. Financial records are prepared on a regular
basis by another staff person, and are reviewed by the
business manager. As mentioned earlier, less than a
quarter of a full-time equivalent staff person’s time is
spent on business management.

Internal Governance: The business currently does
not operate as a cooperative, but rather as a partnership
of six members. The intent at the time of conception
was torun the business as a cooperative but the business
has not yet moved in this direction. The partners state
they are committed to structuring the business as a
cooperative so that all workers can participate in the
business, but no formal plans for this transition has
been made,

No formal training has been received by the
partners or the workers on cooperative or business
management; according to staff, many already have
had experience in this area. The business manager adds
that not all the workers have to understand the details
of running a business in order for the business to be
successful. Over time some of the workers may have
the opportunity of becoming partners and business
management training may then be required. According
to the current management, the partnership is working
fine under the present structure and the business is
saving money by not paying for a full-time manager.

Decisiop-making: Given the internal governance
structure described above, day-to-day decision-mak-
ing rests in the hands of the current business manager
and staff, who originated with UNO Jobs Collective
and continue to split their time between the different
ventures. There are no plans to train or develop the
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skills of an existing partner to take over the manage-
ment of the business. Approximately every six months,
the partners and workers meet to discuss business
matters, as well as any policy that needs to be changed.
According to the manager, there is currently no need to
change any policy relating to the janitorial business
since it is operating fairly smoothly.

Member Rules and Accountability: Many of the
internal systems and functions of the business have not
been formally set up or delineated. For example, the
business manager does not receive a formal perfor-
mance evaluation, but he feels he is accountable to the
partnership, as both a partner himself and an adminis-
trative staff person.

Quality control is maintained by the manager
through regular inspection of the buildings cleaned. If
problems arise with work performance the manager
discusses the problem individually with the worker. A
worker is given two to three warnings and if his/her
work does not improve after the third warning the
worker is fired. In the last five years only two people
have been asked to leave the business.

Distribution of Work: Work is distributed by the
business manager. Although no formal process has
been established for doing so, the manager attempts to
distribute work equally to all members based on a
rotation system. Workers work in teams and are matched
according to skill level, such that those who are better
skilled are paired up with less skilled persons.

Member Selection, Training and Evaluation: The
original workers who were asked to participate in the
new business were selected based on their high level of
performance in the UNO Jobs Collective, It is unclear
how workers will be selected in the future, stnce no new
“members” (ie. partners or workers) have been added
to the business, and since no formal selection policy
has been delineated.

No formal training on how to perform janitorial
work was ever given to the workers. One of the admin-
istrative staff persons of the Jobs Collective provided
on-the-job training, but there was no training require-
ment prior to beginning to work in the janitorial indus-

try.

V. Overall Evaluation

Financially, the business seems to functioning well
and thus is able to achieve its goal of stable employ-
ment for its workforce. Workers and partners seem to
be satisfied with the existing wage scale. The business
has done well up to now without formal policies and



procedures and without a well thought-out business
plan. The business is probably doing well due to its
strong leadership team of a business manager and a
financial officer. The old adage of “If it’s not broke,
don’tfix it” certainly could apply in this case. However,
if the business partners plan to become a cooperative in
the future they will need to think through issues of
member participation and greater involvement in deci-
sion-making. The level of satisfaction may diminish if
the workers do not take on more of an equal participa-
tion with the management. Worker turnover may not be
a greatrisk at this point because most of the workers are
also owners. If the business expands its workforce and
no policies are established for owner participation,
turnover might be a problem to contend with in the
future.

UNO HOMECARE COOPERATIVE -
“Entrepreneurial Model”

1. Project Background and Planning Process

UNO Homecare Cooperative was formed in 1989
as a new business under the UNQO economic develop-
ment umbrella. Although the new venture was the
brainchild of one of the founders of UNO Jobs Referral
Collective and Janitorial business, UNO Homecare
went through very distinct planning, development and
organizational structuring processes. For the founders
of the project, one of the main goals was to create jobs
that offered greater benefits, challenges and job secu-
rity to immigrant workers than housecleaning or jani-
torial work could provide. Once the project had been
conceived, it was designed to meet specific criteria,
which included serving women and replicating a suc-
cessful model of a homecare cooperative in another
state. The original goal was thus to create a cooperative
business in the homecare induostry that would provide
jobs, benefits and cooperative control to low-income
Latina immigrant women.

The project underwent an extensive and in-depth
business planning process lasting 15 months. Major
foundation funding permitted a three-month pre-feasi-
bility phase, a full year of business planning by an
experienced business manager, and the extensive use of
industry consultants. Business planning and start-up
was carried out single handedly by the founder and
general manager, who had been a founder of UNO’s
two other business ventures. High quality technical
assistance was provided by Cooperative Homecare
Associates in New York, which served as a model for
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both the business and organizational development as-
pects of the project. On the other hand, the business
suffered from poor marketing advice from another
private industry consultant. The business received a
total of $51,000 in grant funds during its business
planning phase, and another $100,000 for its first year
of operation.

1. Financial Performance

Presently UNO Homecare is receiving enough
income to cover approximately one-half of its annual
operating cost of $120,000. In the spring of 1992, the
business was losing about $4,000-$6,000 a month,
with break-even planned for late 1992. UNO encoun-
tered unanticipated difficulties in developing a market
for its services, in part because there was a much
smaller private market than had been expected, and in
part because of strong competition from independent
homecare aides. UNO offers its workers a better rate of
pay, and also has relatively high overhead costs for a
business of its size, with the result that UNO was
initially priced at the high end of the private market for
non-licensed homecare. UNQ’s manager is currently
involved in advocating for an increase in wages al-
lowed for home health care supported through state
payments (the In-House Supportive Services program)
such an increase in payments would allow UNO to
enter a much larger market without being priced below
their operating costs.

HI. Members and their Benefits and Services

The original target population for the project was
low-income, Latina women. Once the planning pro-
cess got underway. however, it became clear that
homecare services require a fairly high level of En-
glish-language ability. As aresult, the target group was
changed to low-income English speaking women, who
are primarily African-American and bilingual latina
women.

Wages and Hours: To date, UNO Homecare has |
created jobs for 18 workers, who work an average of 20
hours per week. Pay scales range from $7.00 per hour
for work done on an hourly basis to $70.00 per day for
live-in aides. Most customers are regular so jobs are
stable and long-term.

Benefits and Services: UNO provides health insur-
ance to all workers who work over 24 hours per week
with the business; currently six of the 18 workers
receive such health benefits. No other types of services
are offered to employees.
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1V. Organizational Structure and Internal
Governance

Legal Structure: UNO Homecare was incorpo-
rated separately from its siblings, although it also
operates under the fiscal sponsorship of the same
diocese. UNQ Homecare was set up as a mutual benefit
corporation, a taxable nonprofit entity with 501(c)4
status, with the idea of transitioning to a cooperative
corperation ownership over time. Mutual benefit cor-
porations are legally set up for the benefit of their
members, so they are closer to the structure of a
cooperative corporation than public benefit corpora-
tions. UNO continues to access foundation funds
through its fiscal 501(c)(3) status.

Business Management: UNO Homecare is cur-
rently managed by two and one-half FTE administra-
tive staff persons. Major business management chal-
lenges have included:

* Thedifficulty of developing a market: Given the
smaller private market than initially anticipated, UNO
has had to develop strategies for breaking into the
public market while still maintaining the pay scales
that were originally an important goal of the business.
Advocacy work is required to change public policy and
levels of pay to homecare providers.

+ Complex financial record-keeping: Major detail
is required in record-keeping, especially with
clients recetving public assistance.

* A high level of worker turnover: The time lapse
betweenreceiving training and actually obtaining
work is such that many workers leave and find
other jobs before getting work through UNO.

Internal Governance: Although the founder’s stated
goal is to move UNO Homecare towards a cooperative
structure, workers currently have limited involvement
in decision-making over governance and management
issues. In part, this is due to a high level of worker
turnover, and in part it is due to the cooperative organiz-
ing strategy of UNO’s founder. This strategy is based
on the assumption that it is necessary to develop a
successful business, with adequate job security and
financial stability, before workefr ownership can be-
come meaningful. Worker participation occurs on a
limited scale, by inviting worker representatives to
learn about major policy issues, although no training
and little time is invested. Under this cooperative
development scenario, workers are expected to be-
come gradually involved in decisions about developing
and adopting new personnel policies rather than major
business management decisions or evaluations.
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Currently, workers have begun to be represented at
the level of the board of directors: Two workers are
appointed to sit on the board, along with the two
managers and other persons with outside industry
expertise. Workers interviewed stated that the board
meets quarterly to discuss specific worker problems
and grievances, although policies and procedures are
not otherwise discussed, proposed or reviewed. There
is limited review of financial issues, and some discus-
sion of new business options (for example, whether to
take on new contracts at a lower rate of pay). Day to day
decision-making is done by the general managers, who
also propose new policies and then ask for input from
the board. The general managers consist of a director,
who serves as the general manager, and a director of
nursing, who serves as a work supervisor, technical
coordinator and assistant to the general manager. Board
members do not receive training to serve on the board
or to understand business management on cooperative
development issues. In fact, when asked what made the
business a cooperative, one board member did not
understand the meaning of a cooperative.

Distribution of Work: Work is distributed by the
director of nursing, who acts as the assistant manager.

Member Selection, training and Evaluation: Per-
sons interested in applying for a job with UNO must fill
out an application, go through an interview with man-
agers, and participate in a two-day skills training.
Thereatter, their work is evaluated and a hiring deci-
sion is made by the assistant manager. New workers
receive a very basic initial orientation to the history of
UNO and cooperative development. There is no proba-
tion period, although workers are asked to sign a
member contract which spells out policies and proce-
dures, liability issues etc. Following the initial two-day
training, there is no further training or regular work
evaluation procedure that is followed. Instead, man-
agement intervenes to deal with work quality problems
when they occur.

Member Rules and Accountability: The general
and assistant managers record violations of policies or
responsibilities and speak directly with workers when
repeated violations occur. There are no standard sanc-
tions established for serious violations; management
decides the consequences on a case-by-case basis.

V. Overall Summary

From an economic development standpoint, UNO
Homecare cannot yet be adequately evaluated. The
business has been partially successful in creating jobs,
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but has not yet come close to breaking even. As the
general manager points out, however, the business has
confronted unanticipated problems in cracking into a
new industry and learning all the new skills required.
Workers interviewed were generally optimistic, how-
ever, saying that UNO Homecare jobs pay higher
wages, are more secure, and provide greater benefits
than jobs they could get in the same industry on their
own. One worker, who had earned more as a
housecleaner with UNO Jobs Referral Collective, stated
that homecare is easier and more personally rewarding
work.

UNO Homecare also cannot be adequately as-
sessed from a cooperative development standpoint
given the limited structures or opportunities for worker
governance and participation in decision-making.

CAN DO - “Jobs Referral Model”

1. Project Background and Planning Process

Can Do, locatedinnorthern California, was founded
in September 1987, by a three-way partnership be-
tween APOYO (acommunity-based organization serv-
ing refugees), the Catholic Solidarity Network, and the
Central America Legal Aid Project. Can Do currently
has 21 members of Central American origin, who offer
services in the areas of housecleaning, painting, car-
pentry, gardening, and moving.

According to one of the founders of Can Do, the
ideafor the cooperative arose mainly out of the difficult
employment situation many Salvadoran refugees faced

upon arriving in the U.S. Most refugees were unable to

get legal permission to work, and the 1986 immigration
law made employment even more difficult to obtain. In
1983, APOYO began doing informal referral of jobs
that came out of their work with church congregations,
and later, after the organization found out about UNO
Jobs Collective, they began collaborating and working
towards a formal cooperative. The long-term goals of
the project were as follows:

» Economic: To provide a work program for the
refugee community, first and foremost for
Salvadoran men and women, and secondly, for
Central Americans.

« Social: To develop a self-help (not cha.nty)
project run by the community itself.

» Toincrease awareness of the social and political
situation in El Salvador within the community.

The planning process began in early 1987 and
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ended in September of 1987. The planning team con-
sisted of one representative from each of the three
organizations in the partnership. Qutside of the referral
service that APOYO had previously run, no one had
previous experience with employment or cooperative
development. In August of 1987, one month prior to
opening, a director and co-director were hired. They
received training from managers of UNQ Jobs Collec-
tive in several areas that they had no experience in,
including administrative and financial management,
and cooperative development. During the planning
phase, no formal organizational structure was devel-
oped. Only general guidelines for operation were put
forth, as it was felt that the group itself should develop
its own rules and structure upon reaching 15 or 20
members.

The biggest obstacle confronted during planning
was the lack of financing for the project. Just prior to
opening, a foundation in northern California approved
a $25,000 start-up grant over a three-year period, but
this was insufficient for the projected budget. The first
director stated that the lack of start-up money contrib-
uted to the limited initial publicity and advertising,
inadequate training of members in technical work
aspects, and insufficient training in leadership devel-
opment.

After start-up, the cooperative grew rapidly, until
1988-1989, when it began to experience a decline in
both membership and business volume. One worker,
who was a founding member of the cooperative, ex-
plained that a number of issues contributed to the
decline: the lack of incoming funds and the current
recession; turnover in coordinators; lack of good train-
ing of workers in vocational skills; language issues;
lack of an adequate screening and selection process for
members; and lack of clear vision as to the goals of the
cooperative. He stated that with rapid growth of the
cooperative, there was insufficient attention paid to
developing a strong internal structure, such that “Many
people started coming just to get work, they weren’t
interested in broader group goals...Many people did
not want to commit,... and members left as soon as their
schedules were full.”

Atthe present time, the cooperative is going through
a restructuring process which is designed to address
many of the problems experienced over the last few
years. According to the coordinator and the workers
interviewed, this process is changing many policies
and procedures, and is oriented toward reaching eco-
nomic self-sufficiency, increasing the amount of in-
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coming work, obtaining 501(c)3 non-profit status, and
increasing member participation in the cooperative.

I1.Financial Performance

Until August 1991, Can Do was able to apply for
grants under the fiscal sponsorship of the Catholic
Solidarity Network. In 1989, Can Do received grants
from a corporate foundation ($10,000) and from a
Presbyterian Church ($14,000 for two years). Using
the UNO Jobs Referral Collective model, employer
donations also started coming in around September of
1988. The average weekly income from employer
donations came to approximately $250, and together
with grant money, this covered minimal costs, although
the director stated that there was never enough income
to cover the ‘real costs” of hours worked by the staff.

In May of 1991, the Catholic Solidarity Network
notified Can Do that grant funds would be running out
within three months, and that Can Do could no longer
apply for grants using Catholic Solidarity Network as
a sponsor. According to a member, Catholic Solidarity
Network cut its sponsorship after Salvadorans received
Temporary Protective Status, on the rationale that now

they should be better able to obtain regular jobs. At the

same time, numerous other events were taking place
which resulted in a rapid loss of financial stability for
the coop. As a result, the cooperative basically went
bankrupt. The current financial situation is bleak, with
both co-coordinators working entirely on a volunteer
basis. Minimal operating costs are covered by member
dues and some private donations (particularly from
church members).

When questioned about the obstacles in reaching
economic self-sufficiency, the original director and
current coordinators mentioned the following issues as
primary:

* The recession and numerous factors related to

business volume (see below);

» Lack of funds as a result of not having 501(c)3
status, which means that Can Do’s fundraising
possibilities are limited; .

* The immigration law of 1986, which increased
the competition for work.

* Inadequate marketing plans;

» The high costs of training workers, particularly
in the areas of carpentry and painting;

* Poor management and a lack of organization
resulted in loss of jobs; and

* Poor worker organization and lack of internal
unity; members were not interested in
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participating in the coordination and direction
of the coop.

Can Do is currently working toward financial self-
sufficiency, which will be reached when “the project
generates from within all of the funds needed for
operation.” The coordinator stated that the hope is to
reach self-sufficiency in one year’s time. According to
members, the steps being taken include obtaining as-
sistance from North American volunteers (Jesuits and
some people from the churches) who have committed
themselves to try and help out by going to church
congregations; distributing flyers and cards; and
fundraising activities such as raffles.

Business Volume: A low level of incoming work
has fueled the downward financial spiral of the coop-
erative. Apart from the internal organizational reasons
described above, the coordinators also spoke about
declining levels of business volume due to the high
level of competition by businesses and individuals in
the markets they work. Furthermore, the coordinators
spoke of alack of continuity and consistency in market-
ing and publicity, in part because of changes in coordi-
nators and in part because of the lack of funds. News-
paper advertisements—one of the most effective ways
to advertise—are expensive, and the cooperative is
rarely able to afford an ad. Currently, the principal
methods of reaching their market include outreach to
the religious community in the area, the distribution of
flyers, and customer referrals.

Quality Control and Job Turngver: When asked
what kinds of issues affect the quality of the work they
provide, all workers mentioned first and foremost the
lack of English. Members stated that jobs are lost as a
result of the communication barrier. One worker men-
tioned that Can Do has on several occasions made
arrangements for volunteers to teach English classes,
but that few members end up going and eventually the
cffort falls apart. The same member also mentioned a
second issue related to job turnover, which was the
inadequate screening and selection process. He stated
that “not everyone is good for everything,” and that
some people, even with many rounds of training, do not
acquire the necessary skills to do high quality work. He
also raised the issue of insufficient training, and stated
that the problem exists particularly in the houseclean-
ing business, because of how easy itis to use the wrong
products with disastrous consequences. Another issue
brought up by both coordinators and workers, was the
loss of customers when members who have full sched-
ules decide to leave the cooperative with all of their
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work. When this happens, the cooperative encourages
the customer to stay with the cooperative and hire anew
member, but because of the personal relationship that
clients often cultivate with their workers, customers are
often unwilling to do this.

1. Members and Cooperative Benefits and
Services

According to the coordinator, the current member-
shipis 21, down from 25 a year ago, and down from 80
members at one point several years ago.

Wages and Hours: The wage paid to workers is
£8.00, outof which a “quota” of $1.00 per hour worked
is paid to the coop. No member of Can Do is working
full-time. Among the housecleaners interviewed, most
reported working 12-15 hours per week for the coop.
All of these women have housecleaning jobs outside of
the cooperative to supplement their incomes. Despite
the low number of hours worked, however, the house-
cleaning jobs are generally longer-term and more stable
than other jobs. One of the men interviewed, for ex-

ample, is currently working almost four days a week in

an outside factory job. He stated that previously, when
Can Doreceived a lot more work, he had been working
three or four days a week for the coop. For the men who
are members, most of the jobs—in painting and con-
struction—are not long-term, so there is little stability.

Benefits and Services: Cooperative members re-
ceive no fringe benefits through the coop. When asked,
the majority of workers interviewed stated that the
benefit they most wanted was health insurance.

Members interviewed stated that the services they
receive have come either from their own efforts, such
as raffles and sales to raise money for something, or
through APOYO (for example, the health clinic that
APOYO runs, and the free food distribution program
that takes place once a week). When asked what kinds
of services they would like to see the cooperative
provide, members mentioned emergency loans (spe-
cifically to help with rent when there is a money
shortfall), and help with obtaining low-cost housing,
especially for newly-arrived families.

Social Benefits: Not surprisingly, the social func-
tions of the cooperative were very important 1o many
members of Can Do, many of whom are political
refugees who seek to maintain strong ties to their
homeland and their culture. Questions about general
group dynamics and relationships among members
indicated that there had been conflicts and problems in
the past, and one member voiced the desire that “we’d
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be more united, that there’d be more respect, effort and
communication. We'd succeed if everyone would con-
tribute their one grain of sand. There’s a lack of educa-
tion.” In general, however, members felt that relations
are much better now. One member stated:

“Today, relations are quite friendly, there are com-
mon interests, we're more aware, informed and inter-
ested. We're becoming more awure through our En-
glish classes also. We respect each other. The election
of new people helped to strengthen the group. I think
the program has a chance of being revitalized.”

IV. Organizational Structure and Internal
Governance

Legal Structure: The cooperative is not legally
incorporated as a cooperative, but rather is a program
of APOYO, whichin turn is considered to be a program
of Catholic Solidarity Network. According to the
founder, this structure was chosen because the
organization’s commitment to advocating for the rights
of undocumented workers meant that legal incorpora-
tion as a non-profit (for both Can Do and APOYO) was
not possible.

Technically, members of the cooperative are con-
sidered to be independent contractors who enter into a
direct legal agreement with their clients. Damages and
liability are thus the responsibility of the workers
themselves. However, the coordinator also mentioned
that the coops’ and members’ legal status is not as clear
as it should be, and that this is one of the issues they
need to work on further.

Business Management: The cooperative has had a
fairly high level of manager turnover since it was
founded. Two sets of co-coordinators preceded the
current pair of co-coordinators, Both members and the
founders who were interviewed spoke of coordinator
turn over, and more specifically, the lack of funds to
adequately train coordinators, as issues that had sig-
nificantly impacted the coop’s overall well-being.

Internal Governance: Members participate in the
cooperative through the board of directors, five work
teams, and weekly meetings of the general member-
ship. There were contlicting versions of the extent to
which these governance bodies are functioning, per-
haps because the recent turnover in coordinators has
increased the pace of change within the organization.
Members indicated that the board of directors of the
cooperative had fallen apart when the previous coordi-
nators left, and that at the present time there is only a
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provisional board. The board is composed of five
people, one elected member from each team. The
Board meets on aregular basis with the coordinators in
order to discuss plans, proposed events, and publicity
issues. The work teams consist of a publicity team, a
discipline and oversight (“disciplina y organizaci_n’")
team, a finance committee, an events committee, and
an education team. Every member of the cooperative
must belong to at least one team, a policy change
adopted following the most recent turn-over in coordi-
nators. Neither the board members nor the team mem-
bers receive any special training in order to fulfill their
responsibilities.

Decision-making: It is unclear what the actual
powers of the Board and the teams are, as well as those
of the general membership in relation to the coordina-
tors or the parent organization. For example, one mem-
ber stated that decisions about hiring and firing are
made by the entire group; another member said that the
coordinators make these decisions.

In general, members spoke of participation more in
terms of being kept informed than in terms of having
strong decision-making power. When asked about what
makes their group a cooperative, one member stated
the following:

“We are united. When something happens, all of us
are informed. We cooperate with raffles, in collecting
money and in the meetings. We are kept informed about
the finances. The coordinators propose a plan and asks
for all of our opinions, we all decide... Previously,
many of us participated, since there was more work. We
alsoreceived more services from APOYO. Now APOYO
does not worry so much about the coop...Thus more
cooperation and interest among the members is re-
quired.”

Member Selection, Training and Evaluation: The
members interviewed all entered the cooperative at
different times, thus they went through different “ini-
tiation” processes. Several members described fairly
similar processes, however, which consisted of:

» filling out an application at APOYO;

* being called by someone at APOYO to come in;

» making a presentation before the full group;

* participating in training and orientation;

« receiving anorientationonrules and procedures;

and

* being welcomed to the group and beginning

work.

The experiences of members in terms of training
are likewise very different. First of all, the men do not
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receive any training for the work they do (carpentry,
painting, moving). The very first group of men did, but
thereafter no one else. The women do receive training
in housecleaning, but the process has been different for
different people. The most recent member who joined
the cooperative received four hours of training in using
cleaning products and in hands-on techniques. There
was no exam or testing process, and soon thereafter she
began working. This member’s evaluation of the train-
ing process was that it needed to be “more detailed.”
She felt she could have used more practice and iraining
in cleaning techniques and routines. Another member,
who entered the cooperative under the previous coordi-
nators, did almost two days of hands-on housecleaning
training along with three other new members. This was
followed by a written exam, and thereafter she was
asked by the general-membership whether she felt
comfortable with her skills and knowledge. She said
yes, and also began working as a regular member. This
worker evaluated the training she received as very
good. At the present time, there is no evaluation to test
new members in their housecleaning skills prior to
beginning to work. The male members interviewed felt
strongly that all members should be receiving training,
because, as one member stated not everyone is cut out
to do any kind of work, no matter how much training
they may receive, and “we lose work because there is
not enough experience in some areas.”

Workers are given evaluation forms to take with
them the first time they go to a job. They are expected
to return them to the cooperative once the client has
filled it out. Thereafter, there is no further evaluation of
the service provided to customers. While not dissatis-
fied with the evaluation system currently in use, work-
ers mentioned as problematic the fact that “on the first
job, it takes a new worker longer. It’s not fair to expect
a worker to do everything in four hours on the first job.”
They feltthat it was inappropriate to evaluate someone’s
work on the first round, and that it should be done later
on in the process.

Distribution of Work: Work is distributed by one of
the coordinators on a seniority basis. Members who
obtain work of their own are allowed to continue being
members as long as they pay $5.00 a month to the coop.

Member Rules and Accountability: The coopera-
tive has a set of rules, covering both work and gover-
nance responsibilities, which are written down and
given toall workers. The first and second time there are
violations of these rules, the coordinator speaks with
the member “to make him/her aware of the violation.”
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There are no sanctions. Upon violating the rule for the
third time, there are consequences, ranging from “los-
ing trust,” or losing your rights to come to the meetings
for two weeks, to losing your rights to get work for a
certain period of time. Different rules carry different
sanctions, and violation of some rules, such as robbery,
or arriving at work late three times, require the expul-
ston of the person. According to one member, decisions
about sanctions are made by the Discipline Commitiee.
If the proposed sanctions are serious, they must be
approved by the board of directors before being handed
down to the member. Although no formal grievance
process exists, the coordinator stated that members
who were dissatisfied with a sanction handed down by
the coordinator are first expected to talk directly to the
coordinator. If there is no resolution, the worker must
then go to the Discipline Committee, which handed
down the original sanction. The Discipline Committee
makes final decisions based on what the rules of the
group state.

In evaluating the ways that accountability is main-
tained, several members felt that the system could be
“more rigorous...there needs to be assurances that
someone who breaks a rule learns a lesson.” One
member stated that not everybody has fully read the
rules, and that there have been a lot of problems in the
past with rules and lack of respect in the coop. She
stated that the group fell apart last year because of lack
of communication between members and staff and
irresponsibility of members. The statement that rules,
sanctions and accountability are not clear to workers
was upheld in our interviews, in that many of the
members interviewed were not sure about what Can
Do’s policies and procedures are.

V. Overall Evaluation
Founder’s Evaluation: The founder’s overall evalu-
ation is that the business’ success in meeting the needs
of its workers has been poor. He stated that the organi-
zation has not reached the point where it is fully
developed as a cooperative. The cooperative has not
been able to meet its original goals and stated the
following as evidence:
1) Insufficient jobs due to the economic recession
has meant a decline in membership and income.
2) There has been a failure to create an organization
thatis cooperatively run—many people cometo
the program wanting to get their needs met, but
are unwilling to give back to the program.
On the other hand, the founder cited the project’s
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success in creating a place where people can share and
re-affirm their culture, and can access resources. He
believes that cooperatives do have potential, but that
they must be built on the foundations of self-suffi-
ciency, not upon service provision or charity. Coopera-
tives he has seen tend to move either towards a business
or a social-service model, rather than toward some-
thing that integrates both needs. In order to achieve
this, a process of worker education and training is a
necessary first step. Workers need to realize that funds
are limited, and that the group must work together to
support itself. Secondly, the project must be run effec-
tively by its own community, and to do this, technical
conditions must be met—there needs to be more train-
ing in leadership, and increased organizing.

Coordinators’ Evaluation: Both coordinators felt
that the cooperative venture has been successful in
certain respects. Highlights include the support of the
North American (especially religious) community, the
sponsorship by APOYQ (which provides support, a
reputation, commitment, and a channel for funds), and
the unity of the Salvadoran community in the northern
California.

Coordinators attributed the problems encountered
by the cooperative in building a strong organization to
external factors primarily, especially the economic
recession and the difficulty of obtaining new work due
to immigration laws. They also believe, however, that
there is a strong conflict between the needs of the
workers, and those of the cooperative: “the individual
needs people have often mean that the coop’s goals are
put aside and sacrificed.” Furthermore, members have
often failed to understand their responsibilities and
comply with basic norms. Like the founder, the coordi-
nators believe that further education and training are
important ways of addressing these conflicts.

Workers’ Evaluations: In evaluating the overall
performance of the coop, workers were optimistic
about the internal restructuring of the group but pessi-
mistic about the economic situation they are confront-
ing. They defined “successes™ largely in terms of the
support services provided to refugees, and in terms of
the friendship and community that Can Do and APOYO
provide. Members were generally hopeful about the
restructuring process taking place, saying that partici-
pation has increased, “bad” members have left and new
ones are coming in. The problems of the past have been
put behind them, and current members have learned
what it means to take responsibility for themselves.
One member stated that the crises experienced in the
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cooperative have forced important changes to be made.
Failures are defined in terms of economic issues,
and secondly in terms of internal issues (poor manage-
ment, or lack of member responsibility). All members
agree that the financial crisis is the biggest issue con-
fronting the coop. One member mentioned as a second
major issue the language problem.
Members mentioned the following advantages of
working with the coop:
* no taxes are taken out of their pay;
+ collaboration with others, learning how to
collaborate;
*» the cooperative supports workers in their issues
with clients;
» everyone has family in the cooperative,
« they get paid in cash; and
* 'we get to know good people, the cooperative
coordinators help us a great deal.”
The disadvantages mentioned included:
* lack of stable “regular” jobs; almost all are one
day to the next;
*+ in other workplaces one can get legal services
and health benefits; and
* in a company workers can get social security
benefits.

IMMACULATE - “Composite Model”

I Project Background and Planning Process

Immaculate’s Latina Jobs Collective (LIC) was
founded in 1986 by the organization Immaculate, a
resource and support center which offers job services,
counseling, workshops and social services to “midlife
women.” The target population for the LIC is low-
income Latina women who are over forty, living in the
northern California area, and who face language and
other barriers in obtaining employment. Specific goals
of the project are: 1) to provide employment training
and job creation for low-income Latina women, 2) to
offer services for members to become more indepen-
dentand aware, and 3) to provide services and activities
that reduce their isolation in this culture. The collective
markets services in the areas of housecleaning, and
occasionally inchildcare and eldercare. Total member-
ship is 21 women, and the collective has one full-time
staff person who works as the coordinatorand is legally
an employee of the parent organization.

Because none of the persons who currently work at
Immaculate, including the executive director, were
employed at the time of the founding of the collective,
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no information is available on the planning and start-up
processes. Some of the collective’s more recent history,
however, is pertinent to understanding the situation
confronted today.

Similar to Can Do, the LIC experienced an early
period of fairly high levels of funding and rapid growth.
The present coordinator explains that this rapid growth
was unstructured, resulting in a chaotic situation when
she was hired in late 1990. There were no formal
policies or procedures, and many of the older members
were dominant because the rules favored them greatly.
Furthermore, the financial situation of the cooperative
was increasingly precarious; the cooperative lost cus-
tomers due to poor quality of service and foundations
began cutting back their funding. To cope with this
situation, the coordinator began working in 1991 with
alocal consulting firm. The goal was to re-examine and
revise the collective’s structure and procedures. Rec-
ommendations were made that two key aspects of the
organization’s structure be changed:

1) The points system: Previously, work had been
distributed according toa points system whereby
members accumulated points for attendance at
meetings. The greater the number of points, the
more seniority in receiving new work. The
problem with this system was that given the low
level of incoming jobs, older members always
received the bulk of new jobs, leaving newer
members without work.

2) The dues system: Because of the financial crisis
confronting the collective, a dues system was
proposed which would require members to pay
a percentage of hourly earnings to the coop.
Previously, members had paid a flat amount of
$2.00 per meeting ($16.00 per month) until
reaching a level of seniority, after which no dues
were paid.

During the restructuring process, disagreement
resulted in a number of members deciding to split off
from the coop. They were unwilling to support the
effort to change—specifically the proposal to change
the dues system. This gave other women, generally
newer members, a chance to obtain work and to imple-
ment the changes. Consulting has now stopped, and the
coordinator is attempting to impiement some of .the
recommended changes to improve the collectives’ fi-
nancial situation and group dynamics. However, she is
somewhat pessimistic about the possibilities of follow-
ing through on all of the necessary changes. She feels
that change is difficult when not all of the members are
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committed to the group; there is much individualism,
and a lot of inconsistency in participation and support.
Furthermore, when the group split, the women in
leadership positions who had been most active, left.
Those who stayed were 'less educated,” and less active.
.Current goals stated by the coordinator include reach-
ing economic self-sufficiency, obtaining member ben-
efits, and increasing member commitment and partici-
pation in the collective.

Il Financial Performance

The coordinator of the LIC stated that originally,
the program did not have a goal of financial self-
sufficiency. The program relied for many years on
grants, until money began drying up in the late 1980s.
In 1991, as the group was experiencing more and more
financial pressure, the cooperative adopted a system of
member donations. At present, income from these dues
provides approximately 18 percent of the actual bud-
get. Another 53 percent of the budget is covered by
grants from foundations. The collective is unable to
cover the remaining 25-30 percent of its approximately
$40,000 annnal budget, and consequently has been
subsidized by income from the general fund of its
parent organization for several years.

The major budget items include: salaries and ben-
efits ($29,000), rent ($2,289), and advertising. The
category of salaries and benefits includes that of the
coordinator, as well as one-fifth of the salaries of
Immaculate’s bookkeeper and executive director, who
provide fundraising, bookkeeping and accounting ser-
vices. The bookkeeper spends approximately 3-4 hours
a week on bookkeeping and accounting for the collec-
tive.

Currently the collective is trying to work towards
financial self-sufficiency, which will be reached when
all business and operating costs are covered by member
contributions. Self-sufficiency is projected in two years
time. According to the coordinator, the major issues in
breaking even include:

» Notenough demand for service, combined with

a highly competitive market (see below);

» Limited administrative capacity: There is only
one staff persons who is already overworked.
Consequently the collective has not been able to
bring more members in, which has limited the
amount of total income from worker dues; and

*» Poor worker commitmeni: Members are
primarily oriented toward meeting individual
needs, and do not share the goals of the project.
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Business Volume: Requests for service have
dropped drastically over the last two years as the
economic recession has worsened: One year ago, the
LIC distributed approximately 60 new jobs in the
month of July. Tn July of 1992, only 12 new jobs came
n. Furthermore, the coordinator noted that the house-
cleaning market in the area is highly competitive, with
many independent housecleaners who are willing to
work for much lower wages. The princtpal methods of
advertising include newspaper ads, the yellow pages,
church bulletins, referrals and customer recommenda-
tions (which constitute perhaps 20-25 percent of new
jobs), and flyers (distributed by the workers).

The collective does have a broader marketing plan.
According to the coordinator, however, it has not been
implemented because of lack of staff time. Factors that
give the collective a special 'edge” or competitive
advantage in an industry suffering from the recession
and high competition including the following:

+ Members are over 40, generally clder, more

mature and more responsible;

* The program provides assurances to customers
that workers sent out have training and are
dependable; and

* Theprogram’scommitment to non-exploitation:
Many customers are willing to support a project
that provides decent wages to women (versus
other agencies that pay very little to their
workers).

Quality Control and Job Turnover: The coerdina-
tor was unable to estimate how much work is lost
through poor quality of service or other external fac-
tors. The collective has no formal procedures for train-
ing members or evaluating their work, so quality con-
trol is difficult to implement. When there have been big
quality of work problems the coordinator has asked
members to engage in four hours of re-training, but
members have at times been unwilling to participate.

HI, Members and their Benefits and Services

The collective currently has 21 members. Over the
last year, there have been no new members, partly due
to internal restructuring, and partly due to the lack of
incoming work. Given the current staffing level and
business volume, the goal of the cooperative is to reach
a maximum desirable membership of 25.

Wages and Hours: Workers earn $10.50 per hour,
and pay eight percent ($0.75 per hour) to the coopera-
tive in dues. The average number of hours worked per
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week is 20, with a few members working more than
that, and many working between 8-10 hours. Of the
workers interviewed, all were obtaining additional
income from a second job (often housecleaning jobs
they have obtained on their own). The collective’s goal
is for each person to reach 35 hours.

Benefits and Services: There are no benefits for
members. The majority of members interviewed felt
strongly that health insurance of some kind should be
given to members. Several members said that even if
the workers themselves had to contribute to a fund, or
if the money for insurance had to come out of their pay
directly, it would be better than having nothing to
depend on if they get sick.

There are several different kinds of services avail-
able to collective members. Some are provided by the
collective and others are offered by the parent organi-
zation. Apart from her work doing job intake and
overall coordination, the coordinator also provides
translation services to facilitate communication be-
tween customer and worker, some social services 1o
members, and occasionally offers transportation to
new jobs. Services that the cooperative in general
provides include social and recreational events and
activities for the entire membership. One worker also
mentioned that the cooperative has some funds avail-
able for members who get sick. The service mentioned
as coming from the sponsor organization was access to
free health services such as the recent breast exams
offered to members of Immaculate by a local health
clinic. When asked what services they felt would be
most important toestablish, several workers stated they
would like to see the cooperative have a fund for loans.

Social Bengfits: The workers responses to ques-
tions about relationships and internal dynamics in the
cooperative varied considerably. Many members felt
that honesty, participation and unity could be im-
proved. They were fairly pessimistic, however, about
the possibility of changing group dynamics, saying
that “these things can’t be changed...people are that
way.” One person suggested that stricter selection of
new members could perhaps improve dynamics; an-
other mentioned that “the members should have more
responsibilities;” a third member said that she thought
maybe “discussion regarding human relations™ could
help the group.

Only one member (interestingly, the only single
woman interviewed) was very positive about the sup-
port/social function of the coop: “I have a lot of
fondness for the group. There [at the cooperative] I feel
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like T have family...In this country, you feel aban-
doned.”

IV. Organizational Structure and Internal
Governance

Legal Structure: The LIC is structured as a pro-
gram of Immaculate. The members are legally consid-
ered to be independent contractors who are individu-
ally responsible for all damages, personal injury, theft
etc.

Business Management: Since its founding in early
1986, the LJC has had three managers. The current
coordinator expressed frustration with aspects of her
work, including too many responsibilities, too little
pay, and insufficient support services such as training
for herself and for members. She also expressed con-
cern about the division of responsibility for the project,
specifically the fact that the parent organization has
decision-making powerovercrucial areas like finances.
This is problematic because the members are paying
dues, and paying a portion of all staff persons’ salaries,
yet there is no accountability to the collective. The
coordinator, as anemployee of Immaculate, is account-
able to the board of directors of Immaculate.

Internal Governance: At present time there are no
formal structures for member participation in gover-
nance. There was previously a Board of Directors,
composed of elected members, but the coordinator said
it became “‘a dictatorship” and eventually fell apart.
Similarly, committees have functioned in the past but
are not currently being used. The coordinator stated,
however, that despite the lack of formal structures for
participation there is democratic decision-making and
internal process, and shared responsibility for running
the meetings and carrying out certain functions like
collecting dues. At the beginning of each month two
new members are voted in—one to facilitate meetings,
and the second (o collect dues.

Workers expressed some dissatisfaction with the
fact that formal structures for participation no longer
exist, even though most were united in saying that prior
to being dissolved, the board and committees had not
functioned as they should have. Some members thought
the reasons for this were related to personality con-
flicts, while others stated that problems had arisen
when many members who were not interested in self-
governance and the well-being of the group were
atllowed into the coop.

With no formal avenues for participation, mem-
bers talk about ’cooperativismo™ in terms of “sharing,”
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pooling their money and providing each other with
support.

Decision-making: Day-to-day decision-making is
carried out by the coordinator of the collective. The
general membership meets twice a week in order to
distribute new work, pay dues, and discuss issues
related to the business and the collective. Members
indicated that the entire group is involved in decision-
making about key aspects of the collective, although
the opinion of the coordinator counts a lot. As men-
tioned above, the memberships’ lack of control over
management of finances has been a source of prob-
lems, with members wanting to know where the money
goes and what is done with it.

Member Rules and Accountability: There are few
policies or procedures that are codified or written down
on paper. The coordinator stated that the “cooperative
has been guided by customs rather than systems.”

Workers interviewed mentioned that the coopera-
tive has four rules, which are as follows: Correct
behavior; altendance at meetings; receiving a maxi-
mum of 20 hours per worker per week, to give all
members the chance to obtain work; and regular pay-
ment of dues. Workers gave mixed responses when
asked about the consequences for failure to uphold
their responsibilities:

“It doesn’t happen, there isn’t a time when we do
not comply.”’

“When somecne does not fulfill her duties, some-
times she loses a job, sometimes you see how irrespon-
sible a person is. They are now implementing
sanctions...it depends on the motive. These sanctions
are recent.” ' :

“If someone doesn't show up for work, for ex-
ample, the process is that {the coordinator] talks to the
person....she could lose the right to a new job.”

A common response to failure to comply with
responsibilities is to deny the person work for two
weeks to a month, or sometimes until they begin
complying with the rule again. While one member said
she thought this was effective, other members felt that
given the lack of incoming work, this type of sanction
was not much of a deterrent to anyone. “The punish-
ments that exist do not work. No one is deterred if she
is denied work for two weeks.”

The management assistance process entered into
with the consultants was specifically oriented toward
redressing this situation and setting up clear policies,
procedures and methods of enforcement. Members
spoke of the fact that when new systems were intro-
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duced, however, many group members rebelled. In
1992, when the L]C tried to implement a points system
stmilar to that of Rise and Shine (in which members
accumulate points for violation of rules), the majority
of the group decided to leave the coop. From 50
members, the group dropped to 20. Newer members,
however, were generally positive about the changes
that have taken place to the previous structure and
expressed hope that a stronger structure was going tobe
built.

Member Selection, Training and Evaluation: Ap-
plicants must be Latina women, forty years or older.
Although there is no formal process that is followed to
select new members, selection generally involves these
steps:

1) The coordinator does individual interviews with
applicants, followed by a general orientation to
the collective;

2) She then selects a pool based on specific needs
the cooperative has, for example for women
who speak English, who drive, and who are
more committed to cooperative development;

3) The pool chosen meets with the entire group;
and

4) The group decides who would best fit into the
coop.

Once a person has been selected, she is automati-
cally a member. There is no probationary period or
written contract that new members are asked to sign. A
verbal commitment to “be responsible, to participate,
and to support the coop’s goals” is expected from the
member.

The training process used by the LIC is primarily
on-the-job, and involves sending a new member to
work with an experienced member in one of her actual
houses. Workers do a minimum of eight hours of such
training. If there are work quality problems, the coor-
dinator usually requests that a worker do four hours of
retraining, although this has at times been difficult to
enforce,

Evaluations of work and quality control are prima-
rily implemented through telephone contact with cus-
tomers. The system that previously was used was to
send the customer a written evaluation form three
weeks after the member began working. Currently, the
coordinator follows up the first time a member works
a job with a telephone call to the client. The main
criteria workers are evaluated on are job skills, depend-
ability and punctuality, and overall responsibility.

In general, collective members felt that the current
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method of evaluations is fine, and that customers who
are unhappy will call the cooperative to let the coordi-
nator know. Only one worker responded that a stricter
system needs to be put in place: “It is important to get
feedback on how to improve. Right now no evaluation
is done after the first time. Thus, there is no way of
correcting problems [that occur later]. We need this to
motivate the group.”

Distribution of Work: Work is distributed on a
seniority basis, although a member can get only one job
per meeting. The priority that a senior member has is
that she can choose which jobs she wants. Currently
there is a maximum of 20 hours per worker per week
imposed, because of the shortage of work. Jobs that are
recommended by a customer for a particular worker go
to that worker directly. The coordinator stated that the
women rotate on a monthly basis to do jobs distribution
during the meetings.

Grievance Resolution: The LJC does not have a
grievance resolution process. Members responses about
how to deal with grievances, in the absence of a formal
system, were varied: One member said the procedure
was to go and speak directly with the coordinator;
another said that there was no procedure, and that
workers had to accept decisions that were handed
down.

Firing a member: The coordinator mentioned that
to her knowledge, no one has ever been fired by the
coop. Clients have, however, fired workers and re-
quested replacements. There is no codified mechanism
to fire a member.

V. Overall Evaluation

Coordinator’s Evaluation: When the coordinator
was asked whether she thought the project was suc-
cessful, she said “In some ways, ves:

* Everyone is working, and work is fairly

distributed; '

* There is open communication now;

* There is a new sense of trust and comfort within

the group; and

* Work quality has improved and complaints have

gone down.”

She attributed this success to the collectives’ work
with the consultants, and specifically to the fact that
when new systems were adopted, those who were
unwilling to support positive change left the group.
This gave other newer and generally more committed
members the opportunity to begin having a voice and
implementing the changes.
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When asked what the most challenging aspects of
developing worker cooperatives are, she mentioned the
following:

» There is such a mix of members, each of whom
has different needs. It's difficult to reconcile
individual needs for higher earnings and the
collective need for economic self-sufficiency.

* MONEY! The lack of money to operate the
program effectively.

» The lack of knowledge about cooperative
organization and development.

*» The difficulty of developing a unified,
cooperative group with people who have “very
basic skills, and many are semi-literate.”

Executive Director. Parent Organization: When
asked how she rated the coop’s success in meeting
member’s needs, the executive director stated “Fair to
good.” The primary success, from her point of view, is
simply survival—"it’s a measure of success that the
collective continues to exist and serve Latina women
and get funding.” Beyond survival however, the execu-
tive director also felt that the restructuring process has
been a success, because a planning process was out-
lined. changes were implemented, and the group was
streamlined, leaving a core of like-minded members in
the group. One unresolved issue is the effect of the
restructuring process on the collectives’ financial situ-
ation. Since changes in the dues system were imple-
mented at the same time as the recession, it has been
hard to evaluate the effectiveness of the new system.

Ways in which the director feels the cooperative
has not been successful include:

» Not providing enough jobs;

* Not providing enough benefits, for example,

health insurance; and

* Notbeing considered the employer brings some
problems because it reduces the coop’s control
over the quality of work, over benefits that can
legally be provided, and over the ability to
provide bonding orinsurance for their operations.

The executive director stated that the economic
recession is the biggest issue currently faced by the
collective, since housecleaning services depend on
discretionary income. They have contacted the Execu-
tive Service Corps to help them with a new marketing
plan, including developing new approaches to get
customers such as contacting non-profits for contracts.

In retrospect, the executive director stated that a
broader, more advocacy-based model should perhaps
have been developed. The “referral service is a band-




Nancy Conover, Frieda Molina, Karin Morris

aid approach to employment, because you’re not able
to work with a large number of women, and because
you can’'t make major changes in the economic struc-
ture.”

Member Evaluations: The biggest issue raised
repeatedly by workers interviewed for the survey, and
named by all as the major problem confronted by the
coop, is the lack of incoming work. Several workers
were not optimistic about the financial situation, say-
ing there was nothing that could be done since the
problem is “of the whole country.” Other areas that
workers feel need to be addressed include:

* The creation of committecs, and greater

delegation of responsibilitics;

» Creating more sincerity—there’s a lack of

honesty;

+ Developing more interest in being in the group,

selecting for less individualistic people; and

* Asking for a commitment by workers to

constantly try to improve the collective.

It’s interesting to note, however, that even though
some workers—oparticularly those who have been in
the cooperative longer—made criticisms about the
way the cooperative is currently functioning, all work-
ers interviewed were generally positive about changes
that have been implemented and optimistic about the
possibility of other changes taking place. All agreed
with the coordinator that there is more justice in the
cooperative now, in terms of a more equal distribution
of work and everyone having the right to speak: “there
is more order now and there are more work opportuni-
ties.” Most felt that members have become more aware
of their responsibilities now. One worker said: I feel
that things have changed in a positive manner. We're
trying to be more independent and the group is trying
to be more responsible in giving better services.”

Workers were also aware of the extent to which the
LJC has been able to address critical needs such as the
isolation of immigrant women in a foreign culture and
the limited job options for women who have never
worked outside of the home before. Many also men-
tioned the fact that without the LIC, they would be
earning perhaps one-half of their current income.

ADELANTE 2: COOPERATIVA LUZY SOL -
“Organizing Model”

I. Project Background and Planning Process
The Cooperativa Luz y Sol was the first coopera-
tive to be organized by the community-based organiza-
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tion Adelante. Luz y Sol opened up for business in
March of 1990, after organmizing since August of 1989,
At that time Adelante’s main organizer had facilitated
a series of community meetings to look at urgent
issues. Most of the participants turned out to be Latina
women, who identified the lack of employment oppor-
tunities as a primary issue. Initially, when the idea of a
cooperative was proposed, ten people expressed inter-
est; over the course of four months of meetings and
trainings, as people realized that work was not going to
materialize immediately, membership fell from ten to
four. Today, the cooperative has built up its numbers to
eleven members, of whom only two are original
founders.

Perhaps because Cooperativa Luz y Sol was the
first cooperative developed using the Adelante model,
it experienced more difficulties reaching economic
self-sufficiency and developing leadership than the
other coops.® Luz y Sol has gone through many mem-
bership changes and ups and downs over the last few
years. Adelante states that its relationship with the
cooperative has been distant for some time because
members are not very interested in becoming active in
community issues. This may be changing, since Luz y
Sol last year elected a new President who approached
Adelante to try and renew their relationship.

II. Financial Performance

Very little financial information was obtained on
Cooperativa Luz y Sol. Neither the President of the
cooperative nor the chair of the Finance Committee
had estimates of current income and expenses. Unlike
the other cooperatives organized by Adelante, Luz y
Sol has most of its accounting and bookkeeping taken
care of by the secretary of the local church that spon-
sors the coop. Very rough estimates were that monthly
expenses average $335, with some months experienc-
ing a slight shortfall in income to cover expenses.
Workers were not sure whether the cooperative has any
foundation or private funds from which to draw, or
whether economic self-sufficiency has been reached.

HI Members and their Benefits and Services

Hours and Wages: Most members of Luz y Sol
cooperative work less than 20 hours a week for the
cooperative. They would work full-time for the coop-
erative if they could, but the lack of incoming jobs has
meant that most of the women work jobs outside of the
coop. Members earn $10.50 per hour, and pay $1.00
per hour to the cooperative in dues,
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Benefits and Services: Members receive no ben-
efits. The most important benefit members would like
to see is health insurance. In terms of services, the
cooperative is able to offer members one-time loans to
purchase a car. Members state they would like to see a
larger loan fund available for other types of loans, and
also that they would like to form a credit union.

IV. Organizational Structure and Internal
Governance

Legal Structure: The legal structure of the coopera-
tive is the same as the structure

used in the Adelante model, in which cooperative
members are independent contractors and are encour-
aged to obtain their own business licenses. Luz y Sol
acts as a marketing and administrative cooperative,
with agreements between each member and the coop-
erative,

Internal Governance: The Cooperativa Luz y Sol is
slightly different than the other Adelante cooperatives
in that it does not have the same committees and
governance structure. Unlike the other coops, Luz vy
Sol has the position of a president. The president’s
main function is to facilitate the meetings and ensure
overall coordination. It is an elected position with no
time limits. The following committees exist:

* Publicity committee;

* Finance Committee; and

* Cooperative Committee (acommittee consisting

of the two members whom Luz y Sol elects to sit
on the Jobs Cooperative Committee).

Previously there was a committee for “Points and
Rules”, but it was dismantled because members felt it
did not function the way it should. Members of each
committee work for six to eight months, and then all
positions are rotated. As with the other coops, partici-
pation in acommittee is a requirement of membership.
Like the other cooperatives also, Cooperativa Luz y Sol
also pays for a bilingual secretary.

When asked in what ways the group functions as a
cooperative, the President stated that "a cooperative is
created to cooperate and to unite a group. We are
working well in this regard. We all work together to do
publicity.” She said that all decisions are made by the
group—committees and individuals can propose things,
and the entire group votes.

Member Se¢lection, Training and Evaluation; Cur-
rently the process for bringing in new members in-
volves filling out an application, attending three meet-
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ings, and then having one’s application be accepted or
rejected by the entire membership. There is no official
vote, but everyone’s opinion is taken into account.

When the cooperative first started, the training was
structured by Adelante to include instruction from a
professional housecleaner and hands-on practice in
three volunteer houses. Currently, the cooperative only
requires a new member to do training in one volunteer
house, usually for three or four hours. The trainer
decides whether or not the person may need additional
training, and follow-up is also done by the secretary on
the first few jobs a new member works. Apart from
these initial evaluations, there is no reguiar method for
evaluating quality of work.

Distribution of Work: Previously, Luz y Sol used
the same system as the other coops—a points system
whereby points are gained for attendance and partici-
pation, and lost when a member obtains a new job or
fails to participate. The president stated that the system
had not worked for them because only the most senior
women, those with most points, received incoming
work, Apparently, people with less time in the coopera-
tive could not catch up. The system they now use is
based on seniority, but limits each member to one new
job per meeting, such that if there are eight new jobs,
eight people will get a new job. Previously, two or three
people could have taken all eight jobs.

Member Rules and Accountability: Cooperativa
Luz y Sol uses aform of the points system that the other
Adelante cooperatives use, even though it is no longer
used for distributing work. For example, members who
fail to attend meetings accumulate points, one point for
each meeting missed, and upon reaching 25 points a
person is kicked out. For some types of problems, the
sanctions used involve a loss of rights—such as not
being allowed to obtain new work—rather than accu-
mulation of points. Upon violating such rules three
times, members are expelled from the group. When
questioned, members were not clear on either the rules
of the cooperative or the sanctions that accompany
them.

According to the president, the main area of prob-
lems in terms of accountability is with member partici-
pation in governance, since workers generally uphold
their responsibilities on the job. The specific areas
mentioned as problematic included failure to attend
meetings and to pay dues ontime. Members felt that the
difficulty in obtaining accountability was not so much
the lack of a procedure but rather the lack of enforce-
ment of rules the membership has agreed to uphold.
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V. Overall Evaluation:

When asked about the advantages of working with
acooperative, workers mentioned wages that are higher
than those paid in local factories, and flexible sched-
ules allowing the women to accommodate the needs of
their families. Members also gave the current structure
of the cooperative a favorable evaluation, particularly
in comparison with how the cooperative had operated
in the past. The president voiced this when she stated
that, 'before, we didn’t have any control over our
mongey, and now we do. Before, people often would
miss the meetings, and now, since we have made the
new rules, this has also changed. Before, there were
two people who bossed us around a lot. Since they have
gone, we have done a lot better.”

At the same time, members mentioned as the
biggest ’failures” the fact that there are members who
do not pay their dues and that the cooperative has not
been able to grow very much. Some members also saw
as a 'failure” the fact that the cooperative is not able to
provide benefits to the membership. Their main goal at
this time, and the reason they have resumed their
relationship with Adelante, is to expand the member-
ship and income potential of the cooperative. Unlike in
some other cooperatives organized by Adelante, there
was no mention of other personal skills or cooperative
development goals.

ADELANTE 3: COOPERATIVA PROGRESO -
“Organizing Model”

1. Project Background and Planning Process:

In July of 1991, Adelante began sending two rep-
resentatives of the Angelica cooperative to the town of
Progreso to see if a cooperative could be organized
there. They came for several months, but were unable
to get a stable group together. In November, after
requesting the help of a local woman who had been
going to Adelante’s community meetings for over two
years, they were able to get a group of eight or nine
people together. Like the other cooperatives, Progreso
was able to obtain a $1,000 start-up grant from the Jobs
Cooperative Committee. The cooperative opened for
business in March of 1992, and currently has ten
members.

II. Financial Performance

The Progreso group has not yet reached economic
self-sufficiency, although they are hopeful that this will
be achieved fairly soon. The cooperative recently cre-

ated a new committee, the Activities Committee, spe-
cifically with the aim of raising money to be able to
begin covering all of their costs. Sources of income at
present include:

+ Worker contributions: Workers pay $0.75 cents
per hour worked to the cooperative in dues,
providing a total monthly income of between
$200 and $250; and

» A $1.000 loan from the Jobs Cooperative
Committee. :

Estimates of monthly expenses are between $400
and $500 per month. The main expenses are the
coordinator’s (bilingual secretary’s) salary, which usu-
ally averages about $300 per month, and the telephone
bill, which averages about $50 per month.

The main cobstacles that Cooperativa Progreso has
confronted in reaching self-sufficiency include:

» Not enough customers and demand for service;

and

» Problems with administration: Specifically, the
group has had significant turnover in
coordinators, in part due to lack of supervision
and accountability to members. Cooperative
members claimed the last coordinator was
inefficient, and made many unnecessary phone
calls, creating unnecessary work for herself in
order to charge more hours to the cooperative.
When the last coordinator was fired, the
cooperative suffered job losses when the business
telephone got transferred from the coordinators
home to a new number. :

Business Volume: Cooperativa Progreso has no
marketing plan, but new work is obtained through
various sources, including:

* The distribution of flyers at private homes;

« Business cards, which each member gives to her
clients so that they recommend the service to
friends/neighbors; ’

+ The posting of flyers at clubs and in office
buildings; and

+ Newspaper articles, especially those written
when the cooperative first started business, which
brought in quite a lot of jobs.

The cooperative does not have any ads in newspa-

pers right now, but they are hoping to be able to do so
s0on.

III. Members and their Benefits and Services
Wages and Hours; The members of Cooperativa
Progreso earn $10.00 per hour, and pay $0.75 per hour
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worked to the cooperative in dues. Of the ten members,
none is working full-time, and only three are working
about 20 hours a week (more or less one job per day).
Most of the other members have part or fuil-time jobs
outside of the coop, and there are a few people who
work for the cooperative on Saturdays only.

Benefits and Services: The cooperative currently
has no benefits for its members, although the goal is to
one day be able to obtain health insurance.

IV. Organizational Structure and Internal
Governance

Legal Structure: The legal structure of the coopera-
tive is the same as the structure used in the Adelante
model. Members are considered independent contrac-
tors responsible for their own taxes and liability. The
coop is an unincorporated entity formed under the
sponsorship of a local church.

Internal Governance: As with the other coops, the
main form of participation in governance is through the
worker committees. All members of the cooperative
are required to participate actively in one or more of the
following committees: Finance committee, Rules and
Points Committee, Publicity Committee, and Activi-
ties Committee.

Since the cooperative does not have its own board
or governing committee, most of the coordination
functions are done by the Rules and Points Committee.
For example, it is the Rules and Points Committee that
does the weekly agenda for the coop’s meetings, and
also facilitates these meetings. The committees were
initially trained by Adelante’s organizer, and currently
the plan is that new members will continue to be trained
by this person rather than by a member in the commit-
tee. The committees are set up to be rotated every six
months.

There are several other leadership or management-
type positions, including the position of bilingual coor-
dinator, which has the same functions as in the other
cooperatives, and also ad-hoc groups, formed for spe-
cific time-limited purposes. For example, an ad-hoc
group consisting of the heads of each committee occa-
sionally gets together to interview new applicants, and
to evaluate the bilingual coordinator. When new func-
tions and tasks need to be performed, the organizer
from Adelante provides members with the training and
experience they need.

When asked about difficulties in obtaining mem-
ber participation in governance, one of the group’s
founders said that there had been a few cases of people
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who did not want to participate or respect the
cooperative’s rules. However, the cooperative has never
confronted the situation of someone refusing to serve
onacommittee, and the founder was not sure whatkind
of sanction would be carried out. She stated that they
are in the process of discovering the gaps in their
procedures and of developing new policies to deal with
them. In general, however, she emphasized that partici-
pation is obligatory, and that the system they use to
ensure accountability also works to maintain high
levels of worker participation.

Member Selection, Training and Evaluation: Per-
sons wishing to apply to join the cooperative generally
go through the following steps:

1) Attendance at three meetings of the coop. At the
first meeting, the head of the Points and Rules
Committee gives the applicant written
information outlining rules, points system etc.

2) An interview, generally led by an ad-hoc
committee composed of one person from each
of the committees.

3} A vote is taken by the entire group. All members
participate in asking questions to determine the
applicant’s interest and commitment.

4) Training in housecleaning.

Workers who were interviewed menttoned that
previously, the selection and entry process had been
slightly different, with the applicant not being evalu-
ated by the entire group until after receiving house-
cleaning training. The process was changed when there
were several cases of women who applied, received
training, and then left the group, resulting in a great loss
of time and money, since the housecleaning trainer is
paid. -
Training consists of three hours of on-the-job in-
struction and practice. The current person doing train-
ing for the group is amember whose work is considered
to be of very high quality. She stated that the process
being used now appears to be sufficient, although she
agreed it is impossible for new members to learn all of
the different products and their uses in three hours. For
this reason, the cooperative requires that the bilingual
coordinator go to new jobs with members, so thatevery
time, the client’s products are reviewed and the cleaner
is thoroughly instructed on how to use products she is
not familiar with.

Following the first time that a member works a job,
the bilingual coordinator also has the responsibility of
calling the client to do a follow-up. If there are prob-
lems, the coordinator communicates with the Rules
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and Points Committee, which then deals with the
worker. The coordinator also keeps a written record of
complaints in each person’s file. The Progreso Coop-
erative also did a one-time overall evaluation of the
service by asking all clients to fill out and return an
evaluation form. Members hope that such regularevalu-
ations will become a standard aspect of their opera-
tions.

Member Rules and Accountability: The coopera-
tive uses a similar points and rules system as the other
cooperatives: Members gain points for attendance at
meetings, English classes, for participating in doing
publicity, and for making special efforts like cooking
food for fundraisers; they lose points every time they
get a job, and whenever they miss English classes.
Attendance at English classes is considered to be
almost more important than attendance at member
meetings.

Most of the coop’s other rules—relating to work
quality issues and appropriate participation—appear
to be enforced through the second system used by the
Adelante coops, namely giving verbal warnings after
the first and second infractions, and expulsion upon the
third violation of a rule. The Rules and Points Commit-
tee is responsible for dealing with violations of rules or
responsibilities, although the bilingual coordinator is
responsible for communicating work quality prob-
lems, or problems that a ¢lient has with a worker, to the
committee after receiving the complaint by telephone.

Members feel that the system they use is effective
in maintaining accountability and responsibility of the
membership: "If you don’t cooperate, you don’t work.”
When asked whether they had confronted the problem
that other groups have confronted, namely that mem-
bers with more points can afford to violate certain
policies, such as attendance at English classes, one
member said that they are in the process of reviewing
and refining their policies. It is important to point out
that most violations of rules are dealt with using the
second system of allowing a maximum of three viola-
tions before someone is expelled.

V. Overall Evaluation:

As with the other cooperatives spawned by
Adelante, it is interesting to note that members of
Progreso, who originally entered into the cooperative
with very material goals, now speak with great pride of
their non-material achievements. Several members
mentioned that learning how to run a meeting and
speak in front of a group were important personal
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suUCCEsses.

The cooperative also offers the women numerous
benefits notavailable in other jobs they have previously
held, including English classes (for a few members,
this was more important than any other service the
cooperative provides); higher pay; friendship and sup-
port; flexibility in their schedules; and participation in
decision-making through member meetings.

On the other hand, members mentioned certain
aspects of the cooperative that they feel need improve-
ment. Members mentioned that commitment to carry-
ing out the responsibilities of committees could be
improved, especially in the case of the Publicity Com-
mittee. The low level of incoming work, and therefore
of income for the cooperative as a whole, is of concern
for many. In addition, members frequently mentioned
the lack of health benefits as a disadvantage of working
with the cooperative.

ADELANTE 4: COOPERATIVA SOLY LUNA -
“Organizing Model”

L. Project Background and Planning Process

Cooperativa Sol y Luna began operations in June
1992, after a four-month organizing process. The coop-
erative was sponsored by the Bilingual Cultural Center
in northern California, a member organization of
Adelante, to create jobs and leadership development
forlow-income, monolingual Latina women. One part-
time coordinator (bilingual secretary) works as the
only staff person. As with the other cooperatives in the
county, Adelante’s goals are leadership development
and community organizing, as well as job creation.
When asked, members expressed goals ranging from
employment, and increased income and security, to
increased opportunities to learn skitls in running the
cooperative.

Sol y Luna’s planning process followed that of
Adelante’s other cooperatives. First, the Bilingual
Cultural Center contacted Adelante to host a series of
cooperative organizing meetings. The focus of these
meetings was to educate low-income Latinas about
community politics and economics (AFDC cuts, how
city hall works, etc.) as well as cooperative develop-
ment issues. Adelante staff and leaders of the Angelica
cooperative offered biweekly trainings in the areas of
finances, public speaking, meeting facilitation, and the
policy development. Once a solid group of twelve
women had come together, members decided to close
the group until all the women had as much work as they
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needed. No financial projections or business planning
was undertaken prior to start-up; instead, the members
of Sol y Luna studied the business operations of other
Adelante coops, and received financial administration
and marketing tips from the director of the Bilingual
Cultural Center. Like the other cooperatives based on
the Adelante model, Sol y Luna started off with a very
low overhead: $1,500, which included a $1000 grant
from the Jobs Cooperative Committee and a donation
from church members and the sponsoring organiza-
tion.

I Financial Performance

At the time that cooperative members were inter-
viewed, the cooperative had only been in operation for
about six weeks. Projections are that the total annual
budget of the cooperative will be between $5,000 and
$6,000. Administrative costs are averaging about $500
per month, of which about 25 percent currently is
covered by income from worker contributions of $0.50
per hour worked. Another $0.25 per hour worked goes
to petty cash to cover office expenses, which keeps
financial record-keeping simple. Self-sufficiency is
defined by members as covering all costs of operation.
Members know how many hours they need to be
working on average in order to break-even, and they
expect to reach this within the next few months. Be-
sides worker contributions from jobs, income is also
expected through the fundraising activities of mem-
bers.

Marketing activities are primarily the responsibil-
ity of the publicity committee, although members
emphasize that the coordinator must “sell”’the coop’s
services to first-time callers. Most advertising is cur-
rently through a regular classified ad in a local newspa-
per. A newspaper article written right when the coop-
erative opened for business brought the group high
visibility and lots of first week calls. Members plan to
begin to distribute flyers soon, and have offered special
discounts to clients who bring in new referrals.

Members believe that the housecleaning business
is a good industry to be involved in their rural county
right now. There is very little competition from other
companies, since there is only one in the area, and
limited competition from other independent contrac-
tors.

III. Members and their Benefits and Services
Hours and Wages: Members charge $8.00 per
hour, and take home $7.25 as independent contractors.
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Currently, members are working an average of five to
fifteen hours per week. Most housecleaning jobs that
the cooperative is receiving are regular, weekly jobs.

Benefits and Services: Members are not offered
any benefits at this time, although the cooperative
covers the cost of any damage done to a client’s
property on the job. Services available to the member-
ship include English classes provided by the sponsor,
and paid for by the coop.

IV. Organizational Structure and Internal
Governance

Business Management: Management is basically
through member committees, although the Points and
Rules Committee, together with the coordinator, take a
lead role in management. Day-to-day activities of
running the cooperative are carried out by the bilingual
coordinator, hired to work as the liaison between cli-
ents and members. The main skills desired in the
coordinator are bilingual ability, commitment, and
compatibility. The coordinator receives calls for ser-
vice, translates during first visits, receives job evalua-
tions and makes regular reports at cooperative meet-
ings. The cooperative has had three coordinators in a
very brief period of time, but apparently the turnover is
not for internal reasons or lack of capability. There has
not been any worker turnover at all.

Internal Governance: The cooperative is governed
by five committees, with two to three members on each
committee. As with all of the Adelante cooperatives, it
is a requirement of membership to participate in a
governance committee. The committees consist of:

* Finance Committee: Administers and supervises
allfinances, including all payables, hours worked
by members, financial reporting of income,
expenses, balances;

* Publicity Committee: Plans and carries out all
marketing;

+ Pointsand Rules Committee: Monitors the points
system, educates members about rules, organizes
monthly meetings, evaluates the bilingual
coordinator (together with Adelante’s organizer);

* Training Committee: Handles basic
housecleaning training; and

* Activities Committee: Organizes fundraisers.

When the members were first organizing them-
selves, they joined commitices based on their area of
interest. They received an in-depth training from
Adelante before start-up. Currently the committee sys-
tem is structured so that members serve staggered




terms on committees for six months, thus ensuring that
at least one person stays on to train new members when
the committees rotate. Support for member training in
committee functions will also be available from the
Adelante staff.

Tworepresentatives from the cooperative are elected
every six months to represent Sol y Luna on the Jobs
Cooperative Committee, which oversees all the Adelante
coops. The general membership meets on a weekly
basis to distribute jobs and points, review and decide on
cooperative policies, make decisions about new mem-
bers, and make financial and budget decisions, al-
though the latter have not yet come up. Group decisions
so far are by consensus. Members who were inter-
viewed said that so far, there have not been any prob-
lems with member participation in governance.

Member Selection, Training and Evaluation: So
far, no new members have been brought into the coop.
When the time comes to do so, potential members will
be selected from the waiting list with the assistance of
Adelante. Selection will be based on ability to make the
commitment asked for and need. Once the cooperative
decides to admit an applicant, she will need to attend
two meetings and English classes, and will need to join
a governance committee. New members will also sign
a contract between themselves and the cooperative. All
incoming persons will pay $5.00 to enter; and thereaf-
ter members will pay $5.00 per month to cover the cost
of training.

Housecleaning training for members is done by a
paid consultant. There is no evaluation of skills prior to
beginning to work for the cooperative. The cooperative
plans to carry out regular evaluations of the quality of
work done by members. These will be distributed to all
clients, collected by the coordinator, and then brought
to the whole group for review. If there is a need for
corrective action or training, the group as a whole
recommends this.

Distribution of Work: Work is distributed through
the same points system used by the other Adelante
coops. Members get points for participation on com-
mittees, fundraisers, attendance at meetings and En-
glish classes. Those with the highest number of points
get the first crack at jobs offered, and can take as many
jobs as are available. Members lose points with each
job they take on, and also when certain rules are broken.
Members interviewed think its a good system, since it
encourages participation and compliance with the rules.

Member Rules and Accountability: Members must
report all jobs and all money received to the coop. They
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are also required to pay their dues on time, attend
English classes, and work on committees. The rules in
use were basically adopted from the Adelante model—
they were presented during the initial organizing meet-
ings, discussed in the Points and Rules Committee,
then adopted by the whole group. Accountability to
rules and sanctions is enforced during weekly member
meetings; generally the Points and Rules committee
brings violations up, and the whole group decides if
sanctions should be applied.

V. Overall Evaluation

Members interviewed felt that the cooperative has
been successful, both in finding them jobs they would
otherwise not have gotten (because of language) and in
giving them a way to work together and learn new
skills. Members expressed great satisfaction with self-
governance, and with the fact that “we didn’t start as
friends but now we're working as family”” Members
also mentioned that the cooperative offers them higher
pay, and better workirig conditions than other jobs that
would be available to them. An active member who was
interviewed emphasized the benefit of “learning new
things like finances” over the possibility of working on
her own as housecleaner. Another advantage cited by
several members was the coop’s policy of covering
accidental damages.

Lack of transportation to far-flung clients, which is
a much greater issue in rural areas, was the main
disadvantage of housecleaning work cited by the mem-
bers. Apart from this, there were no other major issues
that appeared to be problematic. At the present time it
is too early to predict financial success for the coop. In
the future, members plan to raise dues, and to put aside
some of the increase in income to help start-up a new
cooperative for men.

WINNER JANITORIAL “Entreprenuriai Model”

1. Project Background and Planning Process

Winner Janitorial was founded in 1982, in northern
California by a teacher of English as a Second Lan-
guage and a group of Chinese-speaking students. At the
end of the 1981 school year the students asked their
teacher to continue classes during the summer, and
offered to pay $10 per month per student. The teacher
suggested that the money instead go into a community
fund. In 1982, with $1,200 saved in the fund, the
teacher met someone who worked in the janitorial
business. This person suggested the idea of a coopera-
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tive janitorial business, and when the idea was raised
with the students, they expressed interest, Together,
they decided to pursue the idea.

The original goals of the coop, according to the
teacher (turned business founder), were to address the
employment and language needs of the Asian immi-
grant community. A cooperative structure was chosen
because it was deemed important that members have a
share in ownership of the business and in the decision-
making process.

No planning process was everundertaken: Accord-
ing to the founder, “We didn’t believe in it, it takes too
much time. We knew what we had to do.” The founder
himself was in charge of the development of the busi-
ness prior to start-up, and the only assistance he re-
ceived was free consultation provided by his friend in
the janitorial business. This was primarily in market-
ing, job training, and financial management issues. No
one involved in the start-up process had any prior
experience in cooperative or employment develop-
ment.

Prior to start-up, workers were recruited {from the
ESL class, the only criteria being their willingness to
work. They received janitorial on-the-job training. No
major problems were experienced in this phase. The
business was opened with $500 obtained from the
students’ community fund, an amount which the founder
considered to be sufficient for start-up.

II. Financial Performance

Today, the total annual budget of Winner Janitorial
is $200,000. The business has turned a profit for eight
years now, although the founder mentioned that earn-
ings have been declining since 1988, when the business
grossed $500,000. With the earnings from that year,
Winner Janitorial bought the building/warehouse it is
currently housed in. The cooperative reported contin-
ued monthly losses in early 1992. When asked about
the difficulties in reaching and maintaining profitabil-
ity, the founder referred primarily to poor management
issues. He stated that sales had begun to decline when
poor managers were hired, and that it is difficult to find
good managers who can work well on their own. In the
case of Winner Janitorial, he mentioned that the prob-
lems were exacerbated because of the board’s lack of
time to oversee the business and lack of experience in
business development and management.

Business Volume: The cooperative has janitorial
contracts with retail stores, schools and offices. The
cooperative does not have any marketing plan, and new
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contracts are obtained through one-on-one contacts
and calls to potential customers; monthly mailings to
businesses; and distribution of flyers. Winner’s staff
did not feel that the recession has had an impact on their
business volume. They stated that the janitorial indus-
try is doing well on the whole, and although wages may
be declining, they have not seen a drop in contracts.
Given the need for aggressive bidding on contracts,
Winner Janitorial emphasizes its cooperative structure
as a way of getting an “edge” in a highly competitive
market.

III. Members and their Benefits and Services

Currently Winner Janitorial has 15 paid personnel,
12 of whom are considered members, and three of
whom are employees.

Wages and Hours: Wages vary according to jobs.
The minimum a worker earns is $6.25 per hour, but all
workers additionally receive a percentage of the total
earnings from a job. The founder was unable to give an
estimate of the number of hours that each member or
employee works, stating only that some people work
part-time, some work full-time.

Benefits and Services: Workers at Winner Janito-
rial receive full health and dental benefits, as well as
paid vacation time. The cooperative does not provide
any services to its members.

IV. Organizational Structure and Internal
Governance

. Legal Structurg; From 1982-1985, Winner Janito-
rial was legally structured as a partnership. The main
reason for this was that a partnership seemed to be the
easiest way to start up a business and later covert to a
cooperative. From the outset, the goal was to become
a coop, and eventually, in 1985, Winner Janitorial was
able to incorporate as a cooperative and develop its first
board.

Not all workers in the cooperative are members.
Some of Winner Janitorial’s workers are members, and
some are employees. All employees are eligible to
become members once they have completed the equiva-
lent of six months of full-time work with the coop.

Business Management: Management of the busi-
ness i1s shared between the manager himself, whose
work focuses on marketing, customer relations, and
overall administration, and a work supervisor, who has
primary responsibility for personnel management,
worker supervision, evaluation and firing, and quality
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control. Winner Janitorial has had five managers since
its founding, including the original teacher-founder.
He was the original manager in 1982, he later resigned,
and then in 1991 he re-assumed the job of manager,
primarily because the business had been going through
a financial decline under the new managers who were
hired.

Internal Governance: The cooperative has two
formal structures for member participation: a board,
and a finance committee. The board has primary re-
sponsibility for proposing or approving major person-
nel policies, for approving applications for member-
ship fromemployees, and for reviewing and approving
major financial decisions. The manager reports di-
rectly to the coop’s board. The finance committee
reviews financial statements and makes recommenda-
tions to the general membership and the board. In
addition, in its regular meetings, the general member-
ship makes decisions about how surplus is distributed,
and also reviews business performance.

When asked about member participation in gover-
nance and management of the cooperative, the founder
was generally very pessimistic. He stated that the board
was not very active, that it probably could have re-
ceived better training, and that it did not understand its
own role or his job as manager. Several times over, he
implied that there were two main issues that impeded
effective worker participation: Firstly, that “Workers
do nothave any understanding of coops,” and there had
been much less interest in self-governance than he had
expected when the cooperative was first started. Sec-
ondly, the founder stated that the janitorial industry
attracts people looking for temporary and transient
jobs, and therefore “it’s the nature of the industry—
people aren’t interested....”

Member Selection, Training and Evaluation: Al-
though Winner Janitorial was initially developed to
benefit the Asian immigrant community, the coopera-
tive is currently open to anyone who wishes to join. The
only selection criteriais a person’s willingness to work.
After a person calls to inquire about work, he/she goes
through the training process, and thereafter begins
working. All incoming workers receive an orientation
about their rights and responsibilities, and about the
benefits they receive as a result of belonging to a coop.
There is no probationary period, and no contract for
workers unless they decide to apply for membership, in
which case legal papers must be signed.

Training is carried out by the work supervisor, and
is a mixture of on-the-job and in-house training. Ac-
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cording to the founder, regular evaluations were done
in the past but are currently not being conducted. Job
skills are the most important criteria for evaluations,
and while there are ’always problems” in this area,
according to the founder, quality control has not been
a major issue for Winner Janitorial.

Member Rules and Accountability; Winner Jani-
torial has no formal procedures relating to fulfiliment
of responsibilities or grievance resolution. The work
supervisor has direct responsibility for bringing qual-
ity control issues to the attention of individual workers
as necessary. The founder thought that if a worker
disagreed with a work supervisor’s decision, she or he
would first speak directly with the supervisor, and if
there was not resolution, could then go to the manager,
and thereafter to the board.

V. Overall Evaluation

Despite some of the remarkable financial suc-
cesses that Winner Janitorial has beenabie torealize (in
particular well-paid employment and full benefits for
its workforce), the founder interviewed for this survey
was generally very pessimistic about the current and
future outlock of the coop. He stated that the business
has been “poor” in meeting the needs of its workers
because the project "doesn’t function as a coop” and
“people have not become involved in management.”
He originally thought that people would be interested
in self-governance, but now sees no commitment from
people and no understanding of the idea of coops.
Although he originally blamed the workers for this, he
now says that they could nothave acted any differently:
“they had not had any previous experience working in
coops, they were not living together, they had no
community in common, so it made sense that they
would not be interested in working collectively.” The
main reason workers continue with the cooperative is
because they get grealer financial benefits than they
could get elsewhere in the janitorial industry, where
companies often provide low-paying and unstable
employment.

There are no plans to try and redress the issues of
worker participation and involvement in the coopera-
tive. The founder was of the opinion that the coopera-
tive will soon fold, not so much due to financial
problems but rather due to the lack of interest. He stated
that in retrospect, if he could do things differently, he
would not have started a coop. He would perhaps have
begun with a business, or done nothing at all, but not
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started acoop, because “worker participation and com-
mitment are essential and so difficult to develop.”

HELPING HANDS HOUSECLEANING
COOPERATIVE - “Composite Model”

I. Project Background and Planning Process

Helping Hands Housecleaning Cooperative was
founded in 1989 through the efforts of a social service
agency in Southern California. The project grew out of
a series of meetings held with neighborhood residents,
called by the social service agency organizer to discuss
unemployment problems. These meetings were pre-
dominately attended by Latina women in the neighbor-
hood, many of whom were engaged in domestic work
as a result of the layoffs from the local canneries.
Approximately 30 women met intermittently over sev-
eral years to discuss their common experiences and
situations. According to staff at the agency, these
meetings provided the first opportunity for women
performing domestic work to talk to each other and
share their common problems. At these meetings the
women discussed the fact that:

* domestic work was performed in isolation,

* there was a disparity in wage rates among
employers,

* many employers required insurance which was
prohibitively expensive,

* the lack of transportation did not allow them to
travel to the more affluent neighborhoods,

* they did not know how to find jobs and market
their services, and

* they were being exploited by placement services.

In response to these problems, the staff and group

of women began to explore possible solutions. This
process led to the creation of a separate nonprofit
umbrella organization whose purpose was to be an
incubator for the agency’s job creation and economic
development efforts. Thus in 1989, the agency helped
to launch Helping Hands Housecleaning Cooperative.

The stated goals of the project’s sponsor at the time

of inception were:

* tocreate 15 to 20 new jobs for unemployed and
underemployed Latina women;

* (o create a new business that would provide
unemployed and underemployed Spanish-
speaking domestic workers with access to higher
paying markets by: sharing a bilingual staff
person; sharing insurance and bonding; sharing
transportation; to purchasing of suppliesin bulk;

sharing marketing; working in teams to perform
the work more efficiently;

* toincrease cooperative members’ income from
the current average of $3,600 per year to between
$16,000 and $18,000 per year;

* to provide all Spanish-speaking members with
enough training in English related to their
business to communicate basic issues to their
clients at the work site;

* to provide all cooperative members with
improved business and marketing skills and;

* to create a model that the agency, and other
human services institutions, could use to create
new self-employment and business opportunities
in other sectors of the economy.

Housecleaning was chosen because a significant
number of the women who had been meeting were
already involved and had the skills and the interest in
domestic work. Approximately 10 to 12 Latina women
from the neighborhood, were involved at the formation
of the project. The idea to develop a cooperative was
based on both internal and external factors. Internaily,
the concept was developed by the women’s support
group; their intention was to develop a worker-owned
business model. At the same time, a corporate founda-
tion had launched a new initiative which included
cooperatively-based economic development. With the
help of a local university, the agency was encouraged
to apply for foundation funding for a women’s coop-
erative housecleaning business,. :

The group received business planning assistance in
the early stages from a variety of people and agencies.
Initially, a group of graduate students in urban planning
assisted the women by conducting research on domes-
tic work in the area. The students contacted house-
cleaning business owners, employment agencies, house-
cleaning franchises, and domestic worker coopera-
tives. They compiled information on the types of ser-
vices offered by various businesses, fee scales, busi-
ness legal structures, advertising costs and successes
and failures of worker cooperatives around the country.
The results of this information was shared with the
women and they decided that they could benefit from
pooling their resources,

The agency applied for, and received a series of
grants in 1988 from the foundation’s new initiative.
The planning grant was used to hire staff and consult-
ants to facilitate the research and planning of the
business. A large portion of the funds were used to hire
a bilingual resident to “act as a part-time coordinator
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for the project, to organize and help facilitate group
meetings, to help prepare a pilot marketing campaign
and job referral service, and to ultimately serve asalink
between the monolingual Spanish-speaking workers
and their future clients.” A planning consultant was
hired to develop a business plan and a strategy for
implementation and to help link the women with out-
side resources. Additionally, the women hired a profes-
sional interpreter/translator. This consultant was used
to provide translation services at group meetings,to
translate written business materials (ie, sample con-
tracts, price sheets, etc.) and to develop a curriculum
for the women to learn English housecleaning termi-
nology.

The business plan was paid for and developed by a
spouse of one of the board members’ of the social
service agency. The consultant, a Harvard MBA, had
many years of experience as a corporate executive
where he spent a great deal of time writing and analyz-
ing business plans for small start-up businesses.

With the exception of the business planning con-
sultant, none of the members of the “planning team”
had direct experience in running or launching a busi-
ness enterprise. The planning phase commenced with
the receipt of the planning grants in 1988 and culmi-
nated with the launching of the business in March
1989.

II. Financial Performance

The cooperative received a series of foundation
grants to subsidize the planning and operations of the
business; a planning grant for approximately $25,000
and two consecutive implementation grants for ap-
proximatety $50,000 and $62,894 were received. Dur-
ing the planning period and first year of operations
approximately $75.000 was consumed.

Despite a slow but steady growth in the business’
customer base, the business never reached break-even.
Business planning documents set a goal of self suffi-
ciency for the fourth year of operation. In the interim,
the business’ operating expenses were covered by the
foundation’s grant. Several factors impeded the busi-
ness from successfully becoming self sufficient. First,
because the business was subsidized by the foundation’s
grant, the business never fully passed close scrutiny of
its financial performance. While it seemed that the
business was making money because it was managing
to gain a steady increase in its customer base, the
operating expenses were being covered by the
foundation’s grant. The business started up without
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fully understanding how break-even was to be reached.
This was fully evident by the fact that the wage struc-
ture was not set up to have the workers contribute a
portion of their wages to the operation of the business.

During the first year of operation the businesses
total annual expenses were projected to be close to
$60,000. In the second year, the foundation made it
clear that their funding would be ending by year’s end.
At this point the business manager and project supervi-
sor were forced to determine how to continue (o pro-
vide their services to the cooperative. Through a series
of meetings with outside consultants, the project super-
visor was convinced that the members would be re-
quired to contribute a portion of their wages to the
business. A decision was made, after consultation and
approval by the members, to cut the members net pay
and institute a dues system. This event resulted in the
loss of many of the members and the concomitant loss
of customers. The cooperative was never fully able to
recover from this restructuring. All but two of the
original members left the cooperative some of whom
took their customers with them.

Business Volume and Marketing: The target mar-
ket for the cooperative’s service was a wealthy neigh-
borhood on the Southern California peninsula. The
geographic distance and isolation of this market from
the worker’s neighborhood, and the lack of an efficient
public transportation system made it difficult for work-
ers to get their jobs. Initially, upon the suggestion of the
business planning consultant, the cooperative launched
a direct mail marketing campaign fo reach its target
market. After disastrous results (in terms of money
spent for little return), this strategy was abandoned and
marketing was achieved through advertizement in lo-
cal church bulletins, local newspapers and door to door
canvasing.

Today the workers are having trouble finding work
because the industry as a whole is suffering due to the
economic recession. Staff point to the recent decline in
and closing of former business competitors as illustra-
tions of thisdecline in the industry. In addition, it seems
that recent immigrants who are willing to work for
much lower wages are making it much harder for
Helping Hands workers to compete for these scarce
jobs,

HI. Members and their Benefits

Wages and Hours: At the start of the business the
members were paid $10 an hour for their labor. This
wage scale was also their take home pay as there were
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no withholdings. Tt is difficult to estimate the average
number of hours worked per week since different
members had varying hours. Nonetheless, none of the
members achieved a greater than part-time status. The
goal of the cooperative was to achieve full-time status
for the ten women before adding new members, This
work level was never attained. The majority of con-
tracts became repeat customers although initially con-
tracts were for a one time job.

After restructuring workers wages decreased from
$10.00 per hour to $7.00. In addition to this decrease,
withholdings (payroll taxes, workers’ compensation,
insurance) were taken out of the $7.00 gross wage
scale, thus making the actual net wage much less than
$7.00 per hour.

Benefit and Services: Although the cooperative
was interested in providing health benefits and other
fringe benefits to its members, the exorbitant cost made
it prohibitive. Several services were provided to the
women as members of the cooperative. Women who
did not speak English were encouraged to participate in
English classes offered through the agency. Members
were also assisted in learning to drive and in obtaining
their driver’s license. In the beginning, the agency
provided women with access to cars in order to get to
and from their work site. This practice was discontin-
ved and the cooperative looked into providing a driver
to transport the women to their jobs but this service
proved to be too costly. Staff of the cooperative were
also on hand to help women with their immigration
filings. On a yearly basis the cooperative brought in an
accountant to help the women file their income taxes.
Child care services were contemplated but again, the
costs dissuaded the women from seriously considering
outside child care as an option.

IV. Organizational Structure and Internal
Governance

Legal Structure: The cooperative commenced as a
training project of the social service agency. After a
year of operation and with the technical assistance of
an outside attorney, the business incorporated as a
mutual benefit corporation. This structure was chosen
because the women did not have the business manage-
ment skills to run the business from its inception. It was
the intention of the agency, the project’s sponsor, to
actualize the formation of a cooperative housecleaning
business once workers gained management skills. The
mutual benefit corporation structure would allow this
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change to take place with relative ease. The mutual
benefit corporation was dissolved after funding ran
out. Today the workers operate as independent contrac-
tors with the agency providing job referral services.
Members meet regularly but the cooperative business
is more loosely structured than previously; the formal
sponsor relationship with the agency has ceased.

Business Management: In its start-up phase the
project supervision was conducted by the community
organizer at the sponsoring social service agency.
Working as a part-time project supervisor, she oversaw
the work of four staff and consultants to the project: the
project coordinator (part-time), a business manager
(part-time, temporary), the business planning consult-
ant and the translator.

During start-up, the cooperative was also plagued
by turnover in staff. For reasons unknown, the first
business manager left and a new manager was hired to
take her place. This manager was knowledgeable about
housecleaning operations (she had been a housecleaner
herself) and spoke Spanish. The project supervisor and
other agency staff were confident that her lack of
experience in running a business would be compen-
sated by her knowledge of the industry. The business
coordinator also left the project after the second year
because the members and the project supervisor were
notconfidentin her skills. No one replaced her after she
left.

Business records and accounts were: kept by the
project supervisor. Although she was only expected to
contribute part of her time to the project, she found that
the coordination and members personal needs required
more than initially planned. Marketing and outreach
became the shared responsibility of the manager and
the project supervisor. Member performance and on-
going customer relations also fell on the shoulders of
the project supervisor. No formal process of manager
evaluation was set up and the project supervisor was
responsible for evaluating all business administrative
staff. Together, staff turnover, lack of continued foun-
dation support and wage restructuring contributed to
member dissatisfaction and suspicion of management
which ultimately resulted in abandonment of the coop-
erative by the majority of the founding members.

Decision-making: It is unclear how involved the
women were with the major business decisions related
to running the business. Members were responsible for
choosing the legal structure and the management kept
the membership abreast of business decisions and
voling took place. However, the management had a
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strong sway with the membership on how decisions
were made. The intent was to build the skills of the
members (o take on management. but the lack of
interest on the part of the women made it difficult.

Member Rules and Accountability: Formal poli-
cies and procedures and a membership agreement were
developed for the members of the mutual benefit cor-
poration. Membership requirements included: attend-
ing weekly meetings: completing ten hours of training
prior to providing paid services to clients; mastering
the use of the Spanish/English Glossary of cleaning
terms; and making a commitment to work as a member
of the cooperative for 12 months. None of the business
documents spell out the policies for the evaluation of
member’s work or any grievance procedure to be
followed.

Distribution of work: Work was distributed by the
Project Supervisor as new contracts came in however,
the process was often viewed with suspicion and im-
partiality.

Member Selection, Training and Evaluation: Inthe
initial planning phases of the cooperative there were
between 8 to 30 women who were interested in the
housecleaning business. In order to provide for a con-
sistent and reliable membership the group decided to
hold weekly meetings throughout the planning stage.
Those members who showed up on a consistent basis
were rewarded for their commitment by being offered
the first jobs created by the business. Approximately 12
members made the commitment to the project. After
this initial selection new member were admitted to the
cooperative informally. Women who were interested
were asked to attend weekly meetings to show their
commitment. The cooperative had the policy of em-
ploying workers full-time before taking on new mem-
bers but this policy was not adhered to. Today the
business is still operating with eight workers -five are
Latina and three are African American- two of the
women are original members.

Members received training on house cleaning,
contract bidding, as well as training with outside con-
sultants on the workings of the business and the advan-
tages and disadvantages of various business structures.
The intent was to continue to provide the membership
with an understanding of the intricacies of running the
business so they could eventually take over the busi-
ness operations. Several leaders emerged through this
process but the majority of members were not inter-
ested in knowing about business management. The
training on business operations was never completed.
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V. Overall Evaluation

The proposal for the foundation grant stated that
the cooperative venture would be evaluated for its
success in reaching the following goals: increasing the
participant’s incomes to $1,300 to $1,500 per month;
providing enough work to fully employ all the partici-
pating women that wished to work full-time; meeting
its projected timeframe; improving women’s English
skills; and creating a sitwation in which the women
facilitated their own discussions, older members vol-
unteered to train newer members, the women contrib-
uted to marketing, bookkeeping and planning of the
business, and; women were satisfied with their work
and had individual plans to develop new career areas or
self-employed businesses. With the possible exception
of language skills and training, few of these goals were
realized. The women never reached a level of full
employment and therefore their income levels also
lagged behind the projected goals. Furthermore, none
of the women became intricately involved with the
internal operations of the business and the cooperative
never reached a level of self-governance and autonomy
from the sponsoring organization,

However, judged from the point of view of per-
sonal growth and empowerment the cooperative had
tangible results. According to staff at the sponsoring
social service agency, many of the members who left
the cooperative did so for “higher incomes and a
brighter future.”” One went to school for her RN certifi-
cate and now works as an RN. Another opened a
clothing boutique. A cake decorating business was
started by another former Helping Hands participant,
and three women started their own competitive house
cleaning businesses. The Helping Hands experience
was the catalyst for this advancement. The involvement
generated the skills and/or the insight into the pathways
for financial upward mobility.

ALL-BRIGHT JANITORIAL COOPERATIVE -
“Entrepreneurial Model”

I. Project Background and Planning Process

All-Bright Janitorial was developed in 1984 by the
Tsing Taoc Community Development Corporation
(TSING TAQ). The original goals were to create jobs
for unskilled city residents, in particular non-English
speaking Asian immigrants; to develop stable and
long-term job opportunities; and to offer workers the
benefits of cooperative ownership. TSING TAQ was
managing the multi-tenant office building that it had
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developed, and so was able to give the business a major
contract to begin operations. All-Bright was setup as a
non-profit subsidiary of TSING TAO, with the goal of
converting to worker ownership over time. When the
business had not broken even after two and a half years,
however, the Board of Directors of TSING TAQ de-
cided to close down the business.

Prior to start-up, the non-profit sponsor undertook
a limited number of planning activities. Because of
strong business development and management experi-
ence at both the board and the staff levels, TSING TAO
felt comfortable in launching the venture without any
real feasibility study or business plan having been
developed. As a development corporation, TSING
TAO’s board members included a Certified Public
Accountant (CPA), a real estate developer, and other
business persons. In addition, a small business devel-
oper who had previous experience setting up a janito-
rial business was working as staff at the time. Another
factor contributing to ease of start-up and support from
the board was the modest level of start-up capital
needed: $6,000, which included $4000 in equipment
COsts, :

11. Financial Performance

Total financial investment over the two-and-a-half
year operation was estimated at $40,000 to $50,000.
One grant provided about a third of the financing; the
remaining part of the investment came from TSING
TAO .

Business Volume: As a new small business in a
competitive, 'insider” industry, All-Bright had a diffi-
culttime securing other major contracts besides the one
with its non-profit sponsor, Although business volume
did grow steadily during the life of the venture, at the
same time the business decided to fold it was still short
of break-even by about $1,000 to $1,500 a month.

111. Members and their Benefits and Services

Wages and Hours: At the peak of the development
of the business, All-Bright was able to offer full-time
work to ten members. Many of these continued to work
in a new business under the former general manager
after TSING TAO decided to close down the operation.

IV. Organizational Structure and Internal
Governance _
Business Management: In its two-and-a-half years
of operation, All-Bright went through three different
managers. One of the main reasons for rapid turnover
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of managers was the difficulty of attracting and keep-
ing qualified management at a salary level that was
affordable for the organization. The first manager who
was hired had extensive industry and business manage-
ment experience. He started out as a three-quarter time
staff person, and then became a consultant to the
business, which was too expensive for the business to
afford. He soon left to continue doing consulting work.
The last manager hired had experience in the janitorial
industry but little background in business administra-
tion.

Internal Governance: Despite its original goals, no
transition to worker ownership ever took place. No
training or structures for self-governance were ever
developed cither. The business is no longer in opera-
tion.

KLEAN-UP JOBS REFERRAL COLLECTIVE -
“Jobs Referral Model”

1. Project Background and Planning Process
Klean-up Jobs Collective was founded in July of
1988 by a diocese-based pastoral program in Southern
California that offers a variety of social services to its
constituency of low-income, primarily Latino popula-
tion. Klean-up was created to provide jobs and commu-
nity support to ever-increasing numbers of Central
American and Mexican unemployed residents, most of
them monolingual Spanish-speakers. The goals of the
sponsoring organization in launching Klean-up were:
* to assist workers in securing a job (for many,
their first job of any kind);
* 10 help members learn about job rights;
* to build a supportive community members; and
* to increase members’ self-sufficiency through
improving English language and other survival
skitlls in the U.S. ‘
Klean-up was patterned directly after UNO Jobs
Referral Collective, which had been serving a similar
population group in northern California for two years.
Like UNO, Klean-up evolved out of a church-based job
referral program, where immigrants were matched up
with housecleaning jobs through parish churches. This
job bank operated as a social service program, with no
organized follow-up on work referrals, and a “hand-
out” mentality, according to its staff person. About 10
to 15 jobs were passed along to immigrants at the center
cach week, mostly secured through phone calls to
members of parish churches. After learning about the
success of the UNO project in creating a jobs colléctive
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in northern California, staff members visited and de-
cided to develop a similar model back home.

The sponsoring organization undertook an eight
month planning process, including a feasibility study
by outside consultants, which was not particularly
- useful in helping the cooperative identify or reach its
target market. The business was planned and launched
by two sisters of the parish, who had worked at the jobs
desk but had no prior business development experi-
ence. They benefitted from a considerable amount of
consulting from the founder and director of UNO in all
areas of planning the organizational structure and set-
ting up administrative systems. Klean-up received
$26,000 in start-up funding from one church-based
funder and other local religious congregations. The
cooperative was launched with a staff of three, includ-
ing the coordinator and assistant coordinator (the two
staff persons who planned the venture), and a half-time
staff person who worked with the membership. Ac-
cording to these original coordinators, it was difficult
for many members to make the transition from a jobs
bank program to a cooperative with rules and respon-
sibilities. Many of the original members ended up
eventually leaving, since they found they no longer
received preferences as before.

In the last year, Klean-up started another jobs
collective at a second site in the same metropolitan
area, which it operates with the same administrative
staff and policies. Klean-up staff and sponsors are also
in the process of launching additional small ventures,
including a thrift shop, which is hoped to bring in
additional revenue.

H.Financial Performance
Klean-up has not yet broken even financially, after
four years in operation. At this point, about 35 percent
of their operating budget of $200,000 is covered by
business income (employer donations), with another
one percent by membership dues. The rest of their
operating funds come from foundation grants, includ-
ing a major, three-year grant from a national church-
based funder. The difficulty in becoming financially
self-sufficient was attributed to the following major
factors:
* high overhead costs;
= dropin demand for services since the recession;
and
* loss of jobs when members’ take on their
employers’ jobs outside of the collective.

61

HI. Member Benefits

There are presently a total of 160 members in
Klean-up, predominantly women. Only aboutaquarter
of these members have full-time work through the
cooperative, with the majority of members working
less than half-time. Members wages ranged between
$6.00 and $7.50. depending on the number of hours
worked. Donations are requested from employers at
$1.00 to $1.25 per hour. No job benefits are currently
provided by the cooperative, although educational ser-
vices and support are emphasized. English classes are
provided through the sponsoring organization, with
teachers and learning materials brought into member-
ship meetings. Other educational presentations are
incorporated into membership meetings which cover
such areas as parenting and preventive health care.

1V. Organizational Structure and Internal
Governance

Legal Structure: Klean-up operates as a program of
the sponsoring agency, a non-profit, diocese-based
organization. Legally, members are independent con-
tractors, who request that their employers contribute a
donation to Klean-up. In this way, the collective is able
to protect itself from issues of employer liability, and
protect the non-profit status of the sponsoring organi-
zation.

Management: Klean-up is managed by an admin-
istrative staff of four, including a coordinator and
assistant coordinator who are responsible for financial
management, marketing, and overseeing all opera-
tions. Up until now, the sponsoring organization has
maintained control over all major financial and person-
nel decisions. This has been seen as problematic by
former Klean-up staff, since the sponsoring agency
operates with a social program orientation instead of
with an entrepreneurial, business focus.

Klean-up has had difficulty retaining and develop-
ing competent managers since the departure of its two
founding coordinators, who worked closely as a team.
After their departure, one of the members was hired as
coordinator, and served a brief stint before being asked
to leave by the sponsor. The sponsoring organization’s
decision that he was not capable of handling the job
created a major rift among members, and between
members and the sponsors. The cooperative operated
with an assistant coordinator during an interim period,
a member who had taken on increasing responsibilities
over time. A new coordinator was recently hired from
the outside, and it is too soon for an evaluation of that
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person’s skills, According to the sponsoring agency’s
program director, the new coordinator was hired for his
“people skills” and aptitude to learn quickly, rather
than previous business management experience. She
cited the enormous difficulty of hiring bilingual, com-
mitted managers for the salary that was offered.

Worker turnover and work quality were also noted
as business management problems. Employers often
prefer to pay workers their full price as independent
contractors, without returning a donation to Klean-up.
In addition, the sponsor claims that there have been
problems in the past with poor referrals that have kept
Klean-up from maintaining a consistently high level of

_business. This is especially important, given the

“cooperative’s reliance on word-of-mouth advertising.
Other marketing has been done through newspapers
and church networks,

Internal Goverpance: Klean-up members partici-
pate through a board of directors, committees, and
general membership meetings. The board’s responsi-
bilities are to facilitate membership meetings, oversee
the committees, review and set policies, review sanc-
tions and settle grievances, and review major business
decisions like hiring a manager or starting up a new
venture. In this latter area, the board and staff of the
sponsoring organization control decision-making.
Board members receiving training from the original
coordinators in running meetings, reading financial
reports, and understanding how the business is man-
aged, ,

The cooperative functions with the following com-
mittees: 1) education; 2) fundraising; 3) rights and
responsibilities; 4) grievance; and 3) the anniversary
committee, which plans the annual event. Participation
in committees is required, and members meet weekly
after the regular membership meeting in which jobs are
distributed. Committee chairs run the meetings loosely,
and decision-making is generally by consensus. The
committees with the most participation are those in-
volved in planning social activities and fundraising
events.

Mgmber Selection, Training and Evaluation: Klean-
up has recently gone through a process of tightening its
member selection procedures, which has proven suc-
cessful in improving member participation, according
to the assistant coordinator. Formerly, the cooperative
accepted all new applicants based on their need for
jobs. New applicants are now admitted in groups, and
taken through a process that includes three half-days of
orientation and training about Klean-up’s history, in-
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ternal structure, and member policies. Applicants are
then tested on their retention of this information, and
asked to sign a member contract which commits them
to basic reporting and participation requirements. New
members pay a $20 fee to join the cooperative, along
with annual membership dues of $25. Training in
housecleaning methods is given to incoming members
om a one-time basis.

Distribution of Work: New jobs are apportioned to
members by the coordinators, based on their judge-
ment of worker performance, need, proximity to the
job site, and customer preferences. According to some
members, this system naturally favors those members
who work most closely with the administrative staff
and sponsoring agency.

Member Policies and Accountability: The policies
putin place by the original staff were modeled to a great
extent after the UNO Jobs Referral Collective. Cur-
rently, new rules are discussed at board and member
meetings, and approved by majority vote. The coordi-
nators hold members accountable to rules, applying
sanctions which inctude a temporary suspension from
receiving new jobs or permanent expulsion. The griev-
ance committee hears appeals against sanctions or
other actions, and makes recommendations to the board
for their approval.

V. Overall Evaluation

The sponsor and coordinators of Kiean-up call ita
qualified success in providing jobs and leadership
opportunities to its members. A major increase in the
members’ education and personal skills development
was seen over time, as members began to facilitate
meetings, elect board members, organize committees,
plan events, and deal with conflicts and grievances on
aregular basis. The major factors attributed to the level
of success so far include the assistance and model
offered by a predecessor jobs collective, (UNQO), and
the commitment of staff and members in leadership
positions. Klean-up has been able thus far to maintain
this high level of staff and attention to member organiz-
ing due to a substantial funding base, which is not
expected to continue into the future. Klean-up clearly
faces a major challenge in matching its high business
costs with greater revenue. The greatest weakness of
the collective has been its inability to secure more jobs
for its membership, attributed in part to lack of entre-
preneurial expertise, especially in the areas of market-
ing and new venture development. :
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APPENDIX B

METHODOLOGY

The study commenced with the identification of all
pre-cooperative businesses in California which met the
criterion and definition posed in the introduction above.
Cooperatives were identified in two primary ways.
First, drawing on our own experience as technical
assistance providers in the community economic de-
velopment field, the investigators drafted a preliminary
list of cooperatives. This list was augmented through
discussions with other local consultants, technical as-
sistance providers, and community organizers who had
been involved with the development of several of the
cooperatives. Secondly, the investigators spoke to mem-
bers of the academic community and technical assis-
tant intermediaries to inquire about the existence of
cooperatives in their area. At this point no attempt was
made to screen the list.

Once a list had been generated, the investigators
sent out a letter of inquiry to each of the organizations
identified. As way of introduction, the letter stated the
purpose and goals of the investigation and requested
their participation in the study. Follow-up phone calls
were made to gather information on: 1) whether they
had in the past or currently were operating a coopera-
tive; 2) the type of business being operated; 3) the
organizational, social and economic goals of the spon-
soring organization in launching the business; 4) the
number and profile of the workers; and 5) a contact
name at the sponsoring organization and the business
manager’s name. Three cooperatives were eliminated
from the survey phase either because they did not have
employment as a primary goal or because they were
never intended to be cooperative businesses. A final list
of fifteen cooperatives were surveyed at the level of
founders, managers and/or workers (see listin Table 1).

Our study sample included 13 cooperatives in
Northern California, two operating in Southern Cali-
fornia. One cooperative fell under our definition and is
included in the summary although it is no longer in
business. In general, the organizations which spon-
sored and founded these cooperatives and pre-coopera-
tives were either church-based organizations, social-
service agencies, and community development organi-
zations.

Based on the information gathered in our prelimi-
nary survey four survey instruments were developed.
They were: 1) a sponsor survey, 2} a manager/coordi-
nator survey, 3) a worker survey, and 4} a sponsor/
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manager survey.

The sponsor survey was developed to ascertain the
role that the sponsoring organization undertook in the
planning and start-up of the cooperative. The survey
instrument included questions on: the organization
itself (the type, size, staffing, and age), the origins of
the project (the target population, their major needs,
how the idea to launch a cooperative was conceived,
and the previous experience of the sponsoring organi-
zation in launching this type of project), the business
planning process undertaken (whatactivities were pur-
sued with respect to developing a business plan, who
was involved and took the lead in the business plan-
ning, staff, consultants, etc.), the business development
and start-up phase (how were workers hired, what
training was received, who was involved with daily
operations), the type of funding received, and the
overall performance of the cooperative (economic per-
formance, success in self governance, ability to meet
the needs of the workers/members and evaluation of
why cooperative has been successful or not success-
ful). Telephone interviews were conducted with staff at
the sponsoring organizations who were involved in
founding the cooperatives.

The second survey, a manager/coordinator survey

'was developed to gather information on the daily
operations of the business. Staff involved in managing
and running the cooperatives were interviewed by
phone or in person using this instrument. The instru-
ment queried the staff person on: his/her experience
and background in running a business, his/her job
responsibilities and expectations of the job when hired,
the problems and obstacles faced during business plan-
ning and start-up, the major financial and social goals
of the project, the current operations of the business
(staff members, responsibilities and overall perfor-
mance of the industry), sources of financing, gover-
nance structure and policies and procedures, ways the
project had succeeded, factors impeding success and
challenges in developing a worker cooperative.

A total of 28 workers from nine cooperatives were
interviewed as part of this investigation. The survey
questionnaire focused on obtaining information on the
needs and benefits of the members of the cooperative.
The first section of the questionnaire included informa-
tion on the workers’ economic and ethnic backgrounds.
Questions were developed to ascertain the goals of the
workers in joining the cooperative. Questions were
also posed on the working conditions, type of work,
and wages and hours of the workers. Members were
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asked how the cooperative was structured and gov-
erned and whether they received training in group
process and cooperative development. Finally, the
workers were polled on the advantages of this job over
others and whether their expectations of the job and
cooperative had changed over time.

The last survey instrument developed was the
sponsor/manager survey. This survey was developed as
a hybrid between the sponsor survey and the manager/
coordinator survey. The need for this survey was evi-
dent from our preliminary survey of the cooperatives,
which revealed that in some cases the person in charge
of running the business was a staff person with the
sponsoring organization who had been involved in the
project from inception and had made a switch to
business management/or cooperative coordination.

All surveys were pretested and refined based on
these initial interviews. A total of 17 staff members,
managers or coordinators from the sponsoring organi-
zations were interviewed; and 28 workers from nine
cooperatives were queried as well.

Worker interviews were obtained through two pri-
mary methods. Cooperative coordinators were asked to
discuss the project with the membership and to request
volunteers. The investigators, in some cases, gave short
presentations on the project and asked people to par-
ticipate in the survey. An attempt was made to select
workers with diverse backgrounds with respect to
gender, age, immigration status, length of time in the
cooperative, and level of participation within the coop-
erative. Although we attempted to obtain an unbiased
sample of workers to interview in reality, due to self
selection and request for volunteers, we ended, in half
of the cases, with workers who were the most involved
in their cooperatives.

Interviews were conducted between February and
July 1992, The task of finishing interviews, in some
cases with three different groups (sponsors, managers
and workers) proved to be quite an undertaking due to
staff turnover and the difficulty of working around
workers’ and managers’ schedules.

Once all surveys had been completed case studies
were compiled on each cooperative. Follow-up phone
calls were made to clarify discrepancies across the
survey respondents and to fili in gaps in information.”
Information from each case study was used to identify
commonalities and differences in experience across all
cooperatives.

FOOTNOTES

I'The term “business’ is used loosely throughout this report to
refer to an economic development venture which may or may not
be a for-profit, taxable business entity.

?For the purposes of this study we use the term “pre-coopera-
tive” interchangeably with “cooperative”.

FUNO Johs Referral Collective I and T are run by the same
administrative staff in two separate sites. We refer 1o bath of them
as the UNO Jobs Referral Collective.

*The majority of the homecare contracis are subsidized by the
public sector through in-home support services.

* The reader should note that not all the cooperatives surveyed
for this study fall pristinely into one model. The typologies estab-
lished here, however, provide a general framework for understand-
ing the basic characteristics of each approach and/or model taken
by the cooperatives.

¢ Please see the description of the Adelante model in the Case
Study section of the text.

? Again, manager turnover andfor absences precluded the
ability to gather completely comparable sets of data.
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