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Executive Summary

The study aimed to diagnose the status quo of Livestock
Cooperatives (LC’s) in the West Bank and to produce an analytical
report, which can be used in laying the foundations for their
accession in the Palestinian Union of Livestock Cooperatives PULC.
The study provides preliminary datafor the developmentof PULC as
welland can guide implementing the sector’s strategy.

The study relied on two questionnaires, one for LC’s and another
for the PULC. The General Directorate of Cooperation in Minsitry of
Labour MOL took the responsibility of collecting the data from the
field, through its cooperation monitors. Data collection lasted until
end of August 2011.

To provide for comparability. the LC’s were classified deductively into
four internally homogeneous categories from success or sustainability
perspective, using several indicators such as size,performance and
sustainability indicators. The Coops were either highly successful,
sustainable, good, average or below average.

In addition to the Introduction and Methodology. chapter 1 and 2
respectively. the study included five chapters for LC’s according to the
adopted conceptual framework; Chapter 3 for the Being (To be) and
performance and achievement (To do), Chapter 4 for the Thinking (To
think), Chapter 5 for networking and relations (To relate); and Chapter
6 for the learning (To learn). The 7% chapter covers the PLUC. The 8®
chapter covered the conclusions and recommendations. The study
also comprises three (3) annexes. one describes livestock cooperatives
by selected financial and performance indicators. annex 1, another
annex covering cooperative’s perceived SWOT to livestock coops in
membershipand projectareas,annex2,andthethirdannexreviewsthe
proposed roadmap for the development of LC’s. PULC and cooperative
movementin general.annex3.

There was a statistically significant (clear) association between
location (geographical province) and the induced success,
sustainability indicator. The other three independent variables



(registration year. purpose. and membership in PULC) were
statistically insignificant. It simply means that coops performance
differ according to the geographical province but not affected
(significantly) by the other listed factors.

Although the size of the general assembly of LCs is relatively
modest, and many of livestock breeders are still outside the coops,
particularly those who are considered to be a source of strength and
opportunity,the coopscomprise large number of livestock breeders
from different disciplines,purposes. example beekeeping. poultry,
small ruminants or cattle breeders. This suggests the importance of
establishing coops for specific purposes.

Problems encountered by the cooperatives in the course of their
development are low liquidity, weak financial and economic
resources_base. lack of external financial support. market crises and
competition, occupation, settlementand closure of grazing areas or
rangelands.

Answersonthedegree of commitmentofcoopstothe7 cooperation
principles varies between the coops but with some “common”
exaggeration and simplification, that shows the need to clarify
these principles and the way they should be translated into practice
and coops performance.

Thereis satisfaction of the regulations and legal environment under
which the coops operate. with some negative remarks especially
being old Jordanian law of 1956y and not commensurate with
status quo, some ambiguity. weakened enforcement and does not
apply to everyone. Coops pinpointed out the need to have some
modifications.particularly in determining “mechanismto calculate”
value of shares and others to facilitate entry of new members.

Only limited number of cooperatives has a financial systemin place.
A close look in the budgets of a large number of cooperatives and
the PULC suggests the need for a separate in-depth study of their
financial management systems and financial status in order to
assist all concerned parties. especially LC’s and PULC members.



accountantsand auditorand provide for more transparten financial
system. The successful experience in the applying cooperatives
bylaws, suggests the imperative of inducing a unified financial
system, including formats. manuals, guides.and instructions.

Gathered data indicate that elections of LC’s administrative boards
were not held for years. Coops also suffer from slow handing over of
managerial positions especially chairperson of the administrative
committee and to a lesser extent in the case of the treasurer.
Some coops suffer also lack of full_time workers. Coops have good
experience with workers assigned to the coops from ministries
or projects as part of job creation or training programms. This was
viewed as a chance and a point of strength and support to some of
the coops.

Data indicate also that number of retreated cooperative members
since the beginning is much less than number of new members
in the same period. despite the existence of a deadlock in the
membership of cooperative in terms of membership conditions
and openness of coops to new members.

The data indicates also that coops are conservative concerning the
future of their resources. The resources of less than half of the coops
are supposedly increasing with time. In one third of the coops the
situation seems bleak.i.e. their resources are diminishing.

Itisalso clear thatinvestmentis a dilemmain the LC’s. Data showed
the reluctance of cooperatives in the exploitation of their own
capitalininvestments and production projects.

Current expenditure of some coops is high, can not be justified by
its activities. It shows a utility consumption pattern rather than
productive or even rental pattern. From profit point of view, it is
difficult to talk about profit making and distribution. It was shown
that only five coops out of 71) had distributed profits to their
shareholders. Itis also obvious the disparity in the size of debt inter
andintraregions.

More than half of the cooperatives talked about poor financial



position or even about bankruptcy. Only few coops have a strong
financial position. Coops showed also reluctance in providing
timely budgets. Generally speaking. budgets are predominated by
small budgets.

Reviewed budgets showedalsotheimportance of keeping separate
budgets for each distinguished activity and project using the
standard. transparent, comparable and a pre defined budgeting
system. with detailed expenditure and budget entries. Budgets are
expected to show the financial position of the cooperative and the
current value of the shares of the coop. It showed the importance
of strengthening the role of the auditor and the cooperation audit
bureau.

Several issues and questions are raised after reviewing the budgets,
example do coops need to inform some one when getting a loan (not
approvaly? Just to check it out with the budget and can be followed
up later. And who is designated to overlook the financial transactions
of cooperatives? Are they held responsible in case of bugs? Is there
any unified accounting system or similar system obligatory to coops?
Are accountants and auditors trained to use these forms? Are these
systems monitored by designated authorities?

The cooperatives showed that their strengths and opportunities lie in
their trained cadre and staff, real and committed breeders, capacity
to communicate, presence of certain investments and possibility of
obtainingloansand grants. Their weaknesses and threats include high
needed contribution from members, low awareness of cooperation
among breeders. unbalanced membership either low or high). non-
payment of contributions. economic. political and market uncertain
situation.

Among the strategies followed by the coops is building young leaders
in the cooperation field. Coops are still focusing on the financial
support and raising funds for their projects and members, less is done
to lobby for the interest of coop members and for the “fair” rights of
farmers. Coops repeatedly express their inability to carry out projects
without funding and external support. Interestingly is the repetition



of the word “support” by coops in many cases, as if they are “support
societies” for farmers and not cooperatives.

It is eventually useful that coops focus their efforts to pool their own
resources and create joint ventures that serve the interests of their
members. Important in this respect is the inelegant linking and
involvement of coops in managing funds and credit. and also the
management of insurance and disaster fund when implemented.

The figures also indicated that networking and cooperation of
cooperatives (not joint ventures) often with cooperatives in the
same geographical area only. In a few cases there was networking
and coordination with associations in the West Bank and within the
coops field of activity or with NGOs.

The situation is even less rose respect developing and executing
projects. Most coops declared non presence of ongoing or executed
joint projects. The focus of proposed projects is on individual
cooperative interests not on joint ventures or projetcs. There is dim
signal of interestin the joint activitiesamong cooperatives.

Large number of coops were not satisfied with joint relations with
development partners.almost one third of the coops declared, they
fearjointventures. The fearis due mainly to the widespread laziness
and frustration; dependence on each other; opportunistic and
individualistic behaviours; or losing the control over the project to
the partner.

The relationship between the cooperatives. even within the
same geographical region. has been limited to participation in
development projects initiated from outside the cooperative body
(non_governmental or international organizations). Creation of
joint ventures seem more vulnerable than indicated by the figures.

The Palestinian Union of Livestock Cooperatives PULC is registered
in 2005. Now. itincludes 15 of the cooperatives. Most cooperatives
are still outside the Union due to the high membership fees, lack of
awareness of the usefulness of the accession to the PULC system.
The Union has aninternal bylaw, prepared in 2004 and amended in



August 2005. Interesting in the entry conditions is its openness to
“agricultural societies” not necessarily cooperatives. A close look
at Article 21, obliging member cooperatives to cover the financial
deficit realized as a result of the Union’s activities, this pushes away
the cooperatives from joining the Union.

A large number of cooperatives were either negative towards
the Union, have discouraging experience with it, is conservative
and does not think it exists or that it is without activity and
does not represent farmers. In the contrary, the majority of the
cooperatives see the great importance of a union as an umbrella
forall cooperatives that makes their voices heard, to bring projects
and a platform to meet and consult. Such a unionis conditional on
work for everyone, democratization, transparency. free elections
and open membership. public service orientation and serve its
members.

Respectlearning. majority of coops expressed their capacity tolearn
from their own experience. butalower proportion showed capacity
to learn from the experiences of other cooperatives. due mainly to
lack of interaction or a platform to discuss common issues.

In the area of change, cooperative interests has covered the several
areas, most important is in the projects and project management
area, followed with governance (management), membership,financial
management and identity (purpose. vision and mission). Change in
most of cases is still a desire.not even anidea or on the process.

Despite the positive responses of farmers’ and coops’ expectations
to continue, many of the indicators suggests that there is a real
concern and fear among members and cooperatives of the future.
especially if lack of funding continued or gets worse.

Despite that weak resource_base available to breeders of livestock.
there is a clear underdeveloped and weakened decision-making
process. particularly on investment and in the management of
these resources available. From a pure economic standpoint, it is
supposed to upgrade administrative and technical management



decisions of coops to compensate for the weakness in the resource
base. Facts on the ground do not show that.

The PULC holds the major responsibility in this respect. Such a
mission is eventually what justifies PULC’s existence (raison detre).
The same applies to the Directorate General for Cooperation in the
Ministry of Labour. It is responsible for controlling the rhythm of
the development of cooperation and to overlook roles played by all
partners. according to their position.
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