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CHAPTER I 

PROBLEM STATEMENT AND OVERVIEW

Rapid urbanization in the low-incom e cou n tr ies1

Over the last decade, increasing attention has been paid to the 

growing urban populations in the low-income countries. The rapid rise in 

rates of urbanization has prompted some development analysts to refer to it 

as the "urban revolution", having consequences as far-reaching as the 

industrial revolution of the nineteenth century (Patton, 1988; Rodwin, 1987; 

Roberts, 1978; Abu-Lughod, 1977; Dwyer, 1975). For example, the annual 

growth rate of the total urban population between the years 1980 and 1988 

was 3.2% in Latin America and 4.0% in South Asia2. However, the highest 

rates of urbanization were evidenced in sub-Saharan Africa which, during 

the same period, experienced an annual growth of 6.2%, accounted for 

mainly by the migration of poor families from the rural areas. African cities

1 The term "low-income countries", taken from Turner (1988), is henceforth 
used as a replacement for more commonly used terms such as "Third World 
countries" or "developing countries" which have judgemental connotations. 
The use of "Third World" falsely implies that the characteristics of these 
countries are somehow unconnected with similar characteristics found in 
certain regions of the industrialized countries. The term "developing" 
suggests movement towards some kind of standard, presumably that set by 
the industrialized countries— there is much debate as to whether this is an 
appropriate standard. Consequently, "low-income" is preferred since it uses 
a simple attribute- the relative lack of capital in these countries- as a 
descriptive term.

2 All figures are taken from World Bank (1990).
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in the  sub-Saharan  region can therefore expect to double the ir  population 

about every twelve years. Although this is partly  due to the lower urban 

population in the African continent relative to th a t  in o ther regions, 

nonetheless it brings to b ear  the  question of how the  basic social, economic 

and physical in fras truc tu re  of African cities can cope with the  growing 

num bers  of m igrants.

The capacity of governm ents to deal with th is problem is limited. 

M any countries in the sub-S aharan  region have suffered economic decline, 

having  had negative per-capita  growth ra tes  in the  las t decade. External 

aid agencies cannot be relied upon to m ake up the difference either, since 

they frequently  accord she lte r  sector projects very low priority relative to 

projects in o ther sectors. In Africa, for example, bila teral and m ultila tera l 

agencies spen t betw een one and two percent of to tal aid budgets on shelter 

projects between the  y ears  1980 and 1987 (Okpala, 1990:215).

To complicate m a tte rs ,  a rising proportion of ru ra l m ig ran ts  heading 

for the  u rban  areas  a re  women and their  families. Although accurate  

figures are  not usually available, it is es tim ated  th a t  betw een 30 and 90Cr of 

households worldwide are  wom en-headed, the  higher proportions found in 

Latin  America and p a rts  of Africa (Moser, 1987). F requently  left out of 

developm ent program s in the  ru ra l areas, women who come to the  cities 

often work in the  informal sector as m ark e t  traders , or engage in small-scale 

productive activities based in the ir  homes. Their double responsibilities as 

incom e-earners and child-rearers, coupled with very low incomes and 

cu ltu ral norm s restric ting  the ir  access to basic resources, cause them  to be 

am ong the  poorest of the  new city-dwellers.

The causes of the  accelerated growth of u rban  populations are
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m ultiple and provide enough m ateria l for m any  studies. For the purposes of 

this discussion, it can be briefly sum m arized th a t  the ru ra l-u rban  migration 

which is contributing to high urban  growth ra te s  in Africa is caused by the 

combined and in ter-related  effects of a  general decline in agriculture  (and its 

connection with decreasing world commodity prices), environm ental 

degradation in agricultural areas , the  rapid growth of ru ral populations, 

political strife, and the  general lure of the  city as a place of g rea te r  

opportunity  for poor, ru ra l people (White, 1989).

The policy response to this problem in Africa, as in o ther  low-income 

countries, has been twofold: 1) dealing with it a t  the  source through policies 

aimed at increasing agricultural productivity and the quality  of social and 

physical in fras truc tu re  in the  ru ra l areas; and 2) dealing w ith the  urban  

consequences of the  problem, namely, increasing access to affordable housing 

and o ther  basic services in the  cities. Although both approaches are  needed 

to address the  issue, this study takes as its point of d e p a r tu re  the  la t te r  

approach to the  urbanization problem: a t te m p ts  to provide adequa te  and 

affordable shelter  to u rban  populations.

M eeting the shelter needs o f the urban poor: 
the track record

Initial policy responses to the  burgeoning num bers of poor families in 

the  u rban  a reas  consisted prim arily  of rem oving the  poor from the  slums 

and sq u a tte r  a reas  which they  had established for themselves. National 

housing policies in the  low-income countries until the  1960’s abounded with 

"slum rem oval" and "slum clearance" program s which had as the ir  in ten t 

the  hope th a t  the people who had lived in the  slums would be in tim idated
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enough to re tu rn  to the  rural a reas  or would a t  least  re-establish them selves 

somewhere else in the cities where they would not be so visible (Laquian. 

1983; Dwyer, 1975). A lthough this ra th e r  draconian m easure  is no longer 

practised as a  rule, m any local governm ents still routinely clear sections of 

urban  sq u a tte r  se ttlem ents  from tim e to time, a position which has 

prom pted th e  launching of the  new "housing rights" m ovem ent geared to 

protect the rights  of poor sq u a t te rs  who often have no o ther shelter options3.

W ith the ou tr igh t failure of slum clearance as an approach to the 

problem, as evidenced by the  simple re-estab lishm ent of sq ua tte rs  in other 

a reas  after the  "clearance" has  been effected, some governm ents then  

im plem ented program s w here completed houses would be constructed for 

poor u rban  families in new areas. Due to the  high cost of state-sponsored 

construction of houses and the  limited resources available for this 

undertaking , the  num ber of houses th a t  could be built came now here near  to 

m atching  the  dem and for low-income housing. This, coupled with a 

"trickling up" process w here the  intended beneficiaries would e ither  ren t  or 

sell the ir  newly acquired properties to middle- and upper-middle families for 

needed income and then  move back into the  squ a tte rs  se ttlem ent, caused 

authorities to conclude th a t  th e  new approach was only partially  successful 

(Laquian, 1983; Hardoy and  S a tte r th w aite ,  1981). A t the  sam e tim e, the 

findings of research  conducted on self-built housing revealed th a t  poor u rban  

families were able to provide adequate  shelter  for them selves if provided 

w ith certain  basic ingredients, primarily security of land tenu re  and relaxed 

building code s tandards  enabling them  to m eet the ir  shelter needs within

3 See, for exam ple Asian Coalition for Housing Rights, (1989); Marcos,
Pina, (1983); and H ab ita t  In terna tional Coalition In ternational, Charter o f  
H ousing  R igh ts  (forthcoming).
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limited income constra in ts  over an extended period of t im e— known as 

"increm ental housing" (Turner, 1977; Lloyd, 1977; T urner  and Fichter,

1972; Mangin, 1967).

The nex t policy developments, appearing  in the  1960s and 1970s. 

were site-and-service program s and sq u a t te r  upgrading  projects. The 

former involved the  provision by the  s ta te , often w ith subs tan tia l  assistance 

from in te rnational agencies, of land and basic in fras tru c tu re  such as roads, 

w ater, sewerage, electricity and sometimes "core" houses or partially  

completed houses which the  intended beneficiaries were supposed to 

complete (World Bank, 1974). Although some of th e  p rogram s im plem ented 

along these lines were deem ed successful, m any  suffered from the  sam e 

trickle-up problem m entioned above, due to the  m ism atch  betw een the  costs 

o f  the  serviced sites in addition to construction costs, and the  ability of poor 

families to pay  for them  (Laquian, 1983; Rodell, 1983; K eare  and Jim enez, 

1983). High building s tandards, lack of access to financing and participation 

of the  ta rg e tted  populations in th e  p lanning process, (particularly  women), 

were identified as factors leading to the  m ism atch. Furtherm ore , as a resu lt  

of the  enorm ity  of th e  dem and  for land and shelter on the  p a r t  of low- 

income u rban  households, those site-and-service program s which were 

successful often could not be replicated a t  th e  scale required to m eet this 

demand.

G overnm ent-sponsored sq u a tte r  upgrading  program s were more 

rud im enta ry , involving the  im provem ent of existing sq u a t te r  a reas  by 

providing security of land ten u re  and basic in fras truc tu re  such as roads, 

w ater, sewerage, electricity, health  and education facilities, and access to 

credit and m ateria ls  for housing im provem ent. Since these  program s did
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not involve construction of new housing or relocation, they  were often more 

within the  affordability range  of poor families. But even sq u a t te r  upgrading 

has often proved too expensive for m any  governm ents, which have 

traditionally  invested limited resources in the  housing sector4.

Consequently, it has proved difficult to upgrade entire  sq u a t te r  se ttlem ents  

th a t  a re  steadily growing every  year. Sim ilar to site-and-service projects, 

limited success in these program s has been connected with high building 

s tandards, poor access to financing and lack of participation of communities 

them selves in the  p lanning of the  upgrading process (Hardoy and 

S a tte r th w aite ,  1989). A factor more recently identified has been the  need 

to s tren g then  and increase resources available to local governm ents, ra th e r  

th an  relying on centralized agencies in th e  im plem entation  of these 

program s (Stren and W hite, 1989).

An enabling strategy'

The m ost recent developm ent in housing policy on a global level has 

been an "enabling s tra tegy"  which encourages governm ents  to adopt policies 

which foster and com plem ent the  efforts of low-income people to provide 

the ir  own housing (United Nations, 1990). Although p a r t  of the  m otivation 

for this new approach, unfortunately , is the  declining com m itm ent of both 

national governm ents and in te rnational agencies in resolving the  urban  

shelter problem, it is also m otivated  by the  acknowledgem ent th a t  low-

4 The reason for this is th a t  housing has often been viewed as a 
consumption good ra th e r  th a n  a factor of production th a t  can contribute to 
overall h igher national productivity. More research is needed on the 
connection between adequa te  housing and labor productivity in order to 
justify g rea te r  governm ent inves tm ent in the  housing sector relative to 
o ther sectors.
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income people, e ither as individuals or in organized groups and assisted by 

an appropria te  policy environm ent, a re  more capable of providing affordable 

housing solutions th an  s ta te  or even local bureaucracies. The basic 

components of this enabling s tra tegy  include the  removal of institu tional 

barriers  inhibiting access to land, financing and m ateria ls .

P a r t  of the  new enabling s tra tegy  approach to low-income housing in 

u rban  a reas  is the  encouragem ent and assistance of comm unity-based 

organizations in the ir  collective efforts to provide housing for the ir  members. 

Yet despite the  new em phasis  in policy s ta tem en ts  placed on these  kinds of 

organizations, there  is little research l i te ra tu re  on them . The few cross­

national case studies which have been conducted (such as T urner, 1988; 

UNCHS, 1988; SINA, 1986) are  prim arily  descriptive in n a tu re  and 

contribute only in a limited fashion to the  developm ent of policies geared to 

facilitating the  activities of these  organizations. Questions th a t  need to be 

addressed are: How are  these  organizations launched? W hat a re  the ir  

leadership struc tu res?  W hat is the  composition of the ir  m em berships?

W hat building stra tegies do they  rely upon? How can they contribute  to 

m eeting the  housing needs of poor women? How do they  in te rac t  with 

housing policy and the  institutional/political environm ent?

The purpose of th is research  is to contribute to the  narrow ing of this 

knowledge gap by studying a small group of u rban  com m unity-based 

housing organizations in a selected low-income country— Zimbabwe. A 

fram ework, focusing both on the  in te rnal characteristics and the  ex ternal 

relations of these organizations, is used as a m eans of facilitating an 

analytic perspective. It is hoped th a t  the  results of the  study will not only 

add to the  descriptive information available, b u t  will also genera te  new
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hypotheses for fu ture  investigations of com m unity-based housing 

organizations, both in Africa and elsewhere.

O verview

In the  chap ter  which follows, the  sa lien t factors contributing  to an 

appropria te  fram ew ork for studying  u rban  com m unity-based housing 

organizations in the  low-income countries a re  discussed, including the 

re levan t empirical li te ra tu re , theoretical perspectives on organizational 

effectiveness, and such issues as the special housing needs of women, the 

role of the  s ta te  and self-help labor. C h a p te r  T hree  describes the  re levan t 

background to the  study of u rb an  com m unity-based housing organizations in 

Zimbabwe, the  country chosen for study. A brief history of the  politics and 

urbanization p a tte rn s  in Zim babwe is provided along w ith a  description of 

th e  evolution of housing policy in th a t  country  and  the  precedents for 

com m unity-based housing activities found in the  u rb an  areas. C h ap te r  Four 

discusses the  methodology chosen for studying  u rban  com m unity-based 

housing organizations in Zimbabwe. An outline of the  plan for carry ing  out 

the  study, conforming to guidelines of both case study and participatory  

research, is followed by a description of the  modifications m ade to the  plan 

resulting from certain  unforeseen a t t r ib u te s  of the  social and  political 

env ironm ent of the  study. The methodological lessons learned, useful for 

fu tu re  research  on th is topic, a re  then  sum m arized.

The nex t th ree  chap ters  a re  devoted to presenting  the  im p ortan t  

findings of the  study within the  fram ew ork devised in C h a p te r  Two. The 

fifth ch ap ter  includes a description of the  existing housing conditions of low-
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income families in u rban  a reas  in Zimbabwe; the  individual histories of the 

five case studies chosen for the  research; and  finally, an overview of the 

critical steps in the  developm ent of the organizations. C h a p te r  Six 

investigates in ternal characteristics and functions of the  organizations such 

as the  a t t r ib u te s  and skills of the  leadership; the  characteristics, 

participation, in ternal cohesion and communication within the  m embership; 

and financial m atters . The seventh  ch ap te r  then  provides a  description 

and analysis of the  role of ex te rnal actors in the  developm ent and 

functioning of the  case study  organizations. The five organizations are 

divided into two different types and the  ex te rnal actors re levan t for each— 

ranging from private  company personnel m anagers  to political p a r t ie s -  are  

described. The concluding chap ter  highlights the  m ajor findings of the  study 

derived from the  previous th ree  chapters, discusses the  implications of these 

findings, and offers recom m endations for fu tu re  research and policy.

The chap ters  outlined above build a case for the  po ten tia l role which 

community-based organizations can play in m eeting the  growing dem and for 

housing in the  cities of the  low-income countries, especially by women and 

o ther d isadvantaged groups. It  will be shown th a t  these organizations, 

despite the  constrain ts of inappropria te  policies and lack of real autonom y, 

a re  able to save money and build houses for the ir  m em bers a t  affordable 

costs. The results of the  study, to be described in the  chap ters  which follow, 

m erit  close a tten tion  by policy-makers, practitioners and  scholars, who are  

struggling to address the  burgeoning u rb an  housing problem world-wide.



CHAPTER II

LITERATURE REVIEW: IN SEARCH OF A FRAMEWORK

Despite the need for developing and implementing community-based 

solutions to the urban housing problem in the low-income countries, there is 

currently what could be described as a "knowledge gap" on the subject.

Part of the reason for this knowledge gap is the inherent interdisciplinarity 

of the problem. The interaction of urban community-based organizations 

with the policy environment requires input from the field of Urban Planning 

which provides the backdrop for approaches to urban policy. At the same 

time, much of the empirical research on community housing organizations 

has been conducted by researchers and practitioners in this field. Studying 

attributes such as leadership functions, skills development, management, 

external relations and overall organizational effectiveness is best informed 

by theoretical frameworks found in the field of Organizational Behavior and, 

to a certain extent, Economics. In the U.S., there is also a vast empirical 

literature on urban community-based organizations from the Community 

Organization field, consisting primarily of case studies from which have been 

observed certain patterns that could be tested in the context of low-income 

countries. Questions of participation and empowerment are also more 

appropriately dealt with in the context of this literature. Appreciating the 

influence of the cultural factors pertaining to a particular context on the 

research findings requires input from anthropologists. Finally, the
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in teraction between community-based organizations and their  respective 

political environm ents is b e tte r  understood in light of the  contribution of 

political scientists.

The purpose of this ch ap ter  is to contribute to closing the  knowledge 

gap on the  research problem by reviewing the  re levan t l i te ra tu re  draw n 

directly or indirectly from all of the  fields described above. Theoretical 

perspectives on defining and m easuring  effectiveness of community-based 

organizations are  first discussed, followed by a description of the empirical 

research on comm unity-based organizations in both the  U.S. as well as the 

low-income countries. Finally, certain  pe rt inen t and m ultidisciplinary issues 

raised in the  lite ra tu re  are debated: the housing needs of women, self-help 

labor and the  role of the  s ta te  in com m unity-based housing organizations. A 

se t of research questions, derived from all of these discussions, a re  outlined 

a t  the  end of the  chapter.

Theoretical perspectives on organizational effectiveness

The question of effectiveness is im portan t  to consider in relation to 

the  research problem, since policy-makers m ust u ltim ately  choose from 

am ong various ways of providing housing to poor families. How research 

can contribute to m aking b e tte r  decisions is therefore crucial. A be tter  

knowledge of the  factors contributing to increased effectiveness is also useful 

for practitioners working in these organizations.

Although there  are  m ultip le  theories of organizational effectiveness, 

m ost of them  fall within four general types: goal-effectiveness models, cost- 

benefit and cost-effectiveness approaches, m ultiple constitutencies models



and open system  models. Goal-efTectiveness models define effectiveness in 

te rm s of w hether an organization succeeds in meeting its goals (Cameron 

and W hetten. 1983). Although this approach appears intuitively simple and 

comprehensive, a m ajor problem with it is that goals can be defined 

differently both within as well as outside an organization. For exam ple, a 

com m unity  organization m ight have a goal of building houses for its 

m em bers, but m ight wish to provide train ing , jobs and comm unity 

em pow erm ent as well. A nother problem is the  t im efram e to be employed in 

determ in ing  w hether a particu la r  goal has been met (.one organization m ay 

take  two m onths to build tw en ty  houses, and ano ther a year), nor is the 

notion of cost incorporated into goal-effectiveness models.

Cost-benefit and cost-effectiveness models of organizational 

effectiveness directly address the issue of cost and were used in evaluating  

urban  com m m unity  developm ent corporations in the U.S. in the  late  1960's 

and early  1970’s (Garn, 1975). Cost-efTectiveness models involve comparing 

the  abilities of varying organizations to produce a particu la r  o u tp u t (such as 

houses) a t  the  least cost. Applied to low-income housing, one could 

compare, for example, the  ability of various comm unity-based organizations 

to produce a house with th a t  of the governm ent and the  private  sector.

This approach, however, cannot sim ultaneously incorporate o ther  ou tpu ts  

such as training, job provision and com m unity em pow erm ent which are 

often im po rtan t  to comm unity-based organizations. Cost-benefit models can 

deal with m ultiple ou tpu ts  in the form of benefits, bu t only if they are 

quantifiable  in some way. The num ber of houses, people tra ined  or jobs 

provided can be quantified, bu t it is difficult to conceive of a  way of 

operationalizing comm unity em pow erm ent or increased organizational
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capacity. N either cost-effectiveness nor cost-benefit approaches address the 

issues of in ternal functioning or ex ternal influences on the organization in 

any way, therefore it would be difficult to exam ine which in ternal or 

ex te rnal factors lead to b e tte r  cost-effectiveness or cost-benefit ratios in the 

first place.

Multiple constituencies models directly address the  issue of goals 

being defined differently by various actors tH i t t . 1988b This approach 

stipula tes th a t  satisfaction with the success of the  organizat ion, according to 

criteria  subjectively defined by several actors or constituencies, determ ines 

the organization’s effectiveness. This model also, however, does not consider 

a t t r ib u te s  of in ternal functioning or ex ternal influences which rela te  to 

effectiveness, nor does it incorporate cost.

Finally, the open system  model, one of the  earlier approaches to 

studying organizational effectiveness, defines it as the  degree to which an 

organization is able to adap t to or survive in its environm ent over a period 

of tim e (Yuchtm an and Seashore, 1967; Zam m uto, 1982). Although there  is 

a difficulty in determ ining  an appropria te  tim e frame, this approach can 

incorporate m ultiple definitions of goals as well as costs, ex ternal inputs and 

in ternal processes. It has been criticized, however, as being so general that 

it is more useful as a descriptive tool than  a m eans for assessing 

organizational performance. Nonetheless, as will be seen below, this 

a t t r ib u te  of the  systems approach could also he viewed as its s trength .

Because of the  d ilem m as associated with all of the  above models in 

addressing the question of the  effectiveness of’ organizations, it has been 

referred to as a "wicked problem" (from Rittel and Weber, 1978) for which 

the re  is a "lack of construct space*" (Cameron and W hetten, 1988). Due to
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the  diverse and conflicting approaches to the  problem, as early as 1977. 

H annan  and Freem an claimed that "there is little evidence of any 

cumulation of knowledge concerning the relationship of organizational 

a ttr ibu tes  to effectiveness" (,1977:1061 They suggest tha t defining and 

m easuring  effectiveness is more closely related to evaluation methods, and 

should be distinguished from investigations of general theories of 

organizations and their development; and th a t  it is the la t te r  on which 

organizational studies should focus.

In one of the few papers in this body of l ite ra tu re  dealing with what 

a re  term ed "development organizations". Brown and Covey (19871 identify 

some fea tures which distinguish them  from other types of organizations 

commonly studied, such as governm ent agencies and large private  

corporations. These are: a  com m itm ent to changing the  environm ent (for 

exam ple improving services or providing jobs), and a loose form of 

organization, the ir  activities embodying certain  values and ideologies (.such 

as participation or empowerm ent). In accordance with o ther au tho rs  (such 

as Pfeffer and Salancik, 1978), Brown and Covey also contend th a t  the 

ex ternal environm ent plays a major role in the  functioning of these 

organizations. This runs against m ainstream  thinking in the  field which 

places major em phasis on in ternal functions such as s tandard  operating  

procedures and formal hierarchies as ways of organizing activities (French 

and Bell, 1985; Huse and Cum m ings, 1984).

Brown and Covev propose th a t  an "overlapping system s" approach— 

an expanded version of the open system s model already d iscussed- enables 

identification of conflicting goals and values accruing from varying ex ternal 

influences. They also claim th a t  the focus of most research in the  field on
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the in ternal a ttr ib u te s  of an organizat ion is inappropria te  for development 

organizations since it is the ex ternal factors and the organizational response 

to these factors which is crucial to the ir  functioning. Finally, they assert 

th a t  in s trum en ts  for studying these  types of organizations should be based 

on "sensitive m ethods of qua lita tive  investigation and analysis" tha t 

incorporate participation of those to be researched, and emphasizing 

description over the  q u an ti ta t iv e  methods commonly used by organizational 

researchers (1987:79).

W hat can be gleaned from this discussion, derived from the 

Organizational Behavior l ite ra ture , is th a t  ra th e r  th an  a t tem p tin g  to 

directly identify causal factors associated with the effectiveness of 

comm unity-based housing o rgan iza tions-  widely acknowledged to be a 

thorny  conceptual p rob lem - the  focus should be on the  formulation of 

general theories of developm ent and functioning of these organizations. The 

discussion also suggests th a t  the  appropria te  conceptual approach is a 

system s fram ework th a t  ensures incorporation of the  ex ternal factors 

influencing the  organizations, coupled with a qua lita tive  methodology th a t  

enables "thick description" (Geertz, 1973).

Empirical research

The empirical research perta in ing  to the  research includes studies 

conducted on comm unity-based organizations in both low-income as well as 

industrialized countries. Although some insights can be gleaned from this 

research, much of it, especially th a t  conducted in the low-income countries, 

follows a descriptive mode, lacks an analytical fram ework and covers such a
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broad range of organizations such th a t it is difficult to derive general 

conclusions. N onetheless, these  studies highlight the  poten tial contribution 

of these o rganizations as agen ts of developm ent and th e ir  need for g rea te r 

in te rn a tio n a l and governm ent support in carry ing  ou t th e ir activities.

S tudies from th e  low-income countries

T here a re  m any accounts of urban developm ent projects in the  low- 

income countries, how ever they  usually  deal w ith com m unity organizations 

as the  com m unity  partic ipa tion  elem ent of these projects ra th e r  th an  

focusing on them  as the  subject of study (Recent exam ples a re  Cotton and 

Skinner, 1990; N ientied, Ben M henni and de Wit, 1990; M oser, 1989; 

UN CHS-D ANID A, 1985, 1984a and 1984b; Lee-Sm ith, 1984).

In the  la s t decade and in connection w ith th e  prom otion of an 

enabling  s tra teg y , th e re  has been increasing a tten tio n  paid to com m unity- 

based housing organizations as the  m ain focus of research . T here a re  four 

collections of case studies which exem plify th is new t re n d 1. Two of these  

a re  published by im plem enta tion  agencies, one being the  U nited N ations 

C en tre  for H um an S e ttlem en ts  (UNCHS, 1988), and the  o th er a shelter 

support o rganization  based in K enya and serving the  African continent, 

S e ttlem en t Inform ation  N etw ork Africa (SINA, 1986). Both were p repared  

in response to th e  call for m ore a tten tio n  to be paid to th e  she lte r sector

1 Two o th er bodies of lite ra tu re , prim arily  of a prescrip tive  n a tu re  and 
useful to p rac titioners in th is  field, also deserve m ention: one on m anaging  
housing co-operatives and o th er types of local non-governm ental 
organizations in the  low-income countries, and th e  o ther on m anaging 
com m unity-based organ izations in the  U.S.. Included in the  first a re  
publications by V incent and  Cam pbell (1989) and Lewin (1976, 1981). 
E xam ples of th e  second a re  Mico (1981), W arren  and W arren  (1977) and 
H allm an (1977).
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resu lting  from the UN declaration  of 1987 as the  In terna tional Y ear of 

Shelter for the  Homeless (IYSH). A th ird  collection of case studies was 

compiled for a recen t issue of the  jou rnal E nvironm ent and U rbanization  

th a t  w as devoted to a discussion of com m unity-based organizations; and a 

fourth  w as commissioned by H a b ita t In te rna tiona l Coalition and compiled 

by T u rn er (1988). A fifth, ve t to be published by U N CH S a t  th is w riting, 

will focus specifically on case studies of housing co-operatives in the  low- 

income coun tries2.

The first of these is a  collection of n ineteen  cross-national case 

studies, published by U N C H S and prom pted by IYSH on the  work of non­

governm ental organizations (NGOs) in th e  shelter sector. Included am ong 

the  case studies a re  descriptions of the  efforts of com m unity-based 

organizations (called CBOs) such as th e  Tswelelopele Brigades tra in in g  

cen tre  in itia ted  by local churches in a village in B otsw ana; and na tional 

support NGOs like the C en tre  for E nv ironm ental Research and P lanning  in 

Chile which provides assistance  to u rban  com m unities w ishing to upgrade 

th e ir a reas. T here is no a tte m p t m ade to sum m arize or draw  conclusions 

from the collective experience of th is broad range of organizations, and it is 

difficult to de term ine  w hether th is experience would be re levan t for u rban  

com m unity-based housing organizations specifically. The publication ends 

w ith  a series of action p lans, including th e  L im uru D eclaration which is a 

global p rescrip tive s ta te m e n t on th e  role o f NGOs in the  she lte r sector. 

These policy s ta tem en ts  raise such issues as th e  po ten tia l role of NGOs in 

influencing governm ents in th e ir form ulation of policy and in m ediating

2 Co-operative housing: experiences o f  m u tu a l  self-help, (Nairobi, UNCHS), 
1990, forthcom ing.



18

betw een CBOs and the  s ta te . Also stressed is the  need for streng then ing  

rela tionsh ips am ong NGOs, CBOs and in te rna tiona l agencies.

On th e  African scene a series of case studies, also comm issioned for 

IYSH, w as published in Decem ber. 1986 bv SIN A. The publication includes 

fourteen  case studies of a range  of o rganizations and efforts, including 

governm ent-sponsored na tional m ovem ents such as the B otsw ana Brigades, 

which offer p rim ary  school-leavers an  opportun ity  to be tra ined  and 

em ployed in the  construction industry ; na tional "support" NGOs such as the  

N ational Council of C hurches of K enya which lobbied for a sites-and-services 

project for 500 sq u a tte r  fam ilies in Nairobi; and local com m unity-based 

efforts (called grassroots NGOs) such as the  G um ah Town D evelopm ent 

C om m ittee in T am ale, G hana, which mobilized to provide a  w a te r supply, 

b e tte r  roads and  housing for its population. Included, also, a re  descriptions 

of N G O -initiated  she lte r activ ities in ru ra l a reas . T here a re  no general 

observations m ade about th e  case studies as a group according to a specified 

fram ew ork. However, like th e  U N CH S case study collection, policy 

s ta te m e n ts  abou t th e  general role of the  two types of NGOs in shelter 

provision a re  offered. These s ta tem en ts  include technical suggestions for 

grassroots NGOs on she lte r (such as the  use of locally availab le m aterials); 

services (for exam ple, using the  m edia to focus a tten tio n  on com m unity 

problem s); construction (such as recognizing on-the-job train ing); 

em ploym ent (for exam ple, identifying tra in in g  needs and opportunities); 

legislation (such as the  need to understand  th e  bureaucra tic  chain of 

com m and); land (for exam ple, the  use of sim ple m ethods fo** surveying), 

finance (such as organizing incom e-generating activities); and finally, 

research  (for exam ple, the  use of women to collect inform ation p e rtin en t to
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th e ir situations).

The th ird  collection, a recen t issue of the  journal E nv ironm ent and 

U rban iza tion , w as en tirely  devoted to th e  topic of "C om m unity-based 

organizations: how they  develop, w h a t th ey  seek and w h a t they  achieve" 

(Vol. 2, No. 1, 1990). Included w ere seven case-study descriptions of the  

efforts of com m unity-based organizations to provide them selves w ith a 

p a rticu la r service such as housing, as well as to advocate to the  au tho rities 

to m eet certa in  dem ands such as forest conservation. In th is  way, the  case 

studies rep resen t a  cross-section of both th e  developm ent activ ities as well 

as "social action" (or p ressu re) activ ities o f com m unity-based organizations 

in several sectors. In an  in troducto ry  s ta te m e n t to th is  issue, A ina outlines 

two basic sociological approaches for study ing  com m unity-based 

organizations: the  "social m ovem ent" approach and th e  "popular 

participation/local em pow erm ent" approach  (1990:3-6). The form er, which 

focuses on social tran sfo rm ations based on class relations, is best typified by 

C astells (1983)3. The la t te r  is less of a g ran d  theoretical view and draw s 

from th e  practical experience of poor people’s organizations "in which 

s trange  alliances abound, in w hich th e  m otives to p a rtic ip a te  on all hands 

a re  conflicting and far from  sim ple, and  in which m ultip le  in te rp re ta tio n s 

a re  usually  possible" (P eattie , 1990: 19-20). A ina claim s th a t  the 

descrip tions of the  organizations in th e  jo u rn a l issue conform m ore closely to 

th e  second perspective: th a t  o f learn ing  by doing. N evertheless, th ere  is a 

lack of a  uniform  fram ew ork  used for describing and analyzing the  case 

studies which m ake it difficult to m ake d irec t com parisons am ong them .

3 This approach has also been used in m ore recen t studies of u rban  social 
m ovem ents in the  lowdncom e c o u n tr ie s -  see Schuurm an and van N aerssen, 
(1989).
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The fourth, a collection of case stud ies edited bv T u rn er (1988), 

follows a fo rm at sim ilar to th e  U N -published series, and consists of a 

description of tw en ty  NGOs and th e ir  she lte r-re la ted  activ ities in both 

u rban  and ru ra l a r e a s -  five from Africa, e ight from Asia and seven from 

L atin  A m erica and th e  C aribbean . Included in these  case stud ies are  sho rt 

descrip tions of the  experiences of com m unity-based organizations (referred 

to as CB-NGOs) like U kanal-Fe, based in a village outside of D akar, 

Senegal, which bu ilt a  k indergarten ; na tional support NGOs like Village 

R econstruction Project in India which provides funds and assistance  for 

villages w ishing to im prove th e ir  own housing; and in te rn a tio n a l NGOs such 

as Redd B arna, a  N orw egian-based organization  which helped in itia te  an 

upgrad ing  project in Kebele 41. a  slum  of Addis A baba, E thiopia.

A t the  close of th is  publication is a  ch ap ter w ritten  by Jo h n  F. C. 

T u rn e r (who w as p rim arily  responsible for d raw ing  a tten tio n  to self-help 

housing in the  early  1970s) which a tte m p ts  to d raw  some im p o rtan t 

conclusions from the  in te rn a tio n a l case studies (1988; also in 1986). In 

keeping w ith the  enab ling  s tra teg y  concept, he claim s th a t  th e  m ost 

effective use of governm ent resources is to invest in program s which 

fac ilita te  the  provision of w h a t he calls "elem ents" of housing. According to 

T u rner, these  elem ents consist p rim arily  in the  res tru c tu rin g  of social and 

legal in stitu tions by rem oving b a rrie rs  p reven ting  poor people from having  

access to basic resources such as land, cred it and m ateria ls . Am ong these 

b a rrie rs  can be included policies which tac itly  p e rm it speculation on u rban  

land, inequitab le  land d istribu tion  and building s tan d a rd s  which a re  too 

high. He traces th e  developm ent of housing policy from its early  stages 

w hen it  provided com plete houses (called "assem bly" projects), th rough  the
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"thresho ld" projects like site-and-service program s, and "com ponents" 

provision such as sq u a tte r  se ttlem en t upgrading , to the  provision of 

elem ents which increase local access to th e  basic resources required  for 

shelter. Each, according to T urner, if  im plem ented appropria te ly  is 

successively m ore cost-effective as a public sector investm ent. A lthough 

T u rn er does no t describe these  e lem ents in m uch detail, they  focus on 

rem oving th e  common policy constra in ts  which lim it poor fam ilies’ access to 

adequate  housing.

The four collections of case studies successfully fulfill th e ir in tention  

of d raw ing  m uch-needed a tten tio n  to the  im portance, role and  capacity  of 

various types of NGOs in providing housing and o ther basic services to poor 

com m unities all over th e  world. A lthough they  form a strong  beginning to a 

rela tively  new  field of academ ic investigation , th e re  a re  nevertheless 

w eaknesses in th is lite ra tu re  which need to be addressed.

F irs t, the  fo rm at of brief, descriptive case studies renders difficult an 

u nderstand ing  of how these  organizations develop and function, due to the  

absence of an analy tic  fram ew ork. C om parative  studies which use a 

uniform  research  design, address sim ilar research  questions, and employ 

com parable categories of analysis would render conclusions o f a general 

n a tu re  which could th en  be fu rth e r  studied and verified.

Second, th e re  is a  lack of consensus and  general confusion in the  

l ite ra tu re  surrounding  th e  use of term s. C om m unity-based organizations 

a re  sim ultaneously  referred  to as CB-NGOs, grassroots NGOs and CBOs. 

The use of the  te rm  NGO is itse lf  questionable. O riginally in tended to refer 

to organizations w ith consu lta tive  s ta tu s  to the  U.N ., it has since come to 

refer to p riva te  non-profit organizations. (A lternative  term s, used m ainly in
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the  U.S., a re  "p rivate  vo lun tary  organization" (PVO) and "p rivate  not-for- 

profit o rganization" which have essen tia lly  the sam e m eaning).

Third, no tw ith stand ing  th e  problem  of term s, several types of 

organizations a re  often descriptively lum ped together, rang ing  from 

in te rn a tio n a l NGOs w ith su b s tan tia l funding and professional s ta ff  based in 

th e  industrialized countries; to very sm all resource-poor com m unity-based 

organizations in ru ra l villages in the  low-income countries. The varia tions 

in size, geographical location, basic function and access to m ateria l, financial 

and hum an  resources a re  im m ense. F u rtherm ore , th e  sector w ithin  which 

th e  organizations’ activ ities tak e  place— such as health , education, housing 

or ag ricu ltu re— vary  g rea tly  as well. A t the  very least, it canno t be 

assum ed th a t  the  charac teristics and determ in ing  variab les affecting the  

functioning of these  d ifferen t types of organizations a re  th e  sam e. This all 

suggests th a t  organizational and technological a ttr ib u te s , environm ents, 

functions and locations need to be clearly specified w hen defining both the  

topics and m ethodologies used for studying  these  organizations.

S tudies from the  U.S.

The em pirical lite ra tu re  on com m unity-based organizations in the  

U.S. consists of p resen ta tions of research  findings based on collections of 

case study  m ateria l as well as system atic  assessm ents of com m unity-based 

organizations using survey m ethods. Two works s tan d  ou t as typical of the  

firs t form at; one by F isher and  Rom anofsky (1981) which offers descriptive 

accounts o f com m unity organizing efforts in th e  U.S. since th e  1920’s; and 

th e  o ther by C unningham  and  K otler (1983), which p resen ts case study 

m ateria l along w ith a  concluding ch ap ter on lessons learned. The second



23

comes th e  closest to a system atic  analysis of q u a lita tiv e  case study-based 

inform ation.

In th e ir  concluding chap ter, C unningham  and K otler ex trac t 

guidelines for com m unity o rganizations based on th e  experiences of the  

organizations chosen as case studies. The au th o rs  identify  four types of 

s tru c tu re  eviden t in the  case studies: o rganizations based on individual 

m em bers, coalitions o f ex isting  organizations, m ixed individual and 

organizational m em bers, and  elected rep resen ta tiv es  from sm all geographic 

sections w ith in  neighborhoods. The advan tages and d isadvan tages of each 

a re  th en  reviewed, for exam ple the  s tren g th  of coalitions lies in th e ir  ab ility  

to achieve complex goals and  mobilize large am ounts o f people and m oney 

w ith in  sh o rt tim efram es. T he p rim ary  draw back of th is  s tru c tu re  lies in the  

inability  to susta in  m obilization of all m em ber organizations over tim e.

C unningham  and K otler identify  four types of p rim ary  s tra teg ies  used 

by the  organizations studied: p ressure  (or social action), service (or 

developm ent activities), a  m ix of these  two, and w h a t they  refer to as 

"social fabric" or building th e  rela tions and  com m unications w ith in  the  

com m unity. They observed th a t  m ost organizations began w ith a p ressu re  

stra teg y  and  then  moved tow ards a  m ix of p ressu re  and service.

A study conducted by M ayer and Blake (1981) which surveyed 99 

neighborhood developm ent o rganizations (NDOs) across th e  U.S. exem plifies 

th e  survey  approach to the  assessm ent of these  organizations. This study, 

which focused on u rban  rev italization  efforts, w as designed to address four 

specific research  questions: 1) identify ing "specific organizational 

charac teristics essen tia l to success in carry ing  ou t com m unity  developm ent 

projects"; 2) categorizing and describing "differing levels o f capacity  to carry
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ou t such pro jects”; 3) identify ing "the  form s of technical and financial 

assistance app rop ria te  for NDOs a t  various stages of grow th"; and 4 > 

identifying w ays of m easu ring  "ND Os’ effectiveness in carry ing  ou t projects 

and  using assistance" (1981:3). The M ayer and Blake study  includes 

o rganizations which focus on two d istinc t types of activities: the  renovation 

o f de te rio ra ted  housing and com m ercial developm ent projects which aim , 

am ong o th er th ings, to c rea te  jobs. O rganizational perform ance was 

evaluated  w ithin  w h a t could be considered a goal-effectiveness fram ew ork, 

using a range  of variab les including proportion of task s com pleted, ra tios of 

ac tu a l to p lanned ou tpu ts and  level of "p rim ary" and "o ther" ou tpu ts and 

"indirect" im pacts.

In looking a t  the  conceptual approach to the  study, a few observations 

can be m ade. F irst, th e re  is a strong  em phasis on defining and m easuring  

effectiveness in te rm s of quantifiab le  goals and identifying the  

o rganizational charac teristics associated w ith  it, despite th e  lessons learned 

from  the  O rganizational Behavior field which suggest th a t  th is  approach has 

questionab le  usefulness. M ayer and B lake adm it, however, th a t  

m easu rem en ts of the  less tang ib le  "o ther" o u tp u ts  and "ind irect" im pacts 

w as no t ad eq u a te  and th a t  long titud inal study  is needed in order to b e tte r  

assess them . Second, a lthough  M ayer and  Blake included a m ore in-depth 

q u a lita tiv e  investigation  of tw elve of th e  99 NDOs surveyed, the  em phasis 

o f th e  research  on survey d a ta  runs ag a in s t th e  conclusions from  the 

O rganizational Behavior lite ra tu re  th a t  descrip tive ra th e r  th a n  survey 

m ethods a re  m ore ap p ro p ria te  for gain ing  an understand ing  of the  evolution 

and functioning of developm ent organizations such as NDOs.

As p a r t  of th e ir study , M ayer and B lake also include a sum m ary ,
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based on the  qua lita tive  d a ta , of the  developm ental stages th rough  which 

th e  NDOs appeared  to pass: l i form al estab lish m en t of an  organization; 2) 

deciding to carry  o u t program s; confronting th e  difficulties of the  first 

projects; 4  ̂ becoming com peten t in specific project work; 5) developing a 

netw ork  of rela tions w ith outsiders; 6) building a  diverse range of projects; 

and 7) institu tionaliz ing  expanded project com petence. I t  would be possible 

to te s t w hether these  developm ental stages hold in the  contex t of the  low- 

income countries ov not.

In both the  M ayer and Blake study  as well as th e  C unningham  and 

K otler study, th e re  is little  m ention of th e  legal, in stitu tiona l and policy 

constra in ts th a t  NDOs face. W hether th is  is because these  constra in ts  are  

no t nearly  as pronounced in the  U.S. context, or the  study  did no t ta p  into 

them , is not clear.

The issues raised  in the  U .S.-based em pirical lite ra tu re  offer insights 

into th e  developm ent o f a fram ew ork for investigating  u rban  com m unity- 

based housing organizations in th e  low-income countries. The m ost 

significant of these  is th e  im p o rtan t d istinction which would need to be 

m ade betw een the  developm ent and social action activ ities of an  

organization.

Important issues

T here a re  a  few issues, addressed m ainly in th e  in te rn a tio n a l housing 

lite ra tu re , th a t  a re  re levan t for a discussion o f u rban  com m unity-based 

housing organizations in th e  low-income countries. F irst, th e re  is growing 

a tten tio n  being paid, both in te rm s of policy and research , to th e  im pact of
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increasing num bers of poor w om en-headed fam ilies in th e  u rban  a reas  on 

overall housing dem and. The potential contribution of com m unity-based 

housing organizations as a response to th is problem  is therefore  of 

im portance to th is discussion. Second, th e re  is an ongoing debate  in th e  

in te rn a tio n a l housing lite ra tu re  on th e  ideological dim ensions of the  use of 

self-help labor in the  construction of housing for low-income u rban  

households. Thus, w hether com m unity-based organizations rely on self-help 

labor or not m ust be addressed. F inally , there  a re  allusions in th e  policy 

lite ra tu re  on housing NGOs (such as U N CH S, 1988 and S1NA, 1986) to  the  

role of the  s ta te  and its influence over com m unity organizations, which 

ju stifies  fu rth e r discussion of th is issue.

T he housing needs of w om en

T here is increasing evidence th a t  while th e  proportion of poor wom en- 

headed households in the  low-income countries is grow ing (p a rt of a  process 

known as th e  fem inization of poverty ), th e ir  access to resources for housing, 

along w ith o ther basic necessities such as education and health , is actually  

d im inishing (C harlton, E v e re tt and S tau d t, 1989). In m any  countries, 

social, in stitu tiona l and legal b a rrie rs  reinforce w om en’s lack of access to 

these  resources.

In a pa th -b reak ing  publication on wom en, hum an  se ttlem en ts  and 

housing a t  th e  in te rnational level, M oser analyzes th e  roots of th is  problem  

in an erroneous model of society which policy-m akers use as a basis for 

m aking decisions abou t resource allocations (1987). According to  M oser, 

th is model does no t tak e  into account w om en’s " trip le  role": th a t  o f 

reproductive work (childbearing and rea rin g  responsibilities), productive



work (prim ary  and secondary incom e-earn ing> and finally, w om en's role as 

com m unity  m anagers, or organizing a t the  com m unity level for the  

provision of basic item s for collective consum ption. (An exam ple o f th e  th ird  

role is the  com m unity soup kitchens in itia ted  by women in Lima as a result 

of inflation and food shortages). The model, she claim s, also does not 

acknowledge th a t  an  increasing proportion of the  heads of poor households 

a re  women.

In policy term s, these  flaws in the  model of society held by legislators 

tra n s la te  into program s which deny women access to land tenu re  and 

financing; as well as in p u t into the  layout and location of se ttlem en ts , 

zoning regulations, house plans, and th e  location and design of com m unity 

facilities. In site-and-service and upgrad ing  program s, which partia lly  rely 

on self-help labor, w om en’s trip le  role lim its th e  tim e they  have available to 

work on house renovation or construction. Added to th is, social and  cu ltu ral 

restric tions on w om en’s roles in certa in  societies also act to lim it th e ir  

ab ility  to partic ipa te  in self-help house construction.

T hese assertions have some im plications for the  study  of com m unity- 

based housing organizations. Since wom en com prise a significant and 

grow ing proportion of the  u rb an  poor, it is im p o rtan t th a t  research  address 

such issues as w he ther these  organizations a re  accessible to  wom en, w he ther 

they  provide viable housing solutions for wom en, and  finally, w hether 

wom en partic ipa te  in decision-m aking processes.

Self-help

The issue of self-help is one th a t  is hotly debated in the  housing 

lite ra tu re , since self-help is a com ponent of m ost of the  recen t approaches to
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the  u rban  housing problem . C onceptually, th is issue includes two sep ara te  

hut in ter-re la ted  notions: th a t o f self-help in the  sense of being self­

in itia ted . such as a developm ent project launched by a com m unity-based 

organization; and self-help labor or vo lun ta ry  labor con tribu ted  to a 

pa rticu la r project th a t  could be in itia ted  e ith e r by the  beneficiaries o f the  

project or by some o ther agency4. In m ost discussions of self-help, th e  two 

ideas are not d istinguished, but the  d isagreem ents in the  lite ra tu re  

nevertheless focus on the  ideological im plications of the  use of self-help 

labor, neglecting the  o ther m eaning of th e  term .

On the one side, the  M arx ist and neo-M arxist view, self-help labor is 

regarded  as a form  of free labor which resu lts  in a double exploitation of 

poor people: first, by denying them  access to affordable housing, and

second, by expecting them  to con tribu te  unpaid  labor in order to m ake th e ir 

housing affordable. According to th is view, self-help labor incorporated into 

a housing project should be discouraged on a policy basis and su b stitu ted  for 

by viable red is tribu tive  policies which provide ad eq u a te  housing to low- 

income people (Burgess, 1985; W ard, 1982). Reliance on self-help labor 

rep resen ts an excuse for governm ents to absolve them selves of th e ir 

responsibilities to poor people and ju stifies th e ir tendencies to continue 

devising policies which benefit th e  elites.

The opposing view holds th a t  erw ouraging self-help labor facilita tes 

low-income households in doing w h a t they  a re  already  actively engaged in ­

providing th e ir own housing. F u rthe rm ore , it enables them  to exercise th e ir 

freedom  to choose the  kind o f housing they  desire ra th e r  th a n  having  to

4 The distinction m ade by S k inner and Rodell (1988) is roughly the  sam e: 
"self-help" in th e  sense of fam ilies autonom ously deciding about investm en ts 
vs. "self-help" th a t is equ ivalen t to unpaid  family labor.
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accept solutions which a re  often inappropria te ly  provided for them  by 

governm ent (Gilbert and van der Linden. 1987; T in n e r. 1977; T u rner and 

F ichter, 19721. It has a lready  been m entioned in the  previous ch ap ter th a t 

m uch governm ent-subsidized housing ends up in the  hands of the  middle- 

class as a resu lt of a filtering-up process. F u rtherm ore , th e  control of 

housing in the  hands of the  s ta te  leads to an  u ltim ate  d isem pow erm ent of 

poor people who have little  or no say in the  housing which is provided for 

them .

The devising of an enabling  stra teg y , incorporating  elem ents of both 

self-initiated housing as well as self-help labor, effectively plays into the  

hands of those who would like to preserve the  s ta tu s  quo and keep public 

investm en t in the  housing sector as low as possible. On the  o ther hand, the  

lack of success of centrally-controlled top-down housing program s is a 

testim ony to th e  ineffectiveness of the  s ta te  as the  u ltim ate  provider. It 

seem s, therefore, th a t  a com prom ise betw een these  two positions lies in the  

acknow ledgem ent of the  s ta te ’s ap p ro p ria te  role as a fac ilita to r ra th e r  th an  

a provider of resources, along w ith encouraging the  em pow erm ent of poor 

people through  giving them  m ore control over the  housing in which they 

live.

This debate  has certa in  im plications for the  study of com m unity-based 

housing organizations. F irst, the  notion of self-help as an enabling and 

em pow ering process in the  housing sector needs to be given credence, since 

it is upon th is process th a t  developm ent in all sectors u ltim ately  depends.

In relation to the  debate  on self-help labor, the  factors which both facilitate  

and inhib it the  use of self-help labor need to be investigated; and the  

im pacts of th e  use of self-help labor on organizations, such as decisions on
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building s tra teg ies  and in te rn a l cohesion, should also he considered.

The role o f the  s ta te

As suggested in the  discussion w ith in  th e  O rganizational Behavior 

field, com m unity-based organizations, w he ther u rban  or ru ra l, in the 

housing or th e  health  sector, m ust function w ithin  a certain  social, economic 

and political context. Some lite ra tu re  has begun to accum ulate  on the 

rela tionsh ip  betw een m ediating  organizations such as NGOs and the  sta te . 

In an article  on the  politics o f governm ent-N G O  relationships in Africa, 

B ra tton  outlines several s tra teg ies em ployed by the  s ta te  in fashioning its 

relations w ith  th e  NGO sector (1989b R anging from "m onitoring" to "co­

optation" and "dissolution", these  s tra teg ie s  enable governm ents to exercise 

varying levels of control over NGOs. B ra tton  claim s th a t  in Africa, even 

in cases w here governm ents rev e rt to ex trem e m easures in th e ir  efforts to 

co-opt or dissolve non-governm ental in stitu tions, lack of efficiency combined 

w ith the  m ultip le  m inistries w ith which NGOs m ust deal, often act to lim it 

the  ab ility  of s ta te s  in carry ing  out th e ir in tentions.

A lthough th is could be said abou t governm ents a t  the  national level, 

th ere  is evidence suggesting th a t  control is easier to exercise a t  th e  local 

level. In studies of u rban  com m unity organizations in Latin  A m erica, 

G ilbert and  W ard discuss s tra teg ie s  em ployed by local governm ents in th ree  

countries to control w h a t they  call "com m unity action" organizations (1984a 

and b). T heir findings provide evidence th a t  local governm ents use 

com m unity organizations "as a  m eans of leg itim ating  the  political system , 

e ith er as a  s tru c tu re  for garnering  votes, or as a m eans of ensuring  

compliance w ith u rban  political decision-m aking" (1984a:780). They outline
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th ree  m ethods used by local institu tions in achieving these aim s: co­

optation . w here the leaders of an inform al com m unity organization are 

persuaded to form ally affilia te  w ith a larger political body such as a political 

party ; form al institu tionalization  of an  organization along lines determ ined 

bv the  governm ent; and th e  form ing of a patron-client re la tionsh ip  bet ween 

the  organization and a p a rticu la r politician. G ilbert and W ard claim th a t, 

in some cases, o rganizations gained access to resources th rough  securing 

these  kinds of rela tionsh ips, bu t th a t th is w as not alw ays the  case.

These observations suggest th a t  in studying  com m unity-based 

organizations, th e  n a tu re  o f the  relationsh ips established w ith  political 

actors a t  various levels needs to be understood. The above discussion 

indicates th a t  p a rticu la r a tten tio n  should be paid to w he ther close ties to 

certa in  political actors a re  associated w ith  g rea te r  access to resources and/or 

loss of autonom y.

L essons learned

The topics covered in th is chap ter a re  varied and m any , and the 

discussions surrounding  them  are  d raw n from several fields. By reviewing 

th is in terd iscip linary  lite ra tu re , however, it has been shown th a t, when 

pulled together, it can shed light on app rop ria te  conceptual and 

m ethodological approaches for studying  com m unity-based housing 

organizations.

The theoretical perspectives on effectiveness provide insights into a 

general fram ew ork which can be em ployed. The discussions from th a t 

section suggest th a t  a system s fram ew ork which focuses both on in te rnal
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in te rn a l cohesion, s tra teg ies  and costs) as well as ex te rnal rela tions tw ith 

governm ent and funding agencies) is appropria te . They also suggest, in 

accordance w ith Brown and Covey 1.1987'). th a t  the  m ethodologies best 

su ited  to th is fram ew ork a re  those which enable flexibility and indepth  

q u a lita tiv e  investigation.

The review of th e  em pirical l ite ra tu re  on com m unity-based 

organizations in th e  low-income countries, particu larly  th e  work of T u rner 

(1988), h ighlights the  im portance of analyzing the im pact of policy. It also 

reveals the  difficulties in h eren t in d raw ing  general conclusions from the 

experience of organizations opera ting  on d ifferent levels in widely vary ing  

contexts. This implies th a t, a t  least initially, studies should focus on a 

clearly  defined context, such as u rban  or ru ra l, or w ith in  a  specific country , 

so as to facilitate  the  observation  of p a tte rn s  am ong the  various conceptual 

variables.

The research  lite ra tu re  from th e  U.S. on u rban  com m unity 

organizations con tribu tes to the  fram ew ork by outlin ing th e  general 

s tra teg ie s  availab le  to these  organizations: prim arily  developm ent activ ities 

and social action. C unningham  and K otler (1983) found th a t  organizations 

in th e  U.S. tended to s ta r t  w ith social action and then  move to a mix of 

activ ities. W hether com m unity organizations in the  low-income countries 

follow a  sim ilar p a tte rn  would need to be investigated.

The increasing rep resen ta tion  of women household heads am ong the  

u rb an  poor in the  low-income countries, and the  pa rticu la r ba rrie rs  they 

encoun ter in providing housing to th e ir fam ilies, suggests th a t  any study of 

com m unity-based housing organizations cannot ignore th is factor.
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Consequently, em pirical observations should evaluate  the  accessibility of 

these  organizations to w om en, the ex ten t to which joining them  enables 

wom en to m eet th e ir p a rticu la r housing needs, and finally, the  level of 

partic ipation  of women in these  organizations.

Because of the  ex tensive debate  in th e  housing lite ra tu re  on th e  issue 

of self-help, research on com m unity-based housing organizations is obliged to 

address th is variable. In addition to addressing  the  em pow erm ent issues 

associated w ith self-help, im p o rtan t to consider a re  the  factors which 

fac ilita te  or inhib it the  use of self-help labor by the  organization as a mode 

of production, and the  im pact of self-help labor on th e  in te rn a l functioning of 

the  organization.

Finally, the  growing lite ra tu re  on rela tions betw een com m unity 

organizations and th e  s ta te  im ply the  need to incorporate political actors a t  

both the  national and local level in th e  study of the  ex te rn a l rela tions of 

these  organizations. T here is some evidence, as described by G ilbert and 

W ard (1984a and b), th a t  th e  s ta te  views com m unity organizations both as 

an  opportun ity  for m an ipu lation  as well as a challenge to  its au tho rity .

To conclude, the  following research  questions reflect the  inpu t o f the 

above discussions and provide the basis for the  em pirical d a ta  to be 

p resen ted  in the  chap ters  th a t  follow:

1) W hat appear to be th e  developm ental stages of th e  organizations?

2) W hat a re  th e  a ttr ib u te s  o f the leadership  s tru c tu res  of th e  organizations? 

W hat a re  the  p a tte rn s  of and  influences on th e  level of leadersh ip  skills?

3) W h at is the  composition of the  m em bership  of th e  organizations? How is 

in te rn a l cohesion am ong th e  m em bers fostered? To w hat e x te n t do th e  

m em bers partic ipa te  in the  organization’s activities?
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4) W hat a re  the  building s tra teg ies em ployed by th e  organizations? How 

are  these building s tra teg ie s  influenced? To w hat ex ten t is self-help labor 

relied upon? How does the  organization m ake o ther key decisions?

5 ) To w hat ex ten t a re  wom en represen ted  in the  organizations? W hat are  

th e ir respective roles in both the  leadersh ip  and the  m em bership? How are  

these  roles influenced by cu ltu ral and o th er factors?

6) W h at a re  the  fixed and  variable  costs o f the  organizations and how do 

they  com pare w ith the  costs incurred for o th er modes of building low-income 

housing?

7) W hat is the  role of policy on the  opera tions of th e  organizations studied? 

W hich ex te rna l actors influence the  organizations and in w h a t ways? How 

do the  organizations respond to these  constra in ts  and influences?



CHAPTER III

Z IM B A B W E : H IS T O R Y , U R B A N IZ A T IO N  A N D  H O U S IN G  P O L IC Y

Since th is study chose as its  focus th e  country  o f Zim babw e, it is 

im p o rtan t th a t  th e  re lev an t aspects o f th is p a rticu la r na tional context be 

understood in determ in ing  to  w h a t e x te n t th e  findings generated  from  th e  

study can be generalized to o th er na tional contexts and  regions in th e  world. 

T his ch ap te r outlines th e  re lev an t aspects o f th e  political and  urbanization  

h istory  of Zim babw e, describes th e  governm ent’s m ajor policy approaches to 

th e  u rban  housing problem  since the  coun try ’s independence in 1980, and  

also provides some historic p recedents for com m unity-based housing 

activ ities in th e  u rban  areas. The political h istory  o f Z im babw e sheds light 

on th e  n a tu re  o f the  political context w ithin  which com m unity-based 

organizations m u st opera te  in th is  country, and  explains th e  rela tive  

im portance of various ex te rn a l actors for th e  o rg an iza tio n s- particu la rly  

political p a rties  and th e  conflicts betw een them . A description of th e  history  

of Z im babw e’s u rbanization  p a tte rn  furn ishes th e  background for th e  

c u rre n t u rban  housing problem  and also explains th e  p articu larly  difficult 

s itua tion  confronting Z im babw ean wom en who m ig ra te  to th e  towns. A 

review  of th e  governm ent’s m ajor approaches to  u rb an  policy provide a  

contex t w ith in  which com m unity-based housing organizations can be placed 

and enable a com parison of Zim babw e’s approach w ith  o thers review ed in 

C h ap te r I. Finally, both th e  u rban  and ru ra l p recedents of form al

35
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com m unity housing organizations s tren g th en  a cu ltu ra l and  historical 

explanation  of the  po ten tials and constra in ts  of the  organizations which 

were the  focus of th is study.

A brief history o f Zimbabwe

The first susta ined  se ttlem en t by E uropeans of th e  te rrito ry  now 

known as Zim babw e took place in 1890 w hen Cecil Rhodes’s B ritish  South 

Africa Com pany and alm ost 200 "pioneers" crossed the  M acloutsie R iver 

from B echuanaland (now B otsw ana) to colonize and search  for precious 

m etals in M ashonaland, the  largest a re a  of p resen t-day  Zim babw e (see 

Figure 1). This te rrito ry  w as also being viewed by the  Boer farm ers and 

prospectors, who lived fu r th e r  south  in th e  T ran sv aa l province of South 

Africa, as a  ta rg e t for th e ir expansion ist designs as well (R anger, 1985; 

M artin  and  Johnson, 1981). Up un til th is tim e, both th e  Boers and th e  

B ritish had signed a series o f trea tie s , (characterized  by some h isto rians as 

"chicanery and in te rn a tio n a l power politicking") w ith th e  M atabele kings 

whose people had recently  become th e  p rim ary  in h ab itan ts  of M atabeleland, 

now a region in sou thern  Zim babw e, following clashes w ith  the  Zulu people 

of South Africa (M artin  and Johnson, 1981:36). W ith th e ir  eyes se t on 

M atabeleland  as well, officials from the  B ritish  South Africa com pany 

organized an invasion in 1893 which resu lted  in victory-- b u t only a fte r  a 

fierce b a ttle  w ith  the  M atabele. Following th is, black A fricans were 

relegated  to "reserve" a reas , th e ir  w ealth , livestock and land confiscated by 

the  invaders. As a resu lt of the  oppressive situa tion  forced upon them , the  

M atabele revolted. Following th is  p receden t and  w ith in  a  few m onths, the
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Figure 1. Map o f the Sc Jthem  Africa Region.
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M ashona rebelled as well. This native  uprising, which took place in 1896, 

was suppressed com pletely and cruelly and becam e known as the  first 

"ch im urenga", or struggle. I t laid the  historical background and was the  

foundation for the  sp iritua l folklore associated w ith th e  second chim urenga, 

to tak e  place in the  1960’s and 1970’s (Lan, 1985).

The first significant black n a tio n a lis t political p a rty , the  African 

N ational Congress, w as formed in 1957 and in Zim babwe eventually  sp lit in 

the  early  1960’s into th e  Zim babw e African People’s Union (ZAPU) led by 

Jo sh u a  Nkomo, and the  Zim babw e African N ational Union (ZANU), la te r  to 

be led by Robert M ugabe. Both organizations were soon banned, b u t 

continued th e ir struggle  by form ing a unified guerrilla  "patrio tic  fron t" w ith 

the  support of o th er front-line s ta te s  (such as M ozam bique and Zam bia) 

during  th e  arm ed  struggle which escalated  in the  early  1970’s (Cokorinos, 

1983). On its  side, the  w hite  Rhodesian governm ent sought and obtained 

the  m ilita ry  support of the  South  African regim e to th e  south. A lthough 

Southern  Rhodesia had been form ally estab lished  in 1923 by B ritish  decree, 

its subsequen t developm ent w as ra th e r  unique in th a t  the  w hite se ttle r  

colony functioned w ith little  in tervention  from the m other country  (Ranger,

1985). This effective autonom y eventually  led to a sp lit betw een the  colony 

and G re a t B rita in  w hen Rhodesia declared un ila tera l independence in 1964. 

As a response, th e  B ritish  urged  the  in te rna tiona l com m unity to impose an 

economic em bargo on th e  country.

. Anxious to end w h a t was seen as an  illegal regim e, the  B ritish  also 

a ttem p ted  to negotiate  a se ttlem en t am ong all the  contending parties: the  

w hite governm ent and the  various black factions. To th is end, it p ressured  

the  Rhodesian governm ent to allow lim ited political partic ipa tion  of Africans
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in th e  country resu lting  in th e  form ation of two black " in te rn a l"  political 

parties , one led by Bishop Abel M uzorewa. Forced to the  bargain ing  tab le  

by successive m ilita ry  defeats, Prim e M inister lan  Sm ith  even tually  agreed 

to negotiate  in 1979 w ith th e  black n a tio n a lis t forces, which resulted  in the  

signing of th e  L ancaste r House A greem ent. E lections w ere a rranged  for 

early  1980, and ZANU, which had developed a strong  m ilita ry  and political 

suppo rt base in th e  large M ashona te rrito ry , won a decisive victory over 

both ZAPU, p rim arily  M atabele-supported , as well as M uzorew a (S tonem an 

and Cliffe, 1989).

A fter its election triu m p h , ZANU w en t to work building on the  

political base th a t  i t  had forged du ring  th e  arm ed struggle  and which had 

been founded on socialist ideals. P a rty  m em bers w ere aggressively recru ited  

in both th e  ru ra l and  u rb an  areas , th e  p a rty  s tru c tu re  reinforced, and 

socialist principles (or versions thereof) prom oted as th e  basis for 

developm ent policies. In th is  w ay, ZANU succeeded in estab lish ing  itse lf as 

th e  principal m ed iato r betw een th e  people and th e  s ta te  (Ranger, 1985).

On th e  bu reaucra tic  front, th e  ZANU-led governm ent also established  a 

netw ork  o f local au tho rities, provincial p lann ing  and advisory boards and 

w ard  and village developm ent com m ittees and effectively functioned as a 

one-party  system  in m ost o f th e  country.

B ut in th e  M atabele land  provinces, d istu rbances e rup ted , instigated  

by ZAPU supporte rs  who w ere dissatisfied  w ith th e  ZANU election victory. 

P rim e M inister M ugabe responded to th is by sending security  forces into the  

region to subdue th e  "dissident" activ ities. A fter considerable violence, 

w hen it becam e evident th a t  th is s tra teg y  would no t solve th e  problem , 

M ugabe then  in itia ted  "un ity  ta lk s"  w ith  ZA PU ’s Nkomo which had as th e ir
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aim  an am algam ation  of th e  two parties into one single p a rty . These ta lk s 

w ere eventually  successful and culm inated  w ith the  form al U nity  

A greem ent negotiated  in la te  1987 (S tonem an and Cliffe, 1989).

This description of th e  rise and preem inence of ZANU as the  m ajor 

political force in the  country  is im p o rtan t in understand ing  th e  political 

con tex t w ith in  which com m unity-based organizations m u st operate . I t is 

also im p o rtan t in providing a background for conflicts which continue to 

m an ifes t them selves in th e  country. D espite the  elim ination  of ZAPU as an 

officially recognized p a rty , th e  clash betw een ZANU and ZAPU, reinforced 

by e thn ic  and regional divisions betw een the  Shona and Ndebele peoples, 

has continued to affect th e  political and civil life of th e  country . For th is 

reason, i t  has been alleged, pa rticu larly  by N debele-speaking b u reau cra ts  a t  

th e  provincial, d istric t and  local levels, th a t  th e  M atabeleland  region has 

been shortchanged in th e  benefits of independence.

Urbanization in Zimbabwe

From  the  tim e o f th e  in itial se ttlem en t of Zim babw e by E uropeans in 

th e  1890s, u rb an  a re a s  w ere declared to be th e  exclusive dom ain of w hites. 

A legal and  in stitu tiona l s tru c tu re  favorable to w hites w as system atically  

constructed , confining m ost African Z im babw eans to subsistence ag ricu ltu ra l 

activ ities in overcrowded, less fertile  reserve areas, la te r  to be called th e  

T ribal T ru s t Lands. The best ag ricu ltu ra l land located in th e  "highveld" 

a re a s  w as farm ed exclusively by w hites— w ith  th e  assistance  of cheap black 

la b o r -  p rim arily  for export m arke ts , hence these  a reas com prised th e  

"com m ercial farm ing" sector. A t the  tim e of industria lization  in th e  la te
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1940’s, the  dem and for a  cheap u rban  labor force becam e increasingly 

evident and provisions w ere m ade to allow single African m en to live 

"tem porarily" in th e  towns, b u t only in those a reas designated  as black 

tow nships. The cities and  tow ns continued to a t t r a c t  black fam ilies from 

the  ru ra l a reas , however, and  particu larly  du ring  the  liberation  w ar, the  

governm ent w as unable to control th is  m igration  which resu lted  in a 

sw elling of the  African population  in m ost of the  u rban  areas. Since 

independence in 1980, w hen influx control m easures w ere abolished, ru ra l- 

u rban  m igration  has increased  substan tia lly . F u rtherm ore , th e  L ancaster 

House A greem ent, in effect up until April of 1990, stipu la ted  th a t  

com m ercial farm  land in th e  ru ra l a reas  could only be bought on a willing- 

seller, w illing-buyer basis. T his m ean t th a t  land  red istribu tion  did not occur 

on a  m ajor scale, th u s th e  situa tion  for m ost blacks in th e  ru ra l a reas did 

not im prove very m uch im m ediate ly  a fte r  independence, m aking th e  tow ns 

even m ore a ttrac tiv e  as a  source of em ploym ent and a b e tte r  life.

Betw een the  1969 and 1982 censuses, th e  proportion of the  

population living in u rban  a re a s  rose from 18.54% to 25.73%  (M utizwa- 

M angiza, 1986). G overnm ent figures from 1986 p u t th e  official national 

u rban  grow th ra te  a t  5.4% (G overnm ent of Z im babw e w ith U .S.AID, 1986). 

Due to th e  in itial under-u rban iza tion  resu lting  from the  segregation ist 

colonial policies and enforcem ent of vagrancy  laws which kep t A fricans out 

of th e  tow ns, a t  th is  ra te , th e  proportion of people living in Z im babw e’s 

cities would be expected to double every 14 years. As of 1986, abou t 71% of 

the  u rban  population lived in th e  coun try ’s five la rgest u rb an  areas:

H arare , Bulawayo, C hitungw iza, G w eru and M utare; a full 64% in H arare , 

Bulaw ayo and C hitungw iza (G overnm ent of Z im babw e w ith U.S. AID,
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1986). However, F igure 2 indicates th a t  H ara re  and C hitungw iza. w ith an 

estim ated  jo in t population o f 1.4 million, effectively function as a single 

m etropolitan  a rea  (Patel, 1988).

The spa tia l p a tte rn  w ith in  tow ns and cities in Z im babw e is a  clear 

reflection of the  country 's colonial past, despite ten  years o f independent 

rule. Before independence, residen tia l a reas  in the  cities w ere legally 

designated by race, w ith w hites living in the  cen tra l a reas in spacious homes 

on large lots, well served by basic physical and social services. Blacks, on 

the  o ther hand, lived in the  outlying tow nship a re a s  in m eagre dwellings on 

sm all plots, served by a physical and social in fra s tru c tu re  of g rea tly  inferior 

quality  to th a t  found in the  w hite areas. Since 1980, the  old black 

tow nships have been referred  to as "high-density" suburbs and th e  cen tral 

city residential a reas previously occupied only by w hites as th e  "low- 

density" a reas  (see photos in Appendix C).

A lthough no longer based on racial d iscrim ination, th e  p a tte rn  of new 

housing construction has by and large followed th a t  which w as established  

during  colonial rule. Because of the  growing num bers of low-income 

m ig ran ts  coming to the  cities and tow ns, it is becom ing increasingly difficult 

for the  high-density  suburbs to m eet the  dem and for low-income housing 

w ith in  the  confines of c u rre n t spa tia l p lanning  policy. T here  is thus 

pressure  to change the  ex isting  policy to one which would enable  in-fill low- 

income housing in cen tra l city a reas which a re  cu rren tly  designated  as low- 

density  (personal conversation w ith K. W ekw ete, Professor of R ural and 

U rban  P lanning, U niversity  of Z im babw e, 8/16/88).

S qua tting  occurred on a large scale particu la rly  du ring  th e  liberation 

w ar, the  th ree  largest spontaneous se ttlem en ts being E pw orth , ju s t  south of



Figure 2. Map o f Urban Centers in Zimbabwe.
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H arare; C hiram bahuvo , ad jacen t to C hitungw iza; and Russeldene, betw een 

H arare  and C hitungw iza (see F igure 3 \  C hiram bahuvo, wi th a population 

in 1979 of close to 30,000, w as bulldozed in 1980-81 by th e  governm ent and 

the  residen ts relocated to a site-and-service scheme. Sim ilarly. Russelldene, 

which had a population of 10,000, w as bulldozed in 1983, leaving only 

E pw orth , a  relatively  low-density se ttlem en t located on m ission-owned land 

controlled by the  M ethodist church, th e  population of which grew  from 

5,000 to 30,000 in 1982 alone (D rakakis-Sm ith , 1986). Since th is w as the  

oldest spontaneous se ttlem en t, the  decision w as ap p aren tly  m ade to upgrade 

ra th e r  th an  dem olish (B utcher, 1986). W hile the  governm ent has officially 

condem ned and a t  th e  sam e tim e m anaged to control squa tting , and new 

house construction has not been able to keep up w ith the  dem and, low- 

income people have been forced to seek ren ta l accom m odation in the 

existing  housing stock. This has led to overcrow ding and the  building of 

illegal extensions in th e  high-density  a reas  or, as one observer has p u t it, 

" sq u a ttin g  indoors". C learly , however, w ithou t m ajor in terven tions th is  

solution will even tually  reach its lim its and sq u a ttin g  will once again  begin 

to m an ifest itse lf (M udunge, 1988).

U rban  women

T he u rb an  populations m ost vu lnerab le  to th e  effects of a sho rtage  of 

low-income housing a re  w om en-headed households and o thers em ployed in 

the  inform al sector. Since until independence only African m en were 

officially allowed to live in th e  cities, wom en a re  new er to the  u rban  scene 

in Zim babw e th a n  th e ir  m ale coun te rparts . They also earn  lower w ages
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Figure 3. Map of Harare and Environs.
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th an  m en and are frequently  self-employed, engaged in pe tty  trad ing  or 

hom e-based productive activities < D rakakis-Sm ith , 19851. In addition to 

these  restrictions, women in Zim babwe living in the  u rban  a reas suffer 

o ther d isadvan tages which have th e ir roots in the  in terp lay  betw een 

cu ltu ral practices and the  legacy of colonial law.

T raditionally , Shona and Ndebele women w ere en titled  to land use 

righ ts and control of portions of land th rough  th e ir husbands or fa thers 

(G aidzw ana, 1988 ). Upon m arriage , the  fam ily of the  groom pays 

"roora/lobola", or b ride-w ealth  (originally in the form of livestock, bu t a fte r 

colonization, a sum  of m oney 1 to the  fam ily of the  bride. A fter the  adven t of 

E uropeans and the  ensuing  loss of land, a dual system  of "custom ary” and 

"general" law  was established , custom ary  law being the  codification of 

trad itiona l African custom ary  law, and general law being European law. 

U ntil 1985 w ith the  passing  of the  M atrim onial C auses Act, the  codified 

custom ary  law determ ined  th a t  African women w ere m inors w ithout 

con tractual and p rop rie tary  capacity  (Ncube, 1987). T here is m uch debate  

on th e  roots of w om en’s lack of legal s ta tu s  under custom ary  law, which w as 

not to ta lly  a ttr ib u ta b le  to pre-colonial na tive  custom s. T here  is some 

evidence th a t  the  codification of th is law w as effected th rough  the  collective 

efforts of w hite law -m akers, along w ith African m en who saw  the 

opportun ities to be gained from rem oving certa in  legal righ ts from African 

women (Jacobs, 1989). Thus, according to custom ary  law, a  wom an who 

was widowed, divorced by her husband or bore children ou t of wedlock had 

no property  rights. Even though all th is w as changed by th e  newly 

independent governm ent which g ran ted  women full con tractual and 

p rop rie tary  righ ts according to custom ary  law, social practice has yet to
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catch up w ith this. Indeed, m any women are  still unaw are  of the  changes 

(Speak O ut.T aura i K hulam ani, 1989'.

As a resu lt o f these factors, women in th e  urban  areas , such as t hose 

who are  divorced but had un reg iste red  custom ary  m arriages, often cannot 

prove th a t  they  a re  household heads and  th u s  a re  not en titled  to apply for 

serviced land from the local au th o ritie s  upon which to build a house. At the  

sam e tim e, although the  local au tho ritie s a re  supposed to recognize w om en’s 

as well as m en 's land righ ts, th is  is frequently  not p ractised  and land is 

custom arily  placed in the  husband 's  nam e. The Town Council of 

C hitungw iza is one of the  local au th o ritie s  which consciously m ade an 

exception to this, s tip u la tin g  th a t lots m ust be placed in both nam es 

(personal conversation w ith M. M udunge, D irector, D epartm ent of Housing 

and C om m unity  Services, C hitungw iza Town Council, 9/29/89).

G overnm ent h ousing  policy since independence

W ith strong  indications of an  im pending u rban  population explosion, 

the  new governm ent launched an in teg ra ted  policy th a t  would both deal 

w ith  the  source of ru ra l-u rb an  m igration as well as the  consequences. In 

the  ru ra l a reas, th e  governm ent estab lished  "grow th points" a t  the  lower 

end of the  u rb an  h ierarchy, th e  in ten tion  of which w as to develop 

ag ricu ltu ra l service and industria l cen tres aw ay from H ara re  and Bulaw ayo 

(see W ekw ete, 1989; 1987; and Helm sing, 1986). In addition, the  

governm ent fram ed a new policy on low-income u rban  housing, to be 

overseen by a M inistry  of Public C onstruction  and Housing, involving the  

following m ajor com ponents (from M utizw a-M angiza, 1985):
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1 1 Freehold te n u re . Before independence, black Z im babw eans bad not been 

allowed to own land in the  u rban  areas, consequently the  new governm ent 

im m ediately  m ade the  previous ren ta l housing in the  high-density  a reas 

availab le for purchase and also prom oted home ow nership for all new 

housing construction. C onsidering th e  susta ined  high dem and for ren ta l 

housing. <40% of households in H ara re  a re  ren te rs  or "lodgers") in terest has 

been generated  am ong certa in  scholars to investigate  the  im pact of the  

policy prom oting hom e ow nership  (personal conversation w ith K. W ekwete, 

Professor, D ep artm en t of R ural and U rban  P lanning , U niversity  of 

Zim babw e, 8/17/88).

2) An "aided self-help" approach. W ith the assistance of in te rnational 

agencies, th e  new governm ent launched a series of site-and-service projects 

in m ost of the  urban  a reas , p a rticu larly  the  newly designated grow th points. 

On its p a rt, the  governm ent provided house plans, sm all d irect loans and a 

90% g u a ra n tee  for o ther loans required. Persons eligible for serviced lots 

had to be over 18 years o f age, provide proof of being the  household head, 

have children under 21, e a rn  less th an  a  m inim um  m onthly sa lary  (a t the 

tim e of the  study it had been raised to  $650) and provide proof of 

em ploym ent. The governm ent also g ran ted  the building societies tax-free 

Paid Up P erm an en t S hares (PU PS) which render a 9% in te res t, 28% of the  

revenue from which w as to be m ade availab le  for low-income housing 

developm ent. Finally, it encouraged p riva te  sector com panies to help low- 

income em ployees procure housing by g ran tin g  priority  to em ployee-assisted 

housing in th e  allocation of land (G overnm ent o f Zim babwe, 1989a). 

O ccupants w ere expected to mobilize savings, labor and building m ateria ls  

and  e ith er build the  houses them selves, form co-operatives or h ire  building
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brigades (see below).

3 > The prom otion of housing co-operatives to com plem ent th e  aided self-help 

a pproach . In its first policy s ta tem en t on co-operatives, the  governm ent 

com m itted itse lf to conducting feasibility studies and providing auditing , 

legal services and tra in in g  for new co-operatives in all sectors, including 

housing (G overnm ent of Zim babw e, 1984). In an updated  version of the  

policy, the  governm ent specified th a t it would also provide loans as well as 

surveying services for new housing co-operatives (G overnm ent of Zim babwe, 

1989b). However, opera ting  w ithin a centralized adm in istra tive  system  

w ith lim ited expertise  and providing assistance to several types of co­

operatives has forced the  governm ent to focus on a few sectors, notably 

fishing and agricu ltu re. Consequently , little  a tten tio n  has been paid to 

housing co-operatives (personal conversation w ith E. Moyo, D eputy 

S ecretary , C o-operatives Section, M inistry  of Co-operatives, C om m unity 

D evelopm ent and W om en’s Affairs 12/6/89). As will be seen in subsequent 

chap ters , th is is pa rtly  because im plem enting  the  policy requires co­

operation  am ong several in stitu tions including the  M inistry  of Public 

C onstruction and N ational Housing, the  M inistry  of Co-operatives, as well 

as local au tho rities responsible for d ispersing land, and finally, financial 

institu tions.

For exam ple, the  M inistry  of C o-operatives’ unfulfilled claim th a t  it is 

responsible for providing financial assistance to housing co-operatives is due 

to lack of in ter-M in istry  co-operation. In May, 1989, the  M inistry  of Co­

operatives conducted some legal research  on the housing loan g u aran tee  

program  offered by th e  M inistry  of Public C onstruction and N ational 

Housing, w ith the  resu lts  th a t  co-operatives could legally be considered as
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individuals eligible for th e  90% loan guai untee (personal conversation w ith 

N. Shoko, Senior Co-operative Officer, M anagem ent Section, M inistry  of Co­

operatives, 12/6/89). D espite this, the  M inistry  of Housing was not yet 

p repared  to apply  the  90% loan g u a ran tee  to housing co-operatives a t the  

tim e of the  study  (personal conversation w ith E. M. M binda, U nder­

se c re ta ry  of Housing, M inistry  of Public Construction and N ational 

Housing, 1/23/90).

4) The estab lishm en t of building brigades. As a response to the  growing 

num bers of "school-leavers" (highschool g raduates) looking for em ploym ent 

combined w ith  the  need for new housing construction, th e  governm ent 

established  building brigades based on th e  C uban model which would be 

m ade availab le  to new plot-ow ners. These brigades w ere in tended to m eet 

th e  dem and for new construction and would operate  on a non-profit basis, 

th u s undercu tting  (predom inantly  w hite) p riv a te  sector contractors. 

According to an  assessm ent by M utizw a-M angiza (1989) th e  building 

brigades never num bered  m ore th an  33 in th e  en tire  country  by 1984, and 

a fte rw ards w ent into decline. The general lack of susta ined  success o f the  

brigades was a ttr ib u te d  to: local au th o rity  funding problem s which led to 

insecurity  of em ploym ent for brigade w orkers; lack of tra in ing ; th e  practice 

of paying w orkers on a tim e basis which contributed to a slow construction 

pace and h igher costs; along w ith poor m anagem ent. H ow ever, they  w ere 

used extensively by the  Bulaw ayo C ity Council which la te r  established  

successful local authority-sponsored  building co-operatives th rough  a special 

building co-operatives developm ent p rogram  (City of Bulaw ayo, 1989; 

personal conversation w ith J . Ncube, D eputy Director, D ep artm en t of 

Housing and C om m unity  Services, 10/26/89).
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5) M inim um  housing s ta n d a rd s . The new governm ent stipu la ted  th a t  a 

four-room  core (consisting of two bedroom s, living room, kitchen and 

bath /show er) w as th e  m inim um  stru c tu re  required  and th a t  it was to be 

constructed  w ithin eigh teen  m onths of purchase of th e  lot. F u rtherm ore , 

th e  policy sta ted  th a t  th e  houses were to be bu ilt w ith  m odern m ateria ls  

such as cem ent, b u rn t bricks and stabilized ea rth  blocks; w ith  corrugated 

iron, tile  or asbestos roofs (G overnm ent of Zim babwe, 1989a). As a resu lt of 

serious shortages of building m ateria ls , however, m any local au thorities 

have had to extend th is tim efram e. In addition, w ith the  escalation of 

construction costs since independence, due partly  to th e  rising  costs of and 

restric tions on im ported m ateria ls , it  w as estim ated  as early  as 1982 th a t  

approx im ate ly  28% of th e  u rban  population was not ab le  to afford a 

s tru c tu re  of th is size and quality  (G overnm ent of Zim babw e, 1982). The 

im posing of high building s ta n d ard s  re la tive  to existing  affordability  is 

consisten t w ith the  p a tte rn  estab lished  by m any newly independent nations 

th a t  wish to give the  im pression they  a re  im proving housing quality .

The precedents for com m unity-based housing activities

One m ajor precedent for m any types of com m unity-based 

organizations, including those in the  housing sector, can be found in the  

savings clubs which w ere first launched in the  1960s by a  Je su it p riest, a 

un iversity  lec tu rer and a  banker (B ratton , 1990). P rim arily  rural-based , 

these  organizations began w ith  groups of people living in th e  sam e village or 

farm ing  a rea  con tribu ting  sm all am ounts o f m oney to a fund on a weekly 

basis. The accum ulated savings would often be used to buy seed or 

fertilizer. A t its peak, C him edza docum ented an estim ated  5 ,700 clubs



52

opera ting  nationw ide, 97% of which w ere exclusively fem ale in m em bership  

(1984:20). These efforts w ere so successful th a t  a na tional co-ordinating 

body, the  Savings D evelopm ent M ovem ent (SDM), w as set up w ith 

financing from in te rn a tio n a l funds to provide assistance to these  clubs . 

U nfortunate ly , the  M inistry  of C o-operatives in 1985 saw  reason to suspend 

th e  operations of the  SDM on th e  grounds of m isuse of donor funds and lack 

of rep resen ta tion  of the  m em ber organizations. B ra tton  explains th a t  th is 

resu lted  from the  perception by the  M inistry  of C o-operatives th a t  the  SDM 

appeared  as "a challenge to the  governm ent's au tho rity  to regu la te  NGOs" 

(1990:99).

D espite the  decline o f savings clubs since the m id-1980s, B ra tton  

claim s th a t  it rep resen ts  "one of the  only spontaneous and autonom ous 

grassroo ts people’s m ovem ents in Africa" (1990:97). The savings clubs w ere 

also im p o rtan t in offering wom en th e  opportun ity  to m anage and m ake 

economic decisions independent from m en.

Because of th e  high partic ipa tion  of women in ru ra l savings clubs, 

in te res t has been generated  in parallel activ ities tak ing  place in th e  urban  

areas . P re lim inary  investigations conducted by the  H arare-based  W om en’s 

Action G roup suggest th a t  inform al w om en’s savings clubs a re  indeed 

w idespread in th e  cities and  tow ns of Z im babw e (personal conversation w ith 

E. Win, W om en’s Action G roup, 10/5/89). This m eans th a t  th e  experience 

from  the  ru ra l savings club m ovem ent probably has a  significant positive 

influence on the  ability  of u rb an  households, particu larly  those which are  

w om en-headed, to save m oney on a collective basis. This, of course, has 

im plications for the  po ten tia l success o f com m unity-based housing 

organizations which also m u st genera te  savings from am ong th e ir  m em bers.



53

C onclusions

Zim babw e's politically tu rb u le n t history docum ents th e  em ergence 

and estab lishm en t of the  ZANU political p a rty  as a m ajor political force in 

th e  country  and the  p rim ary  m ed iato r betw een th e  people and the sta te .

The in terp lay  betw een com m unity  organizations and th e  s ta te , a lready 

m entioned in relation to the  SDM, em erges as a dom inan t them e both in the  

lite ra tu re  as well as in the  study.

Zim babw e's c u rren t u rban ization  p a tte rn s , a lthough  typical of 

sou thern  Africa, a re  d ifferen t from those found in o ther p a rts  of Africa as a 

resu lt of its  history of legal residen tia l segregation based on race. This has 

m ea n t th a t, unlike o th er A frican countries, Z im babw e has no t as yet 

experienced a  serious sq u a ttin g  problem . However, th is  will probably 

change as resu lt of th e  high ra te s  of u rban ization  th e  country  is 

experiencing. P articu larly  vu lnerab le  are  wom en and people w orking in the  

inform al sector who a re  a lready  left ou t of m any of th e  policy approaches 

being im plem ented by th e  governm ent.

The governm ent’s five-fold u rb an  housing policy places housing co­

operatives, the  focus of th is  study, in a  context and also h ighlights gaps in 

the  articu la tion  of th is policy on the  p a r t  of th e  governm ent, such as the  

lack of a support s tru c tu re  and  financing for housing co-operatives. This 

lack of support la te r  em erges as a  m ajor co n stra in t for th e  organizations 

which a re  the  focus of th is  study.

Z im babw e’s savings club m ovem ent rep resen ts  a strong  historical 

precedent for the  developm ent of com m unity-based organizations in several 

sectors. A lthough ru ral-based , the  close ties m ost city-dw ellers m ain ta in
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w ith  th e ir ru ra l "hom es" gives special potency to the im pact of the  savings 

clubs experience on all collective efforts involving the mobilizing of savings. 

Indeed, the  ab ility  of u rban  com m unity housing organizations to reliably  and 

consistently  save m oney w as am ply dem onstra ted  in the  study.



C H A P T E R  IV  

M ETHODOLOGY: P L A N S , P IT F A L L S A N D  L E S S O N S  L E A R N E D

Research conducted in the low-income countries is often beset with 

unforeseen problems which cause changes to be made in the intended 

methodology. This is sometimes due to lack of available preliminary 

information on the research problem, combined with attributes of the 

political environment which manifest themselves at the time of the 

research. Although often viewed as a nuisance and a factor inhibiting the 

overall quality of the research findings, these unforeseen problems can 

sometimes be turned into strengths and, in some cases, even contribute 

insights into the research findings themselves.

This chapter addresses the overall design of the research, the 

methodological issues which arose in its implementation, and the 

implications of these issues both for the research results and future studies 

of this kind. First, the relevant literature pertinent to the methods chosen- 

the case study method combined with participatory research approaches— is 

outlined. This is followed by a description of the research plan as it was 

devised before the fieldwork was conducted. Third, the actual 

implementation of the plan is described, including those aspects which had 

to be slightly modified. To conclude, the implications of these modifications 

are discussed in light of the results of the study as well as future application 

of the research methods chosen. It will be shown how slight changes had to

55
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be m ade to th e  research  questions in response to the  situa tion  found in 

u rban  Zim babwe; and  also, how certa in  political constra in ts  which arose in 

th e  carry ing  ou t of th e  study  had strong  im plications for th e  partic ipa to ry  

aspect o f th e  research , and  actually  com prised p a r t  of the  m ajor research  

findings.

The research  m ethods chosen

The in itia l in ten tion  w as to em ploy both a q u a lita tiv e  and a 

p a rtic ip a to ry  approach to th e  investigation  of the  study questions. Am ong 

th e  various types of q u a lita tiv e  m ethods availab le— including ethnographies, 

oral h istories, single case stud ies and com parative  case s tu d ie s -  it w as the  

com parative  case study m ethod th a t  w as even tually  chosen as su itab le  in 

fulfilling th e  research  objectives. This m ean t choosing a selected num ber of 

com m unity-based housing organizations in a  single u rb an  a re a  to be the 

focus of th e  study. The com parative  case study  approach w as chosen 

because the  exam ination  of th e  responses of a few organizations to sim ilar 

env ironm en ta l constra in ts  in a single contex t w as deem ed to be the  m ost 

useful for an  enhanced u n d ers tan d in g  of th e  p a tte rn s  of developm ent and 

functioning of these  organizations.

Along w ith  o ther kinds of q u a lita tiv e  approaches, th e  case study as a 

m ethod of investigation  has been criticized as lacking in rigor and scientific 

sophistication i, Borm an, Lecom pte and Goetz, 1986). N onetheless, because 

th e  use of random  stra teg ies  in studying  organizations has been suggested to 

be o f lim ited usefulness (Bullock and S yvantek , 1987) the  case study m ethod 

has been heavily  relied upon as the  basis for genera ting  knowledge. As a
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resu lt, a lite ra tu re  is developing on th is type  of m ethodology, addressing 

such issues as reliability, valid ity  and generalizability  (Yin, 1989, 1981a, 

1981b; Kennedy, 1979; M cClintock, B rannon and M avnard-M oody, 1979; 

Cam pbell, 1975). In conducting com parative  case studies, for exam ple, it is 

recom m ended th a t  d ifferent types of inform ation on each organization be 

gathered  through  interview s, pa rtic ip an t observation, w ritten  

docum entation, new spaper accounts and o th er secondary sources w here 

available. This collection of the  d a ta  from a range of sources enables cross­

checking and verification of inform ation and is known as triangu la tion  

(Dick, 1979). Yin (1989) recom m ends th a t  several in fo rm ants from each 

organization be interview ed separa te ly  so as to avoid one perception or 

opinion in a group, probably th a t  of the  m ost dom inan t personality , 

prevailing  over th e  others. W arren  (1984) notes th a t  in in tensive 

in terview s, the  researcher needs to keep ad eq u a te  notes on th e  social 

characteristics of the  in fo rm ant as well as " the  situ a ted  fea tu res  of each and 

every encounter" such as dem ands on the  in fo rm an t’s tim e, em otional s ta te s  

and o ther contingencies which m ake it  difficult to ev a lu a te  replicability. 

O ther issues addressed include the  tendency to in ter-m ingle th e  resea rcher’s 

in te rp re ta tio n s of in fo rm an ts’ s ta tem en ts  w ith th e  s ta te m e n ts  them selves, 

thereby  d isto rting  the  original d a ta  (Borm an, Lecom pte and  Goetz, 1986).

In addition, a lite ra tu re  has developed on th e  study  of organizational cu ltu re  

which can be referred  to w hen conducting q u a lita tiv e  investigations of 

organizations (Weick, 1985; G eertz, 1983; Barley, 1983; A gar, 1980; G eertz, 

1973).

A lthough less extensive th an  th e  lite ra tu re  on d a ta  collection, certain  

au th o rs  have addressed them selves to the  issue of how to analyze
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q u a lita tiv e  d a ta  (S trauss. 1987; Miles and H uberm an , 1984; Lofland and 

Lofland, 1984; Miles, 1979). Inform ation ga thered  can be used to genera te  

tim e-lines th a t  illu stra te  th e  developm ent over tim e of each organization 

(Yin, 1989). Interview  tran sc rip ts , p a rtic ip an t observer fieldnotes and o th er 

docum entation can be coded using an open coding system  w here categories 

a re  successively refined un til a  lim ited num ber of core categories rem ain  

(S trauss, 1987). These codes th en  become th e  basis for specific them es to be 

fu rth e r investigated  and discussed in the  research . Yin (1989) suggests 

o th er tools for analyzing the  q u a lita tiv e  inform ation g en era ted  in case 

stud ies such as pa ttern -m atch ing , exp lanation-build ing  and tim e-series 

analysis.

P artic ipa to ry  approaches to conducting research  arose ou t of a  

trad itio n  in the  low-income countries which focused on th e  education and 

em pow erm ent of oppressed peoples (Freire , 1986; Hall, G ille tte  and Tandon, 

1982). The inspiration  behind the  p a r t i c i p a t o r y  research  m ovem ent, Paulo 

F re ire , conducted studies on literacy  in Brazil am ong ru ra l peasan ts  in th e  

1950s and 1960s. He found th a t  th e  teach ing  of literacy  could be 

transfo rm ed  into an em pow ering tool enabling  ru ra l p easan ts  to b e tte r  

understand  the  oppression under which they  lived.

P artic ipa to ry  researchers view the  research  con tex t as one of conflict 

w here s tru c tu ra l change as a  consequence of the  research  is sough t (Brown 

and Tandon, 1984). R esearch problem s a re  therefore  defined and 

im plem ented  by researchers in association w ith th e  people being studied. 

They also frequently  include people’s experien tia l descrip tions as a 

com ponent o f the  inform ation gathered , and  incorporate a  focus on pow er 

rela tions and em pow erm ent. Finally, the  goal of p a rtic ipa to ry  research  is
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not only to contribute to knowledge, but to change society th rough  actions 

resu lting  from th is knowledge.

In practice, partic ipa to ry  research  methodology tra n s la te s  into 

involving people or organizations being studied in th e  developm ent and 

im plem entation  of the  study  objectives from the  earliest stages. This 

enables them  to define the  research problem  in th e ir own term s, thereby  

enab ling  the  conclusions to be of benefit or use to them , and involves th e ir 

in p u t in the  p repara tion  o f the  final w ritten  resu lts of th e  research . 

P artic ipa to ry  research  is usually  followed by an action program  involving 

education, lobbying or netw orking, using the  resu lts of the  research  in the  

new effort.

In addition to fac ilita ting  the  goal of education and em pow erm ent, 

em ploying partic ipa tion  in a  research  project can help to increase the  

valid ity  of the  inform ation gathered . This is particu la rly  applicable when 

th e  d a ta  being ga thered  a re  from a country  foreign to th e  resea rch e r and 

a re  therefore  heavily influenced by a  local con tex t w ith which th e  researcher 

is no t fam iliar.

The research plan

The plan for im plem enting  the  research  objectives, inform ed by the  

lite ra tu re  on com parative  case studies and partic ipa to ry  research , can be 

p resen ted  in ten  sep ara te  steps:

1) A feasibility study: A feasibility  study would be conducted in Zim babw e 

for a  period of a m onth  for several purposes. F irst, th is would enable  an  

investigation  of the  logistical aspects of th e  research  such as projected costs,
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modes of tran sp o rt necessary and available, as well as the  bu reaucra t ic 

requ irem ents of the  governm ent for foreign researchers. It would also 

enable incorporation of inpu t from key in te rested  persons in th e  research  

proposal, and th e  purchasing  of local lite ra tu re  in the  academ ic and policy 

fields re lev an t to the  research . Finally, it would provide an  opportun ity  for 

conducting some background research  on types of com m unity-based housing 

organizations which could be studied.

2) P re lim inary  d a ta  gathering : This phase would involve collecting 

inform ation from key governm ent m inistries, in te rna tiona l and non­

governm ental agencies, scholars and o ther sources on the  types and scope of 

com m unity-based housing organizations opera ting  in H ara re  and elsew here 

if relevan t.

3) Choosing th ree  to four organizations; Based on th e  inform ation gathered  

for the  second step , a typology would be developed which would enable the  

choosing of the  final case studies from am ong th e  range of organizations 

found. The variab ility  found w ithin  th is typology would also help determ ine  

how m any final case studies would be necessary.

4) Form ing a local steering  com m ittee: A local steering  com m ittee would be 

formed com prised of rep resen ta tiv es  of th e  final case study organizations.

All subsequent steps of th e  research  would therefore  be inform ed by th e  

advice and direction of th is com m ittee.

5) G aining en try : E n try  would th en  be negotiated  into th e  organizations 

chosen to be final case stud ies by holding a series of inform al m eetings 

w here the  research  objectives and plan would be outlined. A t th is point, the  

interview  guide, addressing  th e  seven research  questions outlined in the  

C h ap te r 2, would also be discussed and developed in consultation w ith the
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local steering  com m ittee.

6 1 D a ta  collection: Several m em bers of the  o rganizations' E xecutive 

C om m ittees would be interview ed (the num ber would vary  depending on the 

degree of inconsistency and overall quality  o f inform ant responses! using the  

in terv iew  guide developed in th e  previous step. The researcher would also 

a tten d  the  general m eetings o f the  organizations as an observer. W ritten  

docum entation from each organization, such as m inutes, correspondence and 

account books would be transcribed  or photocopied. The final com ponent of 

the  d a ta  collection w as residing in th e  a reas  w here the  o rganizations w ere in 

operation  so as to provide access to th e  co-operative’s general m em bers.

This would enable inform al discussions w ith  them  using an ethnographic  

approach (see Agar, 1980).

7) P resen ta tio n  and d issem ination  of p relim inary  findings: Sum m ary  

reports on the  study resu lts  would be p repared  and presen ted  in sem inars or 

workshops to the  organizations as well as in te rested  policy-m akers and 

scholars. Feedback from these  various actors would then  be secured in 

order to assu re  accuracy.

8) Action: Before d ep a rtu re  from th e  research  site, in itial steps would be 

taken , in conjunction w ith th e  local steering  com m ittee and o ther in terested  

organizations (such as local or in te rn a tio n a l NGOs), to develop an action 

plan which could focus, for exam ple, on lobbying the  re lev an t governm ent 

agencies for increased assistance  to com m unity housing organizations, or 

developing a tra in in g  curriculum .

9) D ata  analysis: A lthough some of the  d a ta  analysis would have been 

tak ing  place a t  the  fieldwork site, the  analysis would nevertheless continue 

well a fte r the  term ination  of th e  d a ta  collection phase.



101 D istribution  of a d ra ft of the research  resu lts  to intiTested-UiirsonsiiL 

Zim babwe: Those persons expressing  in terest in having  input into 

subsequent versions of th e  d isserta tion  would be sent a com plete d raft for 

th e ir  review .

Im plem entation o f the research plan

The fieldwork for the  study comm enced at the  beginning of 

Septem ber, 1989, and w as carried  out un til the  end of F ebruary , 1990. The 

plan outlined above w as used as a guide in determ in ing  the  collection of the  

d a ta , th e  critical aspects of which will be described below. However, certain  

unforeseen events arose which dem anded m odifications to the  original plan.

The first of these  had to do w ith the  num ber and yvpes of com m unity- 

based housing organizations which w ere availab le  and su itab le  for study. 

Because th e  governm ent w as encouraging the  form ation of co-operatives in 

all sectors, these organ izations took the  form of housing co-operatives. 

P re lim inary  investigations revealed th a t  housing co-operatives, both 

form ally reg istered  and  in th e  p re-reg istra tion  stage, w ere m ost heavily 

concentra ted  in th e  H a ra re  a rea , consequently inform ation on co-operatives 

opera ting  in H ara re  w as sought. The C o-operative Form ation  Section of the  

C ity  o f H a ra re ’s Housing and C om m unity  Services D epartm en t provided 

inform ation th a t  nine of th e  seventeen  housing co-operatives in th e  city 

w ere form ally registered. Seven of these  nine had been formed only w ithin 

th e  p a s t year. Six w ere w orkplace associated, two being com prised of 

professionals such as teach e rs  who w ere deem ed an  inappropria te  ta rg e t 

group for study  since they  could not be viewed as low-income. This left
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Due to the early  s tage  of developm ent of all of these  organizations, it 

becam e evident th a t  it would not he possible to gain a long-term  

com parative  perspective on them  w ithin  the  tim e available  for the  

fieldwork. It also m ean t th a t since most of th e  co-operatives had barely, if 

a t all. comm enced th e  construction stage, residing on the  site  would not be 

feasible. A nother housing co-operative of which the  researcher w as aw are, 

had been established five years earlier, th e  "oldest " of the  en tire  group, and 

w as com prised of m ale w orkers at a tex tile  factory based in Bulawayo.

T here  w ere no officially reg istered  housing co-operatives in H a ra re  for low- 

income people w ith fem ale m em bers, therefo re  it was necessary to 

investigate  organizations outside of th e  cap ita l, as well as those in H arare  

th a t  w ere in the  p re-reg istra tion  stage.

T hree as y e t un reg iste red  housing co-operatives in H ara re  which 

appeared  su itab le  for study w ere even tually  identified by m eans of 

conversations w ith governm ent and NGO officials and new spapers reports. 

Two w ere comprised of residen ts  of a h igh-density  suburb  outside of th e  city 

and had a  proportion of fem ale m em bers. It tu rned  ou t th a t  a lthough one of 

these  w as not vet reg istered , it had begun in m id -1986 m aking it ju s t over 

th ree  years old. The th ird , which w as over h a lf  fem ale in m em bership, was 

m ade up of dom estic w orkers (or house se rvan ts) who w ere em ployed in 

M abelreign, a  section of H arare .

In choosing th e  final case studies, certa in  key a ttr ib u te s  of the various 

housing co-operatives w ere identified. By analyzing how each of the 

organ izations m anifested these  a ttr ib u te s , it w as possible to choose a 

collection of final case stud ies th a t  rep resen ted  the  fullest range of
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organizations of th is kind. Based on the inform ation obtained in the  initial 

d a ta  ga thering  stage, th e  following variab les were designated  as criteria  for 

choosing the  final case studies (see also F igure 4):

1 ) In te rn a l a ttr ib u te s : T hree specific in te rn a l a ttr ib u te s  w ere deem ed 

im p o rtan t in m aking the  final choice of case studies. The first of these, size, 

was categorized as e ith e r sm all (less th an  50 m em bers) or large (g rea ter 

th a n  250 m em bers). Second, the  proportion of fem ale m em bers was 

classified as none; some (less th an  30C<>); or high (g rea ter th an  30rf).

F inally, the  organizations w ere placed in two m ajor types, those which were 

w orkplace-based and those which w ere com m unity-based.

2) E x ternal factors: The m ost re lev an t ex te rn a l variab le  was w ith the 

degree of political connection betw een the  co-operative and th e  ruling ZANU 

p a rty  or m unicipal politicians. C onsequently  the  six po ten tia l case studies 

w ere ra ted  as having  e ith e r a  high or a low connection w ith both th e  party  

and th e  local elected rep resen ta tives.

3) D evelopm ental characteristics: T here w ere two factors considered 

im p o rtan t in relation to the  stage of developm ent of the  organizations. The 

first w as the  d a te  o f form ation, e ith e r before or a fte r 1987; and the  second 

w as th e  level of project com pletion, which w as divided into four stages: 

reg is tra tion  having  been com pleted, land acquired, financing procured and 

construction commenced.

It can be seen from the  m atrix  in F igure 4 th a t  C apri and  T aku ra  co­

operatives w ere identical on every  a ttr ib u te . Cotton P rin te rs  rep resen ted  

the  only housing co-operative having reached the  final stages of project 

com pletion and K ugarika  K ushinga, M afaro and T ash inga closely resem bled 

each o ther on m ost of th e  a ttr ib u te s . G iven these facts, it appeared  th a t  the
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Figure 4. Criteria used for Choosing the Final Case Studies

1. internal attributes

a. size 
< 50 X

\

X
>250 X X X X

b. proportion of female 
members 

none X X X
some X
high 030% ) X X

c. type
workplace X X X
communitv-based X X X

2. external factors

a. connection with ZANU 
party 

high X X ? X
low X X

b. connection with 
municipal politicians 

high X X
low X X X

3. developmental 
characteristics

a. date of formation 
before 1987 X X X
after 1987 X X X

b. stage of project 
completion 

registered X X n/a
land acquired X X X
financing procured X X X
construction X X X

commencea
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choice of final case studies should include the  Cotton P rin ters; one of C apri 

or T akura ; and two of K ugarika  K ushinga, M afaro and T ashinga. Due 

p a rtly  to logistical factors such as ease  of access and in itial receptiv ity  to the 

research , C otton P rin ters , T ak u ra , K ugarika  K ushinga and T ash inga were 

even tually  chosen to be th e  four case studies.

Form ing a  local s teering  com m ittee, th e  fourth  step  in th e  original 

research  p lan  and an in teg ral p a r t  of the  pa rtic ipa to ry  research  objective, 

proved to be frau g h t w ith difficulties from th e  beginning. F irs t, it becam e 

ev iden t in th e  p relim inary  d a ta  g a th e rin g  stage th a t  th e  leaders of the 

organizations had very tig h t restric tions on th e ir  tim e. M any worked long 

hours, in some cases spending from two to four hours trave lling  to and from 

th e ir  work, and devoting th e  little  rem ain ing  tim e exclusively to th e  running  

of "the organization. In the  w orkplace-based co-operatives, th e  m em bers 

resided in sca ttered  locations around H a ra re  which would m ake it  very 

difficult to a rran g e  m eetings. For th e  C otton P ars co-operative which 

w as based in Bulaw ayo, d istance from  H ar -erious inhib iting

factor as well. As a  resu lt o f all o f these  fa .e idea of form ing a local

s teering  com m ittee to guide th e  research  w as eve aally abandoned.

Instead , regu la r contact would be m ain ta ined  w ith key in te rested  parties  in 

governm ent and  a t  th e  un iversity  who w ere availab le and in p u t obtained 

from  them  w hen necessary.

G aining e n try  proved to be re la tive ly  effortless for both T ak u ra  and 

K ugarika  K ushinga housing co-operatives. H ow ever problem s arose w ith 

negotiating  en try  into the  o th er two: T ash inga  and th e  C otton P rin ters co­

operatives.

F irst, it becam e a p p a re n t th a t  T ash inga  co-operative had  initially
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approached the  local elected rep resen ta tiv e  of the  a rea  for assistance  and 

guidance for th e  co-operative. This sam e rep resen ta tiv e  had ea rlie r been 

elected by o th er local rep resen ta tiv es  to be th e  M ayor o f H arare . As a 

re su lt of th is  connection, th e  C ha ir of the  co-operative was in itially  very 

re lu c ta n t to  be in terview ed w ithou t the  M ayor’s sanction. I t  took 

approx im ate ly  seven w eeks o f p e rs is ten t telephone calls to th e  M ayor’s 

office, several conversations w ith  his wife (the D irector of th e  Z im babw e 

W om en’s B ureau) and an even tua l face-to-face m eeting  w ith him  for 

perm ission to even tually  be g ran ted  enabling  th e  investigations to proceed. 

The M ayor’s m ain concern had  ap p aren tly  been th a t the  in form ation  arising  

ou t of th e  study  would get in to  th e  local p ress and possibly d iscredit him.

Because of the  M ayor of H a ra re ’s close connection w ith  th is 

o rganization, it  w as ev ident th a t  if th e  co-operative w ere to be asked for 

in p u t on th e  w ritten  resu lts  o f th e  research, th is  would likely have involved 

th e  M ayor who m ay have perceived some of th e  inform ation included as 

th rea te n in g  to his political s ta tu s . Thus the  problem  w ith e n try  also 

affected th e  partic ipa to ry  aspec t of th e  research .

The second m ajor problem  encountered w as in the  a tte m p t to 

negotiate  e n try  into th e  C otton  P rin te rs  co-operative. A fter a rran g in g  to 

v isit th e  co-operative in Bulaw ayo for a second tim e in la te  N ovem ber to 

begin th e  in terv iew ing  process (th ree  m onths into the  research), th e  

M anagem en t C om m ittee, w ith o u t w arning, prohibited  the  conducting of 

in terv iew s w ith  individual m em bers of th e  C om m ittee in accordance w ith 

th e  research  plan. Since an  a lte rn a tiv e  proposal had not been p u t forw ard 

to th e  C om m ittee, it would only be able to consider o th er options a t  its nex t 

m eeting, scheduled for the  end of Ja n u a ry , 1 9 9 0 -  two m onths la ter.
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The reason for the  M anagem ent C om m ittee reconsidering its original 

consent to individual in terv iew s of selected C om m ittee m em bers appeared  to 

be threefold. F irst, an  indep th  case study  had ju s t been com pleted by a 

local consu ltan t, commiosioned by UN CH S-H A BITA T, who had produced a 

final rep o rt docum enting certa in  political elem ents of the  co-operative’s 

h istory  which the C om m ittee w as g rea tly  displeased w ith  and wished to 

delete from th e  report. Second, Consell en developpem ent du logem ent 

com m unau ta ire  (CDLC), a  C anada-based  NGO co-operative suppo rt 

organization, had recen tly  visited th e  co-operative seeking inform ation on 

the  organization and prom ising fu tu re  financial and technical assistance.

This h ighlighted th e  re sea rch e r’s inability  to offer e ither. F inally , due to the 

alleged political connections betw een th e  M anagem ent C om m ittee and 

ZANU, the  co-operative had  for m any  years received bad press in the  local 

new spaper (which had  been sym pathe tic  to th e  opposition p a rty , ZAPU) and 

was therefo re  very pro tective  over th e  inform ation it released to outsiders.

Because of th e  high degree of u n certa in ty  surrounding  the  inclusion of 

the  C otton P rin te rs  co-operative as one of th e  final case studies, a decision 

w as tak en  to pursue investigations of one of th e  o ther six co-operatives 

originally considered, in the  even t th a t  the  Cotton P rin te rs  co-operative case 

eventually  fell through. Since ad eq u a te  background inform ation had 

a lready  been obtained on th e  C apri housing co-operative, it  w as th is 

organization th a t  w as included along w ith  th e  o ther cases.

E ventually , a t  th e  end of Ja n u a ry , 1990, a full four m onths a fte r 

in itia l con tact w ith the  C otton  P rin ters , perm ission w as g ran ted  to 

in terv iew  five of th e  M anagem en t C om m ittee’s m em bers, as chosen by 

them , in two sep ara te  groups. However, unlike in terview  subjects from the
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o ther four co-operatives, none of these  m em bers held key positions in the  

C om m ittee such as C ha irm an  or Secretary . Because o f the  long delays and 

th e  defensive posture  of th e  M anagem ent C om m ittee  w hich characterized  

th e  in itial rela tionship  betw een the research er and  key people in the  

M anagem ent C om m ittee, it w as not possible (as w as th e  case w ith th e  o ther 

four co-operatives), to gain access to the  o rgan ization ’s docum entation  or 

a tten d  any  of the  general m eetings. H ow ever, su b s ta n tia l in form ation w as 

compiled from secondary sources, p rim arily  th e  U N C H S-H A B ITA T and 

CDLC case studies and p e rtin e n t local new spaper artic les on the  

organization da ting  back to 1986.

T here w ere o th er im plications of th e  problem s associated  w ith gain ing  

en try  into the  Cotton P rin te rs  co-operative. Because key m em bers of th e  co­

opera tive’s M anagem ent C om m ittee had expressed d isp leasure  w ith the  

inclusion of the  o rgan ization’s political h isto ry  in th e  U N C H S case study, it 

seem ed unw ise to offer th em  th e  opportun ity  to p a rtic ip a te  in p rep a ra tio n  of 

th e  w ritten  resu lts  o f th e  study for fear th a t  th ey  would w an t to strike  ou t 

portions which they  did no t approve of. As will be seen in subsequen t 

chap ters, the  political factor in housing co-operative form ation and 

developm ent tu rned  ou t to be an  im p o rtan t research  finding which the  

researcher felt should no t be deleted from  th e  final resu lts .

O ther th a n  th e  in itial problem s encoun tered  as described above, the  

d a ta  collection phase of th e  study  w ent in accordance w ith  th e  research  

plan. Table 1 illu stra te s  th e  num ber and com position of th e  in form ants 

in terview ed from each organization using a p rep a red  in terv iew  guide (see 

A ppendix A for exam ples of questions included in th is  guide): In th e  case of 

C apri co-operative, inconsistency in the  responses o f th e  five people
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Table 1. Num ber and Composition of Inform ants Interviewed and 
M eetings Attended for Each Organization.

O rganization No. of 
infor­
m an ts

In form ant positions No. of 
m eetings 
a ttended

C apri 5 C hairm an , V ice-C hairm an, 
Secretary , T reasu rer, 
Personnel M anager

1*

Cotton P ’te rs 5** C om m ittee m em bers-at- 
large

0

Kug. K ushinga 5 C hairm an , S ecretary , 
th ree  C om m ittee m em bers- 
a t-large

3

T ak u ra 3 C hairm an , V ice-Secretarv, 
ex -T reasu rer

3

T ash inga 4 C hairm an , Secretary , 
T reasu rer. V ice-T reasurer

1

TOTAL 22 8

* m eeting  a ttended  w ithout a tran s la to r
** in terview ed in two groups of two and th ree  each
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interview ed caused the  researcher to also in terv iew  th e  Personnel M anager, 

technically an  outsider to th e  organization h u t one who had played a m ajor 

role in assisting  the  co-operative from the  tim e it s ta rted . The tab le  also 

notes th a t  th e  composition o f the  in fo rm an ts from th e  Cotton P rin te rs  co­

opera tive  w as slightly d ifferen t from th a t  of the  others.

All persons in terview ed w ere sufficiently conversan t in English, 

how ever th e ir  na tive  languages w ere e ith e r Shona or Ndebele. A decision 

w as tak en  to conduct th e  in terv iew s in English since th is  would facilitate  

th e  transcrib ing  of th e  in terv iew s, would enable d irect quotes to be 

ex trac ted  from the  in terv iew s, and would reduce tran s la tio n  costs. 

N evertheless, there  w ere some in terv iew ees (particu larly  women) whose 

com m and of English w as no t good, consequently  tran sc rip ts  of th e ir 

in terv iew s had  to be slightly  edited to m ake them  m ore readable. In all 

cases, the  choice of words and  g ram m atica l s tru c tu re  of th e  language in the  

tran sc rip ts  is evidence th a t  the  in terv iew ees’ first language is o ther th a n  

English.

Table 1 also illu s tra te s  th e  num ber of general m eetings a ttended  by 

th e  researcher for each co-operative. Since these  m eetings w ere conducted 

in th e  Shona language, i t  w as necessary  for th e  researcher to be 

accom panied by a  tra n s la to r  who would sim ultaneously  in te rp re t the  

dialogue to th e  researcher. Much of th e  m ate ria l from th e  field notes tak en  

a t  general m eetings w as la te r  re-in troduced for verification in subsequen t 

E xecutive C om m ittee in terview s. The num ber of m eetings a tten d ed  by 

th e  researcher, as indicated in the  tab le , w as determ ined  not only by th e  

frequency of the  m eetings held by each co-operative, b u t also by o ther 

factors such as delays resu lting  from difficulties in gaining en try , poor
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com m unication or access, and th e  C h ris tm as b reak  w hen m eetings w ere not 

held. In the  case o f C apri, for exam ple, m eetings w ere frequen tly  organized 

only one or two days ahead  of tim e which did not allow th e  researcher 

enough tim e to be contacted or procure a tran s la to r. (It is noted in th e  tab le  

th a t  th e  one m eeting  th e  researcher w as inform ed of had  to be a ttended  

w ithou t a  tran sla to r!) T ash inga  co-operative had reg u la r m onth ly  m eetings 

w ith the  exception o f th e  D ecem ber m eeting, b u t due to th e  delays resu lting  

from gain ing  en try , had few m eetings rem ain ing  which th e  researcher would 

be able to a tten d  w ith in  th e  tim e availab le  for fieldwork. Reasons for not 

a tten d in g  any of th e  m eetings of th e  C otton P rin te rs  co-operative have 

a lready  been m entioned.

W ritten  docum entation  from each co-operative w as th e  th ird  

com ponent o f th e  d a ta  collection m entioned in the  research  plan. In 

general, th e  researcher w as g ran ted  access to all of th e  necessary  files kep t 

by th e  co-operatives w ith th e  exception of the  C otton P rin te rs . One 

unexpected finding w as th a t  inform ation on th e  m em bers of the  

organizations w as sparse  for all th e  co-operatives. The reg iste rs  kep t for 

each organization frequen tly  only recorded m em bers’ nam es and perhaps 

th e ir  addresses, nor did th e  E xecutive C om m ittees keep basic s ta tis tics  on 

th e  m em bership . This m ean t th a t  in m ost cases, in form ation  on age, 

m arita l and fam ily s ta tu s , occupation, income, education and  even gender of 

the  m em bers would be unavailab le  w ithou t extensive research  using survey 

or census in strum en ts . F u rtherm ore , financial records w ere often 

incom plete, m aking  it difficult to conduct any kind of detailed  analysis of 

com parative  costs for th e  organizations. N onetheless, it w as possible to 

compile some basic inform ation on costs for each co-operative.
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As th e  research  progressed, evidence w as accum ulating  th a t  the  

proportion o f w om en in th e  two com m unity-based co-operatives w as higher 

th a n  would be expected. This justified  fu rth e r investigation  of th is  issue. 

For K ugarika  K ushinga, th e  approx im ate  num ber of wom en in each co­

opera tive  w as determ ined  w ith  th e  assistance of C om m ittee m em bers by 

sim ply adding  up  th e  num ber of firs t nam es which appeared  to be fem ale. 

(For an organization of a lm ost 2,000 m em bers, th is took considerable tim e!). 

For T ash inga  co-operative, th e  T reasu re r kep t sep ara te  lists for m en and 

wom en m em bers, so figures w ere im m ediately  availab le  on gender 

d istribu tion .

In order to fu rth e r  investigate  the  roles of the  four wom en on th e ir  

respective Executive C om m ittees, all w ere in terv iew ed using th e  general 

in terv iew  guide w ith an  addendum  for women. From  conversations w ith 

these  wom en, it w as also possible to develop a  profile for th e  range of 

d ifferen t types o f wom en who had become m em bers o f th e  co-operatives. 

T hese d ifferent types were: divorced, widowed, single, in com m on-law 

unions w here  lobola had no t been paid (and who therefore  w ere still in 

com m and o f th e ir own resources), m arried  and de facto household heads. 

This la s t category included wom en whose husbands had  left them  long ago 

to  tak e  o th er w ives1. An effort w as m ade to contact, w ith  th e  assistance  of 

th e  four Executive C om m ittee wom en, a t  least one w om an from  each 

category. A special in terv iew  guide w as prepared , including questions on 

th e  reasons w hy these  wom en joined the  co-operative, th e ir  personal and

1 Schly ter d istinguishes betw een a de ju re  w om an household head who is 
unm arried , divorced or widowed; and a de facto household head, who is 
m arried  and heading a  household while her husband  is ab sen t for a  long 
period (1989:15). In th is study, th e  te rm  de facto household head is used, 
and  the  te rm  de ju re  is broken down into its com ponent pa rts .
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family histories as well as th e ir  cu rren t  and p as t  housing situations (see 

Appendix B). A total of seven women were interviewed: two divorced, one 

widowed, two m arried , one single and one wom an who could be term ed a de 

facto household head. Four were from K ugarika  K ushinga and th ree  from 

T ash inga  co-operative.

The seventh  step of th e  research, p resen ting  the  prelim inary  results 

to in te res ted  persons, was carried out, b u t  in ways d ifferent than  originally 

intended. Instead  of partic ipa ting  in a sem inar  discussing the  resu lts  of the 

study, the  Executive C om m ittees of th ree  of the  co-operatives indicated an 

in te res t  in having separa te  sessions with the  researcher in which 

information would be exchanged, based on the  experience of the  o ther 

organizations, on how to b e t te r  m anage th e ir  affairs. Consequently, three  

m eetings were a rranged  w ith  the  Executive Com m ittees of T akura , 

K ugarika  K ushinga and T ash inga  in which the  researcher shared 

information about the  o ther  co-operatives and offered tips on a  range of 

issues from bookkeeping to runn ing  m eetings and construction planning.

A t the  conclusion of th e  fieldwork, the  researcher presented  a sem inar 

a t  the  University  of Zimbabwe which was a ttended  by in terested  scholars as 

well as key officials in the  M inistry  of Public Construction and N ational 

Housing, the  M inistry of Co-operatives and Com m unity  Developm ent and 

the  City of H a ra re ’s D ep ar tm en t  of Housing and Com m unity  Services. All 

of the  policy-makers in a ttendance  indicated a  strong in te res t  in receiving 

results of the  study in w rit ten  form, and one lecturer a t  the  U nivers ity ’s 

D ep artm en t of Rural and U rb an  P lanning  who studied housing issues 

agreed to review a first d ra f t  of the  dissertation. Consequently, the  

researcher, upon re tu rn ing  to the  U.S., p repared  a condensed "Executive
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Sum m ary" of the research results along with a list of policy 

recom mendations arising out of the major findings to be sent to these 

persons.

Because the local steering comm ittee was never formed, the  eighth 

step, the  development and im plem entation of an  action plan, was never 

carried out. Furtherm ore , CLDC, the  Canada-based  NGO, was in the 

process of developing a tra in ing  m anual for housing co-operatives in 

Zimbabwe which the  researcher could have contributed to, bu t had planned 

to send a field team  to the  country a fte r  the  researcher had departed; 

consequently it was not possible to co-ordinate efforts w ith them .

Analysis of the  d a ta  (the ninth  step) was initiated in Zimbabwe, bu t 

continued after d epartu re  from the research site. F irst, timelines, based 

mainly on the  interview m ateria l, were developed for each of the  five 

organizations in order to identify stages or critical steps of development. 

Next, an  open coding scheme was used w ith the  interview transcrip ts , 

pa rtic ipan t observer fieldnotes, and m inutes and correspondence, where 

applicable. Then, the  coding process was repeated until core categories 

emerged. Care  was taken  to cross-check any inconsistencies, both am ong 

interview responses as well as between interviews and o ther  d a ta  sources, in 

order to develop as accura te  a d a ta  base as possible. In the  case of the 

Cotton Prin ters  co-operative, secondary sources (such as CLDC (1989), Plan 

Inc. (1989) and new spaper articles) were exam ined for m ateria l  re levan t to 

the  core categories.

Finally, and in accordance with the  ten th  step, a copy of the  first 

d raft  of the  research findings was sen t to a University  of Zimbabwe faculty 

m em ber for his review.
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Lessons learned

The im plem entation of the  research plan led to two significant classes 

of conclusions: one related to conducting research in the  low-income 

countries where designs th a t  allow a high degree of flexibility are  required, 

a  phenomenon already documented in the  developm ent research field 

(Caslev and Lury, 1981; Salmen, 1987); and the  o ther related to the 

participatory  goals of the  research.

Some of the  modifications m ade to the  research plan were the  resu lt 

of a less th an  perfect m atch betw een the  research design and the research 

questions on the one hand, and the  reality of the  research context on the 

other. The result was an em ergen t methodology which had to be re ­

designed in successive iterations in response to the a t t r ib u te s  of the  local 

context. There  were two significant consequences of this: first, the 

inclusion of organizations not ye t formally recognized— this enabled 

investigation of the  two community-based housing co-operatives, both of 

which were not ye t registered; and second, the special investigations 

conducted on wom en’s accessibility and participation in the  organizations. 

Both changes rendered the  findings richer and more informative.

The im plem entation of the  research plan also had implications for the  

practice of participatory  research. There were two factors which appeared  

to render the participatory  research objectives a t  least partly  unsuitab le  to 

the  research context. The first was logistical:' the  m em bers of some of the  

co-operative case studies had little tim e available for or lacked accessibility
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Second, it seemed th a t  given the experience with the  five 

organizations investigated, the  degree of participation was determ ined by 

w hether the  research was seen as directly contributing to e ither the 

ins trum enta l or stra teg ic  needs of the  organization. The instrum ent ality of 

the  research to an organization rela tes to the  perceived connection between 

the research and direct action th a t  could result from it. This would be 

determ ined by the  resources available to the  resea rcher— either  directly 

through affiliation with an  im plem enta t ion agency of some kind, or 

indirectly— th a t  could be deployed by the  organization such as funds, 

technical assistance or vital information. Although the  researcher was able 

to provide some technical inpu t into th ree  of the  five organizations at the  

end of the  fieldwork period, this was not perceived as sufficient from the  co­

opera tives’ viewpoint to justify  tim e com m itm ents in formal participatory  

activities.

The strategic value of the research to an organization could be 

determ ined in one of two ways. The s ta tu s  and position of the  researcher 

could be perceived as directly influencing key ex ternal actors such as 

governm ents or the ir  policies. Researchers operating  within an 

in ternational developm ent agency might, for exam ple, be viewed in this 

light since they could conceivably influence governm ent bu reau cra ts  and 

the ir  decisions. Second, the  research could be seen as providing evidence or 

information to support an  organization’s overall struggle to achieve a certain  

strategic objective. This would perhaps be the case for an organization 

engaged in some sort of p ro tes t or social action for which a  strong 

information base was required. In the  case of the  Cotton Prin ters  co­
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politically strategic objective of repairing  its public image, therefore not only 

was participation in the  research not feasible, but gaining en try  proved to 

be difficult as well. Similarly. Tashinga co-operative perceived its strategic 

needs as being met by the M ayor of H ara re  through his ability to influence 

the  City Council and its decisions. Thus, as a  result of pressure  from him, 

the  organization denied access to the  researcher for a considerable time.

Finally, u rban  areas can be characterized as consisting of multiple 

and powerful political constit uencies, such as those of elected polit icians and 

political parties, which overlap with the  constituencies of community-based 

organizations. This overlap combined with the  needs of com m unity-based 

housing organizations for access to basic resources, such as land and 

financing, creates a context where elected politicians and political parties 

can potentially control the agenda of these  organizations— a factor which 

would certainly influence the  degree to which the organizations would be 

willing and able to partic ipa te  in research efforts. This la t te r  them e will be 

re tu rned  to several tim es in subsequent chap ters  in relation to the  research 

findings themselves.



C H A PT E R  V  

T H E C A SE  ST U D IE S: BA C K G R O U N D , CH RO NO LO G IES A N D  
CRITICAL S T E P S  O F D E V E L O PM E N T

This chapter provides a background to the comparative discussions, 

which come in the chapters that follow, of the important factors affecting 

the efforts of co-operatives to become established and build houses for their
v

members. Despite the overall emphasis in the study on general conclusions 

which can be drawn from the co-operatives’ experiences as a group, it was 

deemed useful to include some descriptive information on the existing 

housing situation of the co-operatives’ members; the histories of each 

individual housing co-operative; and finally, some observations on the 

developmental stages through which the co-operatives had moved at the 

time of the study.

T h e b ack grou n d : e x is t in g  h o u s in g  c o n d itio n s

Home ownership is officially encouraged by the Government of 

Zimbabwe. The reality is, however, that a significant proportion of urban 

residents live as lodgers in the high-density areas in insecure and crowded 

quarters. There have been no government-sponsored studies revealing total 

numbers of lodgers or the patterns of land and property ownership which 

characterize the high-density areas, since the government apparently views 

lodging as a temporary phenomenon. Nevertheless, it is this very

79
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phenomenon which has prom pted people, eager to own th e ir  own homes, to 

hand together to form housing co-operatives.

The unsuitability  of lodging for urban  families has several dimensions 

according to the  co-operative m em bers interviewed for this study. Many of 

those interviewed related instances w here  there  was grossly inadequate  

space for the  im m ediate  family. Reports abounded of en tire  families, 

including teenagers, sleeping in one room. This was considered totally 

unacceptable to everyone. In the  words of some of the  people affected by 

these conditions:

"T hat kind of living is misery."

"I am  tired, I am tired ."

"How can you live? How can you sleep?"

But not only was th e re  not enough room for the  im m edia te  family,

people also indicated the ir  wish for more space for house guests, m em bers of

the  extended family, and even furniture! One wom an said: "My paren ts ,

som etim es they come and 1 don’t  have a place to put them . 1 can’t  buy

furn itu re  because I've got only one room."

A factory worker, with p a r t  of a college education, explained why he

would prefer to own his own home:

Because if you own your house, there  are m any 
advan tages of you having your own house. You’ve got 
more rooms or p ro b ab ly -  like w h a t  1 am now— 1 am 
using a kitchen as a bedroom as every th ing  together.
So I will have more space. Not only th a t ,  should 1 
have visitors, I have got more room. At the  m om ent, I 
have got my mother-in-law... her b ro ther’s daughter, 
she’s here together with my kids. I t ’s fairly 
complicated. W hereas if 1 had my own house, it’s a 
little bit easier for me.

In some cases, p a ren ts  have to pass their children am ong their 

various relatives simply because of lack of space in th e ir  lodging quarte rs .
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One woman had to hand her three children, who had lived with her for 1i> 

years, over to her ex-husband. "It 's  only a problem of housing." she said, 

"otherwise I would not have given him the children."

For o ther families, particu larly  those headed by women, the home 

represen ts  a place of work as well. Women often use the  home to m ake 

sewn goods or crafts. One woman, who worked as a custodial helper at a 

City Council office, not only had inadequate  space in her single room for 

herself and her th ree  children, but was also unable to use her  sewing 

machine to earn  ex tra  income due to lack o f space. Some chose to live in 

town w ithout the ir  families as in pre-independence times, particu larly  if 

they owned rural land th a t  needed to be tilled bv family mem bers.

Lodgers were occasionally able to grow basic food s tap les such as 

maize and collard greens n ea r  the house, but some were prohibited from 

doing th is because the  garden  was already being used by the  ow ner or the 

ow ner’s family. Home ownership was therefore  also seen as  a way of 

ensuring  the  ability to grow food.

A nother aspect of lodging which was a cause for hardsh ip  was the 

lack of control over the environm ent. One co-operative m em ber reported 

th a t  his landlord had built several illegal extensions onto the  house and was 

in the  process of constructing another. Not only did this c rea te  overcrowded 

conditions, bu t it increased the  Fire hazard and pu t s tra in  on the  electricity 

and w a te r  supply to the  house.

O ther co-operative m em bers m entioned th a t  there  was a high degree 

of insecurity associated with lodging. The ow ner could a t  any  tim e and 

under any p re tex t throw the  family off the  property. One wom an had to 

move unexpectedly betw een the time an  interview was a rranged  and when



it actually took place-- w ithin  a week. In the words of ano ther  co-operative 

member:

Anyway, if you hav en 't  got your own p ro p e r ty -  suppose 
I’m chased aw ay from this place at any time, you have 
no choice. I have to go.

For women, there  were additional problems. Because m arried  women 

frequently  did not have title  to land or property, they could be forced to 

move out of the ir  own homes if the husband decided to take  ano ther  woman 

or move in with a  second family a fte r  living away for some time.

Men are  safe. W omen are not safe... I myself, I was 
m arried , now m y husband  ju s t  [expelled] me. Now... I 
haven’t  got anyw here  to stay... Anyway, the  husband... 
he can ju s t  say to his wife, "I don’t... like you, you 
move."

Domestic workers, m any  of whom were women, also have special 

problems. Employers frequently  forbid domestic workers from having their  

families live with them  which adds to the ir  personal hardship . Sometimes 

the  employer is not able to provide accommodation for the  worker which 

m eans th a t  lodging has to be sought aw ay from the  place of work. One co­

operative  m em ber was paying $65 out of his $150 income for a room near 

his work while the  res t  of his family had to stay in the ru ra l a r e a 1. Even if 

a domestic worker succeeded in procuring accommodation for his/her family 

a t  the  place of work, this was by no m eans secure. If the  employer decided 

to Fire the  worker, not only was the  family out of a job, bu t  also a home.

Finally, lodging was a  very expensive option for most families, costing 

anyw here  from $20 per room in the  sm aller towns (such as Bulawayo) to

1 All am ounts referred to in the  tex t  a re  in Zimbabwe dollars. A t this 
w riting  $ lZ im  = $.445US.
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$50 per room in some pa rts  of H arare , not including utilities. For those

who a re  self-employed and earn ing  less than  $250, ren ting  more than  one

room was prohibitive.

M any of those interviewed expressed the  desire to own the ir  own

homes for o ther reasons. A house was looked upon as an asse t  for old age in

order to reduce dependency on children. This was particu larly  true  for

women household heads who could not expect to be looked a fte r  by children.

particu larly  daugh ters  whose prim ary  responsibilities would lie with the ir

husb an ds’ lineages. A wom an domestic worker rem arked:

I w a n t  a house because when 1 get old or when I'm not 
working, I’ve got nowhere to stay. T h a t ’s why I need a 
house.

A rela ted  reason for owning one’s own home was th a t  the  home could be

used to genera te  income by ren ting  rooms out to o ther lodgers. This

suggested th a t  those who were lodgers eventually  w anted  to be on the o ther

side of th e  t a b le -  the  more lucrative  one.

... you can have a  few lodgers, you can have someone 
also to share  with in your house... paying a bit of 
[money].... We can tak e  o ther m e m b e rs -  le t’s say, a 
six-roomed house, m aybe I can have two others to s tay  
w ith  me, sharing  the  house and then  I can occupy four 
rooms.

I t  also explained why some people w anted  homes larger th an  w h a t  would 

m ee t the ir  family’s needs and  would even be willing to live in one or two 

rooms, as they did as lodgers, so th a t  o ther  rooms in the  house could be 

ren ted  ou t for additional income.
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Case study histories

The Cotton P rin te rs  Co-operative

This organization, comprised of w orkers a t  the  Cotton P rin te rs  textile  

company in Bulawayo, was the  brainchild of the  com pany's Personnel 

M anager and the  C ha irm an  of the W orkers' Com m ittee, who saw it as a 

continuation of the  coun try ’s liberation war. "O ur guns a re  now our 

m oney," the  Personnel M anager is quoted as saying in an interview for a 

local m agazine (Prize Africa, 1987:10).

The Cotton P rin ters  co-operative began as a  welfare fund in m id -1984 

in response to a  severe d rough t in the M atabeleland  region of Zimbabwe 

and the  ensuing  company layoffs which resulted  in the  Bulawayo area. The 

600-odd workers (all men) contributed $1 every week to the  fund which was 

to ac t as a  security for employees who were dismissed and also to assist 

m em bers in m eeting  unexpected family expenses. A fter the  fund was in 

operation for about a  year, th e  workers identified housing as the most 

pressing need and suggested broadening the  purpose of the  fund to include 

this. M any of the  welfare fund m em bers then  decided to contribute an 

additional $2 a week tow ards a  housing fund.

In 1985, the  newly-formed Cotton P rin ters  housing co-operative 

applied for lots from the  City  Council and  was tu rned  down because of 

m unicipal regulations stipu la ting  th a t  land could only be issued to 

individuals. However, the  co-operative’s m em bers app aren tly  surm ised th a t  

the re  m ay also have been political overtones to this decision (many of the 

co-operative’s m em bers were Shona-speaking and supported ZANU, while 

th e  City Council was, a t  th e  time, ZAPU-controlled). Using political pa rty  

ties da ting  back to the  liberation war, the  co-operative’s leaders then
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appealed directly to central governm ent through the  ZANU pa rty  channels, 

which forced the City Council to concede and issue 20 serviced lots to the co­

operative  and later, ano ther  64, both in the  N kulum ane  developm ent area  

outside o f  Bulawayo, (see Figure 5). C on trary  to its own rules and likely 

because of cen tra l governm en t pressure, the  City Council perm itted  the  co­

opera tive  to pay for the lots on an insta llm en t basis. The co-operative then 

began building the  first 40 houses, all of which were constructed using co­

opera tive  funds along with some financial assistance from the  company in 

the  form of profit-sharing and  a line of credit for building m aterials .

By 1986, the first 20 houses were built using only the  self-help labor 

o f the  co-operative m em bers. Since there  were difficulties with houses not 

m eeting  the  s tandards  of the  City building codes, the  co-operative 

a fte rw ard s  elected to hire professional builders and tra in  some of the  

m em bers  in the building trades.

Because o f  the  self-financed n a tu re  of the  project, which created  cash 

flow problems, the  construction progressed more slowly th an  an ticipated  and 

th e  co-operative could not m ake  regu lar  paym en ts  for the  lots to the  City.

As a result, in April of 1987, the  City Council th rea tened  to re-possess the 

lots. It w as only a fte r  heated  discussions betw een the  two s id e s -  partisan  

politics was once again involved so it was all copiously recorded by the  local 

p ress— th a t  ownership was eventually  retained. T h a t  sam e year, the  co­

opera tive  took out a  loan from the  C entra l African Building Society (CABS) 

using the  first 20 houses as security against the  loan and the  Cotton 

P rin te rs  company as  guaran to r . Also around th is time, it  was decided th a t  

th e  welfare fund and the  housing co-operative required separa te  

m anagem en t,  thus an independent M anagem ent Com m ittee  was elected



Figure 5. Map o f Bulawayo and Environs.

N.V

\  c Q a s * *
I s

$
NWamany

loW-den*ifcy rtaideufciaJ, 
industrial and 
commercial a r ta s

« •  hi<jf»-elemVhj area*

litebzlala

*

few- O 
u .

2
_ i _

5
_j



87

solely for the  housing co-operative and th e  organization became registered 

w ith the governm ent as a separa te  entity . In 1988, the  co-operative was 

allocated ano ther  103 lots by the  City au tho rity  in the  N keta  a rea  (see 

Figure 5), b u t  this tim e instead  of being transferred  to the  co-operative, the  

lots were issued in the  nam es of individuals. However, since the  title  deeds 

were not to be assigned until the  lots were fully paid for, they  were being 

trea ted  as co-operative-owned.

The Cotton P rin te rs  co-operative was m anufactu ring  several of the  

building components for the  houses, such as door and window frames, bricks 

and molded concrete p a rts  and  in this way m anaged to cu t costs. M any of 

these  p a rts  were m ade a t  the  Production U nit  located a t  a  site lent to the  

co-operative by the  City Council. W hen the  five-room houses were 

completed, they  were ren ted  out to the  families of co-operative m em bers 

w ith  the  ren ta l  income going back into the  organization’s coffers. Most 

completed houses had th ree  or four families renting  a t  the  ra te  of $20 a 

m onth  per room. Those m em bers who contributed the  m ost self-help labor 

to the  project were given first priority as tenan ts .

The goal of the  co-operative was to provide a house for every member, 

b u t  until all the  houses were completed the  co-operative was to reta in  

ownership over the  houses. Some of the m em bers a lready owned the ir  own 

homes and were therefore hoping th a t  the  co-op could assist them  in 

ex tending  or upgrading  the ir  houses. Although most of the  m em bers of the  

co-operative were blue-collar shop floor workers, a few were white-collar, 

one being the  A ssis tan t M anager of the  company who was the  organization’s 

Deputy Operations Secretary.

As of 1990, 84 houses had been completed and were occupied and the
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organization’s m em bersh ip  stood a t  534. General m eetings were held once 

per m onth  which a t t rac ted  from 100 to 200 mem bers. The weekly 

contribution for the  housing fund was still set a t  $2, as in 1985, despite 

infla tionary  pressures and rapid escalation of building m ateria ls  costs due to 

serious shortages. The co-operative was utilizing m inim al self-help labor 

(each m em ber worked 2 1/2 hours per week), b u t  employed 13 full-time 

workers, two of which were paid by the  company. Although the  co­

operative  was seeking to borrow an o ther  sum  from the  building society 

using the  second 44 houses as  security, the  company had indicated 

reluctance to g u a ran tee  a  second loan. Consequently, the  organization was 

investigating  o ther  possible guaran to rs , including the  governm ent. M any 

m em bers spoke of fu tu re  p lans for the  co-operative a fte r  the  construction of 

the  houses, such as a  daycare  centre  and pooled tran sp o r t  to work through 

the  purchase  of a  bus.

Despite its problems, the  achievem ents of the  Cotton P rin ters  co­

operative  have a tt rac ted  both national and in te rnational a tten tion . The 

first 20 houses were officially inaugura ted  by Prim e M inister M ugabe and 

the  co-operative has been visited by local au tho rity  officials working in the  

D epartm en ts  of Housing and  Com m unity  Services around the  country. It 

has frequently  been referred  to as a model by the  Kenya-based S e ttlem en t 

Inform ation Netw ork Africa (SINA) and was included in an  in ternational 

collection of case studies of housing co-operatives to be published by the 

U nited  N ations2. For th is reason, the  co-operative m em bers were proud of 

th e ir  accomplishm ents b u t  a t  the  sam e tim e acknowledged th a t  the  struggle

2 UN CHS, Co-operative housing: experiences o f  m u tu a l  self-help, Nairobi: 
U N CHS, 1990 (forthcoming).
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to provide housing for all its m em bers was not yet over.

T ak u ra  Housing Co-operative

This workplace-based housing co-operative was established in late 

1987 w ith about 30 m em bers, all workers a t  the  N ational Breweries, a 

beer-m aking operation in H arare . Like the  employees of the  Cotton 

P rin ters  company, they responded to the  call of the  governm ent to form co­

operatives and saw this as a  way of breaking  the  cycle of ever-escalating 

house ren ts  and insecure and overcrowded living conditions. T ak u ra  was 

first conceived by two employees who eventually  became th e  C ha irm an  and 

T reasu re r  of the  co-operative, b u t  were la te r  involved in some financial 

m ism anagem en t and subsequently  discredited. One of these two was a 

stores clerk while the  rem ainder of the  m em bership  consisted of shop floor 

workers.

In Ju ly  of 1988, a lthough it  initially a ttem p ted  to procure land in the  

nam e of the  co-operative, T ak u ra  was issued 33 serviced lots in the  Glen 

View a rea  by the  City of H a ra re  in the  nam es of individuals (see Figure 3). 

The lots were paid for in cash by a loan from the  com pany secured against 

the  co-operative m em bers’ pension contributions. The m em bers  then  

approached one of the  building societies and were assigned loans on an 

individual basis with each loan proportional to the  m em b er’s income.

Because the  loans were for d ifferent am ounts, each m em ber w as to receive a 

different finished product a t  the  end of the  construction p h ase— some would 

have two-room houses, o thers three , four or five rooms.

Although the  co-operative initially sought to reg is ter the  society with 

the  governm ent, it was a p p a re n t  th a t  this was no longer necessary  since the
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im portan t components of the  construction p rocess-  land and financing— had 

been issued to individuals. Consequently, the  organization was never 

registered and has therefore never existed as a legal entity .

Unlike the  Cotton Prin ters , T aku ra  rejected the  idea of using self-help 

labor because of lack of tim e as well as the  distance betw een the  work site 

and m ost m em bers’ places of residence, and opted to hire a contractor to 

build the  houses. In M arch of 1989, it hired the  first contractor, who was 

unable to get building m ateria ls  and had to be dismissed shortly afterw ards. 

A second contractor was tak en  on, who, contrary  to the  rules of the 

contract, convinced the  co-operative to lend him  money so th a t  he could 

commence construction.

Two m onths later, in May of 1989, evidence of financial 

m ism anagem en t surfaced w hen it  was discovered th a t  the  C ha irm an  and 

the  T reasu re r  had been lending co-operative funds to them selves and o ther 

m em bers a t  little or no in terest, w ithout the  consent of the  overall 

mem bership. The police were called in to m ake an a rres t ,  b u t  it was la te r  

agreed th a t  the  guilty pa rties  would pay back the  sum s they  owed to the  co­

operative and all would be forgotten. The C hair  and T reasu re r  were asked 

to step down (although they  both rem ained in the  co-operative) and were 

replaced by o ther  officers already on the  Executive Com m ittee.

A t the  tim e of the  study, none of the  houses had  been completed 

because the  second contractor seemed unable  to procure building m ateria ls  

and appeared  to be experiencing serious m an ag em en t problems. The 

m onthly contributions, which were originally set in 1988 a t  $50 were 

reduced to $20 since the  building society paym en ts  had become due.

M embers were having difficulty m eeting lot paym en ts  and  house ren ts  while
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at the  sam e time contributing on a m onthly  basis to the  co-operative. For 

this reason, by Ja n u a ry  of 1990. m any of the  m em bers had erected 

tem porary  wooden shacks on the  building site and had moved in with their 

families despite the high ra te s  of both th ievery  and fire. One m em ber, in 

fact, lost his possessions to fire in Decem ber of 1989.

By February  of 1990, the co-operative seemed to be tread ing  the pa th  

of crisis m anagem ent. I t  w as still try ing  to ex tract p aym en ts  from the 

m em bers who had earlier  borrowed money from the  co-operative and was 

also considering legal steps to be taken  against the  contractor who had not 

repaid the  initial loan. Despite these problems, co-operative m em bers were 

optimistic th a t  eventually  th e  houses would be completed and some spoke of 

such fu ture  projects as a  su p e rm ark e t  and a daycare  cen tre  in their new 

neighborhood.

Capri Housing ..Cooperative

The Capri co-operative is comprised of workers a t  the  Capri Group, a 

H arare-based  corporation which m anufac tu res  a broad range of household 

and o ther  appliances. I t  began in 1984 as a welfare fund a t  the  urging of 

the  com pany’s Personnel M anager who had heard about the  Cotton P r in te rs ’ 

fund a t  a  national Personnel M anagers conference. T hree  years later, in 

1987, the  Personnel M anager suggested to the workers th a t  they follow the  

exam ple of the  Cotton P rin te rs  and form a housing co-operative. In two 

m onths, 125 men had agreed to go along w ith the  idea.

In Ja n u a ry  of 1988, the  m em bers  began contributing $10 a week 

towards the  co-operative and  five m onths la ter , th e  organization was 

officially registered with the  governm ent. Although the  co-operative had an



elected Executive Com m ittee, much of the  leadership for the co-operative at 

this point came directly from the Personnel M anager who took a great 

personal in te res t in the organization. It was he who negotiated on behalf of 

the  co-operative with the  City  Council so th a t  in A ugust of 1987, the 

organization was issued 30 lots in the Glen View development a rea  tsee 

Figure 3). He also assisted in arrang ing  for the  co-operative m em bers to 

procure loans from one of th e  building societies so th a t  in March of 1989, 

construction could commence.

Like T akura  co-operative, the m em bers of Capri de term ined th a t  they 

did not have the tim e to build the  houses using self-help labor, despite 

urging from the  City Council and the M inistry of Co-operatives. Instead, 

they  chose to hire a contractor who would build a  two-room (partial) house 

for each member.

Also like T akura  co-operative, the  Capri co-operative’s contractor 

experienced difficulties procuring m ateria ls  and subsequently  had to be fired 

a m onth  la te r  and replaced. Furtherm ore , up to the point when the  lots 

were allocated in individuals’ names, the  organization lost m em bers so th a t  

a t  the  tim e of this study, its m em bership  stood a t  77. The loss of m em bers 

was due, in part, to suspicions of nonrandom  assignm ent on the  p a r t  of the 

Executive Com m ittee  of the  30 lots to individuals’ nam es. This also led to a 

high tu rnover of elected represen ta tives  on th e  Executive Com m ittee  of the 

organization. W hen this study  was conducted, only one m em ber of the 

cu rren t  Executive Com m ittee  had been on the  original body. Despite the 

in terventions of the  Personnel M anager who stepped in to keep the  peace, 

in te rnal cohesion am ong th e  m em bership  was stra ined  and four m em bers 

eventually  opted to build the ir  houses on the ir  own w ithout using the  co-
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By December of 1989. five houses had been completed and were 

occupied hv m em bers and the ir  families, and the co-operative was 

a ttem p tin g  to determ ine  w hen the  City Council might issue the rem aining  

47 lots required. As did the  m em bers of T akura , m any of the  rem aining  25 

co-operative m em bers had built tem porary  shacks on the ir  lots as a solution 

to the  affordability problem. At the tim e of this study, construction of the 

rem aining  25 houses was progressing fairly well despite in te rm itten t 

m ateria ls  shortages. Probably due to in te rnal problems within the  co­

operative. the re  was little talk  by co-operative m em bers of fu ture 

en terprises a fte r  the  houses were finished.

K ugarika  K ushinga  Co-operative

This H arare-based  co-operative began within the  ZANU political 

p a r ty  s truc tu re  as an effort by pa rty  m em bers residing in the  M abvuku 

"high-density" a rea  to improve the  living conditions of lodgers in the 

neighborhood through home ownership (see Figure 3). Unlike the  co­

operatives described above which were based a t  p rivate  companies, this 

organization was community-based. In Ju ly  of 1986, a  party  m em ber 

holding a position a t  the  b ranch level developed the  idea of s ta r tin g  a 

housing co-operative and  discussed it with some of his colleagues. By 

December, the  first m eeting  was held and a ttended  by a few interested  

pa rty  mem bers.

In J a n u a ry  of 1987, the  housing co-operative idea was widely 

dissem inated th roughout the  neighborhood by word-of-mouth at a well- 

frequented kiosk (small varie ty  shop) owned and operated by the sam e
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ZANU branch official. A series of meetings was held and it was estim ated  

tha t  by the third one. about 700 people were a ttend ing— both m en and 

women. It was at this sam e meeting, when joining fees were being collected 

and plans m ade to elect an Executive Com m ittee, tha t  the  police 

unexpectedly arrived and a rrested  three  of the  group's leaders. While in 

custody, the  co-operative’s leaders were ordered to a rrange  for the  

re im bursem ent of all the  monies collected at the  meet ings. Later, it was 

determ ined th a t  the  police had been urged by more highly placed officials of 

ZANU to a rres t  the th ree  m en on suspicion of s ta r ting  ano ther  political 

party . Members of the  co-operative a tt r ib u ted  this to jealousy more than  

any th ing  else.

Due to the  efforts of a  municipal councillor, the  unfortunate  

individuals were released two days later, no formal charges having been 

placed. It then  took more th an  18 m o n th s -  between Ja n u a ry ,  1987 and 

Ju ly , 1 9 8 8 -  to iron out the  conflict between the  proposed co-operative’s 

leadership and the party , which centered on control of the  organization. In 

m id-1988, the  organization w as given the  "go-ahead" to s ta r t  again, a fter 

long negotiations am ong the  party  branches in the  area  as well as the 

higher provincial levels of ZANU.

The fledgling co-operative’s problems were far from over, however. 

A fter s ta r ting  up again  in Ju ly  of 1988, K ugarika  Kushinga a ttem p ted  to 

reg is ter  with the  governm ent and a t  the  tim e of the  com m encem ent of the 

s tu dy— over a year la te r— had still not succeeded. To confound things, the 

co-operative had received notice from the  City Council t h a t  it could choose 

am ong several land options, all except one involving a geographical splitting 

of the  co-operative’s 700 m em bers into sm aller g ro u p s -  som ething th a t  was
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seen as unacceptable to the  co-operative. As a result of this, the co­

operative collectively accepted the option of 1,98b lmserviced lots in 

K uw adzana (see Figure 3). The co-operative then increased its m em bership  

to approxim ate ly  equal this num ber. This m eant the  organization was 

locked into this land option.

Unlike the  co-operatives discussed above, the m em bership  of 

K ugarika  Kushinga was 24% female and two of its nine Executive 

Com m ittee  m em bers were women. This was due to it being a community- 

based organization, m aking it accessible to women. M any of the  co­

opera tive’s m em bers were self-employed, engaged in pe tty  trad ing  and often 

earn ing  under $250 per m o n th — a considerably lower income th an  their 

"formal" sector coun te rparts  in the co-operatives already described. At the  

tim e of th is study, the  co-operative m em bers had been contributing  $100 a 

m onth  each for a lm ost a y ea r  and had collectively raised over $2 million. It 

was holding monthly general m eetings with over 1,000 m em bers a ttending , 

as well as "contribution" m eetings (where co-operative contributions were 

collected) once a month.

By December of 1989, K ugarika  K ushinga was considering tak ing  

legal action against the  governm ent due to the long delay in the  registration 

process, where the  Ministry of Co-operatives was requiring  prior approval 

by the  City Council as a prelim inary  condition, and the  City Council the  

sam e from the  Ministry. The co-operative therefore had not formally been 

allocated lots, nor had it received financing. It had appealed to domestic 

and in ternational donor agencies and was repeatedly informed th a t  it would 

not qualify until it was an  officially recognized organization. The cost of 

servicing the  1,986 lots, a t  the  tim e of the  offer in December of 1988, was
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pegged at $4.5 million and the delays were undoubtedly causing a 

continuous escalation of this original price. Despite the delays, the co­

operative was persisting in its efforts at the  time of this study, had been 

approached by a  few large contractors to discuss housing options and was 

mobilizing forces within ZANU to pu t p ressure  on both central government 

and the  City Council to expedite registration. Co-operative m em bers still 

spoke optimistically about the  fu ture  and m entioned o ther plans such as a 

p rim ary  and a secondary school, a daycare  centre  and a carpen try  business 

to m ake fu rn itu re  for the completed houses.

Tashinga Domestic Co-operative

Also a com m unity-based organization, Tashinga was conceived in late 

1988 by a middle-aged woman domestic worker employed in the  Mabelreign 

section of H a ra re  (see Figure 3). Along with m any  o ther domestic workers, 

she had unsuccessfully a ttem p ted  to procure her own house through City 

Council channels, bu t  was told th a t  she did not qualify because she earned  

too little money (domestic workers ea rn  betw een $114 and $160 per month). 

Since national housing policy stipulated th a t  low-income families with 

children under 18 be given priority, she did not m eet the  age requirem ents 

and had no proof of income nor of her divorce of 19 years before. Faced 

with no o ther  options and desirous of hav ing  a roof of h e r  own ra th e r  than  

the  inadequate  and  insecure tied housing th a t  cam e with her employm ent, 

she came upon the  idea of forming a housing co-operative. She discussed it 

w ith h e r  friend, also a domestic worker employed nearby, and together they 

did the  rounds in the  neighborhood informing o ther  domestic workers of the 

idea.
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Since they had heard about the problems that K ugarika  Kushinga 

had had. they first sought permission from the police to hold a m eeting in 

J a n u a ry  of 1989 which was apparen tly  a ttended by several hundred  people 

in the a rea . Being ZANU m em bers, she and a small cadre of colleagues met 

with the ir  municipal councillor, who also happened to be the Mayor of 

H arare , in order to seek advice and guidance.

The Mayor told the  co-operative th a t  it had to reduce its m em bership, 

because o ther  municipal councillors in whose a reas  the co-operative was 

operating  did not approve of constituents from their  jurisdictions joining. 

Since a t  th a t  point the co-operative had a m em bership  of almost 700, the 

Mayor also instructed them  th a t  this was too large and th a t  one way of 

reducing it was to restric t it to domestic workers only. For the  nex t six 

m onths, th e  co-operative conducted investigations of possible m em bers who 

were not domestic workers and informed people residing in o ther  municipal 

jurisdictional a reas  th a t  they  had to resign. This caused some backlash, 

including an  anonymous le t te r  to the  editor of the local new spaper 

condemning the  co-operative and its leadership.

In March of 1989, m em bers began contributing $50 per m onth to the 

co-operative a t  regular contribution meetings. A couple of m onths later, the 

Chair (the founder of the  organization) suspected th a t  the Secretary  and 

T reasu re r  of the  organization were about to defraud the  co-operative since 

they had  been very secretive about financial records. This exploded into a 

full-blown confrontation into which the  Police Commissioner and the  Mayor 

were eventually  draw n, w ith the  resu lt th a t  the Secretary  and T reasu re r  

resigned.

Being a fairly new organization a t  the  tim e of this study, the  co-
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operative was not yet registered and was relying heavily on the  Mayor to 

m ediate  between the  co-operative and the Ministry responsible for issuing 

the  registration certificate. The Mayor had also promised to a rrang e  for the 

Executive Com m ittee  of the co-operative to he trained in co-operative 

principles, bookkeeping and leadership skills. This, however, had not vet 

transpired .

At the  time of this study, Tashinga had raised well over $200,000 

and had about 375 members. All were domestic workers and over ha lf  were 

women. Despite this, only two of the  nine Executive Com m ittee  m em bers 

were female, one being the C hair  who was highly respected by both the 

Executive Com m ittee m em bers and the  general mem bership.

Critical steps o f developm ent

Unlike in o ther African countries such as Kenya, T anzan ia  and 

Zambia, community-based housing is a new m ovem ent in Zimbabwe. This 

is due prim arily  to the country’s recent political independence (1980) 

relative to o ther  countries. Indeed, one of the  case studies chosen for this 

research, the  Cotton P rin ters  Co-operative Society, was the  first u rban  

housing co-operative in post-independent Zimbabwe to be established in 

1985. O f the  o ther  four, one was conceived in late  1986, two in 1987 and 

the  most recent in early 1988.

Almost all the  u rban  housing co-operatives identified in the 

prelim inary  d a ta  ga thering  stage were in the  early  stages of organizational 

development. None of the  five co-operatives chosen as final case studies had 

completed construction for the  initial housing project and only three  of the
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five had begun it a t  the  tim e of the  study. Thus it was not possible to 

observe la te r  stages of developm ent which could include such outcomes as 

diversification into o ther projects, expansion of m em bership, 

bureaucra tiza tion  of the  leadership  s truc tu re , privatization, or im m inent 

collapse. Nonetheless, the  study revealed certain critical points in the  b rief  

developm ent of the  organizations th a t  the  researcher was able to ga ther  

information on and observe, bu t  it should be noted th a t  these  observations 

pe rta in  only to the  initial housing project, the completion of which was the  

original and  p rim ary  goal o f all of the  organizations.

T here  appeared  to be six steps over which the  organizations had to 

pass in order to accomplish their goal of providing housing to their 

m em bers. These did not occur in any uniform order for the  five case 

studies, nor were all completely necessary for the co-operative to get off the 

ground. Indeed one was c ircum vented a ltogether by one of the  co-operatives 

(Takura) for reasons which will be explained below, and two co-operatives 

(Tashinga and K ugarika  Kushinga), due to the ir  recent formation, had only 

m anaged  to su rpass  the  first two a t  the  tim e of the  study. The six steps 

were: inception, organization of the  leadership  s truc tu re  and recru itm ent; 

initial collective saving; a t ta in m e n t  of legal s ta tu s  th rough  regis tra tion  with 

the  governm ent; land purchase; p rocurem ent of financing; and finally, 

construction. Each step is briefly discussed with a focus on the  p a tte rn s  

discernible am ong the  experience of the  five organizations and possible 

explanations for these p a tte rn s .  A com parative  sum m ary  of the  order and 

tim efram e of the  steps for each co-operative is provided in Figure 6.
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1) Inception, leadership form ation and rec ru itm en t

In all cases, the  organizations were initially formed by one or more 

dedicated individuals w ith a  vision. In th e  case of Capri, T ash inga and 

K ugarika  K ushinga co-operatives, it w as one individual who essentially 

launched the  organizations. For the  o thers it  was only two.

Reasons given for forming a co-operative related prim arily  to the 

quality  and condition of the  existing housing situation, as described in the  

previous section. In addition, however, m any  interviewees suggested th a t  a 

fu r th e r  reason was th a t  the  governm ent, as p a r t  of its in te rp re ta tion  of 

socialist policy, was encouraging people to form co-operatives in all sectors.

Well i t ’s being [promoted] by the  governm ent, in fact, 
and by the  party . [For myself], I read some books on 
M arxism  and Leninism... The governm ent is really 
teaching  [us] abo u t co-operatives... we got the full 
information from the  governm ent, because since a fte r  
independence, they  b rough t this idea of forming 
co-operatives and... th e  advan tages  and 
disadvantages...

A nother interviewee carried this one step  fu r the r  by implying th a t

the  people should assist the  governm ent in carrying out its responsibilities:

The purpose [of the  co-operative] is to try  to help the  
governm ent, because I m ean i t ’s a  national issue th a t  
the  governm ent should look into, to build houses for 
the  people. As they  say, in the  y ea r  2,000, we should 
have houses for all.

Both of these excerpts imply an  underlying a t t i tu d e  towards 

governm ent of patron-client, where governm ent is p rim arily  responsible for 

providing the  basic necessities, b u t  th a t  people should try  "to help the  

governm ent"  if  they a re  called upon to do so.

For all of the  organizations except T akura , the  first ta sk  was to 

organize the  leadership  of th e  co-operative into a formal s tru c tu re  through
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an election and to recru it m em bers. In all cases, the  early  leadership 

consisted of one or two key people and the  two processes of leadership 

formation and rec ru itm en t occurred sim ultaneously. The two community- 

based organizations, T ash ing a  and K ugarika  Kushinga, recruited m em bers 

by m eans of word of m ou th  as well as through  the  ZANU political pa rty  

struc ture . T ash inga  also relied on the  elected m unicipal rep resen ta tives  of 

the  a rea  to advise them  on th e  n u m ber  and geographic represen ta tion  of 

the ir  m em bership.

Overall, the tim e required for the  tw in processes of leadership 

formation and rec ru itm en t varied  greatly , rang ing  from th ree  m onths for 

Capri, to 18 m onths for K u g a rik a  K ushinga  while the  d isagreem ents  within 

ZANU were being ironed out. In all cases except for Cotton Prin ters , the 

leadership of the  co-operative was formalized by m eans of an election. Since 

in th is case the  com pany’s W orkers Com m ittee  had launched the  housing 

fund for th e  Cotton P rin ters , it was th is body which gave direction to the  co­

opera tive’s affairs until m id -1987 when it  was decided th a t  the  housing co­

operative needed its  own se p a ra te  m anagem en t.

2) Savings

Since self-generated savings a re  an  im p o rtan t  com ponent of co­

operative ven tures, all of the  organizations had  to am ass  capita l in order to 

finance fu ture  stages of developm ent. The tim e period during  which initial 

collective savings w ere  accum ulated  depended on w he ther  the  organization 

had  ex ternal assistance, the  length  of tim e it  took to mobilize this support, 

as well as its com m itm ent to self-reliance. F'or exam ple, Capri procured a 

loan from two sources w ithin  the  company in the  space of four m onths,
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w hereas Cotton P rin ters  a ttem p ted  to finance the  project them selves from 

the  beginning and only took out a m ajor loan a fte r  two years.

For the  com m unity-based T ash inga and K ugarika  K ushinga co­

operatives, which could expect no support from companies, the  period of 

initial collective savings would necessarily be longer. A t the  closure of the 

d a ta  collection phase  of the  study  in early  1990, both organizations had 

been am assing  savings for a  year  and 18 m onths respectively.

3) Registration

Registration of the  housing co-operatives with the  governm ent 

supposedly enabled the  organizations to have access to tra in ing , as well as 

legal and auditing services. As m any  of the  co-operatives experienced, 

however, much of th is  assistance was no t forthcoming. A lthough it was 

claimed by the  governm ent th a t  reg is tra tion  would facilitate access to land 

and financing, the  T ak u ra  case proved th a t  this was not necessarily the 

case, as explained below.

The process of registering with the  governm ent varied greatly  for the  

th ree  co-operatives which had  reached th e  construction phase. T akura  

a t tem p ted  to formally reg is ter  from early  on in its development, bu t 

eventually  gave up a fte r  both  the  land and the  financing were issued to 

individuals, thus  reg is tra tion  of the  co-operative no longer seemed essential. 

Since the  Cotton P rin te rs  co-operative was directed by the  com pany’s 

W orkers Com m ittee, it saw no need to reg is ter w ith the  governm ent until 

mid-1987 when it elected its own M anagem en t Com m ittee. Capri was 

officially registered w ith the  governm ent a fte r  five m onths of negotiating 

w ith the  Ministry of Co-operatives, largely through the  efforts of the
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com pany’s Personnel M anager who took g re a t  in te res t  in the  co-operative's 

affairs.

K ugarika  K ushinga in itia ted  the  registra tion process a fte r  its "second 

b ir th"  in mid-1988, bu t had  still not succeeded by early  1990 in completing 

the  procedure. This was due partly  to its large size and the  difficulty in 

ga thering  the  required information on each m em ber, b u t  also to the  inability 

of the  M inistry of Co-operatives and the  H a ra re  City Council to agree on 

the  precise requ irem ents  of the  process, each deferring to the  other. 

Similarly, Tashinga was a t tem p tin g  to fulfill the  requ irem ents  of formal 

governm ent recognition a  y ear  after its formation.

4) Land purchase

For the  th ree  co-operatives building houses a t  the  tim e of the  study, 

procuring land was a  key e lem ent in the  project. The Cotton P r in te rs ’ first 

construction phase was the  only instance w here the land was allocated to 

the  co-operative as opposed to individuals. This was because the  

m unicipalities had no legal foundation or precedent for issuing land to an 

organization, and the  building societies- the  p rim ary  financial institu tions 

for housing construction— would only negotiate  loans w ith  individuals. As a 

result, both the  land allocation and the  loan negotiations could d rag  on for 

m onths while legal procedures for individual title  deeds and  loan contracts 

were being processed. The Cotton P rin te rs  succeeded in enabling the  co­

operative to be legally recognized for the  purposes of land allocation because 

it p u t  political pressure on cen tra l governm ent through its ZANU 

connections, and also because it did not rely on financial institu tions to fund 

the  initial stage of the  project.
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5) Financing

Two of the  five co-operatives (T akura  and Capri) waited seven 

m onths for the financing to come through, before which they  were unable to 

commence construction on the  lots which had been allocated to them . This 

was a problem, not only because construction costs were steadily rising, bu t  

also because municipalities in Zimbabwe stipu la ted  th a t  lots be developed 

within a certain  time fram e or they  would be repossessed.

This problem did not affect the  Cotton P rin ters  co-operative which 

decided to finance its own construction solely from m em ber contributions 

and therefore had no need o f  waiting for loans to be processed. An 

additional advan tage  of having  done th is was the  option, eventually  

exercised, o f using the  first 40 houses as collateral against the  loan secured 

from the  CABS in 1987.

01 Construction

The construction phase  was the  final stage leading to the  completion 

of the  initial housing projects for all the  co-operatives. The length of this 

phase depended not only on the  num ber of houses being built, bu t  also on 

the  reliability of the  supply of basic building m ateria ls  such as bricks and 

cem ent, and  the  effectiveness of the  building contractors, where relevant. 

During the  first construction phase for the  Cotton P rin ters  which was both 

self-financed and self-built, i t  also depended to a certain  ex ten t  on cash flow 

and labor productivity of the  co-operative m em bers  working on the  site.

It is in teresting  to note th a t  of the  th ree  co-operatives building houses 

a t  the  tim e of the  study, Cotton P rin ters  was able to commence construction 

only four (4) m onths a fte r  th e  formation of the  housing fund. This is
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because it was issued one title  deed for the  land by the  m unicipality  and did 

not have to aw ait the  processing of loans. Both T ak u ra  and Capri, 

however, broke ground a t  the  site 15 m onths and  17 m onths (respectively) 

a fte r  the  organizations were launched, due to long delays in the  processing 

of reg is tra tion  documents and/or m ultip le  individual title  deeds and loans. 

On the  o ther  hand, it took the  Cotton P rin te rs  nearly  th ree  years to build 

84 houses (from October of 1985 to Ju ly  of 1988) a t  a  tim e when building 

m ateria ls  were in fairly good supply. According to some of the  co-operative 

m em bers, this was due prim arily  to "finance... our contributions a re  not 

enough."

Conclusions

The description of th e  existing living conditions of m any  co-operative 

m em bers underscores the ir  strong desire to own the ir  own housing and the ir  

patience w ith the  constra in ts  which the  co-operatives encountered in 

fulfilling the ir  goals. The need for patience was clearly illustra ted  in the  

final section of the  chap ter  which chronicles the  delays experienced by the  

co-operatives. Much of the  explanation of these  delays lies with the 

s tru c tu re  of policy with which the  co-operatives had to deal.

The chronologies of th e  five housing co-operatives also hints a t  the  

influence of political actors, such as locally elected officials and the  ZANU 

party , on th e  co-operatives. The im pact of policy and certa in  political actors 

on the  activities of the  organizations is more fully described and analyzed in 

the  chap ters  which follow.



C H A P T E R  VI 

IN T E R N A L  C H A R A C TER ISTIC S A N D  F U N C T IO N S

This chapter, combined with the one that follows, comprises the bulk 

of the comparative analysis of the five housing co-operatives. In accordance 

with an open systems framework, the internal attributes of the 

organizations (such as characteristics of the leadership and membership) are 

first presented in this chapter, followed by a description of the external 

factors (such as policy and politicians) which influenced the decisions and 

activities of the co-operatives, in the next chapter.

Various internal functions of the organizations were identified from 

the core categories derived from the data analysis. For purposes of 

parsimony, these were placed within four general categories: the 

leadership, the membership, decisions and strategies, and financial matters. 

A brief summary is provided indicating the primary research findings and 

their significance within each general category. The relations among the 

most important of these functions are presented in the conclusions at the 

end of the chapter.

T h e  le a d er sh ip

Leadership structure was a key attribute of the internal functions of 

all the organizations. For all five housing co-operatives, the leadership 

began as a small informal group of core organizers, and then eventually

107
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became formalized in an elected body. For the five housing co-operatives 

studied, those aspects of the leadership s truc tu re  which are im portant to 

th is discussion a re  the  n a tu re  o f the leadership composition over time; the 

characteristics of those people on the  Executive Com m ittees (.such as 

income, education and gender); leadership skills; and bookkeeping and 

financial m anagem en t skills.

Leadership composition over tim e

There were significant varia tions in the composition of the Executive 

Com m ittees of the  five organizations over time and these varia tions did not 

conform to any particu la r  pa tte rn .

Although information on the  origins of the  Cotton P rin ters  co­

operative  leadership was limited, it was determ ined th a t  the re  were four 

core mem bers, known as the  "Executive", who had been directing the  

organization’s activities since 1984, when they served on the  W orkers 

Com m ittee, until the formation of the  M anagem ent Com m ittee  in 1987. 

A fter this, seven additional Com m ittee  m em bers were elected, all of whom 

were still serving a t  the  tim e of the study. This co-operative illustra ted  the  

m ost stable leadership p a tte rn , since there  were no replacem ents or 

resignations.

Nonetheless, th e  M anagem en t Com m ittee  appeared  to be stratified 

into two levels, one e lem ent being the  four m em bers of the  Executive 

comprised of persons who held specific posts on the  Com mittee; and the 

other, the  seven individuals who were m em bers-at-large. This was 

illustra ted  in the interviews of the  five general Com m ittee  m em bers, who 

appeared  to he lacking in certa in  basic knowledge of the  co-operative’s
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functioning. For example, one group interviewed did not know the interest 

ra te  for the loan borrowed from CABS. The o ther  group claimed tha t none 

of the  co-operative's m em bers a lready  owned h o u ses-  this was la ter  verified 

against o ther sources as not being the  case. There  was evidence th a t  the  

Com m ittee  m em bers deferred to the four Executive m em bers for most 

im portan t m atte rs ,  including rep resen ting  the co-operative to outside 

agencies: "As we are  shift people, we always rely on the  C ha irm an  and the 

Secretary ..."  This s ta tem en t,  m ade during  an interview, implies th a t  there  

is a division in the  M anagem ent Com m ittee  between those who hold office 

or adm in is tra tive  positions in th e  com pany and those who do shiftwork.

Although Tashinga had a  short track  record as an organization at the 

tim e of the  study, there  had been some changes in the  composition of its 

Executive Com m ittee  since it w as first elected in early  1989. After the 

a t te m p t  of the  original T reasu re r  and Secre tary  to m anage  the  co­

opera tive’s financial affairs independent of the  rest of the  Executive 

Com m ittee, they  were both replaced by m em bers a lready on the  Com m ittee, 

and two o ther m em bers elected.

A sim ilar situation occurred with T ak u ra  co-operative a fte r  the  

financial m ism anagem ent incident which surfaced in May of 1989. The 

original C ha ir  and T reasu rer  were replaced bv m em bers already on the 

Executive Com m ittee  and two additional m em bers were elected.

The leadership of Capri Co-operative had changed a t  least twice since 

its inception in 1987, and a t  th e  tim e of this study only one of the  m em bers 

of the  Executive Com m ittee, the  T reasu rer , had been on the  original body. 

This m eans th e re  was virtually  no continuity  in the leadership  of the  

organization since its inception. It also offers a reason as to why the
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Personnel M anager’s role was particu larly  crucial in the co-operative's 

development since he perhaps provided the continuity needed to keep the 

organization going. Co-operative m em bers interviewed sta ted  tha t the 

reason for the  high tu rnover in the composition of the  Executive Com m ittee 

was related to the  allocation of the  first group of 30 lots issued to the  co­

operative  by the City Council of H arare . M any m em bers alleged that the 

allocation procedure was not random  and tha t the m em bers on the original 

Executive Com m ittee  simply used the ir  position in the  organization to give 

them selves first priority in being aw arded lots. For this reason, the 

m em bership  voted all of these individuals off the Com m ittee with the  

exception of one.

Unlike Capri, Tashinga and T akura , changes in the  composition of

the  Executive Com m ittee  of K ugarika  Kushinga were not due to conflicts of

various kinds, but r a th e r  to logistical factors. After the re-formation of the

co-operative in m id -1988, two m em bers of the  Executive had to be replaced

because the schedule of the ir  shiftwork conflicted with the heavy time

dem ands of the  Executive Com m ittee. At one general meeting, a

Com m ittee  m em ber present at the m eeting had come directly from his

n ightsh ift  a t  a nearby cem ent factory. His com m itm ents as an Executive

m em ber a t  the  m eeting were to take  up all of the following day. This was

an  exam ple of how voluntary  service on the Executive Com m ittee  o f the

organization involved considerable sacrifice and time. The Secretary  also

rem arked  during an interview:

You know, 1 alw ays do my co-op work during my free 
time... I’m so busy th a t ,  you know, I’m a two-shift 
worker [laughs]. 1 go in a t  7:00 a.m. and  knock off a t 
3:00. When 1 reach here [his home] a t  5:00 or 0:00, 
then  from th a t  tim e th a t  I’ve reached here, I go to 
sleep around about 11:30 or 12:00 working for the
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organization.

Characteristics of Executive Com m ittee  m em bers

Information collected on the  characteristics of Executive Com m ittee  

m em bers of the five co-operatives is sum m arized in Table 2. The average 

Com m ittee  m em ber was in his or her late  30's, which suggests tha t  it was 

people with a certain  am oun t of experience who tended to serve on the 

Com mittees. Furtherm ore , the younger m em bers were more likely to have 

higher levels of education, and th e  older members, less education.

The table indicates th a t  the  m em bers of Tashinga 's  Executive had the 

lowest wages and levels of education compared to those of the  o ther th ree  

co-operatives. This was because all the  m em bers of the co-operative, 

including those on the  Executive, were domestic workers who earned  very 

low wages and tended to have correspondingly low levels of education. On 

the  o ther hand, K ugarika  Kushinga, which also had a high proportion of 

m em bers employed in the informal sector, seemed to choose people for the 

Executive positions who had formal jobs, earned  higher wages and had 

relatively high levels o f education.

Because the  two com m unity-based co-operatives T ashinga, and 

K ugarika  Kushinga, had a  certa in  proportion of women, the  Executive 

Com m ittees also had women m em bers. K ugarika  Kushinga, with 24% 

women m em bers, had two females out of ten  Executive Com m ittee  

m embers. Tashinga, with over 50% women members, had a sim ilar 

proportion of women on the  Executive, two ou t of nine, one being the  Chair. 

Although it was not possible to a tten d  the  Executive Com m ittee  m eetings of 

e ither of the  organizations, insights could he a tta ined  into the role of women
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Table 2. C haracteristics o f Executive Comm ittee Members*.

Average age Average years 
of education

Average m on th h  
salary

T ak u ra 36 j j** $367

Capri 39 9**

Cotton
Prin ters

34** . . . —

K ugarika
K ushinga

36 10 390

Tashinga 35 6 $133

* information on some categories for both Capri and Cotton P rin ters  
Executive C om m ittees was unavailable, due to e i th e r  com pany or co­
operative policy

* * information available on less th an  ha lf  the  Executive Com m ittee
m em bers
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on the  Executives of the  two organizations by observing the  general 

meetings.

The th ree  m eetings of K ugarika  K ushinga a ttended  by the researcher 

revealed th a t  ap art  from reciting slogans at the  beginning, the two women 

on the  Executive had virtually  nothing to say throughout the  rem ainder of 

the  m eetings. This con trasts  with the  partic ipat ion of all o ther  male 

Executive m em bers at some point in the  meetings. Furtherm ore , it was the 

women who were expected to a rrang e  for refreshm ents for the  Executive 

m em bers, for which they had to leave the  m eetings for a period of time, 

thereby  missing im portan t  discussions. W hen these women were 

interviewed, it was found th a t  they had both served on ZANU at the branch 

level and th a t  the  posts they  had held prim arily  involved m aking  logistical 

a rran g em en ts  for meetings, such as inviting people door-to-door. 

Consequently, it appeared  th a t  the  roles of the  women in ZANU had been 

replicated in the  co-operative. W hen the  researcher asked one of the  women 

if she felt t h a t  her role in the  Executive was equal to th a t  of the  men, she 

replied em phatically  in the  affirm ative. B ut la ter  in the  interview, when 

asked if the  women on the  Executive had as  much to say as  the  men, she 

offered this r a th e r  telling response: "No, we don’t ta lk  much, because we 

have [only] got small th ings th a t  we can ta lk  about. Big th ings a re  for [the 

Secretary] and [the C hairm an]..."  W hen asked if women had as much to 

say as the  m ale m em bers who did not hold official posts on the  Committee, 

the  response was: "No. They are  above us." "W hy are  they above you?" 

"Because they are  m en."

Since Tashinga co-operative’s C hair  was a woman, the  p a tte rn  was 

slightly different. The C hair  very much ran  things in the  co-operative and
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from interview? of o ther Executive Com m ittee  members; was highly 

respected for having launched the  organization. She had very little formal 

education (only four years), b u t  a t  42 years  old, was a t  least five years older 

th an  most of the o th er  Executive m em bers. Similarly, the  o ther woman on 

the  Executive, also with very little formal education, was 48 years old and 

had helped the  Chair in her initial efforts to get the  organization off the 

ground. It is likely th a t  the  initial role played bv the  women in the co­

operative  as well as the ir  age helped to e levate  the ir  s ta tu s  in the Executive 

Com m ittee.

Leadership skills

Based on information gleaned from interviews, the  organizational skill 

base for workplace and  com m unity-based co-operatives tended to be 

different. Although in terview  subjects from T ak u ra  never mentioned 

affiliation w ith the  com pany’s W orkers Com m ittee, Executive m em bers 

from Capri and  the  Cotton P rin te rs  co-operatives had close association with 

th e  W orkers Com m ittees of th e ir  respective companies. Some had served on 

both. This suggests t h a t  these m em bers had gained certa in  organizational 

skills from this experience which they  were able to apply hi the runn ing  of 

the  co-operative.

For T ash inga and  K ugarika  Kushinga, (the two com m unity-based co­

operatives), the  Executive m em bers’ prior participation in o ther 

organizations tended to revolve around the  ZANU political pa rty  and 

som etim es the  church. This explains why the  procedures followed during 

m eetings followed closely the  p a tte rn  set by political pa rty  meetings. It was 

also possible to observe first-hand the  level of leadership skills in those co­
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operatives where several m eetings were a ttended  by the researcher-- 

T ak u ra  and K ugarika  Kushinga. Having an organizational skill base prior 

to running  the co-operative, such as serving in ZANU, appeared  to be an 

im p o rtan t  factor for K ugarika  Kushinga. T ak u ra  co-operative, on the o ther 

hand, had m em bers on the Executive with little of this experience.

In runn ing  the  general m eetings for K ugarika  K ushinga co-operative, 

the  Executive Com m ittee  dem onstra ted  some as tu teness  in m anaging  

discussions within limited time frames. The m eetings were begun with a 

clear agenda, all recom mendations of the  Executive were brought before the 

m em bership  in an orderly m a t te r  to be voted on, brief discussions were 

opened on every agenda item and im portan t  points were m entioned several 

tim es for the  sake of those m em bers who had difficulty unders tand ing  them. 

There  was also an a t tem p t m ade for m ost m em bers of th e  Executive 

Com m ittee  to lead a discussion a t  some point during the  m eeting  (with the  

exception of the  two women, as mentioned above) so the  Executive could 

ap p ea r  to be som ew hat democratic.

The leaders of T akura  co-operative, on the  o ther hand, dem onstra ted  

obvious difficulties in runn ing  general meetings. The C hair  was repeatedly 

unable to direct discussion to a clear decision, e ither  by consensus or vote, so 

the  discussions tended to go around in circles and would often recur in 

subsequent meetings due to lack of resolution. He was also unable  to 

control discussion to one item  a t  a time, to separa te  issues from each other, 

or clarify the  m em bers’ questions and re la te  them  to the  issues a t  hand. On 

two occasions, the  co-operative m et w ith rep resen ta tives  of the  building 

contractor regard ing  the  slow pace of construction and it was clear th a t  the  

co-operative had not arrived a t  decisions beforehand and was therefore
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unable  to p resen t a unified front. Consequently, the contractor was able to 

listen to contending points of view among the m em bers before reaching a 

decision and was able to play off one view against the o ther to his 

advan tage . I t  was also a p p a re n t  from the  interviews th a t  the  Executive 

C om m ittee  rare ly  m et separa te ly , consequently, a lm ost all discussions and 

decisions were expected to be carried out by the  general m em bership  as a 

whole. This lack of skills on the  p a r t  of the  Executive, and particu larly  the 

Chair, likely related to lack of prior experience in runn ing  organizations.

Bookkeeping and financial m an ag em en t

Since the  researcher had access to m inutes, correspondence, account 

books and  o ther docum ents for four of the  five organizations (the exception 

being the  Cotton P rin ters  co-operative), it was possible to exam ine  abilities 

in general bookkeeping on a com parative  basis. The quality  and fo rm at of 

the  information in these books varied g rea tly  and appeared  to depend on the  

organizational skills of the  particu la r  Executive Com m ittee  m em ber 

responsible for them .

Two of the  four organizations, T ak u ra  and Tashinga, had recorded 

m inutes of m eetings th a t  were in a form difficult if not impossible for an 

outsider to discern (for exam ple  on scraps of paper th a t  were ne ither  in 

order nor properly labelled). I t was clear th a t  the  Secretaries of both 

organizations did not have an  unders tand ing  of the  purpose of m inutes  as a 

w rit ten  record of decisions m ade, since in both cases much im portan t  

information was missing. These two organizations also had no formal 

correspondence file and the accounts were kep t in a som ew hat haphazard  

m anner. This was not a reflection of carelessness or neglect, bu t more likely
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a  result of e ither  lack of education (one had only th ree  years of schooling 

and the o ther  seven) or tra in ing  in bookkeeping on the p a rts  of the 

individual m em bers involved.

in the  case of T akura , th e  former T reasu rer , who had been involved 

in the  financial m ism an ag em en t incident, had had post-secondary tra in ing  

in bookkeeping and accounting, b u t  had app aren tly  used this tra in in g  not 

only for the  benefit of the  organization b u t  also, unfortunately , for his own 

b e tte rm e n t  as well.

The Secretaries of both Capri and K ugarika  Kushinga, on the 

contrary , kep t copious notes on all m eetings which were docum ented from 

the  inceptions of the  two organizations. The correspondence for both 

organizations was in order and  the  account books well organized. This 

seemed to reflect the  general skill level of the  two Executive m em bers, both 

of whom had ten  or more y ears  of education. In addition, the  Secre tary  of 

K ugarika  K ushinga had been active in ZANU pa rty  activities and  had 

probably picked up some organizational skills th rough  this experience.

The financial m an ag em en t record of the  four organizations varied 

considerably as well. Although the  track records of the  two comm unity- 

based organizations, Tashinga and K ugarika  Kushinga, were not as 

extensive as those of the  workplace organizations due to th e ir  early  stage of 

development, they dem on s tra ted  little evidence of irregularities in financial 

m anagem en t. In the  case of K ugarika  Kushinga, the  co-operative had 

requested  the  M inistry of Finance to sanction any  w ithdraw al of funds so as 

to protect the  m em bership  from collusion am ong those Executive Com m ittee  

m em bers with signing privileges. For Tashinga, although the re  had  been 

some evidence of financial m ism anagem en t in May of 1989, th e re  was little
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sign th a t  large am ounts  of money, if any, had been taken . There  was also 

no sign of i rregular usage of funds in Capri co-operative.

For T ak u ra  co-operative, however, it  became quickly evident as the 

study progressed th a t  there  were m ultiple exam ples of irregularities in the 

m an ag em en t of the  finances of the  co-operative. The conspiracy involving 

the first C hair and T reasu rer , w here  unauthorized loans were m ade to 

several m em bers of the  co-operative and the  loan to the  second contractor, 

have a lready been mentioned. The m inutes  of the  organization also 

revealed th a t  the  co-operative len t  money to the wife of a  co-operative 

m em ber who had been jailed for th ree  days; the organization 's funds were 

used to help individual m em bers  pay off the ir  building society loans; the  co­

operative  len t money to a  m em ber whose tem porary  shack a t  the  

construction site had burned  down; and finally, the  co-operative m ade 

available its fund for loans to m em bers to build tem porary  s truc tu res  on the  

construction site. Although sanctioned by the  m em bership, these  purposes 

were not co-operative-related and  were a d rain  on the  fund. I t  will be 

recalled th a t  the  existence of a welfare fund a t  both Capri and Cotton 

P rin te rs  co-operatives served the  sam e purpose of helping m em bers m eet 

unexpected expenses. It is therefore  likely th a t  if  workers a t  the  National 

Breweries had established a welfare fund, T a k u ra ’s housing fund would not 

have been expected to fulfill these  additional functions.

The financial irregu larities  of T ak u ra  co-operative also fu r the r  

complicated an already challenging accounting system  which, because of the  

existence of individual loans and  title deeds to the  land, as well as building 

requ irem ents  ranging  from two- to five-room houses, involved m ultip le  and 

vary ing  individual accounts. Capri had a sim ilar challenge, since it too was
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forced to comply with local governm ent and building society regulations 

which stipulated  individual loans and title deeds, thus  complicating the 

accounting system. However, the  variation a t  Capri was th a t  all m em bers 

were having the  same two-room house built while the  individual loans 

varied. Consequently, for those m em bers whose loans were less th an  the 

am o un t required to finance a two-room house, the  co-operative len t them  

the  balance.

From  these discussions on the  leadership of the  five housing co­

operatives, there  are  four m ajor observations which s tand  out as most 

significant. The first is the  s treng th  of the  exam ple set by the  Cotton 

P rin te rs  co-operative o f a consistent, well-educated leadership; but 

juxtaposed, a t  the  sam e time, with an  a p p a ren t  stratification w ithin  th is 

leadership. This stratification, however, does no t seem to have led to 

problems within the  organization. The second m ajor observation from the 

findings presented in th is section is the  evidence of the  strong im pact th a t  

financial and m anagem en t irregularities had on the consistency of 

leadership for T aku ra  and Capri co-operatives. I t  will be recalled, however, 

t h a t  some of these irregularities had the ir  roots in a policy s truc tu re , both of 

local governm ent and financial institutions, which did not recognize co­

operatives. The th ird  significant finding was th a t  the  level of leadership 

skills for the  co-operatives did not ap p ea r  to depend on education levels, bu t  

ra th e r  on prior organizational experience, particularly  th a t  gained from 

participation in the  ZANU political party , or the  W orkers C om m ittees for 

the  workplace co-operatives. Bookkeeping and financial m anag em en t skills
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did, however, app ea r  to be rela ted  to level? of education and train ing. For 

those co-operatives whose responsible officers had e ither  low levels of 

education or no tra in ing  in these  skills, the  quality  of the  books was 

generally poor. Finally, the  e x te n t  of female rep resen ta tion  and 

participation on Executive C om m ittees appeared  to be de term ined bv two 

factors: the  role of specific women in the  formation of the organizations (as 

with Tashinga co-operative, w here the  founder was a womani; and the 

trad itional roles assum ed by women in o ther  com m unity  organizations (as 

with K ugarika  K ushinga co-operative where women m em bers’ roles followed 

the  experience within ZANU).

The m em bership

Information on the  m em bership  of the  co-operatives is crucial to an 

unders tand ing  of who the  organizations serve and the  degree to which they 

are  able to m eet the  needs of the ir  mem bers. Furthe rm ore , the  interaction 

both am ong the  m em bers, and  between them  and the  leadership, can help 

de te rm ine  the  success of the  organization in im plem enting  its goals. U nder 

the  general category of m em bership , the  following subjects are  discussed: 

the  characteristics of m em bers, with a special em phasis  on gender 

composition; the  participation  of m em bers in the  activities of th e  co­

operatives; and finally, in te rnal cohesion am ong the  m em bers for the  five 

organizations.

Characteristks-pf' members; gender composition

Detailed information on the  aggregate  characteristics of the  m em bers
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of each co-operative was not easily available w ithout conducting surveys, 

particu larly  with the larger co-operatives such as the  Cotton Printers, 

Tashinga and K ugarika  Kushinga. Nevertheless, i t  was possible to discern 

certain  general facts about the m em bers of each of the co-operatives from 

interviews of the  Executive Com m ittee  m em bers as well as o ther  sources.

Differences in m em bership  am ong the five co-operatives seemed to be 

determ ined prim arily  by the type of organization: workplace, or 

community-based. W orkplace co-operatives were entirely  male in 

m em bership, w hereas the  m em bership  of both Tashinga and K ugarika  

Kushinga had a significant proportion of women. By exam in ing  the 

m em ber list with the  assistance of an Executive Com m ittee  m em ber, it was 

possible to determ ine  the approxim ate  proportion of female m em bership  in 

both co-operatives, Tashinga having over 50% women co-operative m em bers 

and K ugarika  Kushinga, 24%. Conversations with executive m em bers 

revealed th a t  women m em bers fell into one of six categories: divorced; 

widowed; in common-law unions; single parent; m arried; or de facto 

household heads.

Since the  proportion of women in both the  com m unity-based co­

operatives was relatively high, the  researcher decided to conduct a separa te  

bu t  related  investigation in order to de term ine  why. As a result, with the  

assistance of the  four women on th e  Executive Com m ittees, seven women 

m em bers of Tashinga  and K ugarika  K ushinga co-operatives who 

represented  all of the  various circum stances mentioned above were 

identified and interviewed.

Only one of the  seven women co-operative m em bers interviewed had 

successfully applied for a  lot through the  City Council’s p rogram  and in fact
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it was her husband who had applied. Two of the  rem aining  six had 

a ttem p ted  to apply b u t  had been turned  down. One of these two was living 

common-law with the  fa the r  of her children for some of the  tim e (since he 

worked out of town) b u t  was never m arried  since he had not paid lobola; 

thus, she still m ain ta ined  control over her resources. She had applied for a 

lot b u t  could not produce proof of e ither m arriage  or divorce, consequently 

she was tu rned  down according to municipal policy.

The other, a single wom an with one child, had been told th a t  she did 

not qualify since she did not have a m arriage  certificate and only had one 

child.

I visit the City Council for forms. They said they 
w an t  someone who is m arried  and... someone who has got 
children. Even if you have a  child, they  sometimes 
say no. They said no to me...

This procedure was not, however, in accordance with m unicipal regulations

which nowhere specified th a t  all women had to be e ither  m arried  or

divorced or th a t  higher priority should be given to women with more

children. This m ea n t  th a t  a  certain  am oun t of discretionary discrim ination

was being exercised when officials a t  the  Citv Council m ade decisions about

allowing women to apply for lots.

One woman who had been divorced for several years was able to m eet

the  qualifications, b u t  was under the  impression th a t  she would never be

approved because she was not m arried  a t  the  tim e of application: "I w en t

on the  waiting list, b u t  i t ’s very hard  to find me a house, because I h av en ’t

a m arriage  certificate, so they don 't  care about me." This was based on an

expectation of discrimination, however the  issue would have to be

investigated in more detail to verify w he ther  this expectation was accurate

or not.
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There was also some evidence th a t  officials at the m unicipality

discrim inated against women who worked in the  informal sector as domestic

workers, although these women should also have been accepted according to

municipal policy (personal conversation with B. H. M asanzu, Deputy

Director, D epartm en t of Housing and C om m unity  Services, City of H arare ,

9/13/89). A woman m em ber of Tashinga domestic workers co-operative had

this to say about applying to the  City Council for a lot:

I t was w asting  tim e if you go there. You know s tra ig h t  
if you go there , they w on 't  le t you fill th e  forms, the 
money's not enough, your job’s not— like the  domestic 
worker, they  don’t  take  i t  like a job, the  m oney’s so 
little.

The two o ther  women who worked as  domestic workers, although 

eligible to apply to the City Council for lots, were unable to raise the  money, 

$3,000 in cash, to purchase them  and therefore  felt it was not w orth  it to 

apply. One of these, when asked if  she had gone to the  City Council to 

apply for land, replied: "I never tried th a t ,  because the  money was too little 

to get a house." For these women and others like them, joining the  co­

operative was the  only option left, particu larly  if they had a lready been 

tu rned  down by the City Council for land.

Participation

Participation of the  general m em bers  in the  organizations’ activities 

varied greatly  am ong the  five co-operatives. One im portan t  indicator of 

participation in the  organization was a ttend an ce  a t  meetings, which could 

be closely monitored by the researcher in the  sm aller co-operatives (such as 

Capri and Takura). For the larger organizations, (such as K ugarika  

Kushinga with alm ost 2,000 m em bers) this was not possible.
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One of  the unexpected findings about a ttendance  for the m eetings of 

K ugarika  Kushinga was the  very high represen ta tion  of women. Out of the 

approxim ately  1,200 people usually  in a ttendance  a t  meetings tas estim ated  

bv the  Executive Com mittee) women ou tnum bered  the  men. General 

m eetings for K ugarika  Kushinga were be tte r  a ttended  by women th an  by 

men even though women only m ade up 24% of the  official m em bership.

This could have been due to m ale m em bers sending the ir  wives to the 

m eetings, but it was probably also due to women having a g rea te r  in terest 

th an  the ir  m ale coun terparts  in the  co-operative's affairs. I t  was for this 

reason th a t  m any of the  Executive m em bers of K ugarika  Kushinga 

interviewed were under the  impression th a t  women ou tnum bered  men in 

the  m em bership. It was only when the  m em bership  list was checked th a t  it 

was discovered women only comprised about one-quarter  of the  members. 

Despite the  high female turn-out, however, it was still the  m ale  m em bers 

who tended to dom inate  the  general meetings. O u t of a to ta l o f 20 

questions asked in question period a t  th ree  meetings, only seven were asked 

by women. On two occasions, comm ents were made by women th a t  e ither 

they  were being given unequal t rea tm e n t  in relation to the  men, or th a t  

m en were favored over women in question period.

This sam e observation did not hold for Tashinga, which no t only had 

a high female a ttendance  a t  meetings, b u t  also a woman Chair. At one 

m eeting, for example, women asked a to ta l of ten  out of 13 questions. This 

m ay have been due to the assertive  role being se t by the C hair  which m ade 

the  women a t  the  m eeting feel more comfortable about expressing the ir  

views.

The m eeting  a t  Capri was a ttended  by ten  of the  eleven Executive
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Com m ittee  m em bers plus 25 others, totalling only 56 out of 77 members. 

This low a ttendance  was explained by co-operative m em bers as being due to 

low morale of the  m em bers resulting from long delays in construction as 

well as o ther factors related to poor cohesion am ong the mem bership.

A ttendance a t  m eetings of T ak u ra  co-operative was similarly low. an 

average of 13 out of 33 m em bers present a t  any one tim e for the three 

m eetings a ttended  by the  researcher, but was more likely due to the 

m eetings being held during work time. Since the  National Breweries 

operated on a shift system, only those m em bers working on a particu lar  

shift were able to a t ten d  meetings. Also, as the  C hair  described it, 

m em bers w andered in and out of the m eetings fairly freely, which limited 

effective discussion of issues.

Participation in the  organizations also m anifested itself in ways o ther 

th an  a ttendance  a t  meetings. It appeared  th a t ,  in general, all of the 

executive work of the  organizations was carried out by the  Executive 

C om m ittees and th a t  participation of m em bers in this work was minimal. 

Exceptions to this were K ugarika  K ushinga and Tashinga, the  two 

com m unity-based co-operatives. Because these two organizations did not 

have the  au tom atic  contribution system  th a t  the  o ther th ree  organizations 

enjoyed, they had to provide for security a t  the  special contribution 

m eetings where money was collected. K ugarika  K ushinga initially 

approached the  police, who declined to provide security for the  meetings, 

consequently the  m em bers who happened to be in the arm ed forces or the 

police force were asked to provide security on a voluntary basis. The 

responsibility of these men, who were arm ed during the  contribution 

meetings, was to guard against theft  during the  m eetings and to ensure  th a t
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the money was safely transported  to the hank. In addition, co-operative 

m em bers revealed that the typing for the co-operative was done by a 

woman m em ber with clerical skills who worked at the  post office.

Tashinga co-operative had hired a security service to ensure  against 

theft during  contribution meetings, but also made use of general m em bers 

as a type of security force for the  purpose of keeping order during meetings. 

At each general meeting, six security people were randomly chosen from the 

m em bers present. Tashinga also solicited assistance from general m em bers 

during the  time it was a ttem p ting  to reduce its m em bership from 700 to 

400. M embers were asked to help go through the lists to determ ine  which 

people did not live in the Mabelreign area , and also, which were not 

domestic workers. In some cases, they were asked to go door-to-door in 

order to get this information for the co-operative.

It is likely th a t  because the  two community-based co-operatives did 

not have the  institu tional support enjoyed by the  th ree  workplace co­

operatives, they were required to solicit more support and participation from 

the members.

For the Cotton Printers, participation in the  organization took the 

form of self-help labor which am ounted  to 2 1/2 hours per week for all 

m em bers, including those employed by the  co-operative.

In terna l cohesion

In addition to dem onstra ting  differing p a tte rn s  in gender composition 

and o ther socio-economic characteristics, the  five co-operatives also had 

varying experiences with in ternal cohesion within the ir  memberships.

Interviews and o ther m ateria l revealed little evidence of lack of
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cohesion am ong the m em bers of the Cotton Prin ters  co-operative. There 

was evidence of two related s tra teg ies  employed by the co-operative to 

intentionally  reduce in ternal dissension. First, was the  policy of paying the 

co-operative's employees a t  the  sam e ra te  as textile workers, even though 

wages in the  construction sector should have been lower. According to the 

C hairm an, this was to prevent dissatisfaction am ong the workers at the 

construction site. Second, was the policy of encouraging the  co-operative's 

employees at the  site to become m em bers, thereby creating  an additional 

incentive for the  workers to perform w e ll-  th a t  of eventually  owning a 

house.

K ugarika  Kushinga and Tashinga, perhaps because of the ir  early 

stages of development, also gave no indication of problems related to 

cohesion w ithin  the  group at the  tim e of the  study, a lthough the  m em bers of 

K ugarika  Kushinga expressed the ir  expectation th a t  if the  organization did 

not become registered soon, m em bers would begin to resign en masse. For 

both Capri and  T akura , however, there  was strong evidence of factionalism 

and lack of co-operation am ong the members.

For T ak u ra  co-operative, some of the  dissension had its roots in the 

Financial m ism anagem ent incident involving the previous C ha ir  and 

T reasu rer  who had stepped down from their  posts. These two individuals 

rem ained in the  co-operative as general mem bers, nevertheless, and 

apparen tly  still enjoyed the  support of some of the  m em bers. Conflict 

betw een the  previous C hair and  the cu rren t C hair surfaced a few tim es at 

the  meetings. In addition, m em bers of the  Executive Com m ittee  

interviewed revealed feelings of m is tru s t  of the  ex-Chair since he had 

refused to hand over to the  new Executive the  account book which had been
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used during  his tenure. Some co-operative m em bers interviewed expressed 

the ir  suspicions that the ex-Chair had been in league with the contractor as 

well as with the  building society to ensure tha t he got special trea tm en t in 

the  construction of his house.

The o ther source of dissension in T akura  co-operative related  to 

problems with the contractor and the  pace of construction. Because of the 

contractor's  difficulty in purchasing m ateria ls  as well as his inability to re ­

pay the  loan previously borrowed from the co-operative, m any m em bers 

expressed frustration  and th rea tened  to use the building society loans, 

issued to them  as individuals, for purchasing m ateria ls  and engaging their 

own contractors. It is possible th a t  because it was generally more difficult 

for individuals to acquire building m ateria ls  than  it was for building 

contractors, these m em bers did not follow through  with the ir  th rea ts . 

Nevertheless, because the land and financing had been originally allocated 

to individuals, there  was always the  possibility looming for individual 

m em bers to w ithdraw  and proceed on the ir  own without the  co-operative.

For Capri co-operative, the  dissension was serious enough to have 

caused the resignation of some m em bers early on in the  co-operative's 

development. Sim ilar to T akura , this was the  result of some m anagem ent 

irregularities. W hen the first group of 20 lots was issued to the co­

operative, it was alleged th a t  m em bers on the  original Executive Com m ittee  

arranged  for the  stands to be allocated to them . This brought about the 

resignation of some e ight m em bers who lost their tru s t  in the Executive, as 

well as the  call from the  m em bers to elect an o the r  Executive Committee.

Sim ilar to T akura , Capri also had five m em bers th rea ten ing  to hire 

the ir  own contractors. But in this case it was more complicated, since not
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all 77 m em bers had been issued lots and therefore m em bers had to remain 

in the co-operative and continue to contribute money until all m em bers had 

lots. Despite this, the five m em bers opted out of the collective construction 

process but stayed in the  co-operative. One of the  five m em bers. being a 

professional builder by trade, decided to build his own house while the other 

four a rranged  to hire the ir  own contractors. As with T ak u ra  co-operative, a 

contributing reason to the choice of some m em bers in using the ir  own 

contractors was the original allocation of the  lots and the  loans to 

individuals.

The m em bership  sum m arized

The most significant aspect of the findings related to the  m em bership  

of the  co-operatives had to do with female represen ta tion  and participation. 

F irst, there  was evidence th a t  the  com m unity-based co-operatives were very 

a ttrac tiv e  to women. Because women often fell through the  gaps of urban 

housing policy- e ither by design, bureuacra tic  discretion or d e fa u l t -  they 

often had no o ther options for procuring a house. In addition, wom en’s 

a ttendance  a t  co-operative m eetings was proportionately higher than  tha t of 

men, perhaps because of the  g rea te r  in te res t  shown by them  in housing 

issues. Despite this, the ir  participation in m eetings appeared  to be 

associated prim arily  with the  participation of women in the  Executive.

Thus, w om en’s participation in meetings for Tashinga, which had a female 

Chair, was correspondingly high.

T here  appeared  to be a connection between lack of resources and 

higher level of participation for the community-based co-operatives, as 

evidenced by their  use of m em bers in cleaning up m em bership  lists and as a
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security force. Thus, limited resources perhaps acts as an incentive for 

participation in these organizations.

Finally, low internal cohesion, m anifested in both T ak u ra  and Capri 

co-operatives by low a ttendance  at meetings and by th re a ts  o f individual 

m em bers to leave the co-operative, was significantly influenced by policies 

which did not recognize the organization as a collective in the allocation of 

land and financing.

D ecisions and strategies

The accum ulated decisions m ade by an organization help to ch art  its 

general direction. For the five co-operatives which were the  focus of this 

study, some of these decisions were m ade on a  proactive basis and were co­

ordinated with an overall strategy; and o thers  were responses to ex te rnal or 

environm ental conditions over which the  organizations had little control.

The decisions and stra teg ies most im portan t  for the  five housing co­

operatives related to th ree  general areas: overall building strategies; 

training; and communication.

Overall building stra teg ies

The th ree  housing co-operatives engaged in the construction phase  of 

the project (Takura, Capri and the  Cotton Printers) all chose different 

building s tra teg ies  in order to realize th e ir  goal of providing a  house for 

every m em ber of the  co-operative. These different s tra teg ies  were the  resu lt  

of a range  of influencing factors, as will be explained below.

Since the  Cotton P rin ters  co-operative was allocated land on a
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collective basis for the first 84 houses, they decided to construct five-room 

finished houses, so th a t  a fte r  completion the  houses could he rented out to 

th ree  or four families (all of which were co-operative members), and the 

ren ts  accruing from this could then  become additional income for the  co­

operative. This s tra tegy  also enabled the co-operative to use the  first 40 of 

the  completed houses as collateral against the building society loan secured 

in 1987. In addition, the  co-operative had plans at the  tim e of the  study to 

use the  second 44 houses as security against a  second building society loan. 

These o p tio n s -  using the  houses as a form of income-generation and then  as 

collateral aga in s t  a loan— would not have been possible had the first group 

of 84 lots been issued in individuals’ names.

In con trast, Capri and T ak u ra  were allocated lots in the  nam es of 

individuals. Both co-operatives opted to build partia l  or unfinished houses 

which were to be completed by the  occupants over some fu ture  period. In 

C ap ri’s case, it was decided to build two-room partia l  houses for each 

m em ber. The m em bers of T akura , however, voted to build houses a t  

various stages of completion depending on the  m em bers’ individual incomes. 

Consequently, the  m em bers with the lowest incomes would end up with a 

two-room house and those w ith the  highest incomes, a five-room house.

The Cotton P rin ters  also em barked on an ambitious scheme of 

m anufac tu ring  several of the  housing components such as door and window 

fram es, bricks and molded concrete p a rts  (such as vents). This was 

facilitated by the  land "lent" to the  co-operative by the  City Council which 

could be used to store m achines and equipm ent needed for th is production, 

and stockpiles of the  finished products. It was also probably m ade feasible 

by the  size of the  co-operative (almost 700 m em bers) which enabled
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sufficient economies of scale th a t  contributed significantly to cost-cutting. It 

is probable th a t  these economies of scale could not have been enjoyed by 

e ither  T aku ra  with 33 members, or Capri with 77 mem bers. M anufacturing 

some of the  building components, particularly  bricks, also m ea n t  th a t  the  

Cotton P rin ters  co-operative was not so m uch a t  the mercy of the  building 

m ateria ls  suppliers during tim es of shortages.

The Cotton P rin ters  m anaged the construction process themselves, 

relying initially on self-help labor, and then  on labor-only contracts. This 

also contributed to reducing overall labor and m anagem ent costs. One 

additional responsibility and cost incurred to them , however, was th a t  of a 

24-hour security service to p rev en t theft of building m ateria ls  and 

equ ipm ent a t  the  production site. For T ak u ra  and Capri co-operatives, it 

was the  contractor who was responsible for m aking  sure th a t  none of the  

building m ateria ls  a t  the  construction site were stolen.

T ak u ra  and Capri co-operatives, being much sm aller in size, elected to 

h ire  builders using fix-and-supply contracts w here  the  contractor was 

responsible for procuring of m ateria ls , m anaging  the  construction process 

and providing the  labor. This m ean t th a t  the  speed and efficiency of 

construction depended entirely on the competency of the  particu lar 

contractor in a period of serious building m ateria ls  shortages. As a  result, 

both co-operatives had to dismiss the  first contractor hired, ne ither of which 

had been able to produce any th ing  in a two-m onth period, and hire a second 

contractor.

According to interviewees from Capri co-operative, the  first contractor 

had  been chosen on the  basis of his bid price and had intentionally  been 

hired on a trial basis. When the  perform ance of the  contractor proved
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unsatisfactory , the  co-operative im m ediately sought a replacem ent.

Although the  second contractor was proceeding with the  work ra th e r  slowly 

due to building m ateria ls  shortages and the re  was alleged m ism anagem en t 

of construction m ateria ls  and finances, the  co-operative was satisfied th a t  

the  job was being executed adequately.

In the  case of T akura , the  first contractor was apparen tly  hired 

because he had relatives in the  co-operative. W hen it became evident th a t  

he could not acquire building m ateria ls , the  co-operative looked for ano ther  

contractor. The second builder, however, was not hired because of 

dem onstra ted  competence or ability to procure building m ateria ls , bu t 

r a th e r  because he was affiliated with the  sam e church as one of the  older 

m em bers of the  co-operative. Shortly a fte rw ard , it was revealed th a t  the  

contractor did not have sufficient finances to purchase m ateria ls , 

consequently he sought permission to borrow money from the  co-operative 

and was then  unable to pay back the loan. It was la te r  discovered t h a t  he 

had been using sub-standard  bricks which did not m eet local s tandards, and 

a t  the  tim e of the  closing of the  study, the  co-operative was considering legal 

m eans to secure the  loan rep ay m en t from him. M eanwhile, the  construction 

process had ground to a halt. These problems, albeit confounded by unwise 

decisions, did not occur for the  Cotton P rin te rs  which did not have to rely on 

inefficient or corrup t building contractors.

For both Capri and T akura , relying on building contractors also 

necessitated  a system  for m onitoring the  construction process. It was the  

Personnel M anager a t  Capri who initially monitored the  building of the  

houses for the  co-operative. A fter tha t ,  various m em bers of the  Executive 

Com m ittee  regularly visited the  building site. W hen th e  first houses were
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finished, the  new occupants w ere  also able to monitor the activities of the 

contractor. For T akura  co-operative, construction m onitoring depended 

upon co-operative m em bers m aking  special tr ips  to the building site on a 

regular basis. However, a f te r  some co-operative m em bers built  tem porary  

s truc tu res  a t  the  building site (in late  Novem ber of 1989) they  were then  

able to keep an  eye on the  contractor's  activities.

It has a lready been m entioned th a t  the  Cotton P rin ters  co-operative's 

use of self-help labor, particu la rly  for the  construction of the  first 20 houses, 

contributed to reduced costs. The trade-off for this positive feature, 

however, was th a t  construction tended to proceed very slowly, with the  first 

20 houses tak ing  a lm ost a  y ear  to be completed a t  a tim e w hen building 

m ateria ls  such as cem ent were not in such sho rt  supply. A fter full-time 

workers were hired, construction continued a t  a  slow pace, the  rem ain ing  64 

houses being completed in the  nex t two years. Although the  speed of 

construction was quicker th a n  when self-help labor was being exclusively 

relied upon, building m ate r ia ls  shortages as well as lack of financing 

contributed to slowing it down.

Although a t  the initial stages both Capri and T aku ra  co-operatives 

intended to use self-help labor, it became quickly evident th a t  this was not 

feasible due to distance of the  construction site from both the  workplace and 

where moi. of the  workers lived. Consequently, possible cost reductions 

accruing from self-help were no t available to these two co-operatives.

K ugarika  K ushinga had  not ye t commenced construction of the 

houses a t  the  tim e of the  study, ye t the  organization’s Executive Com m ittee  

had already engaged in some forward planning. There  was a ten ta t iv e  offer 

from the  City Council for 1,986 unserviced lots, which the  co-operative
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agreed it would have to service for a  cost of $4.25 million (in December,

1988). As a lready m entioned, the  co-operative had also been presented with 

o ther  a lte rna tives  which would involve building the  houses on several 

sep ara te  serviced sites, b u t  it. decided to tu rn  these down in favor of having 

all the  lots on one unserviced site. The co-operative then  increased its 

m em bership  to equal 1,986. N ot only would it be more difficult for the  co­

operative  to barga in  la te r  with the  City Council for serviced lots due to its 

expanded m em bership  size, b u t  because of this, the  organization was locked 

into th is option. Furtherm ore , the  pricing s tru c tu re  for lots serviced by the  

City Council was such th a t  p a r t  of the  initial real cost was capitalized over 

30 years, effectively involving a subsidy with respect to inflation and 

in te res t. Thus when K ugarika  K ushinga  faced the  prospect of servicing the  

lots them selves, it  m ea n t  this subsidy would be removed. It also m ean t th a t  

the  organization could easily spend all its savings on servicing lots, with 

nothing left for th e  construction. The co-operative’s Executive, having 

realized this only later, then  proceeded to pressure  the  City Council into 

offering them  serviced instead of unserviced lots and  appealed to ZANU to 

apply its pressure  as well.

The Executive C om m ittee  had also investigated some financing 

options in the  early  m onths of 1989, as indicated in its correspondence. 

L ette rs  were on file from the  Em bassies of Sweden, France, W est G erm any, 

D enm ark, B rita in  and the  U.S. all indicating regre ts  th a t  they  were only 

able to provide governm ent-to-governm ent assistance. As a resu lt  of 

m eetings held in early  1989 w ith  U.S.AID, the  M inistry of Co-operatives 

and the  M inistry of Finance (all docum ented in the  m inutes), i t  was 

determ ined  th a t  the  African Development Bank could fund the  project if
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there  were a governm ent guaran tee . But this would be pending the 

organization becoming officially registered. By the  end of 1989. there  was 

still no sign th a t  the  organization was any closer to a tta in ing  this s ta tus.

Training

Although the Ministry of Co-operatives claimed to have responsibility 

for tra in ing  both the Executive Com m ittee  and the m em bership  of housing 

co-operatives, it has already been m entioned in the  previous chap ter  th a t  

o ther th an  very basic verbal information-giving, this did not in fact occur. 

For the  th ree  co-operatives engaged in construction a t  the  tim e of the study, 

there  seemed to be two responses to this: one, evident in both Capri and 

T ak u ra  co-operatives, was to proceed anyw ay despite the  lack of training; 

and the  second, as exercised by the  Cotton Prin ters , was to develop its own 

tra in ing  s tra tegy , bu t  only in relation to building skills. T here  was no 

evidence of tra in ing  in the  a reas  of leadership or financial m an ag em en t for 

the  m em bers of the  M anagem en t Com m ittee  of the  Cotton P rin te rs  co­

operative, however it  has been mentioned th a t  some of these  m em bers held 

senior positions in the  com pany and therefore already possessed substan tia l 

organizational skills.

For the  Cotton P rin ters  co-operative, it  was more im p o rtan t  to 

develop a  building skills t ra in in g  stra tegy , particu larly  a t  the  beginning 

when the organization decided to use exclusively self-help construction to 

build the  first 40 houses. The s tra tegy  was a two-fold one involving both 

tra in ing  on the  construction site as well as some tra in ing  a t  outside 

institutions. The co-operative’s two bricklayers were apparen tly  tra ined  on 

the  site by the  builder. Similarly, the  electrician was tra ined  an site bv a
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professional, as was the  co-operative’s plum ber. In addition, the  co­

operative sen t about ten workers to a ttend  a course on mixing cem ent at 

the  nearby C em ent Institu te , which cost the  co-operative about $520.

Com m unication

Com munication was crucial in the  functioning of the  co-operatives 

and seemed to depend on accessibility of a t  least one m em ber of the 

Executive Com m ittee  during business hours. This was necessary in order to 

a rrange  m eetings or answ er queries of outside bodies such as the  building 

society, the  contractor and the  City Council, as well as to deal with in ternal 

affairs, especially those of an u rg en t na tu re .

I t appeared  th a t  the existence of a  communication focal point of this 

n a tu re  was not so much an e lem ent of design, b u t  ra th e r  a function of 

circumstances. In the cases of the  Cotton P rin te rs  and Tashinga co­

operatives, the  Chairs of the  two organizations were both accessible by 

telephone during  the day. The Cotton P r in te rs ’ C ha irm an  held a  desk job 

which entitled  him to a telephone. The C hair  of Tashinga, a lthough a 

domestic worker, could receive telephone calls a t  her em ployer’s house 

during  the day. Both could be visited a t  th e ir  places of work during regular 

business hours in order to discuss co-operative-related affairs.

For the  o ther  th ree  co-operatives— T akura , K ugarika  K ushinga and 

C a p r i -  direct communication w ith  the organization proved to be more 

difficult. In the  case of T ak u ra , the  only co-operative m em ber who had an 

office job and  was easily accessible was the  ex-Chair who had been forced to 

step down because of the  financial m ism anagem en t incident. It was alleged 

by interviewees th a t  he took advan tage  of his accessibility by tak ing
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decisions on behalf of the  co-operative w ithou t the  m em bership 's  knowledge 

or authorization and continued to do so even afte r  he had stepped down as 

Chair. The new Chair was a  shop-floor w orker who was not only 

inaccessible by phone, b u t  also worked shifts in different p a r ts  of the  factory 

and could no t easily be located a t  any  one tim e, particu larly  by in terested 

outside persons (including the  researcher!). Com m unication with ex ternal 

actors was therefore dependent on the  mail.

The C ha ir  of K ugarika  K ushinga  worked long hours a t  a small food 

stand  in M abvuku and was therefore accessible to the  co-operative’s 

m em bers, b u t  due to not having  a telephone, could not be reached by 

outside bodies. The Secretary  worked a t  a factory under sim ilar 

c ircum stances as the C hair  of T ak u ra  and  was as difficult to reach as he. 

One o ther Executive Com m ittee  was accessible by telephone, due to having 

a  supervisory position a t  a  factory, b u t  since he did not hold an office on the 

Com m ittee, was not designated as the  organization’s comm unication focal 

point. As a result, much of th e  comm unication between K ugarika  Kushinga 

co-operative and outside bodies took place by mail.

A sim ilar situation existed for Capri, the  C hair  of which was a shop- 

floor worker. Athough the  Secre tary  of the  organization a t  the  tim e of the 

study held a  desk job and was accessible by telephone, he did not ap p ea r  to 

be the  m ain  communication focal point, probably because the  p a tte rn  had 

a lready  been established th a t  th e  Personnel M anager would perform this 

role, and also because the  Secre tary  had only held his post since early  1989. 

The easy accessibility of the Personnel M anager no doubt contributed to his 

continued role in the  affairs of the  co-operative.
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Decisions and

The most striking observation from the findings rela ted to decisions 

and stra teg ies can be found in the  rem arkab le  building s tra tegy  

im plem ented bv the Cotton P rin te rs  co-operative, which was comprised of 

four elements: a self-managed construction process, the  m anufac tu ring  of 

building components, the  use of completed property  as security against 

loans, and an income-generation program . The la t te r  two of these were 

dependent on the  organization being allocated land and financing on a 

collective basis— a function of policy decisions m ade by local governm ent and 

the  building society.

The second m ajor observation was the  decision for all th ree  co­

operatives engaged in construction to abandon or lim it the  inpu t of self-help 

labor, due m ainly to logistical factors, such as  lack of access to the 

construction site or inability to m eet local building s tandards . This suggests 

th a t  despite the  ideological debate  in the  l ite ra tu re  on self-help labor, 

decisions on it will continue to be m ade on a pragm atic  basis.

The study findings indicate an inability on the  p a r t  of the  M inistry of 

Co-operatives to follow up on its com m itm ent to provide tra in ing  and o ther  

assistance to the  housing co-operatives. The organizations were, therefore, 

operating  with very little technical inpu t or assistance from outside 

agencies. There was also some indication th a t  dealing with ex te rnal 

agencies was facilitated by easy telephone accessibility of a t  least one key 

person on the Executive Com m ittee, or in the  case of Capri, someone closely 

affiliated with it.
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Financial m atters

The financial aspect of the  five housing co-operatives could he 

considered the  "bottom line" in determ in ing  w h ether  they  were able to 

function effectively. This is because, a t least in pa rt ,  the viability and 

a ttrac tiveness of housing co-operatives to poor people lies in the ir  ability to 

build houses at costs com parable to o ther  modes of production. The 

im portan t  components of th is bottom  line were, of course, costs and 

revenues, discussed separa te ly  in this section.

Costs

There were several reasons why it was not possible to conduct a 

formal cost-effectiveness analysis. F irst, the  organizations were a t  different 

stages of development; second, the  co-operatives chose different building 

options, m aking  direct comparisons difficult; and finally, detailed 

information on costs was unavailable  (such as the  real value of self-help or 

the  value of voluntary  tim e contributed). However some general figures on 

costs for those co-operatives engaged in construction were compiled in order 

th a t  a comparison could be m ade am ong the  th ree  co-operatives as well as 

with government-sponsored and private  m ark e t  costs. This comparison is 

sum m arized in Table 3. Since the  adoption of the  policy on a national basis 

of local governm ents providing serviced lots as opposed to finished or partia l  

houses, there  was no m eans of com paring the  costs incurred to the  co­

operatives with those of the  governm ent. The only governm ent-sponsored 

building program  in operation a t  the  tim e of the  study on which there  was 

accurate  d a ta  was th a t  of the building co-operatives in Bulawayo, which 

consisted of a  mobilization program  for highschool-leavers w here  groups of
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Table 3. Comparative Building Costs: the Co-operatives, and 
the G overnm ent-sponsored and Private S ectors”'.

#  rooms 
built

Capri Cotton
Prin ters

T ak u ra Bulawayo
building
co-ops

private
m arket

2 $6,750 $5,000 $5,087 $6,600
3 --- --- 6,750 6,845 8,900
4 --- --- 8,100 8,182 10,700
5 --- $9,452 9,720 9.818** 12,800

* All prices are  in late 1989 dollars and do not include land

* * Since the  governm ent-sponsored Bulawayo building co-operatives did not 
build five-room houses, this price was reconstructed based on average 
differentials between the  costs o f a four-room and a five-room house (City of 
Bulawayo, 1989b).
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youths formed co-operative construction businesses. The costs provided, 

however, probably do not accurately reflect hidden subsidies such as 

overhead or adm inistra tive  costs. Also not accounted for in the  table were 

differences in building quality  and design factors. Nonetheless, the  table is 

included for general comparison purposes.

The table reveals tha t Capri co-operative, which built only two-room 

houses for its mem bers, did not appea r  to enjoy cost reductions as a result of 

acting collectively. However, a t  the  tim e of the  study, the construction 

process for this organization had proceeded with fewer difficulties th an  

construction for the  o ther two co-operatives which had suffered delays for 

various reasons. It is possible to surm ise th a t  Capri may have both paid for 

higher quality  (which was not accounted for in the tablet as  well as 

accelerated speed of construction. For the  m em bers, a  quicker pace for 

construction acts to reduce the  total costs of m ain ta in ing  current places of 

residence as well as contributing to the  co-operative while the construction 

is in progress.

This can be contrasted with the  figures for T ak u ra  co-operative which 

appeared  to enjoy considerable savings, particu larly  in comparison with 

p rivate  m ark e t  costs, bu t experienced m any delays including an  actual 

stoppage. S im ilar to Capri, th is m ea n t  continued costs of m ain ta in ing  

c u rren t  residences for the  m em bers while waiting for the  construction to be 

completed. It will also be recalled th a t  the  contractor was caught using sub ­

s tan dard  m ateria ls  and was in deb t to the  co-operative a t  the  close of the 

study, which, if  not collected, would have the  end resu lt  of raising final 

costs. This suggests th a t  the  contractor probably se t his bid too low.

According to the  table, the  Cotton Printers, which engaged in
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m anufacturing  building components and continued to contribute some self- 

help labor, was able to build five-room houses at a cost lower than  that of 

the Bulawayo building co-operatives and substantia lly  lower than  m arket 

price. However, the real opportunity  cost of the  self-help contribution 

portion is not included in the  price. Also not included is the  value of direct 

contributions from the  company; as well as o ther contributions in the form 

of transport,  the wages of two of the co-operative's employees, legal and 

auditing services, and the  company's w aste  m ateria ls  used in building 

components production. Nonetheless, it appears  tha t  the Cotton Printers 

building system, its use of labor-only contracts (thereby reducing 

m anag em en t costs bv cutting  out profit margins) enabled significant cost 

reductions in comparison with both the Bulawayo building co-operatives, as 

well as the  private  m arket.

Since both Tashinga and K ugarika  Kushinga had not ye t commenced 

the  construction process, information on building costs for these 

organizations was of course not available. However, a t  the  tim e of the 

study, both the  organizations had fixed opera ting  costs which the  o ther 

three workplace co-operatives did not have to bear. Tashinga and K ugarika 

Kushinga had engaged the  services of a law yer on a re ta ine r  basis, which 

neither had commenced to pay a t  the  tim e of the study bu t over tim e would 

incur a considerable cost, particularly  a t  the  tim e of land and financing 

transactions. Tashinga was paying $135 a m onth for security services 

which, on a yearly basis, would am ount to $800. K ugarika  Kushinga, 

because it was using the contributed services of co-operative m em bers who 

were in the  police or arm ed forces, did not have to pay this. An additional 

cost to the  two organizations was transport,  which for K ugarika  Kushinga
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came to $50/month (SfiOlVvear' and for Tashinga $ 15/month i$ 1 80 /vear'». 

the differences being accounted for by the  respective distances of the two co­

operatives from the H ara re  town center w here  most governm ent and 

business offices were located. In addition to m onetary  costs for the 

community-based co-operatives were the  added time com m itm ents required 

o f the Executive Com m ittee  m em bers in m anag ing  m onthly contribution 

m eetings where large sum s of money had to be tallied up and delivered to 

the  bank. These factors contribute  to the  notion th a t  the  overall costs to 

community-based co-operatives would be higher in the long-run th an  those 

of workplace co-operatives. Because of the  higher fixed costs, it is possible 

to surm ise tha t ,  on the  average, these types of organizations would be larger 

th an  workplace co-operatives in order to b e tte r  absorb the  costs.

In addressing the  question of w he ther  the  collective mode of 

production is more cost-efficient than  o ther  modes such as the  private  

m ark e t  or government-sponsored building co-operatives, in two of the  th ree  

co-operative case studies there  appeared  to be cost savings. A more 

revealing analysis would be possible with detailed information on a larger 

num ber of organizations of varying compositions and sizes. Nonetheless, it 

should be noted th a t  the  co-operatives were operating  in an  env ironm ent 

replete  with considerable constraints , such as local governm ent and building 

society policies which did not recognize collective ownership of land, and the  

lack of tra in ing  and an operational governm ent loan g u a ra n tee  system.

Sources of revenue

All five co-operatives relied heavily on m em ber contributions as a 

source of revenue, however the  monthly am ount contributed varied greatly.
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The lowest ra te  was th a t  set by the  Cotton Prin ters co-operative, at $8, 

which had not changed since the  inception of the housing fund in 1984. Co­

operative m em bers from the  Executive Com m ittee  indicated this was too 

low and did not even reflect inflation, let alone rising building costs over the  

previous five years. They s ta ted  th a t  w henever the issue of raising the 

contribution was brought before the  m em bership, it was invariably defeated. 

Monthly contributions for T ak u ra  and Capri were initially set a t  $50 and 

$60, respectively.

Interestingly, despite considerable differentials betw een the  average 

wages of m em bers of the  workplace-based co-operatives and those of the 

com m unitv-based co-operatives, monthly contributions for K ugarika 

K ushinga and T ash inga  were roughly the same, if not higher than  

contributions for Capri, T ak u ra  and Cotton Printers. M embers of Tashinga 

co-operative, all of whom were domestic workers and earned  between $114 

and $160 per m onth, contributed $50 to the  co-operative. This clearly 

represented  a t  least 1/3 of the m onthly income and could have represented 

close to 1/2 for some individuals. Because a ttr it ion  in the  m em bership  had, 

as a resu lt  o f the  M ayor’s in tervention, been due prim arily  to the  exclusion 

of non-domestic workers and people living outside the Mabelreign area, it 

was not possible to discern w he th er  some m em bers had resigned because of 

the  high m onthly  contribution expected of them . Nonetheless, the 

organization’s default ra te  (the proportion of m em bers unable to pay the 

contribution for a  particu la r m onth) as gleaned from discussions with the  

organization’s T reasurer, averaged a low 2.5% over the  period of one year. 

This was indicative of the  m em bers’ strong desire to own the ir  own homes 

and the  sacrifices they were willing to m ake toward this end. It also,
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perhaps, m ean t tha t co-operative m em bers were getting assistance from 

extended family m embers wTho probably expected to share  in some of the 

benefits of a  relative owning the ir  own home.

K ugarika  Kushinga 's required contribution was se t a t  $100, higher 

th an  th a t  for any  of the  workplace-based co-operatives. Considering th a t  

m any  m em bers were women and/or allegedly worked in the  informal sector 

earn ing  less than  $250 per m onth, this was a heavy m onthly com m itm ent 

and probably dem anded th a t  co-operative m em bers solicit financial 

assistance from relatives in order to m eet the  paym ents. Despite this, the 

average default ra te  over a  period of 18 m onths was estim ated  by the  

organization 's Secre tary  to be approxim ate ly  5%, also very low.

One of the  reasons why contributions for the  Cotton P rin ters  could 

have been susta ined  a t  such a low am ou n t was the  additional revenue which 

the co-operative collected from the  company as well as the  program  in 

operation of ren ting  out completed houses to co-op m em bers. A case study 

of the  Cotton P rin ters  co-operative done for the  United N ations (Plan Inc.,

1989) revealed th a t  in a typical m onthly s ta tem en t ,  m em ber contributions 

represen ted  only 26% of total revenues, the  rem ainder being m ade up by 

house ren ta ls  (comprising an  additional 21%), direct company contributions 

and profits from the sale o f cotton off-cuts (both m aking up an  additional 

53%). None of the  o ther four co-operatives had the  benefit of a regular 

revenue contribution such as th is  from an ex ternal source. This also brings 

to question the  issue of the  co-operative’s long-term plan to become 

independent from the  company, as the  Personnel M anager had claimed a t  

the  onset of the  study. It would appear  th a t  if this were to tak e  place, the  

shortfall would have to be m ade up for by greatly  increasing m em ber
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contributions and/or house ren ts  for m em bers living in houses constructed by 

the co-operative.

Financial m a t te rs  sum m arized

The figures for the  th ree  co-operatives engaged in construction show 

th a t  they were able to build houses a t  com parable or lower costs than  both 

the  government-sponsored and the  private  sectors. Considering the  m any 

constrain ts  which they encountered, this is an achievement. W ith an 

env ironm ent more favorable to housing co-operatives, including a 

governm ent loan gua ran tee  system , tra in ing  and technical support and 

policies which recognize collectives, it is likely th a t  costs could be reduced 

even fu r the r  and revenues raised.

The study shows th a t  th e  community-based co-operatives bore higher 

fixed costs th an  the ir  workplace coun terparts  and also had fewer sources of 

revenue. This con trast  was especially evident when com paring the 

comm unity-based organizations to the Cotton Prin ters, which according to 

Plan Inc. (1989), procured a lm ost ha lf  its m onthly  revenue from the 

company.

C onclusions

This chap ter  has presented  those study results  rela ted  to in ternal 

a ttr ib u te s  of the  organizations, based on information gathered  from 

interviews of Executive Com m ittee  mem bers, interviews of women co­

operative m em bers, and o ther documents, as well as observation of several 

general meetings. The findings indicate th a t  the  housing co-operatives were
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able to function, develop and fulfill the ir  goals, despite considerable 

constraints. This is particu larly  striking in the  context of the costs a t  which 

the  organizations were able to build houses; and, for the  community-based 

co-operatives, the  low ra te s  of default for m onthly contributions to the 

organizations.

There was evidence, however, of several weak points, such as low 

skill levels in bookkeeping and financial m anagem ent (for Tashinga and 

Takura); inadequate  leadership skills (in the  case of Takura); generally low 

levels of participation (for T ak u ra  and Capri); low levels of in te rnal cohesion 

(T akura  and Capri); and incidents of financial m ism anagem ent (Takura). 

This can be a t  least partly  a ttr ibu ted  to lack of training, e ither  from the 

governm ent or some o ther  agency; as well as to the im pact of policy which 

individualized land and financing allocation. The inclusion of Tashinga in 

this group m ay be explained by the  very low levels of education 

characteristic  of the  Executive Com m ittee  of this organization.

The experience of the  housing co-operatives suggests th a t  employing 

self-help labor as a  buiding s tra tegy  is not only a m a t te r  of ideology, as it is 

discussed in the  l ite ra ture , bu t a function of choice based on certa in  

logistical factors such as the  accessibility of the  construction site. For the 

Cotton P rin ters  co-operative, employing self-help labor was not difficult 

since the  site was within walking distance of the  m em bers’ place of work. 

For T aku ra  and  Capri, however, the construction site was s ituated  far from 

both the  m em bers’ place of work as well as m any of the ir  residences. This 

suggests th a t  the  use of self-help labor should not be e ither  prescribed or 

prohibited by central authorities, but ra th e r  should be determ ined by 

m em bers of community-based housing organizations them selves based on
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the  particu la r  circumstances perta in ing  to them . Indeed, the a t tem p ts  of 

governm ent to dictate  the use o f self-help labor for T akura  and Capri acted 

aga inst the  enabling and em pow ering aspect of self-help as an overall 

developm ent stra tegy , since i t  initially denied the  organizations the  right to 

m ake decisions for themselves.

The role of policy, se t by local and central governm ents and building 

societies, has  already been m entioned as having  significant im pact on the 

in te rnal characteristics and functions of the  five housing co-operatives. In 

addition, the  influence of certa in  ex ternal actors, such as locally elected 

politicians and ZANU, has also been alluded to. The nex t chap te r  is 

devoted entirely to issues re la ted  to the ex te rnal env ironm ent within which 

the  organizations had to operate .



CHAPTER VII 

EXTERNAL ACTORS

Actors in the external environment played an important role in 

influencing the decisions of the housing co-operatives, their activities and 

their internal functions. The previous chapter outlined how such factors as 

internal cohesion and building strategies were influenced by the policies of 

local governments and financial institutions. This chapter examines more 

closely the role of external actors using data compiled from interview 

transcripts, field notes and other documents. The various functions of 

external actors relative to the five organizations are described while at the 

same time attempting to identify patterns in the nature and direction of 

these functions. In all cases, both the positive and negative impacts of the 

policies and standard procedures of these actors are described, as well as 

those actions which did not fall within their normal scope of activities.

It was found that the importance and role of external actors seemed 

to vary with the type of organization. The co-operatives comprised of 

workers employed at particular companies (Takura, Capri and Cotton 

Printers) enjoyed considerable input and support from the companies and, 

sometimes, the Personnel Managers of these companies. Tashinga and 

Kugarika Kushinga, being community-based co-operatives, relied more 

heavily on elected politicians and the political party structure and also had 

some interactions with the police. (The exception to this pattern was the

150
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Cotton P rin ters  co-operative which also used political party  intervention as 

a s tra tegy  a t  one crucial point in its development). Ex ternal actors common 

to both types of organizations were the  local and central governm ent 

bureaucracies as well as o ther  co-operatives.

The actors specific to the  workplace-based co-operatives are  discussed 

first, followed bv those re levan t to only the com m unity-based groups; 

finally, the  role of those actors common to both types of organizations are 

described. A sum m ary  of all of these relations is provided in Figure 7.

The workplace-based co-operatives

The Personnel M anager

For two of the  th ree  co-operatives based a t  companies, it was the  

Personnel M anager (PM) who, e ither  on his own or in conjunction with 

someone else, in itia ted  the  co-operative. Although the  PMs, in these  two 

cases, played an in s tru m en ta l  role in the  launching and u ltim ate  

developm ent of the  co-operative, because they  were never m em bers of the 

co-operatives, they  are  considered as im po rtan t  outside facilitators of the  

process. The influential role of PMs was due, in pa rt ,  to the  governm ent’s 

efforts to prom ote workplace housing co-operatives by advocating this to 

PMs of the  larger p riva te  sector companies. The PM of the  Cotton Prin ters , 

w ith the  assistance of the  C ha irm an  of the W orkers Com m ittee, launched 

both the  welfare fund and the  housing co-operative. I t  was this effort th a t  

eventually  influenced the  PM of the  Capri Corporation to suggest the  idea of 

forming both a welfare fund and a housing co-operative to the  workers of 

Capri. There was less evidence of inpu t from the PM for T akura , partly  

because the  original PM had died halfway through  the construction phase.
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Figure 7. External Actors Influencing the Five Organizations.

E xte rna l Actor W orknlace c o - o d s  Conmmnitvd 3ased co-ops

personnel
m anager

T ak u ra

X

Capri

x

Cotton
P’ters

X

Tashinga K ugarika
Kushinga

company X X X

police X x

local gov’t, 
politicians X X

ZANU X X X

lawyers X X

City Council X X X X X

central gov’t. X X x X X

building
societies X X X X X

other co-ops X X X X
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Co-operative m em bers reported, however, t h a t  he had helped the  co­

operative in its initial recruiting efforts, had a ttended  m eetings as an ex- 

officio m em ber and had helped the  organization to se t up its books.

The PM of the  Cotton P rin ters  company, along with some of its 

workers, had  been a high-level guerrilla  fighter in the  liberation war, and 

therefore had strong  ideological ties both to central governm ent and to 

socialism in general. This link with the  ideology of liberation, which did 

not surface with the  o ther co-operatives, appeared  to be a strong m otivating 

factor for the  m em bers of the  Cotton P rin ters  co-operative. I t  may, 

perhaps, have been this which created  the  necessary motivation for the 

m em bers to contribute large am ounts  of tim e in self-help labor and in 

m anufactu ring  housing components, ne ither of which was evidenced to any 

g rea t  e x ten t  in the  o ther  housing co-operatives engaged in construction.

The ideological factor also appeared  to surface in the  issue of pay for full­

tim e workers hired by the  co-operative to build the  houses. Although it  was 

more expensive to the  organization, employees of the  co-operative were paid 

a t  the  equivalent ra te  of workers in the  company instead of the  lower pay 

ra te  typical of the  construction sector. This was for the  purpose of 

prom oting equity.

The PM of the  Capri co-operative indicated in his discussions with the 

researcher th a t  he viewed his role as including responsibility for helping 

employees to secure accommodation. It was for this reason th a t  he 

suggested the  workers form a welfare fund and then  a housing co-operative. 

But he carried his role much fu r the r  by assisting the  co-operative a fte r  it 

had been formed and well into the  construction phase. Since the  co­

opera tive’s leadership had tu rned  over several tim es since its inception, it
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was the  PM who had a more accurate  overview and unders tand ing  of the 

issues confronting the  co-operative th a n  did most of the  m em bers of the 

Executive Com mittee.

I t was also the  PM who, with the  sanction of the  Executive 

Com m ittee, did m ost of the negotiating w ith the  M inistry of Co-operatives 

during  the  reg is tra tion  process, who approached the  City Council and 

initiated discussions on the procuring of land for the  co-operative, and who 

acted as the  communication focal point on behalf  of the  co-operative for all 

outside organizations. This was logistically convenient, since the  PM had 

his own office and  a private telephone w hereas most of the  m em bers of the 

co-operative’s Executive Com m ittee  were confined to the  shopfloor and were 

therefore not easily accessible. A t one poin t when some of the  co-operative’s 

m em bers were th rea ten ing  to resign and  walk away with the  lots in the ir  

nam es, (which they  were legally entitled  to do) the  PM asked for a special 

m eeting to be chaired by the  D ep artm en t o f Housing and C om m unity  

Services of the  City Council which was a ttended  by City Council workers, 

lawyers, rep resen ta tives of th e  M inistry of Co-operatives, th ree  building 

societies, and m em bers of th e  co-operative’s Executive Com m ittee  in order 

to resolve the  dilemma.

In addition to acting as  the  co-operative’s agen t for outside bodies, the  

PM also directly assisted the  organization in certain  tasks  such as drafting  

th e  constitution and setting up records. The PM even visited the  housing 

site on a weekly basis a t  th e  beginning of the  building phase in order to 

m onitor the  construction.

But pe rhaps  one of th e  more im p o rtan t  roles which the  PM chose to 

take  on was to act as m ediator in d isputes among m em bers of the  co­
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operative. As mentioned above, the re  was an incident when four of the co­

operative 's m em bers th rea ten ed  to leave the co-operative with the lots 

already in the ir  names. Although a m ulti la tera l  m eeting was held, there  

was no follow-up on it and it  was the  PM who eventually  convinced them , 

through the  power of persuasion, to rem ain  in the  co-operative and who 

m anaged to smooth relations between them  and the  o ther members. In his 

words:

... up to now, 1 can see th a t  the  whole thing, most 
probably, is on the  verge of collapsing, because people 
a re  now having so m any  ideas. If I don’t  come in. the  
th ing  could collapse any  time.

The com pany

Although the  th ree  workplace co-operatives were formed within the 

netw ork of larger organizations, the  p a re n t  companies which employed their  

m em bers, they  nevertheless functioned as autonom ous bodies and had to 

proactively seek assistance from the  companies. For this reason, the  role of 

the company in the  developm ent of the  workplace housing co-operatives 

varied greatly. The companies assisted the  nascen t organizations financially 

through various means. All th ree  companies a rranged  for monthly 

contributions to the  co-operatives to come directly ou t of the  m em bers’ 

wages, which significantly reduced the  adm in istra tive  responsibilities of the 

T reasurers  and reduced the  risk of m isappropriation of funds resulting from 

handling large am ounts of cash. In two cases, the  companies were also 

deducting building society repaym en ts  directly from wages as well.

The m anagem en t of the  National Breweries agreed to lend T ak u ra  co­

operative the  $43,000 required to buy lots, a sum which they  secured
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against the employees’ pension contributions. (This m ean t th a t  the  loan

was made a t  minimal financial risk to the company). Although Capri

Corporation had a policy of not assisting workers with housing loans, the

company's m anagem en t agreed to lend Capri co-operative a small sum

(between $2,000 and $4,000) in order to m ake up the  total am o u n t required
• ***

to purchase lots, most of which ($27,000) had been saved by the co-op. The 

Cotton P rin ters  company, however, w ent several steps fu r th e r  th an  this.

The co-operative was provided with a credit line in the  nam e of the 

company for purchasing construction m ateria ls  before its first loan came 

through, and was allowed to keep the  revenues from the  sale of cotton 

offcuts, a  form of profit-sharing. (For the  year 1987-88, th is am ounted  to 

$39,000 in total). The company also donated its w aste  eq u ipm en t (pieces of 

scrap steel, tables and some m achinery) which the  co-operative used to 

m ake  bricks and door frames, paid the  bulk of the  wages of two of the  on­

site workers (the balance was paid by the  co-operative), loaned the  co­

operative concrete m ix ture  a t  a  tim e when there  was a shortage  of building 

m ateria ls , and guaran teed  the  first loan of $200,000 which the  co-operative 

took ou t from CABS in 1987.

For all three  co-operatives, the  financial assistance from the  company 

was gran ted  with considerable negotiating and pressuring  on the  p a r t  o f  the  

co-operative’s leadership or Personnel M anager, as well as  the  governm ent. 

Before the  formation of T ak u ra  co-operative, the N ational Breweries had 

committed itself to assisting in w orkers’ housing to the  value of $1.5 million. 

B ut upon closer exam ination of this com m itm ent and with advice from the 

governm ent, the co-operative came to unders tand  th a t  the  housing built 

with this money was to be owned by the  company and not the  employees.



This m ea n t  th a t  if a worker lost his job or was fired, he would also lose his 

home. It also m eant th a t  the  company was able to use this additional 

leverage to in tim idate  workers. As one interview subject expressed it:

...those people who were allocated those [lots] in the 
first place— m ost of them  are  now not the  owners of 
the  houses. Because they  [were] fired from em ploym ent.
[the company] cam e and took the  houses... They are  not 
necessarily in terested  in us acquiring our own 
accommodation, but... I have to keep my em ploym ent. I 
[have to] follow orders no m a t te r  w hat, [as] I would be 
afraid of losing my house.

For th is  reason, the M inistry of Co-operatives instructed  th e  co-operative 

not to accept these term s. As a result, the  company still assisted the  

organization in purchasing  lots, but to a much lesser am o u n t  th an  it had 

originally promised.

Capri Corporation had no policy in place for assisting w orkers in 

purchasing  or building housing and it was likely through th e  pers is ten t 

pleas of the  Personnel M anager th a t  the  m an ag em en t eventually  cam e up 

w ith the  small balance required to buy the  lots from th e  City Council.

In the  case of the  Cotton P rin te rs  co-operative, the  C h a ir  comm ented 

in an  informal discussion th a t  all of the  concessions which had been gran ted  

by the  company to assist the  co-operative had been fought and negotiated 

for by the co-operative. Because of this, he said th a t  the  C otton P rin ters  co­

opera tive  could not be considered "a case study ."  By this, he m ea n t  it 

canno t be assum ed th a t  all com panies a re  willing to g ra n t  assistance a t  this 

level to a housing co-operative formed by company employees, and th a t  

lobbying and pressuring is necessary. It  is also likely, however, th a t  th e  co­

opera tive  m em bers’ s trong  ties with the  central governm ent acted as an  

incentive to the company to comply with its dem ands, in exchange for
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governm ent-regulated  favors such as be tte r  foreign exchange and import 

quotas.

The th ree  companies provided o ther kinds of assistance as well. Both 

T ak u ra  and Cotton P rin ters  were allowed to hold co-operative m eetings 

(either of the  Executive/M anagem ent Com m ittee  or the  general 

m em bership! during work hours. The Cotton P rin te rs  company provided 

tran sp o rt  for M anagem en t Com m ittee  m em bers to go to H a rare  in order to 

m eet with governm ent officials, furnished the  services of its law yer to assist 

the co-operative in its negotiations with the building society and the  City 

Council, and perm itted  the  co-operative to use the com pany’s auditor to 

check the account books once a year. It also provided the M anagem ent 

Com m ittee  with an office and a telephone, paid the wages of two on-site 

workers (a p lum ber and a welder) and  allowed the com pany’s p lum ber and 

electrician to tra in  some of th e  co-operative m em bers in these skills. These 

forms of assistance tran s la ted  into lower real costs for the co-operatives, 

especially for the  Cotton P rin ters  which received the  m ost support. So close 

was the  relationship betw een the com pany and the Cotton P rin ters  co­

operative th a t  the  Personnel M anager comm ented in an  informal discussion 

th a t  the  co-operative was aim ing to become independent of the company 

"like a m other and a child".

External actors for the workplace co-operatives summarized

The PMs of both Capri and the  Cotton P rin ters  appeared  not only to 

play an assistive role in the affairs of the  two co-operatives, bu t were also 

instrum en ta l in launching the  co-operatives in the first place. This m eans 

th a t  the co-operatives did not emerge entirely as a spontaneous m ovem ent
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from am ong the  workers of these companies, but ra the r , tha t the  PMs 

played an im portant instigating  role as well. For Capri, the  PM took on a 

varie ty  of im portant additional roles, including the m onitoring of 

construction and the resolution of d isputes within the m em bership.

The th ree  companies, the  National Breweries, Capri and the Cotton 

Printers, m ade a broad range of resources available to the  workplace-based 

co-operatives. These resources were e ither  in the  form of tim e saved, or 

direct m ateria l or financial resources. The Cotton P rin ters  co-operative was 

the  clearest exam ple of this, having been offered, am ong o ther  things, legal 

and auditing  advice, a g u a ran tee  for the  building society loan, and direct 

contributions in the form of wages, profit-sharing proceeds and waste 

m ateria ls  th a t  could be used in construction. These inpu ts  from the 

company were, a t  the least, significant and  a t  the  most, crucial to the 

activities of the organization.

The com m unity-based co-operatives

The police

Although T aku ra  co-operative had dealings with the  police a t  the 

tim e of the  financial m ism anagem ent incident involving the  ex-C hairm an 

and ex-T reasurer of the  co-operative, the  police did not play a major role in 

influencing the  organization’s decisions or activities, nor did it provide advice 

or assistance of any kind. B u t both Tashinga and K ugarika  Kushinga, the 

two comm unity-based co-operatives, had several in terchanges with the 

police involving a range of factors.

K ugarika  K ushinga’s first contact with the  police cam e a t  the  time



150

when th ree  m em bers of the  first Executive Com m ittee  were arrested . 

Although no official charges were ever laid, it was evident that the  district 

officials of the ZANU party  had been able to use the ir  powerful influence to 

have the  co-operative's leaders arrested . In the  words of one of the 

detainees:

We held our second meeting. From 11 [people],... we 
were 18 members. The th ird  meeting, we were over 150 
in fact. On the  fourth  meeting, th a t 's  when we decided 
to fill up the  gaps in our Executive. T hat 's  when we 
had a problem coming from the party . Because, you 
know, [the police] had  very wrong information from the 
[party 's] district officials. Because they were the 
people who caused th a t  a r r e s t1... They I were making] 
allegations saying [we] are  p lanning to rob people's 
money. O thers  were saying [we] are  try ing to form a 
new political party .

When asked if  there  had been a charge laid by the  police: "There was no 

charge. T here  was no charge."  He then  w ent on to explain th a t  the  co­

operative’s leaders had been held for two nights and had been released the 

third day.

Since the re  was no evidence brought forward illustra ting  fraud (there 

are  m any types of informal organizations in Zimbabwe which involve 

collecting money), and forming ano the r  political party  was not against 

Z im babwean law, it appeared  th a t  it was reasons ex traneous to the  law 

which m otivated the police to m ake the  a rrests . ZANU had dem onstra ted  

th a t  it  had the  ability to use the  police to im plem ent its own political goals, 

in this case, aga inst a grassroots organization which it sought to control (see 

section on ZANU as a  sep a ra te  ex te rnal actor).

The police seemed, however, to sym pathize  with those who had been

1 The inform ant was in error, since o ther sources confirm th a t  it was the 
third m eeting  a t  which the  co-operative’s leaders were arrested .
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arrested  and ; uggested to them  th a t  until the  organization was officially

registered, the  Executive should buy supplies (such as account and m inute

books ) with the ir  own money so as to avoid fu ture  problems. They also

advised the organization to "follow pa rty  channels."

Even the  meetings, we were not holding m eetings because 
some of us, we were afraid o f  being arrested  again...
When we were a rrested  we were told by the police to 
follow the  party  channels, to do it in a good wav so 
th a t  th e re  will be no interceptions from political 
parties. So we had been asked to solve the differences 
which were [between] ourselves and the  district 
officials- p a rty  mem bers.

L ater on, the police were approached by the  co-op to provide security 

for the  contribution m eetings, w here sometimes more than  $200,000 in cash 

was collected a t  one time. The police apparen tly  responded th a t  they did 

not have the  m anpow er available to provide this service, so the  co-operative 

ended up using some of its own mem bers, both trained  policemen and arm y 

recruits, as a  private  voluntary  security force.

Tashinga co-operative had dealings with the police even before it held 

its first meeting. Through one of the  founding m em bers of the  co-operative 

who had a rela tive  in K ugarika  Kushinga, it was learned th a t  the  co­

operative could have problems if they did not inform the  police ahead  of 

tim e before holding meetings. They also claimed th a t  the  governm ent 

encouraged people to contact the  police "before you do anything": "After 

[the first meeting], we said, 'you know, the  governm ent said, if you w ant to 

do som ething you have to go and tell the  police first before you do 

any th ing .’" When asked w ha t she m eant by "anything": "Things like 

meetings, or like tha t co-operative [referring to K ugarika KushingaJ. So we 

went to the police."

According to ano ther  co-operative member:
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W hat happen? in Zimbabwe is this. They said if we have 
got a meeting, w henever there  are  a group of ten  
people, the police... have to know w hat 's  going on..., 
because some people m ight s ta r t  talk ing about politics 
and the like.

I t  is unlikely th a t  the  police were contacted every tim e a group of ten  or 

more people were to hold meetings, a lthough it is possible th a t  the  ZANU 

pa rty  (to which most of Tashinga 's  leaders belonged) w arned  its m em bers to 

inform the  police before s ta r tin g  any activity. It is more likely th a t  the  

m ain reason for the co-operative seeking sanction from the  police was to 

avoid the  experience of K ugarika  Kushinga. It appeared, however, t h a t  

m em bers of Tashinga co-operative were not apprised of the  complete 

explanation  of K ugarika  K ush inga’s problems and th e ir  roots w ith the  

ZANU party .

The police chief of the  a rea  initially advised th e  new co-operative’s 

leaders to consult with the ir  rep resen ta tive  in the  City Council, the  Mayor 

of H arare , who was to play a major role in the co-operative. L ater  on, the 

police chief advised the  co-operative to hire a security service for 

contribution meetings, gave advice on registra tion procedures and  m ay also 

have had some inpu t in the  drafting  of the  co-operative’s constitution. In 

the  m inutes of the  co-operative, there  was evidence th a t  the  advice of the  

police was sought two tim es a t  one general m eeting (which happened to be 

held in a park  directly in front of the  police station) on th e  m a t te r  of 

procedures for issuing receipts. All o f  these interventions took place in 

a reas  which did not fall under the  police’s regular scope of resonsibility.

Finally, the  police were asked to in tervene in the  Financial 

m ism anagem en t incident involving the  ex-T reasurer and ex-Secretary, and 

to provide protection a t  the  co-operative m eetings when previous m em bers
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of the  co-operative, who were asked to resign because they were not 

domestic workers, th rea tened  the co-operative's leaders and tried to disrupt 

m eetings. Both of these instances, however, are  exam ples of activities 

w ithin the  normal scope of th e  role of the  police.

Local governm ent politicians

Interview s of m em bers of the  Executive Com m ittees of both Tashinga 

and K ugarika  K ushinga indicated th a t  both co-operatives had both early 

and repeated  contact with local politicians serving on the  City Council of 

H arare . M embers of K ugarika  Kushinga indicated th a t  there  had been 

consultation with one of the City Councillors about s ta r tin g  the co-operative 

and it was this sam e Councillor whose intervention resulted  in the release of 

the  th ree  newly-elected Executive Com m ittee  m em bers from jail. A nother 

Citv Councillor purportedly  acted as an  initial liaison between the  co­

operative  and  the  Citv Council’s Town Clerk, with whom negotiations about 

land purchase were to be made.

T ash inga’s contact with local politicians was more extensive. After 

gaining permission from the  police to hold meetings, the newly formed co­

operative  was then  advised by the police chief to consult with the ir  City 

Councillor, the  Mayor of H arare . It appears  th a t  the Mayor, r igh t from the 

beginning, established h im self as the  co-operative’s p rim ary  advocate and 

benefactor, a role which the  co-operative’s leaders accepted a t  face value as 

being legitimate. As one m em ber expressed it:

The Mayor knows... th e  pa th  we m ust take... So 
every th ing  we do and every th ing  [the Chair] does or 
tells us, she first tells the  Mayor. Sometimes we go 
all together to ask [the Mayor] to find out w ha t to do.

Although this m ay be a slightly exaggerated  account of the
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relationship between the  co-operative and the  Mayor, the re  was o ther 

evidence th a t  the Mayor's advice was sought on most m ajor m atte rs . It 

was the Mayor who advised the  co-operative to reduce the  m em bership  of 

the co-operative, allegedly because it would be more difficult to acquire land 

for a large ra th e r  than  a small co-operative. Consequently, the  co-operative 

spen t the following six m onths (from February , 1989 until October, 1989) 

a ttem p ting  to reduce th e  num bers  on the  roster from approxim ate ly  700 to 

400. The Mayor suggested two sep ara te  wavs of lowering the mem bership: 

the first was to allow only domestic w orkers into the co-operative. This 

m ean t th a t  all people who held o ther  types of work had  to resign. The 

reason given for this was th a t  it would m ake the co-operative ap p ea r  in 

g rea te r  need and therefore more likely to receive land from the  City 

Council, since domestic w orkers’ wages were much lower th an  those in o ther 

sectors.

Second, the  co-operative was advised by the M ayor to allow only

those who lived in certain  municipal jurisdictions to s tay  in the  co-operative.

This was for no o ther reason th an  th a t  o ther  City Councillors did not like

the  idea of a co-operative having been formed and including m em bers from

the ir  own jurisdictions. If the  co-operative was a  success, these Councillors

would not be able to claim credit for it, consequently m em bers from those

jurisdictions o ther th an  the  M ayor’s were instructed to resign and s ta r t  the ir

own co-operatives. This is ano the r  exam ple of a grassroots organization

being used to fu r the r  the  goals of politicians or political parties (see also

sections on the police and ZANU).

We have got different areas. We have Mabelreign,
Marlborough, Milton Park and Avondale including Mount 
P leasan t and some people were coming from as far as 
Highlands, Borrowdale. So, [the Mayor], he consulted
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the Councillors of those places. And some of the 
Councillors... were saying, ’you are  tak ing  our people 
and the  like.’ And therefore [the Mayor] told us, '... 
will you please try  to give back the  joining fees for 
those people who s tay  a t  M ount P leasan t and Highlands 
as far  as Borrowdale...’. T h a t ’s how we cam e to reduce 
the num ber.

There was evidence th a t  the  M ayor was principal advocate for the  co­

operative, acting on its beha lf  to governm ent departm en ts , both a t  the  City 

level as well as a t  the level o f central governm ent. This was probably why 

none of those interviewed from T ash inga  co-operative, including the  Chair, 

were able to distinguish betw een those bu reaucra ts  who worked for the  City 

Council and those who worked for central governm ent. Nor were they  

aw are  of which d ep a rtm en ts  pa rticu la r  bu reaucra ts  worked for. The Mayor 

passed on the  d ra f t  c o n s t i tu t io n -  into which he him self had strong in p u t -  to 

the  M inistry of Co-operatives for review. A t the  tim e of th is  study, he was 

also personally a rrang ing  for m em bers of the  M inistry of Co-operatives to 

come and give tra in ing  sessions to the  co-operative’s m em bers. Finally, he 

had begun advocating on b ehalf  of the  co-operative to the  City Council in 

anticipation of the tim e w hen the  officially registered co-operative would be 

able to formally apply for land.

F u r th e r  evidence of the  political n a tu re  of the  formation and 

developm ent of Tashinga co-operative, as it rela ted to local politics, was 

found in the  very experience of the researcher. The C hair  of the  Executive 

Com m ittee, under pressure from the  Mayor, was re lu c tan t  to speak to the 

researcher about the  co-operative w ithout his sanction and it took a full 

seven weeks of negotiations with the  Mayor, both on the  telephone and in 

person, before being allowed access to conduct in terviews and a ttend  

meetings. Eventually , the  M ayor adm itted  his concern th a t  the  resu lts  of
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the  research might leak into the  press and create  a had nam e for him. It 

w as only when he could be convinced th a t  the information was being 

gathered  for research purposes only, th a t  he eventually  g ran ted  permission 

for the  study to proceed.

The ZANU political party

As already m entioned above, ZANU played a major role in the initial 

formation of both K ugarika  Kushinga and Tashinga co-operatives, both of 

which were community-based. In the  case of K ugarika  Kushinga, the  party  

continued to exercise its influence over the co-operative long a fte r  the 

organization’s inception. B u t it will be recalled th a t  political party  

connections were also used by the  Cotton P rin ters  co-operative, a workplace- 

based co-operative, when th e  Bulawayo City Council refused to issue them  

land. The ZANU political pa rty , however, did not play a t  all into the 

stories of the  o ther two company-based co-operatives. O the r  th an  this one 

exception, an explanation o f which will be offered below, th e re  is strong 

evidence th a t  the  comm unity-based co-operatives tended to be more heavily 

influenced by political pa rty  connections th an  the ir  workplace-based 

counterparts .

The key figures who formed the K ugarika  K ushinga co-operative 

were all m em bers of the Chitepo branch of ZANU, located in the  M abvuku 

high-density a rea  outside of H arare . The initial dissem ination of the idea of 

forming a co-operative took place a t  a branch m eeting as well as through a 

small kiosk owned and opera ted  in the  M abvuku area  by one of the  co­

opera tive’s founding mem bers. Interviews of the  Executive Com m ittee 

m em bers also revealed th a t  there  was early  consultation w ith the C hairm an
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of the  ZANU Chitepo b ranch  before the co-operative's founders spread the 

idea of forming a co-operative. This m ea n t  th a t  the  sanction of the  party  

w as sought before the co-operative could he launched.

This initial sanction of the  co-operative, however, did not hold for 

long, as evidenced by th e  in tervention by h igher officials a t  the  district level 

for the  a rre s ts  of the Executive Com m ittee m em bers during  the  co­

opera tive’s third meeting. All of those interviewed sta ted  th a t  the  reason 

for this in tervention was jealousy on the  p a r t  of these officials who did not 

w an t  m em bers lower down the  totem  pole s ta r tin g  a co-operative.

You see, ... we w en t [to the  m eeting] and they  s ta r ted  
to elect some of the  executive mem bers. B ut some of 
the  officials- the d istric t officials— they were not 
happy  th a t  someone like [the Chair] had such an 
intelligent idea. They w a n te d -  they  are above [the 
C hair  in the  party], h e ’s in the  branch  level and 
they are  in the d is tr ic t level— they  w anted  the  idea 
to come from the  top, they didn’t  w an t the  idea to come 
from the  bottom, you see.

This interview excerp t alludes not only to jealousy on a personal level 

on the  p a r t  of the  officials, b u t  is probably m ore accurately  understood as 

being sym ptom atic  of the  broader issue of control. It appeared  th a t  the 

ZANU district officials did not w an t  an innovative and potentially  successful 

grassroots organization to be operating outside the  purview  of the ir  

influence. The desire of ZANU to control the  co-operative was m anifested in 

several ways, as described below.

It took eighteen m onths of pers is ten t negotiation for the  differences 

betw een the  m em bers of the  Chitepo branch level o f ZANU and the  district 

level to be ironed out, and only a fte r  appealing to the  h igher provincial level 

in the  party . Eventually, the  co-operative was placed under the  

"jurisdiction" of ano ther  political district in M abvuku, from which the  co­
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operative also drew  m em bers, and the  go-ahead was given by the  ZANU 

official supposedly "responsible" for co-operatives. In the m eantim e, eight of 

the  founding m em bers had given up the  fight and abandoned the 

organization, leaving only th ree  of the  original eleven to s t a r t  the  co­

operative  once again in Ju ly  of 1988.

Co-operative m em bers reported  in casual conversations th a t  due to 

the  co-operative having begun within the  ZANU struc tu re ,  p a r ty  officials 

la te r  pressured co-operative m em bers— particu larly  the  Executive 

C om m ittee— to join the  pa rty  and keep up to d a te  with p a r ty  dues. This is 

no tw iths tand ing  official governm ent national policy which s ta ted  th a t  co­

operatives were to be non-partisan  in na tu re .

Later, when the  co-operative was having  problems with the  Ministry 

of Co-operatives and the  City Council, who were each deferring to  the  o ther 

to m eet certain  requ irem ents  before the  co-operative could become 

registered, ZANU once again  intervened, b u t  on a  more positive note. They 

formed a comm ittee comprised of rep resen ta tives  from all th ree  districts 

with pa rty  m em bers in the  co-operative, to advocate on b eh a lf  of the co­

operative  to the M inistry in order to speed up the  reg is tra tion  process which 

had taken  ano ther eighteen months.

From exam ination  of the  M inutes of K ugarika  K ushinga co-operative, 

it could also be discerned th a t  ZANU officials held docum ented m eetings 

with e ither the co-operative’s Executive C om m ittee  or the  general 

m em bership  on nine occasions betw een December of 1988 and November, 

1989. (The last of these  w as a general m eeting  which was a ttended  by the  

researcher). This m ea n t  th a t  the  co-operative, a fte r  i t  had been launched 

for the  second tim e in Ju ly  of 1988, m ay not have been opera ting  on a
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completely independent basis. It was unclear from the  M inutes w hether 

these  meetings had been called by the co-operative or by ZANU, hut there  

was evidence th a t  the  co-operative had been asked to provide certain 

docum ents to ZANU; th a t  ZANU officials accused the  co-operative of 

crea ting  friction among ZANU leaders and " th rea ten ing  people": and th a t  

the  officials recommended th a t  there  be "be tte r  communication" between 

ZANU district officials and the  co-operative. All of this alludes to the pa rty  

a t tem p tin g  to m ain ta in  control over the  co-operative.

The general m eeting  held on Novem ber 19, 1989, which ZANU 

represen ta tives  a ttended , offered m any  o ther  exam ples of ZANU’s role in 

th e  co-operative. The m ajor purpose of the  m eeting was to pu t  pressure on 

both the  M inistry and the  City Council to speed up the  process of 

reg istra tion . R epresen tatives were p resen t from two ZANU districts, as 

well as the  M inistry of Co-operatives and the  Deputy Director of the 

D e p ar tm en t  of Housing and Com m unity  Services of the  City of H arare . 

A lthough the  C ha irm an  of the  co-operative opened the  meeting, he 

im m ediate ly  handed th ings over to one of the  ZANU officials who 

henceforth  directed the discussions. This indicated th a t  the  co-operative had 

tacitly  given the  ZANU officials the  power to speak on its behalf during this 

meeting. This sam e official proceeded to in tim idate  the  governm ent officials 

in front of the  co-operative’s 1,200-strong m em bership  by th rea ten ing  to 

organize m ass dem onstra tions if actions were not taken  on registration, and 

challenged the  co-op m em bers to confront the  governm ent directly. L ater in 

th e  m eeting, the  official m ade a reference to ZANU’s role "to be everywhere 

in order to monitor things" and  suggested th a t  pa rty  representa tives should 

be invited more often to the  co-operative’s meetings.
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N otw ithstanding  the  direct confrontation between p a rty  officials and

governm ent bureaucra ts  which took place a t  the co-operative m eeting

referred to above, co-operative m em bers in both K ugarika  K ushinga and

Tashinga referred to the  all-pervasiveness of ZANU in political and

com m unity  life, and also to the  p a rty  being virtually  equ iva len t to the

governm ent. An Executive Com m ittee  m em ber of K ugarika  Kushinga,

when asked why the  co-operative still had close ties w ith  the  party  a t  the

sam e tim e as m ain ta in ing  th a t  the  organization was non-partisan , offered

this explanation:

The reason was, the  idea came from the  p a rty  m eetings.
Secondly,... th is idea of a  co-operative was brought 
about by the party , which is the  governm ent. T h a t ’s 
right. Now,... they  say in our gatherings th a t  if  we 
decide on a project, we can also bring it through the  
pa rty  channels. I t  can also go through  the governm ent, 
because the  p a r ty  is the  governm ent. T h a t ’s why we are  
mostly in good books w ith the  party . We work hand in 
hand, although it  doesn’t touch on politics, we work 
hand in hand w ith th e  party . So t h a t ’s the 
connection...

The C hair of T ash inga  co-operative shared the  following during an  

interview: "You know, all the  people here  in Zimbabwe, they  are  all ZANU 

m em bers. They are  all ZANU m em bers ."  This, of course, w as not true, 

since even in the ZANU -dom inated regions in Zimbabwe, not all people 

were pa rty  members. In M atabeleland, which had previously been a ZAPU 

stronghold, it was definitely not the  case. Nonetheless, th is  com m ent 

reflects the  perception, undoubtedly n u r tu red  by the  ZANU party , t h a t  its 

power-base extended th roughou t the  country.

Although all of the  Executive C om m ittee  m em bers and m any general 

co-operative m em bers were also p a rty  recruits, Tashinga succeeded in 

keeping itself separa te  from ZANU. T here  was no evidence, e ither in
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in terview  transc r ip ts  and o ther  co-operative documents or in the

organization 's meetings, of strong ZANU influence. This m ay have heen

due to the  early  connection established betw een the  co-operative and the

Mayor of H a ra re  which pre-em pted in tervention  from o ther  actors.

I can say [Tashinga co-operative] is completely 
sep a ra te  from ZANU-PF. M any of th e  people in the  
co-operative are  m em bers of ZANU-PF, bu t  we don’t  get 
ideas from Z A N U -PF mem bers.

Despite this com m ent from one of the  m em bers of the  Executive 

Com m ittee  of T ashinga, Z A N U ’s influence was evident in the  style in which 

general m eetings for both T ash inga  and K ugarika  and  K ushinga  were held, 

a  style t h a t  was not evident a t  m eetings of the  the  two workplace-based co­

operatives which th e  resea rcher was able to a ttend . (Since the  researcher 

never gained access to the  Cotton P rin ters  general m eetings, it is not known 

w h ether  th e ir  m eetings conformed to the  ZANU pa tte rn ) . Although the 

researcher did not a tten d  strictly  pa rty  m eetings, the  th ree  t ran s la to rs  

employed by the  researcher confided a t  different tim es th a t  the  way 

m eetings for the  two com m unity-based co-operatives were conducted 

followed the  p a t te rn  se t both before and a fte r  the  liberation w ar  by ZANU. 

In this way, the  organizational cu lture  of ZANU influenced th a t  of the  co­

operatives.

The m eetings for both co-operatives would som etim es begin w ith 

songs which e ither  originated in the  w ar  or were improvised on the  spot by 

a  single individual, usually m ak ing  reference to striv ing for a b e tte r  life and 

the  sacrifices required for this. There  would inevitably follow recitation of 

slogans by every  Executive Com m ittee  m em ber present, each of which 

would evoke a particu la r  response from the  general m em bers. Most of these 

apparen tly  originated during  the  w ar bu t had  been modified since, such as:
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"Forward with Mugabe!". "Forw ard with the  co-operative!", "Down with 

Botha!", "Down with De Klerk!" and "Continue the struggle!". This 

indicated ZANU's a t te m p t  to keep the  liberation war, and Z A N U ’s 

leadership role in it, alive in the  minds of the  people. I t  is also likely tha t 

Executive Com m ittee m em bers of both co-operatives, a lm ost all of whom 

were also ZANU p a r ty  m em bers, gained their  skills in leading m eetings 

directly from the ir  experiences with pa rty  meetings.

I t  has been mentioned th a t  m any  of the  m em bers of the  Cotton 

P rin ters  co-operative, in addition to the Personnel M anager, enjoyed long­

stand ing  close ties with the  ZANU political pa rty  going back to the 

liberation war. However, the  evidence from the case study indicate th a t  the 

pa rty  did not play a pro-active role in the  affairs of the co-operative, as it 

did with K ugarika  Kushinga. Rather, it appeared to in te rvene  only on the  

request of the  co-operative. The m ain incident, noted in the  local 

new spapers as well as o ther  docum entary  m ateria l, occurred when the  

Bulawayo City Council tu rned  down the  co-operative’s request for 20 lots in 

1985. A t th a t  time, the  Bulawayo City Council was en tirely  controlled bv 

the m ain opposition party , ZAPU, the  stronghold of which was located in 

the  M atabeleland region. Since tho co-operative was comprised of known 

ZANU supporters , m em bers of the co-op imm ediately in te rp re ted  the  Citv 

Council’s rejection of the ir  request for land as a  p a rtisan  move. The City 

Council, on the  o ther hand, claimed th a t  the co-operative had  not conformed 

to the requ irem ents  by subm itting  a complete list o f  its members; thus, it 

would be impossible to verify w hether any of the  m em bers already owned a 

house. Although it  is not clear why the  co-operative was re luc tan t  to 

provide the  list, it is possible th a t  it feared hostile action by the  Council
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against individual m em bers of the Cotton P rin ters  because of the ir  party  

affiliations.

A gainst this backdrop of events, the  co-operative appealed directly to 

the  M inister of Local G overnm ent, Rural and U rban  Development, who 

pressured the  Bulawayo City Council to issue the  lots. C on tra ry  to its own 

policy, the  Council also allowed the  co-operative to pay for the  20 lots, as 

well as subsequent ones issued to the  co-operative, on an insta llm ent basis. 

Although the hostility betw een the  co-operative and the  City Council 

continued even up until the  time th a t  the  study was being conducted (five 

years later), this is the only known instance of direct in tervention on behalf 

of the co-operative tak ing  place, based solely on pa rty  affiliations. It could 

be surmised, however, t h a t  were it  not for the  open and opposite p a rtisan  

affiliation of the  Cotton P rin ters  co-operative and the  City Council, the  co-op 

m ay not have had the need to seek assistance from ZANU. For this reason, 

it is concluded th a t  the p a r ty ’s in tervention in this instance was a som ew hat 

anomalous even t and th a t ,  unlike K ugarika  Kushinga, should not be 

considered p a r t  of the  s tand ard  opera ting  procedure of the  co-operative or 

ZANU.

Lawyers

Both Tashinga and K ugarika  K ushinga used p rivate  lawyers for a 

range of purposes. In the  case of Tashinga, the  law yer involved was the 

employer of the  co-operative’s C hair and offered to provide legal services to 

the  organization free of charge until such tim e as the  co-op had the  m eans 

to pay. K ugarika  Kushinga, however, established a special contribution 

fund and hired a lawyer in late  1989 in order to investigate  possibilities of
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expediting the registration process which had already heen held up for 

eighteen months.

Tashinga 's  lawyer ap paren tly  helped the organization to draft its 

constitution, which was th en  subm itted to the Mayor who, in tu rn , handed 

it over to the  Ministry of Co-operatives for review. According to interview 

subjects, the  lawyer also drafted  a le tte r  on behalf of the co-operative in 

response to a hostile le tter  to  the  editor w ritten  by one of the co-op's 

previous m em bers, alleging th a t  the organizatiion was engaging in fraud. 

Because the  co-operative was concerned about the possible repercussions of 

this, the decision was made to invite the  Town Clerk to a m eeting  to clear 

up the m atte r .  It appeared  th a t  the law yer was asked to write the le t te r  as 

a resu lt of the  low level of lite rary  skills in the  co-operative's Executive 

Com mittee.

Although K ugarika K ushinga hired a  lawyer, it seemed tha t the main 

purpose of having legal counsel was to pu t  pressure  on the  Ministry of Co­

operatives in order to force them  to move on the  issue of registration. 

M embers of the  Executive Com m ittee  related th a t  it was upon hearing  th a t  

the  co-operative had hired a  lawyer, th a t  the  Ministry sought to hold 

m eetings with the  co-operative’s leaders. There  wras no evidence a t  the  

completion of the study th a t  the lawyer had taken  any action against the 

governm ent on behalf of th e  co-operative, bu t  he had apparen tly  advised the 

co-op to hire a full-time project m anager to direct the project.

External actors for the  com m unity-based co-operatives sum m arized

C ontrary  to the  roles of ex ternal actors re levant to the  workplace-
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based co-operatives, there  was a decidedly political tone to the  roles of the 

actors which in teracted  w ith the  comm unity-based co-operatives. This was 

most obvious with the  local politicians and the  ZANU party . Both types of 

actors had input into the  organizations' decisions regarding m em bership  and 

the  geographic a rea  from which m em bers would be draw n. In addition, 

ZANU's efforts to control K ugarika  Kushinga included such in s trum en ts  as 

a ttend ing  the  co-operative's Executive Com m ittee  meetings. On the more 

positive side, however, the  influence of ZANU over the  organization also 

involved ZA N U ’s advocating on behalf of the  co-operative to both local and 

central governm ent to speed up the reg istra tion  process. It was also evident 

th a t  the  organization’s leaders had gained subs tan tia l  organizational skills 

from their  experience in the  party .

External actors com m on to both w orkplace and com m unity-based
co-operatives

The City Councils

The prim ary  function of local governm ent with respect to housing co­

operatives was to assist the  co-operative in m eeting the  requ irem ents  for 

purchasing  land such as screening the  proposed m em bers for age, income 

and em ploym ent sta tus . Local governm ents also informed th e  co-operatives 

of the  re levan t municipal regulations governing construction. In addition, 

th e  City of H ara re  had  a Co-operative Development D epartm en t which was 

supposed to provide technical advice to all types of co-operatives, including 

those engaged in housing. As will be seen below, however, the  local 

governm ents of both H ara re  and Bulawayo, in addition to imposing
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municipal regulations which were difficult to comply w ith, provided little in 

the way of technical assistance. Instead, the City Council of H arare , in 

particu lar, a ttem p ted  to prescribe certa in  stra tegies and decisions to the  co­

operatives. often a t  odds with the realities which the organizations faced.

T here  was more extensive contact between the City Council officials 

and the th ree  company-based co-operatives than  with Tashinga or K ugarika  

Kushinga. but this was m ost likely because ne ither of the  la t te r  t wo co-ops 

had reached the stage of purchasing  lots, which would be dist ributed by the 

City Council.

The City Councils of both H ara re  and Bulawayo imposed certain 

s tan dard s  which all th ree  co-operatives found difficult to comply with. The 

first and most serious of these was the  tim e limit of e ighteen  m onths within 

which a house was to be completed a fte r  the  lot had been purchased. In all 

th ree  cases o f T akura  and Capri in H arare , and the Cotton P rin te rs  in 

Bulawayo, these rules were lifted. It is likely th a t  the  Bulawayo Citv 

Council m ade the  exception for the  Cotton P rin ters  co-operative as a result 

of the  initial pressure from central governm ent, but th e  waiving of the  rules 

for T ak u ra  and Capri by th e  H ara re  City Council was more likely due to 

building m ateria ls  shortages which became p reva len t la te r  and which m ade 

construction for all home-builders, co-operatives included, very difficult.

The second m unicipal requ irem en t which T ak u ra  and Capri was not 

able to m ee t was the  stipulation  th a t  a t  least four rooms of a  house had to 

be completed. Both T ak u ra  and Capri were constructing partia l houses to 

be completed a t  some fu tu re  da te  and therefore never intended to m eet the 

requ irem ent. It is in fact this s tra tegy  which, in pa rt ,  m ade the houses 

affordable to the co op  m em bers. The H ara re  Citv Council also waived this
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rule for them , perhaps because it wished to appear  to he fostering the 

activities of co-operatives, which were being strongly promoted by the 

central government. Since the  Cotton P rin ters  co-operative was building 

completed five-room houses tha t would house several tenan t  families, this 

rule did not become an issue with the Bulawayo City Council.

Third, the City Councils of both H ara re  and Bulawayo initially s ta ted  

to the  th ree  co-operatives th a t  they were unable to allocate land to co­

operatives as collectives. Not only did they claim that this contravened 

th e ir  own regulations, but th a t  it also contravened the rules of the World 

Bank, which, since it had funded the in frastruc tu re  for the  lots, stipulated 

th a t  lots could only be allocated to individuals. A senior official in the  City 

of H a ra re ’s D epartm en t of Housing and Com m unity  Services, however, 

confided th a t  the World Bank rules were not the  real constraining factor 

and th a t  since the lots would eventually  be individually owned, this rule 

could still be upheld by initially allocating lots to the co-operatives as 

organizations. It appeared , then, tha t  it was the reluctance of the City 

Councils to change the ir  regulations which was the m ajor problem.

A ra th e r  serious consequence of this policy was th a t  if the City 

Council issued lots to a co-operative fewer in num ber th an  the  total 

m em bership, as was the  case with Capri, those m em bers could legally leave 

the  co-operative with the  lots in the ir  nam es even though they had not 

personally paid the full balance of the  cost. The only reason this did not 

happen a t  Capri was because those sam e m em bers were convinced by the 

Personnel M anager th a t  they  had to stay  in the  co-operative. Clearly, 

however, the  policy could have had devasta ting  effects on the co-operative if 

the  m em bers had done the ir  own legal investigations and found out the
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tru th  for themselves.

Finally, the municipal regulations governing access to land such as 

age of applicant and app lican t’s children, income, employm ent and m arita l 

s ta tu s  m ean t th a t  certain sectors of the  general population were excluded 

from joining the  co-operatives, such as  older women with grown up children. 

This was viewed as objectionable by m any  of those interviewed, who felt 

th a t  m em bership  in the  co-operative should be completely open.

In the  case of the  Cotton P rin ters  co-operative, the  first group of 44 

lots had not been developed by the  World Bank, and although the City of 

Bulawayo was reticent in issuing them  to the  co-operative as a collective, 

pressure from central governm ent caused a change of heart. However, 

when the  co-operative approached the City to purchase the  second group of 

103 lots in 1988, it tu rned  ou t th a t  th e  in fras tru c tu re  had been provided by 

the World Bank and the  City insisted on g ran ting  them  in individuals' 

names. Because the  co-operative had been allowed to pay for the  lots in 

installm ents, they could rem ain  in the  nam e of the  co-operative until such 

time as the  total balance had been paid to th e  City. This effectively 

prevented the  possibility of m em bers w ith  lots in the ir  nam es choosing to 

opt out. A t the  time of the  study, the  final in s ta llm en t had not vet been 

paid, so the  organization had proceeded as  though the  lots were collectively 

owned.

O the r  th an  imposing certa in  regulations on the  activities of the  co­

operatives, the  City Councils had additional influences on the  organizations. 

The City Council of H arare  provided both T ak u ra  and Capri co-operatives 

with specific house plans, purchased for a  minimal am ount, which were used 

for construction purposes. Officials a t  the  City also offered advice to T ak u ra
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as to which plan would be the  most suitable for the ir  purposes and provided 

some assistance to Capri in drafting its constitution.

Despite the  thorny relations betw een the Cotton P rin ters  and the 

municipality of Bulawayo, th e  City " len t"  some municipal land near  to the 

construction site free of charge to the  co-operative which it could use to store 

m ateria ls  and house the  organization’s Production U nit where bricks, door 

and window fram es and some molded concrete p a r ts  were made. This 

undoubtedly contributed to lowering overall costs for the  co-operative.

There was evidence from the in terview s of Executive Com m ittee  

m em bers of both T akura  and  Capri th a t  the City of H a ra re  officials had 

inpu t in the  m em bership  requ irem ents  o f the  co-operatives, s tipu la ting  tha t,  

consistent with municipal regulations on d isbursem ent o f land, only persons 

with incomes equal to or less than  a  certain  am o u n t were able to join the 

organization. This restriction was no t placed on the  m em bership  of the  

Cotton P rin ters  co-operative by m unicipal officials in Bulawayo, perhaps 

because of fear of central governm ent reprisals. This m ea n t  th a t  the  

m em bership  of this co-operative included some senior-level company 

employees, a factor which m ay have contributed to its strong  bargain ing  

position with the  company m an ag em en t and the  generally high level of 

leadership and technical skills in the co-operative’s M anagem en t Com mittee.

Officials from the  City of H a ra re  also apparen tly  prescribed which 

kinds of ex ternal financial assistance a co-operative could employ. Although 

T ak u ra  was allowed to accept a loan from the  company in purchasing  the 

lots, re-possession of the  lots was th rea tened  if the  co-operative a ttem p ted  to 

borrow more money from the  company to finance the  construction. This 

was due to the  general belief a t  the City Council th a t  co-operatives should
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be primarily self-financed. However, there  was evidence from discussions 

with City officials th a t  this notion was based on the experience of small 

production co-operatives engaged in activities which did not require the 

large am ounts  of up-front capital th a t  housing construction demanded. This 

sanction was not placed on the  Cotton P rin ters  co-operative which enjoyed 

significant financial support from the  company in addition to direct loans. 

Again, this m ay have been due to a  policy of non-interference on the  p a r t  of 

the  City of Bulawayo afte r  the  clash with central governm ent.

City of H arare  officials also a ttem p ted  to prescribe to both T ak u ra  

and Capri the use of self-help labor, perhaps based on the ir  knowledge of 

the  success of the  Cotton P rin ters  co-operative with this mode of production. 

Capri actually  organized team s of self-help labor to opera te  on weekends, 

bu t  the  work never got off th e  ground. T ak u ra  explained to City officials a t  

the  very beginning th a t  self-help labor was not feasible simply because, 

unlike in Bulawayo, the  co-operative m em bers were widely dispersed around 

the  city, a lready spen t two to th ree  hours in t ran s it  to and from their  work 

every day and therefore could not, in addition, a rrange  for t ran sp o rt  to the  

construction site on a regu lar basis. The municipal bu reaucra ts  eventually  

saw the  reasoning in this and  no longer pressed for the  two co-operatives to 

use self-help labor.

The factors m entioned above, e ither  the  imposing of regulations or 

prescribing particu lar  s trategies, illustra te  the  ability of local governm ent to 

influence the  decisions and activities of the  co-operatives. The Secretary  of 

K ugarika  K ushinga alluded to this one tim e when he com m ented th a t  the 

City w anted  to be "the m as te rs  of housing", or to m ain ta in  control over all 

housing in H arare . He though t th a t  the  local governm ent officials felt
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th rea tened  when an organization such as K ugarika  K ushinga co-operative 

was proposing to plan a large a rea  for low-income housing.

C en tra l  governm ent

The role of the  central governm ent with respect to housing co­

operatives was, as s ta ted  in the policy s ta te m e n ts  produced by the  Ministry 

of Co-operatives, to de te rm ine  the  viability of the  co-operative projects, to 

provide assistance to co-operatives in becoming registered and  also to 

provide tra in ing  in leadership  and o ther basic organizational skills to both 

Executive Com m ittees as well as the  general m em berships. As will be seen 

below, however, this assistance was not a lw ays clearly defined nor 

im plem ented in a  consistent and timely fashion.

The o ther potential role of central governm ent was th rough  the 

M inistry  of Housing’s policy of housing guaran tees . A t the  tim e of the  

study, the  Ministry of Housing had given no indication th a t  i t  was able or 

willing to gua ran tee  loans issued to housing co-operatives by building 

societies or o ther financial institutions, claiming th a t  it could only gua ran tee  

loans to individuals falling w ith in  the  specifications of the  policy. This 

gu a ran tee  was, however, crucial for the  viability of m any co-operatives since 

it was difficult for them  to procure loans w ithout it. In May of 1989, the  

M inistry of Co-operatives conducted some legal research on the  possibility of 

the  governm ent guaran tees  for housing co-operatives and found th a t  co­

operatives could be legally classified as individuals, and would therefore be 

eligible for the  g ua ran tee  program . W hen the  researcher approached the  

M inistry of Housing on this m atte r ,  it appeared  th a t  the  m a t te r  was under 

serious consideration bu t th a t  it would tak e  considerable tim e before
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governm ent guaran tees  would be m ade available to housing co-operatives. 

In the m eantim e, housing co-operatives would be adversely affected by this 

policy since it would limit the ir  financing options.

W ith the  exception of Tashinga co-operative, which had  dealt almost 

exclusively with the  M ayor of H arare  and was still a t  an early  

developm ental stage, all o ther  co-operatives had some dealings with various 

divisions of central governm ent, prim arily  the  M inistry of Co-operatives.

Because the  Cotton P rin ters  began only a short tim e a fte r  the newly 

independent governm ent had been established in 1980, the  policies of the  

M inistry of Co-operatives were not ye t clearly defined, particu larly  as they 

applied to the  housing sector. For this reason, in addition, perhaps, to the  

co-operative m em bers’ difficulty in recalling events a t  the  tim e the  co­

operative  registered, it appeared  th a t  the  co-operative had little contact 

w ith the  Ministry. There  w as no mention of tra in ing  sessions, nor of 

receiving assistance in the  d rafting  of the  organization’s constitution and 

o ther  reg is tra tion-rela ted  factors. The co-operative did, however, use house 

plans from the  Ministry of Housing as a tem pla te  on which to  design their 

own houses, which were to be slightly larger.

Co-operative m em bers in all th ree  rem ain ing  co-operatives (Takura, 

C apri and K ugarika  Kushinga) expressed dissatisfaction w ith  the  long 

delays in the  registra tion process, and it will be recalled th a t  T akura  co­

operative  never actually becam e registered. Capri had w aited  six m onths 

before becoming registered and  K ugarika  K ushinga had been waiting over 

eighteen m onths a t  the  end of the  study period.

There  was evidence a t  both T ak u ra  and K ugarika  K ushinga th a t  the 

M inistry of Co-operatives had  in itiated some kind of t ra in ing  for general co­
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operative  members. M inutes of K ugarika  K ushinga indicated th a t  

rep resen ta tives  from the  M i n i s t r y  had a ttended  four general meetings and 

had given the  m em bers general information about co-operative principles. 

The Executive Com m ittee m em bers and even some of the  o ther m em bers of 

th e  co-operative, however, indicated th a t  they  felt a general m eeting 

a ttended  by  more th an  1,000 people was an  inappropria te  forum for 

train ing . Co-operative m em bers from T ak u ra  stated  they had received 

"lessons" from the  Ministry, bu t  none had been able to re la te  much of the 

content of these lessons, nor was there  any  w ritten  m ateria l d istributed. 

In terview ees a t  Capri had no recollection o f rep resen ta tives  from the 

M inistry  coming to tra in  them  on the  runn ing  of a co-operative.

O ther forms of assistance evidenced from central governm ent included 

providing model by-laws on which to base the  co-operatives’ constitutions 

and advice on how to keep books, the  s tru c tu re  of the  Executive Com m ittee 

and a lte rn a tive  building strategies. However, these types of assistance were 

not im plem ented  consistently for the  th ree  co-operatives.

There were o ther exam ples of central governm ent providing specific 

assistance or advice. The M inistry of Co-operatives in tervened on two 

occasions on behalf of T ak u ra  co-operative. The first of these  was when the 

N ational Breweries company was offering to finance the  co-operative 

completely on the  condition th a t  the  houses be owned by the  company and 

th e  M inistry advised the  co-operative to refuse. The second tim e was when 

th e  co-operative was having difficulties collecting the  money owed to them  

by th e  second contractor and  the M inistry a ttem p ted  to negotiate  a 

se t t lem en t betw een the  two parties. (This crisis still had not been resolved 

a t  th e  close of the  study period). Also, a t  the  request of K ugarika
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Kushinga, the M inistry of Finance was asked to m onitor the  large bank

account of the co-operative when it reached the  $1 million m ark .

Henceforth, copies of all bank  s ta tem en ts  were sent to the  M inistry which

also had to sanction any w ithdraw als. This m easure  was a  protection to the

m em bers of the  co-operative.

For the  most pa rt ,  the  above factors suggest th a t  a lthough the

M inistry of Co-operatives had dem onstra ted  some ability to in tervene in

special situations, it was generally unable  to process applications for

regis tra tion  within a reasonable period of tim e and had been unable to fulfill

its m and a te  of providing full tra in ing  to m em bers and Executive

Com m ittees and o ther  kinds of assistance to the housing co-operatives.

These sen tim ents were reflected in the  interviews of m em bers of the

co-operatives. On the  M inistry’s ability to determ ine  w he ther  a particu lar

co-operative’s project was viable or not: "... tru ly  speaking, the people we

were dealing with, I don’t  th ink  they  are  in a  position to ge t into such a

complicated [m atter] as acquiring information and hav ing  a feasibility

study ."  An interviewee from ano ther  co-operative m ade the  following

rem ark  about the  M inistry’s ability to tra in  co-operatives:

I would say the  problems we have w ith the  people a t  the 
M inistry— it seems one way they a re  not well versed in 
the  day-to-day running  of the  co-op. They are  still 
learning... They even adm itted  [that] in front of us...
In o ther  words, we w anted  to know som ething s tra ig h t  
from the M inistry of Co-ops and they  are  not in a 
position to [tell us] ju s t  because they  do not know.

Building societies

Although only the th ree  workplace co-operatives had  dealings with 

the  building societies, since they were the  th ree  organizations involved in
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building a t  the tim e of the  study, the role of building societies is included in 

this section since a t  some fu ture  point, both Tashinga and K ugarika  

K ushinga would have to in te rac t  with them . Like the Citv Councils, the  

building societies had w ritten  policies which sanctioned th em  only in 

recognizing individuals as opposed to collectives. This m ea n t  th a t  individual 

loans had  to be processed along with m ultiple  title deeds and bonds. The 

two co-operatives which were most directly affected by this policy were 

T ak u ra  and Capri, since the  Cotton P rin ters  had self-financed the  first 

phase of the ir  construction. Interview  subjects from both these co­

operatives expressed frustra tion  with the  length of tim e it took to process 

the  paperw ork  for the  loans. For both Capri and T akura , the  individual 

loans took seven m onths to process. This procedure would have been 

greatly  expedited if  the  building societies were able to recognize collectives, 

in which case they would have issued only one title  deed and one loan. 

Delays a t  the  beginning of the  construction phase a t  a  tim e of building 

m ateria ls  shortages and rising prices also m ea n t  higher final costs to the  

two co-operatives.

O ther co-operatives

Although there  was no evidence of direct interaction am ong the 

various housing co-operatives, there  was an  indication th a t  activities o f one 

co-operative had influenced others. The s trongest exam ple of th is was Capri 

co-operative, which, as a resu lt  of contact between the  Personnel M anagers 

of Capri and  the  Cotton P rin te rs  companies, adopted the  idea of establishing 

a welfare fund and then  a  housing co-operative from the  Cotton P rin te rs  co­

op in Bulawayo. However, this was not followed up by fu rther  m eetings
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betw een the  Executive Com m ittees of the  two organizations.

T ash inga  co-operative, through a relative of one of its Executive 

C om m ittee  m em bers, had m anaged  to learn  from K ugarika  K ushinga 's  

u n p lea san t  experience of clashing with the  ZANU political pa rty  and had 

proceeded very cautiously by gairting permission from the  police before 

conducting meetings. But th e  contact betw een the  two organizations w en t 

no fu r th e r  th a n  this.

A lthough the influence of individual outsiders on the  co-operatives' 

affairs was not strong, nonetheless, in four of the  five co-operatives, 

com m ents were m ade in the  interviews th a t  people who chose not to or were 

unable to join the  co-operative were able to spread  rum ors and create  doubts 

in the  m inds of m em bers abou t the viability of the  co-operatives’ projects.

Pressure  from outsiders was cited in interviews from Capri co­

operative  as one of the factors causing m em bers to resign from the  

organization. The Personnel M anager referred to one instance where he had 

to in te rvene  due to rum ors being spread  by Capri workers not in the  co­

operative. Likewise, in terviewees from T ak u ra  referred to discouraging 

rem ark s  m ade by workers a t  N ational Breweries who were not m em bers of 

the  co-operative. In this case, it did not allegedly cause resignations, b u t  it 

was a factor which had to be contended w ith by the  organization as a  whole.

Co-operative m em bers from C apri and  T ak u ra  reported  a skepticism 

am ong com pany employees in general, particu larly  before the  organizations 

were able to procure land. Those employees who did not join persisted in 

openly discouraging co-op m em bers and a ttem p tin g  to create  rifts among
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them , as revealed in the  following interview  excerpt:

...say you've got some other people who are  w ithin  the 
co-operative telling the  m em bers... t h a t  your 
leadership, the people who are  leading you a re  not up 
to da te  or doesn't know w h a t  they  are  doing or they  are 
leading you as tray . So those m em bers who a re  listening 
to those kind of people th ink th a t  th a t 's  the  right 
information [they] should have...

For Tashinga, the  outsiders who caused the  m ost problems were those 

who had been asked to resign as a resu lt  of the  organization reducing its 

m em bership. One allegedly wrote a  le tte r  to the  new spaper accusing the 

organization’s leadership of fraud, to which the  co-operative had to respond; 

and groups of ex-m em bers reportedly  a ttended  some m eetings and created 

trouble, for which the  police had to be called in.

The explanation  for the  behavior of the  outsiders is not clear. The 

sam e behavior was dem onstra ted  in both th e  workplace and the  comm unity- 

based co-operatives, so it  could not be a t t r ib u te d  to differences between 

workplaces and neighborhoods as communities. It is possible, however, t h a t  

individuals who were afraid  to join the  co-operatives, because they  were 

viewed as experim ental, a ttem p ted  to ensu re  th a t  the  organizations would 

never get off the ground, th us  justifying the ir  own behavior.

W orkplace/communitv-based co-operatives sum m arized

The input of those ex te rna l actors common to both workplace and 

com m unity-based co-operatives centered prim arily  around policy, most 

clearly illustra ted  by both the  local and cen tra l governm ents. The four 

elem ents of municipal policy— tim e lim its on construction; a  m inim um  

building s tandard ; lack of recognition of a collective; and  lim itations on 

access to municipal land based on age, m arita l  s ta tu s , income and
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em ploym ent s t a tu s -  all had potentially deleterious effects on the ability of 

the  co-operatives to build housing. The suspension of the  first two of these 

restrictions indicates th a t  even the  governm ent recognized th a t  imposing 

them  was unrealistic.

It is significant th a t  the  la t te r  two res tr ic tio n s-  lack of recognition of 

a collective and  lim itations on access to municipal l a n d -  were not imposed 

on the  Cotton P rin ters  co-operative. It  was this co-operative th a t  was able 

to re n t  out the  completed and  collectively-owned houses to genera te  income, 

a s tra teg y  not available to T ak u ra  or Capri which had had land and 

financing allocated to individuals. Also not imposed was the  restriction on 

m em bership, which enabled the  Cotton P rin te rs  to recru it well-educated 

m em bers who probably had a positive im pact on the  efficiency and level of 

functioning of the  M anagem ent Com mittee.

The influence of cen tra l governm ent, particu larly  the  M inistry o f Co­

operatives, was more by defau lt th an  by direct action. The delays in the  

reg is tra tion  of the  co-operatives resulted in extensive loss of tim e in the  

initial stages of the  organizations. Similarly, the  co-operatives suffered the  

effects of lack of train ing , which was also supposed to be forthcoming from 

the cen tra l governm ent. Finally, the  absence of a loan g u a ra n tee  system  

limited the  funding sources available to the  organizations.

Conclusions

The findings described in th is ch ap ter  indicate th a t  actors in the 

ex te rnal e n v iro n m en t-  consisting of individual persons, organizations and 

policies- had a significant im pact on the  functioning and developm ent of the
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five organizations. In general, with the  exception of local and central 

governm ent policy which affected all the  organizat ions, the  n a tu re  of the 

role of these ex ternal actors differed substan tia lly  for the  community-based 

and the  workplace co-operatives. For the  workplace co-operatives, inpu ts 

were prim arily  resource-related in the  form of time, money, m ateria ls  or 

information. Although these  inputs s treng thened  their ability to function 

and to m eet the ir  goals, it also had the  effect of increasing the ir  dependence 

on the  companies. This was particu larly  the  case with the  Cotton Prin ters  

co-operative.

For the  com m unity-based co-operatives, however, the  inputs were 

m ainly of a control-seeking na tu re . These organizations doubtless 

an ticipated  some pay-off in the  form of fu ture  resources in exchange for 

forfeiting a certa in  am ou n t o f independence. Because of the  early  stage of 

developm ent of these  co-operatives a t  the  tim e of the  study, it  was not 

possible to evaluate  w h e th e r  the  fu tu re  pay-offs were forthcoming or not.



CHAPTER VIII 

CONCLUSIONS

Community-based approaches to development problems in the low- 

income countries are gaining ground. It is one of the few issues on which 

there is agreement, at least in principle, between proponents of both the left 

and the right. Supporters of right-wing values view community-based 

development efforts as contributing to a lessening of dependence on the 

state and promoting individual autonomy. Adherents to left-leaning 

ideologies look upon non-profit grassroots projects as pockets of resistance to 

the dominance of capitalist market forces in many economies. Although the 

ultimate aims of the two camps diverge, this initial consensus presents a 

strong foundation for promoting community-based development in countries 

with widely differing regimes, and in many sectors of development.

In no sector is the need for acting on this consensus more pressing 

than that of shelter. As the housing problem in the low-income countries 

reaches crisis proportions, an enabling strategy which recognizes that the 

bulk of the world’s housing is built by people themselves- either as 

individuals or in organized groups- offers hope for a solution. The support 

of community-based housing organizations is an essential component of this 

strategy.

This study of five urban housing co-operatives in Zimbabwe provides 

evidence that community-based housing organizations represent a potential

190
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contribution to the provision of low-income housing in th e  u rban  areas. 

Those housing co-operatives included in the  study that w ere  engaged in the 

construction phase were, despite m any constraints, able to build houses at 

costs comparable to or less than  those of the private  and governm ent - 

sponsored sectors. They were also able to appeal to low-income women 

whose housing needs were often not addressed by existing policy. Finally, 

the  organizations which were the focus of th is study dem onstra ted  the 

ability to reliably genera te  savings in a susta ined m anner, with low ra tes  of 

default.

Despite this prelim inary  positive picture, certain negative factors 

associated with the  organizations became evident in the  study. The 

organizations were shown to have some weaknesses, resulting  prim arily  

from lack of appropria te  tra in ing  and technical assistance. This was 

especially evident for a few of the  co-operatives in the  a re a s  of leadership 

and bookkeeping skills, and financial m anagem ent.

The study also reveals th a t  inappropria te  policy can act to inhibit the  

perform ance of the com m unity-based housing organizations. The policies of 

local governm ents and financial institutions, in particu lar, acted as major 

constra in ts  to several aspects of the organizations' functioning. A nother 

constrain ing  factor was the  role of certa in  ex ternal actors who were shown 

in th e  study to seek control over the  activities of some o f the  organizations. 

Local politicians and the  ruling political pa rty  were especially active in 

a t tem p tin g  to influence the  in ternal decisions of the comm unity-based 

housing co-operatives for the ir  own political ends.

The relevance of these  results for o ther  low-income countries, 

especially in Africa, m ust  nonetheless be viewed in the context of the
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Zimbabwean situation. Both its relatively recent independence and unique 

ethnic mix invoke questions regard ing  the extent to which the study's 

findings can he easily generalized to o ther contexts. Also im portant to 

consider are  the  limitations of an exploratory study of this n a tu re  which 

could not address all issues adequate ly  and sim ultaneously. These 

limitations resulted from e ither  the  constrain ts inherent in the context of 

the  research, or from o ther factors.

The following sections will explore each of these  issues separately .

The role of policy

The work of T urner  (,19881 suggests tha t  policy is the  single most 

im portan t facilitator or d e te r re n t  of the  activities of com m unity-based 

organizations. This study confirms th a t  notion by providing evidence that 

the  policies of local and cen tra l governm ents and financial instit ut ions 

constrained the  ability of the  housing co-operatives in fulfilling the promise 

of providing shelter for the ir  m em bers. Particu lar  aspects of these policies 

included delays in registra tion, the  lack of recognition of local governm ents 

and financial institutions o f collective organizations in the allocat ion of land 

and funding, time limits on construction and high building s tandards. But 

the  findings also indicate how these policies were able to influence the 

in ternal functioning of the  organizations. A d iagram  illust ra ting  the  nat ure 

of these relationships is provided in Figure 8.

In sum m ary, the  d iagram  illustra tes how certain  aspects of policy, 

such as the  lack of legal recognition of collectives, directly affected the 

specific building s tra teg ies  available to the  organizations by closing certain 

options to them  such as the  use of the  collectively owned property  as
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Figure 8. The Influence of Policy on Internal Functions of the 
Organizations.
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security or collateral for fu tu re  loans. This in tu rn  affected costs since it 

also elim inated the possibility of using the property  to genera te  income. It 

also led to problems in m ain ta in ing  in te rnal cohesion within the 

organizations since individual m em bers could opt out of the  co-operatives 

with lots in the ir  names. A t the  sam e time, the  policies on m em bership  

requ irem ents resulted in m em bership  compositions limiting the  level of 

existing leadership and m anagem en t skills of the  Executive Com m ittee  

which in tu rn  had an  impact on the ability of the organizations to devise 

effective building strategies.

Since the  socio-economic a t t r ib u te s  of education and income are  often 

closely related, the  governm ent-set m axim um  on m onthly salary  probably 

affected the  education and therefore the  skill level of the leadership  of the 

co-operatives. Due to political conflicts betw een the  Bulawayo City Council 

and cen tra l governm ent, the  Cotton P rin ters  co-operative was the  only case 

where this restriction was no t imposed. It was also the  only case where the 

leaders of the  co-operative developed an  innovative and well-planned 

building s tra tegy  involving ren ta l  income from completed houses, self­

m anufactured  building components and labor-only contracts m anaged  by the 

co-operative. The participation in the  co-operative of well-educated senior 

m anag em en t personnel from the Cotton Prin ters company probably 

contributed significantly to th e  developm ent of this stra tegy . This confirms 

research findings from T anzan ia  which suggest th a t  housing co-operatives 

with a  wider mix of m em bership  tend to be more successful (Kulaba, 198,‘b.

The innovative stra tegies devised by the  M anagem ent Com m ittee  also 

led to reductions in cost which the  co-operative was able to enjoy, Because 

of the  income restrictions on the  o ther four organizations, they did not have
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access to as strong a skill base from which to draw  leaders. The trade-off 

for this, however, was th a t  the M anagem ent Com m ittee of the  Cotton 

P rin ters  co-operative appeared  to have a two-tier struc ture , with office 

workers and o ther supervisory personnel holding the major positions on the 

Com m ittee  and shop floor workers holding o ther lesser positions. Although 

the  co-operative did not ap p ea r  to suffer as a resu lt of this stratification 

within  the  Com mittee, it  is conceivable t h a t  in o ther cases a similar 

situation could lead to breakdow ns in in te rnal cohesion within the  

organization. The relationship between d ifferent income and education 

levels w ithin the leadership of a  comm unity-based organization would m erit 

fu rther  investigation in fu tu re  research endeavors.

There  also appeared, in some cases, to be a  price paid for having 

individuals on the  Executive Com m ittees with high skill levels rela tive  to 

those of o ther  mem bers. This was evidenced in both Tashinga  and T aku ra  

co-operatives, where persons with t ra in ing  in bookkeeping and accounting 

were elected to the  post of T reasurer , bu t  took advan tage  of th e ir  skills by 

a t tem p tin g  to line the ir  own pockets w ith the  co-operative’s money. This 

m eans, of course, th a t  high skill levels were not necessarily associated with 

high integrity . (Ways of dealing with th is problem are  addressed in the 

following section).

The insistence of local governm ents and the  building societies in 

issuing land and financing to  individuals in both T ak u ra  and Capri created 

delays in the  com m encem ent of the construction stage and also acted to 

limit the options available to these organizations with regard to building 

strategies. Since the  lots had  been issued to individuals, it was not possible 

for the  co-operatives to r e n t  out the completed houses and channel the
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proceed? back into the organizations as revenue. Again, the Cotton Prin ters 

had an advantage  in th is regard since in the ir  case the Bulawayo City 

Council chose not to exercise this rule, leaving the  option open to them.

This issue would need to be pursued in studies of community-based 

organizations in o ther countries focusing on the  types of building stra teg ies 

devised within differing policy constraints.

The allocation of lots and financing to individuals directly affected 

in ternal cohesion am ong the  m em bers of T akura  and Capri. Serious 

problems erupted  when individual m em bers in the organizations th rea tened  

to leave and hire the ir  own contractors, thereby underm ining the  collective 

effort. None of the m em bers of T ak u ra  had followed through on these 

th rea ts ;  bu t for Capri, the  consequences of m em bers w ithdraw ing  were more 

serious since only 30 of the  77 lots had been allocated. W ith the  lots in 

the ir  names, the  30 m em bers could have pulled out of the  co-operative, not 

having  fully paid the ir  shares, and having no legal obligations to the  co­

operative. Fortunate ly , as a  resu lt of the  intervention of the  com pany’s 

Personnel M anager, the  five individuals who chose to opt out elected only to 

hire the ir  own contractors while continuing to contribute financially to the 

organization. These problems could have been avoided if the  City of H arare  

and the  building society had chosen to issue the  lots to the  co-operative.

Finally, the  lack of co-ordination betw een the  M inistry of Co­

operatives and the  local au thorities  led to long delays in the  registration 

process. The most obvious exam ple of this was the  experience of K ugarika 

Kushinga, which had been told by the  Ministry th a t  it could not register 

until it had land, and by the  City of H a ra re  th a t  it could not be allocated 

land until it was registered. W ith construction costs continually rising,
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these delays tran s la te  into higher final housing costs.

There are a few policy implications of this discussion. The most 

obvious of these is the  need for removal of the  barriers to issuing land and 

financing to collectives. Second, more effective co-ordination am ong the  

policies se t by various institu tions— such as the  re levan t M inistries of 

central governm ent, the  local au thorities  and the building societies— is 

needed.

The policy implications of the  th ird  issue, income restrictions on co­

operative m em bership, are  less clear, since the  original reason for the  rule 

was to ensure  th a t  government-serviced lots would be allocated only to those 

in g rea te s t  need. However, poor u rban  households who a re  the  intended 

beneficiaries of this policy a re  already being excluded in o ther  ways from 

having access to land. The study revealed, for example, th a t  self-employed 

persons and women, even if technically eligible to apply for lots from the  

municipal authorities, were sometimes discrim inated aga inst by local 

officials. The access of these  kinds of households to basic housing m ight 

increase if they could belong to comm unity-based organizations m ade more 

viable through the  widening of m em bership  requirem ents: the  removal of 

the  restrictions on income of prospective co-operative mem bers. The 

objective of the policy, which is to provide housing for low-income 

households, m ight thus  be b e tte r  fulfilled in this m anner.

The relationships illustra ted  in the  descriptive model presented  in 

Figure 8 are  derived from th e  findings of th is exploratory study  which would 

need to be repeated  in order to determ ine  its validity and reliability across 

differing national and u rban  contexts. Also useful would be more fine­

grained research on specific relationships within the model, for exam ple, the
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connection between policy constra in ts  and building stra teg ies available to 

comm unity-based housing organizations. It  is conceivable th a t  the policy 

environm ents in o ther countries create  different sets of constrain ts  which 

affect organizations of this type  in a range of wavs.

N otw ithstanding  the  need to confirm the  findings of this study in 

o ther contexts and using different methodologies, th is study clearly 

dem onstra tes  the  role of policy in influencing comm unity-based housing 

efforts. In order for a housing policy to be a tru ly  "enabling" one, th a t  

policy should facilitate, r a th e r  th an  constrain , the  efforts of community- 

based housing organizations to provide housing. Even in the  Z im babw ean 

case, where official policy prom oted the  formation and developm ent of 

housing co-operatives, there  were subtle barr ie rs  still in place m aking it 

difficult for these organizations to function. Some of these  barr ie rs  have 

th e ir  roots in the  s truc tu re  of governm ent bureaucracy, such as m ultiple 

m inistries which a re  difficult to co-ordinate; and others were due to 

inflexible rules of individual agencies th a t  were unresponsive to the  needs of 

collective organizations, such as the  lack of recognition of housing co­

operatives by financial institutions. This implies th a t  the  im plem enta tion  of 

an enabling housing s tra tegy  will require  changes in the  s truc tu re  and 

functions of governm ent and  o ther  m ajor institutions.

Internal w eak n esses o f the organizations

In addition to the  im pact of policy on some of the  in te rnal a ttr ib u te s  

of the  organizations, such as  in te rnal cohesion and m em bership  composition, 

o ther weaknesses in in te rnal functioning were more directly explained by
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lack of appropria te  tra in ing  and technical assistance. This was especially 

the  case with leadership skills, bookkeeping skills and financial 

m anagem ent.

Those m em bers of th e  Executive Com m ittees who had no previous 

organizational experience— e ither  in ZANU, a workers com m ittee of a 

p rivate  company, or in a church g ro u p -  were a i  a d isadvan tage  when it 

came to basic leadership skills such as runn ing  m eetings and organizing 

agendas. This could have easily been com pensated for by a leadership 

tra in in g  program  focusing on these skills which, despite the  claims of the  

M inistry of Co-operatives, was noticeably lacking. In the  a re a  of 

bookkeeping, skill level was related more directly to the  level o f education of 

the  responsible officer before being elected to office. Nevertheless, tra in ing  

could have adequate ly  addressed this issue as well.

Financial m an ag em en t is a  more complex issue. N ot only was a 

sufficient skill level required, e ither a resu lt of prior education or co­

operative tra in ing , but, as m entioned above, the  question of integrity  was 

involved as well. Although in tegrity  is som ething th a t  can be encouraged in 

a  tra in ing  program , it cannot be taugh t. Despite this, the  tra in in g  of 

Executive Com m ittees could involve a lerting  the  m em bers to the  signs of 

financial m ism anagem en t (such as secrecy or collusion on the  p a r t  of one or 

more m em bers regarding financial s ta tem en ts , which happened  for both 

T ak u ra  and Tashinga co-operatives) as well as the  institu ting  o f cross-checks 

in the  opera ting  procedures of the  organizations which would ac t to prevent 

a small num ber of officers absconding with funds.

A nother preventive m easure  th a t  could de te r  financial 

m ism anagem en t would be the  estab lishm ent of a national-level um brella
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support organization for housing co-operatives, one of the  tasks of which 

would be to perform thorough and regular audits  on the  organizations. 

Although the  M inistry of Co-operatives claimed to fulfill this function, it had 

no t carried ou t an aud it  for any of the  organizations involved in th is  study.

Because of the  m ultip le  sectors which the  M inistry of Co-operatives 

was responsible for, along with its centralized level of operation and lack of 

sufficient expertise, it was unable  to fulfill its m and a te  of conducting 

feasibility studies, and providing train ing , legal, land surveying and auditing 

services as well as small Joans for housing co-operatives. This is why the 

m ost appropria te  form for th e  national-level um brella  support organization, 

mentioned above, would be an  N G O 1. N ot only would an NGO be free (at 

least initially) from the  constra in ts  of a top-heavy bureaucracy, b u t  its 

quasi-independent s ta tu s  would enable it  to lobby to the  various a rm s of 

governm ent on behalf  of the housing co-operatives- som ething which 

governm ent itself could not do. Although, like most organizations, an 

um brella  NGO support organization would certainly be prone to developing 

its own political agenda, it would nevertheless be less likely to be influenced 

by the changing political whim s of a ruling pa rty  or bureaucracy. In this 

way, comm unity-based housing organizations would have an advocate a t  a 

higher level.

1 See Co-operative Housing Foundation with U.S.AID (1985) for a 
comprehensive description o f  an in tegrated  policy approach to housing co­
operatives involving, am ong o ther things, a  non-governm ental technical 
support organization.
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The role of external actors

This study of five housing co-operatives in u rban  Zimbabwe confirms 

the importance of careful investigation of the  role of ex te rna l actors (Brown 

and Covey, 1987) since it provides evidence th a t  they profoundly influenced 

the activities of all five housing co-operatives. The roles o f these actors 

seemed to be determ ined by the type of co-operative- e ither  workplace or 

community-based.

The research findings revealed th a t  the  ex te rnal actors exclusive to 

the  workplace co-operatives— Cotton Prin ters , T ak u ra  and C apri— were 

Personnel M anagers of the companies w here  the  workers w ere  employed, as 

well as the  companies they  worked for. The inputs of these  two kinds of 

actors were prim arily  resource-related. The Personnel M anager of the  Capri 

company, for example, assisted the organization with technical and 

bookkeeping advice, helped d ra f t  the  constitution, acted as communication 

focal point and initially monitored th e  construction process for the  co­

operative. The Cotton P rin ters  company, am ong o ther  things, guaran teed  a  

building society loan to the  co-operative, sanctioned a profit-sharing scheme 

with the  co-operative, paid the  bulk of the  wages of two co-operative 

employees and provided legal and auditing  services for the  organization. 

These inputs involved the  deploym ent of vital resources to the  organizations, 

thereby increasing the ir  probability of viability and success. For the  Cotton 

Prin ters , the  dollar value of direct contributions and profit-sharing alone 

am ounted  to roughly h a lf  th e  revenue o f  th e  co-operative.

The major ex te rnal actors specific to the  com m unity-based co­

op e ra t iv e s -  Tashinga and K ugarika  K ush inga— were the  ZANU political 

pa rty  and local governm ent politicians, w ith  the  police having a lesser role.
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The inpu t of these actors in the  functioning of the case study organizations 

was not prim arily  resource-related, bu t  ra th e r  it was characterized more by 

influence over in ternal decisions and the  issue of control. The Mayor of 

H arare , for example, established him self as p rim ary  benefactor o f Tashinga 

co-operative, liaising with both the Citv Council offices as well as with 

central governm ent and having strong inpu t into the  organization 's 

m em bership  composition and size. The ZANU political p a r ty  played a m ajor 

role in rec ru itm en t of m em bers for K ugarika  K ushinga co-operative, 

regularly  a ttended  the Executive Com m ittee  m eetings of the  organization, 

lobbied on behalf  of the organization to both the  City Council and the 

M inistry of Co-operatives, and  influenced the  co-operative’s organizational 

culture. It will be recalled, of course, th a t  the issue of control was so 

pronounced th a t  early in th e  co-operative’s development, ZANU officials 

even arranged  for the  fledgling co-operative’s leaders to be a rrested  and 

m anaged  to cause fu rther  delays in the  launching of the  organization which 

lasted eighteen m onths.

The ex ternal actors which were common to both types of 

organizations were the local au thority , central governm ent, and, to a  lesser 

ex ten t, the  building society. The roles of the  local au thority  and central 

governm ent seemed to span both types described above: providing resources 

as well as seeking control. The City of H ara re ,  for exam ple, furnished 

house plans for both T ak u ra  and Capri co-operatives. The City o f  

Bulawayo, on its part, g ran ted  some land on a  tem porary  basis for the  

production site of the  Cotton Prin ters  co-operative. The M inistry  of Co­

operatives apparen tly  provided some tra in ing  to T ak u ra  co-operative and 

also intervened on behalf of the  organization in its conflict with the
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contractor. The City of H arare , however, a ttem p ted  to prescribe to the 

m em bers of T akura  the ex ten t and form of ex ternal financial assistance 

they  could receive on the  th rea t  of re-possessing the  lots which had been 

allocated to them . The City also prescribed for both T ak u ra  and Capri the 

use of self-help labor as a mode of construction, a lthough this was la ter  

rescinded when the two co-operatives explained the  circum stances m aking  it 

unfeasible. The more positive resource-providing in terventions of these 

actors fell within the  scope of their w ritten  policies, however those actions 

characterized as control-seeking were im plem ented more by m eans of 

bureaucra tic  discretion.

The tendency for these ex ternal actors to seek control over the 

organizations was caused by the  overlapping of the  constituencies of housing 

co-operatives with those of o ther  political actors in the  municipal arena.

This overlap is very obvious in the  case of local governm ent politicians, who 

seek support in the ir  electoral constituencies. In the  case of Tashinga co­

operative, the  geographical boundaries within which the  co-operative could 

opera te  were re-draw n by local politicians to conform with electoral districts. 

For the  ZANU political party , it is the  grassroots from which it has 

traditionally  draw n its power, therefore any organization such as a housing 

co-operative which also draw s support from the  grassroots was seen as a 

th rea t.

For local and central governm ent officials, the  constituency conflict is 

less clearly defined, however the  policies of these bureaucracies also have 

the ir  specific jurisdictions. In the  case of local governm ent, it is the  power 

to allocate land and m ake decisions about who is eligible to receive serviced 

lots in the high-density a reas  and who is not. For central governm ent
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ministries, particu larly  the M inistry of Co-operatives, it is the  power, 

although not yet well exercised with housing co-operatives, to set co­

operative policy and procedure.

On the ir  pa rt ,  the com m unity-based housing co-operatives, which 

were more resource-poor th an  the ir  workplace counterparts , sought the  

assistance of local politicians or the ZANU party  as a m eans of improving 

their  access to basic resources. Thus they  paid an initial price in the  loss of 

the ir  autonom y for rew ards expected in the  future. On the  surface, the 

relationship could be viewed as a m utually  symbiotic one with both sides 

benefitting in the  end. However, it is the  com m unity-based organizations 

which were in the  w eaker power position, as evidenced in the  a rre s t  of the 

K ugarika  K ushinga Executive members. W hether  the  affiliations of the 

comm unity-based co-operatives with politicians and political parties  have 

the  end resu lt  of increasing the ir  access to basic resources would need to be 

assessed a t  a la ter  stage in the ir  development. A t the  tim e of the  study, 

however, there  was already room to suspect th a t  the in te res ts  of 

comm unity-based organizations were not always well served by these  actors. 

A t the  very least, the ir  in tervention caused long delays.

I t  is the  creation of a  more positive env ironm ent for housing co­

operatives which would be of the  g rea te s t  benefit to them . The designing of 

comprehensive and in tegra ted  policies conducive to th e  developm ent and 

viability of com m unity-based housing organizations m igh t reduce their 

vulnerability  as well as the ir  need to seek assistance from political bodies. 

The interference of various in te res ts  and institu tions in the  activities of 

these  organizations m ight also be contained, in part ,  if the  co-ordinating 

agency were, as m entioned above, a  more neu tra l  NGO which provided a
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range  o f services such as technical assistance, legal and auditing  services, 

tra in ing , and netw orking w ith o ther sim ilar organizations. This last 

function, th a t  of netw orking, could also aid in diffusing and expanding the 

geographic base of com m unity  housing organizations thereby reducing the 

probability of conflict with a specific political constituency, such as a  local 

politician's electoral a rea  or a political p a r ty  district.

The types and roles of ex ternal actors revealed in this study would 

need to be tested  aga inst sim ilar research findings from o ther  countries, 

w here  the  social and political a rena , and the  actors in it, differ from th a t  of 

Zimbabwe. It is possible, for example, th a t  religious organizations, and the 

NGOs which they form, play a m ajor role in the  developm ent and 

functioning of u rban  com m unity-based housing organizations in o ther 

regions. In o ther countries w here  the re  is no dominance of any one political 

pa rty ,  com m unity-based organizations m ay align them selves with opposing 

political parties , thereby  m aking  it more difficult to co-ordinate the ir  efforts 

by m eans of an um brella organization.

Despite the possible varia tions which m ay be found in o ther countries, 

the  tendency for politicians and the  ZANU p a r ty  to seek control of 

com m unity-based housing organizations confirms Gilbert and  W ard ’s 

findings from L atin  Am erica which suggest th a t  comm unity-based 

organizations can be used by governm ents and  political pa rties  as a m eans 

of enlisting support and  t h a t  this does not always, in the  end, resu lt  in 

benefits for these organizations (1984a:773). It also confirms the  work of 

B ra tton  (1989) who investigated the  re la tionship  between NGOs and 

governm ents  in Africa and  concluded th a t  the  effectiveness of NGOs was 

m ore often determ ined  by the  political room g ran ted  to them  in which to



2 06

operate. In the  Zimbabwe case, this reality flies directly in the  face of the 

governm ent’s s ta ted  socialist policy which is to promote grassroots co­

operatives as m ajor tools of development. How this contradiction between 

principle and practice pans out in the long-run rem ains to be seen in 

Zimbabwe which has enjoyed independence only for the  last ten years. The 

results of th is study suggest th a t  the  effective functioning of community- 

based development organizations in Zimbabwe will hinge partly  on it.

Women and housing co-operatives

I t  has been well-documented in the  l i te ra tu re  tha t women lack access 

to the  basic resources for housing, both in southern  Africa and in o ther  low- 

income regions, because of "gender-neu tra l"  policies which do not recognize 

the  special needs of women (Moser and Peake, 1987; Larsson, 1989; 

Sehlyter, 1989, 1988; Kachingwe, 1986). In addition to confirming this, the 

research findings provide evidence th a t  even when women were eligible to 

apply for land, they were often tu rned  down by local officials who applied 

the policies in an inconsistent and discretionary m anner. For example, a 

single wom an was told she w as ineligible to apply because she was lacking a 

m arriage  certificate and had  only one child: ne ither of these rules can be 

found am ong the m unicipality’s w ritten  policies.

As a  resu lt of the  difficult env ironm ent within which women have to 

function in order to provide she lte r  for the ir  children, they were particularly  

a ttrac ted  to co-operative ven tu res  as a m eans of increasing the ir  access to 

land and financing. However, the  research revealed th a t ,  for the  most part, 

wom en’s access was to the  com m unitv-based and not to the workplace co­
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operatives. This was because women were rarely found in formal sector jobs 

such as those at factories where workplace co-operatives were being 

encouraged.

Despite the high represen ta tion  of women in the  two comm unity- 

based housing co-operatives, the  study results suggest th a t  unless women 

held m ajor positions in the  organization’s Executive Com m ittee, as with 

Tashinga co-operative, the ir  participation in decision-making was limited. 

This low participation appeared  to apply to both the  Executive Com m ittee  

as well as general m em ber decisions, and conforms to findings from o ther 

studies conducted in Zimbabwe which show th a t  the  participation of women 

in mixed-gender com m unity organizations is generally low (Chinem ana,

1987; Sm ith , 1987).

F u r th e r  investigation is needed, focusing on w he ther  high 

participation of women in a mixed-gender housing co-operative is 

susta inable  over time, or w he th er  the  s tru c tu re  and functioning of the  

organization would change so as to la te r  shift the  gender balance of power. 

Another topic for study would be to exam ine  the  differences in participation 

between mixed-gender housing co-operatives such as those found in this 

study, and all-women housing organizations. Also re levan t would be an 

investigation of the participation in and access of women to formal 

organizations (such as housing co-operatives) vs. informal organizations like 

savings clubs and the ir  rela tive  effectiveness in m eeting w om en’s housing 

needs.

The research suggests th a t  a policy em phasis on workplace co­

operatives, which the  G overnm ent of Zimbabwe is now promoting, will have 

the unintended effect of d iscrim inating aga inst women, who can rarely find
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jobs in the kinds of workplaces where housing co-operatives would bo 

formed. The reason for this policy em phasis is the assum ption that 

providing for the housing needs of m arried  men is equivalent to addressing 

the  housing needs of poor people in g e n e ra l-  it ignores the  reality  of 

growing num bers of women-headed families2.

It appears  th a t  it is the  comm unity-based co-operatives which offer 

the  possibility for women and o ther poor household heads to have access to 

housing. However, they face g rea te r  constrain ts  th an  workplace co­

operatives due to lack of support in the form of resources from ex ternal 

actors, as well as higher costs. This m eans th a t  a shift in the  focus of 

curren t policy from workplace to community-based co-operatives would 

involve g rea te r  investm ent, bu t  m ay perhaps result, in the  end, in g rea te r  

benefits for the  poorest households, including those headed bv women.

The generalizability o f  the Zimbabwean case to other contexts

The relevance for o ther  low-income countries of the  results  which 

have been derived from the  five Z im babwean case studies should be viewed 

in light of certain factors. F irst, in the  African context Zimbabwe stands 

out as having a tta ined  black majority rule more recently th an  most o ther 

countries, beginning its newly won independence with a relatively strong 

industrial and physical in frastructure . This m eans th a t  the  consequences of 

rapid urbanization a re  not as strongly felt as those of o ther  countries and 

therefore th a t  the quality  of life in the  u rban  areas , a lthough certainly less 

th an  optimal, has not de teriora ted  to the  level found in o ther  African cities

2 See Moser (1989b) for a comprehensive description and analysis of how 
planning and policy car. be tailored to address the needs of women.
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such as Lagos or Lusaka. S q u a t te r  se ttlem ents , which contain a significant 

proportion of u rban  populations in m any o ther African cities, have not yet 

consistently emerged as a m ajor last-ditch solution for families in Zimbabwe. 

Also, due to the economic prosperity  of Zimbabwe rela tive  to th a t  of o ther 

African countries, the  resources for addressing the  problem in tha t country 

a re  th a t  much greater. However, if  p resent population trends continue and 

cu rren t  policies which do not address the  needs of poor households— 

particu larly  those which a re  wom en-headed— are  not modified, the  urban  

landscape in Z im babw ean cities could begin to resemble tha t in African 

cities where these problems have had longer to fester. As with o ther 

countries, designing policies which facilitate the  formation, development and 

success of com m unity-based housing organizations could act to modify t his 

scenario considerably.

The second factor in ev a lua ting  the  applicability of the  research 

resu lts  to o ther contexts is th e  ethnic mix of the  Z im babw ean population 

which, unlike some o ther  African countries, consists prim arily  of only two 

m ajor groups: the  Shona and the  Ndebele. Although th is type of conflict 

surfaced in only one of the  five cases, the  Cotton P rin ters  co-operative 

(although m anifesting itself  in pa rt isan  political conflict1), the  concentration 

of Shona and Ndebele in certain  regions of the  country probably has the 

effect of minimizing the  im pact of e thnicity  on the  developm ent and viability 

of comm unity-based organizations. This is because the  m em bership  

composition of these organizations, being locally based, would tend to be 

fairly homogeneous.

Finally, the  ability of the  organizations in this study, particularly  the 

community-based housing co-operatives, to mobilize savings in a self-reliant
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m an ner  should be seen in the  context of the  history o f ru ra l savings clubs in 

Zimbabwe. Because of the close connections m any  city dwellers m ain tain  

with the ir  ru ra l homes, it is likely th a t  the  collective experience derived 

from the  es tab lishm ent and success of these clubs has had a positive impact 

on parallel activities in the  urban  a reas  such as housing co-operatives. This 

would need to be su bs tan tia ted  by fu r the r  research on informal savings 

clubs in the  urban  areas; as  well as on the  previous partic ipation  of housing 

co-operative m em bers in e ithe r  ru ra l or u rban  savings clubs as a precursor 

to joining the  co-operative.

In comparing the  resu lts  of th is study with the evidence from the 

lite ra tu re  on American com m unity-based organizations, certa in  differences 

emerge. In the context of C unn ingham  and Kotler's work (1983^ which 

describes a ttr ib u te s  of the  s tru c tu re  and  s tra tegy  of these  organizations, 

Z im babw ean comm unity housing organizations were comprised only of 

individual mem bers. T here  were no indications of the  o ther  forms referred 

to bv C unningham  and Kotler such as coalitions. This could be because 

m any of the  organizations described by C unningham  and Kotler employed a 

strong e lem ent of social action, or protest, for which th e  coalition s truc tu re  

is b e tte r  suited.

In Zimbabwe, a t  least  in the housing sector, social action has not yet 

emerged as a major s tra tegy  for change. I t  is possible th a t  because of the  

country’s recent political independence, the  people have not ye t had enough 

tim e to become disillusioned with the  governm ent to p ro tes t  against it.

Also, the  success of the  ZANU political pa rty  in presen ting  itself  as the  

liberator of the  people through  the in s tru m en t  of socialism has perhaps not 

yet worn th in  enough to foster loss of faith of the  people in the  ability of a
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centralized system to deliver basic services. There is recent evidence, 

however, tha t the popularity  of ZANU is on the downswing, as revealed in 

the  voter tu rnou t of the  last national election (March, 19901 where just over 

h a lf  the  electorate cast the ir  votes. This can he contrasted with the turnout 

of 90fr witnessed in the  elections of both 1980 and 1985 and suggests tha t 

the  hold which ZANU exercises over the people m ay he on the  decline {The  

Economis t , April 7, 1990:48).

The lim itations o f the study

This research represen ts  an early  a t te m p t  to study comm unity-based 

housing organizations on a com parative basis and according to a specified 

fram ework, as opposed to the  brief, descriptive case studies which 

characterize much of the  existing empirical l ite ra tu re . Consequently, there  

are  certain  weak points in the  study’s scope and methodology: some a 

function of the context of the  research, and others which resulted from 

o ther  constraints.

The most serious lim itation of the  study was the  lack of organizations 

available for study which had been in existence over a long tim e period.

The oldest housing co-operative, the Cotton Printers, had only been in 

operation five years  a t  the  tim e of the  study; the  others were younger than  

this, some less th an  a year  a t  the  onset of the  study. This precluded 

observations of la te r  stages of developm ent of the organizations. It is 

possible, for example, th a t  the  roles of policy and ex ternal act r. in 

organizations a t  la ter  s tages of developm ent differ from the  roLs described 

in this study. In terna l functions such as participation and in ternal cohesion
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m ight change with time as well. Also im portant to investigate  would be 

w hether the  organizations a t te m p t  to sponsor subsequent program s after 

the  completion of the  initial housing project, and the  im pact th a t  these 

program s have on the fu tu re  s truc tu re  and functioning of the  organizations.

Related to the  early  stage o f developm ent of the  organizations was 

the  focus of the  interviews on m em bers o f the  Executive Com m ittees of the 

organizations. It was intended th a t  the  researcher would spend p a r t  of the 

tim e in the  field residing a t  the  new housing sites with co-operative m em ber 

occupants, and, using an  e thnographic  approach, develop a be tte r  

unders tand ing  of the  m em bers in the  organizations and the ir  various 

characteristics and aspirations. Because m ost o f the  organizations (with the 

exception of the  Cotton Printers) had only barely  commenced construction, 

this was not possible. In addition, the  records o f the  co-operatives contained 

very little information about the  m em bers. Although a revealing m ini-studv 

of women co-operative m em bers was carried out, b e tte r  d a ta  on the  n a tu re  

of the m em berships would have served to portray  a more complete picture 

of the  co-operatives.

The problems described in C h a p te r  IV with gaining en try  to the 

Cotton P rin ters  co-operative resulted in a  d ifferent quality  of information 

available on th a t  organization relative to the  others. First, the  researcher 

had access to the  key figures in the  Executive Com m ittee  only on a  casual 

basis, since they were not formally interviewed. Second, the  interviews th a t  

were conducted were o f two groups of Executive Com m ittee  members; 

therefore, different information m ay have surfaced th an  if the  individuals 

comprising them  had been interviewed separa te ly . Finally, access was 

never g ran ted  to the  organization’s w ritten  records, which m ay have
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revealed information crucial to the  study. Nevertheless, as a compensation, 

a num ber of secondary sources were available from which to draw  

information (such as local new spaper articles; CDLC, 1989; Plan Inc., 1989i.

The tim e available for fieldwork (six months) m a \  also have affected 

the  depth and quality  of d a ta  th a t  em erged from the  study. A t the  very 

least, if the  fieldwork period could have been extended, more of the 

organizations’ general m eetings could have been attended  thereby  enriching 

th e  d a ta  based on pa rt ic ipan t observation. This is particu larly  applicable 

for Capri and Tashinga co-operatives, for which only one m eeting  each was 

a ttended.

O ther limitations to th e  study include weaknesses in the  participatory  

aspect of the  research methodology. Im pedim ents to im plem enting  a tru ly  

partic ipa tory  study, as outlined in C h ap te r  IV, revolved prim arily  around 

two factors: the  lack of tim e available to the  potential partic ipan ts  due to 

t ran sp o rt  problems re la ted  to their u rb an  situation; and the  close political 

affiliations of some of the  case study organizations, e ith e r  w ith locally 

elected officials or the  ruling ZANU party , both of which had a political 

agenda to fulfill t h a t  potentially conflicted with the aim s of the  research. A 

confounding factor was the  resea rcher’s lack of affiliation with a 

recognizable im plem entation  agency (such as an in ternational aid agency or 

NGO) which the  organizations could have seen as a potential vehicle of 

action resu lting  from the  research. The combination of these  factors m ay 

have m ade the  study incompatible with the  goals and processes inheren t in 

participatory  research methodology.
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The future o f urban com m unity-based housing organizations

Despite the research limitations discussed above, the  experience of the 

five Zimbabwean organizations suggests th a t  urban  comm unity-based 

housing organizations can be viewed as effective in s trum en ts  for mobilizing 

savings. This study revealed th a t  the  m onthly contributions to the  two 

community-based co-operatives, where average incomes were probably 

lower, were as high as 50% of monthly wages and were susta ined over long 

periods. The default ra te s  for these two organizations, a t  2.5% and 5% 

respectively, exemplify a much b e tte r  perform ance th a n  m ost banks would 

consider acceptable. This corroborates evidence from o ther  countries th a t  

the  ability of poor people to reliably and  consistently save money should not 

be underestim ated . (The m ost famous exam ple of such an effort is the  

G ram een Bank of Bangladesh3). The precise de te rm inan ts  o f ability and 

reliability to save are not clearly understood, however it has been suggested 

th a t  th is could be partly  due, in the Z im babw ean case, to the  history of 

rural savings clubs.

An analysis of com parative  costs for the  th ree  co-operatives engaged 

in building a t  the tim e of the  study indicates th a t  these  organizations have 

the  capacity to build a t  costs equal to or lower th an  e ither  the  private  sector 

or o ther government-sponsored organizations. This appeared  to be 

determ ined partly  by size of the  organization, enabling economies of scale, 

as well as planning and s tra tegy  which (as explained above) was influenced 

bv policy. Research on a larger num ber of organizations would need to be 

conducted in order to fu r th er  subs tan tia te  th is claim.

3 See Fugelsang and C hand ler (1986) for a description of th is rural people’s 
bank which lends money to poor village families for small en terprise  
development, and enjoys very low default rates.
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The evidence from this study has shown th a t  com m unity  housing 

organizations rep resen t a resource th a t  could be tapped, in order to help 

m eet the  growing dem and for urban  housing in the low-income countries, 

particu larly  th a t  of traditionally  disempowered groups such as women and 

o ther poor families. Coupled with program s directed to improving the 

quality  of ;'fe in the  ru ra l areas, o ther m easures  need to be p u t  into place in 

order to facilitate the ir  activities.

First, u rban  policies which prom ote th e  developm ent and  effectiveness 

of community-based groups could contribute significantly to the  alleviation 

of the  housing problem. The most im p o rtan t  elem ent of th is is the legal and 

institu tional recognition of collective forms of ownership. A second e lem ent 

is the  removal of rules and discretionary practices which discrim inate 

against those sectors of the  u rban  population who are a lready  a t  a 

d isadvan tage— women and the ir  families along with those who work in the 

informal sector.

Both the  comm unity-based and the  workplace housing co-operatives 

in this study dem onstra ted  the  need for ex ternal support in several a reas  

such as train ing, legal and technical advice and guidance on funding 

possibilities. For the  workplace organizations, some of th is  support came 

from the  companies whose employees comprised the ir  m em berships. The 

community-based co-operatives, which were nevertheless a t  an  early stage 

of developm ent in this study, had to function with little or no real support.

A national-level co-ordinating agency, preferably of a non-governm ental 

na tu re , which can provide technical assistance, training, legal, auditing and 

netw orking services would greatly  improve the  ability of both types of 

organizations to function effectively.
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The evidence from th is  study of interference on the  p a r t  of politicians 

and political parties in the in ternal affairs of com m unity-based 

organizations, corroborated by research conducted in the early  1980’s in 

Latin Am erica (Gilbert and Ward, 1984a and b), provides a paradoxical 

corollary to the  encouraging notion th a t  com m unity-based developm ent 

efforts a re  favored by proponents of both the  r igh t and the  left. The 

Z im babw ean governm ent’s socialist leanings constitu te  the  ideological basis 

for its support of co-operatives in all sectors, including housing. Yet it 

appears  th a t  in practice, th e  political system  is res is tan t  to allowing efforts 

of this n a tu re  to rem ain  autonomous. In the  Latin  Am erican case, w here  

(notw ithstanding recent political changes) regimes have a  long history of 

being right-wing, com m unity  organizations have been prom oted for different 

reasons, b u t  a re  similarly prone to patron-client rela tionships and u ltim ate  

subordination by powerful political constituencies. This m eans, 

unfortunately , th a t  there  is not only ag reem en t in principle on the 

legitimacy of comm unity-based development; bu t  also in practice, where 

actors on both sides of the  political fence see com m unity organizations e ither  

as a th r e a t  to the ir  power base or as a potential for adding to it.

The challenge of resisting co-optation or control by various ex ternal 

actors is one th a t  can be added to the  a lready formidable challenges which 

com m unity-based organizations face. I t  will require  p a rt icu la r  as tu teness  on 

the  p a r t  of comm unity organization leaders in the ir  a t te m p ts  to negotiate  a 

pa th  th rough  the  quagm ire  of bureaucra tic  and political a g e n d a s -  a skill 

which could be included in tra in ing  program s.

The need to m ee t these  and o ther  challenges is underscored by the 

potential th a t  comm unity-based efforts rep resen t in the ir  overall
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contribution to developm ent in all sectors, including housing. Their real 

significance, perhaps, lies not in such indicators as the  num ber of houses 

built or children immunized, b u t  ra th e r  in the enabling and empowering 

capacities th a t  na tu ra lly  arise out of collective efforts to improve the  quality  

of life. A com m unity o r g a n i z a t i o n  t h a t  is able to m eet the  goals of its first 

projects can then  m easure  up to the task  of tak ing  on o ther goals. In this 

way, developm ent occurs in an increm ental m anner through an ite ra tive  

and cum ulative  process of em pow erm ent. The leaders and m em bers of the 

organizations th a t  were the focus of this study represen t a tiny p a r t  of this 

overall process. Yet despite their m eagre resources and relative obscurity, 

they, and others like them , are the  unsung  heroes and heroines o f our day.
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APPENDIX A

SAMPLE OF QUESTIONS FROM THE GENERAL INTERVIEW 
GUIDE AND ADDENDUM FOR WOMEN EXECUTIVE MEMBERS 

Inception o f the Organization

How was the  organization s ta r ted?  Who were/was these/this individual(s)? 

How did the  i n i t i a t o r s ) of the  organization gain support for the  idea of 

forming a housing co-operative? Why was the organization originally 

formed?

Stages o f D evelopm ent

How did the  organization initially choose its leadership? How fast did the  

organization grow a t  first? How often did the  organization initially meet? 

W hat were some of the  early  problems th a t  the  organization encountered?

Project Im plem entation

How did the  co-operative obtain  land? Did you seek outside technical 

assistance in this process? How much do the  co-operative m em bers pay per 

m onth? H as this ra te  changed? How' did the  co-operative obtain financing? 

Did you seek advice for this? Is the  co-operative registered? Could you 

describe in detail the reg istra tion  process? Did the  co-operative hire a 

contractor or are  you building the  houses yourselves?

Internal Characteristics

How does the co-operative typically m ake decisions a t  this time? Has the  

co-operative ever had problems with people misusing funds? Has the  co­

operative ever had problems w ith serious d isagreem ents am ong the
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m em bers? Among the  leaders? How are  co-operative m em bers notified 

about m eetings? W hat kinds of skills have you draw n from wit hin the co­

operative  m em bership?

External Constraints/Inputs

W hat interactions have you had with the  City Council? Did you receive any 

assistance from them ? W hat in teractions have you had with C entral 

G overnm ent?  Can you describe the  outside agencies/organizations th a t  you 

have had the most in teractions with?

Special Addendum for Women Executive Committee M embers

W hat kinds of tasks do you perform for the  Executive Com m ittee? Do you 

th ink  th a t  during Executive Com m ittee  meetings, women ta lk  the  sam e 

am o un t as the  m en? C an  you describe some of the  problems th a t  women 

co-operative m em bers have with housing?
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APPENDIX B

SAMPLE OF QUESTIONS FROM THE INTERVIEW GUIDE FOR 
WOMEN CO-OPERATIVE MEMBERS 

H ousing History

Age? Ethnicity? C urren t and past m arita l  s ta tus?  N um ber and location of 

children? Education (include special train ing)? Sources of support for self 

and children (include formal and informal)?

M otives for Join ing Co-op

Why did you join the  co-operative? Did you try  procuring a house by o ther 

m eans? How did you hear  abou t the  co-op? Are you active in ZANU? Are 

you active in the  church?

Role in the Co-operative

Do you a tten d  all the co-operative's m eetings? Do you ever ask questions a t  

the  m eetings? Have you ever done special tasks for the  Executive 

Com m ittee?
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APPENDIX C 

PHOTOS

"low d e n s i t y "  h o u s i n g  i n  Harare

"high d e t i s i t y "  housing in Harare
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c u r r e n t  l o d g i n g  q u a r t e r s  f o r  a K u g a r ik a  K ush inga  c o - o p e r a i i  vo mcmbc)

c u r r e n t  l o d g i n g  q u a r t e r s  i n  Mbare hi g h - d e n s i  tig ai'ea



te m p o r a r y  s h a ck  o f  a Takura  C o - i ' p e r a t ; r e  member at  t h e  b u i l d i t

t h e  f o u n d a t i o n  o f  the  ncu  Ih.'use j u s t  b e h i n d  the  shack



p a r t i a l l y  c o n s t r u c t e d  house  b u i l t  by th e  C o t t o n  P r i n t e r s  Co-opera

c o m p l e t e d  house  b u i l t  by th e  C o t t o n  Pm'fi t ters Co-ope i \ i t  i (><
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b r i e k - m a k i n p  m ach ine  -  G o t te n  P r i n t e r s  C o - o p e r a t i v o

d o o r  f r a m e s  s t o r e s  a t  p r o d u c t i o n  s i t e  -  C o t to n  P r i n t e r s  Co-oj>eruti  re
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R e c i t i n g  s l o g a n s  a t  a m e e t i n g  -  K u g a r ik a  K ush inga  C o - o p e r a t i v e

S e c r e t a r y  a d d r e s s i n g  th e  members -  K ugar ika  Kush inga  C u - o p e r a t i o e
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Members a s k i n g  
q u e s t i o n s  a t  
c o - o p e r a t i v e  
m e e t i n g s  -  
K ugar ika  Kush inga  
C o - o p e r a t i v e
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