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BACKGROUND 

 
Why we need a tool to diagnose co-ops? 

 

The profit oriented economy, based on anonymous investors maximizing their income, has 

changed the world so it is on the verge of self-destruction.  According to the data available from 

the World Health Organization, more people die unnecessarily from preventable diseases each 

year than during the Second World War.  Global warming is threatening the lives of hundreds of 

millions of human beings who may soon become climate refugees.  Arms industries are bringing 

profits to the investors around the world at the cost of lives and suffering of people in Africa, 

Latin America and the Middle East.  In these circumstances, more and more people are seeking a 

new business model – a company which can satisfy people’s needs and work for the good of its 

customers and employees and not simply for the profit of its owners.  Co-operatives are pointed 

out as exactly such companies (Webb, 2016).  They are not just profit oriented; they are based on 

a set of traditional values and principles that put people and their needs before profit.  They have 

been proven to do better than the rest of economy (UK Co-operatives Report, 2012).  Yet, 

mainstream economic and business education seems to have abandoned them as an alternative 

(Kalmi, 2009).  In addition, under the pressure to conform to the dominant business paradigm by 

becoming more profit-driven, co-operatives seem to undergo an “identity crisis” (Cote, 2000, 

Ketilson, 1997).  If they are to take the leading role in the economy of the future we have to find 

a way to assist them in meeting this “identity crisis” by developing a method of testing their 

adherence to values and principles in as rigorous a way as we determine profitability in investor 

owned companies.  The tool we describe in this paper is meant to serve this very role. 

 

Co-ops take many shapes and forms, but at the heart of each is the drive by the founding 

members to meet some of their common needs and aspiration within a framework of the specific 

Co-op Values and Principles (ICA Statement of Co-operative Identity) (Novkovic, 2008).  I. 
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Co-ops, like other organizations based on values such as religious orders, are subject to the 

forces noted above which may lead to abandoning their values and principles as they react to 

address their changing situation (Hostie, 1973).  As depicted in Figure 1 they grow until a certain 

point when they reach their greatest development and prosperity.  From that point, if nothing is 

done, they decline and fall as their previously successful approaches ossify and cease evolving 

from their core values.  In their slow decline, they reach a point requiring renewal, an area of 

possible change.  If they do not notice it and act, an inevitable fall and decline follows and 

nothing can save the organization. 
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other information in order to develop a more realistic assessment.  A diagnosis must always be 

an ongoing learning process.  You should never make the mistake of making decisions on the 

basis of mere questionnaire results.  The CoopIndex results are just a starting point for a better 

understanding of your co-op not the end of the process. 

 

The Co-op Index was developed within the framework of Total Participation Management 

(TPM) developed by Ryszard Stocki (Stocki et al., 2010).  TPM assumes the very nature of the 

person requires participation in shared actions, organizations, and communities that respond to 

their needs and aspirations.  TPM understands personal growth and development as 

fundamentally shared goals for all persons, and thus for a co-operative’s members and 

employees.  This ontology of the person presupposes: (a) people actively participate in making 

sense of their environments; (b) this sense making guides their actions and involvement in 

response to their environment; (c) people must be in positions in which they have the 

responsibility and capacity to take actions of importance to the co-operatives activities and 

results; and (d) they share a common vision of the good toward which they are striving. (Stocki 

2008, Hough 2015) 

 

The Co-op Index was developed collaboratively by a group of co-operative developers, co-op 

members and co-op leaders to be a handy diagnostic tool for the organizational development of 

worker co-ops. Many papers and book chapters have described its functions and diagnostic 

model (Stocki, Prokopowicz, Novkovic, 2012; Novkovic, Prokopowicz, Stocki, 2012; Hough & 

Novkovic, 2012; Stocki, & Łapot, 2014, Bryson & Bryson 2012).  In the following parts of the 

paper we present empirical data gathered so far from eight Canadian and American co-

operatives.  The paper presents a new model that resulted from a principal component analysis 

and which supported our initial assumptions. 

 

 
METHOD 

 
The CoopIndex Tool 

 

How did we construct the tool? 

 

Many different methods may be used to find the truth about an organization, starting from 

ordinary conversations, group meetings, and reflections.  However, in such discussions difficult 

topics may be avoided. We wanted to objectify the truth via an ideal external model which we 

developed using the method of concept mapping (Laukkanen, 1998; Bryson et al., 2004).  Using 

the process of oval mapping (Bryson et al., 2004) we asked a group of co-operative activists to 

describe an ideal co-
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description of the tool development process can be found in (Stocki, Prokopowicz & Novkovic, 

2012) 
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Characteristic N % 

46-55 47 14.0 

More than 55 28 8.4 

I'd rather not say 14 4.2 

Missing data 79 23.6 

Education 

Primary 7 2.1 

Secondary 30 9.0 

College 50 14.9 

Professional 4 1.2 

Bachelor's
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RESULTS 

 
Result distributions 

 

After the preliminary exploration of descriptive statistics, we found that our 174 questions fell 

into two categories.  In 58 of them, their distribution was close to normal though it was skewed 

positively.  We deduced that in the cases of these questions the perception of a co-op depended 

mainly on the features of the co-ops.  Positive skewness meant that respondents were choosing 

rather positive responses to the statements.  In most of the other 116 questions we found out that 

their distributions were bimodal.  In traditional interpretation such questions are considered 

unreliable. When we tested the reasons of the bimodality we found out that it was caused 

primarily by the sex of the respondent.  This means the same aspect of a co-operative was 

viewed differently by the men and the women respondents.  Some of the divergence also 

depended on tenure, education, etc.  Although the questions were a good measure of what a 

particular co-op was like, because of the statistical requirements for Principal Component 

Analysis, they could not be used for our purposes.  Of course, these questions can still contribute 

to a diagnosis of a co-operative, but they have to be interpreted with the help of the respondents 

who can identify the factors that explain the difference.  Perhaps women have different 

sensitivity looking at the same reality, or perhaps they experience a different reality in the co-

operative.  We have decided to make this issue the topic of a separate analysis and a future paper. 

 
Initial reliability 

 

The results from 325 respondents allowed us to calculate the Cronbach's alphas. Kline (1999) 

claims that in case of psychological constructs we may accept scales with reliability lower than 

0.7, because of the variability of the constructs.
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A principal component analysis (PCA) was conducted on the 58 items with orthogonal rotation 

(varimax) with Kaiser normalization.  The Kaiser–Meyer–Olkin measure verified the sampling 

adequacy for the analysis, KMO = .893, Bartlett’s test of sphericity = 3577.41, p < .000, df = 

1770 indicated that correlations between items were sufficiently large for PCA.  An initial 

analysis was run to obtain eigenvalues 



C





C O O P I
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 1 2 3 4 5 6 7 8 9 10 11 12 

146. I have a good 

understanding of the 

various co-op roles - 

employee, member, 

manager, director, 

officer. 

.293       .178   .652 .330 

121. I know what actions 

have to be undertaken in 

order to secure our co-

op's success. 

 .128 .223 .170 .107     .147 .617  

161. When making 

decisions, I take their 

ecological consequences 

into account. 

  .261    .115  .155 .182 .121 .700 
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 N Mean Std. Dev. Std. Er. 

Co-op 4* 18 5.18 .91 .21 

Co-op 5* 52 5.13 1.03 .14 

Co-op 6 19 5.37 .99 .23 

Co-op 7 39 4.62 .86 .144 

Co-op 8* 13 4.33 .58 .16 

Total 261 5.16 .97 .06 

Self-

responsibility 

Co-op 1* 3 6.11 .51 .29 

Co-op 2 88 5.33 .98 .10 

Co-op 3 37 5.44 .80 .13 

Co-op 4* 24 5.68 .77 .16 

Co-op 5 52 5.76 .86 .12 

Co-op 6 20 5.30 1.01 .23 

Co-op 7 41 5.07 .66 .10 

Co-op 8* 13 4.46 .97 .27 

Total 278 5.38 .92 .06 

Fairness 

Co-op 1 0 . . . 

Co-op 2 31 5.44 .74 .13 

Co-op 3* 13 5.55 .96 .27 

Co-op 4* 8 5.91 .79 .28 

Co-op 5* 14 5.85 .59 .16 

Co-op 6 13 5.38 1.10 .31 

Co-op 7 0 . . . 

Co-op 8 0 . . . 

Total 79 5.57 .83 .09 

External 

Solidarity 

Co-op 1
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TABLE 6. ANOVA TESTS OF SIGNIFICANCE OF DIFFERENCES BETWEEN THE RESULTS OF CO-OPS 
 

 

  Sum of 

Squares 

df Mean 

Square 

F Sig. 

Dignity Between Groups 8.19 3 2.73 4.11 .01 

Within Groups 94.33 142 .66   

Total 102.52 
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DISCUSSION 

 

In contrast to all the previous research and tests of the CoopIndex, principal components analysis 

revealed a completely new picture of the essence of co-operative management.  It is hidden in 

the first component we called “Human Dignity”.  This component essentially consists of two 

previous scales that reflected the values of Honesty and Openness.  The scree plot in Figure 1 

shows how much variance is captured by this single component.  Because of this we present this 

component in detail as it reveals the co-op characteristics that are most important for the co-op 

members.  The first 13 rows of the second column of Table 5 list all the questions in this 

component.  We find there statements that confirm that co-op members are considered to be free, 

responsible, and knowledgeable persons.  They are invited to actively participate in the decision 

making process: trust (statement 37); participation (statements 165, 87, 23, 42, 118); are 

recognized as individuals (statements 2, 56, 133); and are responsible for the common good 

(statements 3, 67).  On the scale 1-7 all mean values for the particular co-ops were above 5.  

However, we must remember that within a given co-operative the results of particular 

respondents may differ substantially.  This result confirms the essence of successful management 

as described in detail in Stocki at al (2012) and confirmed by the empirical results of a tool 

similar to CoopIndex (Stocki 2015).  This essence, which was considered an amazing oversight 

(Titus, 1984), is participation and the recognition of human dignity, also called total participation 

(Titus, 1984).  

 

There are two more components that are composed of statements from two scales of the previous 

version of the tool.  Questions which referred to Self-help and Democracy made a component we 

called Development.  It is a very important feature of this component that many self-

development questions (51, 55, 104) are in the same component with questions that reflect the 

use of knowledge on a daily basis (140, 78, 79).  We might say that only real business literacy 

and development creates appropriate conditions for real member engagement.  Finally previous 

scales of Equality and Equity merged in the component we called Fairness.  It reflects fairness in 

hiring, compensation, membership, promotions, dismissals, but also in the treatment of external 

stakeholders.  
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CONCLUSION 
 

The tool’s high reliability and the content of the new scales which we refer to the Co-

http://www.coopindex.coop/
http://www.stocki.org/
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