www.coopnetaldia.org

www.coopnetupdate.org



MATCOM
Material and techniques for cooperatives management training

The MATCOM Project was launched in 1978 by the International Labour Office, with
the financial support of Sweden. In its third phase (1984-1986) MATCOM is financed
by Denmark, Finland and Norway.

In collaboration with cooperative organizations and training institutes in all regions of
the world, MATCOM designs and produces material for the training of managers of
cooperatives and assists in the preparation of adapted versions for use in various
countries. MATCOM also provides support for improving the methodology of
cooperative training and for the training of trainers.

Publications of the International Labour Office enjoy copyright under Protocol 2 of the
Universal Copyright Convention. For reproduction, adaptation or translation,
application should be made to ILO Publications, International Labour Office, CH-1211
Geneva 22, Switzerland. The International Labour Office welcomes such applications.

Copyright © International Labour Organization



NOTES

FOR THE FI ELD TRAI NER

Contents

I ntroduction 3
Assessing training needs 5
Trai ning systens and arrangenents 11
Desi gn of training progranmes L7

Ref er ences

Li st of tasks 29
MATCOM trai ning nateri al 42

| SBN 92-2-105587-6



Copyright C) International Labour Organisation, 1986
Original Script: K. K. Taimni
Illustrations: Anja Langst

Printed in Vienna, Austria, 1986



INTRODUCTION

This is a manual for field workers responsi ble for the
training of commttee nmenbers and staff of primary agricul -
tural co-operatives.

The manual provides guidelines as to how to plan and carry
out training activities. It discusses nethods for assessing
trai ni ng needs and systens for organising training in the
field, with particular enphasis on the use of "MATCOM Lear n-
ing Elenents"” - special self-study booklets for staff and
comm ttee nenbers of agricultural co-operatives.



The work of the | eaders and staff
of an agricultural co-operative:

SALES FARM
SUPPLIES

preparing plans and budgets
and maintaining the books,

NN,

>
L

organising credit and
supply services,

organising receipt and
storage of produce,

organising transport,

. plus marketing, information, member
education and many other things.



ASSESSING TRAINING NEEDS

An agricultural co-operative is an association of farnmers
doi ng busi ness together - purchasing farm equi pnent, seed
and fertilizer; arranging transportation, collection, stor-
age, and marketing of produce; nobilizing savings and ad-
vancing credit; in general, providing whatever is needed to
i ncrease the inconme and inprove the condition of the farner-
menbers.

The success 'of such a co-operative, however, depends to a
great extent on the ability of its |leaders ( the comrittee
menbers) and staff who | ook after the day-to-day business.
They nust be hard-working and seriously commtted to the
comon goal s of the co-operative, and nust have the speci al
skills and know edge their work requires.

The pictures on the opposite page illustrate sone of their
nost inportant tasks.

If a co-operative is not performng well (its nmenbers are
di ssatisfied, it is operating at a loss, or its business is
declining), it is quite likely that it has a weakness sone-
where within these key areas. The co-operative can oe
hel ped only if the exact causes of the problem can be
i dentified.

The weakness nmay be due to i nadequate know edge and skills
anmong conmittee nenbers or staff, lack of interest on their
part, or such outside factors as changes in governnent pol -
i ci es.

Specific training can correct a |lack of know edge and skills

and foster a sense of professionalism Oher causes of co-
operative failure may require different renedies.



METHODS OF ASSESSI| NG TRAI NI NG NEEDS

There are a nunber of ways by which the training needs of a

co-operative can be determ ned. Anmong the nost conveni ent
are:

personal observation and informal discussion with nem
bers, conmttee nenbers, staff and col | eagues;

- study of co-operative accounts and reports;

i ndividual interviews with conmmttee nmenbers and staff,
based on their job specifications.

Per sonal observation and i nformal di scussion

The fact that you are a field worker neans that you know the
co-operatives in your district very well. You are in a
position to see for yourself the actual workings of the co-
operatives. Furt hernore, you know many of their nenbers and
nost of their |eaders and staff. You hear opi nions about
the various societies fromall |evels,, managenent and nmem
bers, insiders and outsiders. This is very informal, useful
input; it offers you sone idea as to potential training
needs in different groups.

What you observe may confirm what you are told. Actual of-
fi ce managenent, tradi ng procedures, maintenance of books,

/ HAVE
WAITED TWO

/| THINK
THEY ' VE GOT

A PROBLEM
HERE...

SORRY, THE
CHEQUE IS
NOT READY
MET ./
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staff behavi our, care of stock, transport scheduling, and
the like may reveal weaknesses in these operations - perhaps
due to lack of training.

Your personal observations forma necessary basis for your
trai ni ng needs assessnent, but you nust certainly continue
your analysis in a less informl way.

Study- of - accounts-and-reports

You anal yse the accounts of a society to pinpoint its weak-
nesses. The accounts may reveal unsuspected problens or
confirm sonet hi ng you have suspected for sone tine (for in-
stance, that transport arrangenments are too costly or er-
ratic; or that incone has dropped with the quality of prod-
uce). The accounts reflect only results; wth the co-oper-
ative managenent, you need to determ ne the causes of a
given problens. (Was the transport poorly planned, so that
partial |oads rather than cost-efficient full |oads were
driven? Were pick-up dates for transport adequately publi -
cized? D d produce |ose quality due to inproper storage?)
Thr ough your analysis of the accounts it is very likely that
you wi || discover such areas of training need.

O her docunents can be used to assess weaknesses and train-
i ng needs, as well (for instance, operating statenents and
reports prepared regularly for the commttee by the nanager;

m nut es of neetings; and reports of auditors and other in-
spectors). You should study all such reports carefully,
anal yse each difficulty and ask yourself: woul d training

sol ve the probl en?

I ndi vidual interviews with commttee nenbers and staff

You cannot determi ne the training needs of co-operative per-
sonnel - and commttee nenbers - until their job specifica-
tions are clear. | f they do not know exactly what the job
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entails, they cannot know if they have the training to do it
or not. Even then, sone of them may sinply not know that

there are other and better ways of doing their jobs. People
nust be sure exactly what their jobs are. (It sonmetines
happens in co-operatives that people trust that "soneone
el se” is responsible for certain jobs which they, in fact,

shoul d have carried out thenselves.)

Bef ore you attenpt to assess training needs through inter-
view, therefore, it is advisable to arrange a joint neeting
with the coonmittee and the staff of the society to discuss
two inportant questions:

What are the jobs to be done?
Who is going to do thenf

It is inportant that everybody knows his own tasks and re-
sponsibilities and al so appreci ates the rol es of other

peopl e, both nmanagenment and staff. This fosters coll abora-
tion and avoi ds unnecessary interference in others's work.
For you - as adviser and trainer - it facilitates the plan-

ning of a suitable progranmme of councelling and training for
t hose who need it.

As a basis and a structure for the discussions, you can use
the list of tasks included in the reference section (pages
29 - 41). | deal Iy, you, together with the commttee, the
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manager and the staff, should work out job specifications

for all people engaged in the managenent and the day-to-day
work of the society. If everyone is involved in these dis-
cussi ons and decisions fromthe beginning, it is likely that
noti vation, sense of responsibility and job satisfaction
w Il be nuch higher than in an autocratic system where
everything is deci ded by one person.

l\ GENERAL RESPONSIBILITIES OF THE COMMITTEE
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When everybody has agreed on the jobs to be done, how and by
whom you can begin the individual interviews. Your aimis
to find out exactly what the staff and commttee nenbers
need to | earn and how t hey can use your assistance.

Use the rel evant job specifications, which now shoul d be
available. Go through all itens on the list. Try to estab-
lish what your "trainee" thinks about the actual task, how
he wants to do it, what he feels confident or unsure about,

and so on. On the basis of this infornmation, you can pl an
your assi stance and training input.

SPECI FI C TRAI NI NG NEEDS

You nay di scover that the training needs of the committee
nmenbers differ fromthose of the staff. Every commttee
menber, for exanple, is not required to keep books, although
there nust certainly be a person in the co-operative trained
to carry out this job.

The roles and functions of commttee nmenbers vary from pl ace
to place, although their overall responsibility for the op-
erations of a co-operative renmain basically the sane every-

wher e. In sone snaller societies, they may performall man-
agerial tasks thensel ves and be involved in the day-to-day
work, as well. O her larger co-operatives may have a gen-

eral manager and several staff specialists enployed, |eaving
comm ttee nmenbers to concentrate on policy matters, planning
and control.

Taki ng into account the actual situations in your co-operat-
ives, it is your job to assess the training needs for al
conm ttee menbers and staff.
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TRAINING SYSTEMS AND ARRANGEMENTS

Once you have determ ned the training needs in the co-oper-
atives in your area, it is tinme to start thinking about how
you can offer training to those who need it. Training can
be given in nmany ways, even by a field trainer wwth limted
resour ces. The basi c approach, the timng and the venue, as
wel | as the nethodol ogy can vary. Let us di scuss sone of
the nore common possibilities.

TRALNI NG APPROACH - | NDI VI DUAI OR GROUP?

You nust first decide whether to work with your trainees in-

dividually or in groups. There are advantages to each ap-
pr oach.

i vi dual -
The new staff nenber is normally taught on the job, "learn-
i ng by doing" under the supervision of an experienced man-
ager. The nethod can be very effective if the supervisor is

able to give instructions and gui dance in a positive way.
It also allows the business of the co-operative to continue
uni nterrupted, whereas a nore formal training course takes
both trai ner and trai nee away. I n sone co-operatives, es-
pecially new ones, there may be no experienced supervi sor,
so you - the field trainer - nmust provide the individual
training, working closely with both commttee nenbers and
staff. Many i nportant procedures can be taught on the job,
for instance, record keeping and cash and stock control.
Specific problens can be discussed in detail and the pace of
| earning can be set to suit the trainee.

The primary di sadvantage of individual training is that, by
definition, it can only be offered to a |imted nunber of
peopl e. Its one-on-one nature is time-consumng to the
trainer - he mght, in the sane period, reach an entire
group of trainees.



G out -training

The group approach allows for the training of a |larger num
ber of people in a given interval - yet they nay have to
nmeet away fromthe work place, inconveniencing the co-oper-
ative nenbers.

Your first task as a group trainer is deciding how you

shoul d nmake up the groups.

If you di scovered training needs conmon to both the com
mttee nenbers and the staff in a particular society you can
arrange a common programe for all of them Thi s cannot
only save you considerable tine, it can devel op a conmmopn
under st andi ng anpng conmi ttee nenbers and staff.

TODAY WE
WiLL IyscusS
HOW TO PLAN THE
WORK — IMPORTANT
7O _ALL OF
us. ..

COMMITTEE-
MEMBERS

But, as we noted on page 10,in nmany cases traini ng needs
are different for commttee nenbers, managers and staff in
terns of content, enphasis or coverage. In this case, you
woul d have two or three different "target groups” for train-

i ng.

Their separation m ght be essential if the training is to
nmeet the specific needs of each group.
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O her inmportant factors m ght also favour the separate
training of commttee and staff - for exanple, the |evel of
literacy, or social and psychol ogical factors.

There are many group training patterns. You m ght be able
to arrange joint group training for participants fromdif-
ferent co-operatives, depending on the situation in your
district. You m ght, for instance, select groups according
to specialization and have a group of clerks (or nmanagers or
war ehouse supervisors) fromdifferent co-operatives neet for
a short training course.
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Such "specialization” facilitates the training of a | arge
nunber of people in a relatively short period of tine.
There is a honpbgeneity anong nenbers of the group; t hey
have simlar jobs and interests and can | earn from each
ot her through personal interaction and exchange of experi -
ences. The know edge and skills being | earned can be put
under group scrutiny.
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I M NG

A training event, organised in the field for a group of
peopl e on a specific topic, need not last long - one or two
days at nost. If the trainees live in the sane area, it
m ght al so be possible to neet for a few hours daily over
one week, or to neet once a week over a period of tine.

The next training topic mght then be brought up after an
interval of sone nonths. This ensures that the trainees are
not absent fromtheir work too nuch. Such timng is based
on the theory that they will profit nore by training "served
in small portions” than from | onger conprehensive courses.

VENUE

Wiere should the training be carried out? Basically you
have two al ternatives:

at a specific co-operative (for training its own person-

nel); or

- at a common facility - a centrally |ocated co-operative,

a school, a community centre (for training personnel
from several co-operatives).

Training-at -a-specific-cooperative

When you organi se training of conmttee nenbers and/or staff
in their own co-operative, the training can be focussed to
neet their specific needs. You can devote nore tine to dis-
cussi ng i ndividual problens and the actual work procedures
practised in the co-operative, pointing out specific areas
where i nmmedi ate i nprovenents can be nade by trai nees. Com
mttee nmenbers and staff may even attenpt to inplenent the
agreed-upon i nproved practices under your guidance.
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trai nees, or arrangenents for food. Trai ning under this
system becones i nfornmal and can be arranged when it is nost
conveni ent to participants. The co-operative may not have
to be shut down during training.

!/ CAN

CHECK
STRAIGHT P
AWAY./

HEN WE
MUST COMPAR.
WITH  LAST

%, |
¥ TRAINING AT A SPEC/F/C CO-OPERAT/IVE

_/’

But the "in-house training" does nean that you will have to
spend a few days solely for the benefit of a particular co-
operative. You may even have to stay there for a few days.

o acili

When you arrange for training at a common | ocation - perhaps
with participants froma nunber of co-operatives - you wl|l

have to settle a few issues before starting.

Whi | e deci ding on the venue, you nust ensure that it is
suitable for training. (W11l the trainees be unduly dis-
turbed? Can they easily commute to the location fromtheir

wor k pl aces?)

You nust al so be certain that you have the necessary sup-
portive facilities (chal kboard, a flip chart, perhaps an
over head projector, adequate seating arrangenents, etc.).

It may al so be necessary to see if adequate |lighting ar-
rangenents wll be available, particularly if training is to
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be conducted in the evenings. A further consideration to
keep in mnd is what arrangenents exist for overnight stay,
should it becone necessary. (It is preferable for trainees
to commute daily fromtheir work places.)

Finally, there is the question as to who should neet the
costs of trainees' travel, boarding and | odgi ng, training
material, and so on. |If you have a commopn budget for that
pur pose, informthe co-operatives accordingly. But if you
expect the trainees or their co-operatives to neet these ex-
penses, you nust clearly explain this, indicating the anmount
and net hod of paynment and when it is due.

W WHAT
EQPIENT AN
DO YoUu WNEED APLQ:/C’ST
FOR TRA/N/NG ?

GOOD SEATING ARRANGENENTS

FORMS ond BOOKS '
actually used/ in the co-operatlives.,

STUDY MATER/AL; ,
handowuts, exercise material, study texts etc.
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DESIGN OF TRAINING PROGRAMMES

Let us assune that you have nade a thorough "trai ning needs

assessnment” in close collaboration with your trainees.
Toget her you have agreed on a nunber of topics which you
will include in the training programe.

PRICRITIES

Your next step in designing the training progranme is to de-
cide on the sequence of topics - what should be taken up
first and what later.

As a general rule, you should first take up the topics nost
likely to help solve i medi ate probl ens facing the co-oper-
atives or those expected to help inprove performance in cur-
rent operations. O her | ess urgent topics may be taken up
| ater.

Since priority varies with the concerns of the co-operat-
ives, topics will vary fromone co-operative to another

IRAINI NG MATERI Al - MATCOM ELEMVENTS

MATCOM i s producing a series of self-study booklets (called
"Learning Elenents”) on each of the major areas of concern
to commttee nmenbers and staff of primary agricultural co-
operatives. These can be of significant use in your educa-
tion and training activities.

You should go through themcarefully, famliarize yourself
with their contents, and decide how to utilize them best.

Renenber, each bookl et covers only a single aspect of the
managenent of an agricultural co-operative. To be able to
decide on their suitability for your activities, you nust
read all of them

For a list of the MATCOM El enents, see page 42.
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Each El enent is produced by MATCOM in a "universal" edition
W t hout reference to any particular country or set of cir-
cunstances. The material is readily adaptable to | ocal con-
ditions and practices. Many countries have nodified it to

increase the effectiveness of the training. The adaptati on
is nost conveniently done centrally for an entire country by
a special commttee or team of specialists. The bookl ets
are then transl ated as necessary, reproduced and distributed
to trainees via the field trainers.

If you yourself participate in adaptation of MATCOM na-
terial, keep in mnd the follow ng points:

- Alter all currencies, nanmes, crops, co-operative nonen-
clature, term nol ogy and physical conditions described
in the booklets to suit your specific |local conditions.

- Modi fy the size of co-operative operations discussed in
each booklet to bring themin line with those of the
average co-operative in your area.
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Make sure that co-operative activities and practices
di scussed i n each bookl et neet |ocal requirenents; de-
lete or nodify whatever is not applicable.

Be sure that staffing patterns and sal aries, rules of
depreci ati on and taxes, costs and prices of articles,
rates of interest, etc. are simlar to |ocal conditions
and practi ces.

Transl ati on shoul d be done by professionals thoroughly
famliar with both | ocal |anguage and | ocal co-operative
practices. The bookl ets need not be literally trans
|lated, i.e. word for word. Rather, the enphasis should
be on conveyi ng the essence of the contents through | o-
cal phrases, |ocal situations and | ocal vocabul ary. The
| ocal reader should find hinself conpletely at honme with
the contents and | anguage of the transl ated bookl ets.

ILO welcomes applications for adapta-
tion, translation and reproduction of
MATCOM training material.

The adapted edition should have information about
the publisher, etc., as in the example above.



VAYS CF USI NG MATCOM EL ENMENTS

Ideally each trainee should be given a personal copy of
every MATCOM El enent for independent study and |ater refer-
ence. This will ensure effective |earning and |asting

course i npact.

There are several ways of using the Elenents in a field
trai ni ng progranme:

Exanmpl e 1: Sel f-study
Exanpl e 2: Study circle
Exanple 3. Sem nar

Exanple-1_-- Sel f-study

This nethod is suitable for highly notivated trainees with a

strong desire to | earn and (usual ly) previous study experi-
ence. It is also recommended as a suppl enent to on-the-job
trai ni ng organi sed by an experi enced nanager. Procedure:

- On basis of your training needs assessnent, you deci de
which staff or conmmittee nenbers in your district mght

benefit from studyi ng rel evant MATCOM El enents. Di s-
tribute the bookl ets accordingly.

- Est abli sh an i ndivi dual study plan with each trainee -
what El enents should be conpleted within what tine

frame, etc.

The trai nee then studies the El enents on his own, ac-
cording to that plan.

- Contact the trainee regularly to check on his progress,

di scuss the readi ng and encourage further st udy.
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Exanple 2. Study-circle

Here the studies are arranged for several trainees with
simlar training needs who live in an area where they can
conveniently commute to a central |ocation for regul ar neet-
ings of their "study circle".

The trai nees prepare thensel ves by studying an El enent
at hone. They wite answers to all questions in the
bookl et and note any difficult parts on which they re-
quire further explanation.

On a fixed day, they neet their fellow trainees for a
group sessi on. Under the guidance of a circle | eader
(you, or sone other suitable person), they go through
the El enent, conparing notes and answers. Any probl ens
are thoroughly discussed. "Exercises" are arranged to
reinforce the | earning, as needed. The "cl ass" shoul d
t ake approxi mately two hours. Before it is dismssed,
every nenber is given a new Elenent to study for the
next neeting.

- The study circle neetings that follow (schedul ed one to

three weeks apart) are arranged simlarly. Wien the
programme is conpleted after a few nonths, the trainees
wi || have studied several inportant topics.

- You should follow up study results continually, encour-
aging the trainees to put into application what they
have | ear ned.

"SELF-STUDIES”
AT HOME MAY
BE D/FFICULT...

/F SO, MORE TIME
IS NEEDED FOR THE
GROUP MEETINGS .
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Exanple 3:  Sem nar

When trainees live far apart and cannot neet regularly, this
method is nmost suitable.

- Sel ected trainees are given one or nore MATCOM El enent s
for hone study. They are asked to have this conpl eted
by a certain date, when they will attend a short sem nar
to discuss the material.

- The sem nar is held over one or nore days, depending on
t he nunber of topics included. Its programme ains at
hel ping the trainees fully assinlate the El ement con
tents. To this end, there are discussions, explanations
and exerci ses, as needed.

- It is suitable to conclude the semnar with "acti on com
mtments" (see page 38).

As an alternative to the above exanple, a sem nar may be or-
gani sed wi thout prior hone study required. In this case, of
course, nore tinme is needed for the actual sem nar.

Weekend Seminar “PLANNING THE CROP COLLECTION"

Time Ist Day 2nd Day
8.30 Review of study material. Preparing the Buying Points:

to Last year's experiences - Equipment
12.00 - an analysis - Staffing
13.30 Reception procedures: Preparing and presenting

to - Quality control plans.
17.00 - Payment procedures Action commitments.

- New forms

An example: A seminar programme based on the two
MATCOM Elements "Planning" and "Crop

nllorntsnm!.
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IRALNI NG SESSI ONS

When you run a training programre, you neet your students in
"training sessions", which may be rather short,
| ocal group neetings or nore fornmal

ticipants. I f you want your
t hese sessi ons,

I nfor mal ,
sem nars with many par-

participants to profit from
renmenber the follow ng points:

Plan the whol e session very carefully; try to predict
approxi mately how nany m nutes each section of the

session is likely to take.

Be sure that the session is clearly structured in the
trai nees' m nds.

Qutline the structure at the begin-
ni ng,

followit or say that you are diverging fromit,
and sunmari ze what has happened at the end.
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Keep in mnd the various | earning points. Do not forget
the job-oriented objectives of the session. Sumup the

mai n points on the chal kboard, a flipchart or a poster.
Encourage the trainees to take notes.
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Avoi d, when possible, telling the trainees everything;
try to elicit ("draw out") inportant points from them by
skil ful questioning.

Avoi d tal king too nmuch yourself; trai nees' discussion
shoul d take up nost of the tine. Ask, listen and gui de
rat her than talk.

Never ridicule a trainee' s answer or suggestion; it nay
have sone nerit and the attenpt itself is comendabl e.

Call on the silent and, if necessary, silence those who
tal k too much.

Be sure that everybody understands what is going on; do
not all ow di scussion to be taken over by a few who

under st and.

The role of the trainer

The trai nees should regard you, the trainer, as the person
whose job it is to organise and facilitate their | earning.

Your role does involve sonme supervisory functions, but it is
I mportant that you avoid an attitude of superiority, es-
pecially in the case of adult |earners. Instead, you shoul d
try to create an at nosphere of coll aborati on between your-

self and the trainees. Trainer and trainees alike nust bear
in mnd the ultimte purpose of the programme: to help
trai nees achieve a better job perfornmance.

Revi ew

| f the trainees have studied an El enent in advance, the main
purpose of the training session wll be to reviewall of its
essential points. The session m ght take the shape of a
chapt er-by-chapter discussion of the booklet. Sonetines in-
di vidual trainees m ght be asked to provide details of cer-
tain special matters or to explain how they apply to a given
job. This gives you an opportunity to provide "feedback” to
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participants on their preparatory studies and to di scover
what areas in the Elenent require further el aboration.

It is inportant that the trainees, not the instructor, be
t he nost active participants in the review session. The
role of the instructor here is to plan the session, to
elicit the key points fromthe participants and to | ead the
di scussi ons; but it is the role of the trainees to give ac-
counts of the subject matter, to ask and answer questi ons,

to share their own experience, and to participate fully in
t he di scussions. The instructor is to function as the co-
ordi nator and, when needed, as a resource person

Feedback

Feedback - the providing of information on their progress to
the trainees - is very inportant in the | earning process.
Through your comments, whether verbal or witten, you should
| et the trainees know exactly where they stand in their com
prehensi on of the course material. You have various ways of
gi ving feedback.

Where there are snmall groups of trainees, you wll have
enough tinme to closely follow the work of each individual
gi ving direct personal feedback in the formof coments on
answers or discussions. This greatly reinforces |earning.

During their preparatory study, the trai nees were supposed
to wite answers to the questions in the Elenent. These
answers nust now be checked.

Sone questions require an exact answer and are sinply nmarked
right or wong accordingly; ot hers require comment or
opi nion, longer witten responses. These can be especially
useful as indicators of the full extent of trainee under-
st andi ng.

You should wite comments on the answers or request re-read-
i Nng as necessary.
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Exerci ses

In addition to the "review' of the contents of an El enent,
sonme additional exercises my be needed. These are intended
to help trainees see the rel evance of the study topic to
their owm worx situations. They allow the trainees to prac-
tice certain work procedures described in the Element, form
ing an essential "bridge" between study and work.

Most El enents contain proposals for such "conplenentary ex-
erci ses". You should feel free to nodify or to add to the
exercises to create the nost relevant and effective training
progranme possi bl e.

You shoul d consi der the suggestions of the trainees in
selecting the nost rel evant exerci ses.

Upon conpl etion of each group exercise, it is inmportant that
the trai nees be given adequate time to report their findings
to the other groups or to denonstrate the results of a prac-

tical assignnent.
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The exercises included on the training programme
should be closely related to the actual jobs and
problems of the trainees.
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"Action- progranmme"”

It has been observed on occasion that co-operative personne

spend a long tinme attending training courses - with no vis-

i bl e change in job performance upon their return to work and
no i nprovenent in their co-operatives.

We said earlier that there nust be a bridge between training
and wor k. Progranme content nust be closely related to the
actual tasks of the trainees, but this nmay not be enough.

A conmitnent by each trainee at the end of his course of
study to a specific "action programe" can provide that vi-
tal bridge.

| ndi vi dual action programmes are devel oped in the manner be-
| ow.

- Notify every trainee as the course begins that he wll
have to decide how to make use of it in his actual
wor K. He will need to pick a particular problem and
solve it, using techniques |earned during his training.

At the end of the course, ask each trainee to wite up
his action programe - defining the problem his pro-
posed solution and its time frane.

- Al l ow adequate tine for the trainees to discuss their
programres with each other and with you. This consulta-
tion may lead to nodification and inprovenent.

- Ask every trainee to present his plan to the full group
of his fellow trainees. Encourage their comment and ad-
vi ce. It should be evident that the trainee is clear
about the steps involved in the effective inplenentation
of his plan and that he is fully conmtted to it.

- btain fromeach trainee a witten copy of his action
programe, including details and tim ng.
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Fol | ow up and eval uati on

Keep the copies of your trainees' action plans for your fol-
lowup. This is inmportant, for several reasons.

Your interest and support will encourage the trainees to
carry out their plans effectively.

They may need your assistance in the inplenentation of
their plans, and they may have other ideas to discuss
W th you.

You can eval uate your training courses by studying the
progress of your trainees. If they fail, the fault
mght lie with your programme. You nust determ ne the
reasons for failure and take action accordingly.

Regul ar visits to your trainees are a must. Only by keeping
in close contact with the societies and their staff and
| eaders is it possible for you to design and inplenent ef-
fective training progranmes.

NN NN
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Reference Section

LIST OF TASKS

What are the jobs to be done? Wio is going to do thenf
These questions are, the basis for both the recruitnent and
the manning of posts in a co-operative and for the assess-
ment of training needs.

A Job description should be provided for everyone working in
the society, outlining his general responsibilities.

But for practical purposes and for training, it is necessary
to go a step further and establish job specifications |ist-
Ing every aspect of the work to be done.

The list of "Tasks in a Co-operative" which follows is in-
tended to help you prepare detailed job specifications.

Wen, with commttee nenbers and staff, you begin prep-

aration of job specifications for a co-operative, renenber
the foll ow ng points:

® The list can be used only as a guideline; activities de-
scribed vary fromone society to another. You nust de-
lete irrelevant itens, pmndify the wording of others and
add new tasks, as needed.

® The list itself does not constitute a job description for
the manager, but rather, in a sense, one for the entire
co- operati ve. Certain jobs are for the committee nmem
bers, others for the manager and his staff. Through dis-
cussion with everyone involved, it should be determ ned
precisely who will do what; job specifications should be
witten accordingly.



The tasks have been |isted under the follow ng nmain head-

i ngs:

© o N oo ok w N
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Pl ans and programmes
Fi nanci al
Bookkeepi ng and accounti ng
O fice managenent

Meet i ngs
Staf f managenent

Menmber

managenent

education and i nformati on

Savi ngs and credit managenent

Supply services
Col l ecting and receiving produce

St or age

Mar ket i ng
Transport
Ri sk managenent

PLANS AND PROCRAMVES
. : t o . | nolici

1.1

1.2

1.1.1 Formul ate | ong- and short-term objectives
for the co-operative.

1.1.2 Decide on general policies in the society's
various fields of operation.

| . ) : S

1.2.1 Plan the society's normal trading operations
and prepare staff and facilities for these
oper ati ons.

1.2.2 Prepare plans for projects outside the rou-

tine operations of the society and assess
their feasibility.
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1.2.3 Decide on the inplenentation of new proj -
ects.
EL NANCI Al MANAGENVENT
2.1 Managenent of working capital
2.1.1 Determne the need for working capital
2.1.2 ldentify internal and external sources of
funds.
2.1.3 Prepare annual budgets.
2.1.4 Approve the budgets.
2.1.5 Follow up on results; conpar e budgeted and
actual results nonthly.
2.1.6 Take renedial action and revise budgets as
necessary.
2.2 Managenent of cash
2.2.1 Estinmate the need for cash and prepare cash
budget s.
2.2.2 Follow up on cash budget continually, taking
renedi al action when necessary.
2.3 Managenent of fixed assets
2.3.1 Estimate the total requirenent for different
sorts of fixed capital according to the vol-
ume and structure of business.
2.3.2 Acquire the fixed assets needed.
2.3.3 Uilize the fixed assets for the nmaxi num
benefit of the society.
2.3.4 Maintain and repair fixed assets as needed.
2.3.5 Plan and inplement replacement of fixed
asset s.
2.3.6 Keep a register of fixed assets.
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2.4 Cost control

2.4.1 Design and put into practice a system of
cost accounting for selected operations and
products.

2.4.2 ldentify excessive costs and take any
necessary action for cost reduction.

BOOKKEEPI NG AND ACCOUNTI NG

3.1 Preparation of accounts

.1.1 Prepare vouchers.

.1.2 Make | edger postings.

1.3 Prepare trial balances as required.

1.4 Prepare and reconcile accounts periodically.

.1.5 Prepare recei pt and paynent accounts.

W oW W W W W

.1.6 Prepare half-yearly and yearly final ac-
counts: trading account/profit and | oss ac-
count / bal ance sheet.

3.1.7 Mintain account books daily.

3.2 Auditing

3.2.1 Prepare bank reconciliation statenents.

3.2.2 W©Make all books and accounts avail able to ex-
ternal auditors as requested.

CEFIl CE MANAGEIVENT

4.1 Oganisation of office work

4.1.1 Plan the work to be done, del egate specific
tasks to office staff and supervise their
i mpl ement ati on.

4.1.2 Obtain suitable office equipnent.
4.1.3 Miintain the office equipnent.

4.1.4 Keep the society's books in safe custody.



33 -

4.1.5 Keep the office clean.
4.2 Record keeping
4.2.1 Prepare reports as required in by-laws and
regul ations.
4.2.2 Miintain required records of shares, bonds,
mail, inventory, and the Iike.
4.3 Eiling
4.3.1 Set up a suitable filing system
4.3.2 File correspondence, reports, staff records,
m nutes, etc.
MEETI NGS
5.1 Commtitee neeting
5.1.1 Prepare trading reports for commttee nem
bers.
5.1.2 Prepare an agenda for the neeting.
5.1.3 Notify commttee nenbers as to tine and
pl ace of neeting.
5.1.4 Conduct the neeting.
5.1.5 Take mnutes of the neeting, and submt them
to commttee nenbers and others as required.
5.1.6 Execute any decisions taken by the com
mttee.
5.1.7 Follow up on decisions and actions taken.
5.2 Ceneral neeting
5.2.1 Decide on the date and place of the neeting.
5.2.2 Prepare the report for the annual general
meet i ng.
5.2.3 Prepare an agenda.
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5.2.4 Notify menbers as to tine and place of neet-
i ng.

5.2.5 Prepare the neeting place.

5.2.6 Conduct the neeting.

5.2.7 Take mnutes of the neeting and submt them
to the registrar and others as required.

5.2.8 Execute any decisions taken by the general
meeti ng.

5.2.9 Follow up on the decisions and actions
t aken.

STAFE NMANAGENENT
6.1 Recruitnent and appointnent

6.1.1 Decide on the categories and nunber of staff
needed to carry out the services offered by
the society.

6.1.2 Prepare job descriptions for each post.

6.1.3 Determne the wages for all posts.

6.1.4 Recruit, appoint and dism ss staff according
to regul ati ons.

6.2 - I -

6.2.1 Arrange orientation progranmmes and on-t he-
job training for new staff.

6.2.2 Send staff nmenbers to suitable training
cour ses.

6.2.3 @uide and encourage staff nenbers in their
wor K.

6.2.4 Develop a systemof internal staff assess-
ment, giving due recognition and taking cor-
rective action as needed.

6.2.5 Keep staff infornmed about the society's per-

formance, progress and probl ens.
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6.3 Administration

6.3.1 Keep staff records regardi ng wages and bene-
fits, deductions, | eaves of absence, va-
cations, etc.

6.3.2 Pay wages.

MEMBER FDUCATI ON AND | NFORMVATI ON

7.1

7.2

E . | ) .
7.1.1 Plan suitable co-operative education pro-

grammes and activities for the com ng year.
7.1.2 Prepare information material for nenbers.
7.1.3 I nplenment the education programmes.

7.1.4 Keep nenbers inforned about the performance
of the society.

7.1.5 Recruit new nenbers for the co-operative.

: . | cul | hni

7.2.1 Notify nenbers about new farm i nputs.

7.2.2 Advise themon planting periods, techniques
and soil preparation.

7.2.3 Advise themon irrigation
7.2.4 Advise themon fertilizer.

7.2.5 Advise themon handling and use of pesti-
cides and insecticides.

7.2.6 Advise them on harvesting.

7.2.7 Advise them on storage and protection of
produce.

7.2.8 Co-ordinate programmes and col | aborate with
agricultural extension officers.
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8. SAVINGS AND CREDI T MANAGENMENT

8.1 Shares/savings

8.

8

8.2 Loans

8.3 Menber

® ® ® ©

1.1

1.2

NN NN
DWW

Recei ve share anmounts and i ssue share cer-
tificates.

Recei ve savi ngs.

Col l ect | oan applications from nmenbers.
Assess | oan appli cati ons.
Approve or reject |oan applications.

I nf orm nenbers about approved or rejected
| oans.

Recei ve nortgage paynents from nenbers.
Fill out necessary docunents.

Provide loans in cash or in goods.

register

8

3.1

Mai ntai n the nenbers' register: shares/sav-
i ngs/ | oans.

9. SUPPLY SERVI CES

9.1 Purchase of farm supplies

9.

9.
9.

9.

1.1

1.2
1.3

1.4

Determ ne the best possible selection of
farminputs to be stocked by the society.

Sel ect suitable suppliers.

Design and put into practice a suitable sys-
temfor ordering econom c quantities, re-
ceiving and inspecting goods and paying the
supplier for them

Set up adequate storage facilities for farm
suppl i es.
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9.1.5 Establish appropriate systens for stock con-
trol and counting.

9.2 Sale of farmsupplies

9.2.1 Plan and inplenent a sales pronotion pro-
grame to encourage nenbers to buy farm sup-
plies.

9.2.2 Decide how to issue stock on cash or credit

procedures.

9.2.3 Oganise a credit sales systemif necessary.

9.2.4 Sell farminputs (cash or credit).

10. COLLECTI NG AND RECEI VI NG PRODUCE

10.1 Planning for paynment of produce

10.1.1

10.1.2
10.1.3

10.1. 4

Esti mate costs of handling and transport -
i ng the produce, probable shrinkage and
| eakage, storage and ot her over head
costs.

Estimate the selling price.

Deci de on the price to be paid to nenbers
upon delivery of produce.

Ensure that cash is avail abl e when prod-
uce is delivered, keeping it safely.

10.2 Preparing for collection of produce

10.2.1

10.2.2

10.2.3

Revi ew yearly the | ocation of collection
poi nts, nodifying the systemif necess-
ary.

Plan and i npl enent a suitable systemfor
provi si on of containers (bags) for the
produce.

Prepare the facilities at the collection
centres.
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11.

10.2. 4

10.2.5

10.2.6

10. 3

10.3.1

10.3.2
10.3.3

38 -

Pl an transport arrangenents and ensure
that the requisite vehicles are ready for
a period of heavy use.

Make certain that sufficient vouchers or
ot her essential forns are avail abl e.

Prepare the staff for the work of col -
lecting, hiring and training extra per-
sonnel as needed.

Recei ving the produce

Check the quality and grade the produce
accordingly.
Wi gh the produce.

Record the rel evant details systemati -
cally.

10.4 Paying for the produce

10.4.1
10.4.2

10.4.3

STORAGF

Cal cul ate the anmount due.

Pay for the produce, or accept it as re-
covery of a |oan

Record all paynents and | oan repaynents.

11.1 Estinmting, the need for storage

11.1.1
11.1.2

11.1.3

Sel ect the nost suitable type of storage.

Determ ne the nost econom cal quantity to
be stored and assess the total storage
space required.

Ensure that the needed storage capacity
is avail abl e.

11.2 Preparing the storehouse

11. 2.1

Cl ean the storehouse.
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11.2.2 Arrange for pr oper tenperature and
ventil ation.

11.2.3 Protect against insects and rodents.

11.3 Mintaining stock control

11.3.1 Provide adequate safe storage for the
produce, inspecting regularly.

11.3.2 Keep a running record of the stock.

11.3.3 Record tenperature and noi sture content
regularly.

11.3.4 Inprove ventilation and insect and rodent
protection when necessary.

MARKETI NG
19 1 I  f i ket i ihiliti

12.1.1 Explore all possibilities, identifying
potenti al buyers.

12.1.2 Decide on a marketing strategy, selecting
t he nost suitable buyer(s) and tine for
sel ling.

12.2 Negotiating

12.2.1 Prepare an offer, including price, deliv-
ery tinmes, transport conditions and pay-
ment conditi ons.

12.2.2 Present the offer to the buyer, negotiate
and reach an agreenent, set up a contract
accordingly.

12.3 Delivering and collecting paynent

12.3.1 Deliver as prom sed.

12.3.2 Send invoi ce and ensure paynent is re-
ceived as agreed.



13. TRANSPORT

13.1

13.2

Cal cul ate the costs of owning and operat-

i ng vari ous neans of transport, and com

Selecting = a system for transport

13.1.1
pare themwi th the costs of hired trans-
port.

13.1.2

Determne the form of transport nost
suitable for the society.

Pur chasi ng, owning and repl aci ng vehicl es

13.2.1

13.2.2

13.2.3

13.2. 4

13.2.5

Obtain the requisite information for
pur chase of a new vehicle.

Conpare the costs of different forns of
financing the purchase.

Cal culate the —costs and conpare the
nmerits of various vehicles, choosing the
nost suitabl e nodel .

Conmply with regul ati ons concerning 1li-
censes, i nsurance and testing of ve-
hi cl es.

Cal cul ate the proper tine for replacenent
of vehicles.

13.3 Allocating, scheduling and controlling transport

13.4

13.3.1 Design and put into practise an effective
system for allocating and controlling
transport servi ces.

13.3.2 Prepare daily and weekly transport sched-
ul es.

. - hi cl
13.4.1 Decide and establish the necessary ve-

hi cl e nmai ntenance facilities for the so-
ciety
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13.4.2 Organise and i nplenent a programme for
regul ar inspection and servicing of ve-

hi cl es.

RLSK NMANAGENVENT
141 Reducing risks for the society

14.1.1 Identify risks for the society, taking
action to avoid or reduce them

14.1.2 Make appropriate insurance arrangenents
for the society.

14.1.3 Make clains and obtain settl enment when
appropri ate.

14.2 Advising nmenbers on risk reduction

14.2.1 ldentify risks against which nenbers can
obtai n insurance.

14.2.2 Assist menbers in obtaining insurance and
maki ng cl ai ns.

Acknowledgement: "The Curriculum Development Guide" pre-
pared by the Project ILO/DANIDA/78/Nepal/2 has been useful
when preparing the above list of tasks.



MATCOM TRAI NI NG MATERI AL

MATCOM | earni ng Flenents (booklets) published by the end of

1985 for the personnel of agricultural co-operatives in-

cl ude:
| SBN:

Basi ¢ Economics of an

Agricul tural Co-operative 92-2-103699-5
The Budget 92-2-103698-7
Suppl y Services 92-2-105021-1
Crop Collection 92-2-105161-7
Pl anni ng 92-2-105215-X
In production are booklets on Transport, Storage and

Mar ket i ng.

For the personnel of co-operative retail shops, MATCOM has
published a series of 24 Learning El enents.

In the area of nanagenent training, MATCOM has desi gned com
pl ete courses of one to three weeks duration. Course out-
lines and all requisite material are presented in the
following Irainer's Manuals available fromILG

ISBN:
Collecting and receiving agric. produce 92-2-103164-0
Transport management 92-2-103855-6
Storage management 92~-2-103165-9
Marketing of agricultural produce 92-2~-102983-2
Supply management 92~-2-102365-6
Rural savings and credit schemes 92-2-103371-6
Staff management 92-2-102939-5
Work planning 92-2-103479-8
Financial management 92-2-103478-X
Cost accounting and control 92-2-105080-7
Risk management 92-2-103956-0
Project preparation and appraisal 92-2-102446-6
Export marketing 92-2-103681-2
Management of larger agric. co-operatives 92-2-102631-0

For inquiries about these and other MATCOM training naterial
and services, please wite to:

The ILO-MATCOM Project

c/o COOP Branch
International Labour Office
CH 1211 Geneva 22
Switzerland





