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WHAT IS PLANNING, WHY DO IT?

The driver of the Abra Co-operative Society thought that
t he manager must be crazy. He kept tal king about saving
fuel and nai nt enance costs, because transport was so
expensi ve, but had just asked the driver to take the
fifteen-ton lorry to town to collect a |l oad of ferti-
lizer. Only the day before the driver had delivered
sone crops there and had conme back with his truck enpty!

Wien the nenbers of the Bessa Co-operative brought their
crops to the store to be received, weighed and in-
spected, they needed a sinple recei pt showi ng the grade
and quantity, so that they could collect their noney.
Unfortunately the recei pts had not been printed. The
papers had to be witten out by hand for each nenber.
Later, nobody knew whet her these papers were genui ne or
not and it took weeks to sort out all the problens.



The manager of the Cerna Society was in despair. He had
negotiated a very good price for fertilizer, and had
prom sed the supplier that the society would pay in ful
30 days after delivery. Unfortunately, however, the
Nati onal Grain Corporation had not yet paid for the
crops which had been delivered, and there was no noney
in the bank. Now the fertilizer supplier threatened to
force the society into bankruptcy.

Everyone working in a co-operative can recall instances of
failure like this. The reasons are often obvious, and it is
tenpting for the managers to bl ane the problens on people
out side the co-operative society:

ITS THE
SUPPLIER !

"BLAME ME,
NGC HAS NoOT
PAID LIS YET.

Sone co-operative managers are satisfied with explanations
of this sort. They say: "Nothing ever seens to go accord-
ing to plan. What is the use of planning when ot her people
and organi sations are so unreliable?"
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O her managers think differently. To them planni ng neans
preparing for all the work that nust be done, to deci de what
is needed and to nake sure that it is avail able.

Maybe t he nanagers of Abra, Bessa and Cerna societies did
not plan properly:

Did the manager of Abra think ahead and realise that his
truck could have delivered the crop and coll ected the
fertilizer on the same journey?

Did the nanager of Bessa plan the crop receiving oper-
ation properly, did he order the receipts in good tine
and did he check with the printer that the job was being
done?

Did the nanager of Cerna plan his society's cash flow?
Did he make sure that the noney would be paid in tine?
Did he arrange to get the cash el sewhere in case NGC did
not pay in time?

In fact, good pl anning can hel p enornously when ot her people
fail to do what they said they woul d.

Pl anni ng i nvol ves deci ding what is needed, and ensuring that
it is available. The manager who has planned will be
alerted in advance when plans go wong, and may be able to
put things right in tine.

Pl anni ng i nvol ves maki ng al | owances for errors. Al ternative
sources of supply or assistance can be identified in ad-
vance.

The very best plans are not in thensel ves any use at all un-
|l ess they are effectively i[nplenmented. You should not think
that if you prepare good plans, everything will go right
automatical ly. But if you do not plan at all, nothing is
likely to go right.
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WHAT ARE YOU TRYING TO DQO?

What ever a co-operative wants to do for its nenbers, all ac-
tivities and details nust be well planned. 'think about the
follow ng tasks, for instance:

to build a warehouse SO that nenbers' crops can be
stored for sonme tinme after harvest, and then sold at
hi gher prices;

to carry out a nenber education canpaign to inprove mem

bers' under st andi ng of the society's busi nesses and
their loyalty to the society;

to select and huy a vehicle for transport of nenbers'
crops and farm suppli es.

A professional manager would certainly need several nonths

to plan a large project like the first one: bui I ding a
war ehouse. Li kewi se he would work out all the details of a
menber education programe well in advance. To buy a ve-

hicle may seemto be a sinple task, but a w se manager woul d
probably use sone days to decide on the nost suitable type

of truck, considering running costs, service, spare parts,
and so on.

Nevert hel ess, even if every activity is very well planned
and done, all these projects may turn out to be conplete
failures, and of no benefit to the nenbers. How is this
possi bl e? Let us take a closer |ook at the three projects,
and al so think about the question used as heading for this
chapter: "What are you trying to do?"

The warehouse - what are you trying to do? You want to
store the crops for sone tinme so that you can sell themat a

hi gher pri ce. That is your objective! When you are sure
about your objective you can start thinking about how to
achieve it. To build a new warehouse nay not sol ve the

problem at all, the warehouse costs may exceed the higher



price which can be obtai ned! There nay be other, better pos-
sibilities:

- It may be possible to rent storage space;

- menbers nmay be able to store their crops on their farns
nore econom cal ly.

Ihe nenber education canpaign - what are you trying to do?
You want to inprove nenbers' |oyalty so that they will al
sell all their produce to the co-operative. That is your ob-
jective!

You believe that education
and information for the
menbers i s needed, and that
it wll solve the problem

Are you sure? Maybe t he
reason for t he present
problemis sonething el se?
Maybe t he menber s are
al ready well infornmed about
the society's role and pur-
pose, but they are not sat-
isfied with the society's
servi ces. They may t hi nk
that the society is not giving themvalue for noney. |If so,

I nproved managenent and staff training nmay be needed nore
t han menber educati on.

The vehicle - what are you trying to do? You want to arrange
the transport of produce and farm supplies. This is your ob-
jectivel

But it may not be necessary to buy a truck. It nmay be pos-
sible to hire transport, or custoners and suppliers nmay be
willing to collect and deliver with their own transport for
| ess noney than it wll cost the society to run its own ve-
hi cl e.
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From t hese exanples we can | earn sone fundanental rules.

Before deciding what to do, and planning how to do it, you
must :

o Deci de what your objective is.
o Identify all the possible ways of achieving it.
® Choose that which is best.

MY OBJIECTIVE:

TO ARRANGE FOR CROP STORAGE

MY POSSIBILITIES:
- To RENT A BUILDING IN TOWN
- 70 BUILD A NEW STOREHOUSE

- TO ASK THE TFARMERS TO
STORE THE CROPS THEMSELVES
FOR SOME MONTHS

/, |_ CHOOSE TO:
- 27

Bui l di ng a war ehouse and buying a truck pight be two of the
things that you decide to do, and they will also have to be
pl anned. They must however, be sel ected because they help
you to achi eve the objective - not because they are easy
things to do, because other societies are doing them or
because sal esnmen or ot hers suggest them

Managenent starts with planning, and planning starts with
choosi ng objectives. It is no good building the wong build-
ing or buying the wong truck, however well planned and im
pl enented these tasks may have been. (hjectives cone first.
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Usual ly, the by-laws of a co-operative society begin with a

statement of the ains or averall objectives of the society.

Typi cal ainms may be:

to market nmenbers' produce effectively;

to pronote econom c and social well-being in the agri-
cul tural conmunity;

to provide narketing, supply, credit, educational and
such other services as may be needed.

Long-term objectives of this sort offer guidelines as to the
ki nd of tasks to be done. But they are virtually usel ess

for practical planning and management . They are too gen-

eral .

To denonstrate how objectives should be prepared and used by
a manager, let us take the case of Delta Co-operative and
see how their manager planned his work.

The committee had suggested to the manager that the overal
obj ective for the follow ng year should be "..... to market
menbers' produce effectively in order to increase their in-

cone as much as possible.”

The manager realised that

this objective was not a
useful basis for his plan-

ning and i mpl ement at i on.
The obj ective was too vague
and general. The  ex-

pression "as nuch as poss-
i bl e" coul d mean anyt hi ng.
By the end of next year,
the rmanager woul d not be
able to say whether he had
achi eved the objective, or
not .
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If the objectives are to be useful for planning and effec-
ti ve managenent, we have to nmake them nore specific.

@® Objectives nust be unanbi guous, specific, not open to
differing and perhaps conflicting interpretation.

@® Objectives nmust state by what tinme they are to be
achi eved.

® bjectives nust be peasurable so that it can be deter-
m ned whet her they have been achi eved or not.

The manager of Delta Co-operative re-wote the objective in
accordance with these rules:

"The objective of Delta Co-operative is to increase nmem
bers' incones fromtheir cash crops by an average of ten
percent by the end of next year."

That was a good overall objective. The manager coul d now
start to think of all the possible ways in which he could
hel p his nenbers to achieve this objective and choose t hat
whi ch appeared nost |ikely to succeed.

He thought that it should be possible to increase nenbers’
crop production by five percent next season, and that the
price obtained for the crop could be increased by five per-
cent, so that incones would go up by ten percent altogether.

In order to achieve this, the manager decided on the foll ow
I ng sub-obj ectives:

- to informall nenbers about the benefits of fertilizers,
and to make it available to themat the right tine and
price;

- to negotiate long-termcontracts with custonmers, for de-
livering crops six nonths after harvest, at a five per-
cent higher price.
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Here again there are nunbers of different ways in which each
of the objectives m ght be achieved.

decides to do them he will
each of which wll

MEMBERS INCOME
TOo INCREASE (10%)

CROP PRODUCTION
TO \NCREASE (5%)

i

How

v

MEMBERS MuUsST
USE TFERTILIZER

'

FERTILIZER USE
ToO BDE PROMOTED

Number4: OBJECTIVES

Number 2: PLANS ?

However the manager
have nunbers of different tasks,
have to be pl anned.

SELLING PRICES
TO INCREASE (5%)

T2

ow .

v

CROPS TO BE
SOLD LATER
AT RHIGHER PRICE

STORAGE TO
BE ARRANGED

evant?

been 1laid out

cordance with the aim?
the aim, wholly or partly;
efitting?

1. Write down the aim of your co-operative, as it has

in the by-laws or other documents.

the following questions.

- 1Is the aim expressed clearly enough?
If not,

the aim of your society?

Then write a short commentary, giving your views on

Is it rel-

how would you like to re-write

- 1Is the work of your society at present in ac-
Has the society achieved

are the members ben-
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ACTIVITIES AND RESOURCES

It is normally the job of the commttee to set overall ob-
jectives for a co-operative society. The manager plays sone
part in this and should be ready to suggest various ways in
whi ch the objectives can be achieved.

sm.s \/ j>/(\Q

,ose s
02"
YA

7904,
w

For the manager, the objectives are the basis for his plan-
ning. They say what he nust try to achieve within a certain
period. But the objectives do not say what shoul d be dane,
they only state the intended results. The manager has to
"transl ate"” the overall objectives into sub-objectives and
activities which he and his staff will have to carry out in
order to achieve the objectives.

Let us follow the nmanager of Delta Co-operative. H s objec-
tives were clear, he had decided to help nmenbers to increase
their crop yields and their incones by making fertilizer
avail able to them and by negotiating a favourable |ong-term
delivery contract with the crop buyers.

It was now up to the manager to plan and deci de what shoul d
be done. What should he do first?
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First, the manager of Delta Co-operative exanined the pre-

sent situation and tried to find out why many nenbers were
not using fertilizer. He realised that there could be sev-
eral reasons, and his actions and activities wuld depend on
t hose reasons:

a. If the nenbers did not know that fertilizer was needed,

publicity and training were needed.

b. If they did not know how to use it,

training and field denonstrations had to be arranged.

c. If they could not afford to buy it,

| ower - priced supplies should be nmade avail abl e.

d. If there was a shortage of fertilizer when they needed
it,

nore reliable suppliers had to be found.

e. |f they had no cash at the tinme when they needed it,

new or extended credit arrangenents were needed.

f. 1f the fertilizer was not available at the place they
needed it,

new del i very arrangenents were needed.

Until the manager was sure about the reasons for the present
probl ens, he could of course not decide upon any effective
renmedi es. For instance, it would be neaningless to arrange a
good distribution systemfor fertilizer if the nenbers had
no noney to buy it.

After a thorough analysis of the situation the manager was
able to take appropriate action. He found that the | ack of
credit was the main reason for nenbers' failure to use fer-
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tilizer, and he decided to set up a new "fertilizer credit
scheme". He could now identify and list his main tasks and
he came up with the followng list:

Cal cul ate how nuch credit woul d be needed and for how
| ong.

- Meet with bank officials in order to obtain the neces-
sary credit.

- Design a credit system wth arrangenents for repay-
ment, security and so on, together with the necessary
docunent at i on.

- Deci de what staff would be necessary and select, hire
and train them appropriately.

- I nf orm menbers about the schene.

- I ntroduce and operate the schene.

Eval uate the schene's results.

Clearly tasks of this sort include hundreds of smaller sub-
t asks. Some of them nust be identified and planned in ad-
vance, While the mnor tasks can be conpleted w thout being
consciously planned, just as we carry out all the very com
plicated functions involved in our daily Iife w thout actu-
ally planning themin a conscious way. Once the manager had
listed the main tasks, he could actually start to plan what
he and his staff had to do to conplete them

Resources

Look at the list of tasks the manager of Delta Co-operative
identified as being necessary to set up the fertilizer cre-

dit schene. In order to conplete those tasks he woul d need
tine , _noney and material . or what are normally called
sources

The manager tried to estimate the resources needed for the
new schene.

re-



He estimated that he him
sel f woul d need 50 worKki ng
days to plan and manage the

new schene.

Based on conparisons with
other societies he esti-
mated that the clerks would
need about 40 man-days to
cope with record-keeping
and adm ni stration of the
credit and supply business.

For collection and distri-
bution of the fertilizers
| abourers woul d need about
45 man- days.

A truck nust be avail abl e
for 15 days for fertilizer
transports.

The society  nust raise
capital of $50,000 for the
new schene.

MANAGER'S TIME:

TRANSPORT: 4 tFUCk

$ 50.000 =

/
/D ;
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The manager of Delta Co-operative thought about how he coul d
obtai n the necessary resources. Should he try to obtain a
| ong-term | oan of $50,000? Should he hire an assistant man-
ager, an extra clerk, sonme extra | abour? Buy a new vehicle?

Wul d this necessarily be the best way? No, the manager of
Delta was anxious not to increase the costs of the society
w t hout careful planning. Were there any ways in which he
could i nprove the use of his present resources w thout ob-
tai ni ng new ones, and how could he fit in new activities
w thout hiring extra staff, obtaining extra finance or buy-
i ng new equi pnent ?

The manager thought of possible alternatives, which he had
to study closer. Could he maybe:

try to re-organi se sone of his own work, so that he
coul d have sone spare tinme for the credit schene in
August and Sept enber ;

- del egate sone work to his subordinates;

re-organi se clerical workloads to free sone tinme during
the critical nonths;

- arrange for casual |abour to be hired during the distri-
buti on peri od;

- arrange to hire a vehicle for a short period;

negotiate for an overdraft for three nonths instead of
taking up a new |l ong-term | oan?
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STAFF WORKLOAD SCHEDULING

The hi ghest costs for Delta Co-operative were, like in nost
co-operatives, the costs of staff. Besi de t he manager,
there were two clerks, three | abourers and one driver em
pl oyed. Still, it could be necessary to enpl oy nore people
for the new credit and supply schene. However, before doing
so, the manager had to deci de whether his present staff
could take on nore duties or not.

Li ke nost co-operatives, Delta faced the problens of an un-
even wor kl oad during the year. Al'l staff were busy during
t he peak period when nenbers delivered their crops. During
sone ot her nonths, however, sone of the staff were under-
enpl oyed, as is shown in the graph on the next page.

The manager had tried to solve this problemin various
ways. For instance, he could vary the | abour force in pro-
portion to the workload. The three fulltinme | abourers were
needed for the "normal" workl oad t hroughout the year, but
several nore had to be enpl oyed tenporarily during the peak
peri od. The manager thought that he could do this again
duri ng next year when fertilizer would be distributed over a
short period.

It was nore difficult to hire clerical staff tenporarily.
Therefore, the manager had exam ned all the tasks of the
clerks. Certain tasks had to be done at particul ar seasons,
of course. For instance, both clerks were fully engaged in
paperwor k when nmenbers delivered their crops. The trading
reports to the conmttee and the returns to the Co-operative
Uni on had to be prepared on specific dates. Likew se, final
paynments to nenbers were done during a fixed period. How
ever, other tasks were fl exible and the nmanager had di s-
cussed and planned with the clerks how those tasks could be
fitted into the "slack" periods. In that way, the workl oad
was "evened out"” as much as possible over the year.
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Now t he manager di scussed the new schene with the cl erks.
They agreed that they could have all the credit docunents
ready for nenbers in tinme for the fertilizer deliveries in
Oct ober, if they could begin the work in August during their
sl ack peri od. But they thought they woul d need assi stance
with the paperwork for the actual deliveries in Cctober.

In this way the manager of Delta Co-operative nade sure that
his existing resources were fully utilized before he turned
to his conmttee and clained that he needed nore staff.

WORKLOAD
HEAVY
NORMAL
LIGHT
— + + + s 4~ — + 1
3 F M A ™M 33 3 A S © N D

SES, IF WE GET
THE APPLICATIONS
IN TIME !

WE CAN
PREPARE
THEM IN
AUGUST /

WE NEED THE
CREDIT PAPERS
IN OCTOBER
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PLANNING YOUR OWN WORKIOAD

Are you over -wor ked? Very few co-operative nanagers com
plain that they have not got enough to do, and all kinds of
necessary work is done late, or never gets done at all, be-
cause the manager says: "l did not have tine."

On the other hand, can you honestly say that you are hard at
wor k, on your society's business, every mnute of every day,
all through the year? There are always sone periods when
you are less than fully occupi ed.

WE NEED THE 1S THE
WAREHOUSE CASH
PLAN S BUDGET

EADY?
READ. /

DI/D >Mou
SEE THE
MENM -
BERS IN

RANUBA'

DD you
PREPARE
THE AGENDA?

WE HAVE
= NOT GOT
T8N0 OWR

roney !

O course, as a manager you will also be affected by the un-
even workload in a co-operative; there are certainly periods

when you feel that you are over-worked. But, after all,
your own tine is the resource which you can nost effectively
control yourself. Maybe you can plan your own workl oad a

bit better?
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Thi nk about all your different tasks. Here is a list, in
random order, of things a manager of a co-operative has to
perform

a) Prepare mnutes of neetings.

b) Submt returns to the Governnent.

¢) Organise the collection of nmenber crops.

d) Supervise crop collection

e) Negotiate the sale of crop

f) Pay staff wages.

g) Prepare agenda and papers for neetings.

h) Plan nenber education progranmnes.

i) Inplement nmenber education programmes.

j) Attend courses.

k) Train staff.

1) Hold staff appraisal interviews.

m Negotiate deliveries of supplies.

nf Deal with credit applications.

o) Supervise preparation of the annual accounts.
p) Deal wth nenber conplaints.

q) Receive visits fromco-operative officers.
r) Carry out routine visits to nenbers in the field.
s) I nspect stores.

t) Control petty cash accounts.

uy Mnitor and sign cheques.

v) [Monitor and sign |ocal orders.

w Draft the annual report.

>

<
~—_ ~—

Deal with unexpected crises, breakdowns and acci dents.
Receive visits fromsales representatives.

N

I nspect vehi cl es.

2.1 The 1list of tasks 1is not complete. Add a few

tasks which you think are important.

Sone of your tasks nust be done on a particul ar day, or
within a short period. Those tasks are Lnflexible, you can-
not postpone them Task d) in the list is such a task.



- 21 -

There are sone tasks which we can call sem-flexible. You
can do them when you wish, within a week or so. Such a task
is s).

O her tasks can be done within two or three nonths, at your
di scretion. They are very flexible, Ilike task h).

2.2 Now go through the 1list of tasks on page 20.
Classify each task as you would like to treat it,
if you plan well ahead. Write an F for the flex-
ible tasks, S for the semi-flexible ones and I for
the inflexible tasks.

Wiy is it that tasks like w) drafting the annual report, or
n dealing with credit applications are often treated as
“inflexible"?

You knew a long tine in ad- FieLP! THE REPORT

MUST BE READY
TOMORROW ./

| HAVEN'T EVEN

STARTED ./

vance that the annual re-
port nmust be ready on a
certain day. You could
have used sone of your
"quiet days" earlier for
preparing the draft.

Renmenber al so that visits
from sal esnen and even from

MR. GREEN, You
SEE, WE ARE HAVING A
DEMONSTRATION OF FARM
SWUPPLIES FOR OUR
MEMBERS HERE TO-
MORROW , COULD
You comMe NEXT
WEEK b
INSTEAD ,
PLEASE !

senior officials are not
whol | y out si de your con-
trol. Some peopl e can be
asked to conme on a specific
dat e. In that way they
W | | not interfere wth
your planning, and cause
your staff and nenbers to
waste their tine.
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Renmenber the manager of Delta Co-operative? He needed nore
time in August and Septenber for his new credit schene.
Maybe he coul d nove sone flexible jobs from those nonths to
earlier nonths?

To "bring forward" the flexible activities may be the renedy
for excessive workl oads. If you can plan to carry out as
many as possible of the flexible tasks as early as possi bl e,
you will have nore tinme for the activities which nust be
done at fixed tines.

But which tasks are flexible? Wich tasks in the list on
page 20 have you classified as flexible, sem-flexible and
inflexible? Here is one suggestion. Do you agree?

Fl exi bl e: h, k, 1, m r and y.

Sem -fl exi bl e: a, b, c, e, g, i, k, n, o, q, s, t, w
and z.

I nfl exi bl e: d, f, j, p, u, v and x.

So, when planning your activities over a |onger period you
should try this strategy:

@® Examne all your tasks and identify those which are
"flexible".

® I mpl enent the flexible tasks as early as possible.

Sone nmanagers prepare charts of their workload over the
year. There is an exanpl e on the next page. The charts
hel p managers to "see" when they are busy with inflexible
tasks, and when they can put in other activities.

If you use such a chart, you will find that it will be
easier for you to begin your tasks on tine and not |eave
themuntil "the last mnute". Many stress-periods will dis-
appear and your workload over the year will be evened out.



Activities:

Collect credit applications
Process credit applications
Negotiate credit with bank
Order fertilizer
Receive/distribute fertilizer
Prepare crop collection points
Prepare warehouses for storage
Collect crop

Negotiate crop-sales

Deliver produce to buyers
Budgeting

Stock-taking

Prepare annual accounts/reports

Prepare reports for committee

Deadlines are indicated by *

Activity Chart

Jan |[Feb |Mar |Apr {May |Jun |Jul |Aug |Sep [Oct |Nov |Dec
&
/i
W
i
b 3
* *
* *
/ /
* / *
* *
3 | |
* *
* *
U 7
|
* [
LatEst the third Mondhy each month.

inflexible task= I

flexible task= %
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| L anni

Suppose that you nave nade up a long-termplan for your ac-
tivities, as we have discussed. You know exactly when you
want to do certain inportant things.

For instance, you know very
wel | what you had pl anned
to do this week. But yes-
t er day sonet hi ng went
W ong. At the end of the
day you had not conpl eted
much of what you had set

WHAT
D/D You
ACTUALLY
Do ALL

yourself to do. Agai n you
sai d: " did not have
time."

What happened actually? Yes, you may have been very busy
t he whol e day. But did you spend tine on | ess inportant
tasks, so that you could not do the inportant ones? Wat
did you actually do all day?

Very few managers can answer this question satisfactorily,
because they actually spend nost of their tine | ooking for
information that ought to have been readily avail able -
dealing with crises that m ght have been avoi ded and com
muni cating with peopl e who shoul d have known what to do
earlier. Try, tonorrow, to wite down what you actually do,
every 30 m nutes. You will be surprised how difficult it
is, and how little of the time you spend actually doing the
job of managi ng your society.

The main job of a manager is to plan and organi se the work
of other people, but many nmanagers fail even to plan and or-
gani se their own worKk. | magi ne that you had witten down
the things you had to do in one day, together with an esti-
mate of how | ong each one woul d t ake:


ana
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I nspect the warehouse L hour

Col | ect data for annual report 2 hours

OQpen mi | i hour

Dictate replies to mail 1 hour

Weekl y managenent neeti ng 2 hours (10 a.m)

Lunch wi th machi nery supplier 2 hours (12 noon)
1

Check vehicl e journey books hour .

If you had a nine hour day, from8 a.m to 5 p.m it would
apparently be inpossible to fit all these tasks into one
day. Wul d you put off sone tasks tonorrow, and if so
whi ch? How woul d you actually schedul e the remaini ng tasks?

Thi s diary page snows how one nmanager schedul ed the sane
wor K. He has in fact fitted in all the tasks, but still in-
serted two hal f-hour periods for unexpected itens, or for
getting ahead with tonorrow s work:

TUESDAY 28 April
8.00 Inspect warehouse
8.30 — e —
9.00 Opern macl
9.30 Check Log Book-
10.00 Wertly Aanagement Aoersig
10.30 —_—y —
11.00 Dictate 2eplees fo madl
11.30
12.00 yékaéﬁyram%é»ouuobﬁ%%VJQEPer
12.30 _— —
13.00 oLeinch
13.30 Cotlee! date fot Sfnnuwal Repott
14.00 —. '
14.30 — —
15.00 —_ " —
15.30 Check Loy Bork
16.00 Segm maclt
16.30
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O course, this manager has a different opinion about how

| ong sone of the tasks will take, otherw se he woul d not
have been able to do them all in one day.
- First of all, he realised that no weekly neeting shoul d

| ast nore than one hour, and accordi ngly he cut down the

time for the weekly managenent neeti ng.

- Then, he decided that a two-hour lunch with a machinery
suppl i er was unnecessary and not the best way to discuss
busi ness. A one-hour neeting would be far nore pro
ductive, followed perhaps by a snack in the office for
hal f - an- hour.

In addition, it mght be possible to del egate the collection
of data to an assi stant or another staff nenber, so that

further tine could be made avail abl e.

This is an over-sinplified exanple. You may not go through
this process every day, but you should devel op a habit of
pl anni ng. You nust recogni se which tasks can be carried out

at your conveni ence, and which must be done at a specific
time. Avoi d doing tasks, or taking a certain anmount of tine

for particular tasks, just because vyou or others have al ways
behaved in this way.

If you plan and organise

TOMORROW | WILL
BE WITH THE

STOREMAN IN THE
MORNING  AND PRE-
PARE THE REPORT
AFTER LUNCH '

{.. AND
THE CHAIR-
MAN WILL

BE HERE
AT FOUR

your work each day in this

way, you will find that you

can get a great deal nore

done, every day. You will
enj oy your work nopre, be-

cause you wi |l know what 4/;%'7

\ » ‘Hi
you are doing and why, and ’//t ’II'H/ ‘\\\\\
you will not have to use ’/////4 “‘P“ "bﬁ

I |

t he excuse "I did not have Ll Al
H mn Tk‘%
time". }




o
The annual report was due

| g | MANAGER
in a week, and was obvi -

ously the nopst inportant

task for the manager. He

refused to see anybody, to Fi SoNeT Lo
open any nail or do any- % DisTUR S :

thing else for the first

four days of the week. He
finished the report, but
the office was in chaos.
"What did | do wong?" he
t hought . "l did the nost
inmportant thing first".

In your day-to-day work you will often have to nake a choice
bet ween several tasks. Shoul d you al ways do the nobst im
portant thing first? For instance, which one of the fol-
| ow ng tasks would you do first:

preparing the annual report due in a few weeks' tineg;
- signing a |l ocal purchase order for sone stationery?

Qobviously, the first is the nost Lnportant, but you would
rightly do the second first - because it is nore urgent.

2.3 Read the following pairs of tasks and decide which

of each one you would do first.

a) Meet a local politician who has dropped in, or
b) interview a job applicant who has come at the

time requested?

c) Go on your regular weekly field trip, or
d) talk to the father of one of your employees who

happens to be in town that morning?

e) Arrange a loan for your cousin, or

f) discuss the layout of a new letterhead?
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a) rmay be inportant, but b) concerns the efficient
staffing of your co-operative and is nore inportant.
You coul d maybe ask anot her staff menber to interview
the applicant first, while you have a short conversation
with the politician.

You should do d) quickly, before c), because it is con-
veni ent . | nportant and even urgent tasks may sonetines

bri efly be del ayed because an unusual opportunity to do
sonmet hing less inportant or urgent arises.

- You should do f) before e), because it is part of your
job, and not a personal matter. Except in very urgent
cases, your job should take precedence over your famly
I n wor ki ng hours.

You may di sagree with sone of these choices, because of your
particul ar circunstances. What is inportant is that you
shoul d think about priorities, and decide in what order to
do things, rather than just doing themin any random order,
quite accidentally.

Some managers are not able to control tneir own tinme. They
all ow t hensel ves to be controlled by events, rather than the
reverse. They are diverted fromone job by another and can
never finish anything properly at all. Wen they cone into
the office, they do what first occurs to them sone do the
easiest things first and others do just what other people
want themto do.

Everybody falls into these traps fromtinme to tinme, and you
have al nost certainly said to yourself, on nore than one oc-
casi on: "Wy didn't | do that earlier, instead of |eaving
it to the last nmonent?"

You nmust get your priorities right, and plan your own tine
as well as possible, before you can plan the work of your
co-operative.
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PLANNING AND MANAGEMENT

You nmust renenber that you yourself cannot do all the work
in the society. You have to do it with other people, and
they are the nost inportant resources you have. Good pl an-
ning will help you to get things done, by naking the best
use of the resources.

Whi ch of the follow ng nethods are likely to make the best
use of the people who work in your society?

You, as a nmanager, plan everything they do, in sone de-
tail.

- You give your staff broad objectives, and allow themto
plan their own work.

ONE WAY: :
LISTEN ' DO

THIS, THEN THIS
AND THEN TH!S ./

ANOTHER WAY:

JOHN, CAN
YOU TAKE
CARE OF THE
NEW BUYING

To make the best use of people you nust allow themto plan
their own work. How can you do this, and at the sane tine
ensure that they all work together for the good of the so-
ciety?

@® Together with the committee you should set clear objec-

tives for the society as a whole.

® You should, in discussion with your staff, agree on an
obj ective for each of the people who work for you.

@® You and your staff should then agree, on how each of you
is to achieve his or her objective, and thus achi eve the

comron obj ective of the society.
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Thi nk back to the objective of introducing a credit schene
which will enable all menbers to make good use of ferti-
l'izer. If you had an accountant, a warehouse supervi sor and
a transport supervisor working for you, how m ght you divide
up the overall objective? Each of you should have a
reasonabl e, neasurabl e and co-ordi nated objective. Your
joint efforts should add up to the achi evenent of the over-
all objective.

The accountant should design, introduce and run a system
for the effective and sinple recording of all credit ex-
tended and repaynents nade, and for nonitoring repay-
ment s.

The warehouse supervisor should estimte how nmuch extra
space and | abour would be required for the extra ferti-
lizer to be used, and should ensure that the space was
avail able by re-arrangenent. He should hire extra
storage or construct new storage places, then organi se
the receiving, storing and issuing of the fertilizer ef-
fectively and efficiently.

The transport supervisor should estimate the extra tran-
sport required, should ensure that sufficient vehicles

wer e avail abl e and shoul d then organi se and nanage the
coll ection and delivery of the fertilizer effectively
and efficiently.

You, as mmnager , should estimate the cost of fertilizer
and credit required. You should negotiate the necessary
supplies of fertilizer with the supplier, and that of
credit with the bank. You shoul d then nonitor and co-
ordi nate the overall planning, organisation and im
pl ementation of the schene.

Clearly each of these objectives will in turn be transl ated
i nto sub-objectives and tasks. Each of your staff should be
responsi bl e for doing them together with supervisors and

col | eagues everyone shoul d set objectives, work out plans
and i npl ement the work.
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Do you set objectives of this kind, and do you "transl ate"
theminto objectives for your staff, or do you try to plan
and carry out everything yourself, telling people what to do
every day and every week? \Wiich style of planning and nan-
agenent do you think is likely to be easier and nore effec-
tive?

Many nmanagers would like to work with their subordinates in
t he way descri bed above, but are not confident that their
staff are capabl e enough. How can they find out? There is
only one way, try it!

People will respond to responsibility. You will be sur-
prised how well it works to "del egate" the responsibility to
ot hers. O course, you will rnonitor their performances and

you will train and support them as a good manager.

In that way, you will soon live up to these two good defi -
nitions of managenent:

@® GCetting things done through other people

® Mking the best use of avail abl e resources

MATCOM training material

A conprehensi ve six-day course on "Wrk Plannin has al so
been desi gned by MATCOM The Trainer's Manual for this
course is available fromILO

Have you studi ed these other MATCOM "Learni ng El ements" for
staff of agricultural co-operatives?

- Basi ¢ econom cs of an agricultural co-operative
- The budget

- Supply services

- Crop collection

Inquiries and orders for MATCOM trai ning material shoul d be
sent to:

The MATCOM Project

c¢/o COOP Branch
International Labour Office
Cd-1211 Geneva 22
Switzerland.



COVPLEMENTARY EXERCI SES

To conpl ete your studies of this
topic, you should take part in
sone of the foll owi ng exerci ses,

appl ying what you have learnt to

real situations.

PRACTICE

DISCUSSION

1. ojectives

Suggest an overall objective for your co-operative for
the next two years. Then "break down" the objective
into a few sub-obj ecti ves. Remenber that each object-
ive should be specific and neasurable and state the

tinme by which it is to be achieved, as expl ai ned on page
10.

) o | ,

Make up a list of all the inportant activities that has
to be performed in your co-operative during one Yyear
(conmpare with the |ist on page 20). Then prepare a
chart, simlar to the one on page 23:

- First, indicate all inflexible activities which nust
be perfornmed at fixed tines.

Second, indicate the deadlines for all other tasks
i.e. when the work nust bhe conpleted.

- Third, indicate when those tasks should be done Try
to fit themin as early as possible, and so that
there will be an even workload for the staff.

3.  Mnpower pl anning

Study the activity chart you have prepared (as suggested
under item 2 above). Assess the wor kl oad nont h by
nont h. Wt hout considering the present staff situation
try to estinmate how many staff are needed to carry out
the tasks included on the chart, nonth by nonth..

Conpare Yyour estimates wth the present situation.
Suggest what shoul d be done to inprove the rel ationship
bet ween wor kl oad and nunber of enpl oyees in order to

keep staff costs as |ow as possible.





