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MANAGING YOUR TRANSPORT SYSTEM

For nost agricultural co-operatives, providing transport is
a very inportant service; for many it is also a problem
Consi der the tasks invol ved:

transporting crops fromnmenber farnms to the co-operative;

transporting produce fromthe co-operative to its cus-
t omers

transporting seeds, fertiliser and farm equi pnment from
suppliers to the society's store;

transporting these supplies fromthe society's prem ses
to the farns of nmenbers;

transporting staff.

Sone co-operatives carry out all these services; ot hers
provi de none. Sonme soci eties purchase | arge | ate-nodel
not or vehicles for transport; others hire vehicles as
needed; still others rely on the nore traditional nmeans of
transport, utilising hand-, bullock-, or horse-drawn carts.




To nbst co-operatives today, "transport" neans notor ve-
hi cl es. This can be readily justified by the managemnent:

- "In our society there is so much to be transported that
we definitely need to use trucks. Qur nenbers would com
plain if they had to use carts or carry heavy burdens.
That is ol d-fashioned and very slow. No, |ess |abour and
nore nmachinery is our solution to transport problens! If
our nenbers had to arrange for transport thenselves, we
woul d have to add the cost of delivery to the price we

pay them for their crops. By using our own trucks, we
save noney on that, as well as on collection and distri-
buti on of farm supplies. Qur nenbers certainly benefit
fromour transport services and so does our staff, in

terns of tine, cost, and conveni ence."

On the ot her hand, good argunents still exist for the "ol d-
f ashi oned" approach. A co-operative w thout trucks m ght
ar gue:

- "W leave it to our nenbers and to our suppliers to make
their own arrangenents for deliveries to us. Menber s
bring in their crops and collect their farm supplies at
our war ehouse. Mor eover, our staff does not m nd using
bi cycl es or public buses for travel. We do not want to
tie up a lot of nobney in expensive vehicles; we believe
it can be better used. We al so think the managenment of
nodern transport is very difficult - some societies have
bought big trucks and have not hi ng now but probl ens.
They can't find spare parts or they don't have the npbney
to pay for repairs, petrol or drivers' wages. So what's
the point in owning a truck if it only causes probl ens
and expense? We believe in our old-fashioned system It
is cheaper, nore flexible and doesn't take any speci al
skills to keep going."

The success of a co-operative depends on the efficiency of
its services, its econony and the well-being of its nenbers.

Transport is probably the worst-nanaged service of any co-
operati ve. It is also the service inost easily inproved if
the society can select the right transport and manage it

properly.

This "MATCOM El enent” will help you inprove your transport
managemnment . Before you read further you should review care-
fully the tasks of transport your co-operative now pro-



vi des. Answer the questions bel ow. They will rem nd you
t hat on-going evaluation is part of a manager's job. What

an organi sation does today is not necessarily what it should
do t onorrow.

1.1 Who provides transport in your co-operative for -

al crops fromnenbers' farns to the co-operative?

b/ produce fromthe co-operative to the buyers?

¢/ farminputs fromthe suppliers to the co-oper-
ative?

d/ farminputs fromthe co-operative to the nem
bers?

e/ staff travel?

1.2 Could any of the above transport tasks be perforned
better, | ess expensively and nore effectively than
at present?

1.3 Your co-operative nmay now be responsi ble for sone
of the above services. What woul d happen if the
society were to stop providing these? Who woul d
t ake over the transport? What woul d t he conse-
guences be?

1.4 \What is the approximate cost for transporting 1 ton
of produce 1 km -

if you hire transport?
if you use the co-operative's own vehicle?

1.5 Explain the consequences if sone goods your society
now transports by truck were transported by ani mal -
drawn carts instead.

1.6 Suggest ways you and your staff could reduce your
own travel costs when visiting nmenbers, suppliers,
banks, custoners, etc.

1.7 What do you understand by "m suse" of transport?
G ve sonme exanpl es of m suse of co-operative trans-
port facilities which you have observed.
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1.1 Who provides transport in your co-operative for -
a/ crops from members' farms to the co-operative?
b/ produce from the co-operative to the buyers?
c/ farm inputs from the suppliers to the co-operative?
d/ farm inputs from the co-operative to the members?
e/ staff travel?
1.2 Could any of the above transport tasks be performed
better, less expensively and more effectively than
at present?
1 . 3 Your co-operative may now be responsible for some
of the above services. What would happen if the
society were to stop providing these? Who would
take over the transport? What would the consequences
be?
1.4 What is the approximate cost for transporting 1 ton
of produce 1 km -
- if you hire transport?
- if you use the co-operative's own vehicle?
1.5 Explain the consequences if some goods your society
now transports by truck were transported by animaldrawn
carts instead.
1.6 Suggest ways you and your staff could reduce your
own travel costs when visiting members, suppliers,
banks, customers, etc.
1.7 What do you understand by "misuse" of transport?
Give some examples of misuse of co-operative transport
facilities which you have observed.
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TO OWN OR TO HIRE?

| magi ne that your co-operative has not offered any transport
services to its nenbers before. The conmm ttee has now de-
cided that it should do so. You plan to transport nenbers'

crops and farm supplies. You have carefully estimted how
much wil|l have to be carried, and when, and have worked out
that you will need two six-ton trucks. You have cal cul at ed
that the cost will be as foll ows:

Vehicle cost = T$ 15,000 each*
Vehicle life = 5 years
Cost per year, per vehicle = T$ 3,000

Per year

Cost of two vehicles = T$ 6, 000
Mai nt enance = T$ 1, 000
Drivers' wages and benefits = 2,500
Fuel = 4,000
| nsurance = 200
Tot al = T$ 14,000

A conmm ttee nenber has suggested that the society consider

hiring vehicles rather than buying them So you have ap-
proached a contractor who has a | arge nunber of vehicles
nmeeting your requirenents. He has quoted a figure of

T$15,000 to carry out the work. WII you accept his offer,
or buy the vehicles for the society?

The sol ution appears sinple. If it costs T$1,000 less to
buy the society its own transport, why should there be any
question of hiring instead?

But there are other argunents to consider. It mght stil
be better to hire, even if it appears nore expensive than
pur chasi ng.

¥ We use an imagi nary currency here, because this booklet is used in
many countries. W call it "Training dollars" (T9$).



-7_

Co-operatives deciding to hire transport instead of buying
it mght argue:

- "W won't have to manage the transport operation itself
if we hire and we al ready have enough to do!"

- "If your own vehicles break down - no transport! But our
rental conpanies will have to give us a new truck if one
breaks down - we only pay for what works!"

- "Nobody can use the hired vehicles for any 'private' or
unaut horised trips, so we won't have the extra cost of
m suse of transport."

"We don't have to spend (or borrow) a |ot of noney to buy
vehicles - we can use our cash for other things."

"We can hire exactly the nunber of vehicles we need, ac-
cording to demand. If we had our own vehicles, npst re-
| at ed expenses such as insurance and drivers' wages woul d
have to be paid whether the transport is used or not."

M’s TRUCKS
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You might think that you have to buy your own transport be-
cause there are no suitable contractors available to do the
j ob. But if you nmake it known that you are | ooking for
hired transport, you may find a nunber of conpetent firns
comng forward or new firnms starting up to take advantage of
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the new opportunity. (You may work together w th other
societies on this to stinulate greater interest.) It makes

good busi ness sense to assess the chances of hiring before
buyi ng your transport.

There are, of course, advantages to purchasing your own ve-
hi cl es

"Havi ng our own vehicles reduces transport costs. We
carefully maintain our trucks and schedule all trips
properly. We do not risk excessive charges by outside
transport firns."

"We know exactly what we need in the way of trucks at our
society - and we bought just that. The rental conpany
did not have suitable trucks."

"Qur vehicles are always available to us - no one el se
can call on them"™

WE HAVE OUR OWN TRUCKS!'

THEY ARE
ALWAYS HERE WHEN ALPHA GCOORP-GARAGE
7. ILNWE NEED THEM.
7

g WE DON'T R/ISK
AV \BE/NVG OVERCHARGED!
U2,

v TUST THE

o g RIGHT VEMHICLES

— X

FOR us/

There is no sinple answer to the question "buy or hire?"
What is inportant is to recognise that owning transport nay
actually cost nore noney than renting it - and be a nuch
nore conpl ex process than hiring.

2.1 Learn fromothers' experiences. Ask co-operatives
or other enterprises in your region about their
problens in hiring and owning transport.
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2.1 Learn from others' experiences. Ask co-operatives
or other enterprises in your region about their
problems in hiring and owning transport.


THE COST OF TRANSPORT

Manager George in Al pha Co-operative had to go to town to

settl e sone business. "Forty Kkilonetres, about four litres
of petrol - that is only two dollars, cheaper than the bus
ticket," he thought. And so he took the society's pick-up

truck to town.

Peopl e often act as if fuel were the only cost of trans-
port. In a way, of course, they nmay be right; fuel may be
the only additional cost. In this case, George thought that

the truck was already avail able, that the driver had nothing
el se to do, and that he was actually saving noney by not
taking the nore expensive bus.

However, George's trip cost a lot nbre than the price of the
fuel. Fuel is only a small part of the total cost of trans-
port.

Just to have a vehicle neans that you have to pay certain
costs, regardl ess of how nuch you use it. Such st anding
costs include the vehicle licence and the driver's wages.

Wien the vehicle is operated, you have to pay additiona
costs for fuel, oil, and so on. These are called running
costs.

Yet another high cost is depreciation, Suppose you pay
T$10, 000 for a vehicle. You plan to use it for five years.

It is not reasonable, therefore, to account for the total
cost of T$10,000 in the first year. You spread the cost
over the five years of use, accounting for T$2, 000 each
year. This is called the depreciation cost.

The nmain costs of a vehicle are listed in the table on the
next page, which cites as exanpl e the truck owned by Al pha
Co- operati ve.
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Annual Costs for a Vehicle
Item In Alpha In your
Co-operative co-operative
Fuel (40,000 km) TS 2,000
Driver's wages 1,000
Maintenance 1,200
Tyres 600
Insurance 500
Licence 200
Depreciation 2,000
Administration 500
Total TS$ 8,000

The total annual cost for the truck in George's co-operative
is T$8, 000. The fuel cost is T$2,000. That neans that the
total cost for this transport is four tines the fuel cost!

CGeorge said his trip to town would cost two dollars. The
fact is that the cost was four tines higher, or eight dol-
lars. The bus ticket would have been cheaper

The truck in Al pha Co-operative was driven 40,000 kmt hat
year. It is easy to calculate the cost for each kilonetre
driven.

T$8, 000

=  T$0.20 per km
40, 000

We can check the cost of George's trip again. It was 40 km

40 x T$0.20 = T$8.00

3.1 Fill in the costs for a vehicle owed by your co-
operative in the table above.
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3.1 Fill in the costs for a vehicle owned by your cooperative
in the table above.


- 11-

The truck in Al pha Co-operative was driven 40,000 kmin a

gi ven year. What woul d happen to the costs if the truck
were driven only 20,000 knf

Wuld all the figures remain the sanme, would all change, or
woul d each behave differently?

It is fairly clear that fuel
costs would be halved if the
di stance driven were hal ved.

If we keep the driver em
pl oyed full-tine, the cost

of wages would remain the
sare.

The cost of maintenance and
the cost of tyres would be
reduced if the vehicle were
driven a shorter distance.

| nsurance and Licence fees
woul d remai n the sane.

The depreciation cost night
change, because the |life of
t he vehicl e depends on the
di stance it is driven.

The cost of adnministration
woul d drop because |less tine
woul d be spent on planning
and schedul i ng.
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It is inportant to note that the various costs behave in
di fferent ways when vehicle use is reduced or increased.
Look at the table below Costs are estimated for distances
of 10,000 km 20,000 km and 40, 000 km

Annual Costs (TS$)
Item 10,000 km 20,000 km 40,000 km

driven driven driven
Fuel 500 1,000 2,000
Driver's wages 1,000 1,000 1,000
Maintenance 500 700 1,200
Tyres 200 300 600
Insurance 500 500 500
Licence 200 200 200
Depreciation 1,000 1,500 2,000
Administration 200 300 500
Total 4,100 5,500 8,000

What woul d be the cost per kilonmetre in each case?

For 10,000 km T$4, 100 :
For 20,000 km T$5, 500 :

For 40,000 km T$8, 000 :

10, 000
20, 000

40, 000

41 cents per km
27.5 cents per km

20 cents per km

You may have noticed that sonme vehicles operate only a few

hundred kil onetres a year

(per haps because of

| ack of fuel

or spare parts) while others run night and day (often wth-

out proper naintenance).

Very Laow annual

kil ometre very high

Very high annual

m | eage may result

Clearly,

both extrenes are bad.

m | eage (di stance driven) keeps costs per

in |lower kilonetre-

costs but shorter vehicle Iife unless proper nmaintenance

i's perforned.
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No sensi bl e manager woul d keep his trucks running constantly
simply to achieve a | ow kil onetre-cost. He woul d take the
time for routine maintenance and repairs. Kilonmetre-cost is
only one of the factors he nust consider. Cost-effective-
ness is another. Many trips are obviously uneconomnc, for
i nstance using a ten-ton truck to take the manager to a
nmeeting or to transport only a few bags of sonething. Such
trips, like borrowing a co-operative vehicle for private
busi ness, are a form of m suse.

Wien you nanage a transport service, you nust | ook at the
whol e pi cture.

® You nust estipmpate the individual costs of running each
vehicle, then check the actual total costs and kil onetre-
costs at the end of each year (nore frequently if poss-
i ble).

@® For your systemto be econonic, you must make sensi bl e
use of vehicles, seeing to it that they carry as full
| oads as possible and travel only on rel evant co-operat-

i ve busi ness.

ECONOMICAL?
MAYBE , BUT
sare - nof

‘gﬁ:l\ mimRSCRR




BUYING VEHICLES

If purchasing proves to be the nobst economi cal solution to
your transport problens, it is essential to buy Lhe right
vehicle at the right price and to find the nost econom ca

way of financing and paying for it. As everyone knows, it

is easy to nmake ni st akes.

- The conmmittee of Hi ghl and Co-operative conpared only the
fuel costs of several vehicles. It decided to buy a
truck with very | ow petrol consunption. This turned out
to be a costly nistake, because it l|later proved i nposs-
ible to obtain spare parts for this particul ar nodel.
The truck was off the road nobst of the tine. The co-op-
erative was forced to hire other vehicles.

OL/R NEW TRUCK

HAS VERY LOW
FUEL COSTS .

VES! BECAUSE
IT'S ALWAYS N
THE GARAGE ..

G eenl and Co-operative fell in another trap. It urgently
needed a truck but had problens in raising the noney
needed. When the committee nmenbers eventually found a
deal er who offered generous credit terns, they were eager
to buy a second-hand truck from him In their haste,
they failed to check the vehicle properly. It was in
poor condition and had to be scrapped after a year.

OUR NEW
7RUCK WAS VERY

17" CERTAINLY
WwAS ./

In both cases, the buyers were so i npressed by one particu-
| ar detail that they forgot to consider others, perhaps nore
i nportant. To minimse the chances of such error in buying
a vehicle, it is a good idea to follow a fixed procedure,

li ke this one:
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® Define the functions and the specifications of a suitable
vehi cl e. What do you want your vehicle to do? Wat
features nust it have to do what you expect?

@® Giather [nformation on suitable vehicles that are avail -
abl e.

@ List and caonpare data on these vehicles.

® Conpare terns of financing and paynent for the vehicle;

choose the nost feasible for your co-operative.

Let us take a closer | ook at these steps.

. I £ i ans
Bef ore even | ooking at a vehicle you have to identify pre-
cisely what you want it for. What do you expect it to do

and what features are thus essential? The vehicle nust fit
the society's needs. You nust define your basic require-
iInents as foll ows:

@® Payl oad capacity
What size loads will generally be carri ed; vol une,
wei ght ?

@® Body type
What types of loads will generally be carried; in
bul k or bags?

@® Suitability for local roads

VWiat are road conditions in the area? |Is there a
need to drive in rough terrain? Are extra sturdy
constructi on and 4-wheel drive needed? Are there
vehicle limtations - maxi num | ength and wei ght -
due to road regul ations, bridge capacities, etc.?

You may find several vehicle nodels with the basic features
you need. But you nust consider other factors as well.
Those listed on the next page can be of great inportance in
t he useful ness of the vehicle to your co-operative.



® Mintenance
How often is it required? \ere can it be done?
What does it cost? Can your drivers do it easily?
@® Spare parts and tyres
Are they always avail abl e?
® Cuarantee
@® Cost of licence and i nsurance
® Fuel consunption and cost
@ Attitude of drivers
Can they drive it? Do they like it?
@® Purchase cost
Cash or credit terns?
® Vehicle value after five years
I i ni .

Once you have listed the expected functions and specifi-
cations you require, you need to begin gathering information
on vehicles. Wat sources of information are there?

Manuf acturer's agents

They know technical details better than anyone el se
- but their profit depends on their sales. They are
likely to be biased in favour of their own products.

O her users
Peopl e enpl oyi ng the sane type of vehicle for the
same kind of work can be excell ent advisers.

Mai nt enance gar ages

Mechani cs experienced in servicing the vehicle in
question can provide accurate information - if they
are not also sales agents for particular vehicles.

Second- hand deal ers

These can offer advice if they carry a variety of
makes and do not try to sell you a particul ar one.

Jour nal s and nagazi nes

These carry not only advertising (which can be in-
formati onal even if biased) but occasional articles
that may be rel evant.



Prepare a |ist

of data

To facilitate both the conpari son of vehicles and the final

deci sion on which to buy, it
information in a clear
conparing two new vehicles (Apollo and Rex) and a
third one (Sabo) which is used but

exanpl e,

is a good idea to conpile your
and conci se tabl e.

Here i s an

in good condition.

5 years

Vehicle feature APn(;L\;z)_o %Ee:t)f) Suggi
Payload (tons) 9 6 £
Length (m) 7.5 S5 5.3
Suitability for
rough terrain Goop FAIR Go0p
Maintenance - GEORGETOWN | GEORGETOWAN BoLs
location only BOLA, KRIMA KRIMR
Maintenance cost
per 15,000 km 4000 750 4,500
Availability of
spare parts Goop FAIR Qdaop
Guarantee 6 months & months —
Licence, insurance
cost 7‘ﬂ Jdd jﬂd
Fuel cost
per 15,000 km //3d0 /,500 /,édﬂ
Driver attitude + ++ +
Purchase costs 20,000 /5,000 8,000
Purchase costy
credit 23000 /7000 WA.

. 2 years 2 gear _
Credit terms via bank Wiﬁ/@’
Va]ue after /dwo éaﬂa a
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You are not likely to find a vehicle that fits all your
speci fications. What are the nopst inportant? What can you
ignore if necessary?

In general, lowinitial cost, fuel econony and ideal |oad
capacity are perhaps less inportant than reliability and
availability of spare parts.

Do not forget to investigate the possibilities of buying a

second- hand vehi cl e. Whil e sone of its operating |life has
been used, it will obviously be cheaper to buy - but eval u-
ation is critical. Try to borrow the vehicle for an ex-
tended testing period. Have a qualified mechanic do a com

plete inspection. You mght ask the seller to guarantee the
vehicle for a certain period.

\///// ,

7 THIS TYRE
/S GETTING
THIN !

LOOK AT
THIS RUST.

HERE 715 AN
orL. LEAK/

In the process of deciding which vehicle to buy, it is im
portant to fully involve the people nost concerned: the nman
in charge of the society's transport operations and the
drivers. They wll have to deal with the vehicle every
day. They know what is needed and what problens are |ikely
to arise. Do not ignore their advice.
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Finally, how do you pay for your vehicle?

Even if your society has enough noney in the bank to buy
it outright, should you do so?

If the bank is willing to | oan you the noney for the ve-
hicle, should you necessarily take it?

If you do not have the noney and cannot borrow it from
t he bank, do you have any alternative?

The answer nay be credit fromthe supplier. This is com

nmonly offered as encouragenent to the purchaser - and nust
be evaluated just |like any other feature of the vehicle.

The tabl e bel ow shows different ways of paying for a truck
priced at T$20, 000 in cash.

Cash Bank loan Hire-purchase
Initial payment TS$20,000 -~ TS$5,000
T$500 T$600
Later payments - per month per month

for five years for three years

Total payment T$20,000 T$30,000 T$26,600

What is the best alternative? In terns of total cost, obvi-
ously cash is the cheapest, followed by hire-purchase and
bank | oan, in our exanple.

But total cost may not be the only consideration. Suppose,
for instance, that a co-operative society needs a truck, but
at the sane tine it needs to buy another inportant piece of
equi prent and to pay its nenbers for their crops. The so-
ciety has sone cash, but not enough for all three purposes.
The bank is willing to advance a | oan for one of them but
not nore. In this situation, the credit offered by the ve-
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hicle supplier (the hire-purchase alternative) could be the
additional source of noney needed by the society to devel op
its business as planned. If the co-operative were to use
its available cash to buy the truck (the alternative which
at first glance appears cheapest), it would in fact be nore
"costly"; t he society would be unable to provide anot her
vital service.

Thi s exanpl e shows that decisions on paynent nust be nmade in
vi ew of the whole picture. Managenent nust find the best

overall solution for the actual situation

When buying a vehicle for your co-operative:
4.1 VWhat are potential m stakes to avoi d?

4.2 What are the nost conmmon problens facing truck
owners in your area? Wat can you do to avoid
t henf

4.3 What people m ght you ask for advice?
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When buying a vehicle for your co-operative:
4.1
What are potential mistakes to avoid?
4.2 What are the most common problems facing truck
owners in your area? What can you do to avoid
them?
4.3
What people might you ask for advice?


VEHICLE SCHEDULING

once you have sel ected the best vehicle for your co-operat-
ive and have bought it in the nost econom cal way, your re-
sponsi bilities as manager have only begun. Your task nowis
to make your system of transport as efficient and economc
as possi bl e.

- A given society had three trucks. Sone days they were so
busy that produce would go bad for |ack of transport;
ot her days the vehicles had nothing to do. The last two
days of every nonth all trucks were in for service;
not hi ng coul d then be noved at all. The manager i nsisted
he needed at | east one nore truck to cope with all the
requests for transport.

Poor managenent |ike this can easily render any investnent
in vehicles unprofitable, no matter how carefully it was

made. The proper use of vehicles is as inportant as their
careful selection and purchase. In transport nanagenent,

this neans careful scheduling - naking the nost effective
use of the vehicles you have before seeking outside re-
sources.  Scheduling neans that you:

@® find out in advance what the transport needs are;
@® bal ance the avail able transport agai nst the needs;

@ deci de what tasks nust be done at specific particul ar
times, and what can be nore flexibly tined,

@® allocate the vehicles to the tasks;

® draw up a progranme stating what vehicles are doi ng what,
when;

@ |eave sone flexibility for unexpected needs or probl ens;

® nonitor, nmintain and (when necessary) nodify the pro-
granmme as it is inplenented.
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For effective scheduling it is necessary to have one person
responsi ble for all these tasks. (It nmay be the nmanager
hinsel f, a staff menber designated as transport supervisor,
or a special transport manager.) He will have to ascertain
t he transport needs and deci de how each vehicle is to be
used, every day.

If you only have one or two vehicles, and they routinely
performthe sanme tasks, you may not need a formal system
But you still nust know their functions and | ocations at all
times, if only to be able to re-arrange themif sonething
unexpected conmes up

I f you have nore than two or three vehicles, however, a re-
quisition system is in order. Anyone then requesting trans-
port should give the responsi bl e manager a "requi sition
formt like this:

TRANSPORT REQUISITION

To: Transport Supervisor, Alpha Co-operative

From: 7%‘7@4% Section: {!2 Date: 2557
LOAD Description: W 4 22 &745
Weight: 00 £a
4

CCLLECTION DATE and TIME:

Earliest: 24{ gQ Latest: Z«f{ /{Q
COLLECTION POINT: 7244; Zz;ya;g Shatorr
DELIVERY POINT: Hpha ;géﬁzﬁmazb/

TRANSPORT COSTS TO BE CHARGED TO:
Supply % Marketing Consumer Gen.Admin.
Section Section Section Section

REMARKS : _ 72bave WM W«ééas? P

For Transport Supervisor's Notes

VEHICLE: COLLECTION TIME:




23 -

Ask yoursel f sone questions about your transport operations:

Are your vehicles ever used for illicit purposes?

Is it ever difficult to pin down who authorised a journey
or to what departnent it should be charged?

Are vehicles idle at sone tines and urgently needed in
several places at other tines?

You can elim nate nost such problens with a requisition sys-
tem Qur nodel form (on the previous page) is quite
si mpl e. Only certain people in the co-operative have the
right to request transport; t he transport supervisor ac-
cepts requisitions only fromthem The forns help himto
schedul e the journeys effectively - and provide a way to
check that the vehicles have not taken any unnecessary or
illicit trips.

To facilitate the work of the transport supervisor, his col-
| eagues in the co-operative should submt their requests to
gi ve hi m adequate preparation tine. He can then lay out a
nore effective transport schedul e.

W will show an exanpl e here. It concerns a transport
supervi sor, M. Tarus of Al pha Co-operative, who had one
truck (five-ton) and one pick-up (one-ton) at his disposal.
H's drivers worked from7 a.m to 4 p.m wth an hour for
| unch. On Saturday, Tarus received transport requisitions
for the follow ng tasks:

A Daily: col l ect four tons of produce; a three-hour
t ask; to be conpleted by 3 p.m

B Daily: drive the chief clerk to town for one hour (to
go to bank, post office, etc.); nmust | eave after 8
a.m and return by 1 p. m

C As soon as possible: take a ten-ton fertiliser |oad
fromthe nmanufacturer's store to the society; five
hours durati on.
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D. As soon as possible: collect approximately 50 kg of ma-
chine spare parts fromthe depot; a two-hour journey.

E. As conveni ent coll ect and deliver 100 tons of gravel
a one-hour task for each trip.

F. Mnday: deliver a three-ton load any tinme after 1 p.m;
a two-hour task.

G [uesday : t ake manager and chief clerk to capital to
visit the bank head office; a seven-hour journey.

H  Eriday: collect two tons of supplies, not before 12
noon; a three-hour task.

Sat urday col l ect cashier froma training course; a
t hr ee- hour journey; must | eave after 8 a.m

Wth these requisitions in his hand, Tarus started to work
out a schedul e. He sinply used a chal kboard on the wall,
where he indicated when the various tasks shoul d be done,
and by whom You can see his schedul e on the next page.

O course, Tarus knew that there would be changes in his
schedul e during the week. For instance:

vehi cl es m ght break down;
| oads m ght not be ready in tineg;

staff (drivers and hel pers) mght not turn up or perform
as expect ed;

extra urgent tasks m ght suddenly have to be done.
Sone peopl e argue that because of such problens, it is a
waste of tine even to try to plan out a schedule. It is

rarely, if ever, possible to stick to it.

But Tarus has a different experience: "My schedule is nost

useful when things go wong. | can see at once when we can
do sone extra jobs, which tasks will have to be cancelled or
how we shoul d nodi fy the plans. The point is to have a

clearly presented schedul e which can easily be anmended.”
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For instance, during the next week, the follow ng happened:

- On Tuesday afternoon Tarus was asked when he could first
nove a four-ton |oad, a task taking three hours. He
could imredi ately see that the pick-up woul d be avail abl e
and could do the job in four three-hour trips on Wdnes-
day, Thursday and Fri day.

- On Wednesday afternoon the pick-up had the exhaust pipe
damaged on a bad road. Tarus told the driver to fix the
pi pe on Thursday norning, and to do his daily run to town

late, at 9 a. m

Preparing a schedule is a means of planning transport and a
useful tool when dealing with problens, as we have seen.
But an efficient transport manager should also try to
anticipate and elimnate problens. There are certain things

he nust do:
@ have regul ar mai nt enance schedul i ng;

@ notivate drivers by setting standard tines for journeys,

| oadi ng and unl oadi ng;

@ ecnsure that drivers can obtain the hel p needed | oadi ng
and unl oadi ng;

@® allocate adequate tine for journeys according to
road and vehicle conditions.

5.1 Descri be a system for requisition of transport
services which would be suitable for your CO-0p-
erative. In particular, point out:

- who is authorised to order transport services;

- how requests should be made (orally or in

writing);

what the requistion formshould Iook like (if
used) ;

how the requisition formis used (who fills it

out, who receives and uses it, who files it);

- how the costs for transport are cal cul ated and
all ocated within the society.
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5.1 Describe a system for requisition of transport
services which would be suitable for your co-operative.
In particular, point out:
- who is authorised to order transport services;
- how requests should be made (orally or in
writing);
- what the requistion form should look like (if
used) ;
- how the requisition form is used (who fills it
out, who receives and uses it, who files it);
- how the costs for transport are calculated and
allocated within the society.
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MAINTENANCE

What happens if you negl ect the nai ntenance of your ve-
hicles? They will break down, sooner or |ater, |eaving you
at least tenporarily w thout transport.

Suppose you gi ve your vehicles excessively good service -
you keep themin the garage for a full day's service every
week, change tyres every 5,000 km and so on. Wuld that be
all right? Wl l, sonme breakdowns night be elim nated, but
such nmai ntenance would itself be costly, and with the ve-
hicles off the road so nuch you would still be left often
w t hout transport.

OVERDOING
THE MAINTENANCE...
\ { ;

@ or IGNORING T

NEW TIRES

Li ke all other rmanagenent j obs, vehicl e mai nt enance

bal ancing act; you have to find the right point between ex-
tremes. There are both technical and econonic aspects to
consi der here. The ai ns of mai ntenance are:

® to ensure that vehicles are safe;
® to mininmze breakdowns and tinme off the road;
® to control and reduce costs;

® to maxim ze economc vehicle life.

S

a
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There are two types of naintenance:
@ pl anned nai nt enance;

this includes the daily check by the driver and the
regular garage inspections and servicing: and

@ energency nmai ntenance;

the repairs necessary when sonething breaks down.

. . aciliti
We saw earlier that there are good reasons both for and
agai nst a society owning its own transport. The objective
is not to own the vehicles, but to provide the transport
servi ce. It is the sane with mai nt enance. You can have

your own garage and nechani cs, or have mai nt enance provi ded
by outside firns.

VWhich is best? There are advantages and di sadvantages to
both systens. Let us listen to a manager with positive ex-

perience in providing rmaintenance within his co-operative:

"We can keep close control on our trucks. The service is
avail abl e on-site as needed. As soon as sonet hi ng hap-
pens we can check on and repair it. Qur nechani c knows
our trucks very well. He knows what spare parts we need
and we can stock these. Qur drivers share the work with
t he mechani ¢ as necessary. W probably have | ower nain-
t enance costs than many other societies.”

But anot her manager had | argely negative experience with his
own mai ntenance facilities:

- "1 think we have | ost nbney on our own nai nt enance. e
have three different makes of trucks, all new to our
staff, which creates problens. For major repairs they
al ways refer to the agents in town. W have spent a | ot
of noney on tools and spare parts; now it | ooks |ike
many tools have di sappeared and the parts will never be
used here. | don't know what to do with the garage

staff."



- 29 -

Qbviously, there are many matters to consi der before you de-
ci de whether or not to set up your own mai ntenance facili -
ties: t he nunmber of vehicl es you have; how conpl i cat ed
they are; how much nmoney you can i nvest in buildings,
equi pnent and spare parts; whether you can find a qualified
mechani c. Your decision, in any case, is not pernanent.
You nust periodically re-evaluate it. Even if you have had
your own facilities for sone years already, you nust remain
open to the possiblity of changi ng over to an outside sup-
plier, if this should prove better and cheaper.

MAINTENANCE TFACILITIES:
BUILDING

T

GARAGE FIXTURES

[ AND EQUIPNMENT

SToCK ) ?%gBE
OF S ,/;
SPARES i T
e AL
57 N Ve . -

AR &/ —

|~

+ ADMIN.
SUPPORT

The costs of mai ntenance are, of course, of decisive inmport-
ance. You can never cone to the right decision if you do
not know t he mai nt enance costs for each vehicle. For this,

you require records.

Mai nt enance records

When a nechani c performs planned, regular service on a ve-

hicle, he works systenmatically, checking a | arge nunber of

parts and functi ons. To be sure that he does not forget

anything, he follows the special service instructions issued
by the manufacturer in the formof a service book or a ser-
vice card. This is like a check-list where he can tick off

every j ob done. It is inportant that these manufacturer's

instructions are observed carefully.
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To nonitor services and repairs and what they cost, records
must be kept for each vehicle. Whet her the work is done in
your society or outside, you nust have records on:

@ Pl anned service intervals, when the | ast was done and
when the next is due;

any defects discovered and repaired;
any parts substituted;

the costs of all material and parts used;

the cost of the labour (if the work was done by your own
staff you must know how nmuch tine they took for it).

Mai nt enance costs
Your nai ntenance records will enable you to ascertain the
total annual mai nt enance costs of each vehi cl e. These

shoul d i ncl ude any costs you nay have had for a workshop
building and equipnent and the tine spent on nmi ntenance.
It is easy to forget the tinme the manager or a supervi sor
uses to organi se and supervi se nai nt enance wor K.

All this information is necessary for your managenent de-
ci si ons. You need it to:

assess whether the staff is taking good care of the ve-
hi cl es;

cal culate the total cost of a vehicle and how nuch to
charge for the use of it;

deci de whether or not to retain a particular vehicle
[high costs may indicate that it is tinme to di spose of
it);

deci de whet her you shoul d change your system of mainten-
ance (fromyour own to external services, or vice versa).

6.1 Suggest ways to i nprove the mai ntenance of the
vehicles in your co-operative.
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6.1 Suggest ways to improve the maintenance of the
vehicles in your co-operative.
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FUEL

Fuel is vital to your transport operations. It accounts for
a large part of your transport costs. It is easily stolen
or msused (by unauthorized or unnecessary trips). The
fu.el consunption of individual vehicles nust be nonitored.
You nust have an effective systemfor the issuing of fuel.

Your systemw || depend on | ocal conditions, whether you
have your own tank and punp on the prem ses, and so on. In
any case, you nust design it so that the foll ow ng questions
can be clearly answered.

Fuel - i ssued_on_your prem ses:

7.1 Who is responsible for issuing fuel to individua
vehicles (the driver or soneone else)?

7.2 1s fuel available at any tine, or only during
[imted hours?

7.3 How is the amount of fuel issued recorded at the
punp? I n the vehicle?

7.4 How is the volunme of fuel in the tank checked?
How of t en? By whon? Who is responsi ble for or-
dering fuel fromthe supplier?

7.5 How are total fuel issues conpared wth individ-
ual issues and the contents of the tank, so that
any possible "l eakage" is discovered?

Fuel bou ht on the road:

7.6 Are drivers permtted to buy only from noni nated
suppliers, or anywhere?

7.7 How do the drivers pay for the fuel ?
7.8 How are fuel purchases recorded by the drivers?

7.9 \Who checks the fuel consunption of each vehicle?
How is it done? How often?
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Fuel - issued_on_your_premises:
7.1 Who is responsible for issuing fuel to individual
vehicles (the driver or someone else)?
7.2 Is fuel available at any time, or only during
limited hours?
7.3 How is the amount of fuel issued recorded at the
pump? In the vehicle?
7.4 How is the volume of fuel in the tank checked?
How often? By whom? Who is responsible for ordering
fuel from the supplier?
7.5 How are total fuel issues compared with individual
issues and the contents of the tank, so that
any possible "leakage" is discovered?
Fuel bou ht on the road:
7.6 Are drivers permitted to buy only from nominated
suppliers, or anywhere?
7.7 How do the drivers pay for the fuel?
7.8 How are fuel purchases recorded by the drivers?
7.9 Who checks the fuel consumption of each vehicle?
How is it done? How often?
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INSURANCE

If your vehicles are properly maintai ned and your drivers
are well selected and trained, you reduce the risk of acci-
dents. In nmost countries, however, vehicles have to be in-
sured for "third-party risks". This covers any clains which
may be made by ot her people who suffer loss or injury be-
cause of your society's vehicles. Wiy does the |aw require
this?

- If your vehicle causes a great deal of danmge to other
peopl e’ s vehicles or property, the amount clainmed may be
so large as to conpletely "break"” your society. The risk
is not worth running.

- Your vehicle may severely injure or kill someone. Wile
nmoney is no substitute for health or life itself, clains
for personal damages in such a case are likely to be very
| ar ge. It might be unjust to the injured (and di sastrous
to the society) if such a claimcould not be paid. In-
surance makes the paynent possible.

Al t hough the law usually only requires third-party in-
surance, nost reputabl e organisations also insure their ve-

hi cl es on a " conprehensive" basis. This covers repairs or
repl acement of the society's vehicles if they are danaged or

destroyed in accidents caused by your own drivers. If a ve-
hicle has to be replaced or undergo a major repair, the cost

is likely to be substantial to any society. In case a dam

aged vehicle has not been fully paid for (the society may
have a | oan), the society will have to repay the |oan and
pay for the repair or replacenent. The doubl e burden m ght
be a disaster for the society. Therefore, it is generally
wi se for a society to take out conprehensive insurance, even
if the drivers are better than average, the vehicles better
mai ntai ned and the insurance at first apparently unecononic
to buy.
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| nsurance costs vary. Sone conpani es have better deals than
ot hers. Costs are also affected by "no cl ai m bonuses” and
"deducti bl es".

No claimbonuses are reductions in insurance costs given
after no clainms have been made for a certain nunber of
years. This is reasonabl e, because vehicles wth a
hi story of |less frequent accidents are less likely to
have accidents in the future. The safer societies should
not bear the burden of those | ess safe. Reductions of
30% or even 50% are quite often avail abl e.

- Deductible insurance requires the insured party to cover
costs up to a certain anount. The insurance conpany only
pays those anobunts in excess of a particular figure.
This protects the insurance conpany fromsnmall clains,
whi ch cost a great deal of nobney to verify and adm nister
In proportion to the noney paid out.

You usual ly have a choice of insurance conpanies. To sel ect
t he nost econom cal insurance you have to conpare their
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deal s. For exanple, which of the follow ng would you pre-
fer?

Insurance Insurance
Company X Company Y

Cost per year T$600 T$500
No claim bonus:
First year accident-free 20% 10%
Second year accident-free 30% 20%
Third year accident-Free 40% 30%
Deductible
(to be paid by insured) TS50 T$100

In this case there is no right or wong answer; if your
record is clear for three years, Conpany X' s charges will go
down to T$360 and Conpany Y's to T$350. But the high "de-
ducti bl e" for Conpany Y neans that you will have to pay T$50
nore on any clains you do make. If you believe you are un-

likely to make cl ains, Conpany Y is best; otherw se Conpany
X

There are still other factors to consider which are nore im
portant than small differences in the cost of insurance
prem uns. The questions below will help you to identify
such factors.

Take a | ook at your own vehicle insurance.

8.1 Is your insurance conpany well established and
unlikely to cease operations or go bankrupt?

8.2 Is the conpany represented locally so that its
staff can deal quickly with any clains?

8.3 Does it have a reputation for fast, fair and ef-
ficient service?

8.4 How do the prem uns conpare with those of other
conpani es?
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Take a look at your own vehicle insurance.
8.1 Is your insurance company well established and
unlikely to cease operations or go bankrupt?
8.2 Is the company represented locally so that its
staff can deal quickly with any claims?
8.3 Does it have a reputation for fast, fair and efficient
service?
8.4 How do the premiums compare with those of other
companies?

ana
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RULES AND REGULATIONS

You rnust insure your vehicles, by |aw, and we have seen that
it is wwser to go further than the | aw demands. What ot her
| egal requirenents are there? What papers nust your ve-
hicles carry to show that you are operating within the | aw?

Regul ati ons vary, but nost countries require the foll ow ng:
Driver's |icence

Vehi cl e tax disk

Li cence pl ate

I nspection certificate

I nsurance cover note

Log book and/or el ectronic "Tachoneter".

These regul ati ons may seem no nore than bureaucratic inven-
tions. But let us go through the Iist and exam ne the prac-
tical reasons why each docunent and rule is good not only
for the country as a whole but also for the operators, who
sonmetines get irritated over all these regulations - and
even ignore sone of them

- Driving licence: i nconpetent drivers can cause acci -

dents, affecting thenselves as well as others; therefore
anybody driving a vehicle nmust have passed a test to be
sure that he is conpetent to do this.

- Jax: t he governnent needs noney to pay for roads and
ot her services; every vehicle owner has to contri bute.

Licence plate: the registration of the nunber provides a
record of ownership, and the plate provides a neans of
vehicle identification - useful if the vehicle is stolen
or involved in an accident.

Lnsurance: the cover note is proof of insurance. It en-

abl es people involved in accidents to make direct contact
with the insurance conpany.



Log book:

nunber of hours w t hout

drivers nust
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not drive for
a rest.

nore than a certain
The | og book enabl es you

to check on this and al so prevent drivers from m susing

vehi cl es.

The | og book may not
is still

country, but

be required by the law in every
used by nost transport operators as a

record of work done and for control purposes. Look at this
exanmpl e of a | og book.
Time Kilometres
Date Start |Finish Journey Purpose at end joE?;ey
Strse 4z b4 23050
Kivra Toeon Delovee ,
/145 | 0830 | /oo | 5 T W;’ZL 2342 | 62
Zerbilise Depot | collees Frerr—
15 oo |1T00 | 20 77 | Gatis . | 23200 89
Skree #7 D.tlbsvee
K 7o )
/550800 | 1200 | o e fm “7 23282 | 62
Stpze o 5Z417‘/f9””
185 /500 1630 | 20 23302 | 20
W“\V*\//~w//\\\/¥\/’/ﬁ\_”/\‘/\/”\//ﬁ\\“‘”\\\\gy///\“\;
Such entries in a |log book, together with transport requi-
sitions and the transport schedul e (see pages 22 - 25),

serve the follow ng purposes:

all ocation of transport charges to the right tasks or de-

partnents;

cal cul ation of transport costs;

noni toring of usage of vehicles;

noni toring drivers

avoi dance of m suse,

on.

per f or mance;

unaut hori zed private work,

and so
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KEEP IT OR REPLACE IT?

ALPHA-COOP

—

L -
(MNP
AR

OURS ONLY

!/ WONDER.
WHICH 1S

How do you deci de when to replace a vehicle? Do you:

- only replace a vehicle when it is totally wecked or wl|
not go any nore?

- replace vehicles on a regular basis, after one or nore
years, regardl ess of their condition at the tine?

- assess the situation every year, and decide on the basis
of likely costs and benefits?

The | ast nethod is best, but nost conplex. It requires sone
estimates, calculations, and judgenent; it is not an "auto-
mati c" decision |like the other two.

You need i nformati on about the possible new vehicle.
- VWhat will it cost?
- What paynment terns can be arranged?

- How nmuch fuel will it use?



You nust estinmate:
- how much it will cost to maintain and

- how nuch it would be worth if you sold it after

nore years.

one or

Your supplier (and your own and ot hers' experience) can help

you here. We have al ready di scussed (on pages 16 - 20) how

to collect informati on about new vehi cl es.

You al so need i nformati on about the old vehicle.

- VWhat could it be sold for now?
What has it cost to naintain it so far?

You will have to estimate:

- how nmuch it will cost to maintain in the future;

- how nmuch fuel it will use;

- how much nore likely it is to break down than a new ve-
hi cl e;
when in the future you think you will decide to repl ace
it; and
how much you will be able to sell it for when you do re-
place it.

If your nmintenance records
and fuel records have been
kept as suggested in this
book, you should have no
difficulty in finding out
what has happened in the
past or in estimating for

the future.
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Your information mght be presented |ike this:

Keep old vehicle Buy new vehicle

Initial paynent T$7,000
Annual paynents (3 years) T$5,000

Mai nt enance charges per year T$2,000 T$1,000
Fuel charged per year T$6,000 T$4,000

| @0 cents per litre) (12,000 litres) (8,000 litres)
Resal e val ue after T$1,000 T$10,000
four nore years

(Note that there is no need to include all the costs, but
only those which would be likely to be significantly differ-
ent in each case.)

You then work out the cost of each vehicle over four years
and subtract what it would be worth at the end.

Resale
Cost + Maintenance + Fuel - value = Total
0ld vehicle TSO + TS$8,000 + T$24,000 -~ T$1,000 = T$31,000
New vehicle | T$22,000 + T$4,000 + T$16,000 -~ T$10,000 = T$32,000

Faced with this choice, what would you do? Are there any
ot her inportant factors that have not been consi dered?

Clearly an old vehicle is nore likely to break down than a

new one. You nust deci de whet her the cost of breakdowns
(and of not having the vehicle at these tines) will be nore
or less than T$1, 000 over the four-year period. Most nman-

agers woul d probably decide to buy the new vehicle, if the
difference were this small.

It is inportant to renenber that vehicle replacenent de-
ci sions, like all rmanagenment deci sions, cannot be nade
purely on the basis of calculations. You nmust use your own
judgenent with the figures to guide you.
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COMPLEMENTARY EXERCISES

GROUP DISCUSS/ON

g s )
\ \&7
e S

......

To conplete your studies of this
topic, use the foll ow ng exercises,
appl yi ng what you have | earned to
real situations.

. .
Exam ne the transport systemand its costs in your
co-operative.

As a basis for your study, list the various types of
transport tasks perforned for your co-operative | ast
year, by both your own and hired vehicles. Sum up the
total costs.

Based on |l ast year's data, estimate the need for trans-

port during the com ng year. Suggest alternative sys-
tens, using either owned or hired transport, or a conbi-
nati on.

Cal cul ate the costs of the alternatives.

Present your findings in a report., using tables to
clearly set out costs. Li st the advantages and di sad-
vant ages of the alternatives. Suggest how probl ens

arising previously m ght be sol ved.

Recommend t he best possi ble transport system for your
co-operative

) L ob d . : "

Prepare a general "job description” outlining the main
duties and responsibilities of drivers.

Then draw up a list of "job specifications" item sing
the tasks of the drivers.

Finally, prepare "notes for the driver", explicit re-
m nders as to what he nmust and nust not do. (This is to
anplify and clarify the job specifications.)
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MATCOM TRAINING MATERIAL

Have you studi ed these ot her MATCOM "Learni ng El enents" for
staff of agricultural co-operatives?

L SBN
Basi ¢ econom cs of an
agricultural co-operative 92-2-103699-5
The budget 92-2-103698-7
Supply services 92-2-105021-1
Crop collection 92-2-105161-7
Pl anni ng 92-2-105215- X

MATCOM has al so desi gned a conprehensi ve ei ght-day course on
"Transport Managenent”, as well as several other courses for
managers of agricultural co-operatives.

The Trainer's Manuals for the follow ng courses are avail -
able fromI LG

L SBN

Col l ecting and receiving agricultura

produce 92-2-103164-0
Transport nanagenent 92-2-103855-6
St orage nmanagenent 92-2-103165-9
Mar keting of agricultural produce 92-2-102983-2
Suppl y managenent 92-2-102365-6
Rural savings and credit schenes 92-2-103371-6
Staf f managenent 92-2-102939-5
Wor k pl anni ng 92-2-103479-8
Fi nanci al nmanagenent 92-2-103478- X
Cost accounting and control 92-2-105080-7
Ri sk managenent 92-2-103956-0
Proj ect preparation and apprai sal 92-2-102446-6
Export marketing 92-2-103681-2
Managenent of |arger agricul tural

co-operatives 92-2-102631-0

Inquiries and orders for MATCOM training material should be
sent to:

The ILO-MATCOM Project

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

Switzerland
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In the | og book on the previous page, you may have noticed
the foll ow ng discrepancy:

The journey to Kuru Town took 62 kmon May 14th and 82 km
on May 15th. There nmay be a good reason for this, but it
shoul d be investi gated.

A co-operative vehicle should always carry a record of this
sort to be conpleted before and after every journey.

This and all the other forns and regul ations are intended to
hel p you manage your vehicles safely and efficiently.

® You nust nmke sure that your vehicles conformto the | aw

in every respect.

@® You nust make sure that your drivers conformto the | aw
and to your society's own procedures, and that they
under stand why they should do this. Peopl e usual ly fail
to foll ow procedures because they do not know why they
are necessary.

9.1 Copy the headings in your vehicle | og books. Ex-
pl ain why each itemis needed, and when and how
you make use of the information provided by the
drivers through the | og books.

9.2 Mke a list of all the docunents that are needed
for your vehicles, according to regulations.
Whi ch docunents can be kept in the office, and
whi ch shoul d be carried in the vehicle?





