www.coopnetaldia.org

www.coopnetupdate.org



MATCOM
Mat erial and techni ques for cooperatives managenent
training

The MATCOM Proj ect was launched in 1978 by the
International Labour O fice, with the financial support of
Sweden. In its third phase (1984-1986) MATCOM is financed
by Denmar k, Finland and Norway.

In collaboration wth cooperative organizations and
training institutes in all regions of the world, MATCOM
desi gns and produces material for the training of managers
of cooperatives and assists in the preparation of adapted
versions for use in various countries. MATCOM al so provi des
support for inmproving the nethodology of cooperative
training and for the training of trainers.

Publications of +the International Labour Ofice enjoy
copyright wunder Protocol 2 of the Universal Copyright
Convention. For reproduction, adaptation or translation

appl i cation shoul d be made to | LO Publications,
I nt ernati onal Labour Ofice, CH 1211 Geneva 22,
Swi tzerl and. The International Labour Ofice wel cones such
appl i cations

Copyright © I nternational Labour Organization



Preface

This training package is one of a nunber of training packages desi gned
by the ILO - MATCOM Project to assist people who plan or carry out train-
ing for the managerial staff of agricultural co-operatives in devel oping

countries.
The training provided under this training package, as well as under the

ot her packages in this series, is based on a thorough anal ysis of:

(i) the tasks and functions to be perforned in agricultural co-

operative societies in devel oping countries;

(ii)  the common problens and constraints facing the effective perform

ance of these tasks and functions.

The result of this analysis is reflected in the MATCOM "Curricul um
Guide for Agricultural Co-operative Managenent Training". The Cui de
contai ns syllabuses for 24 nmanagenent subjects and it is on these

syl | abuses that the training packages have been based.

The list of subjects and syllabuses is as foll ows:

Co- operative Know edge

Co- operative Law

" Co- operative" Managenent

Farm ng

Col l ecting and Receiving Agricultural Produce
Transport Managenent

St or age Managenent

Mar keting of Agricultural Produce

Suppl y Managenent

10. Rural Savings and Credit Schenes

11. Staff Managenent

12, O fice Managenent and Conmuni cati ons

13. Book- keepi ng and Accounti ng

14, Fi nanci al Managenent

15.  Cost Accounting

16. Pl anni ng, Budgeting and Controlling

17. Ri sk Managenent

18. Statistics

19. Proj ect Preparation and Apprai sal

20. Rural Soci ol ogy

21.  Econom cs

22. Devel opnment Econom cs

23.  Advanced Marketing and International Trade
24.  Public Relations, Menber Recruitnment and Menber Educati on.
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For nore information on the above training material, please wite to:

The MATCOM Pr oj ect

c/o CO OP Branch

I nternational Labour Ofice
CH 1211 Geneva 22

Swi t zer | and.



Target G oup

Target groups for this training programme on "Transport Managenent
are transport nanagers and assistant transport nanagers or other
staff of agricultural co-operatives who run or plan to run a co-

operative transport service.

Co-operative officers or extension staff supporting the above tar-

get groups can al so benefit fromthe progranme.

Al m

The aim of the programe is to train people to manage a co-operative
transport service effectively.

In particular, the progranmme wll:

enabl e trainees to define the role and descri be the functions of

an agricultural co-operative transport service;

enabl e trainees to decide and explain which formof transport

is appropriate for a given task

enable trainees to identify the factors that influence the
choi ce between hired and soci ety-owned transport and to cal cu-

| ate the costs of owning and operating transport;
enabl e trainees to prepare for purchase of a vehicle;

enabl e trainees to allocate and schedul e transport services so

that the best possible use is made of avail abl e resources;

enable trainees to identify and devel op systens for vehicle

i nspection and nai nt enance;

enabl e trainees to work out systens and records for issuing

fuel ;

enable trainees to identify what spare parts and how many shoul d

be stocked;

enabl e trainees to deal effectively with Iicenses, insurance
forms and ot her docunentation needed in a co-operative transport

service



enable trainees to identify and estinmate costs and benefits

within a co-operative transport service;

enabl e trainees to estinmate when replacenent of an old vehicle
by a new one should take place by conparing depreciation and

mai nt enance costs.

The programme as described in this nmanual can be used for a specia
course on transport nmanagenent, or it can be incorporated in the

curriculumfor a nore conprehensi ve nanagenent training progranme.

Duration

The conpl ete progranme, as described in this nmanual, consists of

30 learning sessions. Session tinmes vary from1l to 3 hours. The
total programme will take approximately 50 hours, or between 8_and
10 days, depending on the qualifications and experience of the

trainees. A tinetable should be prepared accordingly.

- I I hod
The programme is based on the assunption that

"training i s expensive"

"money for co-operative nanagenent training is scarce"

Therefore it |ooks upon training as an investment, and unless the
training yields results, the return on the nmoney invested in it wll

be nil.

On their return home fromthe training programe, the trainees
shoul d therefore be able to show concrete results of jinproved man-
agenent . In order to prepare and equip the trainee to achieve this
the programme has adopted a highly active | earning approach through
the use of "participative" learning nmethods and a built-in action
conni t nent .

Trainees will not |earn about transport nanagenment in a general and
passive way. Their day-to-day transport nanagenent problens have,
as nmuch as possible, been translated into realistic case-studies,
rol e-plays and ot her problem sol ving exercises. Trai nees (working
nmostly in groups) will learn by solving these problens as in rea
life with the necessary assi stance and gui dance fromthe trainer

who will act nore as a "facilitator" of learning than as a |l ecturer.



The built-in action commtment at the end of the programe will
gi ve each trainee the opportunity of using the know edge and ex-
pertise of his colleagues in the training programme in order to
find a concrete and acceptable solution to a specific nmanagenent
problemhe is faced with - a solution to which the trainee will

comit hinself for inplenentation.

Structure

The progranmme is divided into nine TOPICS:

The Need for Transport

H red or Society-owned Transport?
Pur chasi ng Vehi cl es

Al l ocati on and Schedul i ng

Mai nt enance

Regul ati ons and | nsurance
Costing, Control and Motivation

Repl acement and Di sposal of O d Vehicles
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Action Programme and Commi t nent

Each topic is covered by a nunber of SESSIONS. The follow ng

material is provided for each session

a session guide for the trainer (yell ow pages), giving the ob-
jective of the session, an estinate of the tine needed and a
conpr ehensi ve "plan" for the session, including instructions

on how to conduct the session

handouts (white pages) of all case-studies, role-play briefs,

etc., to be reproduced for distribution to the trainees.

Adapting the Programe
Before "using" the programme in a real training situation, it may
be necessary to adapt it. This can be done as foll ows:
Read through the programme and deci de whet her:
the programme can be run as it is;
only certain topics or sessions should be used;

new t opi cs and sessi ons shoul d be added



Your decision will depend on the training needs of your trainees

and the means you have at your disposal.

Carefully read through the sessions you have deci ded to use.

Check the subject matter in both the session guides and the hand-
outs. Modify them where possible to include |ocal currencies
nanes, crops and so on. Such adaptation will help trainees ident-
ify thenselves nore easily with the people and the situations de-
scribed in the handouts and will considerably increase the inpact

and effectiveness of the training progranme.

In the event of substantial adaptation, it is better to retype the
page conpl etely.
M nor adaptations (currency, one sentence or paragraph) can be

corrected on the original supplied in this binder.

Preparing Yourself
Sonme trainees may feel that material of this sort neans that they

need only spend a few minutes preparing for each session. This is
not the case.

You should carefully study each session guide and prepare a detailed
| esson plan based on the content and sequence suggested in the

gui de, and on the adaptati on which you may find necessary.

You should work through all cal culations, so that you can explain

themto the trainees.

You shoul d obtain and study all necessary local forns, statistics
or other material so that you can incorporate themin the sessions

where they are suggested.

: o L al

Handouts constitute an inportant part of the training material used
in the programre. They can be reproduced fromthe original hand-
outs supplied in the ringbinder, after the necessary adaptation has
been nade (see "Adapting the Progranme"). Repr oducti on nay be done
usi ng what ever nethod is avail able: stencil, offset printing,

phot ocopy or other.

The only item of training equipment which is absolutely essentia

is the chal kboard.
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Certain sessions contain dialogues which can be pre-recorded and

then played to the trainees during the session. After nodification
for local currency, nanmes and so on, the dial ogue can be recorded

on any domestic tape recorder. However, if this equipnent is not
avai |l abl e, the dial ogue can be enacted by the trainees in the class-

room

Some suggestions for visual aids are given in the session guides.
If flipcharts or overhead projectors are avail able, you should pre-
pare these aids in advance. If they are not available you can stil

use the chal kboard.

Trai nees should be informed in advance to bring exanples of the

foll owi ng docunmentation fromtheir society:

forms and records used in connection with the servicing and nain-

tenance of vehicles in the workshop of their society (session 5.3);

wor k- schedul es used in the vehicle workshop of their society

(session 5.4);

forns and records used in connection with fuel issues in their

society (session 5.5);

- sanples of local vehicle and driver's |licences, application
forns, vehicle | og books and test certificates and eventua

ot her vehicle docunments kept by their society (session 6.1);

- sanples of local vehicle insurance application fornms, vehicle

i nsurance policies and accident report forms (session 6.2);
- driver's records forns used in their society (session 6.3).
The Pre-course Questionnaire should be sent to trainees in advance.

Trai nees should be asked to conplete it and hand it in at the

begi nni ng of the training progranme.

Eollow up and Evaluation

it is reconmended that you or other resource persons arrange to con-
tact the trainees after six nonths, to see how well they are doing
with inplementing their "action conmtnents". The course - not the
trainees - should be evaluated by the success trainees have had in

the inplenentation of their conmtnents.
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Pre-Course Questionnaire

0 1
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Brief description of your responsibilities:

What parts of your job do you enjoy the most?

L A I R I I R I I I I N T T I I O N T T T S T

What parts of your job do you find the most difficult?

Please complete the following sentence:

As a result of attending the course on Transport Management I hope that

T shall be a@ble L0 ...t ireeereeneenreoeeeeacosessosansonsonssossesssnses

I R R I I I I T I T T T e



topic

the need
for transport

Pre-course Questionnaire
1.1 Introduction
1.2 Transport Need and the Level of Service

1.3 Which Transport?




Sheet
SESSION 1.1
LNTRODUCTI ON
(hjective: To denpnstrate the inportance of effective managenent of
transport services, and to identify sources of expertise
within the group
Tine: One to two hours
Material . Conpl eted pre-course questionnaire, tinetable and |ist of
partici pants.
Session Qiide:
1) If a prominent visitor is to open the programme he or she should be

asked to give exanples of problens or wastage that have arisen
t hrough i nadequate transport nanagenent and to stress that people
in the trainees' position can make a mmjor contribution in this

ar ea.

Ensure that any adninistrative problens are dealt with; matters of
acconmodat i on, paynent of expenses, transport, roons for private

study and any other points of information should be settled now

Point out that a training course such as this is an investnent;
attenpt to estimate its total cost (including trainees' salaries
while in training). Ask trainees to suggest how they m ght use

this sumof nmoney if it was available to themto inprove their own
transport service. They may nention purchase of a vehicle, train-
ing nore drivers, building new mai ntenance facilities or sonething
else. Point out that unless the value of the benefit to the nenmbers
fromthis course exceeds the cost of the course, the noney woul d
have been better spent as suggested. Trainees should therefore con-
tinually apply in their own mnds what they are learning to their
own j obs. If it appears irrelevant, mstaken or if they do not under-
stand how to use it, they nmust say so and the course will be changed

accordi ngly.

1



4)

Go briefly through the tinetable and stress that trainees will be
required to contribute and not nerely to listen. Peopl e | earn not
by sitting and listening but by participating and doi ng things

t hemrsel ves

Ask each trainee to summarise his prior training and experience,
and to state what he hopes to gain fromattending this course
Refer to the pre-course questionnaires if necessary. Stress that
everyone brings sonething to the course and that the total experi-
ence in the group as a whole is substantial. Wile trainers and
the material will provide ideas about techniques and a structure

to the course, a nmgjor input nust cone fromthe trainees.

Attenpt to classify trainees' objectives and experience on the
boar d: identify the special expertise or experience that each
trainee brings to the course, enphasizing the point that the group
as a whole is an extrenely powerful source of expertise and experi-

ence.

Tell trainees that at the end of the course everyone of them in-

dividually, will be expected to produce and conmit hinself to an
action plan, which will include

- A statement of a transport problemin his society.

A brief description of the way in which he proposes to solve this

probl em

| deas on how he will "sell" this solution to his superior and

subordi nate staff, and to the committee and nenbers if necessary.

A specific description of exactly what the trai nee expects to
have achi eved by a certain specified date (within 6 nonths after

the course has ended).

Tell the trainees that the instructors intend to contact them after
this specified period to assess how successful they have been in
i npl ementing their plans. The course, rather than they thensel ves,

will be evaluated by their success.
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SESSION 1.2
TRANSPORT NEEDS AND THE LEVEL OF SERVI CE

(hjiective: To enable trainees to identify the basic transport needs

of an agricultural co-operative and to determn ne whether

these are, or are not, satisfied by the transport service.
Tine: One to two hours.
Material Mcro cases Ato H
Session Qiide:
1)  Ask the trainees to list the tasks for which they need transport in

their Co-operative. Using the OHP/ bl ackboard for display, elicit a

list covering the follow ng:

to carry produce fromcollection points to a warehouse or to a

processi ng pl ant;
to carry produce to a market;
to collect farmsupplies froma whol esal er;

to distribute farmsupplies (e.g. fertilizer) fromthe Co-oper-

ative's warehouse to the farners;
to transport people.

Lists may vary according to local circunstances and the type of
Co- operati ve. Enphasi ze to trainees that transport includes the
novenent of produce, supplies or people. It includes tasks carried

out by lorries, tractors, aninal-drawn carts and hunan porters.

Distribute the mcro cases and ask the trainees individually to
identify the failings of the transport service in each case or to
expl ain why a better transport service was not avail abl e. Take

one case at a tine.

1
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Allow trainees up to thirty mnutes for this. D scuss their con-

clusions and elicit a list covering the follow ng points:

Case A -

Case | -

the existing transport was too slow

the existing transport was not available where it was

needed

the existing transport was not reliable because of poor

mai nt enance of the transport vehicles

the existing transport was too expensive

better transport could not be made avail abl e because of

lack of credit facilities

the existing transport became unreliable and will eventu-

ally cease because of |ack of spares

the right type of vehicles was not avail abl e

the existing transport vehicle was too difficult to

mai ntai n and operate

the existing transport service was poorly schedul ed.

Ask trainees, in groups, to wite a list of specifications which

descri bes an ideal transport service fromthe farmers' point of

view for a particular crop in their area. One trainee in each

group should be responsible for witing down the |ist.

Allow up to thirty mnutes for this. Ask one group to produce a

list of their specifications and then ask the remining groups to

conment on the list and suggest additions based on their lists.

The fina

list should include (as a mninum the foll ow ng:
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- the transport service should allow rapid nmovenent of produce

and supplies;

- the transport should come to points convenient for farnmers to

| oad and unl oad produce or suppli es;

- the transport service should be safe, reliable and free from

br eakdowns;
- the transport service should be as cheap as possi bl e;

- the right type of vehicle should be available for a particular

task (e.g. carrying cattle);

- the transport service should be available at all tinmes (i.e. not

in short supply at certain times of year);

- the transport should arrive when prom sed

Ask trainees to give exanples of cases fromtheir experience, where
a transport service has failed to be ideal and to neet its users’
needs. Do not at this stage discuss nmethods to alleviate these

failings or why it mght be difficult to do so.

Ask trainees to tick off on their consolidated |lists those specifi-

cations which their society's transport service successfully achieves.

Thi s course should help to increase the nunber of ticks.

2



Case A

The farmers of region A produce a crop that deteriorates rapidly after
har vesti ng. They use bullock carts to carry all their produce to nar-
kets within 1 or 2 days'distance. A few years ago they increased pro-
duction but found it was not worthwhile. Al though they had enough tine
to carry the extra produce to nore distant markets, the quality of the
produce when it arrived was so poor that the price received did not

justify the effort and expense of growing it.

Case B

The Co-operative had purchased a truck. It carried a ot of produce
(and goods) quickly to and fromtown. The farners, however, were not
entirely satisfied. They still had to carry their produce |ong dis-
tances to a collection point on a nmain road because the unsurfaced
tracks could not support the weight of the truck especially in the wet

season.

Case C

The Co-operative had bought its truck about a year ago. The garage had
said that they should return it every 8000 km for inspection and mai n-
tenance. They did this once or tw ce but stopped because it cost a

| ot of nmoney and all the garage seened to do was change the oil. Now
after about a year the truck keeps breaki ng down. Last week the truck
broke down on the way to market and, as no alternative transport could
be found, the whole | oad of produce it was carrying went rotten and

becane unsal eabl e.



Case D

One of the farners in village D bought a new lorry. He intended to use
it to convey other farmers' produce and goods between the village and
their markets. At first other farners were enthusiastic but eventually
they all returned to using bullock carts. They said the price they re-
ceived for their produce in the market was so | ow that they could not
afford to pay the lorry owner the price he asked for his transport

servi ces.

Case E

The WManager and the Conmittee had carefully studied the figures and
had cone to the conclusion that a truck was econonically viable. I't
woul d be able to carry nmuch nore of the farmers' produce to the market
inthe city and with its greater carrying capacity it would be nuch
cheaper than hiring vehicles fromprivate contractors. The Manager

of the Co-operative asked the salesnan if it would be possible to have
the lorry delivered as soon as possible and to pay for it in 36 nonthly
i nstal nents. The sal esman said that this was not possible. They shoul d
obtain credit fromthe banks or el sewhere. The Co-operative Bank was
the only possible source of credit for the Co-operative but the manager
could not agree to finance the purchase of the truck because of limted
funds. The Co-operative had to continue to transport the farmers' prod-

uce the old way.

Case F

The Co-operative in region F bought 2 new lorries. They were ideal for
the job, but after a year the back axle of the first lorry broke and

six nonths | ater the crankshaft broke on the second one. Because the
Co-operative could not get replacements for these parts they transferred
the back axle on the second lorry onto the first. Now the crankshaft

has broken on that one, too.
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Case G

The cattle farners' Co-operative was keen to buy a lorry to carry nem
bers' cattle to the market. The Co-operative could buy a lorry with a
flat-carrying surface which was big enough to carry the cattle, but it
woul d be necessary to have sides and a roof to keep the cattle on the
vehicl e and protect themfromthe weather. It was not possible to buy

a lorry properly equipped, so they decided not to buy a lorry at all.

CGase H

The Co-operative was proud of its newlorry. It had automatic gears and
lifting equipnment. It worked well at first. The trouble was that drivers
could never learn to use the lifting equi pnent properly and when any-
thing broke down they usually could not nmend it thensel ves and t he Co-
operative had to get sonebody fromthe city to cone and nend it. This

cost a great deal of nobney and took a |lot of tine.

Case |

The | ocal transport contractor had six vehicles. They shoul d have been
sufficient to serve the local farnmers, but there always seened to be
probl ens. Sonetinmes the vehicles would arrive a day late or too early
in the norning. At other tines the lorries wuld already be overl oaded
when they arrived to pick up produce. The farners conplained to the
truck operator who said he would try to ensure a better service, but

t he same problens kept recurring

Assignoent :

Study these mcro cases and identify the failing in the existing trans-
port service or the reason why a better transport service was not

avai | abl e.

4
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SESSION 1.3
VHI CH TRANSPCORT?
(hjective: To enabl e trainees to decide and explain which form of
transport is appropriate for a given task
Iine: One to one and a half hours.
Material Case st udy.
essi i de

1) Eicit fromtrainees typical decisions that a transport nmanager in

a Co-operative has to make. Typical answers night include:

- whether to purchase a vehicle or hire transport;

- which vehicle to purchase;

- how many vehicles to purchase;

- whether to use rail or road transport;

- whether to use air or sea transport (when exporting for instance);

- whether to carry out vehicle maintenance in the Co-operative or

outside in a garage;

- which jobs should be carried out by which vehicles and in what

sequence.

2)  Wien the trainees have identified a list of decisions, elicit what

a manager should do in order to make the right decision:
- identify the alternatives avail abl e;
- estimate the costs and benefits of the different alternatives;

- conpare the costs and benefits and deci de which alternative is

best.
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Distribute the case study to the groups. Explain that the case
study is about the choice between railway and lorry transport for
carrying produce. Ask groups (i) to list the factors that wll

i nfluence the final choice and (ii) to conpare rail/lorry transport

for each factor.

Allow up to 30 minutes for this.

Reconvene trainees and ask groups to present their lists on the
bl ackboard/ OHP. A typical list should be:

Factor Rail Road Best

Cost $5,000 $4,500 Road

Ease and speed of access

to transport Poor Good Road
Speed of delivery Good Poor Rail
Reliability: flooding danger Good Poor Rail

breakdown Good Poor Rail

Damage to crop during
journey : Very rare Sometimes Rail

Convenience and flexibility
of departure times Poor Good Road

When a satisfactory table has been displayed, ask the trai nees which
nmet hod t hey woul d choose. The objective is not to discuss differ-
ences of opinion which depend on participants' previous experience
or detailed know edge about such things as the deterioration rate

of sugar cane, but to denpbnstrate how good deci sions involve con-
sideration and conparison of all the features of a transport service
(cost and the level of service). Elicit the foll owi ng points from

trai nees:
- The decision should not be nmade on one factor alone (e.g. cost).

- The decision should not be nade by conparing the number of tines

each option is best in the final colum.
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- Anyone who chooses rail is really saying that

higher journey extra cost $500

speed

t liabilit is worth 00T access

greater relia y more than P

reduced damage rigid timetable
- Anyone who chooses road is really saying that

cost saving of N " higher journey

$500 speed

better access > is worth < greater reliability

more than
more flexible reduced damage
timetable e L\

- Trainees nay make different decisions depending on what factors
they think are nore inportant. |If a trainee believes good access
is very inportant, he is nore likely to choose road. I f he
bel i eves a high speed is very inportant, he is nore likely to

choose rail

- A change in cost can change the decision. |If a trainee chooses

rail, ask himat what cost (of rail) he would switch to road.

- |If the factors can be reduced to noney then the decision would be
sinpler. For instance if it was found that the extra val ue of
the crop when it is transported by rail is $1,000, then this can

be easily conpared with the extra transport cost of $500.

5) Enmphasize that to list the factors influencing a particular decision

such as used in the table in this session will help to:
- clarify all the inplications of a decision;
- make conparison of the alternatives possible and systematic;

- allow other people to contribute to the decision in an orderly

manner .
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Rail or Road?

The " Sucan- Coop" devotes alnost all its resources to the production of
sugar cane. About 90 per cent of its cane is-sent to be processed. The
sugar factory is however, closing down the |ocal processing plant because
it is old and expensive. This nmeans that the sugar cane will have to go
to another sugar factory 150 km away by road. Not only does this nean
extra cost for Sucan-Coop but it nmay also result in a lower price for

t he cane. Sugar cane starts to deteriorate i mediately after harvesting
and the longer it takes to get to the sugar factory the |lower the price
that will be received. Sucan-Coop is therefore very concerned to choose

the right neans to transport the cane fromthe fields to the sugar factory.

The choi ce of transport has been narrowed down to two alternatives:
ei ther use the railway which passes quite close to Sucan-Coop or hire
the services of the | ocal haul age contractor to carry the cane to the

sugar factory.

Sucan- Coop has asked the railways and the haul age contractor for an es-
timate of the cost of carrying the sugar cane fromthis season's harvest
to the sugar factory. The railway has quoted $5, 000 which includes all

| oadi ng and unl oading (fortunately the sugar factory has a siding of its
own and the cane can therefore be unloaded on their prem ses). The |ocal
transport contractor will carry the cane to the factory for $4,500. Both
nmet hods of transport require paynent at the end of the harvest. The
lorries pick up the crop fromthe side of the fields and sonetines even
inthe field. Wth the railway it is necessary to carry the cane to the
rail way siding about 2-3 km away. This can be done using hand-carts or

tractors towing trailers.

Sucan-Coop is separated fromthe sugar factory by a najor river. Sucan-
Coop is only 30 kmaway fromthe sugar factory by rail but, because the
nearest road bridge is sone distance away, the journey by road is about

150 km The railway journey takes |less than 1 hour whereas the journey

by lorry over poor roads takes about 6 hours or even longer if the roads
are flooded (as they often are in the harvesting season). If a detour

is necessary due to flooding, the journey could take up to 24 hours.
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The railway is noted for its reliability and regularity. It is never

di srupted by flooding and provides a regul ar once-a-day service to the
processing plant. The train stops only | ong enough to attach wagons.

If there is no sugar cane | oaded on the wagons the train nust |eave

Wi t hout any cane. This nmeans that if the farnmers are delayed in getting
to the railway siding, they have to wait until the next day before the
sugar cane | eaves for the sugar factory. The lorry drivers, on the

other hand, will usually wait an hour or two whilst farmers gather their
cane and load it onto the vehicle.

The | ocal contractor uses old vehicles, which are rather unreliable. If
t hey break down on the way to the processing plant it may take a consi der-

able time to repair themor transfer the produce to another lorry. The
lorry drivers are paid according to the nunber of trips that they make,

and for this reason they drive fast on the poorly maintained roads.

Sucan- Coop is concerned about this, because their sugar cane may arrive

i n poor condition.
Shoul d Sucan- Coop choose the railway or the lorries?
Assi gnment

1) ldentify and list factors which, in your opinion, will influence the

choi ce between rail and road. Use the form bel ow

Factor Rail Road Best

2) Conpare and rate rail and road transport for each factor

3) Decide whether Sucan-Coop should use rail or road.
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2.2 Calculating the Cost of "Owning« and »Operating«

Transport
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SESSION 2.1
HIRFD OR SOC FTY- OANFD TRANSPCORT ?
(hiective: To enable trainees to identify the factors that influence
t he choi ce between hired or society-owned transport.
Tine: One to two hours.
Material : Rol e play briefs.
Session Quide:
1) Before the session starts, select two suitable trainees to play the

role of the owner of a transport conmpany and the Manager of a Co-
operative. Ask themto read their briefs and to prepare thensel ves
to present their case in front of the other trainees. They shoul d
use their imagination to fill in any gaps in their briefs. Neither
shoul d be allowed to see the other's brief. They should limt their

initial presentation to no nore than 15 ninutes.

Arrange the classroomso that a selected group of trainees sit in
acircle or square to sinulate a committee neeting. Ask the re-
mai ni ng trainees to act as observers. Explain that the Manager has
been considering purchasing two lorries to carry out the functions
previously carried out by lorries hired froma transport conpany.
The owner of this conmpany has now asked to cone and see the com
nmttee in order to argue the case why they should continue to hire
transport fromhim After the initial presentations the conmttee
will be expected to ask the owner and the Manager for mnore infor-
mation,and will finally take a decision - by vote if necessary -
and give further instructions to the Manager. Wen the comittee

neeting has ended, the observers should be asked for their coments.

Next,elicit fromthe trainees a list of the main factors which nust
be consi dered when neki ng a choice between hired or society-owned

transport. The list nust include at |east the follow ng:

1
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Cost and | evel of service of hired transport.

Cost of purchase and operation of own vehicl es (enphasize that
work carried out by co-operative personnel in admnistration
mai nt enance etc. is, a cost; instead of doing this work they

coul d have been doi ng ot her useful work).

Availability and cost of credit facilities when purchasing own

vehi cl es.
Suitability of vehicles for task(s).
Cost of |abour (drivers, nmaintenance workers).

Workers attitude: driver's personal interest in vehicles my

|l ead to greater care and | ess accidents and breakdowns and re-

duce mmi nt enance costs.

Locati on and execution of maintenance: naintenance within the
co-operative may be nore convenient (no delay, no journey to

gar age) but will the total nmintenance costs becone | ower?

Ef fect of accident or breakdown: the hirer may provide substi -

tute vehicle.

Ability to nmeet variabl e needs.


http://etc.is
http://etc.is
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Role Brief : Manager of Co-operative Society

The transport of menbers' produce and the collection of supplies is one
of your nmmjor costs. At the nonent you use the services of a |loca
lorry owner. You hire lorries (with drivers) on a nonthly basis at a
cost of $9,600 per year. You have been trying for sone tinme to reduce
these costs. Instead of hiring transport services fromthe operator in
town, you have exami ned the possibility of purchasing two lorries and
enpl oyi ng two drivers. Unfortunately, you have not had tine to collect
all the data necessary for a detailed calculation of costs, but you es-
timate that the cost of owning and operating two lorries will be about

$8, 000 per year. This is roughly nade up of:

Vehi cl e cost (depreciation) $3, 000

Mai nt enance 500
Drivers wages (2) 2,250
Fuel 2,000
O her costs (insurance etc) 250

$8, 000

You have asked the owner of the private hire conpany to neet you and
your Conmittee in order to discuss your plans. You have told himthat
you can save 20% by buyi ng your own vehicles, but you do not intend to
reveal the details of your cost estimates. You hope to persuade the
hirer to lower his charges or, if he does not do this, to persuade the
Committee to allow you to carry out nore detailed cost estinmates with

regard to a possible purchase of two lorries by the Society.

The main reason why you believe the cost can be lower is that the trans-

port conpany has expensive offices in the centre of town and enpl oys many

"office" staff. You al so think that drivers and nmenbers of the Co-oper-
ative will take nore care of vehicles which belong to their own Society.
In the end, wear and tear, and consequently cost, is therefore likely

to be |ess.

You are al so of the opinion that naintenance costs would be | ower than
those of the conpany, since the Co-operative could maintain the vehicles

if it owned them

2
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The Co-operative has two nmechanics at the nonment who maintain farm na-
chinery and it would not be much of a problemor cost to train themto
mai ntain the lorries. This would nean that they could repair or service

the lorries at a tine convenient to the Co-operative, rather than at a
garage' s conveni ence

At the nonent the hirer has only two types of lorry for hire. You be-

Iieve sone ot her makes may be better and nore conveni ent for your needs.



Sheet

Role Brief : OQwer of Transport Conpany

The Manager of a Co-operative wwote to you recently explaining that he
was pl anning to buy vehicles instead of hiring fromyour company because,
he says, the cost to have and to operate own transport in the Co-operat-
ive could be about 20% 1l ess than hiring fromyou. Although the Co-oper-
ative is not a particularly inmportant custoner, you do not want to | ose
their business as it may inspire other Co-operatives also to purchase
their own vehicles. You have asked for an opportunity to neet and dis-
cuss with officials of the Co-operative, and they have invited you to

a neeting of the Conmittee where you can put your case. You asked one

of your enployees to give you a breakdown of what you charge to the Co-

operative. This is as follows:

Vehi cl e cost (depreciation) $2, 840
Mai nt enance 960
Drivers 2,600
Fuel 1, 960
I nsurance, |icences,
admi ni stration 1, 040
Profit 200
$9, 600

You cannot understand how t he Co-operative can cut costs by 20% Per-
haps the Manager has not allowed for all the costs of adnministration that
ownershi p involves (arranging credit, handling |icences, insurance etc.)
or the full costs of |abour. Because you are a big custoner the garage
gives you a generous di scount on new vehicles and nai nt enance. It is
unli kely that the Co-operative will obtain such generous treatment. You
al so believe that you can neet the Co-operative's needs nuch better than
they will be able to. At the noment their demand for transport varies

t hroughout the year - nmore is needed at harvest time than at other tines
of the year and you provide extra vehicles then. In addition if a hired

vehi cl e breaks down, you can often provide a substitute vehicle.

Overall, you believe that your experience and know edge of the transport
i ndustry is better than the Co-operative's. This neans that you can pur-
chase the best lorries, have them nuai ntained properly at the cheapest

price, obtain the nost favourable credit facilities, and because of your
strong bargai ning position, obtain the largest discounts fromlorry sup-

pliers.

3
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SESSION 2. 2
CALCULATL NG THE_ COSTS. CE_ " OML NG’ AND
" CPERATI NG' TRANSPORT

hjective: To enabl e trainees to calculate the cost of society-owned

transport and conpare it with the cost of hired transport.
Tine: Two hours.
Material Case st udy.
Sessi i de
1) Enphasize to trainees that before a choice is nade between hired or

soci ety-owned transport, it is necessary to make accurate cost esti-
mates of the two alternatives. Before doing this it is inportant

to recogni se the difference between standing and running costs. O
t he chal kboard/ OHP di spl ay the foll ow ng:

Standing Costs are those costs which are incurred in order to have a

vehicle and driver just standing ready for work.

Running Costs are those costs which are incurred when the vehicle

"runs".

Ask trainees to tell you whether the followi ng cost itens are stand-
ing or running. Allowthemto discuss the problemand when a con-

sensus is reached wite the cost on the bl ackboard under the appro

priate heading - standing or rLunning.

1



Cost jtem

Vehi cl e Licence duty
Fuel
Tyres

Admi ni stration (postage

office lighting etc.)

Vehi cl e depreciation

Driver's Licence fee

Ol and other lubricants
Repai rs and nmi nt enance
Vehi cl e i nsurance

Driver's basic wage

Driver's overtine

paynent s

to cal cul ate

The standing cost for the year.

The running cost for the year
The total cost per km

The running cost per km

st andi ng
runni ng

runni ng

st andi ng

standi ng (although it can be
argued that depreciation is
partly a function of distance

run)

st andi ng
runni ng

runni ng

st andi ng

standing (i.e. paid whether

vehicle is used or not)

runni ng (only incurred when

vehicle is being used or run)

Display the follow ng figures on the bl ackboard/ OHP and ask trai nees



. F i

Answer :

1) Distance covered
2) Value at beginning of year
3) Value at end of year

4) Repairs and mai nt enance

50  Vehicle insurance, licence fees
6) Fuel

7y al

8) Tyres

9) Driver's basic wage ($10 per day)
10) Administration
Standing costs = (2 - 3) +5 + 9 + 10

Running costs =4 + 6 +7 + 8

_ ($5,000 + $3,000)
Total cost per km = 25000
. _ $3,000
Runni ng cost per km = 25, 000

Divide trainees into groups of 2 or 3 nenbers.

study and ask themto conplete the assignnent,

for this.

Sheet

25,000 km
$ 5,000
$ 4,000
$ 1,500
$ 1,100
$ 1,200
$ 50
$ 250
$ 2,500
$ 400

= $ 5,000

= $ 3,000

= $ 0.32

$ 0.12

Distribute the case

allowing up to 1 hour

Enphasi ze (at the beginning and during the assignnent)

that their calcul ations and concl usion should be neatly and clearly

di spl ayed so that they can be understood easily by other people.

Reconvene the groups and ask themto present their cal culations on

t he chal kboar d/ CHP.

i ngly.

Make necessary corrections and expl ain accord-

2
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6)

Results are as follows. Go through the cal cul ati ons and ensure that

all steps have been conpleted correctly and under st ood:

Cost of owning and operating a Carrynmuch lorry for one year

Cost Unit Cost Units Total Cost
per year
Depreciation
Value at beginning of the $1,500 per
year $5,000 - Value at the year per 1 $1,500
end of the year $3,500 vehicle
Insurance $500 per
year per 1 500
vehicle
Vehicle Registration $50 per
year per 1 50
vehicle
Driver's Licences $50 per
driver per 1 50
year
Maintenance $200 per 1 200
year
Driver's Wages
$1 per hour, 8 hours per $1 per
day, 200 trips per year hour 1600 hours $1,600
Fuel
i 00 km
ber year (80t round. $0.40 per
- litre 2000 litres 800
trip x 200)
Administration
1
59 hours of Manager's $2 per 50 hours 100
time hour
Total Cost $4,800
Cost of Hiring 4,200
Difference in favour of hired transport + 600
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The concl uding figure suggests that it is cheaper for the Farners
Co-operative Society to hire transport than to purchase its own
vehicle. Ask the groups to suggest how it can be possible for the
hirer to render transport services cheaper than the Co-operative

itself would be able to do
The answer is that he nust have | ower costs.

Ask the trainees which standing and running costs can possibly be
| ower for the hirer than for the society. Suggestions should in-

cl ude the foll ow ng:
St andi ng costs:

1) Hirer's administration costs per lorry are possibly |ower,
since the total admi nistration cost can be spread over a
| arger nunber of lorries.

2) He may have | ower insurance costs, since he may enjoy high
bonus.

Runni ng costs:

1) He may have | ower fuel costs. Because of bul k purchase of
fuel for his assunmed fleet of lorries, he may enjoy a con-
si derabl e di scount.

2) He may have | ower nmintenance costs, because his fleet of
lorries pernmit himto do the maintenance nore economically
within his enterprise than outside.

Ask trainees to calculate the total cost per km according to data
fromthe table:

$4.800 _

16. 000 $0, 30/ km

Ask trainees to calculate the running cost per kmaccording to data

fromthe tabl e:

$1.000

16, 000 $0, 06/ km

The running cost per kmis very low. Ask trainees what factors may

i ncrease the running cost:

the vehicle may be damaged or have a breakdown and require ad-

ditional expenditure (e.g. even hire another vehicle),

cost of nmintenance and repair may increase in future.

3



9) Ask the trainees what the society could possibly do in order to

reduce the costs of the Carrynuch lorry.

the society could for exanple try to hire the vehicle out to

obtain income when the lorry is not used.

10) Stress the inportance of maki ng REALI STIC cost estinmates.

Distributors in nmany cases exaggerate the benefits of vehicles:
the advantages of purchasing a vehicle are therefore very often

over esti mat ed.

Cost estimtes on owni ng and operating a vehicle are often nade
assum ng ideal conditions, with the consequence that actual costs

very often prove to be higher than estinmates.
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The Manager of the Farners Co-operative Society is thinking about pur-
chasing a new "Carrynmuch" lorry to carry cocoa and supplies fromthe

town 40 km away. At the noment the society pays a transport operator
fromtown $4,200 per year to provide transport to and fromthe Co-oper-
ative. The Manager has collected information about the cost of operating
a "Carrynuch" froma nunber of sources. Unfortunately he has not had
tinme to draw the data together and construct a table which gives the
costs of owning and operating a "Carrymuch" by the Society. You are
asked to do this and present your results in a formsuitable for distri-

bution to the Committee of the Co-operative To start with, the Manager

wi shes to know only the total cost in the first year of operation. The

foll owi ng pieces of information are avail abl e:

1) The town is 40 km away. At the noment the hired transport nakes
200 trips per year. Farnmers bring their produce to the Co-operative

by their own transport.

2) The cost of a new Carrymuch is $5,000. The Co-operative could use
its own cash for this purchase. After a year's use the vehicle

woul d be worth only $3, 500.

3) Enquiries at a nunber of insurance conpanies in town have shown that

the vehicle could not be insured for |ess than $500 per year.

4) The fee for registering the vehicle is $50. There are a nunber of
people in the Co-operative who can drive and the Manager is prepared

to pay for the driving licence of the person enployed as a driver

50 The Manager believes $1 per hour to be a fair wage for a driver
for each trip to town it would be necessary to pay the driver for

8 hours' work

4
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6) The vehicle would require regul ar maintenance. Discussions with a
| ocal garage have reveal ed that a mai ntenance is recommended every
10,000 km for the Carrymuch, with an average cost of $200. As there
is a guarantee with the new vehicle,there should be no other main-

tenance or repair costs during the first year

7)  The fuel consunption figure for a Carrynuch is about 8 kmper litre

of fuel. The cost of fuel is $0.40 per litre.

8) The Manager has estimated that the adninistrative work connected to
owni ng and operating a lorry (arranging credit facilities, applying
for insurance and licences, arrangi ng nmaintenance and paying a
driver) should involve no nore than 50 hours'work per year. At the
noment the Manager is paid $2 per hour. He considers he is nore than
fully enployed, and extra clerical and part-tine |abour is available

at a simlar rate.

Assi gnment .

Construct a table giving the costs of owning and operating a "Carrynuch”

lorry.
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hjective: To enabl e trainees to prepare a checklist of questions on

vehicl e characteristics which are relevant and i nportant

when choosing and buying a vehicle for their Co-operative

Tine: One hour.

Session Qiide:

Ask trainees in what way the previous session has nade better trans-

port managers out of them

Trai nees should be able to decide when it is nore economcal to

purchase (i.e. own and operate) a vehicle than to hire transport.

To decide whether or not to purchase a vehicle is one inportant de-

cision. |f purchasing proves to be the nost econonical solution
it is equally inportant to purchase the right vehicle. How do

we nake sure the Co-operative gets the right vehicle?

Tell each trainee to think hinself back hone in his respective
society. The Committee has just decided that the Co-operative wll
buy a vehicle and they have asked himto survey the narket of ve
hicles and prepare a little report on "possible suitable vehicles
for the Co-operative" for the next conmttee neeting. The report
Will help the Comrittee to take a final decision on the type of

vehicle to be purchased.

Ask trainees how they woul d go about this. Most trainees will prob-
ably make suggestions on how to carry out the survey (by letter,

through visits, which distributors to include etc.)

Ask trainees WHAT they will be surveying - "a nost suitable vehicle

for their Co-operative"

How wi Il they know whether a vehicle is nore or |less suitable for

their society? How can they find out?

1
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Elicit that before they can nmake a survey, they nust |ist the charac-
teristics of a vehicle which they consider relevant and inportant for

their society.

Ask trainees individually to prepare a "checklist" of questions on
vehi cl e characteristics which they consider rel evant and inportant
when deciding on a vehicle. Allow 30 nminutes for this. Lists wll

differ, but ensure that the followi ng are included:
- What does the vehicle cost?

- What is the expected Iife of the vehicle: in normal circunstances?

In the conditions in which it will operate in our society?
- What is the cost of operating the vehicle?
- What is the cost of nmmintaining the vehicle?
- Does the vehicle require conplicated or sinple maintenance?
- Can spare parts be found easily all the tinme and what do they cost?
- Can the vehicle performthe tasks for which we want to use it?

- WIIl the vehicle be able to operate on local roads and in | oca

condi ti ons?
- Is it a vehicle which drivers will like to drive?

Retain the |list for the next session
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SESSION 3.2
OBTAI NI NG | NFORMATI ON

hjective: To enable trainees (i) to identify where to find infor-
mation on vehicles and (ii) to collect and critically
interpret information from such sources.

Tine: One to two hours

Material Sanpl e advertising material fromlocal vehicle distributors
whi ch shoul d whenever possible be used instead of the ma-
terial suppli ed.

Session Qiide:

1) Remind trainees of the |ast session in which they drew up a "check-

list" of questions on characteristics of vehicle design and opera-
tion. Divide trainees into groups and ask them where they can find
i nformati on about these characteristics. How reliable would they

consider information fromthe vari ous sources?

Al l ow about 30 minutes for this. Reconvene the group and construct

a table covering the foll owi ng points:

1



Source of Tvpe of Information Reliability of
Information P Information
Vehicle (i) Price May have a tendency to
Distributor/ .. . . . exaggerate benefits of
Vehicle (ii) Vehicle Specifications thegsehicle and con-
Manufacturer €g. size, weight, ceal disadvantages.
maximum payload etc.
(1i1) Requirements, fre-
quency and cost of
servicing.
Commercial (i) Vehicle Specifications | Trials may have taken
Motor Magazines (ii) Reports and results on place in con§1tlons
A . completely different
trials of new vehicles ' . .
to buyer's conditions.
(iii) Comparisons of ve-
hicles
Second-hand (i) Lifetime of vehicles Good in general, though
Vehicle Dealers (ii) Weaknesses of certain t?ey may favour ve-
. hicles which they want
vehicles
to sell.
(ii1) General technical
knowledge about a wide
range of vehicles
Other Vehicle (i) Cost of operating Beware of placing too
Users/ vehicles much reliance on evi-
Your Own dence based on one ve-
Experience (11) Performance of a hicle or one experience.

vehicle

Instances of dramatic
failure or amazing re-
liability occur with

all types of vehicles.

Di stribute the sanple advertising material

work in groups.

fromthe Jupiter or the Apoll o Range.

in the previous session as a reference,

two types.

it is limted.

Allow thirty mnutes for this.

Tel |

elicit the follow ng:

to the trai nees who shoul d

themthat they are considering to buy a vehicle

Di scuss trai nees

Using the "checklist" drawn up
ask trainees to conpare the

They nust note where no information is avail abl e or where

concl usi ons and
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What do the "Apollo" and "Jupiter” vehicles cost?

No information is given in the naterial. This is quite normnal
since advertising material is nostly produced for several years
and for use throughout the world. Different currencies and the
regul ar increases in prices make nost vehicle producers and

distributors print separate sheets with price information

What is the expected |ife of the "Apollo" and "Jupiter” vehicles?

Both refer to "long life", but no estimate or evidence is given

in time or distance.

. I . - bot | [
vehicles?

Phrases as "the best in ....... terns of reliability, long Iife and

econony" for the Apollo and "reputation for dependability, econony

and long life" for the Jupiter vehicles are no real evidence.

There is also no reference to fuel usage.

Do the vehicles reql ire ch:m icated or easy mai nt enance?
Agai n, no specific reference, although details of engine type,
clutch, and transm ssion nmay give sone guidance, if the person has

previ ous experience of maintenance. But how often is that the

case?

Can spare parts be found easily and what do they cost?

No reference what soever.

Can vehicles performthe tasks for which they are intended?

Tell trainees to extract fromthe material the information itens

whi ch are inportant to nmeasure the perfornmance of a lorry.

Goss vehicle weight: Apollo 12,220 kg to 13,210 kg
Jupiter 3,660 kg to 5,590 kg.

Payl oad Since no reference to the weight of the ve-
hicl es, the payload (gross vehicle weight
m nus vehicle weight) cannot be accurately

cal cul at ed

Size Length and width are given for both types.
I mportant for instance in connection with
the "manoeuvrability" we want the lorry to
have. For garage space, dinmensions are also

essential .

2
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Qher: The Apollo material refers to "heavy duty
features", the Jupiter material to "idea

for congested streets".

The Apollo vehicles al so have a | ong
range fuel tank, which may be useful in
| ong journeys, or where fuelling points
are scarce

- WIIl the vehicles be able to operate on local roads and in |aocal
T 5

The only references nmade are "heavy duty features"” for the Apollo
vehicles and "ideal for congested streets" for the Jupiter vehicles.

More information will have to be gathered
- WII drivers like to drive the vehicles?
Both refer to confort standards.

The Jupiter vehicles: bui It-in manoeuvrability, sensible cab

design with a high level of driver com

fort.

The Apallo vehicles: facia incorporates excellent |ayout of
i nstruments and controls, giving superb

driver visibility and nmaxi mum contr ol
Acoustic insulation ..... nmeans a qui et,

confortabl e environnment

This sounds very nice - on paper. One nust definitely double-

check this, through a test-ride or through other users.

The trai nees may note a nunber of other differences in technica
details. Ensure that they interpret and di scuss the rel evance of

these differences rather than nerely list them

VWhen the listing of differences and their inplications is conplete,
enphasi ze that advertising material of this standard is clearly of
limted useful ness. It nust be suppl enmented from sources such as
those discussed in the first half of the session. In particular,
distributor's sources should be asked about cost, perfornmance, fue

usage, technical details and optional equipnent.
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Session 3.2
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If possible, invite a representative of a lorry distributor to pre-
sent details, possibly including a film slides or physical denon-
stration of a vehicle fromhis range, which m ght be purchased by
agricultural co-operatives. Brief trainees to ask for details such
as those nentioned under 6 above which are not normally covered in

pronotional material.

3
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APOLLO

The APOLLO is

designed for the operator who
is looking for the best in
medium weight, 4 x 2 trucks,
especially in terms of reliability,
long life and economy.

The APOLLO is the medium
weight truck with the heavy
duty features —big clutch,
positive constant mesh
gearbox, hubreductionrear
axle, air hydraulic brakes on the
4012 model, and full air on the
4013 and 4113 models, long
range fuel tank and now a
completely redesigned super
comfort tilt cab.

With the choice of powerful,
performance proved engines,
five or nine speed gearboxes
with optional overdrive, and
four wheelbase lengths, there
isan APOLLO model tosuita
wide variety of applications.

incorporates an improved
layout of instruments and
controls giving better driver
visibility and maximum
control. Acoustic insulation,
foam backed floor matting,
powerful fresh air vents and
brushed nylon seats all
amount to a quieter, more
comfortable driving
environment.

Al:'c"'l'OVehicles

Note:

APOLLO VehiclesLimited reserves the right to change
“at any time and without notice prices, colours, materials,
equipment specifications and models. Distributors and
dealers are not entitled to bind APOLLO Vehicles
Limited by any express or implied undertaking.

The hub reduction rear axle
incorporates a two-stagereduction
divided between the spiral bevel
differential and epicyclic gearing
fitted in the hubs, considerably
reducing torque on the half shafts
and virtually eliminating the risk of
failure.

The backbone of the APOLLO isa
light yet immensely strong chassis
frame of high-tensile carbon steel,
braced with pressed-steel channel
section cross members to ensure
evenly balanced stress distribution.

Specification

Engines

APOLLO 4016 cylinder diesel (4012/4013). Bore
107.19 mm. Stroke 120.65 mm. Capacity 6.54 iitres.
Compression ratio 16.3:1. Maximum power

BSAU 141anetrating 132 bhp at 2600 rev/min.
Maximum torque 407 Nm (300 ibf ft) at 1800 rev/min.

APOLLO 410 6 cylinder diesel, turbocharged (4113).
As above except:

Maximum power BSAU 141a net rating 144 bhp at
2600 rev/min. Maximum torque 480 Nm {355 Ibf ft) at
1600 rev/min.

Clutch
Single dry plate. Diameter 356 mm (4013), 381 mm
{4012/4113).

Transmission
Constant mesh 5-speed or 9-speed. Overdrive
availabte.

Axles
Front: Rigid T beam. 4830 kg capacity.
Rear: Hub reduction. 9130 kg capacity.

Suspension
Semi-elliptic springs with shock absorbers at front.
Tipper chassis fitted with helper type rear springs.

Steering
Manual. Variable ratio recirculating bail type.

Brakes

Air pressure operated hydraulic on both axies (4012).
Full air both axles, dual circuit, cam operated

(4013, 4113).

Chassis
Heavy duty high tensile steel, ladder type construction

Cab

All-steel welded construction, forward control,
forward torsion bar tilting. Completely redesigned
luxury interior, fully adjustable driver's seat, brushed
nylon trim. New layout ot instruments and controls for
maximum accessibility.

Instruments and warning lights

Speedometer, fuel gauge, water temperature gauge,
oil gauge, three air pressure gauges. Warning lights
for no-charge, main beam, indicator lights. Battery
condition indicator.

Gross vehicle weight

APQLLO 4012-12200kg
APOLLO 4013-13208kg
APOLLO 4113-13210kg.

Standard and optional equipment
For full details please contact your local APOLLO
Vehicles distributor/dealer.

A Overall length
540m 6.47m7.49m (4012)
5.40m 6.47m 7.49m 8.86m

B Overall width
1.90m 1.90m 1.90m (4012)
1T91TmM19TmM191Tm1.91Tm

[ 10 J] g
2.87m 3.40m 3.97 m (4012)
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JUPITER

The JUPITERS of forward control
trucks from 3660 kg to 5590 kg
GVW incorporate all the
expertise in truck engineering
that has made JUPITER world
famous for tough, reliable
transport.

In-built manoeuvrability, sensible
cab design combined with
choice of wheelbase and load
lengths makes the JUPITERS
ideal for congested city streets.

Engine commonality with other
models means simplified
operation backed by the JUPITER
reputation for dependability,
economy and long life.

The powerful engines, well tried
gearbox and ruggedly
engineered chassis and
suspension mean that the
JUPITERS will get the job done
and keep on doing it with a high
level of driver comfort.

The 360 and 420 models are
available with a 2.52 litre diesel
engine developed for the stop/start
conditions of modern traffic. For
longer runs and more arduous
conditions where greater power is
required, the 4.98 NV diesel engine
can be fitted and is standard fitment
inthe 550 FG. Both engines provide
the JUPITER package of
performance and economy with
many advanced features.

JUPITER
Vehicles

Note:

JUPITER Vehicles Limited reserves the right to change

at any time and without notice prices, colours, materials,
qGuIp specifications and models. Distributors and

dealers are not entitied to bind JUPITER Vehicles

Limited by any express orimplied undertaking.

A wide variety of bodies may be
fitted to the rugged JUPITER.
Exceptional braking and suspension
characteristics provide a high
degree of safety.

The knee level windows on the
JUPITER allow close vision of the
kerb and are a unigue safety feature.
Rear-hinged doors open within the
width of the truck providing
excellent access in difficult
situations.

A wide variety of optional
equipment, ranging from a choice
of engines to a chassis front end
version in place of the standard cab,
is available.

The rugged ladder-type frame and
parallel chassis provide a
combination of durability and ease

Specification

Engines

2.52 litre: 4 cylinder diesel (360, 420 FG).

Bore 88.9 mm. Stroke 101.6 mm.

Compression ratio 20.5:1. Maximum power (BS
AU 141 a gross rating) 65 bhp (48 kW) at 3500
rev/imin. Maximum torque: 116 Ib ft (183 Nm) at
2000 revimin.

4.98 NV: 4 cylinder diesel (360, 420, 550 FG).
Bore 98 mm. Stroke 125 mm. Capacity 3.77 litres.
Compression ratio 16.8:1. Maximum power (BS
AU 141 a gross rating} 75 bhp (55 kW) at 2600
revimin.

Maximum torque: 170 Ib ft 230 Nm) at 1650
revimin.

Clutch
Single dry plate.

Transmission
Four speed synchromesh (360, 420 FG).
Four speed constant mesh (360, 420, 550 FG).

Axles

Front: Forged steel 'T' section beam, taper rolier
bearing hubs.

Rear: Split case, straddie mounted spiral bevel
pinion.

Alternative ratios available.

Brakes

360, 420 FG, hydraulic standard, servo assisted
optional but standard with 4.98 engine, 550 FG
servo assisted standard.

Suspension
Semi-elliptic leaf springs all round, shock
absorbers standard front, optional rear.

Chassis
Heavy duty ladder type.

Cab
All steel weided construction.

Instruments and warning lights

Speedometer, oil pressure gauge, water
temperature gauge, fuel gauge, battery condition
meter, warning lights for main beam, no charge,
indicators.

Gross vehicle weight

360 JUPITER 3660 kg
420 JUPITER 4270 kg
550 JUPITER 5590 kg

Standard and optional equipment
For full details, please contact your local

of body mounting. JUPITER Vehicles distributoridealer.
A. Overall Length 4.84m 5.22m —  {360/420 MODEL S}
4.84m 5.22m 563m (550 MODEL
B. Overall Width 2.13m 2.13m —  {360/420 MODELS)
2.13m 2.13m 213m (550 MODEL)
C. Wheelbase 2.90m 3.28m —  (360/420 MODEL S)
2.90m 3.28m 369m (550 MODEL)
/0 l
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SESSION 3.3
MEETI NG THE SAI ESVAN
hjective: To enable trainees to gather useful information fromrep-
resentatives of vehicle distributors.
Iine: One to two hours.
Material Tape di al ogue.
Session Quide:

Ask the trainees to inagine they are potential purchasers of the
vehi cl es described in the sanple advertising naterial of the |ast
session. They are to visit the local distributor of these vehicles.
Ask them in groups, to prepare a |list of questions, which they wll

want to ask the distributor.

After about twenty minutes ask trainees for their list which should

cover the follow ng points

- The different types of vehicles available and their selling

prices.

- For what kind of transport are the vehicles ideal/not suited at

all?

- VWho is normally purchasing these vehicles and for what kind of

transport?

- How much experience has there been of operating these vehicles in

| ocal conditions?

- What is the average lifetime of the vehicles in mles or kil o-

nmeters?
- VWhat is the fuel consunption on hardened roads/earth roads/city?

- Maintenance requirenments: frequency and cost of regular servic-

i ng/ cormon repairs (replacenment of exhaust pipe, clutch)?

1



The availability of spares: Wwhere can one find spares, are they
expensive,and if not available locally, howlong will it take
the distributor to get then? How expensive are the nost common

spare parts?
- Possi bl e optional equipnent plus cost.

- Does the distributor have credit facilities for purchasing a

vehicle and at what cost?
- Can you trade in your present vehicle and for how nuch?

. Does the distributor give a guarantee in tinme and/or distance on

the vehicles he is selling?

- \What vehicle checks are carried out on the vehicle prior to

delivery?

- What is the response of drivers to the different vehicles?
Wuld it be possible for a driver and/or you to take a test

drive?

Enphasi ze to trai nees that before approaching a distributor they
should draw up a list such as the one above, in order to ensure
that they gain as nmuch rel evant information on the vehicles as
possible. This list nmust be given to the local distributor before
meeting him This ensures that the distributor responds to the
guestions and cannot put them off with answers such as,”l don't

have the figures on me at the nonent"

Expl ai n the background to the tape dial ogue, then play, read out or
enact the dial ogue conpletely. Play, read or enact the dial ogue a

second tine, now pausing at each "BLEEP', and ask trainees for their
comments on the sal esman's response and what their reaction should

be. FEicit the follow ng:

BLEEP 1

Do not accept excuses. Ask the salesman if he can give answers

within a few days.
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BLEEP 2

No, it is not. Do not be satisfied with one or two pieces of infor-

mati on.  You want precise answers to your questions.

BLEEP 3

Yes. But ensure that you receive details before purchase, and are
cl ear about what repairs are included (tyres, bodywork damage and
ot her conponents may not be covered by the contract). Even if you
intend to do your own mai ntenance, this will be a useful clue as
to probable costs, and a guide as to whether own mai ntenance is

efficient.

BLEEP 4

Are they really the cheapest? Make sure you conpare with other

sources of finance avail able to you before taking any deci sion

BLEEP 5

CGet the salesman to conmt hinself to a price before deciding whether

to purchase. The price may affect your decision to purchase. Try

ot her potential sources to see whether you can sell at a higher price.

The sentence "I have a lot of these vehicles for sale at the nonent
...... " is a typical trick which should nake you believe that the
sal esman is doing you a favour by taking the vehicle, and probably

comes before a rather poor price offer

BLEEP 6

"Atrip down to the narket and back" does not seemsuitable. A
proper denonstration run should include driving under various road

condi ti ons such as:

a) arun along a straight, clear road to denponstrate accel eration

and speed;

b) a hill to denonstrate starting fromstandstill, performance

on hill and ease of gear change;
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c) a rough stretch of road to denonstrate ride and handli ng.

I f the sal esman does not suggest a good denobnstration run, ask for
one. Also ask to drive the vehicle yourself, and if feasible take

a driver and nmechanic to the denpnstration.

BLEEP 7

An attenpt by the salesman to pressure you into a decision. He was
probably going to offer you the discount anyway. If you insist on
del ayi ng your decision the discount will alnpbst certainly still be

of fered

Enphasi ze to trainees that the dial ogue was intended nmerely to dem
onstrate some of the situations that occur between a sal esman and a
potential purchaser. A real nmeeting will take |onger and cover nany

nore points.

The purpose of talking to a salesman and a denonstration is fao gain
information. This should not be a casual operation. The potenti al
purchaser shoul d pl an beforehand what information he wants and ensure
that he gets it. Mst salesnen will be prepared to provide materi al

and di scuss-features about vehicles they are selling.

The potential purchaser should deci de beforehand whether he is pre-
pared to make a deal at the neeting. If he is interested in conpar-
ing a nunber of vehicles he should collect all the information
first and attenpt to nake the decision after discussing the merits
of the vehicles with other interested parties (drivers, nechanics
etc.) and away fromthe pressures of a persuasive sal esman or the
attraction of the new vehicle. It is advisable never to nake a

decision at the selling point, but only after careful reflection
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Background

Chesebe is considering buying a Merlin lorry for the co-operative,

al though he has a nunber of other vehicles in nind. About a week ago

he approached the distributor to request for a denonstration. The dis-
tributor agreed to give one today. Chesebe had previously sent hima
list of questions simlar to the one described by the trai nees previously.

The neeting went as follows:

Sal esman: Hel | o, Chesebe, nice to see you. Did you find your way
O K?
Chesebe: Yes t hanks. Do you have the answers to those questions |

request ed?

Sal esman: Ah! 1'"msorry, they arrived only three days ago and | am
so busy with demonstrating these vehicles that | haven't

had tinme to answer them

BLEEP 1

Chesebe: They are inmportant to me and ny Conmittee. Could you send

themto me within a few days?

Sal esman: I've got sonme information on cost and credit facilities here.
Here is sonme material on petrol consunption as well. Is
that O K?
BLEEP 2

Chesebe: I would prefer an answer to all the questions.
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Sal esman: I will do it for you as soon as possible. | get the im
pression fromyour list of questions that you are particu-
larly interested in the cost of maintenance. Perhaps |
could mention our "Contract Mintenance Agreenent" whereby
you pay us a certain sumof nobney per year and we agree to
carry out all maintenance and any other repairs that may be

necessary. Wuld you be interested in this?

BLEEP 3
Chesebe: Yes. Could you give ne details?
Sal esman: Certainly, | have the figures here. Oh, yes, you al so
wanted information on credit facilities. Most of our pur-

chasers take advantage of our scheme since our credit termns

are the best in town.

BLEEP 4

Chesebe: As you know, at the nmonment we have one of your Apollo

vehi cl es about 5 years old. How nmuch will you offer for it?

Sal esman: I shall have to see it first. | have a |lot of these vehicles
for sale at the nmonent; everybody is buying the new design

Let's discuss that after you deci de whether to buy the new

desi gn.
BLEEP 5
Chesebe: Could we go for a denobnstration run in the vehicle?
Sal esman: Yes certainly. Let's go for a trip dowmn to the market and
back.
BLEEP 6
Chesebe: Wul d you have any objection if we were to go out to the

quarry and | was to drive?



Sal esman

After test

Sal esman:

Chesebe:

Sal esman:

Sheet

No, not at all.

It's a very attractive vehicle isn't it? Are you interested

in purchasing it?

Yes, | like it. I shall have to speak to the Secretary of

the Co-operative first.

If I were to get you a 5% di scount on the vehicle, could

we call it a deal ?

BLEEP 7

4
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SESSION 3. 4
CHOOSING A VEH A E
Chiective: To enable trainees to tabulate the costs and benefits of
di fferent vehicles and conpare their relative nerits.
Tine: One to one and a half hours.
Material : Case study.
Session Quide:
1) Remind trainees of the inportance of collecting relevant data on

different vehicle types so that a conparison of their nmerits can be
made before a decision to purchase is nade. Distribute the case
study to trainees who should work in groups. Allow up to thirty

m nutes for this. Enphasize the inportance of a neat, precise and

easily readabl e presentation

Reconvene the groups and ask themto present their tables. Their

results should be simlar to the follow ng exanpl e:

1



possible to fit

. Jupiter Jupiter
Vehicle feature Apollo (new) (second=hand)
Cost ($) - cash 15,000 12,000 4,500
Cost ($) - credit 16,500 14,000 not available
Maintenance cost 1,000 until 750 until
($) per 15,000 km 45,000 km 45,000 km 1.500

2,000 there- ;{ 1,500 there- ?
after after
Value after 5 years 6,000 4,500 Nil
Licences, Insurance 750 750 500
($) per year
Operating cost ($) 2,000 1,500 1,500
per 15,000 km ? i >
Po§51b111ty of own Difficult Easy Easy
maintenance
Availability of Good Poor Poor
spares
Payload (kg) 9,000 6,000 6,000
Length (m)- 5.4 4.8 4.8
Su1tab111ty-for Good Fair Fair
rough terrain
Driver's attitude Very Good Good Good
Variety of bodies Good Poor Poor
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Al'l ow trainees to make comments about features not referred to or
the reality of the costs and performance. Al so enphasize that this
is an exercise - a thorough conparison of the vehicles would require

far nore i nformation.

Ask trainees to cal culate how nuch the 3 vehicles would cost to
operate for 5 years, using the figures given in the table and as-

sum ng 15,000 km per year. Trainees should exclude any additiona

costs such as drivers' wages. The figures are as foll ows:

Apol | o - inmmedi ate purchase $33, 750 | ess $6, 000 = $29, 750
- use of credit $35, 250 | ess $6, 000 = $31, 250

Jupiter - imrediate purchase $27,000 | ess $4,500 = $22, 500

(new) - use of credit $29, 000 | ess $4,500 = $24, 500

Jupiter - inmediate purchase $22, 000

(second - use of credit not avail abl e

hand)

Ensure that trai nees appreciate the need to include the value of the
vehicle at the end of 5 years. The second-hand vehicle is then at
the end of its life, and therefore has no value. The new vehicles
wi |l have a significant second-hand val ue. The difference between
the new price and this second-hand val ue, therefore,represents the

depreciation in the value of the vehicle over that period.

Poi nt out also that the total figure does not take account of when
the costs occur. I mredi ate purchase requires the outlay of funds
now, whereas the use of credit facilities allows outlays to be
spread over two or three years. The purchaser, depending on avail -
ability of finance, may have a strong preference for the del ayed
paynment, despite the higher total outlay of noney. Next session
will deal in nore detail with the nethods of payment and their re-

spective advantages and di sadvant ages.

Point out to trainees that the Apollo is nore expensive than the new

Jupi ter vehicle.

Ask what benefits they m ght expect to receive fromthis extra ex-

pendi ture of about $7,000 over 5 years. Elicit the foll ow ng:
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- Vehicle with higher payload (9, 000 kg).

- Vehicle with greater carrying capacity in volune terns (| onger

and wi der variety of bodies).

- Vehicle with less time spent under repair (greater availability

of spares should ensure this).
- Vehicle nore popular with drivers.

- Vehicle very suitable for rough terrain.

Ask trainees whether these benefits are worth the extra cost. Al ow
themto discuss this point for ten to fifteen mnutes. During, or
at the end, of the discussion, stress that the answer to the question

depends on:
- The task(s) the vehicle is expected to perform

- The val ue placed on the unquantified benefits of the Apollo.

Sunmari se the inportant aspects involved in conparing vehicles:

- Full and reliable information on vehicle cost and perfornance,
| ocal operating conditions, and the suitability of the vehicles

for the tasks involved
- Cear, accurate display of information

- Recognition that the choice between vehicles will be a compari -
son of costs and benefits. Usually this will be a question of
whet her the benefits of vehicle A are worth its extra cost as
conpared to vehicle B (refer to the choice between the Apollo
and the Jupiter). \Wienever considering the purchase of a nore
expensi ve vehicle or expensive optional equipnment or gadgets,

trai nees shoul d al ways ask:

Are the benefits worth the extra cost?
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The Agrarian Farmers Society has an old vehicle which is at the end of
its useful life. The Society is thinking of purchasing a replacenent
and has narrowed the choice down to three vehicles - a new Apollo or a
new or second-hand Jupiter. As the Apollo is a relatively new vehicle
there is no possibility of purchasing a used one. There is however a

good second-hand market in the Jupiter Range.

The Society markets its nenbers' nmize and supplies nenbers with farm
inputs. The vehicle would be used to carry the maize to the market (10
km di stance) and to pick up supplies (fertilizer etc.). The denand for
transport is fairly steady throughout the year. The society has good
storage facilities for its produce and has a snmall naize nmll. At the

noment their vehicle covers about 15,000 km per year

The Manager has visited the local distributor to find out the relative

merits of the three vehicles. He has prepared the followi ng three re-
ports:

APCOLLO Thi s vehicle has a naxi mum gross wei ght of 12,200 kg which
allows a payload of up to 9,000 kg. It costs $15, 000. |
asked the distributor how nuch the maintenance costs would
be and he said that they have a Contract Mai ntenance Agreenent
whi ch costs $1,000 at 15,000 km 30,000 km and 45, 000; there-
after $2,000 at 15,000 kmintervals. Operating costs would
be about $2, 000 per 15,000 km The insurance and |licence
woul d cost about $750 per year. Because of conplaints about
availability of spares in the past, the local distributor
in conjunction with the national distributor and nmanufacturer,
is investing heavily in stocks of spare parts in order to en-
sure these conplaints do not occur with this type of vehicle.
According to the distributor this vehicle is nore sophisticated
mechani cal | y t han previ ous ones, and he woul d not reconmmend
that we attenpt to do our own nmaintenance. The drivers with
experience of the vehicle that | have spoken to agree that

it is an exceptionally confortable and easy vehicle to drive.
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JUPI TER:

The expected life of the vehicle should be at |east 150 000 km
The distributor offers very favourable credit facilities. If
we decided to use their financing scheme, we should pay $5, 500
per year for a period of three years. The vehicle is very
strongly built and is suitable for rough terrain. Its length
is 5.4 mand there are a wi de range of bodies that we can have
fitted, if we wish. The value of the vehicle after 5 years
shoul d be about $6, 000.

The vehicl e exam ned has a naxi mum gross wei ght of 9,150 kg
which allows a payload of up to 6,000 kg. It costs $12, 000.
Unfortunately the distributor does not offer credit facil
ties on this vehicle and the only credit terms | can obtain
require two annual paynents of $7,000 each. These vehicles
have been available for a long tine now and di scussions with
ot her peopl e who have used t hem suggest that average mai nten-
ance costs are about $750 per 15,000 kmfor the first

45,000 km and thereafter $1,500 per 15,000 kmup to 150,000 km
This last figure appears to be the average |ife expectancy of
the Jupiter. Operating costs would be about $1, 500 per
15,000 km  Insurance and licence fees woul d be about $750

per year.

Unfortunately, these vehicles have a poor reputation for spares
availability. The distributor holds rather linited stocks and
it is quite coomon to wait a week for conponents. A |arge
nunber of people in town naintain their vehicles thensel ves

and | would anticipate that we could do the sane. The vehicles
are nost suitable for operation in town. They are quite rugged
but probably woul d not be suitable for very rough terrain.
Drivers |like these vehicles but they are not so enthusiastic
about themas the Apollo. The vehicle is about 4.8 ml ong

and there is only one type of body avail abl e. The val ue of

the vehicle after 5 years should be about $4, 500.
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JUPI TER: The vehi cl e exam ned was a 5-year-old nodel with 75,000 km
(second

hand) on the clock. It should have an effective |ife of 150,000 km

(or 5 nore years if we continue to run about 15,000 km per
year). It has simlar characteristics to the new nodel exam
i ned. The payl oad is 6,000 kg. The cost is $4,500 but no
credit facilities are avail able. Mai nt enance costs shoul d be
about $1,500 per 15,000 km and operating costs should be the
same as for the new vehicle. The comments about availability
of spares and mai nt enance that were nade about the new node
al so apply to the second-hand vehicle. This particular ve-

hicl e has a standard body. |nsurance and |icences woul d cost
about $500 per year.

Assi gnment .

Draw up a clear and conci se table which shows the relative cost and per-
formance of the three vehicles and deci de which vehicle the Agrarian

Farmers' Society should buy. Justify your deci sion.
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SESSION 3.5

BUY, HI RF PURCHASF OR | FASE?

(hjective: To enabl e trainees to distinguish between buying a vehicle
for cash, hire purchasing a vehicle and | easing a vehicle,
and to list the relative advantages of the three nethods.

Tine: One to one and a half hours

Material M cro cases.

Session Quide:

1) Explain to the trainees that this session is concerned with conparing

t hree possi bl e nmethods of obtaining a vehicle for use:
Qutright purchase
Hi re purchase

Leasing (if leasing is not available,this option, and references

toit, can be ignored).

Draw four colums on the chal kboard (see below). Fill in the colum
headi ngs and, using a vehicle costing $10,000 as an exanple, fill in
the table, line by line, stressing the differences between the three

nmet hods (coments in brackets are for this purpose).



Qutright
Purchase

Hire Purchase

Leasing

Initial
payment

Other pay-
ments

Total pay-
ments

Ownership

Responsi-
bility for
servicing
and main-
tenance

Consequences
of failure
to meet pay-
ments

$10,000

None

$10,000

After
payment

Operator

Not appli-
cable

$2,500 (typically
20-507 of purchase
price).

$750 every 3 months
for 3 years (typical
duration of payments
2 to 3 years).

$11,500 (excess over
purchase price is
for payment of
interest on $7,500
and will depend on
rate of interest).

Mostly after com-—
pletion of all
payments.

Operator (either
own maintenance
or in garage).

Hirer may cancel con-
tract (if operator
has completed most

of his payments he
may receive compen-—
sation).

$650 every 3 months
for 5 years (typi-
cal duration pay-
ments 2 to 7 years).

$13,000 (excess over
purchase price is
for payment of
interest on $10,000
and will depend on
rate of interest).

Never (although the
contract may include
an option for pur-
chase at the end of
period).

Operator (either own
maintenance or in
garage) .

Lessor may cancel
contract (compen-
sation is unlikely).
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Explain to trainees that hire purchase/l easing involve themand the
hirer/lessor in certain obligations which are contained in a | ega
contract. This serves to protect their interests, it defines the
obligations of the hirer/lessor to themas well as vice versa. Ask
trainees to imgine they are in the position of a hire purchase
conpany, and draw up a list of factors that they would wi sh to have
included in the operator's legal obligations in a hire purchase or

| easi ng agreenent. Trainees should work in groups for about 15 mn-

ut es; their lists should include the follow ng requirenents:
- To pay the rentals at the correct tine.
- To ensure that the vehicle is properly serviced and mai nt ai ned.

- To allow the owner to inspect the vehicle at any reasonable

tine.
- Not to use the vehicle for any purpose other than that agreed.
- Not to nodify the vehicle.

- To ensure that the vehicle is driven by a conpetent driver with

an appropriate |licence.

- To insure the vehicle properly, usually fully conprehensive

cover.
- Not to lend the vehicle to anybody not specified in the agreenment.

Di scuss why each factor is included and whether it is reasonabl e that

it should be.

Ask trainees to list (use chal kboard) the owner's (hirer's) obli-

gations in a hire purchase or |easing agreenent.

Di scuss why they are included and whether it is reasonable that they
should be. The list,which is much shorter than the operator's obli -

gati ons, shoul d include the follow ng:
- Making the agreed type of vehicle available to the operator.

- The hirer may not accel erate paynents or term nate the agreenent

(except for special provisions in the contract , or if the operator

fails to meet his obligation).

2



Enphasi ze that before signing a contract for hire purchase or |eas-

ing a vehicle, trainees nmust ensure that they understand clearly

their | egal obligations. If they do not understand they nust ask

the hirer for clarification and if they are still not satisfied
t hey must seek professional advice.
Rem nd the trainees that an inportant consideration in the choice

between the three different nethods is that of finance.

Draw up the follow ng tabl e,

whi ch presents the three options and

the tine when paynents are due for a vehicle costing $10, 000:

Type of Initial Year 1| Year 2 | Year 3 | Year 4| Year 5 Total
Payments |Payment Payments
Outright 1, 509 - - - - - 10,000
Purchase

Hire

Purchase 2,000 5,000 5,000 - 12,000
Lease 0 3,000 3,000 3,000 3,000 3,000 15,000

Ask the trainees in groups to read the Mcro Cases given with this
Trai nees shoul d use the above figures and say whether they

Woul d t hey have,

sessi on.
agree with the Manager's decision in each case.
taken a different decision, which one and why?

Case A

The new refrigeration unit would save $4,000 in the first two years,
whereas the use of hire purchase would only cost an extra outlay of
$2,000 in that period. There seens to be a strong case for purchase
if $10,000 is spent on the re-

of the refrigeration unit. However,

frigeration unit and the deposit on the vehicle, then cash nust be

found to pay for the rental paynents of $5,000 in Year 1 and Year 2.
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Case B

Clearly, the Co-operative should consider hire purchase or |easing.
The extra profit fromthe contract ($24,000 in the 2 years) is just
adequate to pay for the lorries if they are obtained by hire pur-
chase. There would be no profit for the Co-operative in those two
years, but at the end of the period the Co-operative would own two
lorries. The Co-operative nmight also | ease. At a cost of $6, 000
per year for two lorries this would still |eave a net profit of
$4,000 per year. On the other hand,the contract is only for two
years;if the Co-operative is uncertain about whether the contract
wi |l be renegotiated,it may prefer to pay for the vehicles in two

years by hire purchase

Case C

VWi | st the expansion of production does not offer profits i mediately,
it does prom se substantial profits after 2 years. It therefore is

a worthwhile investnent, even if a vehicle has to be purchased. The
Co- operative must, however, try to mininize the cost of vehicle pur-
chase in the first two years, when the Co-operative's sacrifice is

greatest. Leasing therefore offers the best option

Remind trainees of the nain factors that will influence the choice

bet ween these three nethods of obtaining a vehicle, notably:
The cost and availability of capital
The alternative use to which capital funds m ght be put.

The flow of cash or revenue earnings in the organi sation over

the next four years

The cost and conditions attached to hire purchase and | easing.

3
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Vehicle Purchase Mcrao Cases

Case A

The Ut opi an Co-operative Society has $10,000 in the Bank, gaining interest
at 5% per annum A new vehicle is essential. They could buy a vehicle
outright for $10,000. An alternative would be to spend $8, 000 on a new
refrigeration unit and purchase a vehicle using a two-year hire purchase
($2,000 initial deposit + $5,000 at the end of each year). The refriger-
ation unit would avoid net |osses equival ent to about $2,000 per year.

The Manager advises to purchase the refrigeration unit and to hire pur-

chase the vehicle

Case B

The Prospect Co-operative Society has the opportunity of a two-year
agreenent to supply processed soyabeans to a foreign conpany. The soya-
beans have to be delivered to the port 200 km away. Unfortunately the
Co-operative is short of funds,and it is not sure it can raise funds for
the purchase of two lorries (cost $10,000 each) to carry the soyabeans
to the port. If the Co-operative cannot raise the funds, it will not be
able to sign the.contract, even though it could yield profits of $12, 000
per year. The Manager has deci ded agai nst signing the contract, sayi ng

that hire purchase is too expensive.

Case C

The Vall ey Co-operative Society has the possibility to double its pro-
duction of groundnuts over the next five years. Wth the costs of clear-
ing land and increased costs of supplies, they do not expect to nmake a
profit fromthe sale of the groundnuts in the first two years. |In year
3, they expect a profit of $10,000 and $20,000 a year thereafter. In
order to go ahead with the expansion, the Society nust al so purchase a

lorry now (cost $10,000), to carry supplies and produce

4
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If the Society does purchase a lorry they will operate at a | oss during
the first two years. No nore funds are avail able fromthe Bank because

the Co-operative is already borrowi ng noney fromthe Bank. The Manager

isunwilling to go ahead with the proposed expansion.

Assi gnoent

Did the Managers take the right decisions?
If not, what would your decision be?

Justify your answers.
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SESSION 4.1

RECORDI NG AND Al | OCAT] NG TRANSPORT SFRVI CES
Chjective: To enable trainees to design and put into practice an ef-
ficient systemfor receiving, recording and all ocating
demands for their transport services.

Time: Two hours.

Material Work diary exercise.

Session Quide:

1) Renmind trainees that previous sessions have dealt with the fundanmen-
tal decision whether or not to operate one's own transport service, and,
if so, which vehicles to purchase. Ask trainees what el se is needed
for an effective service, apart fromthe correct vehicles and people
with the necessary skills to drive and maintain them
- Managenent is needed.

Ask trainees to suggest what managenent is:

- Managenent is the skill of nmaking the best use of available re-
sour ces; physi cal assets such as vehicles and technical skills
such as driving or maintenance, nust be organized in such a way
that they provide a good and economni cal service.

2) Ask trainees how requests for transport service are received and

recorded in their societies. Allowtrainees up to ten minutes to

list information that should be included in transport requisitions.
Thei r answers shoul d i ncl ude:

- Requisitions rmust be nunbered and closely controlled to prevent

m suse.
- The requisition nmust show to whomthe service is to be charged.
- The requisition nust be signed "approved" by a responsible official

- The requisition nust state by which time of the day the goods nust

be coll ected or delivered.

1
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The requisition nust state what type of goods is to be transported.

The requisition nust indicate who is responsible for |oading and

unl oadi ng.

The requisition nust state which person is responsible for hand-

i ng over and/or receiving the goods.

The requisition nust nention the acconpanyi ng docunents which are
i nvol ved.

The requisition nust carry sone space for it to be nmarked off

when the transport is conpleted

3) Ask trainees how transport jobs are requested for in their societies.
Many may have no formal systemat all,i.e. they operate on "verbal
requests"” only. Ask what the advantages of a "word of nputh" system

are:
No time is wasted filling in forns.

There is no need to delay work because authorised signatories
are not required

Paper and stationery are saved.
Illiterate staff can conplete the job.

In any but the sinplest situations however, a witten record is an

advantage. Ask trainees why this is so:

Drivers are not always available to receive oral instructions and

errors will be nmade if nessages are transmitted verbally.

Use of vehicles for unauthorised purposes is nmuch nore difficult

(i.e. the witten record nmakes "control" easier).

Cal cul ating transport costs and chargi ng t hem agai nst i ndivi dua

users and/or society operations becones nuch easier.

Peopl e may not be able to renenber whether jobs have been carried

out or not; well -kept witten records will tell them

4) Ask trainees what nust be done with requisitions which are correctly

conpleted when they are received. Pose the followi ng alternatives:

Requi sitions nust be given directly to the driver responsible

for the journey to which they rel ate.
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- Requisitions rmust be placed in a file for each driver, fromwhich

he can take the instructions for each day.

Requisitions are entered in a diary, fromwhich vehicle jobs can

be worked out for each day.

It is essential first to examne all requisitions together, before
allocating themto particular drivers and vehicles. Ask trainees

why this is so:

It nmay be possible to conbine sone journeys, which would other-

Wi se be assigned to separate vehicles.

The total demand for transport services nay exceed the capacity
of the available vehicles and drivers, so that sone journeys will

have to be reschedul ed or contracted to outside hauliers.

- The total denmand for transport services may fall short of the
capacity of the available vehicles and drivers and vehicl es may
remai n unused. Wen known i n advance, one can plan for unused
vehicles to be serviced if necessary, or to be used for outside

sub-contracts or for society jobs which can be done at any tine.

- A well-kept and up-to-date diary is a valuable record "of the de-
mand for transport services" and will consequently help to assess

future vehicle requirenents.

Divide trainees into groups and distribute the work diary exerci se.
Allow up to forty-five mnutes for groups to conplete the exercise
After forty-five mnutes have el apsed, or when all groups have fin-
i shed, whichever is earlier, state that the President of the Society
has asked for a special two-ton | oad of insecticide to be collected

before 12 noon. How soon can this be done and by which vehicle?

VWen they have dealt with this request, say that the Manager of a
nearby Society, with close contacts with the Unity Society, has
tel ephoned to say that their vehicle has broken down and they des-
perately need to transport six tons of perishable produce on
Wednesday. It is a three-hour journey. Can they help, and if so
how?

Ask groups to present their conplete suggestions including the |ast-

m nute requests. A possible solution is as foll ows:

2



a.m. p.m,

08 to 09 to 10 to 11 to 12 to Ol to 02 to 03 to 04

Monday

10 Tons . Fertilizer Sand .
5 Tons iProduce ,Maintenance' :
1 Ton ; Milk I ; '

Tuesday

10 Toms . Sand {Sand {Sand 4Sand )
5 Tons 1 Produce ' ;Fence Wire ) ) )
1 Ton :VMilk l ) I

I L

Wednesday

10 Tons . Fertilizer {Sand .
5 Tons : Produce {Other Socieéy , B
1 Ton ;Milk I {Other Societ; {

Thursday

10 Tons , Produce {Sand 1Sand |
5 Tons 1 Milk ' , ' '
1 Ton LCollect Spares | i

Friday

10 Tons  Fertilizer ,Sand |
5 Tons :Produce 1 '
1 Ton ; Milk ' ,

The urgent insecticide job can be done by the 5-ton vehicle on Tuesday

nor ni ng, while the produce can be delivered by the 10-ton vehicle.

The job for the other society can be divided between the 5-ton and the
1-ton vehicles on the Wednesday afternoon, providing they are willing

to pay for this.
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7) Stress the follow ng points

- Long journeys should be undertaken by small vehicles whenever
possi bl e: it is clearly extravagant to carry a ten-kil ogram
spare in a one-ton vehicle, but it is far worse to carry it in

a five- or ten-ton vehicle.

A good nmanager will ook for alternative uses for any spare tinme.
For this reason al one jobs must be concentrated towards the be-
gi nning of the scheduling period so that there will be tinme for
finding work to fill any spare periods. Jobs which may take

| onger to conplete than expected can then al so be reschedul ed

into the vacant tine towards the end of the period.

Care should be taken to avoid using vehicles for dirty jobs, such
as collecting sand, if they are to be used subsequently for haul -
ing foodstuffs or mlk. If necessary, tinme nust be allowed for

cl eani ng.

Stress that this exercise is very nmuch over-sinplified, since the
actual journeys are not exam ned in any way and no allowance is

made for rest periods or neals which may be required by Governnent
regul ati ons, trade union agreenents or |ocal custons. Ensure that

trainees are faniliar with whatever is necessary in their countries.

3
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The Transport Manager of the Unity Co-operative Society has to decide
how to use his vehicles during the comng five days. He has the fol-

| owi ng vehicles: one ten-ton lorry, one five-ton lorry and one one-ton
pi ck- up. Each vehicle can be used for up to eight hours a day on the
conm ng Monday to Friday, starting at 8.00 a.m and finishing at 4.00 p.m
Drivers work on shifts. They have to return to the Society's depot

every night. The five-ton vehicle nust spend a four-hour period on rou-
tine nmaintenance this week, and the one-ton vehicle should be checked
into the garage for a full day's service if possible, although this can

be done next week if absolutely necessary.

The work diary, in which all requisitions for transport have been entered

for the forthcom ng week, reads as foll ows:

Every Day: Deliver five tons of produce fromdepot to nmarket, two

hours each way, nust be delivered by 11.00 a. m

Monday, Wednesday and Friday: Collect seven tons of fertilizer from
rail depot, deliver to Society depot, three hours each way, mnust be

col l ected by 12 noon.

Fvery Day: Pick up mlk, one ton total |oad, deliver to Society's

depot, five hours'job, nmust start at 8.00 a.m

As Soon As Possible: Collect vehicle spare weighing ten kil ograns

fromcity. Round trip six hours.

Tuesday: Deliver three tons of fencing wire to nenber group from

Soci ety depot. Total tine: three hours.

When Convenient : Continue noving sand fromquarry'to Society depot
for new building project, up to ten-ton |oads, each round trip lasting

two hours.

Assignoent

Wrk out a clear tinmetable for the week,using the type of formgiven to
you. I ndi cate on the horizontal |ines what kind of transport should be

done and mark on each line the time needed

4
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Monday
10 Tons
5 Tons

1 Ton

Tuesday
10 Tons
5 Tons

1 Ton

Wednesday
10 Tons

5 Tons

1 Ton

Thursday
10 Tons
5 Tons

1 Ton

Friday
10 Tons
5 Tons
1 Ton

Sheet

a.m. p.m.

08 to 09 to 10 to 11 to 12 to Ol to 02 to 03 to 04

5
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SESSION 4.2
TRANSPORT PERFCORVANCE AND JOURNEY Pl ANNI NG
THE HUVAN FACTCOR

Chjective: To enable trainees to assess the capacity of their trans-

port service, giving due regard to the "human factor".
Tine: One to two hours.
Material : Exercise: Ruralis Co-operative Society and Role Play

Briefs.
: . i de

1) Ask trainees to list the factors that deternine the anpbunt of produce
or supplies that can be carried in a particular week by all the lor-

ries of a co-operative. Elicit the foll ow ng:
The nunber of lorries owned and their carrying capacity.

The nunber of lorries available (sonme may be out of operation due

to shortage of spares, or be waiting for repair).

The nunber of drivers available and the maxi num nunber of hours

they are allowed to work per day.
- The time it takes to | oad/unl oad.
The speed at which lorries nove about the area.

The efficiency with which the lorries and drivers are used in the
avai l abl e hours (are lorries often travelling enpty or are | oads

usual ly found for return journeys?), i.e. how efficient "scheduling

has been done.

Clearly, the "scheduling" factor could be called the "nmnagenment”
factor. The Transport Manager nust work with drivers (the human
factor) and lorries (the technical factor). Both are very dependant
on each other and the Manager nust try to combine themin an opti mal
way. This session deals with the "human factor"” in scheduling; the

next session will deal with the "technical factor".
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Distribute the case study. Ensure the trai nees understand the map,
particularly the signs used for the types of road. Ensure al so that

t hey know and understand the basic relationship

time = distance
speed
and that if speed is in terms of hours the resultant time will also

be in hours. Ask trainees to conplete the questions. G rcul ate

amongst themduring this period and give assistance, if necessary.

Al'l ow about 15 m nutes for each question (depending on the ability
of the trainees) and then display the correct answer so that trainees

can check their workings.

Answer 1 Tine (minutes)
a) Check lorry 20
b) Garage to mmjor highway = 24 km
at 32 kmh this takes 45
c¢) Journey along najor highway 50 km
at 40 knh 5
d) Total journey tine 140 (2 hrs. 20 nins)
e) Arrival tine (if start at 6.00 a.m) 0820
Answer 2 . Iine (minutes)
a) Check lorry 20
b) Journey to collection point C
(5 km @15 kni h) 20
¢) Loading 20
d) Return journey as "b)" 20
e) Journey along ninor highway to B
turning (8 kmlh @32 knih) 15
f) Journey to collection point B, |oad,
return (b+c+d) 60
g) Journey al ong m nor highway (e) 15
h) Journey to collection point A |oad
return (f) 60
i) Journey along mnor highway (9) 15
j) Journey al ong highway - 50 km @
40 km h 15
Total journey tine 320 (5 hrs. 20 nmins)

Arrival tine (if start at 6.00 a.m) 1120
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Answer 3 Time (mnutes)
a) Unl oad produce 20
b) Journey to warehouse turnoff
15 km @40 km h 22 1/2
¢c) To warehouse - 10 km @40 kni h 15
d) To | oad 20
e) Back to highway (c) 15
f) To m nor highway turnoff
35 km @50 knih 42
g) Journey al ong m nor hi ghway
24 km @32 knih 45
h) Diversion to drop off |oad at col -
lection point A- 5 km @15 kmh 20
- unl oad 20
- return 20
Total journey tine 239 1/2 (or about 4 hrs.)
Arrive at Garage (if start from
mar ket at 11.20) 15.20 (3.20 p.m)

Distribute the role play brief "Transport Manager" to two suitable
trai nees. The role play brief "Drivers" should be given to the re-
mai ni ng trai nees. Decide who will play the role of the Transport
Manager and who should be the assistant. The latter is supposed to

support the former.

Al l ow trai nees about 10 minutes to fanmiliarize thenselves with the
brief. Ask themto use exanples fromtheir own experiences to sup-
pl ement the information in the briefs when necessary. Arrange two
chairs to allow the trainees playing the nanager and his assistant

to sit in front of the others. Allowup to 30 mnutes for the role

pl ayi ng

Di scuss the role play and its conclusions. Stress in particul ar:

Standard tines are necessary for scheduling in any case
drivers should appreciate the reasons for this. They nust how

ever, be involved in setting standard tines.

Drivers should be notivated to work effectively, not only by
fear of exceeding set times, but by identifying thenselves with
the Society's goals. Bonuses nmay hel p when exceptional results

are demanded fromdrivers.
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"When To Be There?"

Below is a map showi ng a Co-operative with three collection points (A,
B and C) and a garage, also a nearby town and a whol esal er. Exam ne
it and nake sure you understand it:

_ Market

gl

GO-OPERATIVE
. Warehouse

S

® ...s....

[
[l

NN Major highway
Minor highway
seecccccoe "'rack

All distances in km
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The average speed attainable on the three types of road is:
Maj or Hi ghway = 40 knih
M nor Hi ghway = 32 knih
Track = 15 knlh

The Co-operative owns two lorries which are kept in the garage overnight.
In the nmorning, before a driver takes a lorry out, he is expected to
spend 20 minutes checking the condition of the lorry (tyres, oil, etc.)
and filling in any appropriate forms. |If he picks up or drops a | oad

he is allowed 20 minutes for each operation

Assi gnnent

1) If the driver starts work at 0600 hours and drives to the market
wi thout calling at any collection points, at what time will he
arrive?

2) At what tine will he arrive if he picks up produce at the three

collection points A, B and C on the way?

3) At what tine will he arrive back at the garage if he drops the
produce at market, picks up some sacks at the co-operative ware-

house on the journey hone and drops them off at collection point A?

4
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As Transport Manager you and your assistant are responsible for the
schedul i ng and operation of 10 lorries. For a long time you had felt
that the lorries were being used inefficiently. You had come to the
conclusion that the reason for this was the |ack of control over the
drivers after they had left the garage. In order to rectify this you
i ntroduced standard times for operations such as checking vehicl es,
nmeal breaks, | oading/unloadi ng and journeys. You had the full support
of your Manager and Conmittee. They were keen to save noney on trans-

port operations.

Recently, however, due to nunerous conplaints fromthe drivers, the
Manager has asked you to consider dropping the idea of standard tines.
You are still convinced of their value. Since you started using stan-
dard tines drivers have often been doing their work much nore quickly
than before. In order to try to maintain the use of standard tines
you have called a neeting with the drivers to justify your use of
standard tines as well as to listen to their conplaints. You nust
therefore prepare to justify the use of standard tinmes and to respond

to their conplaints. During the meeting you intend to try and cone

to an agreenent with the drivers on a nethod of setting standard tines.
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Role Play Brief - The Ixivers

Recently the Transport Manager and his assistant introduced the idea of
"standard tinmes" for such tasks as vehicle checking, meal breaks, |oad-
i ng/ unl oadi ng and journeys. Ever since standard tinmes were introduced,
you (together with other drivers) have conplained that these tines are
inflexible and unrealistic. Last week all the drivers voiced their
dislike of the new nethod to the Manager. In response to this, the
Transport Manager has called a neeting to listen to your conplaints.
You intend to point out to the Manager that the new nmethod of standard

times is unfair to drivers.

The tine taken to load and unload is always different - sonetinmes you
get help from other people; sonetines you have to wait a long tine for
supplies to be brought to your lorry. Simlarly, journey tinmes vary
depending on traffic congestion and the quality of roads. You believe
that the Manager ought to trust his drivers. Instead of wasting his
time on these unnecessary cal cul ati ons, he could use his tinme reducing

t he anmount of paperwork involved in transport operations.

6
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SESSION 4.3
TRANSPORT PFRECRVANCE AND JCQURNFY Pl ANNI NG
IHE TECHNI CAI EFACTOR
hjective: To enabl e trainees to schedule their vehicles efficiently
in order to satisfy as nuch as possible the demand for
transport services.
Tine: One to one and a half hours
Material Exerci se "When To Be There?" from previ ous session, sup-
pl emented by "How Do W Manage?"
Session Qiide:
1) Renmind trainees that the previous session dealt with the human factor

in transport managenent. This session is about matching the demand

for transport to the technical resources avail able.

Ensure that all trai nees have copies of "Wen To Be There" fromthe
previ ous session. Divide trainees into groups of 3 to 4 and di s-
tribute the exercise "How Do W Manage". Allow up to 30 mnutes for

t he exerci se.

After 30 minutes ask trainees for their possible solutions. Sorme nmay
suggest heavier loads on the lorry, faster |oading, higher speeds on
the road etc. Sonme of these may be possible, depending on | oca
circumstances. Allow trainees to discuss the possibilities but en-
sure that they are al so aware of a solution by rescheduling as

foll ows:

- One journey a day to the warehouse and return takes 5 hours 20

m nut es.

- This leaves 3 hours 40 minutes during which the driver and lorry

can be used to:

- load produce at a collection point for carrying to the ware-

house the next day (the lorry stops overnight at the garage).



- check the lorry so that it is ready for inmredi ate departure the

next day.

If this is done, two trips can be nade to the warehouse next day

in less than 9 hours.

- It is therefore possible to make 3 trips to the warehouse in two

days; with 2 lorries this neans 6 trips.

A typical scheduling arrangenent wll be:

Day 1 Tine (mnutes)
Vehi cl e checki ng 20

Col I ect produce fromC 60

Del i ver to warehouse/ unl oad 140

Return to Garage 120

with diversion to B (including |oading) 60

Vehi cl e checki ng 20

Total for Day 1 420 (7 hrs.)
Day 2 Iinge (mnutes)
Del i ver to warehouse/ unl oad 140

Return to farm A/ | oad 130

Carry to warehouse/ unl oad 130

Return to Garage 120

Total for Day 2 520 (8 hrs. 40 m ns)

Point out that this leaves very little spare tine for contingencies.
It al so assumes that it is possible to pick up the produce and store

it on the vehicles overnight.

Enphasi ze that rescheduling may avoid the need to purchase a new
vehi cl e. Schedul i ng and reschedul i ng demand "creativity and orig-
inality" froma nmanager. There are no set rules and sol utions; for
each situation the manager must try, through trial and error, to
cone up with a nunber of alternative solutions from which he nust

then sel ect the best one.
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" How Do Ve M o

The Transport Manager of the Ruralis Co-operative Society has a probl em
Five tons of produce at each of the 3 collection points (A B and O
must be carried to the co-operative warehouse each day. The Co-operat -
ive has only two vehicles, each capable of carrying 5 tons. To nmake
two journeys a day to the warehouse is inpossible since this takes 10
hours and the Committee and the drivers have agreed that for safety
reasons 9 hours of work per day per driver is the maxi mum permtted.

Produce can, however, be stored on the vehicles in the garage overnight.

The Co-operative is short of funds and desperately needs the noney that
is available for extra supplies of fertilizer and new seed. It is there-
fore inpossible to purchase and operate an extra vehicle. The Transport

Manager is desperate: "How Do W Manage?"

Assi gnment :

How can you manage to have five tons of produce carried each day from
each of the 3 collection points to the warehouse with two lorries and

wi t hout exceeding 9 hours of work per driver, per day?

2
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SESSION 4.3
TRANSPORT PFRECRVANCE AND JCQURNFY Pl ANNI NG
IHE TECHNI CAI EFACTOR
hjective: To enabl e trainees to schedule their vehicles efficiently
in order to satisfy as nuch as possible the demand for
transport services.
Tine: One to one and a half hours
Material Exerci se "When To Be There?" from previ ous session, sup-
pl emented by "How Do W Manage?"
Session Quide:
1) Remind trainees that the previous session dealt with the human factor

in transport managenent. This session is about matching the demand

for transport to the technical resources avail able.

Ensure that all trainees have copies of "When To Be There" fromthe
previous session. Divide trainees into groups of 3 to 4 and dis-
tribute the exercise "How Do W Manage". Allow up to 30 m nutes for

t he exerci se.

After 30 minutes ask trainees for their possible solutions. Sorme nmay
suggest heavier loads on the lorry, faster |oading, higher speeds on
the road etc. Sone of these may be possible, depending on |oca
circumstances. Allow trainees to discuss the possibilities but en-
sure that they are al so aware of a solution by rescheduling as

fol |l ows:

One journey a day to the warehouse and return takes 5 hours 20

m nut es.

- This leaves 3 hours 40 minutes during which the driver and lorry

can be used to:

- load produce at a collection point for carrying to the ware-

house the next day (the lorry stops overnight at the garage).



. check the lorry so that it is ready for i medi ate departure the

next day.

- If this is done, two trips can be nade to the warehouse next day

in less than 9 hours.

. It is therefore possible to make 3 trips to the warehouse in two

days; W th 2 lorries this neans 6 trips.

A typical scheduling arrangenent wll be:

Day 1 Iine (mnutes)
Vehi cl e checki ng 20

Col | ect produce fromC 60

Del i ver to warehouse/ unl oad 140

Return to Garage 120

with diversion to B (including | oading) 60

Vehi cl e checki ng 20

Total for Day 1 420 (7 hrs.)
Day 2 Tioe (mnutes)
Del i ver to warehouse/ unl oad 140

Return to farm A/ | oad 130

Carry to warehouse/ unl oad 130

Return to Garage 120

Total for Day 2 520 (8 hrs. 40 nins)

Point out that this |leaves very little spare tinme for contingencies.
It also assunes that it is possible to pick up the produce and store

it on the vehicles overnight.

Enphasi ze that rescheduling my avoid the need to purchase a new
vehicl e. Schedul i ng and reschedul i ng denand "creativity and orig-
inality" froma manager. There are no set rules and sol utions; for
each situation the manager nust try, through trial and error, to
come up with a nunber of alternative solutions from which he nust

then sel ect the best one.
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SESSION 4. 4
SCHEDULL NG FOR A WFFK
hjective: To enable trainees to prepare a weekly transport schedul e.
Jine: Two to three hours.
Material : Exercise: Valley Co-operative

Session Q@Qilide:

Distribute the exercise to trai nees who should work in groups. Ensure
that trainees understand the instructions - in particular, how mich
produce can be | oaded per day at the farns given the rate of harvest
ing (1 ton per day). Allow up to two hours for the exercise. En-
sure that trainees appreciate the need for a neat sumary tabl e of

their schedul e.

After two hours, ask groups whether they have managed to schedul e

the two lorries to conplete the tasks within the week and what is the
total distance covered by the two lorries. Ask the group with the

| owest total distance to present its schedule on the chal kboard/ OHP
and allow trainees to examine it. Question why it is done in the

way chosen and suggest any inprovenents.

Bel ow i s a possible solution and | ayout of a schedule. Use it if
groups fail to cone up with a reasonable solution or as an exanpl e

of how a schedul e can be presented. Stress that:

- It does not give details of tines in the schedule though it does

not violate the 8-hour constraint.

- The schedul e concentrates on novenent to the whol esal er and supplier

in the early part of the week when stocks at the farns are | ow

- Use is made of the tinme after the trucks return fromthe whol e-

sal er and supplier.

- Trucks are free at the end of the week to pick up produce fromthe

farm(a visit to each farmon Friday is absolutely necessary).

1



Truck Truck Tons of Visit to Produce from Points
1 9 Produce to Suoplier
Wholesaler PP BICID|IEJF|GIH

PWSP PWSP
Monday 275 km| 275 km 10 2
Tuesday Pg?g Km nggcim 10 1 2
Wednesday | PWPBFP | PWPDEP 10 - 2 21313

230 km | 220 km

PWPBDP PWPACP
Thursday 930 km | 230 km 10 - 21212

. P

Friday Gggpkm PngPiiDP - - 11112121515
Total 1090 km | 1050 km 40 3 5155|5515 |5

4) Enphasi ze that scheduling exercises of this kind nmay consume a | ot

of tinme but they are well

worthwhile in:

Reduci ng di stances travelled by vehicles.

Reduci ng the nunber of vehicles required (in some instances).
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The Vall ey Co-operative has two lorries. During the harvest season trans-
port is in heavy demand and the Transport Manager is concerned that, unless
he can schedul e his vehicles properly, he will have to hire another truck
and driver. The lorries nmust collect produce fromthe various collection
points and deliver it to the processing plant. They nust also carry the
processed goods to a wholesaler in town 100 km away and col | ect supplies
for the processing plant in another town, also 100 km away. In detail

the situation is as foll ows:

Far ns: There are eight collecting points (Ato H) connected by a
road network. At each point an average of 1 ton of produce
is delivered by menbers each day (5 tons per week). On
Monday it is possible to pick up 1 ton of produce fromthe
poi nts. On Tuesday another ton can be picked up, or 2 tons
i f none was picked up on Monday and so on throughout the
week. Al the produce nust be picked up before the end of
the week (eg. 5 tons could be picked up on Friday). Loading

takes 30 minutes regardl ess of quantity.

Lorries/ The two lorries can each carry 5 tons. They aver age

Drivers: 20 kmh on the roads between the processing plant and the
collection points, and 5 kmi h el sewhere. Due to an agree-
went with the drivers, they cannot under any circunstances
work (i.e. drive/load/unload) for nore than 8 hours per day.
The lorries nust be kept in the garage overni ght. The garage

is adjacent to the processing plant.

Processi ng The processing plant wi shes to send 40 tons of processed

Plant: produce to the whol esal er every week. There is anple storage
space at the plant and about a week's supply of produce can
be held. Sinmlarly there are big stocks of processed pro-
duce waiting to go to the whol esal er. Loading at the plant

takes 30 minutes so does unl oadi ng.



Supplier:

Road
Net wor k

Assi gnoent

Three visits nust be nmade to the supplier every week to

pi ck up essential supplies for the processing plant.

Each | oadi ng or unl oadi ng takes 30 m nutes.

The di stance between the processing plant and the whol esal er
is 100 km between the processing plant and supplier 100 km
bet ween t he whol esal er and supplier 75 km The road network
whi ch connects the collection points to the Co-operative is

shown on the attached map

Design a schedule which will allowthe two lorries to conplete the given

tasks in one week, and with a mni num di stance travell ed. Use the foll ow

ing formto show and present your preferred schedul e.

Tons of . . Produce from Points
Truck Truck Visit to

Produce to

i
Wholesaler Supplier

A|B|C|DJ|E|F|G

H

Monday

Tuesday

Wednesday

Thursday

Friday
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WHOLESALER (W)
-

L 4

_75_

SUPPLY (SP)
=g

4

-

All distances in km

Mountains

|} PROCESSING
PLANT (P)

3



maintenance

topic

5.2
5.3
5.4
5.5

5.6

Maintenance Requirements

Vehicle Inspection and Maintenance
Maintenance Procedures and Records
Control of the Work Flow

Records of Fuel Issued

What Spare Parts and How Much to Stock
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SESSION 5.1
MAL NTENANCE REQUI RENENTS

Chjective: To enable trainees to identify the basic requirenents for

setting up their own maintenance facilities and to appraise

the inplications of having and running such facilities.
Tine: One to one and a half hours
Material Case Study
Session Quide:

1) Ask trainees why regular maintenance is inportant. They should nen-

tion the follow ng points:
To ensure that vehicles are safe

To keep breakdowns and tinme during which vehicles are out of order

to a mnimum

To keep total repair and mai ntenance costs to a mni mum (i nte-
nance costs noney but if it leads to fewer breakdowns it will

result in lower total costs in the long run).

To prolong the life of vehicles; regul ar maintenance - changi ng
oil, etc. - will prolong the life of conponents; regular inspec-

tion will avoid major danage

2) Distribute the case study and allow trainees up to 20 mnutes for
the exercise. Discuss their conclusions, and elicit a |list covering

the fol | owi ng points:
ot ain funds for purchase of materials, training etc.
Determne site, size and design of garage.

H re contractor to build garage or obtain materials and | abour

for construction.

Determ ne tools that need to be purchased (do different vehicles

need different sets of tools?).



Pl ace order for tools (how | ong does delivery take?)

- Determne what spare parts and what quantities are to be held in

st ock.

Pl ace order for spare parts

Prepare job description and job specification for mechanics.
Recruit nechanics.

Arrange training for mechanics if necessary.

Set up procedure for purchase of spare parts.

Set up procedure for mai ntenance of vehicles (when should vehicles
be serviced, what records will be kept, how will naintenance of

di fferent vehicles be co-ordinated?).

Appoi nt an overall responsible for the garage.

Ask trainees to conment on the proposal. The Manager has omtted the
cost of land and any depreciation cost for the building and tools,

and the extra cost of managenent invol ved.

Stress that setting up a nmaintenance facility is not just a matter
of constructing the garage, buying materials and hiring nmechanics.

If a society's garage is to be superior in cost and performance to
out si de mai ntenance, it nust be effectively nanaged and control |l ed.
Garages may not al ways produce work of the highest quality or |ow
est cost, but at the same tinme they often operate in a conpetitive
environnent and if they were hopelessly inefficient they would go
out of business. To ensure that a society's maintenance facility is
bei ng ef fectively managed, an annual conparison shoul d be nmade be-

tween the cost of its own and of outside maintenance.
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L . il
(Prepared by the Manager of the Bondo Farmers' Society)

W have not been very happy with our current vehicle nmaintenance
agreenment for some tine. W take our 10 lorries at regular inter-
vals to the garage in town. Drivers are always conpl ai ni ng about
the condition of the vehicles. One week after a vehicle was ser-
viced, the brakes failed. The vehicle was seriously damaged and
the driver was nearly killed. Even with regul ar nmai ntenance the
vehi cl es break down al nost every nonth, which |leads to | oss of pro-
duce and expensive bills for repair. Sonetimes the drivers them
selves carry out nminor repairs to the vehicles, because they think
t he garage has not done the job properly. If a vehicle does break
down and the garage is busy, we nust often wait two to three weeks

before the garage can repair it.

Detai |l ed cal cul ati ons suggest that the cost of setting up and oper-
ating our own naintenance facility would be | ess than the cost of
using the garage. Belowis a summary of our estinates conpared with

the cost of nmintenance at the garage in town:

Estimated Yearly Cost of Miintenance Facility

Lnterest Cost In$

- Interest on Loan for Garage Buil ding 2,000
- Interest on Loan for Garage Equi pnent 500
- Interest on Money tied up in Spare Parts 750
Staff Costs

- \Wages (2 nechanics) 3, 000
- Training (only 1st year) 500
Materials and Spare Parts 2,250
M scel |l aneous

- FEectricity, Insurance etc. 200

TOTAL 9, 500

Estinmnted Yearly Cost of Garage Miintenance 10, 000

2



3) 1 therefore recommend that we go ahead with detailed planning for a
mai nt enance facility of our own. This would provide a better service

and | ower cost than our current arrangenent.

Assignnent
1)  Assune the recommendation is accepted. Draw up a list of actions
that nust be taken before the facility can be used. Consider both:

a) personnel and materials necessary for operation of the facility,

and

b) nmanagenment procedures necessary for operation of the facility.

2)  Comment on the Manager's proposal: what costs may have been onitted?
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SESSION 5.2
VEH G F | NSPECTI ON AND MAI NTENANCE
hjective: To enable trainees to identify the need for an efficient
met hod for (i) scheduling vehicle inspection and (ii) re-
cordi ng of mai ntenance work.
Tine One hour.
Material Tape Di al ogue
Session Qiide:
1) The session is intended to show that procedures and systems which

may appear tine-consum ng and unnecessary are needed to ensure
ef fective mai ntenance at an acceptable cost. Tell trainees they are
about to hear a dial ogue which refers to a nunber of problens that

led to the failure of a co-operative vehicle maintenance facility.

Play the tape, or,if no player is available,ask two trainees to play

the role of the two characters.

Stop the tape (or dialogue) at each "BLEEP' and ask trainees to
identify the problens and how they can be avoi ded. Discuss the re-
commendations with reference to the trainees experience if possible.

Conti nue the dial ogue having a di scussion at each "BLEEP".

Elicit and display on the chal kboard/OHP a |ist of actions and
procedures which are necessary for efficient vehicle inspection and

mai nt enance wor k.

1



BLEEP 1

| nadequat e daily checki ng of

vehi cl es

BLEEP 2

| nadequat e servi ci ng.

BLEFP 3

No pl anni ng of work programre.

BILFFP 4

Supply and availability of

spare parts?

Vehi cl es nust be inspected with the
aid of a checklist and it nust be
clear who is responsible (usually

the driver).

Mechani cs nust have a checkli st of
tasks to carry out. The manager
must ensure these are carried out
properly. The nechanic signs the
checklist, indicating which jobs
he has carried out. |If breakdowns
occur, it will be clear who is re-

sponsi bl e.

The flow of work into the workshop
must be planned so that vehicles
cone in steadily and mechanics are

idle for as short a tine as possible.

Demand for spare parts nust be an-
ticipated as far as possible. This
is easier if maintenance is planned
and there is know edge of which ve-
hicles are due for service as well
as the servicing they require. The
soci ety must however, keep stocks

of itens regularly required



BLEFP 5

Ti me necessary to conplete a

t ask?

BLEFP 6

| nadequat e records of fue

tyre use

BLEFP 7

No managenent

records.

and
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Standard tinmes nmust be worked out
for each task. These should only
be exceeded under exceptional cir-

cunst ances.

Records nust be naintained to keep
track of fuel and tyre use and to

di scourage di shonesty.

A managenent record system for the
mai nt enance function nmust be set
up (cash, cost, financial records
etc.). Training may be needed for

this.

2
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Narrat or:

Ter na:

Sadi q:

Ter na:

Sadi q:

Ter na:

Sadi q:

Ter na:

Sadi q:

Ter na:

Sadi q:

Ter na:

Sheet

Terna neets his old friend Sadiq and finds himvery depressed.
Yet the last time they net, Sadiq was very excited. He had
just started his job as Manager of the l|ocal co-operative's

vehi cl e mai nt enance

Hell o Sadiq, what's the matter? Are you still with the

co-operative?

No, that's the trouble; they gave nme the sack | ast week.
That's terrible, why did they sack you?

They said | wasn't doing the job properly. Vehicle break-
downs, they said, were even higher than before,and the costs

wer e hi gher too

Were breakdowns nore frequent than when they used the |oca

gar age?

Yes, pr obabl y.

Wiy was that ?

I am not sure. The nmi ntenance shed and the tools were the
best avail able and our stock of spare parts was as good as
anybody' s. The trouble was the work never seened to be

done properly.

What sort of things happened?

Ch, silly things. W had a nunber of cases where the vehicles
ran out of fuel or where they overheated because there wasn't

enough water in the radiator

Shoul dn't the drivers have checked that?

3



Sadi g

Ter na

Sadi q:

Ter na:

Sadi q:

Ter na:

Sadi q:

Well, to make it easier for everybody, | said the nechanics
shoul d check the vehicles every norning for things like that,
but if they were too busy the drivers could do it. Wen
everything went wong the nmechanics blanmed it on the drivers

and the drivers bl aned the nechanics.

BLEEP 1

That doesn't sound too serious. Were there any other break-

downs?

Oh yes! But worst of all was when they broke down just after
they had been serviced. | used to think it was the mechanics’
fault but it wasn't really. They have to check a | ot of
things every time and you couldn't expect themto renenber
everyt hi ng. Oten though, I wasn't sure which mechani c had

done the mai ntenance

BLEEP 2

It sounds a difficult job to me Sadiq. Wiy didn't you ask

for more mechanics so you could do the job thoroughly?

Well, | did and they gave me an extra one but it didn't seem
to help. By the tine | left, costs were nearly twi ce as high

as the co-operative expected.

Were the mechanics |azy?

No, not really. But they did seemto be sitting around for
a long tine. The drivers used to bring the lorries in when
they thought it was time for servicing. Some days we had
nothing to do, sonetinmes we had lorries waiting outside the
shed. The drivers didn't help either - sone used to bring
the vehicles in for service every two weeks and t he mechani cs
used to waste their time checking things. One driver never
brought his vehicle in all the tine | was there. It was

al ways breaki ng down.



Ter na:

Sadi q:

Ter na:

Sadi g:

Ter na:

Sadi g:

Ter na:

Sadi q:

Ter na:

Sadi q:
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BLEEP 3

Was getting spares difficult?

No, not really. We held lots of spares, but if a lot of
vehicles cane in one week we probably had to make a couple
of journeys into town to collect nore spares; nothing

special ,but itens like oil filters or injectors.

BLEEP 4

Were the nmechanics good at their job?

| suppose so. They seened to get the jobs done, but sone-

times | thought they could have done things quicker

BLEEP 5

The Conmittee doesn't seemto have been very synmpathetic to

you.

No, they weren't. Another thing they blaned me for was a
driver's dishonesty. The Secretary found out he was syphon-
ing petrol and selling it. He also sold the new tyres on

his vehicle and fitted old ones. | cannot be held responsible

for that, can |?

BLEEP 6

No, | don't think you can. | bet they accused you of fiddling

t he books?

Vel |, al nost. | used to be very careful to keep all the in-
voi ces, but then they kept asking where | used this and where
| used that and how rmuch | had spent on this vehicle or that.

It was terrible.

Wiy didn't you ask the vehicle manufacturer for hel p?

I did, but all he did was to send ne a package of forns; he

woul dn't conme and see ne to explain how to use them

BLEEP 7

4
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SESSION 5.3
MAIL NTENANCE PROCFDURES AND RECORDS
hjective: To enabl e trainees to devel op and use appropriate pro-
cedures for recording service and nai nt enance worKk.
Tine . One to one and a hal f hours.
Material Speci nen record cards.
Session Quide:

1) Explain to trainees that this session and the next are devoted to
procedures and records that will assist in the effective and ef-
ficient maintenance of a fleet of vehicles. Effective maintenance
means that the job is done properly and in accordance with the ve-
hi cl e manufacturer's reconmendati ons. Efficient maintenance means
that the job is done wi thout wastage of |abour and materials, i.e.

at a mni num cost.

2) Ask trainees where they would expect to get information on the nmain-
tenance requirenments of vehicles. They should nmake the foll ow ng

suggesti ons:

- The local distributor who sold themthe vehicle. (This infor-
mati on shoul d be studied before purchasing the vehicle; all rel-
evant handbooks and informati on nust be provided by the dis-

tributor).

- The manufacturer or national distributor (the |ocal distributor
may hold only certain types of information or record cards, par-

ticularly if he does not normally stock the nodel purchased).

- Other owners. (This is particularly inmportant for second-hand

vehi cl es) .

- O conpanies sonetinmes provide useful material as service to
their custoners and indirectly also as a nmeans to encourage use

of their product.



- The Mnistry of Transport or |ocal hauliers association occasion-
ally produce material that takes account of |ocal operating con-

ditions.

- Trainees' own experience (manufacturer's reconmendations may re-
late to a quite different environnent - for exanple, oil filters
in dusty areas nust be replaced much nore frequently than in re-
| atively dust-free areas). However, vehicle owners should de
vi ate from manufacturers' recomrendations only when there are

very good argunents for doing so.

Expl ain that there are nmany different designs of information or re-
cord sheets that are used to control vehicle maintenance. The ones
trainees are to see in this session are nerely exanples. They are
typical, but details will differ between countries, between manufac-

turers and between vehicles. However they all aimto provide:
- asystemntic nethod of inspecting vehicles for defects, and
- arecord of servicing or repairs carried out on each vehicle.

In nost record systens these two functions are conbi ned and a com
plete record is kept of the life history of each vehicle. Wat are
t he advant ages of keeping a conplete record of a vehicle history?

Elicit the follow ng points:

- Tinme and nileage of the |last service is known for scheduling
mai nt enance, for replacing parts such as oil filters and for re-

sal e purposes.

- The age of all conponents can easily be found for repl acenment or

for claimng in the event of failure during the guarantee period.

- Any special behaviour of the vehicle (such as fuel consunption)

can be nonitored.

. Conparisons can be nade between the total cost of maintaining and

runni ng different vehicles.

Di stribute the speci men "Medi um Servi ce Task Sheet". Ask trainees

to examine it. Ask the foll owi ng questions:

a) What does "Medium Service" nean? There are other services such
as "Short Service" to be carried out weekly by the drivers, and
there will certainly be a "Full Service" which involves a nore

conprehensive list of tasks.



Sheet 2

b) What is the purpose of the square boxes on the left?

The mechanic/fitter ticks this when he has conpleted the par-
ticular task. This ensures he does not niss a task uninten-

tionally.

¢c) Wiy do sone nunbers have no task?
This allows the insertion of new tasks.

d Wiy is a signature required at the end of the job?
VWhat nust the "workshop foreman” do before signing?

He nust check that all relevant boxes have been ticked. However,
this does not guarantee that the job has been done or is done
properly. He nust devise his own nethod of checking the quality
of work, dependi ng on his knowl edge of the skill and reliability
of the mechanics. Too much checking will take up too nuch tine;
too little may |l ead to poor worknmanship. He may decide to exam

ine in detail a job every 2 or 3 days.

e) There is no space on the sheet for a sunmary of the tine taken

and cost of spares used; would this be a useful addition?

A good record system shoul d provide some nmethod of recording this
information. This may be either on the service record or on a
sunmmary sheet which records when the service is done, the type

of service, the cost and spares used. The latter therefore

provi des an easily read sunmary of the vehicle's history and

avoi ds the details of each service/repair.

Distribute the speci nen "Vehicle Inspection Report”. This provides
a systematic method of checking a vehicle either before a service
or at regular intervals (every 10,000 km). Allow trainees to exam
ine the record for about 5 minutes, and ask themto identify any
weaknesses in the record and whether they can suggest any inprove-

ments. They shoul d suggest:

- The titles do not give any indication of the faults to be | ooked
for ("condition of tyres"-8; "transmission'- 57). Additional
informati on may be avail able froma manual. O herw se only an

experienced nmechanic could be enployed for this task.

- Little space is provided for describing the defect and appropriate

action.



- There is no space for details of the action that nust be carried
out or who is to carry it out. This is inportant since the in-
spection card will nornally be attached to a service card (if
regul ar service is due) or a repair card, specifying the details

of work to be carried out.

- Some comment could be added to the report giving the urgency of
the action required (Should the vehicle be taken off the road

i medi ately, or can it be used safely for another 1,000 kn®).

Rem nd trainees that they have exam ned service record cards and
i nspection reports. Stress that the two procedures of inspecting
and servicing nmust be co-ordinated. The two procedures can and are
very often conbined on one record card to avoid unnecessary bureauc-

racy.

Ask trainees to coment on the systems used in their own societies.
Are the fornms as conprehensive as the exanples used in this session?
Are they regularly filled in? Wiat use is nade of then? Wiat im

provenments can be nmade?
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MEDIUM SERVICE

Reg. NO. civivvnnnnnnnnn ceee.. Fleet Nou cheiiinnnennennn. «e.. Mileage ........ ceeenenans
Make and type .....civviiennns Date In ... veviiieneninnnnn. .. Date Qut .....civvnininn.
ITEM JOB DESCRIPTION

oo0odooooga
OO~ LW

O 20
021

a 22

023
024
025
026
027
28
029
O30

031
032
033
034
035
036
037
038
039
040

Lubrication top-ups and refills

Steam cleaning

Crankcase Drain and refill
Filters - oil Clean and renew element
Filters - air Clean and refill wet type
Fuel Injection pump Top-up (where applicable)
Gearbox Drain and refill
Driving axle(s) Drain and refill
Steering box Top-up
Shock absorbers Top-up (where applicable)
Brake-fluid reservoir Top~up
Clutch-fluid reservoir Top-up
Lubrication hand-oil and grease

Chassis - lubrication points Lubricate (where ACL not fitted)
Linkages - clutch,accelerator,gear Hand-o0il clevis pins,ball joints
change,brake
Cables-choke/cold start,engine Check,dismantle,clean and lubricate as
stop,brake necessary
Road springs ., Clean and lubricate
Water pump-bearing Grease (where applicable)
Doors-hinges and locks Hand-oil

General Engine
Cooling system - radiator Top-up
Cooling system — fan belt Adjust renew as necessary
Water hose and core plugs Check and renew as necessary
Diesel engine-fuel filters Clean bowl and renew element




ITEM

Engine test

JOB DESCRIPTION

Start and check for oil water and fuel
leaks. Check exhaust system. Adjust
slow running (petrol only) top-up sump
if oil has been changed

General chassis
O 44 Brakes - linings and/or pads Check and renew as necessary
O 45 Brakes — actuator mechanisms Service and adjust
0O 46
0 47
O 48 Brakes - handbrake cable Adjust
O 49 Brakes - pawl and ratchet Check for wear and renew as necessary
O 50 Clutch Adjust to 1 in. free pedal travel
0 51 Wheels and tyres Check nut torque. Check tyre pressure
and condition
[} 52 Steering gear Check play and adjust as necessary
[0 53 Number plate Check for security
[ 54 Fire extinguishers Check for security to panel
[J55 Licence holder Check for security to screen for display
0O 56
Electrical
57 Battery Remove and charge. Top-up and clean
terminals
058
059
O 60
o6l
62
063 Lights, instruments,horn and wipers Check
[164 Starter motor Check mounting bolts and connections
065 .
066
ae67
068
Lubrication: oil,water and fluid levels Done by
0 1 CGrease/oil all PointsS .c.eeeerevennannneannnanesassns e et
O 2 Check/top up all units. Drain/refill if scheduled ...... = .iiciiieeennennn
D 3 Check/top up batteries and brake fluid reservoir = ..., ceeeen
if fitted ....... Ceretieaeaes e eieeareeaa feestaestsne teseseesaceeases
OO0 4 Check coolant; check antifreeze SG in, corrosion .......  «....... Ceeeeans
inhibitor in SUMMETr .....cceeevencercencanns e Ceereaenns e
Service carried OUL DY tui.uiuiierereneneeeeesnnanssoeenanenasssssaacasssasasessssosnss ..
Defect noted and TepoOTted TO ..vvrvreerevneeererorsesssasasassassossasssssassnsnsseocs

Workshop foreman

MEDIUM SERVICE TASK SHEET
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SESSION 5. 4
CONTRO CF THFE WORK FI QW

(hiective: To enabl e trainees effectively to plan and organi ze

mai nt enance work.
Tine: One to two hours.
Materjal : Speci nen Record and Exerci se.
Session Giide:
1) The major itemof information required for effective planning and

control of maintenance work is the length of time which different

tasks will take. These tines are often referred to as "workshop
st andar ds" . Manuf acturers usually provide estimtes of how | ong
di fferent tasks take. Sonetines tasks will take |onger ( or poss-

ibly less) tine than the manufacturer's recomrended time. Bel ow
are a nunber of reasons given by nmechanics for taking |onger than
the reconmended ti nes. Ask trainees what their response to these

"reasons”" woul d be:

- "This is the first time a full service is done on this vehicle,

and | had to keep referring to the nanual .

Most manuf acturers' reconmendations are fairly generous on re-

comrended tines, but the first service can be expected to take

Sheet

longer. Wit until a second service before considering changing

"standard tinme".

- "It took a long tinme because | did not have the right tools"

This may be a valid reason. Check the need for any new tools

and consi der purchase.

- "This service always takes nme longer than the tinme given. Bill

takes | onger too. There were no special reasons for it".

It appears that perhaps the tine is not sufficient. The Forenan

or the Manager should do the job hinself, or observe it being

done to assess accuracy of reconmended tine.

1



- "l knowit took me seven and a half hours instead of seven, but

it took me a long while to get the oil filter off; it was stuck"

Standard times, although often generous, do assume that the
task under consideration is carried out with no major problens.
In other words, "standard tinmes" assune a nornal, average work-
| oad for the task considered. This may not al ways be the case
now and then, a mechanic may face special difficulties in car-
rying out a specific task and it may consequently take himnore
time than normal to do the job. A good foreman or nanager wll,
however, already know from the shopfl oor when nmechanics are
faced with special difficulties. Accepting a | onger-than-nornma

standard time will consequently be no problem

Ask trai nees whether the system of "standard tines" is used in their
soci eti es. If not, what are the reasons and how do they control

wor kfl ow and work-time in such a case?

If "standard times" are used, do nmechanics try to work to neet these
times,or do they always attenpt to find excuses and create precedents

for not being able to work according to standard times?

What may be the reason for such different attitudes? How can nech-

anics be notivated to accept and to work towards standard tines?

- Standard tines reconmended by the manufacturer or distributor of
the vehicles are introduced, only after floor tests have proven
that they are realistic. If unrealistic, standard tines are ex

tended or shortened before introducing them

After having determ ned how | ong nai nt enance/ repair tasks take, the
next step is to plan them Most garages or workshops plan their

work a week or nore ahead and use schedules to do this. Distribute
the exercise to the groups and ask themto conplete the assignnent.

Allow up to 30 minutes for this. Ask trainees to work in pencil

Make sure participants' schedul es do not exceed 8-hour working days.
Cl eani ng the workshop shoul d be done by both mechani cs when they
have conpl eted other work. Half an hour by each mechanic is required

for this



A possi bl e schedul e for the week wil|
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| ook as foll ows:

Unity Co—-operative

Work Schedule

Workshop Week
Day Mechanic: Joe Mechanic: Bill
Monday Work programme for Work programme for
the week ! hr. the week i hr.
Visit local distributor Short Service
to pick up spares 5 hrs. | AB 5 hrs.
Repair Footpump 2 hrs. | Miscellaneous/Ad Hoc
Clean Workshop ! hr. Repairs 2 hrs.
Clean Workshop ! hr.
Tuesday Medium Service Long Service
AB 12 74 hrs. | AB 67 5} hrs.
Clean Workshop i hr. Miscellaneous/Ad Hoc
Repairs 2 hrs.
Clean Workshop } hr.
Wednesday| Medium Service Long Service
AB 12 cont. 4% hrs. | AB 67 cont. 7} hrs.
Miscellaneous/Ad Hoc Clean Workshop 3 hr.
Repairs 2 hrs.
Clean Workshop } hr.
Thursday Medium Service Long Service
AB 23 5} hrs. | AB 67 cont. 7 hrs.
Miscellaneous/Ad Hoc Clean Workshop { hr.
Repairs 2 hrs.
Clean Workshop i hr.
Friday Medium Service Change Two Wheel-Bearings
AB 23 cont. 6} hrs. 4 hrs.
Clean Workshop { hr. Miscellaneous/Ad Hoc
Repairs 2 hrs.
Clean Workshop ; hr.




Stress that calling in a vehicle for servicing neans that the vehicle
is inmobilized: the time during which a vehicle is kept in the garage

nmust therefore be kept to a m ni mum

To make sure that Bill and Joe know their progranme for the week, Tom

shoul d:

(i) 9o over the programe with themfirst thing on Monday norning
(mechani ¢ may make useful suggestions which should as nuch as

possi bl e be taken into account - as long as the jobs get done!)

(ii) preferably wite the schedule on a chal kboard in the workshop

Pl anni ng "nmai ntenance" jobs is not so difficult - one knows in ad-
vance whi ch vehicles have to undergo what nmai ntenance. A workshop

however, al so does repairs - and repairs are unpredictable.

In the Unity workshop they reserve an average of two hours per day
for m scellaneous/ad hoc repairs. Sone days however, they may not
need two hours; other days they may need nore. The work schedul e
nust therefore remain flexible and may need re-adjustnent pract
cally every day. The chal kboard in the workshop is therefore a

practical planning device.

Tr ai nees whose suggested work-schedul e for the week proved realistic

shoul d continue to work on their own schedul e.

Tr ai nees whose wor k-schedul e for the week was wong in sonme way or

ot her should be given a copy of the nodel above.
Now confront trainees with the follow ng situations:

(i) No ad/hoc repairs show up Monday - should Bill do nothing for

2 hours or ....... ? Ask for trainees' suggestions.

Bill replaces one of two wheel -bearings schedul ed for

Friday (2 hours) (this alternative is inplenented)
Ot her possibility: Bill helps Joe to repair footpunp.

(ii) On Tuesday afternoon a driver reports that the fuel injection
punp systemis not working properly. He thinks it nust be
repaired as soon as possible. The workshop standard for such

ajob is 4 hours. Can this be fitted into this week?
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- Tell driver to conme on Wednesday afternoon and give the job to
Joe who can work on it 3 hours (2 hours schedul ed ad hoc repairs
1 hour idle). Joe conpletes the job by 9 a.m on Thursday
nmorning (1 hour schedul ed ad hoc repairs) and starts the service

on the AB 23 at 9.00 a.m (This alternative is inplenented).

- Oher possibility: assuming Bill has changed one wheel - bearing
on Monday, he could do the job on Friday norning (4 hours) and
change the second wheel -bearing in the afternoon (Friday may

however be too latel!l)

(iii) WwWanting to replace the oil filter on the AB 67 on Wdnesday
norning (1 hour standard tine) Bill discovers it is out of

stock. The local distributor is the only place where one

can buy it.
- Bill conmpletes the service but |leaves the old oil filter
on; assum ng Bill changed one wheel - beari ng on Mynday

and Joe repaired the fuel injection systemon Wdnesday/
Thursday, Bill has 5 hours on Friday norning to fetch an
oil-filter. The AB 67 is asked to report back to the
wor kshop on Friday afternoon for 1 hour - Bill replaces
the oil-filter. Bill has 21 hours left: 2 hours for
changi ng the second wheel -bearing, | hour to help clean

t he wor kshop.

Ask trainees working with their own work-schedul e whet her they were
able to fit in all the "unexpected situations" in their work-sched-
ul es. If time allows, ask one or two trainees to present their
schedul e and the way they were able to cope with the unexpected situ-

ations.

Stress that there is no one right answer to scheduling. "Planning"
or "Scheduling" as illustrated by the exercise, will however, in

nost cases lead to a nore efficient use of tine.
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The Unity Co-operative M ntenance Wrkshop uses "standard tines" for
nmost of the jobs it does in the workshop. Early Monday norning, before
the two mechanics Joe and Bill have cone in, Tomwho is Unity's workshop

foreman, sits down and plans the work for the week.

He has a list of the following jobs for this week.

Standard Tine

1. Visit to local distributor to pick up spares

(urgent - should be done on Monday) 5 hours
2. Medium Service on AB 12 12 hours
3. Short Service on AB 45 5 hours
4. Medium Service on AB 23 12 hours
5. Repair Foot punp 2 hours
6. Long Service on AB 67 20 hours
7. Change 2 wheel -bearings on FG 89 4 hours
8. Daily: cl eani ng wor kshop

(hour for each nechanic) 1 hour
9. Daily: mscellaneous/ad hoc repairs 2 hours
10. I ntroduction of the week's progranme 2 hour

Worki ng hours in the workshop are from8.00 a.m to 5.00 p.m, wth

breaks of 1 hour at lunchtinme. The workshop is open 5 days per week.



Assignient .

a) Plan who nmust do what and when this week. Use follow ng planning

schedul e:

Unity Co-operative Work Schedule
Workshop Week

Day Mechanic: Joe Mechanic: Bill

Monday

Tuesday

Wednesday

Thursday

Friday

b)  How does Tom make sure that Joe and Bill know what jobs they nust
do and when to do then®
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SESSION 5. 5
RECORDS OF FUFI | SSUFD
hjective: To enabl e trainees to design and use records of fuel con-
sunption.
Tine: One and a half to two hours.
Material : Case study.

Session @Qiide:

Ask trainees what proportion of their transport costs goes to fuel
It may be 50% or nore. How can fuel consunption be controlled and

m nim zed? A special record of fuel consunption nust be kept
- To prevent msuse of fuel

- To monitor how rmuch fuel different vehicles use.

Distribute the case study to trai nees who should work in groups.

Al l ow about 45 m nutes for the assignnent.

The control systems will differ between groups. Ask each group to
present their system and ask other groups to criticize: can they
find | oophol es or unnecessary controls in the systens suggested by
their colleagues? Al the systens should refer to the follow ng

el ement s

- Wien is the punp locked? (Only at night-tinme, or nust it be kept

| ocked at all tines except when fuel is being drawn?)
- Who should be allowed to draw fuel ? (Drivers, mechanics, others?).

- \Where should the key to | ock the punp be kept, and who is respon-

sible for it?

- Is the issue of fuel fromthe punp to be observed (if so by whon)

or is the recording to be entrusted to whoever fills the tanks?

- Who is responsible for keeping and filling in the record of fue

i ssues?

1
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VWho i s responsible for taking delivery of fue

t he anmount of fue

in the tank?

and for controlling

4) Wen all systens have been discussed, each trainee should be given
time to conpare the systens used in his own co-operative with the
systens discussed and to formul ate possible inprovenments in the
systens used in his society.

5) Suggested designs of record cards will also differ. A possible
design is given bel ow (Show to trainees on blackboard or CHP)

FUEL ISSUES ABC Farmers Co-operative Society
. Fuel Out . Fuel Fuel in
Date Signature Litres Vehicle Delivered Tank Comments
7.1.80 | CZan 2300
7.1.80 %:r7—~ 105 AB 99
7.1.80 5f¢au¢/ 85 CD 98
7.1.80 B3 one 70 EF 97
7.1.80 K’%\\//\f\//‘/\“\\y/‘a’—me N
/k_{” ~— \N \//\/\’\m\/x‘\/
XY 88 1750
14.1.80 W;__‘ 115
2100
14.1.80 Qé?iz:;”_
Total Total
since since
7.1.80 7.1.80
1940 1750
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Essential elenents to record are:

Amount of fuel issued

Vehi cl e nunber (AB 99, CD 98 etc.).

Si gnature of person to whomfuel is issued

Anmount of fuel delivered to the society.

Si gnature of person responsible for taking delivery.

Amount in the tank shoul d be checked at each delivery (at |east).
A conparison of actual fuel used and recorded fuel issues wll

reveal |eakages as shown in follow ng cal cul ations:

Period 7.1.1980 - 14 1. 1980

Openi ng Stock of Fuel 2300 litres
Pl us Purchases 1750 litres

4050 litres
Total Sal es of Fuel 1940 litres
St ock shoul d be 2110 litres
Actual Stock 2100 litres

Leakage 10 litres

2
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Control of Fuel |ssues

The Farner's Co-operative Society owns 15 lorries,and the Comittee has
deci ded to hold stocks of diesel fuel on the Co-operative prem ses.

The fuel will cost | ess when purchased in large quantities. Drivers
also will not be able to claimfor fuel they have not actually bought, or
sell fuel fromtheir tanks, as they are believed to be doing now The
Manager is, however, concerned that the new nethod of fuelling vehicles
fromtheir own fuel tank will soon lead to other forns of abuse. He
has to design a systemwhich will prevent m suse of the co-operative's
fuel tank and punp. In addition he nmust design a card that records how

much fuel is delivered to the tank and taken fromthe punp.

Assignment :

a) Design a systemwhich will prevent misuse of the new fuel tank and

punp.

b) Design a card that records how much fuel is delivered and used.

3
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SESSION 5.6
WHAT SPARF PARTS AND HON MICH TO STOCK
hjective: To enabl e trainees to deci de what spare parts shoul d be
stocked, and in what quantities.
Tine: One to one and a half hours.
Material Exerci se
Session Giide:
1) Ask trainees to suggest what information they need about a spare

part before deciding whether or not to stock it:

a) Full know edge about the spare part, its purpose and which ve-

hicles use it.
b) Its cost.

) The cost of collecting the spare part (is a special journey

necessary?).

d) The cost of inconvenience that will result if it is not avail-
abl e. I's the vehicle out of action for 1 hour or 3 weeks? WII
this result in lost income to the society? Under this heading,
ask the trainees how nuch it costs their co-operative if a ve-

hi cl e cannot be used for 1 week due to shortage of spare parts.
e) How often the conmponent is likely to need repl acing.

f) The likelihood of future shortages of the spare part.

Ask trainees where they can obtain this information. (The sugges-

tions below refer to the same letters as above).
a) The local distributor, or possibly the manufacturer.

b) The local distributor and manufacturer.

c) A Society's managenent should be aware of its costs. (Ask
trainees if they really know the cost of sending a vehicle to

the nearest town fromtheir society).

1



d) The Society's managenent shoul d al so know the cost of hiring a
vehicle to replace their own, or the cost of spoiled produce or

other losses if alternative transport is not avail able.

e) The local distributor or manufacturer may provide this infor-
mation but they are generally reluctant to reveal it. If they
do give a guide, it is likely to underestimate the need for
spares - they prefer to give a good inpression of the reliability
of their vehicles. The experience of other co-operatives pro-
vi des some evidence but this may be of linmted use. Vehicles of
different ages differ in their use of spares and accurate records
may not al ways be kept. A Society should itself collect this

i nformati on through adopting procedures covered in Session 5.3.

f)  Regul ar discussion with the | ocal distributor might give sone
information but even he may find it difficult to anticipate short-
ages. He may wi sh to secure orders and exaggerate the likely
shortages or he may wi sh to give an inaccurately favourable im

pression of his firms service and minimze the risk of del ay.

Draw up a table with headi ngs as below. Explain to trainees that

they will have to consider reasons for holding either high stocks of
"spare parts" or | ow stocks of "spare parts". Wite the first reason
(" Speedy repair of vehicles") in the |eft hand colum and ask trainees
to say whether this will be achieved by high or | ow stocks and to

explain their answer. \When agreenent has been reached tick the appro-
priate box and continue down the |ist.



Reasons for Hol di ng Hi gh St ocks Low St ocks
Speedy repair for vehicles X
Less noney tied up in spare parts X
Mechani cs do not waste time
wai ting for spares
Less storage space required X
Future price increases avoi ded X
Fewer special visits to stocki st X
(e.g. to pick up one spare part)
Theft easier to control X
Less admi nistration required X
Shortages of spare parts avoi ded X
Di scourage conti nui ng use of
. X
ol d defective conmponents
Avoi d use of obsolete itens or
. . X
itens damaged in storage
Avoi d | oss through stocks | ast-
. . X
ing after vehicle repl aced
Di scuss the relative nerits of each argunent. Stress that all the
argunents are inportant, and that it is not possible to say that
stocks should be high or lowin general. In each situation the
benefits of holding a particular spare part nust be conpared with
the cost of holding it.
Choose two trainees to play the roles of Transport Manager and
General Manager. Distribute the table and role play brief to each

trainee and allow them 10 mnutes to "think themsel ves" into the
briefs. They should use their imagination to fill in any gaps in

the role briefs. Distribute the table only to the other trainees.

Sheet



Arrange a desk and two chairs to sinulate a neeting between the
Transport Manager and the General Manager. Ask the sel ected
trainees to play their roles for about 10 minutes and then all ow
the other trainees to coment on the negotiations (the Transport

Manager should put his case first).

The main costs to be considered in this problemare:

- Visits to the stockist.

- Vehicles unavail abl e

- Interest paynents.

The Co-operative should attenpt to mninmize the sumof these costs.

The cost under the old Transport Minager was about $3, 500.
(= 50 visits to stockist costing $50 + $20 each).

The new Transport Manager's solution woul d cost about $1, 000).

(= 4 visits to stockist at $50 each plus $900 interest paynents).

It should be possible to find a solution with even | ower costs. Wth

stockhol ding to the val ue of about $1,000, unanticipated shortages

shoul d not occur nmore than about 4 tinmes per year. These visits plus

the 4 regul ar ones should cost no nore than $500 (8 x $50 + 4 x $20).

Interest payments would be about $200 - a total cost of $700.

Stress that decisions on spare part stocks are difficult. It is

uncertain when a conmponent will fail and the cost and inconveni ence

of failure is al so unknown. Neverthel ess, a decision nmust be nmade

for each item based on whatever information is avail abl e.
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What to Stock - Costs
Expected.Num— Cost ($) Number Reques-
Item ber Required ted by Trans- Total Cost
per year per Item port Manager
Tyres 5 80 10 800
Fuel pump 1 100 2 200
Gearbox 1 400 2 800
Engine 0.5 1,000 1 1,000
Spring 8 20 10 200
Wheel Bearing 4 30 5 150
0il 400 litres 2 500 1,000
Piston 1 50 1 50
Crankshaft 2 100 2 200
Fugl Injector 4 10 10 100
$4,500

The Unity Co-operative Society has just appointed a new Transport Manager

for their fleet of 10 lorries.

Manager to spend $4,500 on spare parts for the trucks,

Co- operative

itens.

He has put

in a request to the Genera
to be held at the

The tabl e above shows his request and the cost of various

3
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What to Stock - Role Play Brief = Transport Mnager

You have just been appointed Transport Manager of the Unity Co-operative
Society. You are shocked to find that the Society holds practically no
stock of spare parts. In the past the Transport Manager has been maki ng
visits al nmost once a week to the distributor of spare parts about 150 km
away. You believe this to be wasteful. Each visit to the distributor
takes a day and costs about $50 (including the costs of vehicle operation
and the Manager's tinme). In addition, the delay in repairing vehicles
means that they are out of action for one day nore than necessary. You
estimate that the cost of hiring a replacenment when a lorry is off the
road is about $20.

Your proposal is to hold a stock of spare parts as shown in the table.
Instead of visiting the stockist once a week you woul d expect to visit
himonly once every 3 nonths to replenish your stocks. Wth stocks of
this size there should be little likelihood to run out of a spare part
in the event of failure. It is no good holding only 1 tyre or 1 whee
beari ng. Failures do not come at regular intervals. You must hold
sufficient stocks to avoid extra trips to the stockist. Wth the |eve
of stocks requested, you expect to have to nake no unanticipated visits

to the stockist.

You have purposely estinmated a generous | evel of stockholding in an-
ticipation of having to nake a conpronise with the General Manager, who

you know i s anxious to reduce the Society's borrowing fromthe bank

4
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What to Stock - Role Play Brief - General Minager

You have received a request fromthe new Transport Manager to hol d stocks
of spare parts which he hopes will avoid the regular trips to the stock-
ist that the previous Transport Manager used to make. H s request and
its cost is given in the table. You already have a large loan with the
bank and do not want to increase it unless it is absolutely necessary.

The total cost of the stock of spare parts is $4,500. Wth interest at
207, this would cost you about $900 per year. You appreciate the need
to keep visits to the stockist down, but the Transport Manager's request
seens exorbitant. For instance, hol ding one engine in stock costs about
$200 per year (0.2 x 1000). Surely, a special visit to the stocki st

when an engine is required would be nore sensible. In nost cases his
request for spare parts is nore than he expects to use in one year. Wy
can he not accept stocks adequate for 3 nmonths normal needs? Wy does

he need to hold over a year's supply of oil, or 2 gearboxes when he only
expects one to fail in a year? You believe stocks equivalent to 3 nonths
expect ed demand shoul d be sufficient. This would reduce interest pay-
ments substantially. You intend to try and reach a conprom se with the
Transport Manager that involves stockholding with a value |ess than

$1, 000.

5
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regulations
and insurance
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6.1 Licences and other Documentation

6.2 Vehicle Insurance

6.3 Drivers’ Records
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SESSION 6.1
LI CENCES AND OTHFR DOCUVENTATI ON
hjective: To enabl e trainees to explain the purposes of vehicles and
driving licences and testing regulations, and to conply
with pertaining procedures as applied in their own countries.
Tinoe: One to one and a half hours.
Material . Tape di al ogue. Sanmpl e of local |icences, application forns,
| og books, test certificates and other internal society
vehi cl e docunents.
. ide
1) Play the tape dialogue. If a tape recording and player are not avail -

abl e, enact the tape dial ogue. Trai nees should note down, while they

hear the dial ogue, every itemof information that is m ssing.

After the dialogue has finished, ask trainees to note by each item
of information, the particular docunent in which it should be pro-
vided. They should then consolidate their Iists under the heading
of each type of docunent. Allow up to twenty mnutes for this and
then ask selected trainees to present their suggestions on the

chal kboar d/ OHP

One possi bl e answer woul d be as foll ows:

Dxiver's licence

- Driver's name with identifying picture, signature and/or thunb

print
- Driver's age.
- Date and pl ace of passing test.
- Type of vehicle authorized to drive.
- Physical fitness of driver.

- Endorsements of any mmjor accidents.

1
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Vehicle laog Book

- Vehicl e make and nodel .

- Vehicle colour and any changes of col our
- Vehicle engine and regi stration nunber.
- Vehicle |l oad capacity.

- Use and range for which |licensed

Jest Certificate

- Vehicle fitness for road.
Lnsurance Cover Note
- Name of insurer.
- Risks covered by insurance.
- Date of prem um paynents.
Address to which clains should be directed.
Enployer's ldentification Card
- Authority to drive enployer's vehicles.
Nanme and address of enployer (and/or painted on vehicle).

Driver's Daily Record

Hours driven.

Job bei ng undertaken

Not all countries, or societies, have every docunment, and various
items of information may be available fromdifferent sources. The
tape di al ogue shoul d have shown trainees that all the information
is necessary for the protection of the driver and the society in

the event of accident, [oss or other problens.

Ask trainees who el se benefits fromthese |Iicences and ot her docu-
ments apart fromthe drivers and owners of vehicles or those who may

be involved in accidents with such vehicl es:

-  The Governnent benefits by collecting fees; these fees may con-
siderably exceed the cost of administration and are a substantia
source of taxation to cover the cost of providing roads and ot her

servi ces which are used by vehicles.
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All road users, because unsafe or overl oaded vehicles, or inad-

equately skilled, unfit or reckless drivers are kept off the

road.

The country as a whol e, because such docunents are the basis of
nati onal statistics used for planning road construction, vehicle

manufacture, inmport pernits and so on

Di stribute or show copies of forns, |icences and other docunents

used in trainees' countries, and in typical societies, together

with official application forns. Ensure that all trainees are

fully famliar with

What licences are required for every type of vehicle and operator.
Periods for which the licences should be obtained.

The cost of |icences.

How to fill in the application forns.

Where and by whomthe Iicences and other fornms should be kept.

The nmeaning of all the itenms in every form such as types of

i nsurance, vehicle or licence classification and so on

I f necessary, trainees should practice filling in application forns.

That will also ensure that they understand every itemof information

that is required and howto obtain it.

If official regulations do not require that all the information listed

in "2)" above is readily avail able, ask trainees whether their so-

cieties keep or issue to their drivers docunents for this purpose.

Explain by reference to the dialogue that it is advisable to do this,

for the protection of the society and its drivers, even if it is not

required by | aw.

Trai nees need not go into great detail on insurance or drivers' own

records, since these will be dealt with in the follow ng two sessions;

stress that no society, or Governnent, should keep unnecessary re-

cords or demand unnecessary |licences, but point out that many appar-

ently unnecessary requirenents actually have substantial val ue.
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i al . !
Sound of vehicle "reving up".
(To himself) Well I'mready to go; fuel, water and oi
topped up, tyre pressure checked and the load is well
stowed and secur ed. It's a long trip, but it ought to
be a good one.
Sound of vehicle going into gear and novi ng away. Pause.

(To himself) Everything going fine, the rain has stopped,
nothing on the road, | can really let her have it and I'|

get home early after making the delivery.

Sound of siren.

(To hinmself) Oh dear, now |'ve done it, there's a police
car and | must have been doing at |east 100 km 50 is

the imt, 1'd better pull in and face the nusic.

Sound of vehicle slow ng down.

Now t hen, do you know how fast you were travelling young

man?

No, I'mafraid | don't officer, I had ny eyes on the road
you know.

Well, | had ny eyes on you, and you were doing 110 knph,

do you know what the limt is?

Er-yes-er-1 didn't think there was any limt out here in

the country.

When did you learn to drive?

About two years ago | think.

3
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Pol i ceman 1:

Rono:

Pol i ceman 1:
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Pol i ceman 1:

Pol i ceman 1:

Rono:
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Did you pass your test?

Oh yes, of course | did officer, but I can't remenber the

dat e.

You don't | ook old enough, or strong enough for that
matter, to drive a vehicle of this size; howold are
you?

I'"mtwenty years old sir.

Mm you don't look it, what's your nane?

I gnatius Rono, officer

Have you anything to show that shows who you are?

Well no, | haven't, but that's ny name, | know it well

enough.

| see, what's the registration nunber of your lorry?

Er | think BZ 434.

Well | can hardly see your plates with all that nud, but

I thought they said DZ 434; |'ll check in a noment. How
old is the vehicle?

About two years old | think

It | ooks about twenty years old to nme, ought to be off the

road.

It goes well enough.

When did you set off this norning?

At about 8 o'clock | think.
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Rono:

Pol i ceman 1:

Rono:

Pol i ceman 1:

Rono:

Rono:

Rono:

Rono:

Driver:

Session 6.1
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You | ook pretty exhausted; maybe up too late | ast night?
(To hinmself) Ah, here we go.
(To Pol i cenan) | expect you like a bit of fun yourself,
officer, but it's hard on Governnent pay scales isn't it?
| can't pretend |I've got all the noney | want certainly.

(Rustl e of paper)

We don't do so badly, with the odd bonus and so on; here,

have $20 for your "benevol ent funds"

Hm well, don't break the | aw again, we won't press

charges this tine.

Thank you officer.

(Sound of vehicle starting)

(To himself) Well, that's a close thing, and expensive
t 0o.

Pause

(To himself) On the road again, | feel a bit sleepy in
this heat, but it's not a bad life, I'Il soon be there
and then I'Il be getting ..... (Sound of crash and tear
ing metal) Ch ny God, | never saw him at least I'm

alright, I think, and the lorry, but he's a ness.

(Sound of door opening)

Are you all right? You ought to | ook where you're going

(Furious) Me look where I"mgoing? | signalled perfectly
clearly that | was going to turn off; now |l ook, ny car's
a wite-off, I'mcut about the head, I'Il miss ny meeting
with the Mnister. They ought to keep fools |ike you off

t he road.

4
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Rono:

Driver:

Driver:

Rono:

Driver:

Rono:

Driver:

Rono:

Driver:

Rono

Driver:

Driver:

(Frightened) Well, | was |ooking out as best | could,

maybe the glare fromthe sun hid your indicator.

Ah well, let's not waste tine. Wose lorry is it?

Unity Co-operative, sir.

How do | know?

Vell they're ny enployers,sir.

Who are your insurers, if you are insured, that is?

I know we're insured sir, but I don't know t he nane of

t he i nsurance conpany.

(Exasperated) Wat do you know? |s your insurance policy

up-to-date?

| suppose so, they always take care of things |like that

in our office.

I hope the clerks are better than the drivers.
(Suspi ciously) You | ook very young, are you authorized

to drive this vehicle?

Oh yes, of course | amsir.

I hope so,or it will go badly for you. You should have
stopped a lot faster, if your brakes are any good that

is. Isthislorry fit to drive?

Oh yes, we maintain themregularly.

| don't think much of the paintwork, |ook, where the bunper
has hit, you can see green paint underneath the black; nmmm
it | ooks suspicious. A hasty respray, stolen or lots of

accidents,or both,I'Il bet.
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Rono: Ch no, |'ve got a good safety record, I'd lose nmy job if
I didn't, and | pronise the lorry belongs to the Society,

like | said before.

Driver: Looks heavily overl oaded, too; that didn't help you to

stop fast. \What's the official maxinmum | oad?

Rono: I think it's ten tons.
Driver: You think eh! Well, I've got no time to waste, and you'll
be hearing nore about this later. I"'msure this gentle-

man who has just stopped will be able to give ne a lift.

(Sound of door shutting and car driving away)

Rono: (To himself) At least the lorry still goes, |'d better
get away fromhere while | can. Maybe it's not going to

be a good day after all

(Sound of lorry door shutting and lorry starting and

driving away)

Pause

(Sound of radio and clattering teacups)

Rono: (To hinself) Nothing like a break and a cup of tea to
refresh you. After nmy troubles today | needed a rest.

Still | nust be off to deliver the goods.

(Sound of cafe door opening and cl osing)

Rono: (To himself) Oh ny God, the ropes have been cut and the
cover's loose, it |ooks as though soneone has been at ny
load. Oh Lord, at |east four boxes gone, what can | do
now? Ah, there's a policenan, different fromthe | ast
one, but it looks a bit fishy |I suppose. Ch dear, he's

noticed anyway and |1'd best tell himwhat | know.
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Rono:
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What's all this, sonebody been at your | oad?

Yes, |I'mafraid they have cut the ropes and taken four

or five boxes, $100 worth at | east.

Better get the details properly. Does your insurance

cover goods in transit?

| don't know, | suppose so

Looks like a pretty shabby vehicle and it's registered
two hundred kiloneters away. Is this vehicle authorized
for carrying these goods out here?

| suppose it is.

Mn it all |ooks at bit strange, what kind of lorry is it

anyway ?

Well, the badge is missing, it's a Matador really,
but

It looks a bit of a weck to ne, recent danage too, let's

check the engi ne nunber that ought to tell us.

It's a bit conplicated, you see,when they put in a recon-

ditioned engine .....

It is indeed! (Sound of opening engine cover) Hmwm it's
a Bul |l dozer engine; what is all this, what is the engine
nunber neant to be?

| don't know really.

Maybe you know nore than you're adnmitting; | think you'd

best come along with me to the Police Station.

(To hinself) It all started so well, what did I do wong?
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SESSION 6.2

VEHI G E | NSURANCE

hjective: To enabl e trai nees to choose the appropriate insurance for
their vehicles

Tine: One to two hours.

Material Sanpl e I nsurance Application Form and Accident Report Form
I f possible, forns fromlocal insurance conpanies should
be used. Case study.

Session Giide:

1) The legal requirenments covering vehicle insurance and the practice of

i nsurance conpani es differ between countries. |f possible, sample
docunentati on from |l ocal conpanies should be given to trainees in
stead of the sanple material provided with this session. A |ocal

i nsurance agent or broker could be invited to answer questions and to

conmment on the session.

Ask trainees why they should insure their vehicles. Answers may

i ncl ude:
The law requires it.

Cl ai ns against the Society in event of injury or danage to others

m ght bankrupt the Society.

- The Society could not afford to replace or repair a vehicle if it

i s seriously danaged.

Ask trainees what can be insured against in vehicle insurance:
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Can be insured Cannot be insured

- Dammge to vehicle in - Dammge to vehicle contents
acci dents. (usual ly).

- Dammge to property (in- - Repairs to vehicle after
cl udi ng ot her vehicl es) br eakdown.

in accidents.

- Injury to people in

acci dents.
- Fire danmge

-  Theft of vehicle.

- Wndscreen (sonetines).

4 Distribute the sanple forms to trainees:

- Ask trainees to exam ne the form"Application for a Comrercia
Vehicl e Policy". Point out that the formis divided into five
sections starting with "Personal Details". Ask trai nees which
person in their Co-operative is, or would be, responsible for

conpleting this formand ensuring that it is accurate.

- Continue to the section "Cover". Explain that this section is
concerned with the period for which they receive insurance and
the incidents that they are insured against. Ask trainees to
i ndi cate whi ch conbi nati on of cover would cost the mninum pre-

m um and whi ch conbi nati on woul d cost the npbst.
M ni mum

- Third Party only.

- First $50 of any claim

- No wi ndscreen cover

- Driving linmted to a named driver.
Maxi mum

- Conprehensi ve.

- Bear no cost of any claim

- W ndscreen cover up to $75.

- No limtation on driver


http://breakdown.in
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Continue to section "Vehicle". Explain that the insurance conpany
is interested in the age, size and type of the vehicle(s) to be
insured. This will enable the conpany to estimate the value of
vehicles they are insuring and also to be aware of the type of
vehi cl es they are insuring. Some vehicles are nore prone to ac-
cidents than others. Expensive vehicles (if conprehensively in-

sured) will attract a higher insurance prem um

Continue to section "Record". Ask trainees to exam ne the section
and suggest the sections and answers which night be expected to

i ncrease the prem um asked. Responses shoul d i ncl ude
Total nunber of drivers; |arge nunbers.

Drivers under 21 years of age; drivers with less than 12
nmont hs experience; drivers holding only a provisional |i-
cence. Positive responses to these inply inexperienced

drivers, which may increase preni um because accidents are

nore |ikely.

"Have you or any of your drivers been convicted .......... ?"
Positive response inplies poor drivers which may increase

the prem um

"Are you or any of your drivers suffering from any physica
defect .......... ?" Positive response inplies that driving

ability may be inpaired and prem um may be increased.

"If no previous experience .......... ; positive response

i mplies inexperience and preni um nmay be increased.

"Has any insurer ......... ?" Positive response suggests that
anot her insurer has been unwilling to insure you or has as-

sessed you unfavourably.

"Have there been any accidents or losses ......... ?" Large

nunber indicates poor driving ability.

Continue to section "Declaration”. Ask trainees to read this
section and to suggest what might happen if they nmake a fal se

st at enment .

The insurance may be invalidated. If an accident does occur and a
claimis nade the insurance conpany may refuse to pay, stating
that if it had been aware of the full details of driver or vehicle

it would not have offered insurance.



Explain to the trainees that if an accident does occur an "Accident
Report Form' will have to be conpleted. Ask the trainees to inmagine
t hey have been involved in a mnor accident at a road junction 150 km
from home, which danaged, but did not imobilize, their vehicle and
two others. Allow trainees about 15 minutes to list the information
they shoul d collect before they | eave the place of the accident, and

ask for their suggestions:

Names, addresses, tel ephone nunmbers of owners, drivers and insurers

of the other two vehicles.

- Details of other vehicles (especially Registration particul ars)

and damage.

Name and address of injured persons together with sone indication

of the nature of their injuries.
Nanmes and addresses of any w tnesses to accident.

. Details of the accident and its |location. The incident will be
fresh in the driver's nmenory and details of |ocation nmay avoid

the necessity of a future visit to the scene

. Distribute the "Accident Report Forni to trainees and point out

sections that refer to the list given above.

- Stress that if aclaimis to be paid quickly, the formnust be
conpl eted quickly and accurately. Trainees should ensure that
drivers in their co-operative are aware of the need to conplete

claimfornms pronptly and fully after an accident.

Remi nd trainees that one of the decisions that has to be made in

i nsurance is the choice of Insurer. Before choosing an Insurer the
appl i cant should request "quotations" froma nunber of insurance
conpani es. Ask the trainees to imagine that they have a nunber of
"quot ations" frominsurance conpani es and that they have to neke a
choi ce between them Allow trainees about ten minutes to draw up

alist of the factors they would exam ne in making this choice:
. The cost of the insurance for a year or whatever period required.

- The cover offered, i.e. the incidents that the insurance protects

agai nst and those that it does not.
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Whet her paynent can be nmade in instalnents (nonthly or quarterly,

for instance).

- The reputation of the Insurer: is it a well established conmpany
with a long history and anple reserves or a new conpany w th un-

certain reserves?

The record of the conpany in paynent of clains; do they pay

pronptly or do they quibble about every clain®?

The no-clainms discount in future years: if the proposer makes
no cl ains against the Insurer in a year, he may receive a reduc-

tion in the premumthe foll owi ng year - the no-claimdiscount.
Locati on and conveni ence of offices.

VWhether it is a nenber of the Co-operative novenent. Ask trainees
whet her there is a Co-operative |Insurance Conpany, whether they

use it, and whether it is conpetitive with commercial conpani es.

7) Distribute the case study to trainees individually and all ow about
10 minutes for conpletion. Ask a trainee to present his recomen-

dation. A possible answer is:

The Co-operative would be in sonme difficulty if the vehicle was
involved in a serious accident with Third Party cover only - they
woul d have no lorry and still owe the Bank nmoney. Recomrend
Ful 'y Conprehensi ve insurance. Wth two years no cl ai mdi scount

the cost is:

ABC Ltd. $400 ($500 | ess 20% of $500)
XYZ Ltd. $360 ($400 | ess 10% of $400)

ABC Ltd. also offers a 10% di scount for one naned driver. The
Val | ey Co-operative should take advantage of this. Wth this,

the cost becones:

ABC Ltd. $350 ($400 | ess 10% of $500)
XYZ Ltd. $360



There is also the possibility of paying the first $50 of any claim
This woul d save $50 with ABC Ltd. and $40 with XYZ Ltd. Wether
this shoul d be accepted depends on how |likely an accident is the

next year. It is probably worth accepting this discount. If this
is done, the relative cost is:

ABC Ltd. $300
XYZ Ltd. $320

Recomend i nsurance from ABC Ltd. - cost |ess and no other signifi-

cant advantages fromthe alternative of XYZ Ltd.



COOP APPLICATION FOR A COMMERCIAL VEHICLE POLICY

Insurance Company Limited
PERSONAL DETAILS

Full name Mr., Mrs. or Miss Date of birth D
Address
Occupations Number of years
{State nature | resident in the l l
of busi ) United Kingdom N
COVER
Period from [ ] o [ 1
Cover required | Comprehensive ] ] [[(Third Party Fire& Theft | ] [ Third Party Only I B
Indicate whether you wish to (a) bear the first part of the cost of any claim for damage to your vehicle (825] 1§50
(b) include windscreen cover (see over) 1 428] 1$50] 1§78
(c) have driving limited to a named driver : (YES] TNoO]

VEHICLE

Del.abi‘l’dnnyr varistion ?f chassis f bod Cash Estimated

or y [rom manufacturer’s pe o y price| present Maxi §

standard specification. length of Ylenl.rko! D;used paid by « value Seating [Unladen|Plated \:::rlyl?:(m Registration ﬂlt'le‘ge ".':m:nh.
e urcha: roposer tudi ity| wei weigh! it i
Make Model if tipping veh.} ® P laccessories) y| weight & mark hand steering

1 (a) Are you the owner of the vehicle? Yeos | I Ne 1

(b) If not, explain why insurance is required in your name

(c) State in whose name vehicle is registered

2 Unless the vehicle is normally garaged at the address shown above,
state address of usual garage.

]

3 (o) State area within which the vehicle will normally be used.

(b) 1s any long distance or night work undertaken? If so, how often?

(¢) What is the nature of the goods carried?

(d) In what circumstances will passengers be carried?

4 (@) Will the vehicle be used for the carriage of goods for hire or reward? Yes No
() U not, will the vehicle be used outside a radius from its base of (i) 75 miles Yes No
(ii) 128 miles. Yes No

-

ECORD ]
1 Give the following details of yourself and all other persons who may drive the vehicle.

Total Number Number with less than Have you or any of your drivers been convicted
number under 23 12 months experience of Number holding for any offence in relation to the operation or Are you or any of your drivers suffering
of years of driving & commercial only a provisional driving of motor vehicles, or are any such from any physical defect or infirmity,
drivers age motor vehicle i prosecutions pending ?* or impaired vision or hesring?*
*if ‘yes' give full details here: L ]
8 Name Insurers witk whom you have been insured at any time in respect of any
mechanically propelied vehicle.

# If no previous insurance, state how driving experience was gained. r

———

10 Has any Ineurer in respect of any motor insurance proposed by you, or any of
those referred to ir: 7 above,

(a) declined such proposal? Yes No

(b) cancelled or refused to renew such policy? Yes No

(¢) increased the premium or imposed specia! conditions? Yes No

(d) required any person to bear any part of any loss? Yes No
If the answer to any part of this question is 'yes' give full details:

11 Have there been any accidents or losses regardless of blame during the past five years in connection with any
roecharically propelled vehicle owned, hired or driven by you or those referred to in 7 above? [Yes 1 JL Ne | B
If "yes’ give details:

Number Number Own damage Third party R ;
Year of vehicies of sccidents Brief details of occurrence
owned or losses $ $
19 /19
19 N1¢
19 /13
19 N9
19 N9
DECLARATION
(@) I declare that I have held a commercial vehicle insurance policy without hreak for the past ... .. . years and I have received a No Claim Discount each year
for the past . . years. ] attach my last renewal notice in support of this declarstion.

(8) I warrant that the shove statements are true. Lhat no material facts concerning the insurance have been withheid. and that the vehicles described are and shall be
kept in good condition. 1 agree that this proposal, whether signed by me or csused 10 be signed for me shall be the tasis of the contract between Corn.  Insurance
Company Limited and myself, and [ agree 10 accept the Company’s standard form of policy for this ¢lass of insursnce.

(€} If the answers to all or ary of the questions above have bren written by others at my dictation or instruction, I ronfirm that I have read those answers and that they
are correct.

DOLE ... oo o e e e e e 19 Proposer’s Sigr.ature .. ..

e e~
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COOP

INSURANCE CMPANY L'M I TED Please complete and return this form to:- Ref. No.

Insurance House, High Street 5
Greenhills, Blue Valley GV 800
Telephone: Greenhills 555

ADDRESS STAMP OF IRSUING OFFICE

Accident Report Form/Commercial Vehicle

Policyholder:

Name Policy Certificate No.

Address Tel.No. Home Office
Occupation

Are you registered under the value added tax regulations? YES or NO.

Insured Vehicle:
Make. Model Carrying Capacity Reg. Details

Year of Munufacture Name of H.P. Company or Finance House interested (if any)

Description of Damage

Repairer’s Name, Address and Tel. No.
Is Vehicle at Repairer’s Premises?
Estimated cost of repair (if known)
Purpose for which vehicle was being used
Number of persons being carried (including the driver)
Nature of goods being carried (if any) Weight of load being carried

Driver: (or person in charge of vehicle)

Name. Tel.No. Home Office
Permanent Address

Qceupation Age Nationality

Current licence No.- State if provisional Date of first full licence

How long employed by you?

If not the Policyholder, did the driver ;\ave the Policyholder's permission to drive? Answer YES or NO

Does he regularly drive the vehicle? Answer YES or NO

Does the driver own a motor vehicle? ’ Answer YES or NO*

*If YES, give the name and address of Insurer ahd number of Motor Policy

Hus driver (1) been concerned in any accident during past three years? Answer YES or NO
(2) ever been prosecuted for any offence in connection with a motor vehicle? Answer YES or NO
t3) ever been declined or refused renewal for vehicle insurance? Answer YES or NO
(4) any physical defect, infirmity or impairment of sight or hearing? Answer YES or NO

If answer to question (1), €2), (3) or (4) is YES. give details

Third Party:
Name Tel. No. Home Office
Address
Name of Insurers
Policy/Certificate No.

Make and Model of Vehicle Registration Particulars
Description of damage to other Vehicle or Property

Injured Persons: Mark "X’ in appropriate column

Nature of
Name Address injuries
sustained

Apparent Occupant of Occupant of

4 2w 1
age Tnsured car other car Pedestrian

Particulars of Hospital or Doctor attending injured persons:



Witnesses:
Names and addresses of :
(a) All independent witnesses (b) All passengers in Insured Vehicle

Were particulars taken by:
(a) A.A.or R.A.C. Patrol? If, so give name and number

{h) Police Officer? If so, give name, number and station

Accident:
Date Time. Place
State of roads Weather conditions
Insured Vehicle Third Party
Estimated speed (a) (b)
Position in road (a) (b)
Whether horn sounded (a) (b)
What lights were used (a) (b)

Description of Accident:

GIVE SKETCH PLAN OF ACCIDENT HERE
showing if possible, widths of roads, location and direction of travel of vehicles or pedestrians concerned and relevant road signs.

I declare the foregoing particulars to be correct according to my information and belief, This report is made in the bona fide belief that litigation may ensue
and to enable solicitors and/or agents to conduct such litigation and advise in relation thereto.

Dated Signature of policyholder
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The Val | ey Co-operative has just purchased a new vehicle to replace their
old one. They borrowed $10,000 for the new vehicle fromthe Co-operative
Bank. A vehicle is essential to the Valley Co-operative in order to send
their produce to a processing plant 100 km away. The Co-operative has
asked two i nsurance conpanies - ABC Ltd. and XYZ Ltd. - how nuch it would
cost to insure the Co-operative's lorry. The basic premiumfor the two

conpanies is (per year):

ABC Ltd. XYZ Ltd.
Ful Iy Conprehensive $500 $400
Third Party Fire and Theft $250 $200

The no-cl ai mdiscount offered by the two conpani es:

ABC Ltd. 10% after one year's insurance w thout claim
20% after two year's insurance w thout claim

up to 50% after five year's insurance w thout claim

XYZ Ltd. 5% after one year's insurance without claim
10% after two year's insurance w thout claim

25% after five year's insurance wthout claim

The Co-operative would be credited with two years no-cl ai mdi scount.

ABC Ltd. also offers a 10% di scount if the driving is restricted to one
naned driver. The Valley Co-operative already restricts the use of the

lorry to one driver

Bot h conpani es offer a 10% di scount if the policy holder pays the first

$50 of any claim

Bot h i nsurance conpani es have offices in a nearby town and are
wel | respected by other vehicle owners for their honesty and pronpt

paynment in the event of clains.

Assignment :

Whi ch conpany and type of insurance do you recommend for the Co-operative,

and how much will it cost?
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Ask trainees to suggest all the possible reasons why drivers' re-

cords may be inaccurate:

- Mathematical errors.

- Faulty reading of instrunents.

- Faulty instrunments (including watch).

- Driver may forget to note tine or distance covered.

- Driver may falsify entries to cover up tinme spent in other

activities or other journeys.

Ask how accurately drivers in trainees' societies conplete their re-

cords. How can this be inproved?

Ask trainees to suggest what a Transport Manager should do to ensure
that driver's records are filled in correctly. Suggestions may in-

cl ude:

- Explain to staff why driver's records are inportant and ensure

they are trained in conpleting themcorrectly.

- Ensure that all instrunents are in good working order and that

any faults are i medi ately reported.

Instruct drivers to fill in their records as they conplete each
task rather than at the end of the day. (In sone countries this

may be a | egal requirenent).

- The Manager nust inspect drivers' records at randomintervals
and check whether he can spot inaccuracies or attenpts at falsi-
fication. To help himhe should have a record of times for par

ticular journeys and typical |oading/unloading tinmes.

Ask trai nees what sort of fornms their Societies use for drivers
records and where they obtain them Ensure that.all trai nees know

how to obtain and use the forns avail able |ocally.

2
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SESSION 6.3
DRIVERS RFCORDS
hjective: To enable trainees to identify the need for drivers
records as well as to use drivers' records.
Tine: One and a half to two hours.
Material : Sanpl e driver's record.
Session Quide:
1) Ask trainees why drivers' records should be kept:

-  They may be required by | aw

- For planning future journeys, nanagenent may wi sh to have a record
of the tine taken to travel between places and the tinme taken for

| oadi ng and unl oadi ng.

- To help ensure the vehicle is not used for illicit or unapproved

pur poses.

- To determine how efficiently drivers and vehicles are bei ng used
(I's there a lot of spare tine? Can extra trips be inserted in a

day? etc.).

- As a basis for wage or overtine paynents.

Divide trainees into groups and distribute the sanple driver's
record. Ask groups to exanmine the driver's record closely and make
alist of any errors, onm ssions or failures in the reporting of

times and trip details. Allowthirty mnutes for this.

Reconvene the group, and ask groups for their lists. These should

i ncl ude:

Minday

- Total journey tine from processing plant to fertilizer warehouse

shoul d be 15 m nutes, not 30 m nutes.

1



- Loading tine at warehouse (1.00) was nuch higher than unl oadi ng

(only 10 m nutes).

- Return journey to Co-operative took 4 hours conpared to total
outward journey of 3 hours 15 minutes; distance recorded was
173 km conpared to 126 kmon the outward journey; the tine

di screpancy m ght be explained by the 30-m nute rest break

Tuesday

- Distance recorded, 8, 749 km does not correspond to 8,743 km of
previ ous evening; has the vehicle been used between these two

times or is this an error?

- The tine between 11.45 and 14.00 is not fully explained; 1 hour
rest break and 30 m nutes unloading still |eaves a deficit of

45 m nut es.

- The norning journey was, 122 km whereas the sane journey on

Monday was 112 km

- The return journey took |onger than the outward journey; road-

wor ks and rest break may account for this.
- No distance recorded at end of day.

- No record of what driver did between 18.00 and 19. 00.

Wednesday
- No vehicle registration nunber

- Journey to processing plant records wong total travel tine

(2 hours 45 minutes, not 3 hours).

- No time specified for unloading which may be associated with the
i nconpl ete record at midday (finish journey 11.45 plus 1 hour
rest break equals 12.45).

- Thirty minutes to load tractor tyre seens excessive;, and no

unl oading time is given

- Return journey of 113 kmin 2 hours 20 minutes is exceptionally
quick given the time for simlar (not identical) return journeys

on previous days.
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Assi gnnent !

Exam ne the above driver's record closely and identify any errors, om s-
sions or failures in the reporting of tinmes and trip details.

Note: The formwoul d be conpleted by hand; typed entries are shown in
the interest of clarity.



costing, control
and motivation

topic

7.2

7.4

Deciding Whether to Carry Out a Task
Cost Versus Quality in Transport Service
Control and Motivation

Right or Wrong ?
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SESSION 7.1
DECI DI NG WHETHFR TO CARRY QUT A TASK

(hjiective: To enabl e trainees to distinguish between costs that are

i ncurred through vehicle ownership and vehicle use, and

the rel evance of that distinction for transport planning.
Tine: One hour.
Material : M cro cases.

Session Qiide:

Rem nd trainees that they have carried out a nunber of costing exer-
cises in previous sessions. These have been concerned with the tota
costs of carrying out given tasks. In sone circunstances it is
necessary to deci de whet her a new task ought to be carried out, or

an existing one cancell ed. Exanples:

- Shoul d produce be carried to a nore distant market?

- Shoul d produce be carried for another Co-operative?

- Should a journey be made carrying only a small anpunt of goods?

- Shoul d supplies be collected froma depot or purchased including

delivery to the Society?

Clearly, those decisions require a conparison of costs and benefits.
To do this a distinction nust be nmade between standing costs and

runni ng costs.

Rem nd trainees that this has been dealt with in session 2.2 already,

and check that they remenber the distinction

Standing costs are those costs which are incurred by having a driver

standi ng ready and available to work on a day.

Runni ng costs are those costs which are incurred when the vehicle

actually "runs".

1



Display following statistics (sane as in session 2.2) on the black-
board/ CHP and briefly re-do cal cul ati ons of follow ng costs with

trai nees:

- The standing costs in the year.

- The running costs in the year.

- The total cost per km

- The running cost per km

(Trai nees made these cal culations already in session 2.2)

Agrarian Co-operative Society: Operation of lorry for 1981

1) Distance covered 25,000 km
2) Value at beginning of year $ 5,000
3) Value at end of year $ 4,000
4) Repairs and maintenance $ 1,500
5) Vehicle insurance, |icence fees $ 1,100
6) Fuel $ 1,200
7 Ol $ 50
8) Tyres $ 250
9) Driver's basic wage ($10 per day) $ 2,500
10)  Admini stration $ 400
Answer: Standing costs = (2 - 3) +5 + 9 + 10 = $ 5,000
Running costs = 4 + 6 + 7 + 8 = $ 3,000
Total cost per kme ($5.000 + $3.000)
25, 000 = $ 0.32
Runni ng cost per km = $3,000 =
25, 000 $ 0.12

Distribute the case studies to trainees who should work in groups.
Ask themto study the cases and deci de what the decision should be.

They should assume that the costs given ahove are representative

of the standing costs and running costs likely t 0 be experienced by

the lorries in the cases. Alowup to thirty mnutes for this.

Ask the groups to present their views and discuss their conclusions.

Answers should be simlar to the foll ow ng:
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Case A

The cost of hiring out the lorry is only $4.80 (40 km at $0.12 per
kn). The driver will be paid his $10 per day whether he drives the
vehicle or not. The Co-operative would therefore make a profit of
$5.20 per day if it agrees to the proposal. There seens to be no
argunent against this unless there is an alternative use for the

vehicle or driver such as in the harvest season

Case B

If the produce is taken to Capitol the extra revenue will be:
$4 x 400 tons = $1,600

and the extra cost:
40 km x 200 trips x $0.12 = $ 960

an apparent profit of $640.

If the driver receives an extra $500 the Co-operative will stil
make a profit of $140.

Case C
The profit fromselling in Urba will be:
500 tons x $10 = $5,000

The standing costs of the lorry are $5,000 so that this operation
woul d not pay for the operating costs however many journeys are

necessary.
Case D
The extra revenue fromselling the produce in the city is:
$100.
The cost of making the journey is:
600 km x $0.12 = $ 72
yielding a net profit of $28.

The journey appears to be worthwhile providing the absence of the
lorry for two days does not lead to | oss of revenue or increase in

costs greater than $28

2



Case F

The saving in cost would be 100 tons x $2 = $200. The extra dis-
tance covered by a lorry would be 200 kmx 10 = 2,000 km This
woul d cost 2,000 x $0.12 = $240, yielding a net |oss of $40. The
Agrarian Co-operative should continue to have its fertilizer de-

l'ivered by the \Wol esal e Society.
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Case A

The Agrarian Co-operative Society has a lorry and a full-tine driver

Qut side the harvest season, the lorry is unenployed for two or three
days a week. The Ut opi an Co-operative Society has asked if it can hire
the lorry for one day per week for 6 nonths. They wish to use the lorry
and the driver to make a trip into town 20 kmaway and return on the
same day. They have offered to pay a maxi num of $10 for the hire of the
lorry and driver per day. The Manager refused, saying that the cost of
the driver alone is $10 per day. The driver says he does not m nd doi ng
the work. He would rather do that than sit around all day doi ng not hing.

Shoul d the Agrarian Co-operative Society hire out the lorry?

Case B

The Agrarian Co-operative Society sends its produce to the market in
Urba which is 20 km away. The market price for the produce in Capitol
which is 60 kmfromthe Co-operative,is $4.00 higher per ton than in
Uba. At the noment the Co-operative sells 400 tons of produce on

200 visits to the market per year. The trip to Capitol will take |onger
to nmake and may nean that the driver returns to the Co-operative |late at
night. The Society would have to pay him $500 overtine per year. Wat

shoul d the managenent do?

Case C

The Agrarian Co-operative Society sends its produce to the | ocal nmarket
by oxcart and tractor trailer. They are contenpl ating purchasing a
lorry which will allowthemto sell their produce in Urba (a rmuch bigger
market) for an extra profit of $10 per ton. The Co-operative expects
to sell 500 tons in the market during the first year. They hope to
hire a part-tinme driver who can be paid by the hour to nmake the 100 km

round trip to Urba. What should the Co-operative do?

3
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Case D

The Agrarian Co-operative has a surplus of produce which it cannot sel

in the local market. If it is not sold quickly it will rot and be
worthless. One possibility is to send the produce to a large city 300 km
away, where a lorryload of produce will fetch $100. The journey wll

take 2 days to conplete. Should the journey be nade?

Case E

Every year the Agrarian Co-operative uses 100 tons of fertilizer which
is delivered by the Co-operative Wol esale Society's lorry. The Wol e-
sal e Society has agreed to reduce the price by $2 per ton if the fer-
tilizer is collected. A visit to the Wol esal e Society's warehouse in-
volves a round trip of 200 km During the period when the fertilizer
is required the Co-operative's lorries are generally underused. The
lorry of the Agrarian Co-operative can carry 10 tons. Shoul d the

Agrarian Co-operative pick up the fertilizer?
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SESSION 7.2
COST VERSUS QUALI TY I N TRANSPORT SERVI CE
Chjective: To enable trainees to identify the relationship between
the costs and the quality of a transport service.
Tine: One hour.
Material : Tape di al ogue.
Session Qiide:
1) Tell trainees that they are to listen to a dial ogue between two Co-

operative Managers. Ask trainees to identify and note where the

transport services of the two Co-operatives vary.

Play the tape dialogue, or,if no player is available,ask two trainees

to enact the dial ogue supplied

If trainees wish, play or enact the dial ogue a second tine.

Ask trainees to read out their lists. Summari se on the chal kboard/
OHP. The transport services of the Societies differ in the foll ow ng

aspects:
Time spent waiting for transport.
How cl ose to nenbers are transport services carried out.

Avail ability of transport for all types of load (small |oad,

cattle, etc.).

Avail ability of transport at harvest tine.
Susceptibility to breakdown/reliability.
Speed of delivery to narket.

Ability to react to price changes.

Ability to maintain quality of produce during journeys.

1



Poi nt out that the nunmber and the type of vehicles that a Co-opera-
tive owns will affect the Ievel of service that can be offered to
nmenbers. If a large nunber of specialised, well-maintained vehicles
are owned, the cost will be high but so will the |evel of service

I f the Co-operative chooses to own few vehicles and ignore mainten-
ance the cost will be reduced but so will the quality of service.

Each Society must decide which it wants.

Ask trai nees whether they would prefer the |level of service in Kappa
or Landa for their Co-operative, and why. Ensure that trainees who
favour a high quality service give a valid case for the higher |eve
of expenditure in terns of the benefits gained. Ask themto esti-

mate the value of this benefit in noney terns. Exanples mght be:

- W nust have enough lorries available to pick up produce fromthe
fields quickly,or else it deteriorates rapidly. Last year, be-
cause a lorry broke down, we |ost $1,000 worth of produce in a

week.

- We nust get our produce to the nmarket quickly. If there is a
br eakdown, the whole | oad can deteriorate and beconme unsal eabl e.

Each lorry load is worth $500

Point out to trai nees that when considering new expenditure they

shoul d al ways conpare this with the benefits to be gained.

Stress that costs can be high and the quality of service can stil
be low. The high costs may be due to poor nanagenent of vehicles,
drivers and nmint enance. In this case costs may be reduced by
better scheduling and better organi sation of nmintenance w thout

any reduction in the quality of service.



Nar r at or:

Joe:

Bill:

Joe:

Bill:

Joe:

Bill:

Joe:

Bill:
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Joe is the Manager of the Kappa Co-operative. H s Chairman
thinks that transport costs are too high. He says that the
Landa Co-operative, which is simlar in size and sells about
the same anobunt of produce every year, has much | ower costs.
Joe has decided to go and see Bill,who is the Manager of
Landa Co-operative,to see if he can find out why their costs

are so | ow

Hello, | amglad you could spare sone tine to see ne.

Nice to nmeet you. | understand you want to tal k about

transport costs.

Yes, nmy Chairman tells me your transport budget is only 60%
of ours,and yet your nemnbers produce about the same anount

of crops each year as ours do.

Fromthe figures that you sent ne that's right. How many

vehi cl es do you have?

Ei ght

We have only five. Do you really need eight lorries?

Yes, we do. If we had less, the farmers would conpl ain
even nore. Even with 8 vehicles they still conplain if
they have to wait nore than a day for supplies,or if we

don't pick up their produce when they want.

Qur farmers conplain too, but we have cone to accept that.
We just make themwait until a vehicle is avail able. And
you often find that if you don't send a lorry quickly they

will do the job thensel ves.
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Joe:

Bill:

Joe:

Bill:

Joe:

Bill:

Joe:

Bill:

Joe:

Bill:

Qur farnmers would never allow that. | nust admit though it

woul d make a difference if our nenbers were nore hel pful

If you give thema chance, nmenbers will denmand that the

Soci ety should take supplies right up to their farns and

get you to carry small |oads of produce that would hardly
fill a taxi

But we do these things. After all, our job is to serve our
nmenbers

Yes, but you nust think about cost. At harvest tinme we al so
need nore than 5 vehicles but we don't hire or purchase any
nore because the cost is so high. At busy tines we insist

that farners use their carts

Yes, | suppose we coul d save noney doing that. What sort

of vehicles do you have?

W have old Lion vehicles; nost of themare ten years ol d.

They are old! W have nostly new vehicles. W find they

are nmuch nore reliable.

Yes, that is true. W thought about new vehicles too, but
the cost was too high - all those paynments to the Bank

We prefer to buy our vehicles for cash - it's by far the
cheapest way. But since we do not have the noney,we try

to carry on with our good old "Lions"!

Aren't they al ways breaki ng down?

Well, they do break down fromtime to time, but it's not
so bad. There are a | ot of second-hand spares on the mar-
ket. It's amazing how | ong you can keep vehicles on the

road by clever repairs and searching around the scrap yards.



Joe:

Bill:

Joe:

Bill:
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I don't think we could run our transport like that. W
send our vehicles for regul ar maintenance. Breakdowns are
S0 i nconvenient: soneti mes you | ose the produce, and what

if they cause acci dents!

I think people spend too nuch tinme and noney on mai nt enance
Why not wait until a lorry breaks down and then repair it?
There's no point in worrying about accidents - if you have
old vehicles it doesn't matter,and you're insured aren't

you?

Yes, but we couldn't do that. One reason why we have nodern
vehicles is to ensure we can get produce quickly to the nmar-
ket so that we can get the best price. Having 8 vehicles
means that we can usually take nore produce to the market
when the price is good. W are very proud of our new re-
frigerated vehicle. That means our perishables are as fresh
when they reach the market as they were when they left our

store.

That's interesting. W have never worried about things like

that. W just take our produce to the market twice a week.

3
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SESSION 7.3
CONTRO AND MOTI VATI ON
(hjiective: To enable trainees to identify the need for control and
noti vation of personnel if transport is to be run effec-
tively and in the best interests of the menbers.
Tine: One to one and a hal f hours.
Mater ial: Tape di al ogue.
Cess) i de
1) Explain to trainees that nost of the previous sessions have been con-

cerned with how transport services should be run effectively and in

the best interests of the nmenbers.

Al though it may be possible to decide what should be done by the
transport section, it nmay be nuch nore difficult to ensure that this

i s done.

The task of managenent is to ensure that drivers, mechanics and ot her
personnel do what is in the interests of the nenbers and do not ms-
use the resources of the Co-operative. How can nmanagenent ensure
this? Tell trainees they are about to hear a dial ogue between two
drivers, one (Halinm working in a transport departnent where drivers
performwell, the other one (Lobo) working in a transport depart nment

where drivers' perfornmance is bad.
Ask trainees why, in their opinion

drivers performwell in Halinms co-operative and why

drivers performbadly in Lobo's co-operative.

Play the dialogue or, if no player is available, ask two trainees to

enact the dial ogue.


katherine


Many trainees will mention strict standards and procedures comnbi ned
with tight control as reasons for the good performance in Halims
society and the lack of these as the reasons for bad performance in
Lobo's co-operative. Ask trainees what reasons a driver has to
follow certain procedures and to nmeet set standards,even if he is

tightly controlled
Elicit that a staff menber will performwell only because:
- he has been offered Lncentives (pronotion, noney, fringe benefits)

- he has been murally persuaded that a particul ar course of action

isin the best interest of his Co-operative and its nenbers.

- he wants to avoid penalties (reprimnds, dismssal, fines) for

failure to follow instructions or to use resources correctly.

Stress that whatever approach is adopted, managenent nust caontrol
i.e. conpare the wanted | evel of performance with what is actually
achi eved. To be able to do this, managenent nust have standards and

records to compare performance wth.

Enphasi ze to trainees that control and notivation of personnel is
difficult and time-consumni ng. Ask trainees what mnethods they use,
or would use, to ensure that personnel act in the interest of the
Co-operative. (rather than nerely in their own interest). They should

suggest the foll ow ng:

Participation in decision making: ensuring that all personnel
are aware of their responsibility to the nmenbers of the Co-
operative who hel p pay their wages; ensuring that personnel are
aware of the reasons for a decision and are allowed to put their

poi nt of view on the subject.

Penal ti es m ght be used for negligence (failure to check water
|l evel, failure to protect produce adequately etc.) dishonesty or

drunkenness.

- Incentives (cash paynents, |onger holidays, better housing) m ght
be used to reward a good record (accident-free year, good work

attendance etc.)

Allow tine for discussion and ensure that trainees appreciate

that a conbination of these three approaches is desirable.
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Hal i m

Lobo:

Hal i m

Lobo:

Hal i m

Lobo:
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Hal i m has worked as a driver in a Co-operative for a nunber
of years. His friend, Lobo, has just started as a driver

i n anot her Co-operative.

Hel | o Lobo. How i s your new job?

Not too bad. Well, the salary isn't too high,but one has at

| east the opportunity of "topping it up" here and there!

What do you nean?

Well, | can usually fit in one or two jobs for friends every
week. Someti mes when the lorry is not full, I can bring
back goods fromtown for ny brother who runs the grocer's

shop in the village

I don't know how you do it. I don't have tinme to nake any

extra journeys. And what happens if you are found out?

Nothing, | suppose. Al the drivers do it and | don't think

the Transport Manager or the General Manager care.

They seemto be very slack in your Co-operative. W have
to fill in fornms for everything: where we have been, how

long it took, how nuch fuel we use ......

We fill in forms but people still get away with things |ike
fuel and spare parts. | know of a driver who sonetines
syphons off fuel fromhis lorry into his brother's taxi

Anot her driver, after he had a newtyre fitted, got a garage

intown to exchange it for a worn one. They gave hi m $20.

That's terrible.
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Hal i m

Lobo

Well, in our Society it seens part of the rewards of the job.
One of the drivers told ne the Chairnman does the sane thing;
he gets free fuel for his car and it is serviced regularly
by the nmechanics. What's good for himis good for us,

suppose.

| don't know, it seens wong to ne. If we did it, we would

get the sack imediately.

The main trouble in our Co-operative is the nenbers. They
are always conplaining that we are not doing the job properly.
They conplain that there is never transport at the collection
poi nt when they need it, that we take too long to carry the
produce to the factory, and consequently that they are paid

| ess because qual ity has decreased, etc

Yes, we used to have that problemas well, till the Manager
expl ai ned one day that menbers are in fact paying for our
sal ari es. If we continue to disappoint menbers they mnight

| eave, and in the long run that would nean no nore Co-opera-

tive and no nore job

That woul d not work in our Co-operative: our salaries are
so low that nost of our drivers will probably say that they

will work better if they are better paid!

But don't you get any bonuses? W get a bonus at the end of
the year, if we have not had an accident and if we keep our

vehicle in good condition

That would not work with us either. We use different vehicles

every day.

This year we m ght have another bonus. The Transport section
has been given a budget,and if we keep withinit, we wll

get a bonus.

That sounds |like a good idea. W al ways overspend and the

menbers still complain that we don't do a good job.



Hal i m

Lobo:

It sounds as though your nenbers aren't very happy with

their Society.

Wel |, maybe they aren't, but | ama driver and not the
General Manager or the Chairman, so why should | worry

about that?

Sheet
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SESSION 7.4
RLGHT OR WRONGR?
hjective: To enabl e trainees to recogni se occasi ons when they may be
conprom sed by accepting gifts or other favours from garage
owners, distributors or salesnmen,and to be aware of the
dangers of corruption.
Time: One to two hours.
Material Exer ci se.
Session Quide:
1) Distribute the exercise to trainees. Allowthemup to thirty mnutes

to conpl ete the assignment.

When trai nees have conpleted the exercise,draw a line on the chal k-
board and ask trainees to suggest where each action should be placed.
Di splay their suggestions by witing the appropriate nunber on the
line and di scuss nmajor differences of opinion. Attenpt to | ocate
the point along the line where the trai nees consider the actions

becone noral |y wrong.

Ask trainees individually, to recall for thenselves the "worst" thing

that they experienced of this sort, and to place it along the line.

Show t hat once one person has accepted a bribe or a gift in return
for a favour, other people may be drawn in to protect his position,
because they insist on a share or threaten to talk unless they re-
ceive part of the noney. Ask trainees to describe exanples of net-

wor ks of corruption of which they were aware.

Di scuss in each of the cases how corruption could be avoi ded and

turned into benefits for the Co-operative.

1



Ask the trainees how staff can be prevented from maki ng deci sions

not in the interest of the nmenbers:

- Ensure that nore than one person is present at discussions where

corruption may be suggest ed.

- Ensure that all inportant decisions are explained to a wi de audi -
ence, such as the full conmittee or general neeting, as soon as

they are made.
- Ensure that all discussions are confirmed in witing.

- Ask staff to report all offers of bribes or inducenents.

The renoval of corruption is a difficult task. To prevent it, train-
ees nust attenpt to set an exanpl e of honest behavi our, and encourage
their staff to do |ikew se. Were possible, the power of individuals
to nake inportant decisions should be reduced. Such deci sions shoul d
be di scussed and agreed upon or cleared by several people (e.g. the

nmanagenent conmittee). Deci si ons shoul d al so as nmuch as possi bl e be

based on objective, neasurable criteria (price, quality, service etc.)
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Right or Wong
Study the following list of actions; then draw a line on a piece of
paper as follows:
Total Iy Totally
i nnocent wWr ong

Pl ace each action along this line, by using its nunber, according to how
wrong or innocent you feel it to be. Also put a cross on the line to

mark the point at which, in your opinion, right is divided fromwong.

1) A garage is anxious to do nore business with a Co-operative. The
garage finds the Manager's son a job, and soon after the Co-operative

has all its vehicles serviced at the garage.

2) The Committee, on the advice of the Manager, chooses a new Jupiter
truck. The Manager goes to the garage and inforns the owner, who
i mediately offers to take the Manager out for a neal to cel ebrate.

The Manager accepts.

3) The Merlin garage is finding it difficult to sell their vehicles.
In order to persuade the Transport Manager of the Co-operative to
purchase a vehicle, the garage owner offers a discount of $250 on
the vehicle plus an extra $250 for the Transport Manager. The

Manager buys the vehicle and tells no one of the $250 he receives.

4) Wil st denonstrating a vehicle to the Transport Manager, the sales
man suggests they talk about costs and other things over a neal.

The Manager accepts and allows the sal esnan to pay.

5) The Soci ety has been using the garage of the Manager's brother for
over five years. The brother is in financial trouble: there has
been a fire at the garage and his wife is ill. The Co-operative
has surplus funds since the recent good harvest. The Manager's
br ot her nakes out a nunber of invoices for services and nai ntenance
that are planned, but have not yet been performed. The Manager

pays and probably saves his brother from bankruptcy.
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6)

The Co-operative has been using the same garage for fuel and nain-
tenance for a long tinme. Just before a new garage opens near by,

the garage proprietor says the Chairnman of the Co-operative can have
a large discount on petrol in future for his car. The Chairman ac-

cepts the offer

The truck driver thinks he is underpaid, and when the nan on the ware-
house wei ghbri dge suggests they under-record the load on the truck

he agrees and accepts a "gift" of $3.

The Chairnman of the Co-operative wanted a table and chairs picked up
fromthe city. He asked one of the drivers to make a detour to do
this on his way back from market. The driver was not very happy
about the extra work but agreed to do it as it was the Chairman who

asked

The mechanic is supposed to buy new tyres fromthe main distributor
in the town. However, he has a friend who can get the tyres nuch

cheaper. He therefore arranges for the Co-operative to buy fromhis

friend s business. For his help the friend gives him$5 every tine

he sells a tyre to the Co-operative.
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SESSION 8.1
REPILACEMENT AND DI SPOSAIL OF O D VEHI G ES
hjective: To enable trainees to identify the factors that influence
the decision to replace or retain a vehicle.
Tine: One to one and a half hours
Material Role play briefs A and B
Session Giide
1) Divide the group into two halves. Distribute role brief Ato one

half and role brief Bto the other. Explain that after about 15
mnutes you will sinulate a Cormittee nmeeting in which a selected
nunber of each half will be expected to represent the case descri bed
in their respective role brief. The others will be observers. They
shoul d use their imagination to fill in any gaps in the role briefs.

Nei t her shoul d of course be allowed to see the other's brief.

After about 15 minutes arrange the desks and chairs to sinmulate a
Co-operative Conmittee neeting. Act the role of Chairman yourself,
or ask a conpetent trainee to act the role. Ask the observers of
each half to follow the discussion closely and nake brief notes on
the relevant points of the half they represent. Start the dis-
cussion by asking a trainee for his views and then allow a response
froma trainee with the other brief. Then all ow open di scussion

within the "Commm ttee", encouragi ng everyone to contribute.

After about 30 m nutes, or when the discussion has finished, restore
the desks to their original position and ask the trainees to draw

up a table showi ng:

The noney required to purchase and naintain the new and old ve-

hicles in the first two years.

The cost of purchasing and mai ntai ning the new and ol d vehicles
inthe first two years, assuning the old vehicles are sold at the

end of this period.

1
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4)

Allow 15 m nutes for this; ask a trainee to present his results.

The table should be simlar to that bel ow

Item New vehicles 01d vehicle
Sale of old vehicle (1,000) -
Hire purchase 15,000 _
payments
Immediate repairs - 2,000
Maintenance (or
(2 years) 1,000 less) 6,000
Money required 15,000 8,000
Value of vehicle 10,000 0 (7)
after 2 years
Cost o? purchase 5,000 8,000
and maintenance

Ensure that trainees understand that the figures on the bottomrow
are not the total cost of gperation (no allowance nade for drivers,
fuel etc.). The other elenents in cost, however, should not vary
much between the two vehicl es. Enphasi ze that the choi ce between
the two vehicles nay also depend on such factors as availability

of spares or reliability (such as were discussed in the role play).

Ask trai nees what they consider the mai n advantage and di sadvant age

of a new vehicle to be. Answers may vary, but the nost likely are:
Mai n advant age | ow repair and nai nt enance costs.

Mai n di sadvant age hi gh capital cost (or high de-
preciation).

Ask the trainees what they consider the nmain advantage and di sadvan-

tage of an old vehicle to be:

Mai n advant age | ow capital cost (or |ow de-
preciation).

Mai n di sadvant age hi gh repair and mai nt enance costs.
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Explain to the trainees that the decision to buy a new vehicle im

plies that the higher capital cost is conpensated for by:
- | ower maintenance costs;

- increased liability;

- increased perfornance/capability.

The decision to keep the old vehicle inplies that the higher capita

cost is not conpensated for by these factors.
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Role Brief A : Replace Vehicle

The Co-operative of which you are a nmenber has 5 lorries which cover
about 15,000 km each annually. They are used mainly to carry produce

to the market in the surrounding towns and collect supplies. Al the
lorries are the sanme type and assenbled | ocally. They do, however, vary
in their age and condition. The ol dest vehicle has just broken down and
requires major repairs. The engi ne needs a conpl ete overhaul. Trans-

m ssion and suspension units need to be replaced. The cost of these
major repairs is estinmated at $2,000. The vehicle is 9 years old and
has covered 150,000 km and therefore has one or at nost two years of
useful life left. Replacenent of the vehicle with a brand-new one woul d

seem t he nost sensi bl e decision.

A new vehicle costs $13,500 and, given the Co-operative's shortage of
funds this year, hire purchase would be a sensible option. This would

i nvol ve a down paynment of $3,000 with paynents of $6,000 during the

first year and $6,000 in the course of year 2. The old vehicle would be
traded in at a value of $1, 000. If a new vehicle were purchased it would
be a valuabl e capital asset for the Co-operative. After the hire purchase
paynents are conpleted, it would belong to the Co-operative and be worth
about $10, 000 according to the salesman, if the vehicle had not covered
too great a distance during this period. An advantage of purchasing a
new vehicle is the guarantee. This ensures that repair and nmi ntenance
bills are lowin the first year. Even after this they will be nuch | ower
than they would be with an old vehicle. Vehicles with over 10,000 km on
the speedoneter have notoriously high repair bills. They tend to break
down nore frequently, causi ng i nconveni ence as well as high costs. Esti-
mates are difficult to obtain but repair and nmi ntenance costs should be
| ess than $1, 000 per year on new vehicles, whereas it can be as high as
$3, 000 for vehicles that have covered nore than 100,000 km Obtaining

spare parts for the old vehicle mght also be difficult in the future.
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One ot her advantage of purchasing a new vehicle is the inprovenent that
has been nade to the design in recent years. Not mmj or changes but im
provenents to things like lights, w ndscreen w pers, seats, noise insu-

| ati on and suspension do nean that the new vehicles are superior to the
ol der ones.

I medi at e purchase is recomended before any further rise in the price

of the new vehicl es.
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Role Brief B : Retain Vehicle

The Co-operative of which you are a nenber has 5 lorries which cover
about 15,000 km each annually. They are used mainly to carry produce to
the market in the surrounding towns and collect supplies. Al the lor-
ries are the sane type and assenbl ed | ocally. They do, however, vary in
age and condition. The ol dest vehicle has just broken down and requires
maj or repairs. The engi ne needs a conpl ete overhaul. Transm ssion and
suspension units need to be replaced. The cost of these major repairs
is estimated at $2,000. If these repairs are carried out there should
be no need for any further major repairs for one or two years. At 9
years of age and 150,000 kmon the speedoneter,it has at least 2 years
useful life left. Repl acenent of the vehicle with a brand new one is

a possibility but would appear to be too expensive.

The cost of a new vehicle is $13,500. The Co-operative is short of
funds this year and would find it difficult to raise this amunt of
noney. H re purchase and bank | oans are possible but involve heavy in-
terest paynents. The value of the old vehicle is probably only about
$1, 000 which seens a ridiculously low price for a vehicle of that age.
One di sadvantage of old vehicles is their poor reliability. This shoul d
not be too severe in the case of this vehicle. The mjor repairs should
ensure that repair and maintenance bills are low for the rest of the
year and they shoul d probably not be too high after that. The i ncon-
veni ence of breakdowns is not too high because the other four vehicles
are relatively new and should be able to carry essential supplies whil st

it is being repaired

There does not seemto be any mmjor inprovenent in the performance of
the newer vehicles. There are sone snall inmprovenments (nore confortable
seats etc.),but mechanically it is still the same vehicle with simlar

fuel consunption and speed/accel eration characteristics.

You recomrend overhauling the vehicle and keeping it for the next 2

years at |east.
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SESSION 8. 2

(hjective: To enabl e trainees to conpare the cost of owning and
operating vehicles of different ages.

Tine One to two hours.

Material Exerci ses.

Session Giide:

1) Explain that the two vital factors in the decision to retain or re-

pl ace a vehicle are the cost of owning vehicles of different ages and
the tendency for repair and mai ntenance costs to vary over the life
of a vehicle. (A new vehicle costs a |lot but has | ow nmai ntenance

costs,whereas an old vehicle is cheap but costs a lot to maintain).

Expl ai n that because of the high investnment cost of vehicles and

their relatively long life span, it is quite common and legitimte

to spread the initial cost over a nunber of years. The anount deter-
nm ned for each period is referred to as depreciation. Various methods
exi st for the calculation of depreciation. Tax authorities and text-
books often require or recommend different methods. The basic idea
is to measure how much the use of a vehicle has cost an organization
in a particular year (or accounting period). Display the left hand
side of Table 1 on chal kboard/ OHP and ask trainees to estinmate the

cost of depreciation of vehicles of different ages.

1



Table 1:

Year Estimated value of Depreciation
vehicle at beginn- during year
ing of year

1 $13,500 $2,500
2 11,000 1,500
3 9,500 1,500
4 8,000 1,250
5 6,750 1,250
6 5,500 1,250
7 4,250 1,250
8 3,000 1,000
9 2,000 1,000
10 1,000 1,000
11 0

Ask the trainees whether they believe the rate of decline in value
is reasonabl e and consistent with their own experience. Ask them
al so what factors would lead to individual vehicles attracting a

hi gher or lower price than that listed. Elicit responses such as
condition of vehicle, distance run, current price of equival ent new

vehi cl e, shortage of vehicles.

Display colums 1 - 5 of Table 2 on the chal kboard/ OHP. Expl ai n
that it records the expenditure on repairs and mai nt enance on ve-
hicles that covered about 15,000 km per year. Ask themto calcu

| ate the average for each year.
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Table 2: Expenditure on Repairs and Maintenance

Year Vehicle Vehicle

1 2

1 1,000 1,000
2 1,200 1,100
3 1,000 1,400
4 1,500 1,700
5 1,700 1,700
6 2,100 2,300
7 2,600 2,400
8 3,500 2,300
9 2,000 3,500
10 4,000 2,100

Vehicle Vehicle Vehicle Average
3 4 5
900 1,000 1,100 1,000
1,000 1,150 1,050 1,100
1,500 1,200 1,400 1,300
1,700 1,300 1,300 1,500
1,400 1,900 1,800 1,700
2,100 2,600 1,900 2,200
2,500 2,300 2,700 2,500
3,000 2,400 3,800 3,000
3,400 4,000 2,100 3,000
2,300 2,700 3,600 2,940

Ask trainees if this sanple of cost data is reasonabl e and consi stent

with their own experience

Do not concentrate on the absolute fig-

ures but on the fact that costs triple over

greater variation between

Ask trainees to cal cul ate

10 years, and on the

vehi cl es as they becone ol der.

the total

cost of operation for 1, 2, 3, 4,

5, 6, 7, 8 9 and 10 year-old vehicl es, assum ng ot her

are $3,000 per annum and
figure.
1

2
3
4
5
6
7
8
9

10

runni ng costs

mai nt enance/repair costs are the "average"

year old
years old
years old
years old
years old
years old
years old
years old
years old

years old

6, 500
5, 600
5, 800
5, 750
5, 950
6, 450
6, 750
7, 000
7, 000
6, 940

2


katherine


Ask trainees why the cost in year 2 is |ower than year 1 (repair/ min-
tenance cost is slightly higher, depreciation is much |ower). Assum
ing there is only the option of purchasing a new vehicle, when should
a vehicle be sold and a new one purchased? (At the end of Year 6 -
after that the total costs are greater than the cost in Year 1). Ask
the trainees if their decision would still be the sane if a new ve-
hicle were introduced with $600 | ower running costs (Their decision
shoul d be different since cost in Year 1 will decrease to 5900 and

it becomes nore econonmical to sell a vehicle after Year 5).

Rem nd the trainees that a | arge nunber of factors nust be considered
if the right decision is to be made in the choice between repl aci ng
or retaining a vehicle. Depreciation and maintenance/repair costs
are the nost inportant factors. The decision is nade nore difficult

by the uncertainty of:

- Future maintenance/repair costs.
- Future prices of vehicles.

- Future availability of vehicles.
- Future need for transport.

- Future changes in running costs/performance/capability of new
vehi cl es.
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SESSION 9.1
ACTI ON PROCRAMVE AND COVM TIVENT
(hjiective: To enabl e trainees to apply what they have learned to
situations in their own societies.
Tine: Up to one day.

Session @Qilide:

Trai nees should have been told at the begi nning of the course that they
woul d be expected to describe a transport problemthat exists in their
society,and to prepare a plan which tackles this problemwhich they

will inplenent when they return home. They shoul d have been rem nded at
frequent intervals during the course of the need to apply the materia

in the sessions to their own situation,and in particular to identify one
particul ar probl em which the course will help them solve. The purpose of
the final day is to give themthe opportunity to develop a solution to
their particular problemin consultation with a nunber of other trainees,
and to present the solution to the whole group for criticismand discus-

si on.

The probl enms and sol uti ons chosen by trainees will be unique to each

trainee and his organization, but typical exanples m ght be:

- Problem Vehicles owned by the Co-operative are very unreliable. At
the noment the nmmintenance is carried out by a | ocal garage whenever
the driver feels it necessary. Small repairs are undertaken by a Co-
operative enpl oyee who is responsible for servicing and nmai ntaining

farm nachi nery. He now spends too nuch of his tine repairing lorries.

- Solution: | shall set up a schene to ensure naintenance is carried
out at the right tine and done correctly. | will also conpare cost of
garage nai ntenance with Co-operative maintenance (including training

if necessary). | shall conplete this within 6 nonths.

1
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- Problem Mst of our vehicles are old and dil api dated

- Solution: | shall collect information on possible new vehicles and
assess whether the current vehicles should be sold and, if so, which

vehi cl es shoul d repl ace them

The tine avail able should be divided into two periods - the consultancy
period and the presentation period. During the consultancy period the
trai nees should be divided into groups of 3 to 4 people. The groups
shoul d not contain trainees of the same Co-operative and ideally should

i nclude trainees with different backgrounds. In this period each trainee
shoul d be all owed about 30 minutes to present his problem and proposed
solution to the other nenbers of the groups,who are expected to coment
and hel p develop a solution to the problem together with a tinetable

for its inplementation.

During the presentation period each trainee should have at |east ten
mnutes to present his problemand solution to the whole group, and to

hear and react to at least a few of their coments. In this brief

period the trainee nust:
Descri be the probl em
Describe the sol ution.
Descri be how the solution will be "sold" to whoever is involved.

State a specific date by which the plan or programre of action will

be conpl et ed.

Trai nees who are in a position of authority in a Co-operative may fee
that it is unnecessary to "sell" their idea to their subordinates. Such
trai nees should be warned that subordinate staff will contribute nore
efficiently to the work of the Co-operative if they believe what they
are doing is useful rather than if they do it out of fear or sinple

obedi ence.

If possible a brief reunion of the trainees on the course should be
arranged to take place after an appropriate interval. If this can be
done trai nees should be asked to state what parts of their plan can be
i npl enented by this date so that progress can be conpared with their

earlier intentions.
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The reuni on woul d not only be a useful course evaluation exercise, it

woul d al so provide a powerful incentive to actual inplenentation of the

stated plans.

The actual timing of the "consultancy" period and the presentation period
wi Il depend on the nunbers on the course. Ensure that each trainee has
at least 30 mnutes to discuss his problemw th other trainees in the
group and that at least ten ninutes is devoted to a presentation to the
full group of course nenbers. In order to ensure that these m ni num
tinmes are allowed to each trainee, the normal session hours should be ex-
tended or sone tinme should be allowed during the previous day. The ses-
sion is inportant since it provides an effective "bridge" between the
course material and the normal environment of the trainees. It also en-
sures that trainees regard the conpletion of the course not as the end

of training but the beginning of personal inprovenent on the job
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