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Preface

This training package is one of a nunber of training packages designed
by the | LO- MATCOM Project to assist people who plan or carry out train-

ing for the managerial staff of agricultural co-operatives in devel op-
ing 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-opera-

tive societies in devel opi ng countri es;

(ii) the comon problenms and constraints facing the effective perform
ance of these tasks and functions.

The result of this analysis is reflected in the MATCOM "Curricul um
CGui de for Agricultural Co-operative Managenent Trai ni ng". The Qui de
contai ns syllabuses for 24 managenent subjects and MATCOM has produced

trai ni ng packages, simlar to this manual, for the follow ng subjects:

Col l ecting and Receiving Agricultural Produce

Transport Managenent

St or age Managenent

Mar ket i ng of Agricul tural Produce

Suppl y Managenent

Rural Savings and Credit Schenes

Staf f Managenent

Fi nanci al Managenent

Cost Accounting and Control

Ri sk Management

Project Preparation and Apprai sal
- Work Pl anning

Export Marketing

- Managenent of Larger Agricultural Co-operatives

For more information on the above training material, please wite to:

The MATCOM Proj ect

c/o CO OP Branch

I nternational Labour Ofice
CH 1211 CGeneva 22

Switzerl and.



Target Group

Target groups for this training programe on "Staff Managenent™
are managers and assi stant managers of agricultural co-operative

soci eti es.

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

get groups could al so benefit fromthe programe.
Alm

The overall aimof the programme is to enable trainees to nmake the
best use of the human resources available to themand to put into
practice all the formal and | egal procedures related to the enpl oy-

ment of personnel. In particular the programme will enable

trai nees:

- to describe the formal organisation structure of a cooperati -
ve enterprise and to identify and explain the vital role of in-

formal groups within such a formal structure;

- to set appropriate objectives for a society and its individua

staff menbers in order to achieve unity of action;

- to analyse job content, select appropriate techniques for work

measurenment and to draft job descriptions;

- to apply effective procedures for selection and recruitnent of

staff;

to ensure that staff are fully inforned of their rights and re-
sponsi bilities and that necessary information about staff is re-

corded at all tines

- toidentify the various influences on salaries and to select the

appropriate paynment nmethod for a given job

- to notivate staff in order to create work satisfaction, to re-
cogni se the tedious nature of "easy" jobs and to sel ect ways of
"enriching" themin order to inprove enpl oyee noral e and pro-

ductivity;

to communi cate efficiently and effectively within the work en-

Vi ronment ;



- toidentify the reasons for performance appraisal interviews, to

conduct such interviews and to deal with disciplinary probl ens;

- toidentify the role of trade unions in co-operative |abour re-
| ations and to negotiate effectively with trade unions or any
ot her organi sation with whomthey nust deal, thereby taking ap-

plicabl e | abour law into consideration;

- toidentify what training of staff can and cannot achieve and to
sel ect appropriate training methods and training institutions to

achi eve increased efficiency anong staff.

Use

The programe as described in this manual can be used for a special
course on staff managenent. The conpl ete programe, or parts of it,
can al so be incorporated in the curriculumfor a nore conprehensive

managenent traini ng programe.

Duration

The conpl ete programe, as described in this manual, consists of 31
Learni ng sessions. Session tines vary from1l to 3 hours (action
conmitment 8 hours). The total programre will take approxi mately
60 hours, or approximately 10 days, depending on the qualifications
and experience of the trainees. A timetable should be prepared ac-

cordingly.

o

The programre i s based on the assunptions that training i s expen-
sive and that noney for co-operative nanagenent training is
scarce. Therefore, it |ooks upon training as an investnent, and
unl ess the training yields results, the return on the noney in-

vested init will be nil

On their return home fromthe training programme, the trainees

shoul d therefore be able to show cancrete results of inproved man-
agenent . In order to prepare and equip the trainee to achieve
this, the programme has adopted a highly active I|earning approach
t hrough the use of iCi ive" i and a built-in

action conmm tnment.



Trai nees will not |earn about staff nmnagenent in a general and
passive way. Their day-to-day nanagenent problens have, as nuch as
possi bl e, been translated into realistic case studies, role plays
and ot her probl em sol vi ng exerci ses. Trai nees (working nmostly in
groups) will learn by solving these problens as in real life with
t he necessary assi stance and gui dance fromthe trainer, who wll

act nore as a "facilitator" of learning than as a |lecturer.

The built-in action commitnent at the end of the progranme will
gi ve each trainee the opportunity of using the know edge and exper -
tise of his colleagues in the training progranme to find a concrete
and acceptable solution to a specific problemhe is faced with - a

solution to which the trainee will commit hinself for inplenent-
ation

Structure

The programme is divided into 13 topics (see the table of contents

on pages Xl and Xl1). Each topic is covered by a nunber of

sessions. The following material is provided for each session

a session guide for the trainer (yell ow pages), giving the ob-
jective of the session, an estinmate 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.

: I i al
Before "using" the programme in a real training situation, it my
be necessary to adapt it. This can be done as foll ows:
Read through the progranmme 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 sessions shoul d be added.

Your decision will depend on the training needs of your trainees
and the neans you have at your disposal.



VI

Carefully read through the sessions you have decided to use. Check
the subject matter in both session guides and the handouts. Modify
t hem where possible to include |ocal currencies, nanes, crops and
so on. Such adaptation will help trainees to identify thensel ves
nore easily with the people and the situations described in the
handouts, and will considerably increase the inpact and effective-

ness of the training progranme.

Do not feel that this manual is |ike a book which contains the only
answers. It is nerely a collection of suggestions and ideas, which
you nust adapt, nodify, use or reject as you think fit. The best

evi dence that you are using it properly will be the anount of
changes, additions and anendnents you have yourself witten into

this copy.

Handouts constitute an inportant part of the training material used
in the programe. They can be reproduced fromthe original hand-
outs supplied in the ringbinder, after the necessary adaptation has
been made. Reproducti on nmay be done using whatever nmethod is

avai |l abl e: stencil, offset printing, photocopy, or other.

The only item of training equi pnent which is absolutely essential

is the chal kboard.

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

still use the chal kboard

The Pre-course Questionnaire (see Session 1) should be sent to
trai nees in advance. Tr ai nees shoul d be asked to conplete it and

hand it in at the beginning of the training programre.

Preparing Yourself
Some trainers may feel that material of this sort neans that they

need only spend a few mnutes preparing for each session. This is

not the case.
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You shoul d go through the follow ng steps before conducting any

course which is based wholly or in part on this materi al

a.

Read it carefully; be sure you understand the content, and
that you can envisage what is intended to happen in the class-

room

Work through all the exercises; be sure you understand them
conpletely and try to predict the errors that trai nees are

likely to nake, and the different answers which nay not be

wrong, but which will be worth follow ng up

Wirk through the case studies yourself, and try to predict al
the possi bl e anal yses and answers which trai nees nay cone up

wi th.

Look up and wite down on the material itself, as nany |oca

exanples as you can to illustrate the points that are raised

Plan the whole session very carefully; try to predict approxi-
mat el y how many m nutes each section of the session is likely
to take, and make the appropriate nodifications to fit into
the tinme that you have avail abl e. Do not take the suggested

time at the beginning of the session too seriously.

Conducting the Programre

VWil e using the material, you should try to observe the follow ng

gui del i nes:

a.

Arrange the seating so that every trainee can see the faces of
as many as possible of the others; do not put themin rows so

that the only face they can see is your own.

Be sure that the session is clearly structured in the
trainees' mnds; outline the structure at the beginning, fol-
low it or say that you are diverging fromit, and sunmarise
what has happened at the end.

Bear all the learning points in m nd, and do not forget the

j ob-oriented objectives of the session

Be flexible, do not followthe material slavishly and be pre-
pared to change the approach, dependi ng on what trainees,

t hemsel ves, suggest.
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Avoi d, whenever possible, telling the trainees anything;, in a
successful session all the points will have been elicited from

them by skillful questioning.

If you fail to elicit a particular answer fromthe trainees,
it is your fault, not theirs. Persist, by asking the sane
question in different ways, by hinting and so on, and only

make the point yourself if all else has failed

Use silence as a weapon; if nobody answers a question, be
prepared to wait for 20 or 30 seconds in order to enbarrass

somebody into making an attenpt.

Avoi d tal ki ng yoursel f. Trai nees' discussion and suggesti ons
shoul d occupy around three quarters of the total tineg; ask,
listen and gui de rather than talk. (The nore you yourself

talk, the nore you are revealing your own insecurity and ig-
norance of the subject, in that you are not willing to risk

guestions or comments w th which you cannot deal).

Never ridicule a trainee' s answer or suggestion; there is
bound to be sone nerit in it sonewhere, and the very fact that

he or she has put forward a suggestion is comrendabl e.

If you cannot answer a trainee's question, or comment on a

suggestion, (or even if you can) ask another trainee to answer

or make a comment. You are the facilitator, not the source of

know edge.

Wite trai nees’ own words on the chal kboard whenever possi bl e;
do not follow the words in the material, even if they are nore

preci se.

Be prepared to act as "Devil's Advocate", there are usually no
right or wong answers to nmanagenent questions, and trainees

nust see and understand both sides of every issue

|[f trainees appear to be following a quite different track
fromthat suggested in the material, do not disniss this out

of hand; it may be as useful or nore so.

Call on the silent and, if necessary, silence those who talk
t oo nuch.

Be sure that everybody understands what is going on, do not
all ow the discussion to be taken over by the few who under-

st and.
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After the Course

Be sure to contact every trainee, in person or at least by letter

about six nmonths after the end of the course to find out how they
have managed to apply what they have | earned, and how wel |l they
are doing with inplenmenting their "action conmtnents". If they

have failed, it is not they who were at fault, but the course.

Either the training was ineffective, the trainees were poorly sel-
ected or you failed to recogni se probl ens which mght prevent them

from appl yi ng what they | earned.
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Sheet 1
SESSION 1.1
LNTRODUCTI ON

hjective: To ensure that all adnministrative details are in order,
to introduce trainees to one another, to stress the im
portance of the course for inproved co-operative man
agenent and to explain the nature and content of the
cour se.

Tine 2 hours

Materjal Conpl eted pre-course questionnaire, tinmetable and |i st
of participants.

Session Quide:

1) If the course is to be formally opened, the visitor should if poss-

ible be briefed to stress the follow ng points:
The inportance of co-operatives in national devel opnent.

The vital and essential role of nanagenent. Good managenent can
make a success even if finance is inadequate, markets are highly
competitive and the climte hostile. Poor managenent neans that

even generous resources are wast ed.

- The need to nmake the best use of all resources, and in particu-
lar of people. Mlitary commanders say that there are no good or
bad sol diers, just good or bad officers. The sane applies to co-

-operatives.

These points should al so be enphasi zed by the instructor if the

course is not to be formally opened by a prom nent visitor.

Ensure that all administrative aspects of the course are clearly
under st ood, and that there are no outstandi ng probl ens which my
prevent effective |learning. Point out that this is in itself an
exanmple of effective personnel nanagenent. 1In the same way that
trainees cannot learn if they are wuncertain about tinming, acconmo-

dat i on, meal s, costs or other details, simlarly enployees of a co-
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*

operative will not give their best if they are anxi ous about terns

of service, wages or simlar problens.

Expl ai n that the objective of the course is to i nprove trainees’
ability to work nore effectively with their coll eagues and subordi -
nat es, and not nerely to repeat theories or principles wthout

putting theminto practice. The course is about working with

peopl e, and many of the sessions will involve |earning by doing.
Trainees will actually be working with one another in simulations
which aimto conpress real life experience into brief periods so

that they can learn fromit.

These sinmul ations nay at first appear childish or a waste of tine.
Tr ai nees nmust persevere and do as instructed, and will be rewarded
by greatly increased insight into the ways in which they and others

behave at work and how this can be i nproved

Di vide trainees into pairs. Ask a nenber of each pair to tell the
other briefly and quietly about his job and a staff nanagenent
probl em whi ch faces himor her at the nonent. Then ask the other
nmenber of each pair to give the sane information to his/her col-
| eague. Finally ask each trainee in turn to tell the rest of the
group about what he heard fromhis partner. Summari se on the chal k-

board/ OHP* as fol |l ows:

- The nmain areas of experience brought to the group by each

trainee (i.e. general nanagenent, staff admi nistration, train-

ing, field supervision, recent acadeni c experience).

-  The nmmi n problem areas covered by the problens which are de-
scri bed by each trainee to his partner (i.e. discipline, com
muni cati on, adm ni strati on, wages policy, corruption). | f
necessary, make use of the information given in the pre-course

questionnaire

Tell trainees that at the end of the course everyone of them indi-
vidually, will be expected to produce and commit hinself to an ac-

tion plan, which will include

- A statenent of a staff managenent problemin his society.

OHP = overhead projector
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- A brief description of the way in which he proposes to sol ve

this problem

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

t he 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 rpl enmenting their plans. The course, rather than they thensel ves,

will be evaluated by their success.

Ensure that each trainee has a copy of the tinetable. Go through it
briefly. Point out where the various problem areas identified by
trainees wll Dbe covered. Stress that the course is for the
trai nees' benefit and that any suggesti ons for changes of enphasis

or timng will be wel coned.



Pre—Course Questionnaire

Society: ....... et ettt et

Job Title: ....iivevnvennann et et crereaen e e ceeeraen .

L I I A * s 0 0 0 0 0 a0 s e L T N RN N L I I RN A SR S A I IR R Y L I R ATy

Please complete the following sentence:

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

shall be able to
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SESSION 1.2
ECORNVAL  ORGANI SATI ON STRUCTURES
hjiective: To enable trainees to identify, describe and eval uate
the fornmal organisation structure of a co-operative en-
terprise.
Tine: Two hours.
. de
1) Ask trainees to describe the structure of primary, secondary and

tertiary |level co-operative enterprises in their country. Invite
one trainee to show the structure on the chal kboard. He or she wll
probably use the "famly tree" formof diagram and will draw a

di agram of the following form

NATIONAL APEX ORGANISATION

| |

REGIONAL CO-OPERATIVE UNIONS

|

LOCAL PRIMARY SOCIETIES

IRERRRERE

MEMBERS

Ensure that menbers are included and that all trainees appreciate

the neaning of a diagramof this sort.

Ask trainees to suggest the location and direction of the follow ng

on such a di agram

- Farm Produce

- Farmlnputs

- Money

- Farm Produce travels from menbers "upwards”.

- Farmlnputs travel from higher |evels "downwards" to nenbers.



Money travels "down" to nenbers and "up" from nenbers to so-

cieties, unions or the national |evel service organisations.

Ask trainees to describe the flow of instructions and control in
their diagram Show how overall authority comes in theory fromthe

menbers "upwards", but that day-to-day instructions and orders for

goods and so on usually travel down to nmenbers.

A Governnent Mnistry or other body nay control and direct activi-
ties fromabove, so that instructions travel downwards on |l ong term

as well as short termi ssues.

Li st the foll ow ng individuals/groups in a hypothetical co-opera-
tive society on the chal kboard/ OHP and ask trainees to attenpt to

draw on paper a diagramto describe the rel ationshi ps between them
- The Account ant
- The Menbership
- Labourers in the Factory
- The Conmittee
- The Transport Manager
-  The Sgcretary Manager
- The Manager of the Processing Factory
An Accounts Cderk

Drivers

Ask one trainee to reproduce his or her answer on the chal kboard. A

di agram of the followi ng form shoul d have been produced:
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MEMBEIIRSHIP

COMM]’ZTTEE

SECRETARY

|
| | |
TRANSPOIl{T MANAGER ACCO[‘JNTANT FACTORY MTNAGER
DRIVERS ACCOUNTS CLERK LABOURERS

6) Ask trainees to describe the flow of:
a) instructions and
b) information

in such a co-operative society.

I nstructions and information both travel down fromthe nenbers
t hrough each level of the staff to the enpl oyees. Information
travels in both directions and may anmpunt to instructions in sone

cases at sone stages.

7) Wite the following list on the chal kboard/ OHP:
- Three District Depots
- Three Factories
- A Transport Depart nment
- A Marketing Depart ment
- A Central Stores Departnent
- An Adnministrative Depart nment
- An Accounts Depart nment
- An Education Depart nment

- A Personnel Depart ment

Ask trainees to inmagi ne two co-operative societies each having
exactly the sanme list of functions. Draw or distribute copies of
the two follow ng organisation charts to show how Society A and So-

ciety Bwith these identical functions are organised.
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Poi nt out that the other functions, such as the District Stores,

woul d have staff working in them Only Factory A and the Transport
Depart nent have been shown in any detail. Allow trainees five to
ten mnutes to study the diagrans and ensure that they understand

t he nmeani ng of the diagrans.

Ask trainees to inmagine thenselves to be a | abourer in Factory A
who needs to explain a delivery detail to a driver. Wiat would be

the official channel of conmunication for this in each society?

Society A Society B
Labourer Labourer
\
Factorg Manager Labourer Supervisor
Transpo!t Manager Factory* Manager
\
Driver Factory Deparvtment Manager

\

Marketing and Distribution Manager

\

Transport Manager

\

Section Supervisor

\

Driver

It is clear which channel is likely to lead to nore delay and the

possi bility of m sunderstanding.

Ask trai nees which Society is likely to be able to supervi se and

guide its staff more effectively, A or B?

- How many people report to the Transport Manager in Society A?
(Ni ne)

How many people report to a Section Supervisor in Society B?
(Three)

Clearly, a supervisor who is responsible for three people can be in

closer contact with themthan if he is responsible for nine.
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10)

11)

Ensure that all trainees understand the difference between the two

types of organisations by asking them further questions such as:

How woul d a Transport Mechanic borrow sone tools or spares from

a Factory Mechanic?

- How would a Conmittee Menber obtain sonme information froma

Driver?

- How woul d the Personnel Department ask a Labourer for sone in-

formation.

Show t he essential difference between a "flat" and a "tall" orga-
ni sati on. Explain how the nunber of people who report to or are

pl aced under a nanager (span of control) affects an organi sation

Show t hat when the span of control is narrowi.e. when a nmanager
has only a small nunber of people under him it leads to a "tall"
organi sati on where formal communi cation channels are very |ong and
possibly slow. Sinmilarly, when the span is wi de one nmanager is di-
rectly responsible for nunbers of people. Comunication channels
are in the latter case short and quick but the manager nay not be

able to deal efficiently with too nmany people under him

Ask trainees how the di sadvantage of each type of organi sation can

be to an extent overcone in actual practice:

Elat

- Well-trained and notivated enpl oyees who do not need cl ose

supervi si on.
- Clear procedures which are known to everyone
Tall

- FEffective infornmal conmmuni cati on net hods which bypass fornal

channel s when appropri ate.

- Flexible attitudes at all |evels, so that nanagenent does not

insist on fornmalities.

Poi nt out that an "organogranm need not necessarily be drawn as a

pyramid with control coning fromthe top.
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Illustrate on the chal kboard/ OHP how it can be:

Acircle, with control radiating outwards fromthe centre to

departnments represented by segnents, with people at simlar |e-

vel s at the sane di stance fromthe centre.




- An inverted pyramd, with control coming fromthe bottom
upwards to the operating staff along the top

ACCTS. |PERS.| ED. |A | B|C| X|Y |Z|MKT. gR'-- TRP.

DISTRICT
ADMIN. | FACTORY | gTORE MKTG.

SECRETARY

COMMITTEE

MEMBERS

12) Ask each trainee to draw an organogram of his or her society on a
pi ece of paper. If appropriate, explain how "staff functions" such

as marketing or technical advisers can fit into such a di agram
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MEMBERS

COMMITTEE

SECRETARY FINANCIAL ADVISER

ADMIN. TECHNICAL FACTORIES DISTRICT MARKETING
ADVISOR STORES
A B C
13) Ask selected trainees to reproduce their diagrans on the chal k-

14)

board/ OHP. Di scuss how "flat" or "tall" they are and ask the re-

spective trainees to describe problens which appear to arise from
the nature of the organisation, or fromthe |ack of clearly de-
fined relationships. Di scuss whether they m ght be sol ved by

changes in the formal organisation structure or by changed behav-

iour of those working within it.

Explain that a well-defined organisational structure clarifies the
duties, responsibilities and rel ati onshi ps anong staff nenbers.

Consequently, conflicts are nore easily avoi ded.
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SESSION 1.3
LNFORVAL GROUPS
hjective: To enable trainees to identify and explain the vital
role played by informal groups within the formal struc-
ture of a society.
Tine: One to two hours.
Material . Case Study.
Session Qiide:
1)  Explain that people working together in a formal organisation may

devel op informal relationships and even groups.

An informal group refers to a group of people who conmuni cate nore
or less regularly for the purpose of exchanging information. Mem

bership is voluntary and rel ati onshi ps are basically soci al

Stress that formal organi sation structures enphasize the position

or the job in terms of authority and functions, while informal

groups focus on private and social relationships.

Distribute the case study and allow trainees up to one hour, in
groups or individually, to analyse and di scuss the three problens
and to attenpt to explain the unexpected drop in productivity which

foll owed the changes in each case

Trai nees may suggest a nunber of different reasons. The conmon fac-
tor in each case was the destruction of an informal work group

which clearly contributed significantly to productivity.

The ways in which the groups may have contributed to inproved pro-

ductivity could be as follows:

TIhe Dxivers

- By advising one another on mai ntenance probl ens.



4)

- By sharing ideas about their work as drivers, such as particul ar

handl i ng or delivery problens.

- By reducing the sense of isolation fromthe Soci ety which m ght

arise fromthe solitary nature of their work.

- By discussing possible inprovements to work schedul es.

TIhe Seed Packing Whrkers

- By working towards a common target.

- By hel ping each other when one was ill or absent altogether

- By relieving the boredom associ ated with such a repetitive job.

- By ensuring that each could do every other's job, and the whol e

j ob when necessary.

- By checking one another's quality.

Ihe Typists
- By sharing work at times of overl oad.

- By hel ping one another with spelling, |ayout or simlar prob-

| ens.

- By hel ping each other in case of illness or absence.

Trai nees may suggest ways in which informal groups of this sort can
wor k against their enployers.

I nformal groups help people to work nore effectively towards their

obj ectives, whatever the objectives may be

An effective manager nust motivate his staff to work towards common
obj ecti ves and nmust encourage themto work in effective smal

groups.

Ask trainees to think about their own societies. Can they recal

si tuati ons where:

The destruction of an informal group may have | ed to reduced

productivity as in the case studies

An attenpt to destroy an informal group may have led to such a

group working against rather than for the society's objectives.
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An informal group has been encouraged or has devel oped naturally

to deal with a specific problemand has done this effectively.

Ask trainees to think of their own organisations. Ask themto iden-

tify and describe any infornmal groups which are known to them

These may be:

G oups of people who are in the sane organi sation but do not ac-
tually work together (at the sane work place). They neet for

lunch, over tea or after work.

I nformal sub-groups within larger formal groups who work toge-

t her.

Groups who work together (a formal group) and who al so nmake an
informal group, that is where the fornal and the informal struc-

tures coincide.

Di scuss the follow ng questions:

Do the groups help or hinder the organisation in the achi evenent

of its objectives?

Are the informal | eaders the sane as the fornmally appointed

supervisors etc? If not, what is the result?

What is the effect of the informal groups on people who are ex-
cluded fromthem al though their work place or position m ght

suggest they woul d be incl uded?

Do they as nmanagers encourage or frustrate informal groups?
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The Dilatory Drivers

The Transport Manager of Co-operative Society A was always on the | ook-
out for ways to inprove the productivity of his six vehicles. He
realised that many of the costs of operation were fixed and that he
should try to ensure mninising the tine spent by his vehicles off the

road.

He decided to exanine the routine maintenance and cl eani ng schedul e.

The drivers normally cleaned their vehicles and carried out routine
mai nt enance on Saturday nornings. There was only one hose in the garage
and one inspection pit, and each vehicle required only about one hour's
work by its driver. Still all six drivers spent the whol e Saturday

nmorning in the garage with their vehicles.

The Manager found that there was a denmand for transport on Saturday
nmor ni ngs and that the vehicles could be usefully enpl oyed at that
time. He therefore instituted a system whereby each driver was sched-
uled to spend one hour in the garage from8.00 a.m to 9.00 a.m one
day a week. Only one driver was schedul ed for each day, so that as a

result he could have uninterrupted use of the facilities.

The drivers accepted the new rota, and the Manager was satisfied that
he had saved many hours of vehicle time. By his estimate, the previous
system had occupi ed six vehicles for four hours, or twenty four hours
in total, whereas the new rota neant that only six hours a week were so

occupi ed.

After some weeks, however, although the overall transport |oad did not
appear to have increased, the Manager found that it becane increasingly
difficult for the vehicles to cope with it. The vehicles appeared to be
off the road nore often and the drivers al so became |less regular in
their time keeping. The Manager very often found them chatting on norn-
i ngs when they should have been out at work, and he had severely repri-
manded two of them This had little effect, and he wondered whether he

shoul d dismiss one or nore as an exanple to the others.



The WIiful Winen

The Manager of Society B was delighted when the Conmittee finally sanc-
tioned purchase of the nine nmetre roller conveyor he had wanted so | ong
for the Seed Packing Departnent. Up till that tine, four wonmen had sat
round a tabl e naking up cardboard boxes, wei ghing out the seed for
sale, filling the boxes, closing, sealing and | abelling them The task
was obvi ously di sorgani sed. Sonetinmes each wonman woul d do all the oper-
ations fromstart to finish. At other tines they would divide the job
up differently, and the table round which they worked al ways | ooked un-
tidy. The wonmen tal ked to one another all the tinme in spite of the
noi se fromthe drying machinery in the next room It was obvious that

they were not concentrating on their work.

The Manager installed the roller conveyor line along the I ength of the
| ong room where the table previously stood. He had done his best to
find out which woman was best at which part of the job, by watching
them at work, and he divided up the job into four parts consisting of
setting up the boxes, weighing the seed and filling them closing and
sealing them and labelling them He had estimted that each of the
j obs took about the sane tine, and he positioned the wonen al ong the
conveyor |line so that each could pass her work on to the next when it
was conpleted. He ensured that there were three nmetres of enpty track
bet ween each woman's position, so that a small "buffer” of work could
accumul at e between each worman to allow for delays or slight speed vari -

ations.

He knew that the village people were very conservative, and that they
m ght resist the change. He therefore arranged for nore confortable
chairs to be provided for the wonen instead of the wooden stools they
had used before. The women were very pleased with this and thanked him

prof usel y.

Production rose about a third on the first day, and the inprovenment was
mai ntai ned for two weeks. Thereafter it fell back. After two nore weeks
it had reverted to the previous level, and it slowy fell to about
twenty percent |less than that. The Manager was naturally disappointed.
He spoke strongly to the wonen, and two of themwere offended and |eft
the job, saying they preferred to be at hone. Two nore were easily re-
cruited, but production never reached the level it had attained before

t he change.



Session 1.3
Sheet 4

Ihe Spoiled Secretaries

As the C Co-operative Society had grown, so had the need for sec-
retarial help. At first there had only been one secretary, then another
was enpl oyed and now there were three people wholly occupied in typing
letters, reports and so on. The Manager and the Producti on Supervi sor
were the main individual users of typing, and other staff had vari ous
papers typed fromtinme to tine. The three secretaries sat in a rather

cranped and i nconvenient roomwith very little space for their desks

and filing cabinets.

Probl ens soneti nes arose because the secretaries were tenporarily over-
| oaded and they needed gui dance on priorities which was not i nmedi ately

forthcom ng.

The Producti on Supervi sor conpl ai ned that people in his position
usually had their own secretary, and sone of the Manager's friends were

surprised to hear that he did not enjoy this privilege.

When the Society expanded its offices therefore, the Manager arranged
that one of the secretaries should sjt in the ante-roomto his own of -
fice. The Production Supervisor was usually out in the factory, and he
was therefore quite willing to have his secretary share his | arge of -
fice. The third secretary was allocated to all the other staff and he

stayed in the old roombut naturally had far nore space for his work.

When the extended office was opened there was obvi ously sonme settling
in problens, so the Manager was not surprised that some routine reports
were | ate. After sone weeks however, as the situation became worse
rat her than better, he asked the staff who were responsible to explain
the del ays. They all conplained that their secretaries were slow and

unco-operative and that their work had to be re-typed and was al ways

| at e.

At the sane tine the Producti on Supervi sor asked the Manager if he
could find a new secretary. He said that the present one had recently
beconme | azy and inefficient, so that work was suffering. The Manager
had noticed that his own typing was not being done as well as before.

He was particul arly di sappoi nted because he had obtai ned a new type-
witer for his secretary shortly after the new extension was opened,

and had expected a great inprovenent.



Assi gnoent

Anal yse and di scuss the three cases and explain why there was an unex-
pected drop in productivity foll owi ng the changes in each case and
suggest ways in which the groups nmay have contributed to inproved pro-
ductivity.



objectives

topic

2.1 Organisational Objectives
2.8 Individual Objectives
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SESSION 2.1
ORGANI SAT| ONAI  CBIFCTI VES
(hjective: To enable trainees to determi ne appropriate objectives
for their societies.
Tine: One hour.
Cessi wide
1) Ask trainees what they need before setting out on a journey. They

2)

may nention a neans of transport and a nmap or know edge of the
route. Remind themthat first of all they need to know where they

are going; that is, their objective.

Ask which of the following is likely to be a better objective for

t he purpose of planning and carrying out a journey:
"To travel towards the East."
"To travel for three days."
"To go to Z Province."

"To reach- X Ofice in Y Town by 3 o' clock on the afternoon of

Wednesday, Novenber 21st."

Clearly, only the last objective is sufficient. The others are too

vague. A good objective is:
Specific
Quantifiable
Measur abl e

Real i stic

Ask trainees to state their objectives in attending this course,
wi thout reference to any initial announcenent they may have re-

ceived. Suggestions may be:
To be exposed to nodern personnel nanagenent principles.

To |l earn about staff nanagenent.



Rem nd them of |ess often stated objectives such as:
To hel p them pass an exami nation in co-operative nmanagenent.
To spend a period in the city.
To earn the stipend in addition to their nornal salary.

- To take a rest fromtheir jobs.

Point out that these latter objectives at |east can be objectively
verified. They will know at the end of the course wi thout doubt
whet her or not they have been achi eved. How can anyone ascertain
whet her vague objectives of the first kind have been achi eved or

not? Ask trainees to suggest course objectives which
- relate to their actual jobs;

- can be objectively verified.

Trainees may find this difficult. Ask themto recall staff manage-
nment probl ens they experience, and to relate their course objec-

tives to the solution of these problens.

oj ectives mght be as foll ows:

- "To enable nme to reduce staff turnover fromthe present rate of

35%t o0 under 20% per year over the next 12 nmonths."

- "To enable nme to nmanage ny staff so that the society can handl e
a projected 50%increase in business next year w thout requiring

any extra | abour."

- "To enable ne to set up and nmintain a staff paynent system

whi ch m nimzes costs and maxi m zes staff satisfaction.”

Ask trainees to suggest objectives for their own co-operative so-
cieties. These will be in many forms, but may fall conveniently

into the follow ng two categories:

a) Objectives which relate either to the survival and growth of

the society, or which refer to nenber benefits, but which are

too vague as guides for specific action, such as:
- to serve nenbers and the country's interest;
- to contribute to national devel opnent;

- to remmin solvent;
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- to increase turnover.

b) Objectives which are specific and whose achi evenent can be

neasur ed, such as

to increase paynment to nmenbers by 10% during the current

year;

to market the sane anount of nenbers' produce as during the

previ ous season but at a price of at |east 15% hi gher;

to start a farmsupply service and by the end of the year to
have supplied at | east 50% of the menbers with a m ni num of

one bag of fertilizer each

Wite exanpl es of whatever types have been suggested on the chal k-
board/ OHP.  Ask trainees who only suggested general objectives

which relate to the survival and growm h of the society:

VWhat guarantee is there that their nenbers will benefit if the

obj ective is achieved

- \Wether the society exists as an end in itself, as a neans for
providing a job for them or with the aimof inproving nenbers

i ncones?

Ask trainees who suggested only general objectives referring to
nmenber benefits:

- \What gui dance the objective gives themas to what the society

shoul d actually do?

-  How they, nenbers or anyone el se can ever ascertain whether or

not the objective was achi eved?

I f trai nees have not suggested specific, neasurabl e objectives,
wite one or nore on the chal kboard/ OHP and ask trainees to coment

on them

Poi nt out that a society should have a long-termplan for all its
activities. Fromthis the manager nust determine as many short-term
objectives as are appropriate, and nust review and revi se them as

necessary.

Ask trainees to restate the objectives of their societies in the

suggested form
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SESSION 2.2
LNDI VI DUAI CBIFCTI VES

hjective To enabl e trainees, in consultation with the staff
affected, to break down the overall objectives of an
agricultural co-operative society into individual ob
jectives for staff at every level, and to ensure that
the objectives coincide as closely as possible with
t hese individual s’ personal objectives

Tine: Two hours.

Material Case study.

Session Qiide:

1)  Refer back to the previous sessions. Trainees shoul d have realised:

- The inmportance of specific measurabl e objectives.

- The need to integrate group and individual objectives so that

they contribute to organisational objectives

Distribute the case studies and allow trainees in groups or indivi-

dually up to thirty mnutes to conplete the assignnent.

Trai nees shoul d appreciate that in each case the probl em arose from
conflicting objectives. Nobody failed to work towards his objective
as it had been described to him but they did not add together to

achi eve the overall objective of the Society.

The objectives in each case were as foll ows:
a) Manager to mininize spoilage by delivering tea on schedul e.

Driver to reduce fuel consunption by 10%

b) Superintendent to store fertilizer effectively and econonically.

Cerk to mnimze tel ephone costs.



c) Manager to conplete the accounts on tine.

Accountant to inprove staff qualifications.

The problens could in each case have been avoided if the Driver,
the derk and the Accountant had been aware of how their objectives

fitted in with the total objective of the Society.

4 Draw the follow ng sinplified organisation chart on the chal k-
boar d/ CHP:
MEMBERS
COMMITTEE
MANAGER
TYPIST TRANSPORT MARKETING
SUPERINTENDENT SUPERINTENDENT
DRIVER MECHANIC STOREKEEPER CLERK WATCHMAN
Wite the followng obj ective bel ow the chart, explaining that this
is the Society's overall objective which has been |aid down by the
Conmittee for the follow ng year:
"At least to maintain existing surplus ratio in spite of an ex-
pected 15%increase in all costs, by collecting, storing and mar-
keting up to 20% nore nenbers' produce than | ast year w thout any
extra staff".
5) Divide trainees into two equal groups. Ask one group to |eave the

room Allocate anong the renmaining group the roles of the nanager
and the two superintendents fromthe chart. Each trainee should
wite clear, specific and measurabl e objectives for his inmediate
subordi nate staff menbers: the manager(s) for the two superintend-
ents and the typist, the transport superintendent(s) for the driver
and nmechanic, and the marketing superintendent (s) for the store-
keeper, the clerk and the watchman. They should wite this in two

copi es.
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Ask this group to | eave the room Bring the others in and allocate
them the subordinate staff naned in the chart. Ask the trainees, on
their own, to imagine that they are the nanmed staff nenber. They
should wite down, again in two copies, what mght be their per-
sonal objectives in the job and what they hope to achieve for them

sel ves?

Allow trainees up to fifteen mnutes to conplete this assignnent.
Check that they are doing this properly, and that the second group
in particular is witing down personal objectives such as good
earnings, job security, an easy life or whatever else they think

that such a person m ght want.

Col | ect one copy of each note fromthe trainees. Pair the trainees
together, so that the one who wrote each staff nmenbers' objective
fromthe Manager's or Superintendent's point of viewis paired with
the one who wote the sane man's objective froma personal point of

Vi ew.

Expl ai n that the Manager or Superintendent in each case w shes to
di scuss and agree to an objective for the year to come with the re-
spective staff menber. Allow trainees up to twenty mnutes, prefer-
ably in places where they cannot easily be overheard by one
anot her, and ensure that each pair produces a witten objective to
whi ch they both agree at the end of the period.

Reconvene the group, and ask a representative of each pair to read
out their agreed objective. Conpare this, in each case, with the
obj ectives they wote previously without the benefit of a joint

consul tation

The objectives will obviously differ according to trainees' assunp-

tions about the society and the personality of the respective staff
menbers. They will not necessarily be consistent with one another

since they are produced by different people w thout conparing

not es.

Di scuss the follow ng points:
- Are the final objectives clear and unanbi guous?

- Can the attainment of the objective be objectively verified?



Does the staff nmenber in question have the authority to take ac-
tion to achieve the objective, or may he be prevented by actions

of others within the society whom he cannot control ?

What changes have been made to the original objectives which
were witten by the Manager/ Superintendent, as a result of the
nmeeting with the affected staff nenber? Have the objectives been
forced on the staff, or have there been genui ne changes as a re-

sult of the consultation and can they reasonably be achieved?

9) If time allows, nodify the "best" objectives, so that they are nu-
tually consistent and "add up" to achieve the overall objective of
the co-operative, and at the sane tine the Manager's objective on

whi ch he has presumably agreed with the Committee.
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The Diligent Driver

The Manager of the A Society was furious. It was vital that nenbers’
tea should be delivered to the Union processing factory within four
hours of being picked. But now, for the third tinme this nonth, the So-
ciety's lorry had arrived after the factory had closed. It had left the
growi ng region with enough tine to reach the factory before cl osure.
The Manager went into the yard when the Driver returned and asked
whet her there had been an acci dent or a breakdown on the way. The
Driver said there had not, and the Manager repri manded hi m severely.
Finally the Driver succeeded in replying. He reni nded the Manager of
hi s recent nenorandum whi ch had stated: "All drivers nust inmprove fue
econony by at least 10% " This could only be achieved, the Driver said,
by coasting down every hill on the way to the tea-processing factory.

The journey took about thirty mnutes nore as a result of this.

The Careful derk

The Stores Superintendent of the B Agricultural Society could hardly
bel i eve his eyes. \Wen he returned fromlunch he found that ten tons of
fertilizer had been dunped on the ground outside the upper store. This
had happened al t hough he had specifically asked the Order Clerk to en-
sure that the supplier was warned to deliver it to the |ower store ten
kil ometers away. The lorry had gone by the tinme he found out what had
happened. The fertilizer was |ying outside because the store was full.
Rai n was threatening and there was no transport or | abour available to

nove it.

He stormed into the office and asked the Cerk to explain.

"I told himto deliver the fertilizer to the lower store, just as soon

as you told nme, five days ago in fact it was", he said.

"How is it that they ignored your instructions then?" asked the Super-

i nt endent .

"Well, you know that the nmil is very unreliable these days", replied

the d erk.

"What", shouted the Superintendent, "You didn't tel ephone then?"



"Ch no", said the derk, "The Manager said we are not to make any |ong
distance calls unless it is a matter of life and death. These were his

very words, because last quarter's bill was so high".

Ihe Accurate Accountant

The Manager of Society C was severely enbarrassed. H s accounts were
once again conpleted after the Registrar's deadline, in spite of re-

peated reninders. He asked the Accountant to explain this delay.

"I still have not succeeded in filling the vacancy for an Invoice

d erk", he said.

"What ", asked the Manager, "Didn't the other idiot |eave three nonths

ago? There are hundreds of school |eavers begging for jobs like that".

"Ch yes", answered the Accountant, "But don't you renenber you said at
the time that our over-riding objective nust be to upgrade the quality
of the accounts staff, by recruiting people with accounts training and

practical experience. | haven't found anyone to fill the bill yet".

Assi gnoent

What went wong in each case? How coul d the probl em have been avoi ded?



the job

topic

3.1 Work Measurement
3.2 dJob Description
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SESSION 3.1
WORK  VEASURFNVENT

hjective: To enabl e trai nees to anal yse job content and to sel ect

appropriate techni ques for work neasuremnent.
Tine: One to two hours
Material : Handout 1 and 2 on "Boat Construction". About ten

sheets of approxi mately A4 size paper per trainee.
Session Qiide:
1)  Ask trainees to suggest reasons why it might be necessary to ana-

|l yse the content of jobs and to neasure how |l ong they take to com

plete. Attenpt to elicit the follow ng answers

If ajob is to be divided up anobng a nunber of people, it is ne-
cessary to analyse it in order to break it up into conponents

which will take approximately the sanme tine to conpl ete.

If people are to be hired or allocated to a job, it is necessary

to know how long it takes to conplete the job in order to know

how many peopl e are needed.

- If it is decided to attenpt to nmake a job easier and quicker to
conplete, it is necessary to break it down into individual nove-

ments in order to see which can be sinplified or elimnated

- |If production costs are to be estimated, it is necessary to know

the time needed to perform various operations invol ved.

If a sound incentive is to be established, it is necessary to

know the ti me needed by an average worker to performthe job.

Di vide trainees into syndi cates of between six and ei ght people and
nom nate half of each syndicate to be "managenent” and half to be
"wor kers". "Managenent" shoul d be given sufficient copies of Hand-
out 1 for themselves and for their workers, a copy of Handout 2 de-
scri bing the task and approxi mately one hundred sheets of scrap
paper about the sane size as this book is printed on. They should
al so be given a sanple of a conpleted "boat", prepared before the

sessi on.



The instructor should ensure that he is able to make the boats and
shoul d prepare one in front of the whole group. Syndicates should
be allowed up to forty-five mnutes to conplete the task descri bed
in their handouts. Ensure that at |east one nmanager in each group

has a watch suitable for timng short operations.

Reconvene trainees. First ask representatives of nanagenent to say

how many people they will hire, and to explain how they reached
this conclusion. Ask themin particular to answer the follow ng

questi ons:

Did they give the workers Handout 1? What other information did
they give then?

- Didthey ask the workers to devise the best way of making the
boats? Did they work out a nethod in consultation with workers
or did they design a nmethod thensel ves and tell workers to use
it?

- \When the preferred method had been deci ded on, how did they cal-

culate howlong it would take to conplete the task? Did they try

t hensel ves or did they time the workers doing it?

- If a worker was tinmed, how did the nanagers allow for deliberate

attenpts to work slowy, or with initial enthusiasm producing a

faster than normal rate?

- Didthey time all workers or just a selection of then? If only a

sanmpl e of the workers were neasured, how were they chosen?

- How did they take Account of the "l earning curve", whereby

peopl e gained facility and speed in a job with practice?

- \What allowance did they nmake for rest periods or other periods

duri ng wor ki ng hours when workers m ght not be expected actually

to be working?

Ask the workers to comment on their role in the decision
Were they satisfied with the production rate set by managenent ?

- Didthey attenpt to distort their work pace in order to achieve

an easier target production rate?

- How did they viewtheir involvenent, if any, in the rates-set-

ting exercise?



5)

6)

Sheet 2

Ask all trainees whet her anyone has ever attempted to neasure the
time taken for any tasks in their societies, as a basis for staff-
i ng deci sions or for neasuring performance. |f any have, ask them
to describe the task and the results. If, as is nore likely, there
has been no such attenpt at work neasurenent, ask trainees to
suggest jobs in their societies where it mght be appropriate to
attenpt to neasure the ideal rate of production. Suggestions may

i ncl ude:

- Any sort of packagi ng operation

- Typing letters, or reproduci ng and enclosing circul ars.
- Posting nenbers' accounts.

- Loadi ng or unl oadi ng vehicl es.

- Routine cleaning or sweeping jobs.

Ask trai nees whether they are confident that all these types of
jobs are in fact carried out at the nonent in the nbst econom ca

way. Can existing nethods be inproved by exam ning each step criti-
cally with a viewto elimnate, conbine, rearrange or sinplify
t hen? What potential is there for inproved productivity and reduced

costs? Ask the trainees to answer the foll ow ng questions:

- Is every part of the job with all its details, as it is carried

out now, necessary?

- Is the job assigned to the npst suitable person in the society?

Can any changes in the existing assignnent of jobs be nmade to

i nprove this perfornmance?

- Is the job carried out at the nost suitable place? Can any
changes in the | ocation or | ayout of the working site inprove

t he perfornmance?

- Can any changes in the timng or sequence of operations inprove

the results?

Ensure that as nmny trai nees as possible identify at | east one task
in their society which they believe would benefit from anal ysis and
neasurenent. Discuss this with the renai nder of the group and

elicit suggestions on the follow ng points:



How shoul d workers be involved in any task neasurenent?
How shoul d the task be anal ysed?

How shoul d the production rate be tinmed?
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The follow ng instructions show the nine stages of making a paper boat

out of an A 4 or simlar size sheet of paper.

1) Fold the paper in two across the middle.

YA

2) Fold the two, top corners over to neet each other, and

3) Fold the flaps at the bottom up on each side of the triangle.




You shoul d get this shape now.

4) Fold the four corner pieces in over the sides of the triangle.
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5) Insert your finger or thumb into the interior of the triangle and

pull the sides out to make a square; snobothen it flat.

6) Fol d the ends of the square over the two sides to nake a small er

triangle.

7)  Repeat operation "5)" to nmake this triangle into a new small er

squar e




8) Pull the ends out to produce the "hull" of the boat with the "sail"

standing up in the mddle.

9) Insert your finger or thunb under the sail in order to open the

base so that the boat will stand on a flat surface.
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You are a Manager in a Co-operative Society. In your syndicate you have
sone fell ow managers and an approxi mately equal number of workers. The
Co-operative has to performa certain processing operation which is de-
scri bed in Handout 1. The Soci ety nust produce 20,000 a week of these
"boat s" and nmnagement nust deci de how many staff to recruit in order
to achieve this quantity. You may use the "sanple" workers in your syn-
dicate in any way you wi sh to hel p you nmake your decision. They are
typical in intelligence, ability and attitude of the type of worker the
Society is likely to be able to recruit for the jobs. You should ap-

proach the task in two stages:

1) Deci de on the best possible way to do the job. It may be done in
any way so long as the finished product is up to the standard of

the "nodel" given to your syndicate by the Instructor.

2) Deci de how many workers will be necessary to achi eve, on a | ong-

term basis, the production rate of 20,000 per week.
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SESSION 3 2
JOB DESCRI PTI ONS
(hjective: To enable trainees to identify the reasons why job de-
scriptions are necessary, and to draft appropriate de-
scriptions for their own and other jobs in their so-
cieties.
Tine. Two to three hours.
Material : Sanpl e job description.
: . i d
1) Refer to the previous session. Ask trainees to describe the job of

a worker enployed to assenble the "boats" so that the worker would
know what was expected of him It should be clear that such a job
description would not be very difficult to wite since only a

sinple task is involved

Ask trainees how many jobs in a co-operative are in fact as sinple
and repetitive as making these "boats". |In npst societies even the
| onest grade jobs are very varied and | ess easy to describe than
this task.

Ask trai nees whether they have witten job descriptions in their

soci eties. Ask those who have not:

- How workers' performance is judged?

- How workers know what to do when they are not being directly

supervi sed?
- How questions of demarcation or "who does what" are settled?
- How new entrants are inforned about their responsibilities?

- How supervisors can ensure that all the tasks which they wish to

del egate to others are in fact covered?

Trai nees may object that many hol ders of | ow grade positions cannot

read or wite. Point out that a witten job description is never-



thel ess essential for briefing themand for ensuring that every job

that has to be done is allocated to sonebody.

3) Ask any trainees whose co-operative societies have witten job de-
scriptions to describe howthey are used. It may be that in sone
cases they were prepared at sonme tine but are not used and have
therefore been all owed to becone out of date and incorrect. Find
out if this has happened in any trainee's society, and discuss
why. Job descriptions |like nany other nmanagenent techni ques are of
no value unless they are used. It is inportant for trainees to
understand not only howto wite but also howto use job descrip-
tions.

4) Distribute copies of the Handout and go through it with trainees.

Stress the foll ow ng points:
The job description consists of six parts:
1) The job title.

2) The position or person to whom the job holder is respon-
si bl e.

3) The people and things for which the job holder is respon-
si bl e.

4) The purpose of the job.

5)  The duties, or what the job holder actually has to do.

6) The neasure of performance by which the job holder will be
j udged.
- The job description includes a "catch-all" phrase to cover any

speci al or unusual tasks which may be given to the job hol der

fromtine to tine.

- The job description is hrief but clear. It is not a | egal docu-

ment but a working tool.

5 Ask trainees to comment on the job description
- Is it simlar to those used by their societies?

- If not used, would it be possible for trainees to prepare such a

descri ption?
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Ask trainees who have job descriptions in their societies:
VWho prepared then?

How wer e they prepared?

They may refer to consultants or managenent. Ask whether or not the

existing job holders were involved in the process.

Stress that they should be, in that they know nore about what the

job actually involves than anyone el se

Ask trainees who do not have witten job descriptions for their own
jobs, to prepare such descriptions. Tell themto follow the struc-
ture of the exanple given in the Handout, with any nodifications

t hat may have been agreed on by the group during the subsequent

di scussi on.

Any trainees who already have job descriptions for their own jobs
shoul d be allocated as "consultants" to those who do not, to assist

with the witing task.

Allow up to thirty mnutes for this. If possible there should at
this stage be an interval to allowtime for a selection of the com
pl eted descriptions to be typed and reproduced for distribution to
the other trainees. Ask trainees whose work has been distributed to
go through the description with the whol e group, assisted by their

"consultant(s)", if any. They shoul d:

- Explain any parts that are not clear.
- Describe ways in which they solved any difficulties.

- React to suggestions by showi ng why they are unacceptable or by

amendi ng the job description accordingly.

- Describe in detail any points where they found difficulties be-
cause the actual job was not clear since reponsibilities and du-

ties require clarification

I f copies cannot be distributed, the selected trai nees should be
those with the shortest job descriptions, which should be summar-

ised and witten on the chal kboar d/ OHP
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Ask trai nees who have conpl eted job descriptions to say how t hey
will use themon their return to their societies. They should be in

a position to:

-  Show their supervisors, President, Comrmittee Menbers and others
t he docunent, and obtain confirmation of its content and agree-
ment to introduci ng such descriptions both for their own pos-

itions and those of other staff in the Society.

- Use the job description as an exanple to coll eagues in order to

encourage themto produce their own job descriptions.

Use the job description as the first step in preparing job de-

scriptions for all their subordinate staff, in consultation with
t hem
The task of preparing the job descriptions will in itself be val u-
able in that it will alnost certainly focus attenti on on areas of

overl apping or omtted reponsibility which can be corrected.

The conpl et ed descriptions may al so be used:
As a basis for the annual appraisal interview (see Topic 10).
- For briefing new recruits.

When re-defining responsibilities and re-organising for new

si tuati ons.

For reference in the event of disagreenent or dispute.
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I I o

War ehouse Manager of the Agrarian Co-operative Society.

To nanage the Society's Warehouse.

The Secretary of the Society.

The War ehouse staff, the building, the equipnment, the

stock and the accounting docunents.

To manage t he Warehouse and to take particul ar responsi -

bility for:
- Ensuring that all stock records are kept up to date.

- Recruiting, training, notivating and if necessary dis-

m ssing staff.
- Ensuring that the Warehouse is clean at all tinmes.
- The security of the Warehouse.
- Ensuring that stocks are at the appropriate |evel.
- Ensuring that all price information is up to date.
- Reporting any irregularities to the Secretary.

- Inspecting all goods received and dealing with any qua-

lity probl ens.

- Stock-taking at regular intervals as determ ned by the

Audi t ors.

- Co-operating in arrangenents for the recei pt and di s-
patch of vehicles in accordance with the needs of sup-
pliers, nenbers and custoners and the econoni cal oper-

ation of the Warehouse.

To ensure that the staff are honest and that their norale

i's encouraged.

To perform such other duties as may fromtime to tine be

required by the Secretary of the Society.



The appearance and general neatness of the Warehouse.
The state and accuracy of Warehouse records.
The turnover of Warehouse staff.

The costs of operating the Warehouse in relation to

st ock novenents
The nunber of unful filled orders.
The stock level in relation to turnover.

The percentage of | eakage determ ned at stock-taking.



topic

selection
and recruitment

4.1 Who To Look For

4.2 Attracting Applications
4.3 Short Listing

4.4 Interviewing




Sheet 1
SESSION 4. 1
VHO TO | OOK FOR
hjective: To enabl e trainees to prepare suitable specifications
for enployees as a basis for effective recruitnment and
sel ection.
Tine: One to two hours.

Session Qiide:

2)

3)

Ask trainees to wite down at random as many thi ngs as possible
that they would | ook for when recruiting and selecting a store-

keeper.

VWhil e trai nees are thus occupi ed, divide the chal kboard/ OHP into
five sections. Head these sections A, B, C, D and E wi thout further

expl anati on.

After about fifteen mnutes ask trainees to call out itens they

have witten, one at a tine. Wthout explaining why, wite each one

down in the respective section as follows:

A - Physical Attributes (e.g. "Living within ten mrutes' wal k of

the society" or "strong enough to Iift 50 kil ogram sacks".)
B - Paper Qualifications (e.g Passed Standard 7 at |east.)

C - Wirk Experience (e.g. At |least one year's work in sonme pos-

ition in store.)

D - Specific Skills (e.g. Able to set up and run a sinple bin

card system)

E - Attitudes (e.g. Honest and hard-working.)

When you have arranged the itens under each category A to E, ask
themto rank the conpl eted categories in order of inportance. At-

tenpt to show that paper qualifications are |l ess inportant than at-
ti tude and experience, and that specific skills can probably be
taught if they are | acking. An ideal ranking m ght be A E, C, D,

B.



Divide trainees into an even nunber of syndicates. There shoul d be
between three and five people in each. Ask one pair of syndicates,
i ndependently of each other, to draw up a specification for a
wat chman, under the five headings and setting priorities as above.
A further pair should do the sane for an accountant and another for
a secretary. If there are further pairs of syndicates after this,

all ocate themthe sane or other simlar co-operative society jobs.

Allow up to thirty mnutes for this. Reconvene the group and ask a
syndicate to wite down their suggestions and specifications for a
wat chman on t he chal kboard/ OHP. Ask the other syndicate fromthat
pair to state where they differed. Ask the rest of the group to
comment on their differences and attenpt to produce a generally
agreed upon specification for the watchman's position. Carry out
t he sane procedure for the accountant and the secretary and for
what ever ot her positions which may have been covered. Ensure that
at | east one trainee records the finally agreed upon specifications

and priorities.

Ask trai nees to suggest how they woul d ascertai n whether a given

candi date conforned to the specifications of each of the five
types:

Physical Atftributes: Questions and observation, possibly confirmed

by medi cal check.

Paper Qualifications: Checking certificates.
Whrk Fxperience: Questions, checked by reference.

Specific Skills: Questions, references and brief tests.

Attitudes Ref erences, interview and "intuition"
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SESSION 4. 2

ATTRACTI NG APPI | CATI ONS
hjective: To enabl e trainees to design and inpl enent appropriate

met hods of attracting suitable applicants for a job.

Tine: One to two hours.
Material : St or ekeeper' s Job Specification.
: . ide
1) Ask trainees whether there is any shortage of applicants for nost

jobs in co-operative societies. They will probably answer that

there are not

Ask trai nees whether all or even npbst co-operative societies are

efficiently staffed at all levels. They will probably answer that

they are not.

Ask trai nees why these two situations can exist at the sane tine.

There are mapy applicants but not enough of the necessary quality.

Ask trainees whether all co-operative societies are equally effec-

tive. They will answer that sone are better than others.

This clearly inplies that sone societies have been able to obtain
better staff than others. After conpleting the job specification
such as is described in the previous session, the next task is to
attract the best applications for the position, so that the society

wi |l be able to choose the npbst suitabl e person

Ask trainees to suggest possible ways of attracting applicants for
a position in a co-operative society. They should nention the fol-

| owi ng:

- A notice within the society, for existing enployees interested

in transfer or pronotion.

- Announcenents in the press.



4)

Inquiries with other societies.

- Word of nouth advice to suitable applicants or people who may

know such applicants.

Notice within a co-operative college, institute of managenent or

M ni stry of Co-operatives.

Announcenents to nembers, for informati on and possible appli-

cations fromthem or people known to them

Ask trainees whether the objective of a publicity canpaign to ad-
vertise a vacancy should be to attract as many applicants as poss-

ible. Stress that this is not the objective. The canpai gn shoul d

produce a reasonabl e nunber of applicants, of the right gualjty.

Ask trainees to suggest what information should be included in an

adverti senent or notice about a vacancy in a co-operative society.

They shoul d nenti on:
The nane and | ocation of the society.
- The job title.
- A brief description of the tasks to be perforned.
- The starting date.

- A statenent of any prerequisites such as prior experience or

paper qualifications

The sal ary range and any significant fringe benefits such as

housi ng.
The name and address to which applications should be sent.

The final date by which applications nust be received.

Ask trai nees why nore suitable applicants reply to sone job an-

nouncerents but not to others.
- The announcenents are clearly and prom nently displ ayed

- They appear in journals or places which are regularly seen by

the right type of potential candidates.
- The necessary information is given.

- The Society itself, and the nedi umthrough which the information

is received, have good reputations.
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Refer back to the job specification produced during the previous
session for the storekeeper. Ensure that all trainees have a copy
of this specification (if necessary, use the specification provided
at the end of this session). Divide theminto syndicates and al |l ow
up to forty-five mnutes to deci de what nedi um should be used to
publicise the position and to design the actual advertisenment or
poster, assum ng that an advertisenent would be ten centineters by
eight centineters and a poster would be A 4 size, as is the paper

on which this book is printed.

Reconvene the group. Ask each syndicate briefly to list the nedia,
to pin the poster (if any) on the chal kboard and to hand round
their press advertisenent (if any) for conparison with other syndi-
cates. |f possible adapt the size of advertisenent to fit | ocal
newspaper colum wi dths and ask trainees to stick their advertise-
ment | ayout on to a copy of the |ocal newspaper, to give an im

pression of how it would appear.

Syndi cate answers will differ, but a suggestion is as follows:
Poster on Al pha Co-operative Society notice board

- Advertisement in a newspaper read regularly by people of the in-

come group ained at.

Word of mouth publicity to Conmittee Menmbers and ot her influen-
tial people, together with subtle inplied encouragenent to any
exi sting enpl oyees who appear to be qualified but may not apply

on their own.



Sample poster:

VACANCY

ALPHA GCO-OPERATIVE
SOCIETY

Requires as soon as possible a

OTOREKEEPER

Duties: To manage the Farm Supply and Members' Produce Store,

to control two staff members and to maintain necessary

records.

Qualifications: At least Standard VII or equivalent familiarity with

calculations and documents, with preferably two years

or more experience in a general store at any level.

Salary: In the range of $80 to $120 per month, plus medical

and superannuation benefits.

APPLICATIONS IN THE APPLICANT'S OWN HANDWRITING MUST REACH:

THE SECRETARY

ALPHA CO-OPERATIVE SOCIETY
P.O.BOY 3

ALPHAVILLE

BY 30th NOVEMBER AT THE LATEST
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Sample Advertisement

The Alpha Co-operative Society requires a
STOREKEEPER

to manage Supply and Produce Store, supervise
two staff wembers and to waintain records.

Standard VII or equivalent fawmiliarity with
calculations .and documents, plus if possible
at least 2 years experience at any level in a
general store,

Salary: Range $80 to $120 per wonth plus
benefits.

Applications in applicant's own handwriting
must reach The Secretary, Alpha Co-operative
Society, P.0O. Box 9, Alphaville by 30th
Novewber 1986 at latest.

8) Stress:

- Such a poster does not require anythi ng except a typewiter and
a pen and ruler. A Society is judged by the appearance of such
notices, not only by prospective job applicants but by nenbers,

enpl oyees, suppliers, Governnent and custoners.

- Newspaper staff may offer to "lay out" advertisements for the
client. They should be guided as to what is inportant (the So-
ciety's nane, the job title, the application date) so that it is

dul y enphasi zed.

- Posters and advertisenents are |l ess effective if they contain
too much i nformati on. Ask trainees to exani ne adverti senents of
vacancies in a local newspaper and to state which ones stand out
and which ones do not. It will not necessarily be the biggest,

but those with the clearest |ayout and nbst space between words.

9) If sonme trainees are likely to be hiring nmanagerial, accounting or
other staff, repeat the exercise with other positions for which job

speci fications produced in the previous session would be suitable.
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Storekeeper's Job Specification

Al pha Co-operative Society, P.O Box 9, Alphaville requires a Store-
keeper to supervise the Farm Supply and Menbers' Produce Store, as-
sisted by two | abourers. He nust be able to start as soon as possible.
The salary will depend on qualifications and experience but will be in
the range of $80 to $120 per nonth, together wi th normal superannuation

and nedi cal benefits. Job specification is as foll ows:

Physical Attributes: Fit, one netre seventy centinetres nininum
hei ght, no disabilities affecting capacity to

lift and carry heavy objects.

Paper Qualifications: None required, but mninmm Standard VII pre-

ferred.

Work FExperience Preferably two or nore years experience at any

Il evel in a general store, co-operative or other-

W se.

Specific Skills Fam liarity with nunbers and docunents, able to
mai ntain bin cards and standard stock | edger

systens. Able to allocate and notivate staff.

Attitudes: Tot al honesty, w llingness to share physical
work wi th subordi nat es when necessary, flexible
and readi ness to work excess hours and to re-
spond to urgent needs for special order goods

and so on.
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SESSION 4.3
SHORT 1| STI NG
C(hjective: To enable trainees to produce a short |ist of candi-
dates froma nunber of initial applicants.
Tine: One to two hours.
Material . Sanpl e Replies

Session Qiide:

Rem nd trainees that advertising for applicants is only the first,
and perhaps the easiest, stage of recruitnent. A good adverti sing
canpai gn, which need never use paid announcenents at all, will pro-
duce far nore applications than can econom cally be intervi ewed.
How can the potentially good ones be distinguished fromthe others

on the basis of the applicants' letters only?

Divide trainees into syndicates. Ensure that each has a copy of the
poster and advertisement produced during the previous session. Gve
each syndicate a set of the application letters which should if
possi bl e be nodified to suit local conditions. Allow syndicates up

to forty-five mnutes to conplete the assignnment.

Reconvene the group and ask each syndicate to wite its ratings on
t he chal kboard. Di scuss any significant differences and ask trai-
nees what information, in addition to its specific content, an ap-

plication letter can give about an applicant.
- His ability to be neat.
- His seriousness in applying
Hs ability to follow instructions.
- His literacy.

- His ability to present hinself in an organi sed way.

VWi ch of these are inportant for the Storekeeper's job as described

in the specification produced in the previous session?
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Stress that applications fromworkers in the co-operative shoul d

receive special treatnent

- They should be included in the short list for interviewif at

al |l possible.

- They should usually be preferred for final selection, even if

out si de candi dates appear marginally preferable on interview

Ask trainees why this may be so:

They are known in the society, and any hidden "vices" are nore

likely to have been reveal ed
They t hensel ves know the peopl e and procedures of the society.

Pronotion frominside encourages other staff to stay and to at-

tenpt to advance thenselves within the society.

Ask trainees when outside applicants may be preferred:
When there is a need for "fresh blood" to bring new ideas.

When the existing systemis seriously corrupt or inefficient and
existing staff is apparently conniving, or at best, unable to

break out of the situation.

It is difficult but inmportant to discuss openly the problem of
pressure fromsenior officials or relations to favour particul ar
candi dat es. Resistance to such pressure often | eads to a nanager

| osing his job. How should the problembe dealt wth?

. Objective witten tests should be used if applicants appear to
enjoy "illegitimate" support. It is nmore difficult to over-ride

a score in a test of this sort.

- Candidates of this sort should if possible be invited for inter-

Vi ew.

If at all possible supporters should be on the interview panel
so that their support for clearly unsuitable candidates is

brought into the open

- If such a candidate has to be appointed, the danage shoul d be
m ni m sed by renoving sone aspects of the job and by subtle

attenpts to encourage himto | eave.
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Ask trainees to recount experiences with this sort of a problem
The very act of sharing such problenms in the open, even if no sol u-

tions are imediately evident, will at least help trainees to
realise that they are not alone in suffering difficulties of this
ki nd.

6) A possible order for the sanple application list is as follows, but

it is inportant to allow trainees to come to their own concl usions.

E, F and G shoul d be intervi ewed.

Rereai ning order, 4 = C, 5=H 6 =D, 7 =Band 8 = A

If either of the two "supported" candi dates nust be interviewed,

he shoul d be replaced by Gor F, in that order of preference.



Sheet 3

Short listing the Storekeeper

The Al pha Co-operative Society advertised for a Storekeeper to repl ace
the present hol der of the job who had taken a position with a | arge
private sector conpany. Eight applications were received. It was not
yet deci ded how many candi dates the Interview ng Board woul d be able to
see. They would certainly have tinme for three. The Secretary was asked
to make a short list of three, in no particular order, and to rank the
remai ning five so that if further applicants could be interviewed the

I nterviewing Board woul d know which to call next.
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c/ o Cheruget School,
P. O Box 14,
Cher uget .
Dear Sir,
Wth reference to your advertisement in The Centreville Tines

I should like to apply for the position of Storekeeper with your

or gani sati on.

I conpleted Form 1l in 1977 and have since then been enployed as a

Clerk in the Mnistry of Health.
I look forward to your favourable reply.

Yours faithfully,

MALCOLM
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Li .
| NTERNAL MEMO
ALPHA CO OPERATI VE SCOCI ETY
TO The Secretary FROVM The President

I believe that nmy nephew Ni xon is applying for the Storekeeper's pos-
ition in our Society. | know he is well qualified and | am sure you

will give himevery consideration; it is nice to have a fanily feeling

in a Society such as ours.
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Sheet 1
SESSION 4 4
LNTERVI FW NG
hiective: To enable trainees to interview job applicants effec-
tively
Iine: Two to three hours.
Material : Rol e play briefs, application letters and job specifi-
cation from previ ous sessi on.
E . i de
1) Expl ain that when a job is advertised a | arge nunber of applicants

are nost likely to apply. But only one can get the job and the rest

have to be sorted out. This is nostly done by intervi ew ng.

To be effective as an interviewer one has to know the job require-
nments. It is advisable to wite down questions in advance and al so

to design and use a scale to rate responses.

Sel ect six articulate trainees soneti ne before the session, three
to play the role of the Interviewing Conmittee and three to be the
Job Applicants. G ve themthe role play briefs well in advance

These shoul d not be shown to one another. The trai nees noni nated as
Intervi ewers should have the Application Letters E, F and G from
t he previ ous session, and each of the Intervi ewees should have
hi s/ her respective application letter. Ask the six trainees to
"think thensel ves” into their roles and nom nate one of the
Intervi ewi ng Panel Menbers to be Chairman for each of the three
interviewi ng sessions. Warn themthat there will be a nmaxi nrum of

fifteen mnutes per interview and ask themto remain outside the
roomfor a few m nutes at the begi nning of the session. Prepare an
"Interviewing Roomi in full view of the rest of the class, with a

table with three chairs on one side and one on the other.

At the begi nning of the session rem nd trai nees, except the six

nom nat ed ones, about the Storekeeper's job for which a short i st
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was produced in the previous session. They are now to observe the

i ntervi ews taking place.

Copy gui deli nes bel ow and di stri bute anpng trai nees. Ask themto

eval uate the perfornance of the interviewers they are about to see.

- Did the interviewer appear famliar with the informati on con-

tained in the original application by each candi date?

- Did his questions appear to have a bearing on the subject or did

t hey appear irrel evant?
Did his own prejudices or feelings cone out strongly?

Did he appear faniliar with the details of the job for which he

was interview ng an applicant?

- Was he encouragi ng and cheerful and apparently attenpting to

hel p the candi date feel at ease and to show his best?

- Did he listen or talk (an interview should be at | east 80% oc-

cupi ed by the [nterviewee talking)?

- Did he probe the interviewee's points of weakness or ignorance

or did he encourage himto show what he could do?

- Did he appear interested in the applicant and anxi ous to help
himfind a position which was suitable for him whether it was

t he Storekeeper's job or not?

- Was the interview well controll ed and structured?

Call in the Interviewi ng Panel. Ask themto occupy the three chairs
and to call in the first candi date when they are ready. The order

shoul d be as they prefer.

Ensure that all trainees are quiet and that they do not disturb the
interview Allowup to fifteen minutes for each interview, and ask
the trainees to note down their coments as the interviews proceed

wi t hout sayi ng anyt hi ng.

When all the interviews have been conpl eted, ask the Panel to | eave
the room and to deci de whi ch candi date shoul d be chosen. Ask the
renmai ning trai nees to make the sane decision thenselves on their

own.
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Reconvene the group. Ask the Panel to say whom they chose, and
why, and invite trainees with different views to coment and dis-

cuss the rel ati ve advant ages of each candi date.

Ask the interviewees to coment on the Panel as they saw it from

the applicant's point of view
- Did they feel that they had a fair hearing?
- Did they have the opportunity to ask questions about the job?

- Didthey feel that the Panel put themat their ease so that

t hey gave of their best?

Did they feel that any disabilities which they m ght have

w shed to conceal were in fact brought into the open?

Did they feel that the interviewers cared about them as peopl e?

Ask the remaining trainees to comment on the Panel's perfornmance
on the basis outlined in item"4)" above. Summarise that |ist of

questions as a check-list for effective interview ng.

Expl ain that despite the universal use of interviewi ng for selec-
tion, very little information is available on its reliability and

validity as an effective tool of selection.
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Role Play Brief: Secretary, Alpha Co-operative Society

You, the President and the Vice-President of the Society are about to
interview the short-listed candi dates Khan, Candi and Ebert (Letters E

F and G for the Storekeeper's position in the Society. You are very
worri ed about the way the Store is nanaged at the nbment. The whol e
pl ace is very disorgani sed and untidy. Goods cannot be found, thefts
are common and undi scovered and the space is being very poorly used.

The St orekeeper who recently left had for sone tine not been paying

proper attention to his job

You want to find a person who appears to have a neat approach to every-
thing and who seens able to enforce his/her will on staff who may have
got into very bad habits. You prefer young people to "old stagers" and
you think that a little practical experience is worth nore than im

pressi ve paper qualifications.

Cut Here

Role Play Brief: President Al pha Co-operative Society

You, the Vice-President and the Secretary of the Society are about to
interview the three short-listed applicants, Khan, Candi and Ebert
(letters E, F and G for the Storekeeper's position in the Society. You
are a co-operative farner of the "old school". You know that the Sec-
retary is worried about the Stores, but they have al ways been the same
and you rather think that all that is needed is sonebody to keep things
as they are. You nistrust young people, wonen, private business and
Gover nnent, and anybody who has worked in the latter two types of or-
gani sation, and you believe that the co-operative novenent is the only
hope for your country. You hope that you can find a steady, honest,

practical man who is a firmco-operator at heart to appoint to the job.
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Role Play Brief: \ice-President Al pha Co-operative Society

You together with the Secretary and the President of the Al pha Society
are about to interview the three short |isted candidates for the Store-
keeper's job, Khan, Candi and Ebert (letters E, F and G. You are in a
great hurry, and you only agreed to be on the interview Panel or indeed
to be Vice-President of the Society at all, because of your politica

anbitions. You know very little about the Society and have never been
in the Stores, since you are not a very active farnmer and you do not

generally attend Conmmittee neetings. You hope that whoever is appointed
will think that he/she owes the appointnent to you and will therefore

join the ranks of your political supporters.

Role Play Brief: M. Khan

You are very nervous and anxi ous to get the job of Storekeeper with the
Al pha Society. You enjoyed your sinmlar job with the Beta Soci ety which
is a far snaller society in a nearby village. In four years with this
Soci ety you brought the Store to a high pitch of efficiency and you
only left because you stopped the Chairman's brother when he was trying
to steal sone goods. The Chairman insisted that you should be di sm ssed

and the Manager could not stand up for you.

You have sone idea that the Vice-President of the Al pha Society has
political connections with the Chairnman of the Beta Society but you are

not sure about this.
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Raole Play Brief: Ms. Candi

You are very keen to get the job as Storekeeper in the Al pha Society
because there are very few openings avail able for wonen and you have
four children to support on your own since your husband died. In your
famly retail store you were used to stacking heavy goods and to nmin-
taining a sinple stock record system and you were al so responsi ble for
ordering and paying for all goods. You are famliar with the Al pha So-
ciety's Store and you are sure that you could easily nake a trenendous
i nprovenent in its nanagenent by applying sone of the sinple ideas and

t echni ques you devel oped in your work at the famly retail shop

Role Play Brijef: M Ebert

You are quite sure that you deserve and that you will actually get the
St or ekeeper's job. You have been virtually acting chief storeman for
sonme tinme before the old storeman | eft, because he was often absent.
Since he left some two nonths ago you have officially occupi ed the pos-

ition of Acting Storekeeper.

You know that the Store is badly managed. You m strust systens and
witten records al though you know that sone are necessary. You prefer
to know where everything is and how nuch there is of it yourself. In
fact you have npbst of this information in your nmind at the nonment about
the Al pha Society's Stores. You believe that you can manage the Store
very well on this basis, and the other | abourer has told you he woul d

li ke you to get the job. You are confident that you wll.
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SESSION 5.1
STAEE | NFORMATI ON
(hjective: To enable trainees to ensure that staff are fully in-
formed of their rights and responsibilities on entry,
and that the necessary information about staff is re-
corded at all times
ime: Two and a hal f hours.
Material . Sanmpl e Co-operative Soci ety Enpl oyee Record Cards.
Session Quide:
1) Divide the trainees into two groups. Refer themto the Store-

keeper's position which was filled in Session 4.4. Ask the first
group (A) to imagine thenselves in the position of the newly re
cruited Storekeeper. They should list all the questions about the
terms and conditions of service which they think should be answered

before starting the job

Ask the other group (B) to inmagi ne thenselves to be the Manager of
the enpl oying Society. They should list all the infornmation which
they believe should be included in the ternms and conditions of ser

vice to be applied to the post. They should not concern thensel ves

with details; just list the itenms of information to be included.

Separate the two sub-groups and allow themfifteen mnutes to com
plete the task. The tine limt is inportant and should be strictly
mai nt ai ned. The objective is for each side to produce as conplete a
list as possible. Any unanswered question listed by Goup A w ns
them a point, and any piece of information listed by G oup B which
was not requested by Group A wins thema point. The wi nning group
is that which wins the nbst points. Stress at the start that the
Instructor's judgenent as to the reasonabl eness of itens and ques-
tions, and settlenment of disputes as to whether an answer fits a

question or not, is final.



Collect the lists at the end of the fifteen mi nutes period. Recon-
vene the Groups and ask a spokesman for Group A to read out their
first question. The spokesman for Group B should read out their re
ply if it has been covered. O herwise Goup A w ns the point. The
Instructor nust check that the spokesnmen do not wite in new
answers or questions. They must read verbatimfromtheir origina

lists.

Conti nue the process until both sides have exhausted their ques-
tions and answers. |f neither group has included any of the follow
ing itens, point out the om ssion after the "ganme" has been com

pl et ed.
Job title.
Wor ki ng hours.
Pl ace of work.
- Responsibility.
Wages.
- Wien and how wages are paid.
- Pension arrangenents
- Timng and basis of award of increnents.
- *Housi ng or housing all owance.
- Holidays.
- *Medi cal care or insurance provided
- Absence pernitted for sickness w thout doctor's notice.

- Absence permitted for sickness with doctor's notice before dis-

m ssal .

- Responsibility for unexplained |osses in the area for which he

is responsible.

Duration of any trial period.

Period of notice required before disnissal

Witten warning procedure required before disnissal
- Retirenent age.
- *Cl othing or uniformall owance

- *Eligibility for Society goods or services at reduced prices.



8)

9)

Sheet 2

Stress that only the starred itens are optional. |If they are not
included in the terns of service there is no reason for an enpl oyee

to claimthat he is entitled to them It nmay neverthel ess be
reasonable to point out to a new enpl oyee that such facilities are

not avail abl e.

Trainees may feel that the list is unnecessarily | ong. Show by
exanpl e how |l ack of information on any one of the itens can lead to

m sunder st andi ng and even to | egal action.

Ask trainees how the terns should be made known to a new enpl oyee,
who may not realise that he should have the i nformati on and may be

illiterate.

- The ternms should be witten in the |ocal |anguage, using sinple

wor ds and phrases.

- Whoever is dealing with the new recruit must explain the terns
and conditions very carefully to himor her. Since recruits may
be unwilling to admt that they are not good at reading, it is

i nportant to check that everyone understands what he has "read".

- The terns and conditions nust be signed (or marked) as under-

stood and accept ed.

Ask trai nees what sort of staff records are kept in their so-
cieties. Wiat information is retai ned about enpl oyees once they are

enpl oyed and regul arly brought up to date?

Trai nees nmay gi ve one or nore of the foll owi ng answers:

- Staff records (e.g. an enployee record card).
- Copy of the original application.

-  Copy of the appointnent letter.

- Medical certificate.

Copy of the education certificates.

Allow trainees on their own five mnutes to |ist what an empl oyee
record card should contain. Stress that excessive information can
cost nmoney to collect and retain. An enpl oyee record card should

only contain what is necessary.
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The main informati on whi ch should be recorded and retained is as

fol | ows:

- Nane.

- Age

- Marital status.

- Nane and contact address of next of kin to be notified in case

of acci dent.

Sal ary increases.
- Warnings.

Pronoti ons.

Dat e start ed.

Ask trainees Why each itemis inportant, to ensure that all under-

stand the reason for its inclusion.

Ask trainees who is responsible for keeping such a record. |In nost
soci eties the nmanager hinmself should keep a sinple card for each
enpl oyee, containing this information and regularly brought up to
date. Managers nay care to add additional information for the pur-

poses of annual perfomance appraisal and so on

Ask trainees to show or describe any forns they use in their so-
cieties for regular recording of details about staff. If they do
not have such cards, allow trainees up to ten mnutes on their own
to design a suitable [ayout to accommpdate the necessary infor-

mat i on.

Ask one or two trainees to reproduce their suggestions on the
chal kboard/ OHP. |f necessary, show the followi ng as a possible

exanpl e:
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CONF IDENTIAL

Employee Record Card

Name : Married/Single Children:

Date of Birth: Date Started:

Next of Kin:

Starting Pay:

Increments: Date: Amount:

Warnings: Date: Subject:

‘Starting Position:

Changes Date: Position:
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6.1 Why Are People Paid What They Are?
6.2 Payment By Time Or By Results ?
6.3 Equity And Earnings
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SESSION 6.1
VWHY ARF PFOPIF PAI D WHAT THEY ARF?
ojective: To enable trainees to identify the various influences
on salaries, and to assess their inpact on particul ar
sal ary |evels.
Time: One to two hours.
Session Qiide:
1) Select four or five levels of jobs in a typical co-operative so-

ciety. The choice will depend on the size and structure of |oca
soci eties, but they nmight be:

- Unskilled Labourer.
- Driver.

- Typist.

- Account ant.

- Manager.

Wite the list of jobs on the chal kboard/ CHP, in random order, not
according to seniority or wage level, and nmake up a table of the

followi ng form

Job Hardship |Shortage [Responsibility|Training|Authority

Typist

Labourer

Manager

Accountant

Driver
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Explain to trai nees that the headi ngs are shorthand expressions for
the follow ng statenents

Hardship This job is one which nost people would find the
har dest .

Shortage: This job is one for which very few people are qualified.

Responsi- The holder of this job can, if he or she does well,
bility: bring trenmendous benefit to the society, but if it is

done badly the job holder can destroy the society.

Iraining: This job is one which requires a great deal of formal

trai ni ng.

Authority  The holder of this job has the greatest authority and is

in charge of nmany peopl e.

Divide trainees into five syndicates. Allocate one of the five
colums or statements to each. Allow the syndicates up to fifteen
mnutes to rank the five jobs from1 to 5 according to the degree

to which they judge that the statement applies to each job.

If, for instance they believe that the Accountant's job would be
t he hardest, they should rank the Accountant "1" under Hardshi p,
followed by, that which they felt to be the second hardest down to
nunber "5" for the job which they felt would be the easiest.

Col l ect the syndicates' lists and then, and only then, ask each
syndi cate to decide how the five factors should be weighted in
terns of their inportance in deternining wage and sal ary | evel s.
Ask each syndicate to assume that they have ten "points" to allo-
cate between the five factors. |If they believe that each factor
shoul d have an equal weight, each should be given two points. If
they believe for instance that "Responsibility"” should not be con-
sidered at all, and that "Hardship" is twice as inportant as
"Aut hority", "Responsibility" should receive nil, "Hardship" 4 and
"Authority" 2 points.

Reconvene the group and wite each syndicate's job rankings on the
table. Opinions will differ but mnimze discussion in order to aim

at a generally agreed |list as soon as possible. This m ght be as

foll ows, for exanple:
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Job Hardship| Shortage|Responsibility|Training{Authority
Typist 5 4 4 2 4
Labourer 1 5 5 5 5
Manager 2 2 1 3 1
Accountant 4 1 2 1 2
Driver 3 3 3 4 3

Ask each syndicate to state how they allocated the ten points be-
tween the five factors. If there are inportant differences, average
out the five syndicates' conclusions by adding up their totals and
dividing by five. Apply these weightings to the rankings given for
each job, and total the resulting ranks in a new colum total on

the right hand side of the table.

Rank the jobs from1 to 5 according to the total of the weighted
factors. Add a further colum to the right hand side by asking
trainees to state the salary rankings of the five jobs. An exanple

of the conpleted table mght be as follows:

%)
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Job
Typist 5112 |12 2 8 | 39 41 3
Labourer 1 15 15 5 10 | 46 5 5
Manager 2 6 3 3 2 16 1 1
Accountant 4 3 6 1 4 18 2 2
Driver 3 9 9| 4 6 | 31 3 4
Weighting x1 | x3 | x3 |x1 | %2
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Explain that if trainees' views on the job rankings and wei ghtings
are really representative of the basis of salaries, the |ast two
columms should be the sane. Discuss any inconsistencies. Wiy for
i nstance, are typists in the above exanple paid nore than drivers
al t hough the wei ghted average ranking would give drivers nore than

typi sts?

Ask trai nees whether and why sone factors have been ignored, and

if so, why.

Di scuss the influence of Trade Union pressure, outdated or irrel-
evant Governnment sal ary scales. How can a co-operative society en-

deavour to correct inbalances of this sort?

Ask trainees whether there are too nmany or too few suitable appli-
cants for certain jobs. |Is this because wage | evels do not refl ect
supply and denmand so that certain jobs are overpaid while others

are underpai d? How can this be corrected by an individual society?

I1f wage levels are fixed by an outside authority such as the
Regi strar or Mnistry of Co-operatives, discuss how an individua

soci ety can change the total renunerati on package in order to re-
dress i nbal ances. How can a job be nade nore attractive, if the

salary level is lower than it should be?

- Legitimate fringe benefits such as housing or free or subsi-

di sed servi ces.

- Status enhancing factors such as titles, uniforns, reserved

par ki ng spaces.

- Good facilities such as offices and worki ng conditi ons.

Stress that npbst co-operative societies do not produce an adequate
surplus on their operations. |If sone salaries or fringe benefits
are to be increased, others nust be reduced to avoid increasing

total costs. Wi ch should these be? How can trai nees reduce the

costs associated with their ouwn enploynent
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SESSION 6.2
PAYNENT BY TIME OR BY RESUITS?
hjective: To enable trainees to appraise various paynent nethods
and to select the appropriate one for a given job.
Time: Two hours.
Material Si x packs of approximately 500 sheets of cheap paper or
wast e paper each. A small and unobtrusive mark shoul d
be put on the sheets to identify the 50's and 100's,
but not at exactly these points, i.e. at say 47, 103,
154, 207. The actual nunbers and marks should be care-
fully recorded.
Six small sums of nobney, equivalent to about 10 cents
each in local currency.
Handouts A and B
Session Qiide:
1)  Select six (or possibly four) trainees at random Ask themto re-

mai n outside.the classroomfor the first few mnutes, and give half
of them Handout A and the other half Handout B to read while they
are waiting. They should not talk to each other or share the con-

tents of their briefs in any way.

Ask the rest of the trainees to suggest how the wages of enployees
in their societies are determ ned. Once the | evel and grade of an
enpl oyee has been fixed, nost enpl oyees are paid according to how
long they work. Some by the nonth, sonme by the day and some by the

hour .

Ask trai nees how nost farners' earnings are determ ned. Although
prices, climte, disease and so on affect the return, how can they

thenselves influence their earnings? Are the results purely a func-
tion of the time they work?

Clearly, farmers' work nust be effective if it is to yield re-

sults. They are notivated not just to spend nore hours working, but



4)

to work hard and intelligently. Are there ways in which co-operat-

i ve enpl oyees can be paid according to results and not just by
time?

Tell trainees that they are about to witness an experinent. Six (or
four) trainees will performan identical task, counting sheets of

paper. They will be paid in two different ways:

A - Half will be paid according to the tine they spend on the job

regardl ess of results.

B - Half will be paid according to the quantity that they correctly

count in a certain tine.

Ask trainees to suggest how the behavi our of the "counters" will be

affected by the nethod of paynent. What woul d they expect in terns

of .
- Quantity (sheets counted).
- Accuracy (correct nunber given).

People paid by results are likely to count more, people paid by

tinme may count nore accurately.

Tr ai nees should not be told which trainees are paid on which basis,
but should attenpt to judge this by observing their behavi our and

their results.

Call in the absent trai nees. Each should be seated at a table
facing the class, with a heap of paper placed on the table in front
of him They should be placed in randomorder, and not in two sep

arate groups. At a given signal, they should start work. Allow them
five mnutes and then stop them Ask themto state how nany sheets
t hey have counted. Check the nunbers by reference to the conceal ed
mar ks previously put on the heaps of papers. Wite the results on
the chal kboard/ OHP and pay the "counters" according to their

briefs.

Conmpare the actual results with trai nees' expectations. Ask the
"counters" to describe how they felt about the job. Individual per-
sonalities, or the distortion caused by the unnatural situation

may lead to results other than those expected. Ask the "counters"
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how t hey woul d have behaved if the job had occupi ed ei ght hours a

day, five and a half days a week for twenty years.

Ask trainees to suggest how staff occupying the follow ng positions

in a co-operative society could be renunerated according to re-

sults:

- Labourer in Store (tonnage handl ed through the Store).

- Driver (ton/kilometres driven or fuel saved).

- Seed Packers (quantity accurately packed).

- Account ant (percentage of surplus earned by the Society).
-  Typist (percentage of surplus earned by the Society).

- Manager (percentage of surplus earned by the Society).

The above suggestions are not the only possible ones. Ask trainees
t o suggest possi bl e dangers of paynent by results by reference to

t hese exanpl es:

If, for reasons beyond the enpl oyee's control, the output falls

drastically, the enployee may receive too |l ow a wage for sur-

vi val .

If, for any reason beyond an enpl oyee's control, such as the in-
telligent use of new nachinery, the output rises, he nay receive

an excessively hi gh wage.
- The enployee may try to work too fast and quality may fall

The enpl oyee may work only for the result which is neasured.

Care of vehicles, services to nenbers etc. may suffer.

- Enmpl oyees may conpl ain and stop worki ng effectively when ot her
staff's failure, they believe, has prevented them from achi evi ng

the results they ained at.

Ask trai nees how sone of these dangers can be avoi ded:

- By paying only a bonus of 10% to 20% of salary on results, wth

the basic salary still depending on tine worked.

- By linking paynent of results to group rather than individua

out put, such as departnental or total society surplus.
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Ask trainees to suggest criteria by which jobs nay be judged in
order to decide whether they should be paid by results or not.

The out put nust be objectively and fairly easily neasurabl e.
The quality of the output nust be easily checked.

- The output nust be one that can be maxi m zed, with reason,

wi t hout damagi ng ot her aspects of the society's activities.

Ask trainees to suggest jobs in their societies which possibly

could be, or definitely could not be paid on results.

Coul d not - Auditor, Watchman.

Possi bly could - Manager, Driver, \Warehouse staff, Processing Fac-

tory staff.

Trai nees shoul d be encouraged to make specific suggestions which

they may inplement on their return to their jobs.
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Handout A
When you return to the classroomyou will be given an uncounted stack
of paper. You will be asked to count the sheets but there will not be

enough tinme to count themall since only five mnutes are avail abl e.

You will be paid 10 cents for doing this.

Handout B

When you return to the classroomyou will be given an uncounted stack
of paper. You will be asked to count the sheets, but there will not be
enough time to count themall since only five mnutes will be avail -

able. You will be paid one cent for every 50 sheets you accurately

count.



SESSION 6.3
EQU TY AND FARN NGS
hi e
earnings within and outside the co-operative sector,
i nequities.
Tine: One to two hours.
Session @Qiide

suggest ways in which they can contribute to reducing these

List the followi ng jobs, or local equivalents, on

Sheet 1

To enable trainees to identify gross inequities in people's

t he chal kboar d/ CHP

and ask trainees to suggest average earning levels for each

Developing|Industrialised
Job Country Country
Multiple Multiple
Permanent Secretary 120 Y 6 2/3 X
Managing Director of Large Corporation 150 Y 7 X
General Mangger of Large Co-operative
Union 100 Y 3 X
University Professor 50 Y 31/3 X
Manager of Primary Co-operative
Society 20 Y 21/2 X
Skilled Factory Worker 10 Y 2 1/3X
University Lecturer 30 Y 2 2/3X
Primary School Teacher 10 Y 2 X
Clerk in Co-operative Society 6Y 11/2X
Labourer in Co-operative Society 2y 11/3X
Unskilled Factory Worker 2Y 11/3 X
Landless Rural Worker Y X

and to




The actual figures are less inportant than the ratios, and the pro-
portion should be assessed as in the exanples given. The figures
gi ven under the devel oping country colum on the table are taken
froma real country but should not be used unless trai nees need the
gui dance. Wite the local nultipliers against the list of jobs as

in the table given.

Ask trainees what they presume to be the objective of national de-

vel opnent. They will answer in many different ways, but a common
feature Wl be increased wealth, prosperity, incomes or such
phrases.

Ask trainees to suggest what m ght be the equival ent earnings mul -
tiples for the same jobs perfornmed in an industrialised country,

such as the USA, the UK or Japan. Some nay believe that the absol -
ute levels are far higher. Tell themthat the salaries of a Perna-
nent Secretary, or a General Manager nay be up to two or three
tinmes higher in an industrialised country, when converted at of-
ficial exchange rates, but the cost of living is also higher. In
addition industrialised country senior officials often have | ess
opportunities for "extranural earnings" than those in devel oping

countri es.

Wite the list of industrialised country nultipliers on the second
colum, as shown under item"1)". Stress that the difference in ab-
solute levels is far less than the difference in relative pro-
portions. In the exanple shown the difference between | owest and

hi ghest paid for instance:
devel opi ng country 150 tinmes, industrialised country 7 times.

Stress that underdevel opnent can be as nuch a matter of inequity as

of absol ute poverty.

Ask trainees what can be done to inprove the situation in their own

country. Equity can be inproved in two ways:
By hol ding or reducing the earnings of the highest paid.

By increasing the earnings of the | owest paid.

Ask trainees how these objectives can be achieved.
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The hi gher earnings can be reduced by:
Hi gher rates of taxation.
Better enforcenent of taxation.
Sal ary restraint by the higher paid.
Control of fringe benefits paid to higher |evels.

Reduced subsidy for services used mainly by the higher paid such
as airlines, high class suburban infrastructure, university edu-

cati on.

Free exchange rates to nmake inports used mainly by rich people

nmor e expensi ve, or high taxation on such inported goods and ser-

vi ces.

I ncomes of the poorer people can be increased by:
- Higher prices for crops produced by rural farmers.
- Rural rather than urban devel opnent.

Taxes based on earnings rather than on the purchase of commop-

dities.

WAge i ncreases skewed to benefit the | ess paid.

Ask trainees how their co-operative societies can contribute to

some reduction in the national inequity.

- By paying | ower paid enployees by results, so that they share

the benefits of inproved productivity.

- By general efficiency to i nprove benefits to menbers who are

usual |y anbng the | ower earners.

- By maki ng nenbership control and services genuinely pronoted and

desi gned to serve everyone, and not just the wealthier farmers.

Ask trai nees who are the | owest earning people in the regi on of
their society. Some may refer to wage earners or small farners, but

in nost rural areas the | andl ess unenpl oyed are the worst off.

How can a co-operative manager or his society help those who are
nost in need of help, but are not even qualified to be menmbers be-

cause they do not farmon their own | and?
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Managers can hel p the unenpl oyed:

By adopting appropriate technology in their society (e.g. an ex-

tra man rather than a forklift truck).

By using the services of the "informal sector” for personal and

soci ety purchases (e.g. local transport, nmnor repairs and snall

pur chases).

By encour agi ng high productivity (through intelligent appli-
cation of effort rather than inappropriate nechani sati on) and by

sharing the benefits through paynent by results.



topic

otivation

7.1 Why People Act As They Do
7.2 Motivation And Participation
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SESSION 7.1
WHY PECPIE ACT AS THEY DO
hjective: To enable trainees to identify why peopl e behave as
they do, and to notivate their staff as effectively as
possi bl e.
Tine: One to two hours.
Material . Case study "The Assenbly Experinent".
Session Giide:
1) Explain that when people join an organisation they do so to satisfy

sone of their needs. These needs can be either primary/basic needs
like food, water etc. or secondary/ social needs |like recognition

egosati sfaction, self-realisation etc.

Mbtivation results when both primry and secondary needs of an in-
di vidual are net. The hi gher the degree of need satisfaction, the

stronger the notivation.

Di vide trainees into syndicates. Distribute the handout and all ow

themup to twenty minutes to conpl ete the exercise.

Reconvene t he group. Unl ess soneone has heard of the Hawt horne Ex-
periment, it is wunlikely that anyone will give the "correct"
answer. The easy study draws on a number of experinments, but in
every case the productivity shows a steady increase whatever the

physi cal conditions. Typical figures are as foll ows:

Veek 1 Week 2 Week 3 Veek 4 Week 5 Veek 6 Week 7
+ 5% + 10% + 15% +172% + 20% + 22% + 23%

Thi s should be revealed to trainees in the nost dramati c way poss-
ible, to enphasi ze the point. Ask each group first to give their
answers, and build up the suspense before revealing what actually

happened. Do not at this tine attenpt to explain it.



4)

6)

Ask trainees to return to their syndicates and allow themup to
twenty mnutes to attenpt to explain what happened. C rcul ate anpong
t he syndi cat es. If necessary give them sone "hints" by asking them
to identify how the working situati on had changed apart fromthe
artificially induced changes in the tenperature and so on. Suggest
that they draw a plan of the workplace, and | ead themto appreciate
that the group was segregated and thus aware of itself as a group

and that they were the focus of attention.

Reconvene the group and ask syndi cate spokesnen for their expla-

nations. It should by then only be necessary to confirm

The workers becane a small group which could communi cate and
formits own social system whereas the vast inpersonal crowd in
the assenbly hall prevented small groups of workers from forn ng

in this way.

- The continuous attention paid to the group and its production by

managenent nade them feel inmportant and this encouraged themto

do their best.

Ask trainees to wite down brief descriptions of tines when they

personal l y:
- Felt happy in their work and were highly productive.

- Felt discouraged and put in less effort as a result.

Ask sel ected trainees to describe the contrasting situations they
have witten down. It is unlikely that the positive conduct will be
the result of high pay or nere physical confort, or that the
periods of |lower effort will be the result of | ow pay or physica

di sconfort.

Expl ain that the factors that nmake people happy are called satis-
fiers and include recognition, responsibility, autonony, sense of
achi evenent, personal growh etc. Factors that make peopl e unhappy

or dissatisfied are called dissatisfiers and include job insecur-

ity, poor salary, bad working conditions etc.

Suggest that nobst people who have a job are able to satisfy their
basi ¢ physical needs. To maxinize their productivity they al so need

to feel:
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- part of a supportive group;

- that they are contributing to sonething inportant;

- that they are stretching their physical and intellectual abili-
ty to the full

Confirmthis by reference to trai nees' experiences.

Ask trainees to suggest features of a working environnent which
woul d be likely to satisfy these "non-physical needs". Attenpt to

elicit the follow ng points which should be sunmarised and |isted
on t he chal kboar d/ OHP

VWor kers shoul d be physically | ocated so that they nake up a
smal | group, wth whomthey can easily comunicate and co - gper-

ate in the conpletion of their task

The results of effort should be known to the workers and shoul d

clearly be of continuing interest to supervisors.

Workers should be able to play a role not only in the routine of

their jobs but also in other decisions affecting their jobs.

Every wor ker should have the opportunity to attenpt "harder™
work in order to "stretch” himand identify potential for a nore

responsi bl e position.

Ask trainees to identify groups of workers with whomthey have par-

ticular problens in their co-operative societies.

Ask themto evaluate the working environment of these workers by

reference to the standards identified in item"7)" above.

How coul d the environment be changed in order to satisfy these

st andar ds?

Exanpl es of work groups and changes m ght include
Drivers:
- Allow an opportunity for themto work together on regular oc-

casions for vehicle cleaning, maintenance or other tasks where

they need not be driving.



- Alowthemto participate in scheduling and vehicl e purchase de-

ci sions.

Typists
- Do not prevent informal discussions between typists.
- Allow typists thenselves to all ocate work anong the group

Al l ow typists to suggest |ayout for docunents and to participate

in stationery and typewiter purchase deci sions.
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The Assenbly Experijnent

The Managers of a big factory making el ectric equi pnent were anxi ous to
i nprove productivity, particularly in the assenbly hall. This was a big
bui | di ng where about two hundred peopl e sat at benches assenbling
equi pnrent from a nunber of different conponents. A very |arge nunber of
different itens were produced, on a batch basis, and there were no

automati c assenbly |ines.

Managenent deci ded that they would attenpt to di scover the ideal work-
ing conditions. They knew how long it took for a given nunber of
wor kers to assenble each item and they woul d see how changes in con-

ditions would affect the rate of production.

It would have been inpractical to carry out the necessary experinments
with the whol e assenbly hall, so they built a tenporary enclosure in
one part of the hall round one group of eight workers. This was done in
such a way that the physical conditions could be altered w thout af-

fecting the rest of the hall.

Managenent decided to experiment with different | evels of lighting and
tenperature. During the first week they increased the | evel of |ighting
each day so that by the end of the week it was about as bright as in
full sunlight. During the second week they reduced the |evel step by
step back to the nornal |evel, and during the third week they reduced
the lighting so that it becane quite difficult even to read a news-
paper. At the beginning of the fourth week the lighting was restored to
normal but the tenperature was increased during the week, so that by
the end it had risen from22.5 Cto 30 C During the fifth week it was
taken back to 22.5 C and during the sixth week it was reduced to 15 C

Duri ng the seventh week both tenperature and lighting were restored to

the nornal |evels.

Careful records of production were maintai ned throughout the seven
weeks. At the end of the seventh week nmanagenent studied their figures
showi ng t he percentage changes, plus or mnus, fromthe nornal rate

achi eved duri ng each of the seven experimental weeks.



Assi gnment

Conpl ete the follow ng table by striking out

and witing in your estimte of

pl us or

the figure achi eved.

Production Rate
Previous to Normal Rate

Start of i.e. +

Experiment - 0%
+

Week 1 %
+

Week 2 %
+

Week 3 %
+

Week & %
+

Week 5 %
. +

Week 6 %
+

Week 7 %

m nus i n each case



Sheet 1
SESSION 7.2
MOTI VATI ON AND PARTI Cl PATI ON
(hj ective: To enabl e trainees to encourage worker participation in
managenent decisions in such a way as to nmaxim ze
wor ker satisfaction and productivity.
Tine: One to two hours
Material : Questionnaire.
. . |
1) A co-operative is essentially a denocratic institution. Ask

trai nees whether the denpcracy extends to all |evels of enployees,
or whet her deci sions are taken by nenbers, the Conmttee and nman

agenment, without reference to those who will actually be nost af-

fect ed.

Ask trainees to describe how enpl oyees m ght be involved in a de-
ci sion such as the purchase of a major item of equipnent. Stress
that you are referring to | abourers, watchmen and nessengers as

well as skilled workers or mddl e managenent.

Vari ous suggestions may be put forward. |If possible, divide them

into the following three categories:

i) Workers or their representatives could be informed about the
deci sion when it was nade, but before it was inplenented, so
that they would have a feeling of "being in the know' about

maj or new steps being undertaken by their enployer.

ii) Workers or their representatives could be consulted about the
deci sion before it was nade, so that nanagenent could obtain

their views on the various alternatives avail abl e. Managenent
woul d use its discretion as to whether or not the information
t hus obtai ned shoul d be taken into account when finalising

t he deci si on.

iii) Wborkers or their representatives could actually be Lnvolved

in the decision making process, through formal representation



on the Managenent Conm ttee or whatever body who nmade the

final decision.

Distribute the questionnaire and allow trainees up to twenty m n-

utes to complete it.

Ask trainees to read out their total score for colum A and show on

t he chal kboard the distribution and the average figure.

If the average_is 28 or below, point out that workers thensel ves
consi stently produce averages of over 28 on this questionnaire.
Di scuss why nmanagers shoul d not underestinate workers' perception

of the degree to which they should participate i n nmanagenent.

Go through trainees' answers to columm B individually. Ask trainees
to raise their hands if their score was one or |ess. \Wenever a
signi ficant nunber raise their hands, ask themto state why they
feel that workers should not be involved in this type of decision

CGener ate debate between those giving one or |ess and those giving
two or three. Attenpt to show that nany nmanagenent prejudi ces about
sharing informati on and deci sion naking responsibility are based on
|l ack of respect for the ability of ordinary people. This |ack of
respect is often reflected in a low level of interest on the part

of workers.

Ask trainees to suggest who m ght know nobst about:

- The real work-load involved in a particular job, apart fromthe
person who does that job

(Peopl e doing very simlar jobs.)
The ability of the co-operative's machinery to performa certain

function reliably.

(The peopl e operating the nachine.)

- The nerits of a particular nmake of typewiter or lorry.

(The typist or the lorry driver.)

- The need for nore or |less |abour in the warehouse.

(The present workers in the warehouse.)

Ask trainees why people of this sort are not nore commonly invol ved
in this type of decision. How can they be nore positively invol ved

in the future?
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Questionnaire Exercise

The XY Co-operative is a very |l arge organi sati on enpl oyi ng sever al

hundred people. Below you will find a series of decisions which this

Co- operative nust make. For each of themindicate in Colum A the type

of participation, if any, which you think enployees in the Co-operative
woul d like to have. In Colum B indicate the type of participation you

bel i eve they shoul d have.
The types of participation range fromO through 1, 2 and 3 as foll ows:

0 = Wrkers would not be interested in this decision and need not

be i nvol ved or i nforned.

1 = Managenent shoul d make the decision as it thinks best but

wor kers shoul d be i nformed.

2 = Wirkers' Vi ews should be obtained by management bef ore

managenent itself nakes the decision

3 = Managenent and workers shoul d nake this decision together as

equal s.

Pl ace the appropriate nunbers in Colums A and B for the foll ow ng

deci si ons.

Column AiColumn B

1)  Should the Co-operative obtain a | oan from
Bank A or Bank B?

2) Shoul d the wage for a new job be fixed at
$50 or $60 per nonth?

3) Shoul d nenbers be invited to subscribe for
nore shares in the Society?

4) Shoul d a formal job eval uation schenme be
started?

5) Shoul d a certain big custoner receive a
3% or a 5% di scount ?

6) Shoul d a particular job be done by the

Soci ety's own enpl oyees or by an outside
contractor?




7)

8)

9)

10)

11)

12)

13)

14)

15)

16)

Shoul d 5,000 or 4,000 of a particular supply
item be purchased?

Shoul d enpl oyees receive a 10% or a 12%
bonus?

Shoul d product X or product Y be added to
t he product |ine?

Shoul d a particul ar proposed grievance
procedure be adopted or not?

What shoul d be the Co-operative's adver-
tising budget?

Shoul d wonen be enpl oyed as typists?

Shoul d di esel or petrol driven vehicles
be purchased?

Shoul d ten or twel ve nore peopl e be
recruited to staff the new warehouse
ext ensi on?

Shoul d the order from custoner A be given
preference over that from custoner B?

Shoul d enpl oyees' annual casual | eave
entitlenment be fixed at four days or
five days?

Column AT

Column B




topic

job satisfaction

8.1 Tedium And Responsibility
8.2 Enriching Co-operative Jobs
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SESSION 8.1
TEDI UM AND RESPONSIBILITY
(hjective To enable trai nees to recognise the tedi ous nature of
"easy" jobs and to select and test ways of "enriching"
them
Tine: One to two hours
Material Handout 1 on "Boat Construction" from Session 3. 1.
About 20 sheets of preferably unlined A 4 paper (the
size this book is printed on) or simlar size, of any
quality, for each trainee.
Session Qiide:
1)  Remind trainees about the boat construction exercise in Session

3.1. Denpbnstrate again how to nake a paper boat. G ve each trainee
a sheet of paper and a copy of the handout. Ensure that every
trainee is able to nmake a boat, conpleting the nine separate oper-

ations which are necessary.

Ask trainees how they woul d organi se the | arge-scal e manufacture of

such "boats" by a nunmber of people. What woul d be the obvious

alternatives?
- To allocate one operation per worker (specialisation).

- To ask each worker to make conplete "boats".

Ask trainees to suggest what m ght be the advantages of each ap-

proach.

e

- Faster learning
- Little intelligence required
- Mre able workers can be allocated to nore difficult tasks.

- Quality control possible at every stage.



Conplete job perforned by one worker
Less "nmanagenent" effort required.
Each enpl oyee takes responsibility for the conplete job.

Uneven work pace will not disrupt productivity.

Tell trainees that they are to attenpt to discover the nost effec-
tive nethod through an experinment. Identify two groups (A and B)

with at |east five nenbers in each. Their objective will be to pro-
duce as nany boats as possible in ten minutes. Group A nust divide

up the work so that each operator does no nore than two of the nine
operations each, while the nenbers of Group B nust each construct

conplete boats. Allow the groups up to fifteen mnutes to decide
how they will organise the work, and to control the quality, and to

"train" thensel ves by practising the operations assigned to them

Issue a limted quantity of paper for training purposes. Ask the

remai ning trainees to act as observers of the experinent.

Group A and B may appoint a manager to organi se the work, who nay

or may not be an operator as well, as they choose.

I ssue a mninumof twenty sheets per worker and tell the two groups
to start work at a given signal. Point out that you as the Instruc-

tor are the "custoner"”, and that your decision on quality is final

Stop the groups after ten minutes, and count the satisfactorily
conpl et ed boats. Announce the "wi nner" and ask the observers to
comment on the experinent. Discussions should focus on the foll ow

ing points:

- Wiich nmethod achi eved the hi ghest production?

- Wiich nethod denmanded nore nmanagenent ?

- Wi ch nmethod encouraged a harnoni ous group spirit?

- Wiich nmethod produced the highest quality product?

- Wiich nethod was nore enjoyable for the individual operators?

- Wiich group gained the greatest feeling of satisfaction fromthe

j ob?
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Ask trainees to imagine that they had to work on this job all day,
every day, rather than for ten minutes. How woul d they suppose that

this woul d affect results working under the two different nethods?
Wth Specialised Cperation:

- Operators would achieve a very high level of skill which should

| ead to higher production.

- Managenent probl ens of bal anci ng out put between various workers,
dealing with bottl enecks and so on could be identified and
solved, so that operators could work as a well bal anced

"machi ne" for maxi num out put.

BUT

Operators woul d becone bored by the tediumof perfornming the

sane sinple task every few seconds for hours on end

Frustration and conflict might arise through operators feeling
that other nenbers of their team were preventing the group from

achi evi ng opti num out put .

Ask trainees to describe the kind of people whomthey believe would
wor k best under the two different nethods. Their answers shoul d be

along the follow ng lines:

A specialised C .

Unintelligent people who |like sinple routine work which is easy
to learn, where a manager rather than they thenselves is respon-

sible for results.

B One (perator does Conplete Job
People who like to take responsibility for a conplete task, who

becorme bored with anything that is too sinple and who enjoy try-
ing thenselves to i nprove the way they work.

After sone such descriptions have been agreed on, ask trainees to
"vote" on whether they feel that nost |ower |evel co-operative so-
ciety enployees are nore nearly like the first or the second de-

scription.

If the majority feel that their enployees are nostly like the first

description, they should aimto divide up and sinplify tasks within



their societies as nmuch as possi ble. Many nmanagers believe that

their enpl oyees are people of this sort.

Ask trai nees whet her the apparent inadequaci es of their enpl oyees

may in sonme ways be due to their managers' attitudes toward them

- I f managers behave as if their enpl oyees are di shonest, their

enpl oyees will steal

I f nmanagers behave as if they believe that their enpl oyees are

stupid, their enployees will act stupidly.

- I f managers behave as if they believe that their enpl oyees are
conpl ete human beings |i ke thensel ves, who want to contribute
their full intelligence and ability to the job and are only in
| ower positions because of their |ack of education, their em
pl oyees will respond to the chall enge. Di scuss these points with
trai nees, and attenpt to help themrealise that even the | onest
|l evel enployees will respond positively to being treated as in-

telligent human bei ngs.
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SESSION 8.2
ENRI CHI NG CO OPFRATI VE JOBS
hjective: To enable trainees to "enrich" sinple jobs within their
societies in order to inprove enpl oyee noral e and pro-
ductivity.
Tine: One to two hours
Session Quide:
1) Refer back to the previous session. Ask the trainees how the two

ways of boat building differed. Steer the discussion toward the

fol | owi ng:

In one case the activity was divided in such a manner that each job
had a very linmted range of work. The job |acked variety and diver-

sity and was linked to other jobs in a nmachine-like way.

In the other case the range of work was wi de. The job contained -
versity, autonony and responsibility.

Ask trainees which ways of boat building would be preferred in the

long run. No doubt the latter!

Explain that attenpts to design jobs in the latter way are fre-
quently bei ng made nowadays in order to create job "enrichnent".

Tedi ous and nonot onous jobs can be re-designed in a way that they
becone "enriched". Typical features of job "enrichnent" may be the

fol | owi ng:
The tasks are vari ed.
The abilities of the worker are nmore utilised.
The workers participate in managenent deci si ons.

More responsibility is granted to the workers.

Stress that the paper boat manufacturing exercise was a highly ar-
tificial exercise. Ask trainees to suggest how the follow ng jobs

m ght be treated in a simlar way:



Packi ng cases of fruit into boxes

Ei t her

One man packs, one man cl oses, one nan seals, one man | abels,

one man puts into stock
O
A nunber of nmen each do the conplete operation

Manuf acturing furniture.

Ei t her

One man rough cuts the boards, one nan pl anes the boards, one
man j oi ns the boards, one man applies adhesive or fasteners, one

man sandpapers the conpleted item one man finishes it.
O

Several people each produce conpl ete pieces of furniture on

their own.

Stress that technol ogy may sonetines demand that one nan does only
one sinple job. Machinery is increasingly being designed to avoid
this as people realise the dangers of tedium But how can jobs be
made nore satisfying even if the technol ogy constrains the actual

human tasks in this way?

A group of people can be given responsibility for conpleting the
product. They may conbi ne or exchange operations as they think
fit, and will be judged only on the total quantity and quality

of out put.

Co-operative societies do not often include manufacturing type jobs
of this sort, which can easily be divided up or not. There are how
ever a nunber of routine clerical and other tasks which can be made
far more interesting, and will therefore be perfornmed nore effec-
tively, if they are "enriched" by giving enpl oyees nore responsi -

bility for conplete tasks.

Ask trainees to suggest exanples. They nay not think of any and it
may be necessary to suggest these or simlar tasks which should be
listed on the chal kboard/ OHP



Session 8. 2
Sheet 2

- Transferring menbers' purchases on to menbers' accounts and bal -

anci ng them
- Unl oadi ng goods fromlorries and entering theminto stock.

- Repacking fertilizer or insecticide into snaller packs for indi-

vi dual nenber use.

Di vide trainees into syndicates and ask themto decide how the

above tasks mght:

a) be "sinplified" by dividing theminto a nunber of sinple single

operations.

b) be "enriched" by giving one enpl oyee or a group of enployees re-

sponsi bility for the whol e task.

Al'l ow syndicates thirty mnutes to do this. Reconvene the group and

ask syndicates for their suggestions. Possibilities are as foll ows:
Menbher Purchases

Ei ther: One nan arranges the purchase records in al phabetical or

numerical order.
One man transfers the amounts to nenbers' |edger cards.
One man bal ances the | edger cards.
O: One man does the conpl ete job.
Unl oadi ng Stock:
Ei ther: One nan renoves the goods fromthe vehicle.
One man transfers goods to the store.
One man counts the goods.
One man enters the new stock on the bin card.
One man bal ances the bin card.
O: One nan does the conplete task for a certain item while

others do conplete tasks for other itens.

Repacking Fertilizer etc:

Ei ther: One man unseal s the bul k cont ai ners.

One man prepares the new snall containers.

One man fills the new contai ners.
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One man check-wei ghs the new contai ners.
One man seal s the new cont ai ners.
One man | abel s the new cont ai ners.

O: One nman or group conplete the whol e task

Trai nees may suggest that the second "enriched" approaches include
no security agai nst di shonesty or inconpetence, so that the person
responsi bl e for doing the physical work is also entrusted with the

task of checking that it has been properly done

Rem nd trai nees of the conclusion of the previous session. D s-
honesty or inconpetence are often encouraged by worki ng net hods

whi ch assune that people are di shonest and i nconpetent.

Unobt rusi ve sanpl e spot checks can reveal errors, wthout depriving
people of the feeling that they are responsible for the quality of
the job

Ask trainees whether jobs of this sort are usually perfornmed in the
"simplified" or the "enriched" way in their society. If the fornmer,

can change be at |east attenpted?

Ask trainees how their own managenent jobs could be further "en-
ri ched". Many co-operative managers have to obtain authority for
even the small est purchases or decisions. This affects performance

in a nunber of ways:
- Delays occur because authorisation cannot quickly be obtained

- Subordinate staff have little genuine respect for managers,

since they see that the nmanagers thensel ves are obvi ously not

trusted by their superiors

- Managers themsel ves spend nore time trying to "get around” regu-
| ati ons than managi ng their societies. This is often the beginn-

i ng of dishonesty.

Di scuss how constraints of these sorts can be mnimzed, in spite
of bureaucracy and regul ati ons. How can Government inspectors,
auditors and co-operative officers be persuaded to "enrich" the
jobs of co-operative managers? Are such people represented in this

course? What are their views?



topic

communication

9.1 One-Way Communication-
Speaking To People

9.8 Listening

9.8 Two-Way Communication
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SESSION 9.1
ONE- WAY COVMUNI CATI ON - SPEAKI NG TO PEOPILE
hjective: To inprove trainees' ability to give formal talks to
groups of people.
Tine: One to two hours.
Material Two- i nute Tal k Eval uati on Form

Session Qilide

1)

Rem nd trainees that comunication is a two-way process. |n order
to sinplify the activity, however, it has been divided for the pur-

pose of this course into three separate parts:
i) Talking to others.
ii) Listening to others.

iii)  Communicating with others in two directions.

Divide the trainees into three groups. Ask every nenber of the
first group to choose a subject on which he is to deliver a two
mnute talk to the rest of the group. They should not at this stage
tell the others but only wite down the subject together with their
nane and hand this to the Instructor. If any are at a | 0oss, prepare

in advance a handout listing appropriate subjects such as:
- Qur country.
- My chil dhood.
- The problenms of education today.
The nost wonderful person | have ever net.
- The use of fertilizer.

- M favourite book.

Ask trai nees to choose one of these. Ensure that no trainees are

tal king on the sane subject.
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4)

G ve each trainee in the second group a copy of the two-mnute talk
eval uation form They should not show it to any of the speaking
group or fill it in, only study the speakers' perfornmance keepi ng
the criteria in mind. They will act as speakers at a | ater stage

(see point 6 bel ow) but should not be told about that now.

The third group should act as observers and eval uate the speakers
according to the evaluation form Ask each nenber of the first
group in turn to give his or her talk. Warn themthat the two min
ute limt will be strictly enforced and that you will warn each
speaker when ten seconds only renmain. The Instructor should, in ad-
dition to controlling the timng, attenpt to eval uate the speaker
hi msel f. When every speaker has given his tal k, give each speaker a
bl ank copy of the eval uati on handout for information. Ask the
eval uation group to add up the figures vertically for each cri-
terion, and to divide the total by the nunber of speakers in order
to give an average score for each criterion. Collect the fornms from
them and qui ckly add up and average the figures to produce an aver -
age for all the evaluators of all the speakers. Wite these figures

for each criterion on the chal kboar d/ OHP.

Di scuss the i nportance of each of the criteria, and ask the
speakers to comrent how they ni ght have inproved their tal k. Refer
to exanpl es of good and bad perfornmance by the speakers in order to

denonstrate the significance of each part of the evaluation form

Repeat the two-ninute talk exercise, this tinme asking the second
group to speak and the observers to observe once again. Add up and
average the narks as before. There should be sone inmprovenent. |f
not, explain that this nay have to do with the fact that the first
group nmay have been originally good speakers. Ask sel ected speakers
to descri be how they specifically tried to achi eve the standards

di scussed. Ask observers whether these attenpts were successful.

Stress that concentration on particul ar aspects such as are |isted
in the evaluation formnmust not be all owed to destroy the sponta-
neity and "fl ow' of an effective tal k. Add however, that an aware
ness of the criteria wll hel p i nprove one-way conmuni cati on

skills.
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SESSION 9.2
LI STEN NG
hjective: To enable trainees to identify the barriers to effec-
tive conmunication, and to listen nore effectively.
Time: One to two hours.
Session Quide:
1) Renind trainees that the previous session dealt only with one-way

conmuni cation, which is really not conmuni cation at all

Gving a one-way talk or lecture is like talking on a radio. The
tal ker has no way of knowi ng whether the |isteners are paying

attention, understanding or agreeing with what he says.

Two-way communi cation is as different from one-way talking as

the tel ephone is froma radio. It is conmunication.

A two-way conmuni cation process involves two activities; orig-
inating, or transmtting, and receiving or listening. This

session will deal mainly with [istening

Refer trainees to the formal conmunication process such as sending
a menorandum Illustrate the process in a |line across the chal k-
board as shown bel ow, and ask trainees to identify points where the
process may break down or be distorted:

Originator Dictates to Secretary Secretary hears
Secretary writes in shorthand Secretary types Memo 1is

sent Memo 1s received Memo is seen Memo is read

Memo is understood Receiver.

Compare this process to verbal conmmuni cation. Ask trainees to

identify the points where this may go wong
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Originator Intends to say something Actually says some-
thing Receiver hears something Receiver understands

something Receiver.

Ask trainees, by reference to the previous session, to suggest ways
i n which communi cati on takes place during a face to face conver-

sation, other than by words:
Tone of voice.
- Facial expression.

-  Bodily novenents.

Illustrate the totally different neanings that can be conveyed by
the same words by saying for instance, "This is the end" in various

ways such as:

- Threatening.
- lronic.

- Di sappoi nt ed.

- Matter of fact.

Ask trainees in each case to restate your neaning in different

words and note how totally different it is.

Ask two trainees to sit in front of the group, facing one another
Nomi nate a subj ect of general interest such as co-operatives, poli-

tics or the national sport.

- Alowthe two trainees one mnute to consider what they are go-

ing to discuss on the subject.

- Ask themat a given signal to talk similtaneously to one another
about the subject. The loser will be the one who stops talking
for a neasurable period first. This is obviously an exaggerated
and absurd exercise. But point out that many so-called dis-
cussi ons or debates are no different. The "debaters" do not
Listen, they nerely present their own views and have no desire

to hear the other party's view
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Ask trainees to suggest exanples of places where this kind of "de-
bate" at times occurs. There is a pretence to listen, but speakers
have no intention of changing what they say or think in response to

the ot her speakers.
- National and Local Assenblies.

- Trade Uni on/ Managenent Negoti ati ons.

- United Nations and other International Assenblies.

Ask trainees what is likely to be the result of this type of "de-

bate":

- No change of view by the other side.

- No understanding of one side's view by the other.

- Frustration and eventual anger with the other side.

- Conflicts such as strikes, "wal k outs" or even war.

Nonminate a famliar and controversial subject, different fromthe
one previously discussed, and choose trai nees who are known to hold
opposite views on it. Seat themface to face in front of the group

as with the previous exercise, and ask themto discuss the subject.

The rules are however, very different. Nominate one of themto be-

gin and tell themthat each mst before responding or putting his

own view, sumarize to the gsatisfaction of the other the inmedi-

ately precedi ng statenent or question nade by the other.

Al'l ow the discussion to continue, and ensure that the rule is being
mai ntai ned by checking that both are satisfied with the sumari es
made by the other. Allowten to fifteen minutes for this discussion

and then bring it to a halt.

Ask the debaters to comment on their experience. Wen conpared with
their normal arguments on this subject, agreenent was nore or |ess

achi eved?
Di d they understand what the other was trying to say?

Di d such understanding in sone way affect their own views?
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Ask the other trainees to comment on the discussion. Was the | eve
and nmutual understandi ng of the debate nmore useful than in nost

di scussions of simlar subjects?

Woul d communi cation of this sort, with a deliberate attenpt to
understand the other side's views, nmake any difference to dis-
cussions in people's hones, the office, the village or simlar
ci rcunstances? How can such conmmuni cation be organi sed outside the

artificial classroomsituation?

Stress that because of the inportance and significance of comuni -
cation anmong human beings in our every day life, it is necessary
to nmake it efficient and effective. Comrunication very often suf

fers fromdistortion owing to environnmental as well as human fac-

tors.

Sonme of the common barriers in conmunication are:
badl y expressed nessages;
faulty apprai sal
| oss by transm ssion;
i nattention

uncl arified assunpti ons.

Explain that these barriers have to be elimnated to nmake conmuni -

cation effective.



Sheet l
SESSION 9.3
WO WAY COVMUNI CATI ON
(hjective: To enable trainees to apply the | essons they have
| ear ned about tal king, listening and comunicating to
real life situations.
Tine: One to two hours.
Material . Role Play Briefs "Mnager A" and "Enpl oyee B"
Session Quide

1) Ask trainees to describe what they do during a typical working

day. They may nention activities such as:
| nt ervi ewi ng.
Meet i ngs.
Di scussi ons.
Travel .
Field visits.

- Study and anal ysis of proposals.

Managenent is often thought of as "decision making". Ask trainees
what proportion of these actual activities involve nmaking de-

cisions, and what proportion is comminication ained at
- (Obtaining information as a basis for decisions.
- (Obtaining other people's views about deci sions.

- Communi cating decisions to other people.

These are all conmunication tasks. Not decision meking Comuni-
cation is by far the nost inportant aspect of nanagenment, in terns
of the time occupied and the benefits (or damage) arising from suc-

cess (or failure).
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Ask trainees why conmmunication is particularly inmportant in co-op-

erative managenent:

Co-operatives are denocratic organi sations. To be effective, man-
agenent nust respond and be sensitive to nenbers' opinions and

needs.

The denocratic control of co-operatives by their nmenbers shoul d
be reflected by denocratic nmanagenent within the co-operative
Co- operative nanagers cannot be autocrats who do not listen to

ot her peopl e.

- Co-operatives serve nany interests; nenbers, custoners and so-
ciety as a whole. This requires delicate bal ancing, which de-
pends on effective communi cati on between the groups and between

t hem and managenent.

"Hi gher level" co-operative institutions should in fact be con-
trolled by | ower |evel societies which are in turn controlled by
their nmenbers. Primary society managers nust Listen to nenbers
and communicate their needs to managenent of secondary and ter-

tiary level institutions.

Ask trainees to suggest exanples of nanagenment comrunication tasks
whi ch they dreaded and perhaps del ayed or even avoi ded al t oget her

- Disnmissing a staff menber.

Comuni cating bad news to a staff nenber.

Tasks of this sort are always unpl easant but if they are not car-
ried out at all the results are usually far nore painful in the

| ong run.

Two trainees should have previously been selected to play the roles
of Manager A and Enpl oyee B. They shoul d have been given their re-
spective briefs and asked to deci de how t hey woul d behave during
the forthconming interview They should not discuss the information

with anyone el se or with one another

Distribute copies of Brief Ato all the other trainees. Allow them
five minutes to deci de how they woul d conduct the interview and
then ask the players of roles A and B to conduct the interviewin

front of the rest of the group. Allow fifteen mnutes for this. Ask
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role player B first, and then the renni nder of the group, to com

ment on the effectiveness of the interview Discussion should focus

on the foll ow ng points:

- D d the nessage get across, or was A too kind and thus ineffec-

tive?
- Was A conpletely honest?

- Did Aallow B freely to express any hostile feelings or objec-
tions, or were they suppressed to be possible seeds of |ater

di scont ent ?

- Did A make any proni ses which he would | ater regret or be unable

to keep in his anxiety to reduce the pain to B?

- Did Atry to blame other people for the pai nful decision, such
as the Committee, other staff or others, or did he bravely ac-

cept the responsibility which is his as Manager?

Ask A to comrent on the discussion:
- What was his objective at the begi nni ng?
- Was it achieved?

- Didhe feel that B, and the Society, would benefit fromthe in-

terview?

Ask trainees to suggest exanples of simlarly painful interviews
whi ch they may have postponed. Wthout giving away any confidenti al

details can they:

- Describe the nature of the conmunicati on probl enf

ldentify the objectives they should have in m nd when pl anni ng

t he conmmuni cati on task?

- Plan the communication in such a way as to mnimze the "pain"

wi t hout prejudicing the objective?
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Rale Play Brief- Manager A

You are the Manager of the Agrarian Farners' Society. A nonth ago M.
D, who had been the Chief Accountant of the Society for fifteen years,
was killed in a car accident, and you have since then been trying to

deci de who should succeed him

The Society's policy has al ways been to pronmpte staff fromw thin
whenever possible. M. B and M. C, both of whom are Seni or Account
Clerks in the Society are the only obvious candi dates. Two weeks after
M. D was killed you posted a formal notice of the vacancy on the
Soci ety's notice board and as you expected you recei ved applications

fromM. B and M. C

When M. D was killed M. B was autonatically nade Acting Accountant,
since he had been with the Society for thirteen years and is fifty-one
years ol d, sixteen years older than M. C He is married with ei ght
children and a nunmber of grandchildren, and is an inportant figure in

the local religious community.

M. B is scrupulously honest and reliable, and is accurate in all his
wor k. He has al ways been very loyal to the Society. M. B is a great
believer in rigid adherence to regul ati ons and procedure, and has on a
nunmber of occasions of fended staff in other departnents when asking
them for returns and other data for accounti ng purposes. You have men-
tioned this to himonce or twi ce during his annual appraisal inter-
views. But since M. B was not in a very senior position, and his | ack
of tact could if necessary be renedi ed by the now deceased M. D, you
have not made nmuch of it. You have in fact wel coned his strict old-
fashi oned approach as a val uable control within the accounting depart-

ment .

M. B has little imagi nation and is not very skilled at interpreting
accounts to other people or deciding what to do as a result of infornma-
tion contained in them This weakness has not been particularly serious
for a man in his position. His contribution to rapid and accurate pre-

parati on of accounts has al ways been nost val uabl e.

M. Cis a bachelor of thirty-five years of age and has worked in the

Society for five years. He is very intelligent and energetic. Although



he has no nmore formal accounting qualifications than M. B, or indeed
t he deceased M. D, he has through persistent study and application
amassed consi derabl e practi cal know edge about the nechani sm of ac-
counting and in addition about the use of accounting data for inproved
managenent. He is able to produce the figures hinself when necessary,
but prefers to |l eave this to others and spend his tine explaining their
meani ng to staff and other departnments. M. D was al ways happy to all ow
himto do this, since he was nore of M. B's franme of m nd and pre-

ferred to stay in his office preparing the figures.

M. Cis known as sonewhat of a playboy in the |local community. He has
a fast notorcycle and clearly enjoys life. He wears very nmodern cl ot hes
and is very popular with the youth of the village. M. C has in fact
created a very effective infornal youth group. He is very |ikeable and
appears to be popular in the Society and to get along well enough with

M. B.

After four weeks deliberation you have finally decided to appoint M. C
to the job. You are aware that sone of the older staff in particular
will be surprised, and that M. B hinself will be terribly shocked and
di sappoi nted. But you believe that the Soci ety nust progress and that
M. Cwll contribute to nore effective financial managenent. He nay

ultimately aspire to a nore senior position in this or another Society.

You feel obligated to inform M. B before telling anyone else in the
Society. M. C happens to be visiting a supplier to discuss sone in-
voi ce queries and you plan to informhimat hone this evening. You are
nost anxious to retain M. B' s co-operation and good will, since you
realise that he has a vital role to play in maintaining the accurate
and tinmely preparation of accounts on which the Society's nmanagenent is

based. You have therefore asked M. B to conme and see you
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Role Play Brief: FEnplovee B

You are a Senior Accounts Clerk in the Agrarian Farners' Society. You
are fifty-one years old and you have eight children and many grand-
children. You have lived in this community all your Life and are an im

portant nenber of the local religious conmunity.

The Chi ef Accountant M. D, who was a close friend of yours and with
whom you had worked for thirteen years was killed in a notor accident
four weeks ago. You were automatically appoi nted Acti ng Account ant,
since you are the Senior Cerk in the Departnent. When M. A, the M-
nager, put a notice on the board inviting applications for the Chief

Accountant's position, you naturally applied.

You are quite sure that you will be selected. You have been with the
Society for thirteen years and have al ways worked very closely with
M. D You are a great believer in accuracy and discipline, and you
quite often clash with staff of other departnents when you object that
their returns are inaccurate or late. M. A, the Manager, has nentioned
this sort of problemnore than once to you at your annual appraisa

neeti ngs. But he al ways congratul ates you on the accuracy and pronpt-
ness of the accounts. You know that he greatly values the contribution

you nmake to the Society in this way.

The ot her Senior Accounts Clerk, M. C, is sixteen years younger than
you and has only been with the Society for five years. He is an energe-
tic young nan, and you get on quite well with him although you sone-
times think that he prejudices the dignity of his position by riding
round on a fast notorcycle and associating with the unenpl oyed vill age
yout h. You soneti nes wonder where he gets all his noney from but you
realise that he is a bachel or and you suppose it is none of your busi-

ness how people spend their tinme or their noney.

M. C seens to have little patience for detailed figure work but he can
do it when he has to, and both you and M. D have found himvery
val uabl e when Departnental Managers and others inquire about their
accounts. M. C seens able to explain the neaning of the accounts to
them and to answer their queries. You |look forward to continuing to

use himin this way.



You are quite confident that the Juni or Accounts C erks under your
gui dance, will be able to maintain the high standards achi eved by you
and M. D in the past, and you are | ooking forward to di scussi ng your
pl ans, and your inproved salary and status, when M. A confirns the ap-

poi nt nent .

You are therefore, pleased to be told that he wants to see you and you

are looking forward to the neeting.
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topic

10.1 Why And How To Appraise
Performance

10.2 Performance Appraisal
10.3 Staff Discipline
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SESSION 101
VHY AND HOWN TO APPRAI SE PERFORMANCE
hjective To enable trainees to identify the reasons for regular
personal perfornance appraisal interviews at all |evels
in a co-operative society.
Tinme One to two hours.
Materia Role Play Briefs "A The Manager and B The Extension and
Education O ficer".
Session @Qiide:
1) Ref er back to Session 3.2 on Job Descriptions. Explain that the

pur pose of job descriptions is to state clearly the tasks and re-
sponsi bilities an individual is expected to acconplish. There is
however, no guarantee that a person once selected and put on the

job indeed will acconplish this.

Point out that in order to ensure that he succeeds in acconplishing
the job tasks and responsibilities, periodic appraisal of his per-

f ormance becones necessary.

Explain that this is not the only purpose of perfornmance ap-
praisal. It also provides the feed-back to the individual on how
well he is doing, reveals his training needs and hel ps re-design

job tasks/objectives if necessary.

Performance appraisal is an important and useful tool of staff de-

vel opnent .

Sone tine before the session, select four articul ate trai nees,
preferably without experience of appraisal interviews, and ask them
to play roles A and B fromthis session and C and D which will be
enacted in the follow ng Session 10.2. Gve themtheir briefs. Warn
themthat they will be asked to enact the interview before the rest
of the group, for a maxi mum of fifteen mnutes. Ask themto "think

t hensel ves" into their roles and not to divulge the contents of
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their briefs to one another or to anyone el se before the role play

i s enact ed.

Ask trai nees how they know how well (or badly) they are doing in
their work. Exclude fromthe discussion any trainees who appear to
have regul ar perfornmance appraisal interviews, and concentrate on

the others. Their answers may include conments such as:

"My boss will praise ne when | do well, and blanes ne when | do

badly. | can judge which happens nost often”
"The operating figures for ny Society tell me how | am doi ng"

"l set nyself targets. If | achieve them | know | am doi ng

wel |

Probe such answers nore deeply. Ask trainees:

- Do such nethods give an accurate or a haphazard indication of

progress?

- Are quantitative data sufficient evidence on which to appraise
performance, particularly in tinmes of inflation and econom c
difficulty?

Have trai nees ever been surprised to find that their performance
is considered good or bad, when they are being considered for

pronmotion or on simlar occasions?

Ask those trainees without regul ar appraisal systenms how their
subordinates in their turn can judge their own performance.
Trainees may feel that this type of problemapplies only to
supervisors or perhaps clerical staff. Ask them whether all their

drivers, |labourers or other |ower grade staff are perfect.

They will answer "no". Ask who eventually can inprove their per-
formance. Stress that only the enpl oyee hinmself can do this, and he

cannot do it unless he knows:
- \What he is expected to do.

- How nearly he is achieving this.

If any trainees are famliar with a regul ar performance apprai sal
system ask one to describe how it operates. Ensure that the fol-

| owi ng points are covered, and wite them on the chal kboar d/ OHP:
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- Every enmpl oyee nmust have an appraisal interview regularly.

Usual |y once a year.

The intervi ew nust be between the enpl oyee and his or her im

nmedi at e supervisor, with no one el se present.

-  The supervisor nust deliberately ensure that the interviewis a
speci al occasion, unli ke any nornal neetings between the two
people. Current issues or problens, however urgent, should pqot

be di scussed

The interview nust |ast at least fifteen mnutes, and preferably

for an hour or nore.

- The conclusions of the interview nust relate to future action
rat her than past blane or praise, and nust be agreed by both

si des.

- The conclusions nust be summarised in witing (with a copy to
the enpl oyee) and retained for reference at the next annual per-

f ormance appraisal interview

Distribute copies of Role Play Brief Ato all trainees (except Role
Pl ayer B) and allow them five mnutes to consider how they woul d
conduct the forthcom ng i nterview thensel ves. Ask themto note

their ideas on paper.

Ask the trainees previously selected to play roles A and B in front
of the group. Ask the "audi ence"” to "appraise the appraisal”, and
to conpare A's performance with the way they thensel ves woul d have
conducted the interview Allow a maxi mnumof fifteen mnutes for the

interview, pointing out that this is too short a period in reality.

If possible tape record the interview for reference during sub-
sequent di scussions. Focus discussion on the follow ng points, and

ask the "Enpl oyee" to comment first.

Was the enpl oyee cordially received and put at his ease, or was
his natural nervousness on the occasion increased by the way he

was received?

- Ddthe interviewer explain the purpose of the interview clearly

to the enployee, and did the enpl oyee appear to understand it?



Was the interviewer's opening remark or questi on one whi ch ap-
peared likely to elicit a frank and friendly discussion of the
previ ous twel ve nonths' work, or did it appear threatening and

likely to discourage further conversation?

Did the interviewer attenpt to elicit the enpl oyee's own ideas

and suggestions for inprovenent, or did he inpose his own ideas?

Did the interviewer do nost of the talking, or did he allow the

enpl oyee to expl ain how he perceived his performance and how it

m ght be i nproved?

Did the interviewer give specific exanples of the good and bad

aspects he wished to communicate to the enpl oyee, or did he gen-
eralise in such a way that the enpl oyee night feel bew | dered or

wr onged?

Did the interviewer stress positive rather than negative points,

or was the enpl oyee generally di scouraged?

Did the interviewer ensure that the conclusions were clearly

summari sed and were agreed by both parties?

Warn trainees that this "performance" was deliberately placed be-

fore di scussion on how such an interview should be conducted. Dur-

ing the followi ng session they will have an opportunity to partici-

pate in or comrent on an "inproved" interview.
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Role Play Brief A: The Manager

You are the Manager of the Agrarian Farners' Society (AFS) and you are
about to conduct an annual performance appraisal interviewwith M. B
who is the Society's Extension and Education O ficer. M. B has worked
in co-operative education for fifteen years, and has been with the AFS
for ten of them He is fifty-one years of age and you believe that he
rat her despi ses you, since you are only thirty-five and only joined the

AFS two years ago

You have only introduced the regul ar performance appraisal interviews
recently and this is the first such interview for M. B. You are not
|l ooking forward to it because his perfornmance has not been satisfactory

recently, and you are not sure how to deal with it.

He has two tasks; the first to visit nenbers on their farns and to in-
troduce new farm ng net hods and material, and the second to conduct

educati on cl asses for nenbers.

His courses are still exactly the sane as were taught fifteen years
ago;, sinple lessons on the benefits of co-operation, which are treated
as a joke by nenbers who are now very sophisticated farners. They nay
not always be loyal to the Society. This is because they feel they can
get better supplies and better prices el sewhere, and they can defend
their disloyalty with facts and figures. The problens of the AFS are
caused, you believe, by the nmi snanagenent of the co-operative tertiary
| evel supply and marketing organi sati ons and you hal f synpathise with

menber s when they buy and sell el sewhere.

M. B still spends about half his tine out of the office, when he
shoul d be visiting nenmbers on their farms. But you have heard that he
is involved in local political activity and not calling on nenbers even
when his weekly return says he has been doing so. H s perfornance has
been getting worse recently. You have occasionally nmentioned this to
himin passing, but he has al ways had a good excuse. You realise that
this interview neans that you nust face the facts clearly and say what

you t hi nk.
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Role Play Brief B: The Extension and Fducation Offjcer

You are the Extension and Education Oficer for the Agrarian Farners'
Soci ety (AFS), and you are about to go to the Manager's office for what
he calls an "annual performance appraisal interview'. You are not sure
what this is, although you recall that sonmething was said about it a
few nonths before. In any case you are fifty-one years old and have
worked in the AFS for ten years and you have seen many new- fangl ed nan-
agenent ideas conme and go. You have little respect for the new Manager,
who only arrived two years ago and is barely thirty-five years old. You

are not, therefore, very concerned about the coning neeting

Your job is to inform nenbers about new nethods and to run educati on
classes for them You are very dissatisfied with the managenent of the
Society, and with the whole attitude of the community. You feel that
the only way to restore the old virtues of thrift and co-operative | oy-
alty is through change in Governnent. You are therefore beconm ng heavi -
ly involved in local politics and you spend a great deal of tinme on
this. You think it is a waste of tine, in any case, to visit nenbers on
their farnms, since the new fertilizers and so on you should be telling
t hem about are usually not available in the AFS Store. You are al so
rat her aware of your own | ack of know edge about the | atest farm ng
met hods. Many of the nenbers are far better informed than you are and

you are reluctant to visit themon their farns.

You try to install sone basic co-operative spirit into the nenbers at

your regular courses, but with little success. The nenbers and everyone
el se these days seemto you to be materialistic, grasping, cynical and

unawar e of the sacrifices you and your generation nade for i ndepen-

dence.
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SESSION 10.2
PERFORNVANCE APPRAI SAI
hjective To enabl e trainees to apply what they learned in the
previ ous session and thus conduct effective regul ar
per fornmance apprai sal interviews thensel ves.
Tine: One hour.
Mat eri al Role Play Briefs "C Chief Storeman and D M. D'.
: . i
1) Ref er back to the previous session and point out that the purpose

of performance appraisal is to inprove the performance of the indi-

vidual. It is a tool for staff devel opment.

Expl ai n that one way to achi eve the purpose is for the manager to
periodically hold performance appraisal interviews w th nmenbers of
the staff. The objective is to enable the nmanager to understand the
position and difficulties of the staff nmenber and to give himad-

vi ce and suggestions for inprovenent.

Performance appraisal interviews are, if handled intelligently, ef-
fective in providing clarification on the work perfornmance of a
staff nmenber and feed-back to the manager and the staff menber on

eventual actions needed to inprove the performance.

Rem nd trai nees of the major points covered in the previous
session, and of the guidelines for effective perfornmance appraisa
di scussed therein. |If appropriate, ask themto work fromtheir own
summary of the "rules", or distribute a handout summari sing the

rul es.

Di stribute a copy of Handout C to all the trainees, (except Role
Pl ayer D) and allow them five mnutes to note down how t hey woul d
conduct the interview thensel ves. Then ask the tw selected
trainees to enact the interview and allow a maxi nrum of fifteen mn-

utes for this. Ask trainees to judge the effectiveness of this in-
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terview by reference to their summary of guidelines fromthe | ast
session and their own planned approach to conducting the inter-

Vi ew.

At the end of the role play, ask trainees to comment on the inter-
view in the light of the guidelines previously listed. As before,
invite first the comments of the "Enpl oyee D' whose perfornmance was

bei ng appr ai sed.

I ntroduce further discussion on the actual approach and content of

the interview, focusing on the follow ng questions:

Did the interviewer say anything which was not strictly true, or
prom se anything he could not deliver?

(The enpl oyee will renmenmber everything said at such an interview
for far longer than the superior who has to intervi ew many

ot hers.)

- Ddthe interview degenerate into fruitless argunment which |eft
both sides dissatisfied, or did the interviewer nerely state his
vi ewpoint clearly and concisely, and leave it at that?
(People will not change their views in an interview, and |engthy
i nconcl usi ve argunent is nore |likely to harden preconceptions

than to undernine them)

- Ddthe interviewer state clear facts and specific exanples, or
did he generalise and repeat hearsay wi thout clearly dis-
tinguishing it fromfacts?

(A defensive enployee will only be aggrieved by sweepi ng gener-

ali sati ons and hearsay.)

- Did the interview beconme a nutually agreeable session for cri-
ticising the performance of third parties, within or outside the
Co-operative, or was it focused clearly on the performance of
t he enpl oyee on question?

(It is easy to criticise and blame others. Good performance con-
sists of naking the best of circunstances outside your control

not conpl ai ni ng about them and doi ng not hi ng yourself.)

- Did the interviewer avoid di scussing pronotion, or persona
probl ens, and keep strictly to the job?
(Pronotion prospects, and enpl oyees' personal lives, should if
necessary be di scussed with subordi nates, but a performance ap-

praisal interviewis what it says it is.)
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Ask trainees who do not have regul ar perfornmance appraisal inter-
views in their societies why they do not. They may refer to | ack of
i nterest or know edge on the part of senior officers. Stress that
any nenber of staff who is in charge of one or nore subordi nates
can introduce regul ar performance appraisal w thout reference to

his superiors. A systemoften starts in this way fromthe "bottom
up".
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Role Play Brief C Chief Storepmnn

You are the Chief Storenan of the Ruralian Farnmers' Society (RFS). You
have been asked by the Secretary to initiate regqul ar performance ap-
praisal interviews with the people who work for you, and you are about

to interview one of the storenen, M. D.

He is eighteen years old, and has worked for the Society for one year.

You are fifty and have worked for the RFS in the Stores for fifteen
years. M. D joined the RFS after being unenployed for two years after
| eavi ng school. He obtained the job through fanmily connections with the
President, but the Secretary told you when he was enpl oyed, and you re-
menber his words: "Never mnd his connections, treat himli ke the rest

of them well . . . . nore or less, if you know what | mean".

M. Dis apparently intelligent and strong. When he works hard he can
unl oad a vehicle or enter up bin cards, or in fact do any job in the
Store, quicker and better than anyone. Unfortunately, he does not often
seemto want to work, and nore often than not he is to be found hiding
behi nd a heap of sacks reading a dirty book while everyone else is
wor ki ng. You suspect from what you have smell ed and seen, and what the
ot her staff have inplied, that he has even been snoking, which is
strictly forbidden in the Store because of the danger of fire, but you

have never actually caught himat it.

He has recently started to arrive late, |leave early and to miss two or
three days a nonth saying that he has "M grai ne Headache". He cl ai ns
t hat the headaches have al ways di sappeared before he can get to a doc-

tor so he cannot substantiate the ill ness.

The other five enployees in the Store are all nearer your age, and have
wor ked for the RFS for many years. Three of themare illiterate, and
all are sinple country people, rather |like yourself, who are glad to
have a job and happy with the sinple routine of the work. M. D seens
very different. He is young and di scontented, and you hope he will soon

settl e down or perhaps | eave.
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Role Play Brief D M D

You are M. D, an eighteen-year-old Storenan in the Stores of the Ru-
ralian Farners' Society (RFS). M. C the fifty-year-old Chief
St oreman, has just asked you to cone and see him You are sure he w |
repri mand you for something, since he always seens to di sapprove of
you. You wonder if he has finally managed to catch you snoking in the
Store. This is strictly forbidden, but you are so bored with the work
that you often snoke or read books in a corner, partly for sonmething to

do, and partly to enjoy the thrill of avoidi ng bei ng caught.

You were unenployed for two years after | eaving school, and then your
father managed to persuade the President of the Society, a distant
relative, to get you a job in the Store. You consider that the job, and
the illiterate old men you work with, are far beneath your ability.
Jobs are hard to cone by, though. Your poor examresults as well as the
fact that you chose arts rather than science subjects because they were
easier, nean that you would find it difficult to obtain any other em

pl oynent

You do not want to | eave, but you are generally bitter and unwilling to
adnmt, even to yourself, that you sonetines find some parts of the job
quite interesting. You have |lots of ideas how to inprove the organis-
ation, and you believe you could do the Chief Storeman's job, or even
the Secretary's, far better than they can. You do not want anyone in
the Society to realise that anything in it interests you at all how
ever; you are very sensitive about the fact that you have, as you put

it to yourself, "cone down in the world".
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SESSION 10. 3
STAEE DI SCIPIINE
(hjective: To enable trainees to deal with disciplinary problens
in a positive way.
Tine: One to two hours.
Material Role Play Briefs "X Chief Storeman and Y Labourer".
. i d
1) Every nmanager has a reponsibility to mai ntain and devel op di sci -

pline anong his staff. In doing so, he nmust nake the standards and
the norns of the organi sati on known and understood. The nanager
generally ains at maintaining discipline by applying standards in a

consistent, fair and inpartial way.

Al so expl ain that when standards are naintained by invoking penalty
agai nst an enpl oyee who fails to neet them it is called disciplin-
ary action. Its objectives are to reformthe offender and deter

ot hers.

Poi nt out that effective disciplinary acti on condemns the w ongf ul

action as such and not the enpl oyee as an individual.

Briefly descri be each of the follow ng situations to trainees.
After each, ask themto suggest reasons why the person behaved as
descri bed. The aimis to | ook behind obvi ous reasons to possible
causes which may underlie the behaviour, and which may be the re-

sponsibility of the co-operative as well as the individual.

a) Atypist is continually late in returning from | unch.

She may be idl e BUT:
- There may be no suitable facilities near to the office.
-  Her boss nmy keep simlar hours.

- She nmay feel that her position or sex requires that she

shoul d eat separately fromthe rest of the staff which re-

qui res a |l onger journey.



- She may be underenpl oyed.

b) A storenan is found to have been accepting noney from nenbers
inreturn for allocating scarce fertilizer to them

The storeman is di shonest BUT:
- The shortage of fertilizer should be corrected.

- The storerman may need a higher rate of pay nore in line with

his responsibility.

- The Society should have a systemfor allocating scarce sup-

plies if shortages are frequent and prol onged

¢) A junior nechanic |oses his tenper when repri manded by the
garage foreman and knocks hi m down.

This is gross insubordi nation BUT:
- The nechanic may have severe donestic probl ens.

- The foreman may be overbearing, inconpetent, dishonest or

ot herwi se unsuitabl e.

The nechanic may be seriously overworked.

Stress to trainees that they nust always exanmine their own perform

ance when faced with indiscipline by enpl oyees.
- The enpl oyee may have been incorrectly selected or trained.

- The system may not encourage or notivate the enpl oyee to act as

the society wishes himto.

- The enpl oyee may have personal problens; his supervisor should

at | east know about them and may be able to help.

- The system may actually prevent the enployee fromacting as he

shoul d.

Ask trainees for exanples of each type of situation

Ask trainees what should be their objective when they talk to a

subordi nate who has been guilty of indiscipline
- To establish exactly what did occur

To identify any organi sational or other failings oqutside the
control of the offender which nay have contributed to the indis-

cipline and to determ ne ways of correcting them



5)

6)

Sheet 2

- To ensure that the offender understands why what he did was

wr ong.

- To maxi m ze the chances of the offender inmproving his perform

ance and not committing the sane offence again

Stress that such an interview nust be faorward | ooking and nust aim

at future [noprovement rather than recrimination about what is past.

Di vide trainees into syndicates of four or five. One nenber of each
syndi cate should be given the Role Play Brief X and another Y. They
shoul d be asked to enact the interview in front of the rennining
menbers of the syndicate. Attenpt to find reasonably undi sturbed
pl aces where these interviews may take place. The observers should
have copies of both briefs X and Y, and the actors and observers
shoul d be all owed about five mnutes before the role play to decide

how they will/woul d enact their role.

Allow up to twenty mnutes for the interview. Reconvene the group
and ask a spokesman for each syndicate to eval uate the perfornmance
of the foreman. The "of fender"” should be asked to corroborate or
contradict the analysis. Particular attention should be given to

the follow ng issues:

- Didthe offender feel that he had been fairly treated?
(Regardl ess of what he said. )

Did the foreman feel that he had achi eved his objectives?

- Wiat changes and inprovenents are likely to arise as a result of

the intervi ew?

Rem nd trai nees that disciplinary interviews are unpl easant for
bot h sides. Supervisors often postpone themindefinitely, although
bot h sides know that an offence has been committed. What is likely

to be the effect of such postponenent?

- Il feeling and a spirit of mistrust will grow between the two

peopl e i nvol ved.

-  The offendi ng enpl oyee will not know where he stands and will be
tenpted to offend again, if only to find out what his position

is.



-  The supervisor will hold the undi scussed of fence agai nst the

enpl oyee in a vague and general way, and will be unable to work

effectively through him

It is inportant to conduct disciplinary interviews correctly, but

it is even nore inmportant to conduct themat all. Disciplinary

probl ems pust be brought into the open.
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Role Play Brief: Chief Storenman X

You are the Chief Storeman in the Utopian Farners' Society. You have for
sonme tinme suspected that Labourer Y was insubordi nate and undi sci -
pl i ned. You have just succeeded in catching himhandling insecticide
concentrate w thout the regul ati on safety cl ot hing, gloves and boots.
You are pleased to have caught himat |ast, particularly doing sone-

thing so blatant and seri ous.

Apart fromthe operator's own safety, it is vital that the special
cl ot hi ng shoul d be worn since enpl oyees who handl e i nsecticide al so
handl e ani mal feeds, nil king equi pnent and so on, which could if con-

tam nated with insecticide cause nmjor probl ens.

Labourer Y has worked in the Store for six nonths. You believe that he
took the job because his fanmily found that their snall farm could not
support all of them and as the youngest brother, age twenty-three, he
had to find paid enploynent. He seens generally uninterested and unin -
telligent, and you want to inprove his perfornance, or get rid of him

as soon as possible.
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Role Play Brief: labourer Y

You have worked as a | abourer in the Utopian Farnmers' Society's Store
for six nonths. You were forced to take the job as your fanmly's | and
was too small to support everyone and as the youngest brother you were

obliged to | ook for work.

You are bitter and bored with the job, and you m ss the i ndependent
outdoor life you enjoyed as a farner. Then you were your own boss and
coul d deci de what was necessary and do it as you felt inclined. You are
particularly irritated by all the apparently petty and unnecessary
regul ations applying to your job in the Stores. You believe that the
special rules for handling insecticide concentrate are the nost stupid
of all. You were used to handling this chenmi cal regularly on your farm
and you know that common sense and care are all that is necessary. Now
you are told that you nmust wear special clothing, gloves and boots,
which in addition to being hot and unconfortable, are very clunsy so
that it is al nost inpossible to pour the chenmical from one container

into another while wearing them

You only tried them once and have never bothered again. You were just
handl i ng sone i nsecticide when the Foreman canme round the corner and
saw you. You know how fussy he is about petty rules and regul ati ons, so
you are not surprised that he asked you to cone and talk to himin his

of fice.
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SESSION 11,1
THE ORIG N AND VAL UE OF TRADE UNI ONS
hjective: To enable trainees to identify the role of trade unions
in co-operative | abour relations.
Tine: One to two hours.
Session Quide
1) If co-operative enployees are not unionised and are not likely to

be in the foreseeable future, this session should be onitted. Trade
uni on nenbership is growing in nost countries, however, and staff
associations may play a simlar role. In any case the basic content

nust be adapted to each country's situation and institution

Ask trainees to suggest why trade unions first came to exist:

A single enployer was nore powerful than any one of his indi-
vi dual enpl oyees. Together the latter could at |east approach

himfroma nore equal bargaining position

Enpl oyers as a group united to keep down wages. Enpl oyees were
conpelled to respond by form ng associ ati ons, or uni ons of
workers in the sane field of work and fromdifferent enter-

pri ses.

Poi nt out sone conmon features of the co-operative and the trade

uni on novenent:

Both originated as popul ar novenents to cater for the interests

of their nenbers.

Bot h have been powerful instrunents of social change in nany

countri es.

Both have evolved multi-level structures in response to the need

for |local nmembership and national representation



Earnmers Wirkers

- Primary Societies - Factory Branch
- Co-operative Secondary - Trade Union
Organi sations
- National Conf ederati on of
- National Apex Organisation Trade Uni ons

Ask trai nees what advantages an enployer can gain if his enpl oyees

are represented by a strong union

- The enployer can negotiate with one body, know ng that the

agreements will be accepted by all enpl oyees.

- The enployer will be faced with tough and well-trai ned negoti a-
tors, who will drive a hard bargain but should realise when

their demands threaten the very jobs of their menbers.

- Individual demands or gross indiscipline may well be dealt with
by the union, so that managenent will not be concerned with such

t hi ngs.

Trade or craft standards may be naintained or inproved by exam -

nation or training sponsored by the union.

Ask trainees what enpl oyees basically need, and why they would join

a union in order to obtain it.
- A reasonabl e i ncone.

Many people think that workers, and the trade unions that represent
them are only concerned with higher wages. Ask trainees to nention
ot her needs which workers have and whi ch trade unions should try to

ensure that enployees satisfy.

- Security - they do not want to |lose their jobs.
- Safe and heal thy working conditions.

- Housing, education, nedical services and other personal require-
ments which may be satisfied through salaries, but are often

provided in addition to noney.

- An incone or pension after they are unable to work.

Ask trainees to describe their present feeling about and contact
with trade unions. How can they work nore effectively with themto
achi eve the common goals of social justice and inproved prosperity

for nenmbers and enpl oyees?
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SESSION 11.2
NEGOTI ATI NG W TH TRADE UNI ONS
(hjective: To enable trainees to negotiate effectively with a
trade union or any other organi sation with whomthey
nust deal
Iine Two to three hours.
Materi al: Enpl oyer and Trade Uni on Briefs.
Session Quide
1) Remind trainees of the basic principles of successful negotiations:

Bot h sides nmust gain sonething fromthe agreenent.
Both sides prefer peace to war.

Any agreenent nust be fair and nust appear to be fair.

Explain with the help of appropriate exanples the follow ng points

of effective negotiation:

Poi nts gained or lost in negotiation rapidly beconme nore inport-
ant than the actual gain or sacrifice involved. The successful
negotiator should retain his sense of proportion and appreciate
what points are inportant and what are nerely bargai ning points
whi ch are exaggerated by the nature of the negotiating process.

It is inmportant but difficult to try to keep feelings separate
from behavi our. This exercise, and real |ife | abour nego-
tiations, are about what people will do afterwards and not about

their feelings in the negotiation.

Negotiation is an exchange process. People will not be content
even if they feel that they have gai ned everything and gi ven
nothing, any nore than if they feel the exchange has gone

agai nst them

Divide trainees into three approxi mately equal groups, the first to

represent the managenent, the second to represent the enpl oyees and

the third to act as observers. G ve each nenber of each group the
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appropri ate handout, and allow themup to thirty mnutes do deter-
mne their strategy for the follow ng negotiation. Do not offer any
gui del i nes on how they should be represented, how nany peopl e
shoul d speak for their interest or anything else. Al they knowis
that thirty minutes are avail able for negotiation, and that it is
in both side's interest to reach agreenent during this period. Ask
the third group to act as observers, keeping the points given bel ow

in nmnd.

Bring the two negotiati ng groups together and allow up to thirty
m nutes for the negotiation. Wien it is finished ask the observers

to evaluate the others' performance along the follow ng standard:
- Was it clear who was speaking for the enployer/union?

- Did the enpl oyer/uni on appear to understand the needs of the
ot her side, and attenpt to satisfy them w thout prejudicing

their own interests?
- Did either side give in because of |ack of principle?

- Did both sides have prepared fall-back positions on which to

negoti ate?

- D dthe enployer/union start with ridi cul ous demands or with the
hi ghest reasonable denmnds, showi ng a genuine desire to cone to

an agreenent ?

- Did the enployer/union |ose their tenpers, or ensure that anger
was shown only in facts and figures rather than in words or

physi cal behavi our?

- Did enployer/union | ose valuable tine and negoti ati on positions
by all owi ng thensel ves to be sidetracked fromthe essenti al

i ssue?

- Did enployer/union attenpt to work from areas of agreement
towards sol ution of disagreenment, or did they stress disagree-
nent fromthe begi nning and thus inhibit any chances of a

friendly rel ati onshi p?

- Was the enployer/union fully briefed as to the facts of the

case, including those unfavourable to their own case?

- I f agreenment was reached, did the other side feel it had "l ost"

or were both satisfied?



Session 11. 2
Sheet 2

- |If agreement was not reached, how far away were both sides? Wat

side should or could have nmade the necessary novenent in order

to reach agreenment? Wiy did they not do so?

Remi nd trainees that the ultinate interests of both sides are the
sane; viable, expanding co-operatives which can afford to enpl oy
many people, to pay good wages and to provi de good conditions.

These are also in the interest of nenbers, custonmers and society.

Al'l sides nust gain if agreenent is reached.
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Role Play Brief: The Enployer

You are a nmenber of the Managenent Conmittee of the Utopian Farners

Society (UFS). The Ut opian branch of the Agricultural Wrkers' Union
(AWJ) has just presented its wage and sal ary demand for 1987 to the
Presi dent of the Utopian Farners' Society. He has passed the demands to
t he Managenent Conmmittee of the Society with a note saying, "This is
ridiculous; neet with them agree on sonething reasonable and bring it

to the next committee meeting.”

Al the fifty non-clerical workers of the UFS were recruited into mem
bership of the AWJ early in 1986, and they are clearly hoping for great
things in return for the subscription of $6 per year. This is a fair

sum of noney to many of them

The AWJ is currently running a recruiting drive in the area, and you
believe that they regard your Society as sonmething of a test case. If
they get what they want from you, everyone else will want to join. But
if they fail, the AWU will have suffered a major loss of credibility
and nmay have to withdraw fromrecruitnent in the co-operative sector

al t oget her

Their demands in.summary are as foll ows:
I nmedi ate 25% a year increase in wages across the board.

Cuar anteed security of enploynment with redundancy only all owed
after discussion with the Union and six nonths m ni mum notice. Any
redundancy shoul d al so be "sweetened" by a cash equivalent to a

nmont h's wage for every three years' service with the Society.

Sat urday norni ng wor ki ng should be stopped without any adjustnents

to the time worked on the five remaini ng week days.

A Representative of the AWJ shoul d be appointed to the Managenent
Conmittee of the Society.

Al'l enpl oyees should be allowed to purchase the Society's goods or

services at a 50% di scount off the normal price

Inflation is running at about 10% per annum and you were thinking of
offering a 15% increase to allow for increased productivity. A 25% i n-

crease would wi pe out the budgeted surplus and seriously danage the



future of the Society. A 17.5% i ncrease would be acceptabl e and 20%

woul d be possible if no other financial concessions were nade.

Seasonal | abour needs and other strictly agricultural problens nean
that about half the Society's non-clerical staff are not needed on a
per nanent basis. Only a few of these people are actually not given reg-
ul ar enpl oynent but you feel that you nust retain this flexibility in
the interests of the Society's future. You see no reason why the re-
mai nder of the enpl oyees should not be granted sonme sort of security,
even on the terns demanded, because there is no reason why their ser-

vices will not be needed in the future.

The Soci ety has already decided, in confidence, to stop Saturday norn-
ing working, and to add thirty nminutes to each of the five week days in

order to replace the five lost hours with two and a half hours gai ned

The Managenent Conmittee is constitutionally open only to nenbers. The
Managers t hensel ves are only observers, and it is unthinkable that any

ot her enpl oyees shoul d be adnitted.

Most of the Society's services are of no value to enployees. Sone farm
supplies are suitable for donestic use however, and every few nonths
sur pl us goods have to be disposed of, with sone difficulty, at dis-
counts of 60%to 70% of f the expected retail price. At present these

goods are sold to surplus goods nerchants in the city.

The AWJ has not nentioned health or housing. The Society is planning to
i ntroduce a subsi dised enpl oyee health schene, and a housing | oan sche-
me. These are both Governnent-sponsored schenmes which will be avail abl e
in all co-operative societies within the next few years, but the UFS

hopes to be first in the field.

The UFS wage rates are presently rather higher than in nost co-operat-
ives, and far higher than casual |abour rates on nei ghbouring farns.
Sone | arge plantations pay 5% nore to their permanent enpl oyees and
factory jobs in the city are 30% to 40% hi gher paid. They are hard to

get and are two hundred and fifty kilonmetres away from Ut opi a.
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You are fairly sure that the AWU woul d not take the dispute as far as a
strike, since strikes are in theory illegal and in fact virtually un-
known. The Uni on has no noney for strike pay in any case and very few
of the enpl oyees would survive a few weeks wi thout their wages. You are

determ ned to reach agreenent at the forthcomng thirty m nutes neet-
i ng.
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Role Play Brief: The Union

You are a non-clerical enployee of the Utopian Farners' Society (UFS)
and a nmenber of the local conmittee of the branch of the Agricultura
Wor kers' Union (AW) which represents UFS enpl oyees in negotiations
wi t h managenent. You and your colleagues in UFS joined the AWJ a few
nont hs ago, in early 1986, and you have recently presented your demands
for inproved wages and conditions for 1987. You know that the other em
pl oyees, and the rest of the Union, are |ooking on this as sonething of
a test case. If AW gains what it wants, the new AWU i s expected to in-
crease its nenbership and credibility enormously. If you fail to get
what you have asked for, the Union nmay have to wi thdraw fromthe co-op-

erative sector where it has high hopes of increased support.

Your demands are, in sumary, as follows:
An i mredi ate 25% sal ary i ncrease across the board.

Cuar anteed security of enploynment wi th redundancy only all owed
after discussion with the Union and six nonths notice, plus a cash
sum equi valent to a nonth's wage for every three year service with

the Society.

Sat urday norning working to be stopped without any additional hours

to be added el sewhere.

An AWU wor ker/ menber shoul d be given a place on the Society's Man-

agenent Committee

Al | enpl oyees should have a right to use the Society's goods and

services at a 50% di scount off the normal price

You have heard that nei ghbouring plantations pay people 10% nore than
the UFS for summer work, and jobs in factories in the city, tw hundred
and fifty kilonmetres away, pay up to 40% nore than the UFS. Inflation
is running at 10% per annumin any case, so you feel that a 25%i n-

crease i s reasonabl e.

About half of the fifty AW nenbers in the UFS are enployed on a seni-
casual | abour basis, but nost of themare in fact enployed throughout
the year. Only three or four are without work for two or three nonths
at atine. All the others are so-call ed permanent enpl oyees but enjoy

no job security in law or in fact.



Most of the workers are not really concerned about Saturday working but
the Union Oficial has stressed that this is a national trend which

synbol i ses worker solidarity.

Not many workers are actually in a position to use the Society's sup-
plies or services, but a few workers are also farners, and they would

benefit enornously fromthe demanded concessi ons.

You are sure that the UFS would not risk a stoppage. You are prepared
to threaten strike action but not actually to carry it out. Strikes are
in theory illegal and in fact virtually unknown and al so the Union has
no funds for strike pay and the workers would not be willing to forego

their regul ar wages.

You want a reasonabl e agreenent as soon as possi ble, and you hope that
this can be achieved in the forthcom ng thirty-m nute neeti ng between
managenent and uni on representatives. You feel that you have a genui ne
gri evance since the enpl oyees' wages are | ower than nost regular em
pl oyees of any type of organisation, and they enjoy no nedical or hous-
ing services or sinmlar benefits which are often enjoyed by Gover nnent

enpl oyees.
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SESSION 11.3
ENPL OYNENT AND THE | AW
hjective: To enable trainees to identify occasions when the | aw
applies to rel ati onshi ps between enpl oyers and em
pl oyees.
Time: One hour.
Material Tr ai nees’ own exanpl es of enploynent-rel ated probl ens
whi ch they believe nust be settled by recourse to | aw.
Session Qiide:
1) Refer trainees to Topic 5. Point out that it is evidence of failure

on the part of an enployer if either he or his enpl oyee goes to | aw

in an attenpt to secure their rights. Such failure can arise from

Failure to define the responsibilities, duties and privil eges of

either side at the tinme of appointnent.

I gnorance of those aspects of the law that apply to enpl oynent.

Topic 5 dealt with the first category of problens. This session

deals with the second

If possible, invite a lawer who is famliar with | abour law and
able to talk in layman's | anguage, to contribute to this session.
It may be nore useful to ask himor her to comment and "rule" on
the foll owi ng problens or others that may be submtted by trainees,
rather than asking himto deliver a lecture which nay or may not be
rel evant to problens actually experienced by trainees in their

wor k

Descri be each of the following situations to trainees, and ask them
to deci de what would be the outcone of the dispute, follow ng the
| aw of their country. Trainees should, if possible, have prepared
i n advance descriptions of |abour relation problens which are known
to them and where they believe the | aw must be invoked. The
descriptions should be used to replace or supplenent the foll ow ng

exanpl es.



If a lawer cannot be obtained to participate in this session the

Instructor should attenpt to obtain an inforned opinion on each

case from soneone experienced in | abour |aw.

a)

An enpl oyee is found drunk at work, and strikes the foreman who
di scovers his condition. He is summarily dism ssed, but clains
that his terns of enploynent |lay down a procedure for witten
war ni ngs whi ch nust be followed prior to disnmissal. He clains
reinstatenent or the statutory three nonths' wages in |ieu of
noti ce which nust be paid for normal cases of termnation of

enpl oyment .

(Unl ess specific offences have been identified in the contract
of enploynent as neriting instant dismssal, and his offence is

i ncluded, his case may well be upheld.)

An enpl oyee was |l oading bulk fertilizer and a particle fell in
his hair and remained there. He returned hone and while brush-
ing his hair a piece of fertilizer then became | odged in his
eye. He rubbed it rather than rinsing the eye or going for
medi cal attention. This caused inflammti on which eventually
led to the loss of sight in the affected eye. The enpl oyee sued
for danmages, and the co-operative clainmed that the injury was

his fault since it happened at his hone and not at work.

(The enpl oyee coul d show that the accident as opposed to the
injury took place at work. The co-operative should have warned
enpl oyees of the danger, and possibly provided protective

cl ot hing. The case woul d probably succeed.)

A driver refused to carry grain in sacks across a custoner's
yard and into the store, while the normal approach road which
woul d have taken the lorry right up to the store was closed for
repairs. The co-operative issued the driver a formal warning of
di sm ssal in case of recurrence of this m sconduct. The driver
cl ai med however, that his job description only required himto
assi st with unloading, and not with noving goods about in cus-

tomers' prenises or anywhere el se

(The job description or contract of enploynent should include
some phrase such as "Carry out any task as directed by nanage-

ment in furtherance of the co-operative business"” to cover such
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eventualities. If it does not, the driver's case may be upheld

and the warning may have to be wi thdrawn.)

An enpl oyee was pronoted to supervisory rank. Mst supervisors
were provided with subsidi sed housi ng, but no property was
vacant at the time of his pronmotion. Two years |ater he sued
the co-operative for the difference between the rent he was
payi ng for his privately rented house and the subsidi sed rent
payabl e for society housing, claimng that supervisors' con-
tracts of enploynent included entitlenent to such housing. The
Co- operative argued that he had not signed a new enpl oynent
contract when pronoted, and his original contract did not in-
cl ude housing. They therefore claimed that he was not entitled

to subsidised housing or to rent allowance in |ieu.

(The Society's case would probably be upheld in | aw, but sone
ex gratia paynment woul d probably be appropriate. Al promotions
shoul d be acconpani ed by new enpl oynent contracts, if the con-
ditions attached to the new position are in any way different

fromthe ol d one.)

Stress that "amateurs" should not neddle with the | aw. Enpl oynment

contracts and simlar docunents must be drawn up in consultation

with a |lawer, and managers need only be aware of the situations

when t hey shoul d seek professional advice.
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SESSION 121
THE I M TATI ONS AND MFTHODS COF TRAI NI NG
ojective: To enable trainees to identify what training can and
cannot achi eve, and to sel ect appropriate nethods of
training to achi eve certain objectives.
Tine: One to two hours.
Session GQiide:
1) Ask trainees whether they believe that training can remedy all the

staff problens in co-operatives. Ask them what sorts of problens

cannot be sol ved by training

There are a nunber of different types of problens that cannot be
solved purely through training courses. Attenpt to organise
trai nees' responses into those relating to the organi sation and

t hose i ndividual s

Ask trai nees what sorts of organi sational weaknesses may prevent
even the nost skilled and best trained staff fromperfornmng an ef-

fective job:-

If the organisation is poorly structured (see Topic 1) it may be
difficult for even the nost conpetent people to performtheir

job properly.

If for sone reason the staff are notivated incorrectly, they may
achi eve their objectives but these will not be those which best
serve nenbers and the national interest.

Staff may attenpt to secure their own jobs, to build their own "em
pires" or to nake as large a profit as possible. These nay not

necessarily be in the best interest of menbers. (See Topic 7).

Even if the organisation is properly structured and staff are prop-
erly notivated, individuals may have failings which cannot be cor-
rected by training alone. Ask trainees to suggest what these may
be.



4)

Staff may be dishonest.
Staff may be | azy.

Staff or menbers may not be tenperanmentally inclined to co-oper-

ate wi th one another.

Staff may be carel ess.

Ask trainees what effect training al one may have on these types of
faults:

Trai ning may nake the di shonest man nore successfully di shonest.

The | azy staff menber may continue to be lazy during the train-

i ng course

A staff nenber who is basically unco-operative will not have his

attitudes changed purely through training.

Even the best trained accounts clerk or vehicle nechanic wll
still performhis tasks sloppily and inadequately if he is very

carel ess by disposition.

Stress to trainees that training on its own can achi eve very

little, and even in conjunction with organi sational and other im

provenents it cannot solve every problem

Ask trainees to comment on the nunber of courses they thensel ves or
their staff have attended. Does the period spent in training

necessarily relate to their excellence of perfornmance?

Go through the various nethods of training, briefly summari sing
their advantages and disadvantages. Ref er, when appropriate, to

sessions in this course and wite down the nane of the training
nmethod with its code letter as it is dealt with

A lectures
+ A great deal of material can be dealt with in a short tine.
+ A prominent person can nake a personal inpact.

There is no opportunity for feedback

The | ecturer has no way of knowi ng whether he is understood.

B : Case Studies

+ Real situations can be studied by trainees.
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+ Techni ques can be tested against reality.
Trai nees have no responsibility for the solutions they suggest.

- Tinme must be spent familiarising thenselves with irrel evant or

fictitious situations.

C - Exercises

+ Trainees individually nust conplete a task.

+ Trainees' errors can be individually identified and dealt wth.

- The classroomsituation is wholly dissimlar to the reality of

the job.

- Trainees may feel that they are in an academ c as opposed to a

practical situation.

D - Discussion

+ A wide range of opinions can be invited and di scussed.

+ Al trainees have an opportunity to state their opinions or

failure to understand.
Di scussi on can be very inconclusive, irrelevant and discursive.

Di scussion is wholly unlike any real job.

E : Role Plays

* The trainee feels hinself in the situation of the actual job
hol der.

+ The situation develops on its own as it actually would in the

real worl d.

- The artificiality of the exercise my nmean that it is irrel-

evant .
- Trainees may not take it seriously.
E: Ganes
+ The interactive and wunexpected nature of reality ~can be

si nul at ed.
*  Trainees actually have to work under tine pressure.

- Wnning the game may take on nore inportance than | earning the

t echni ques.

The gane situation is very dissimlar to the real world.



G: Projects
+ These are closest of all to the real job situation

+ The result of the project may be of positive value for a co-op-

erative society.
- Projects require a great deal of individual supervision

-  Co-operatives or other institutions may be unwilling to give the

time to trainees.

Briefly summari se and list on the chal kboard/ OHP t oget her wi th

their code letters the follow ng co-operative staff nenber de-

ficiencies:

"T" a Chief Storeman was unable to order the correct quality of
goods to be stocked because he coul d not appreciate the effect of
changes in availability and price and the cost of stocking and

variations in off-take.

"U' a Conmittee Menber finds it difficult to appreciate the role of
Governnment in relation to co-operatives and is thus baffled and

confused in discussions where this topic is relevant.

"V' an Auditor is conpetent at the technicalities of his job but is
unabl e to deal effectively with irregularities when he discovers

t hem

W a Co-operative Extension Oficer understands what he should
tell farmers but is unable to persuade conservative and ol der

peopl e to change.

"X" a well-trai ned Mechani cal Engineer is unable to apply his

training to the realities of the processing factory fl oor
"Y' an Accounts Cerk nmisposts suns of nobney to the wong accounts.

"Z" a Co-operative Veterinary Oficer fails to recognise the dis-

eases of cattle or to recormend the appropriate renedies.

Ask trainees to pair the staff training needs just described with
appropriate learning nmethods to solve them Stress that in fact a
conbi nation of training nmethods might be appropriate but for the
pur poses of this exercise they should choose the nost appropriate

net hod for each staff deficiency.
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Opinions will vary but a reasonable set of pairings is as follows:

AZ BV CY, DU EWFT, GX

Di scuss any di fferences of opinion and refer again to sessions in
this course to show how vari ous subjects have been covered with
different training nethods. It may be useful at this stage to dis-

cuss whether these have in every case proved effective.
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SESSION 12 2
THE USE AND DESI GN OF TRAI NI NG COURSES
hj ective: To enable trainees to select appropriate institutions
and types of courses for their co-operative society
staff.
Tine Two to three hours.
: . i
1) Ask trainees to list the various institutions which are offering

any formof training which they believe may possibly be appropriate
for co-operative staff. They should include overseas training, the
Uni versity, polytechnics, agricultural colleges, the Co-operative
Col l ege and any local or central training institution which offers

courses in subjects which are relevant to co-operatives.

Stress that it is unnecessary for a course to be designed and of -
fered specifically or only to co-operative staff. There are very

few subjects which are unique to co-operatives

Ask trainees to identify the basic types of courses in terms of

their duration. They may categorise themas follows:
- One year or longer degree, certificate or diplom type courses.

- Courses of two or three weeks or a nmonth or so with no fornal

qualification but demanding full-tinme attendance
- Two- to three-day courses on a residential or full-day basis.

- Part-tinme courses in evenings or possibly half a day or so a

week, offered over a fairly |long period

- Correspondence courses.

Li st the maj or subject areas in which training nmay be required
These may be categorised in a variety of ways but the |ist may be

as foll ows:
- Managenent.

- Book-keepi ng, accounting and financi al nanagenent.



- Technical courses in agriculture, engineering and so on.
- Basic skills courses in machine operation, driving, typing etc.

Courses in co-operative "consciousness raising" or sinilar sub-

jects.

Li st on the chal kboard/ OHP all the types of training which are
avai |l abl e, showing the institutions, the type of course by the tine
i nvol ved and the subject. This list should be as conplete as the
Instructor's and trai nees’ know edge will allow, and should thus
represent the total of all types of training which are avail able

for co-operatives.

Trai ni ng courses which are beyond the reach of co-operatives be-

cause they are too expensive or co-operative staff are unlikely to
be qualified for them need not be included.

Ask trainees to identify the various groups of staff within their
co-operative societies and briefly sunmarise their training needs.
Here again the way in which staff are divided up may vary but the

followi ng sets of categories may be useful.
- Managenent.
- Accounts staff.
- Cerical staff.
- Extension staff.
- Drivers.
Labourers.
Conmmi tt ee Menbers.

O di nary Menbers.

The training needs will obviously vary. This will involve a degree
of generalisation but it should be possible for trainees to state
one or two general types of areas in which these people need train-
ing. They should not ascribe a particular training need to every
group since sone nay operate perfectly effectively or be in no need
of training. Trainees should not be encouraged to feel that train-

i ng shoul d be undertaken for its own sake.
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Go through the list of available training courses with trainees and
al | ocate groups of staff to the appropriate course if it exists.
Ask trainees whether it is feasible to send this type of staff on
the course so identified and di scuss how the conpl ete group of

staff can be trained over what sort of period.

There are likely to be one or nbre groups left for whom no con-
veni ent, econonical or suitable formof training is avail abl e.
Trai nees nay or nay not al ready be conducting their own training
courses but elicit fromthemthe suggestion that a co-operative

shoul d organise training for itself when necessary.

Di vide trainees into syndicates of four or five nenbers. Attenpt to
put together in each syndicate a group of trainees who have identi-
fied simlar unsatisfied training needs in their societies and who
therefore need to develop simlar types of "in-house" training. Al-
|l ow syndicates up to forty-five mnutes to design a training course
which is suitable for one particular group of staff which they have
identified. It may al so be possible to put trainees together whose
societies are near to one another so that they can actually co-op-
erate in running joint training programmes with one another. Syndi-
cates should aimto produce an approxi mate outline of a proposed

trai ning course which includes the follow ng i nformati on:

The target group for whomthe course is designed with their ap-

pr oxi nat e nunber.

A statenent of their present performance deficiency together
with the i nprovenent which is expected to be achi eved through

attendance of the course

-  The duration of the course.

- The approximate allocation of tinme to vari ous subjects.

- An indication of the training nethods which will be used for

each subj ect.

- Ildentification of the instructors who will be used for the

trai ning course

- Identification of the physical place and facilities which wll

be used to hold the course in.



- A very approximte estimate of how nuch it will cost to conduct

the course together with a statenent of how the necessary fund-

ing will be obtained.
A statenment of how the results of the course will be eval uated
and how those reponsible for it will know whether it has

achi eved its objectives or not.

8) Stress that it is always advisable to refer to the specialist in

training for further refinenent and el aboration of a training pro-
gr anme.
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SESSION 13,1
ACTI ON | FARNI NG AND COVM TIVENT
hjective: To enable trainees to apply what they have learned to
their own situation, to develop a solution to a
specific problemw th the assistance of the group and
to commit thenselves publicly to its inplenentation by
a given tine.
Tine: M ni mum one day (8 hours).
Session Quide:

Tr ai nees shoul d have been warned at the beginning of this course that
at the end they woul d be expected to describe a specific problemfacing
them at work, and to devel op and present a solution to the problemthat

they will inplenment on their return hone.

They shoul d have been rem nded of this constantly throughout the
course, and of the need to identify at |east one problem which the
course will help themto solve. This final day gives themthe oppor-
tunity to develop a solution to this problem using what they have
| earned during the course and in consultation with a nunber of other
trainees, and then to present the solution to the whole group for

criticismand comrent.

The problenms and their solutions will of course be unique to each

trainee and his organisation, but typical exanples m ght be as follows:

Problem: The three staff working in the store for produce and sup-
plies are very slowin carrying out their duties. They
always try to push work on to each other, and nenbers com
pl ai n about their inefficiency and |lack of interest in
their work. The store is untidy, and when | try to correct
them they always bl ame each other for not doing what they
ought to do. Their attitudes nust be changed, otherwi se the

society will suffer.

Solution: | amgoing to have a neeting with them and di scuss the

situation. | shall carefully explain to themthe overal



obj ectives of our society and explain how the work in the
store nust be carried out in order to contribute towards
the achi evement of the overall objectives. | shall further-
nore di vide the workl oad anong them and work out a cl ear
job description for each one of them so that none of them
can escape his duties any |onger and put the blame on his

wor kmat e.

- Problem Wen the nanagenent conmittee has taken certain decisions,

whi ch affect the work of all ny staff, it usually takes a

very long time before everyhody complies with the new directives for vork. Particularly store workers and drivers
are slow in applying the new directives. Sonmetinmes this
creates big confusion in our work and even counterpro-

ductive actions.

- Solution: | amgoing to investigate the reasons for this. | think it
has to do with inefficient conmunication fromme as a nan-
ager to ny staff. If this is the case, | will have to es
tablish a better information system Al witten infor-
mation will fromnow on be translated into the | ocal
| anguage, and | will convene even junior staff to attend

staff meetings.

The tine avail able should be divided into two sections. During the
first section, trainees should work in syndicates of at |east three
peopl e. Each trai nee should have a mni mum of 30 minutes to describe
his problemto his syndicate and to discuss and develop with their ad-
vice a solution, together with a tinetable for its inplenentation. Syn-
di cates should be made up, if possible, in a way which excludes people
fromthe same society, and includes a range of skills and experience.

Tr ai nees shoul d be encouraged to regard their 30 minutes or nore as a
consul tancy opportunity, during which the accunul ated expertise of

their colleagues is freely available to them

During the second section, each trainee should have at |east 10 mi nutes
in which to present his problemand its solution to the whole of the

rest of the group, and to hear and react to at |east a few comments and

suggesti ons.



Sheet 2
Even in this brief period, every trainee nust be sure to:
- Descri be the probl em
- Descri be the sol ution
Descri be how the solution will be "sold" to whoever is involved

- State a specific date by which a specific part, or the whole, of

the plan will be conpl et ed.

(Trai nees who are in charge of a society may feel that it is unnecess-
ary to "sell" their ideas, because subordinates will in any case do
what they are told. Trai nees should be warned i n advance of this
error. Subordinate staff nay do what they are told because they are
frightened of the consequences if they do not, but they will not nake
their full contribution, unless they are convi nced of the advantages of

doi ng what ever has to be done.)

Trai nees should be encouraged to arrange to neet each other at work
after the course, and if possible a series of small consultancies,

based perhaps on the action conm tnent syndicates, should be set up

The instructor should al so undertake to visit or otherw se contact each
trai nee around the prom sed date of conpletion of the plan, in order to
ascertain whether or not it has been inplenmented. It nust be stressed
that this is not in order to evaluate the trai nees, but the training

course itself.

If possible a brief reunion should al so be arranged, to take pl ace
after an appropriate interval. If this can be done, trainees should be
asked to state in this session exactly what they plan to have achi eved
by the date chosen for the reunion, so that they can on that occasion
conpare progress with the stated intention. This is not only a useful

eval uati on device, but nore inportantly, the public conmm tnent and
know edge of the forthcom ng reunion will be a powerful incentive to

t he actual inplenentation.

The allocation of tine within the period will obviously depend on the
nunber of trainees and the tinme available. It is inmportant that what-
ever tinetable is selected, it should be closely adhered to, since
ot herwi se sone trai nees may be deprived of the chance to discuss their
problemw thin their syndicate or to present it to the whol e group.

These may very well be the nore reticent menbers of the group, who can

benefit nost fromthe experience.



Possible timngs are as foll ows:

- 16 Trainees Six Hours:

First Section: Three hours in four syndicates of four, each having

45 minutes for discussion of his problem

Second Section: Three hours in plenary session, each trainee having
approximately 10 mnutes to present his solution.

20 Trainees Six Hours

Eirst Section Two- and- a-hal f hours in five syndicates of four,

each trainee having about 35 minutes for discussion

of his problem

Second Sectjion: Three-and-a-half hours in plenary session, each
trai nee having approximtely 10 m nutes to present

hi s sol ution.

If nore than 20 trainees are in the group, it may be necessary to allo-
cate nore than one full day for this exercise. This will be tinme well
spent, since this period can provide an effective "bridge" between the
course and the real world, and ensure that trai nees regard the com
pl etion of the course not as the end of the training period, but the

begi nni ng of personal inprovenent on the job.





