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Preface

Thi s traini ng package is one of a nunber of training packages desi gned
by the ILO - MATCOM Proj ect to assist people who plan or carry out
training for the managerial staff of agricultural co-operatives in de-

vel opi ng countri es.

The training provided under this traini ng package, as well as under the

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

the tasks and functions to be perfornmed in agricultural co-opera-
tive societies in devel oping countri es;
(i) t he conmon pr obl ens and constraints facing t he effective

performance of these tasks and functions.

The result of this analysis is reflected in the MATCOM "Curri cul um
Cui de for Agricultural Co-operative Managenent Trai ning". The Gui de
contai ns syll abuses for 24 nmanagenent subjects and MATCOM has produced

trai ni ng packages, sinilar to this manual, for the foll owi ng subjects:

- Col | ecting and Receiving Agricul tural Produce
- Transport Managenent
St or age Managenent
- Mar ket i ng- of Agricul tural Produce
- Supply Managenent
- Rural Savings and Credit Schenes
- St af f Managenent
- Fi nanci al Managenent
Cost Accounti ng
- Proj ect Preparation and Apprai sal
- Ri sk Managenent
- Export WNarketing
- Managenent of Larger Agricul tural Co-operatives
- Cooperative Audit and Control

Managenent of Ml ti purpose Cooperatives

For nore information on the above training naterial, please wite to:

The MATCOM Pr oj ect

c/ o CO OP Branch

I nternational Labour Ofice
CH 1211 CGeneva 22

Switzerl and



Target Group

Target groups for this training progranmme on "Wrk Pl anni ng" are
manager s and assi stant managers of agricultural co-operative so-

cieties.

Al m

The aimof the programme is to enable trai nees to prepare short-
and long-term plans for the operations of the co-operatives, and to

plan their own and their staff's activities.

In particular, the progranme wi Il enabl e trainees:

- to recognise the need for planning as well as its requirenents

and limtations;

- to recognise the critical inportance of specific neasurabl e ob-
jectives, to set such objectives and to identify the inportant

rel ati onshi p between pl anni ng and obj ecti ves;

to inplenent the first basic steps in the planning process by
identifying the activities necessary to the achi evenent of ob-

jectives, and to assess the required resources;

to anal yse the annual workl oad of their society, and to design

an effective work plan accordingly;

- to determine the timng and sequence of activities required for

t he achi evenent of objectives;

- to prepare activity charts in order to facilitate the inpl enen-

tation of conplicated operations;

- to draw a network plan, and to use the critical path nethod in

the planning of typical society operations and speci al projects;

- to systenmtically exanmine the things they have to do, and to de-

ci de which should be given priority in particular circunstances;
to plan their own daily workl oad

to identify and plan to overcone personal and institutional bar-
riers which night hinder the achi evenent of their societies' ob-

j ectives;

to recogni se reasons why plans are often not i nplenented;



to apply sinple planning techniques to their own careers;

to apply the planning techni ques they have | earned to their own

wor k situations.

Use

The progranmme as described in this nanual can be used for a
speci al i sed course on Wrk Pl anni ng. The conpl ete programe, or
i ndi vi dual sessions or parts of sessions, can also be incorporated
in the curriculumfor a nore conprehensi ve managenent training pro-

gr amme.

Duration

The conpl ete progranmme, as described in this nanual, consists of 15

Learning sessions. Session tines vary from1l to 3 1/2 hours. The
total progranme will take approximately 37 hours, or between 5 and
Z_days, depending on the qualifications and experience of the
trai nees and the hours worked each day. The tine nay well be ex-
ceeded, and each instructor nust decide on the likely duration in

vi ew of | ocal conditions. A tinetable should be prepared accord-

ingly.

o I

The programre is based on the assunption that training is expensive
and that nmoney for co-operative managenent training is scarce.
Therefore, it | ooks upon training as an investnent, and unless the
training yields results, the return on the npbney invested in it

will be nil.

On their return honme fromthe training programme, the trainees
shoul d be able to show concrete results of jinproved managenent . In
order to prepare and equip the trainee to achieve this, the pro-
grame has adopted a highly active |earning approach through the
use of "participative" learning nmethods and a built-in action com

m t ment

Trainees will not | earn about Work Planning in a general and pass-
ive way. Thei r day-to-day nanagenent probl enms 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 in groups
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and on their own) will learn by solving these problens as in rea
life, with the necessary assi stance and gui dance fromthe trainer,
who will act nore as a "facilitator"” of |learning than as a | ec-

turer.

Every trainee, even if he or she has never actually nanaged a co-
operative society, has sonme ideas and suggestions from which the
others can | earn; if any or all of the trai nees have managenent
experience they can contribute a great deal to the |earning of the
ot hers. This material is intended to all ow and encourage every
trainee to contribute as nmuch as possible fromhis own insights and
experience, so that all will go away with the accunul ated know edge

that each brought to the programme.

This sort of shared learning is in fact al nbst always nore inport-
ant than the know edge that you, the instructor, or the material in
itself, can contribute. If you do no nore than allow every indi-
vidual to put in what he knows, and to learn fromwhat the others

know, you will have achi eved a great deal

The built-in action commitnment at the end of the programe will
gi ve each trai nee the opportunity of using the know edge and ex-
pertise of his colleagues in the training progranme to find a con-
crete and acceptable solution to a specific management problem he
is faced with - a solution to which the trainee will conmmit hinself

for inplenmentation.

Structure

The programme is divided into eight TOPICS and each topic is
covered by a nunber of SESSIONS (see the table of contents on page

X) . 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 estimate 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.
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Before "using" the programme in a real training situation, it will

probably be necessary to adapt it. This can be done as foll ows:
Read through the material and deci de whet her:

- the programme can be run as it is;

- only certain topics or sessions should be used;

- new topics and sessions should be added.

Your decision will depend on the training needs of your trainees

and the means you have at your disposal

Carefully read through the sessions you have decided to use. Check
the subject natter in both the session guides and the handouts.
Mbdi fy themto include | ocal currencies, nanmes, crops and so on.
Such adaptation will help trainees identify thenselves nore easily
with the people and the situations described in the handouts and

will increase inpact and effectiveness of the traini ng programre.

Do not feel that this manual is |like 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 the naterial properly will be the
amount of changes, additions and anendnents you have yourself wit-

ten into this copy.

. o i al

Handouts constitute an inportant part of the training material used
in the programme. They can be reproduced fromthe origi nal hand-
outs supplied in the ringbinder, after the necessary adaptation has
been nade. Repr oducti on may be done usi ng whatever nmethod is

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

The only item of training equi pnent which is absolutely essenti al

is the chal kboard

Sone suggestions for visual aids are given in the session guides.

If flipcharts or overhead projectors are avail able, you should pre-
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pare these aids in advance. If they are not avail able you can

still use the chal kboard

The Pre-course Questionnaire should be sent to the trainees in ad-

vance. Tr ai nees should be asked to conplete it and hand it in at

the begi nning of the training programe.

Preparing Yourself

Sone trainers nay feel that material of this sort neans that they
need only spend a few m nutes preparing for each session. This is
not the case. You should go through the follow ng steps before
conducti ng any course which is based wholly or in part on this na-

terial:

a. Read carefully; be sure you understand the content, and that

you envi sage what is intended to happen in the classroom

b. Work through all the cal cul ati ons; be sure that you under-

stand them conpletely and try to predict the errors that

trainees are likely to nake, and the different answers which

may not be wong, but which will be worth follow ng up

C. Wor k through the case studies yourself, and try to predict al
t he possi bl e anal yses and answers which trai nees may cone up

Wi th.

d. Look up and wite down on the material itself, as many | oca

exanples as you can to illustrate the points that are raised.

e. BPlan the whol e session very carefully; try to predict ap-
proxi mately how nmany mi nutes, each section of the session is
likely to take, and make the appropriate nodifications to fit
into the tinme that you have avail able. Do nat take the sug-

gested tine at the begi nning of the session too seriously.

Conducting the Progranmme
While using the material, you should try to observe the foll ow 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 nat put themin rows so

that the only face they can see is your own.
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Be sur e that the session is clearly structured in the

trai nees' m nds; outline the structure at the begi nning, fol-
low it or say that you are diverging fromit, and summuari se

what has happened at the end

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

job-oriented objectives of the session

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

t hensel ves, suggest.

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. Persi st, by asking the sane
question in different ways by hinting and so on, and only nake

the point yourself if all else has failed.

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

sonmebody i nto nmaki ng an attenpt.

Avoi d tal ki ng yoursel f. Tr ai nees' di scussi on and suggesti ons
shoul d occupy around three quarters of the total tinme; ask,
listen and guide rather than talk. (The npbre 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

questions or comments with 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 naterial, even if they are nore

pr eci se.

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

trai nees nust see and understand both sides of every issue.
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m If trai nees appear to be following a quite different track
fromthat suggested in the material, do not disniss this out

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

n. Call on the silent and, if necessary, silence those who talk

t oo nuch.

0. Be sure that everybody understands what is going on; do not
al l ow the di scussion to be taken over by the few who under-

st and.

p. Be dynamic, lively and active. Myve around, wal k up and down
the cl assroom and generally keep everyone alert to your

physi cal activity.

After the Course

Not e down each trainee's action comritnent, and be sure to contact
every trainee, in person or at |least by letter, about six nonths
after the end of the course to find out how they have nanaged to
apply what they have | earned and how well they are inplenenting
their action commtments. |If they have failed, it is not they who
were at fault, but the course. Either the training was ineffec-
tive, the trainees were poorly selected or you failed to recognise

probl ens whi ch might prevent them from appl yi ng what they | earned
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Pre-Course Questionnaire

Name : f e e e e e et e e e e e e

BTl T

o o O 1 ol 13,

Brief description of your responsibilities:

L I R I I I N N R I R R T

L T I T I T I T T T S S T T S S S S

L L T T T T T T S T S T S S T T

What parts of your job do you enjoy the most?

D I I I T I T T T T

L I I I T T T T e T T T T T T S T S S S O

I L T T T T T T T T T S S S O

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

L R I T I T T T T T T S S T T T T T T O O

L R T R T e e e T T S T T R N T T T T T T T S S S ST

L L L I R R N R T T .

Please complete the following sentence:

As a result of attending the course on Work Planning,

to:

I shall

be

able

L O e I e I R R R A S R S S S S R )

L O e e e T T T T S S S S T T S

L L e R I T T T T T T T T T S S T N
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LNTRODUCTI ON

hiective: To denpbnstrate the inportance of careful planning of a

co-operative society's operations, and to identify

sources of expertise within the groups of participants.

1 - 2 hours.

Mat erial Conpl et ed Pre-course Questionnaire

Ti net abl e.

Li st of participants.

, : :

4)

If a pronminent visitor is to open the programe, he or she should
be asked to give exanpl es of problens or wastage that have arisen
because the managers failed ta plan. He or she should stress that

for people in the trainees' position it is essential to master a

: | effici I . hni .

See that Any adnministrative problens are dealt with now, such as
matters of accommpbdati on, paynent of expenses, transport, roomfor

private study, etc.

Point out that a training course such as this is an investnent.
Attenpt to estinmate its total cost (including trainees' salaries
while in training). Point out that unless the value of the benefit
to the co-operative fromthis course exceeds the cost of the
course, the noney woul d be better spent el sewhere. Hence, trainees
shoul d continually relate what they are learning to their own
j obs. If the naterial appears irrelevant or nistaken, or if they
do not understand how to use it, they nmust say so. The course wl|

be changed accordi ngly.

Go briefly through the tinetable. Stress that the trainees will be
required to contribute and not nmerely to |listen. People |earn not

by passively listening but by actively participating.
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6)

Ask each trainee to sumari se his prior training and experience and
to state what he hopes to gain fromthe course. Refer to the Pre-
course Questionnaire if necessary. Stress that everyone brings
sonething to the course and that the total experience in the group
as a whole is substantial. While the trainers and material wll
provi de i deas about techniques and a structure for the course, a

maj or i nput nust conme fromthe trainees thensel ves.

Tell trainees that at the end of the course each of themw |l be
expected to denonstrate what he has | earned by preparing a detail ed
pl an for sonme project or operation to be inplenmented upon his re

turn to his society. The plan will include a List of all activi-
ties required to conplete the total task, a chart to show the se-
guencing and the rel ati onship between the activities, and a tine
plan All this will be based upon the special planning techniques

which trainees will learn during the course.

Tell trainees that the instructor intends to contact themafter the
course to assess how sucessful they have been in inplenmenting their
pl ans. The course, rather than they thenselves, will be eval uated

by their success.
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Sheet 1
SESSION 1.2
IHE NEFD FOR Pl ANNI NG
(hjective : To enabl e trai nees to recogni se the need for planning
as well as its requirenments and linmtations.
Tine 1 1/2 - 2 hours.
Material : M cro- Case Studies "Co-operatives with Probl ens" and
"Two Different Managers".
Session Qi de:
1) Di stribute copies of the mcro-cases to all trainees. Al | ow

trainees up to 15 minutes to read the cases and to conplete the as-

si gnment .

Ask trai nees whether they thensel ves ever experienced such prob-
| enrs, or have heard of themin other societies. Ask i ndi vi dual
trainees for their answers to the assignnent as related to the

first story.

Alpha Society:
The answers in this case seem sinpl e enough:
- Transport was | acki ng.
Sonebody forgot to order it or it did not cone as ordered.

- \Whoever was responsi bl e should have renenbered to order the
transport and shoul d have nade sure that it did, in fact, ar-

rive.

Elicit simlar answers fromother trai nees for the other situ-

ations.

Beta Society:
Fi nance was | acki ng.

The bank never issued a | oan.
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The soci ety should have requested the | oan earlier, or the bank

shoul d have dealt with the application nore quickly.

Gama Society
-  The necessary skills were | acking.

The society failed either to appoint an experienced drier oper-

ator or to train one of its existing staff.

- The responsi bl e nanager shoul d have appoi nted soneone qualified

or sent soneone for training.

Delta Society

- Most of the necessary resources were |acking.

The Co-operative Departnent and the nenbers whose real responsi-
bility it was had failed to consider what resources were needed
and, in particular, to appoint a nanager who m ght overcone at

| east some of the problens.

The manager shoul d have seen to it that any expectations roused
wer e reasonabl e and based on a realistic assessnent of what

could be done in the tine and with the noney avail abl e.
Ask trainees why it is that problens of this type are still common
in co-operatives and el sewhere when it is perfectly obvious whythe

probl ens occur and what should have been done to prevent them

Trainees may refer to the basic shortage of three fundanental re-

sources .

- physical : mat eri al s or equi pnment such as vehicles, chem cals or
spare parts;

- financial : loans, cash or foreign exchange;

- human: manpower (nunbers), or, nore inportantly, particular at-

titudes and skills (quality).

| f fundanental resources such as these are not avail abl e, how can
pl anni ng renedy the situation? Explain that the remai nder of this

session will be used to show that proper planning is_ in fact the

best way to overcone difficulties of this type
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Ref er back to the case studies. Gven that the necessary resources
in each case were scarce, what could the nanager of the society
have done to minimse, if not altogether elimnate, the kind of

probl em descri bed? Elicit suggestions such as the foll ow ng:

Assessing the society's needs well in advance, he could increase
t he chances of obtaining the resource by arranging for it as

early as possible.

Anticipating the difficulty of supply, he could make individua

staff menbers responsible for obtaining the necessary resource.

Real i sing that the supplier m ght not deliver on tinme, he could
order supplies fromtwo or nore suppliers with the intent to

cancel one order when it becane clear which would deliver first.

Determ ning the resources needed and the tine avail able, the
manager coul d sel ect and pursue those objectives npst likely to

be achi eved.

He could make alternative arrangenents in case a resource n ght

not be avail abl e.

Ask trainees to suggest what alternatives night have been nade in

each of the four case studies. For exanple:

a) Ani mal transport or bull ock carts night have been able to nove

the nmai ze
b) Custoners night have been willing to nake advances or i mredi -
ate paynent, if necessary, in return for a discount.

c) The supplier of the drier night be persuaded to send a tech-
ni ci an even at sone cost to operate the drier the first tine it

was used

d) The co-operative officer should have been nore realistic in his

rai sing of menbers' expectations.

Ask trainees what the nanager mni ght have done in each case, if he
were fairly certain that the necessary resource could not be avail -

able at all. Answers mght include the foll ow ng:

a) The eventual custoners m ght have been paid to collect the

mai ze.

b) The society could have nmanaged its cash so that at |east part

paynment coul d have been given to nenbers on delivery. The



situation coul d have been expl ained so that they woul d accept

sone del ay between delivery and final paynent.

c) The drier night never have been bought, since one essenti al
conponent - a trained operator - was not available. A skilled
operator is as necessary as the engine or the fuel. Equi pment

purchase shoul d be del ayed in the absence of any of these.

d) The menbers shoul d have been involved in the planning. Pr ob-
lens and pre-requisites for their solution should have been an-
tici pat ed. Sol uti ons ni ght have been forthcom ng and di sap
poi nt nent mni ni m zed t hrough properly guided nmenber partici-

pati on.

Stress that all these possibilities require certain managenent ac-

tivities

identification of the task to be perforned;
- identification of activities needed to performthe task

- identification of resources necessary to carry out the activi-

ties;

- anticipation of the tine required to obtain these resources and

of any problens likely to be experienced in their supply;

- identification of ways in which the resources are nost likely to
be obtained, or of alternative resources if the nost desirable

ones are unlikely to be available in spite of managenent effort.

This is fundanental |y what planning invol ves. The best pl anners
can never ensure that everything will happen as planned, but they

can mnimse the chances of failure.

Many people feel that planning is only appropriate in an econony
where the supply of physical, financial and hunan resources is ad-
equate, or at | east predictable. VWhat is the point of planning,
they ask, if shortages or total breakdown of supply are unpredict-
abl e because of weather, political factors, poor conmnunications,

etc.?

To pronote di scussion on this point, distribute copies of the case
study "Two Different Managers". Allow trainees up to 15 mnutes to

conpl ete the assignnent.
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Ask individual trainees to give their answers. They shoul d ap-
preci ate that good planning identifies exactly how nuch of each
critical resource will be required for what purpose and at what
time. Manager Scott can study his plan and quite quickly decide
how he should nodify it because of the reduced transport, but nman-
ager Wlson will be forced to start planning fromthe very begin-
ni ng. He nay use the transport facilities unwi sely because he has

taken no tinme to plan.

Pl anning is just as necessary where resources are unreliable as
where they are predictable. Pl anning for uncertainty is even nore

likely to be useful than planning for a predictable future.

Ask trainees if they have any experience with projects which have
been carefully and expertly planned, but which have neverthel ess
not been successful ly inplenment ed. Ask themto describe exanples

whi ch occur to them

Stress that planni ng al one achi eves not hi ng. The i npl ementati on of
a plan requires adequate admi nistration. Managers nust not make
the m stake of believing that plans, no natter how el egant, are a

substitute for effective nanagenent.

Ask trainees to attenpt to recall projects of two different types:
those that were well -pl anned but poorly inpl enented; and

- those that were poorly planned, or perhaps not planned at all

but effectively managed.

Ask trainees which type is nore likely to succeed. Stress that
good field nanagenment can often conpensate for the |ack of plan-
ni ng, but that even the best plans cannot succeed w thout well -man-
aged i npl enent ati on. Pl anning is inportant, but it tends to be
done in the office and on paper rather than in the field and "in
reality". Co- oper ati ve managers nust not | ose sight of the rea

wor |l d, producing beautiful plans inpossible to inplenent.
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The nmenbers of the Al pha Society were angry and di sappoi nt ed.
Their crop was harvested and bagged, ready for collection. They
t hensel ves had hel ped in the construction and preparati on of a go-
down in which to store the crop before sale. The necessary | abour
had been assenbled to handl e the collection and receiving of the
crop. There was no transport, however; the society did not have
its own vehicle. Hired transport was usually arranged. For sone
reason, this season it never arrived and the mai ze rotted in the

rain.

Ihe Beta Society:

The Beta Banana Growers were satisfied with their crop. The qual -
ity had fully attained international standards. The fruit had been
carefully harvested and transported to the society's store. There
it was finally prepared and sent to foreign narkets. Paynment was
nmeant to be within one week of delivery; yet after one nonth no
cash had appear ed. The secretary said he had applied for a short-
termloan fromthe Co-operative Bank, but, for sone reason, the
noney had not been issued. Meanwhi | e the nenbers were forced to
t ake expensive |oans from noney-|lenders to pay for their daily re-

qui renents. They wi shed they had never tried cash crop farning

Ihe Gammm Society

The nmenbers of the Gamma Corn Growers' Society were very di sap-
pointed with the expensive new grain drier installed just before
t he wheat harvest. Their objective had been to nake it possible to
store the grain for three to four nonths | onger than usual; then
to sell it for higher prices which would far nore than cover the
cost of the drier. Unfortunately, it proved very hard to operate.

On several occasions the grain was scorched. When they tried to
remedy the problem the noisture content was virtually unchanged.

However, the equi pment had been delivered as ordered, and the |oan
whi ch they had used to pay for it had to be repaid. It appeared

that the new drier mght well drive the society to bankruptcy.
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The Delta Society:

The nmenbers of the Delta Society had had hi gh hopes when they
started their society a year ago. They needed a reliable source of
fertiliser and other materials, tractor-hire services and a better
mar ket for their crops. The officer fromthe Co-operative Depart-
ment had prom sed themthat the new soci ety he had persuaded them

to formwould provide all their needs.

Now t hey were di sappoi nted; the new store for farminputs was only
hal f-finished, the tractor had not arrived, and the State Marketing
Board was unable to take delivery of their crops. Furthernore
there did not seemto be any proper systemto record the initial
subscri pti ons and deposits of nenbers and the nanager appeared un-

able to answer their questions.

Assi gnment
For each of the above stories, wite brief answers to the follow ng
questi ons:
- What resource was | acki ng?
Wiy do you suppose it was | acking?

- How might the probl em have been prevented?
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Two Different Managers

The buyi ng season was comng to a close for the narketing co-operat -
ive. Manager Scott had to organise the collection of produce from four
"buyi ng points” within the area of his society. The Co-operative Union
offered transport services as usual. It had promi sed to allocate eight
trucks to Scott's society during the first week of February. Scott had
drawn up a detail ed plan, show ng how many truck | oads were to be
evacuat ed from each buyi ng poi nt day-by-day, inform ng nenbers as to

collection dates and tinmes, etc. Everything was well planned.

Manager W1 son was | aughing at his coll eague's efforts. W son had
exactly the same situation: a society with four buying points and lots
of produce to collect. Wlson said it was absurd to spend so nuch tinme
deci di ng how he would use the eight trucks, since it was alnpbst certain
that he would not get them anyway. There could be fewer, none at all,

or even nore than eight. What was the point of working out exactly how
to use a nunber of trucks al nost certainly not avail abl e? Manager
Wl son preferred to wait and see. He woul d use what ever transport
facilities he was offered in the best way he could but would not risk

bei ng di sappoi nted by planning everything i n advance.

Assi gnment

If Scott and W1 son were allocated four trucks each, instead of eight,
woul d Scott gain anything fromthe ti me he spent planni ng how to use

eight trucks? If you believe he would, explain how this mght be.
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the basis for planning

topic
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Session 2.1 Aims and Obijectives
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SESSION 2 1
ALNMS AND OBRIECTI VES
hjective: To enabl e trainees to recognise the critical inportance
of specific neasurabl e objectives, to set such objec-
tives, and to identify the inportant rel ationships be-
tween pl anni ng, ains and objectives.
Tine 2 - 3 hours.
Material : Case study "The Cotton G owers' Society"

Session Qi de

Stress that the fundanmental aing of a society nust be clearly de-
fined, with every situation carefully analysed and related to the
ainms, prior to planning. This is not easy, but planning to do the
wrong things is dangerous and a waste of resources. This can be
avoided if the manager is fully aware of his society's ainms and if
he can convert those ains into practical objectives for the short-

termactivities.

Most co-operative societies begin their by-laws with a statenent of
the ai ns, goal or purpose of the society. Quote from by-I aws of

this kind for |local societies and ask trainees to recall their own.

Typi cal aims mght be:
- to market nenbers' crops effectively;

- to pronpte econom c and social well-being in the agricultura

comunity in a certain area

- to provide marketing, supply, credit and educational services,

and such other facilities as might fromtine-to-tine be appro-

pri ate.
It is likely that few, if any, trainees will be able to quote their
society's ains word-for-word. Ask any who do recall themif know

| edge of the ains as expressed in the by-laws makes any difference
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in the way they manage their societies. How can they use these

ains as a guide to better nanagenent?

If long-termains witten into the by-laws are of little practica
val ue for planning, what is the purpose of stating themin this
format all?

- Ains of this sort are necessary as a general description of the

functions of a co-operative society, offering guidelines as to
the kind of tasks to be done. Wiy are they, however, virtually

usel ess for day-to-day or | onger-term managenent ?
- They do not specify exactly what should be achieved.

- They cannot be related to the current situation of a co-operat-

ive society.

If the ains are to be useful for planning and effective nmanagenent

we have to nmake them nore specific. Ains for nanagenent:

- nust offer a tine frane stating by what tine they are to be

achi eved;

must be unanbi guous, specific, not open to differing and perhaps

conflicting interpretation

nmust be neasurable, it nust be possible to determ ne whether or

not the aims have been achi eved by | ooking at the situation

Poi nt out that ainms which have been converted i nto exact statenents

of this type are usually called abjectives.

Wite the foll owi ng "objectives” on the chal kboard or show t hem on
t he OHP*. Allow trainees up to 20 ninutes to wite down whether or

not they satisfy these criteria, and if not, why not.

a) "To extend credit to as many nmenbers as possi bl e during the
year."

b) "To process and market efficiently menbers' cotton."

c) "To i ntroduce hybrid nmaize to at | east 50% of nenbers by the

end of next year."

OHP = over head proj ector
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d "To recruit new nenbers during the next season."

e) "To i nmprove significantly nenbers' well-being during the fol-

| owi ng year."

f) "To set up a new credit systemduring the year."

Ask trainees for their suggestions. Their comments shoul d i ncl ude:

a) This does not state how mich credit. "As many as possible" can

mean what ever nunber the nmnager finds convenient.

b) "Efficiently" does not specify at what rate of surplus. The

anmount of crop is not specified.
c) This is specific, nmeasurable and potentially achievabl e.

d) This does not state by how rmuch nenbership is to be increased
An increase of one night be sufficient, but it is unlikely that
this is really what |ies behind such a statenent. The nunber
of | apsed nenbers m ght be higher than the number of new nem

bers. The figure nust be a net increase

e) "Significantly" is not specific. "Well-being" is too vague, it
m ght apply to health, satisfaction, incone, education, or any

of several different aspects of their condition.

f) This does not state what the systemw || have achi eved or wl

be capabl e of achi eving.

Allow trainees up to a further 30 mnutes to reword the objectives
"a", "b", "d", "e" and "f" to nmke them specific, nmeasurable and
achi evabl e. Encourage themto use their imagi nation to supply

necessary details.

Their answers ni ght include:

a) "To extend a m ni num of $50 seasonal credit to at | east 100

menbers at planting tine during next year."

b) "To process and market at |east 100 tons of nenbers' cotton
during the harvest season, and to earn a surplus of at | east

$10 per ton on the operation.”

d) "To i ncrease net nenbership by at |east 50 during the coni ng

year."
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e) "To increase nenbers' income fromcrops sold through the so-

ciety by at |east $100 during the com ng year."

f) "To set up a new credit systemand to have extended at |east 50

|l oans to nmenbers by the end of next year."

Ask trainees whether they have objectives |like this as a guide for
activities and as a basis for planning. It is likely that nany do

not .

Di scuss the ways in which trainees thensel ves and their comiittees
and nenmbers are able to decide at the end of the year how well or
how badly their societies have done. Wuld they, and those respon-
sible for hiring, paying and evaluating them prefer to have
speci fic nmeasurabl e objectives of this sort or to carry on as they

are with perhaps occasional reference to the by-laws?

Di vide trainees into groups of up to four nmenbers each. Distribute
copi es of the case study to each trainee. Allow themup to 45 nin-
utes to conplete the assignment. Reconvene t he groups and ask for

their suggestions.

Summari se these on the chal kboard or OHP and di scuss any mmjor dif-

ferences. Their suggestions mght include the foll ow ng:

The Cotton Growers' Society shall have the foll owi ng objectives, to

be achi eved within one year

a) A mnimmof 80%of all nmenbers shall be using at | east 10 bags

of Fertilizer per hectare.

b) Agreenent shall have been reached with the Mnistry of Agricul -
ture to provide an i nproved extension service so that each nmem

ber will be visited at |east twice during the planting season

€C) The society shall have appraised the different types of pro-
cessi ng nmachi nery avail able and a case for purchase of an ap-

propriate machi ne shall have been presented to the Co-operative

Bank.
d Two satellite fertilizer storage depots shall have been built,
to hold at |least 20 tons of fertilizer each.

e) At least 90% of all cotton growers in the region shall be mem

bers of the society and shall nmarket their cotton through it.
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fy The society shall hold at |east three open neetings during the
year in order to acquaint nenbers, non-nmenbers and their fam
ilies with the services it provides and ains to provide in the

future.

It is not inportant that groups cover every aspect of the society's
activities and the inprovenent. The purpose of the exercise is to
ensure that trainees draft objectives wiich are specific and
neasurable .

Test all trainees' suggestions by asking:

- Could the manager or anyone el se be able to say w t hout any
doubt whether or not the objective had been achi eved by the end

of the year?

If this question cannot be answered clearly in the affirmative, the

obj ective shoul d be rephrased.

Stress that planning is inpossible w thout objectives and a cl ear
under st andi ng of the existing situation. Trai nees who do not have
either or both of these for their own societies should be encour

aged to draft possible objectives, based on their actual circum
stances, before proceeding to the rest of the course. They shoul d

i f necessary, be assisted by the training advisers.
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The Cotton Growers' Society

Summary of the Present Situation

Deliveries of cotton fromnenbers to the Cotton G owers' Society during
the | ast year have not been very satisfactory. In fact, deliveries
were 10% | ess than in the previous season. Conditions for grow ng cot-
ton in the country have, if anything, inmproved over previous years, but
the Cotton Growers' Society has suffered fromfalling nmenbership and
from some nenbers delivering their cotton el sewhere. Productivity has

al so fallen through nenber failure to use sufficient fertilizer.

This occurred partly because not all nenbers were aware of how nuch

fertilizer was necessary and partly because it was difficult to obtain
it. Sufficient fertilizer was available to the society during the year
but the distribution systemdid not work well. It is suggested that

some form of sub-depot system be adopted in the coning year.

The Cotton Growers' Society does not provide its own extension advisers
to nmenbers. This is a function of the Mnistry of Agriculture. Prob-
| enrs have ari sen because of m sunderstandi ng between the |ocal office
of the Mnistry of Agriculture and the chairman of the society. It is
apparent that sonething nust be done about this to ensure advisory ser-

vi ces for nenbers.

Further problens have ari sen because the co-operative's processing
equi pnent i s beconm ng worn-out and ol d-fashioned. It will be difficult
to decide what sort of new equi pnment shoul d be purchased, if indeed

funds can be obtained fromthe bank for this purpose.

Assignment .

Draft five objectives for the Cotton Growers' Society for the next 12

nont hs.


KATHERINE


jcooic

basic planning techniques
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Session 3.1 Activities and Resources
Session 3.2 Staff Workload Scheduling
Session 3.3 Timing and Sequence
Session 3.4 Activity Scheduling
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SESSION 3 1
ACTIVITIES AND RESQURCES

hiective: To enable trainees to inplenent the first basic steps
in the planning process by identifying the activities
necessary to the achi evenent of objectives, and by as-
sessing the required resources.

Tine: 1 1/2 - 2 hours.

Material Handout "Special bjectives of the Cotton Growers' So-
ciety".

Session Quide:

1) Di stribute the handout or display a list of the objectives agreed

2)

on for the Cotton Growers' Society in the previous session.

Ask the trainees whether or not the |list of objectives is a suf-
ficient guide for the manager of the society to be used as a worKk-

i ng docunent during the year.

Clearly, the objectives do not say what should be dane they only
state the intended results. These can be neasured at the end of

the year to see what has actually been achi eved.

Ask the trainees to suggest what the nanager nust do next in order
to prepare sonething to help himand his staff achi eve these objec-

tives. What is the first question he nust ask about each objec-

tive?

Elicit the suggestion that the nmanager nust decide what activities
are required to achi eve each objective. His job is to direct the
actual work of his staff. He nust therefore decide what tasks have

to be done.

Di vide trainees into six groups and allocate to each group one of

the objectives. Allowup to ten minutes to list on |arge sheets of
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paper all activities necessary for the achi evenent of "their" ob-

jective.

Display the lists of activities. Avoi d going into too nuch detail

at this stage. Discuss the suggestions briefly and attenpt to con-

fine trainees to activities such as the foll ow ng:

a)

80% Fertilizer Usage
Fi nd out how nmany menbers are using fertilizer now, and how
nmuch.

Conduct | ocal neeting and denonstrations to persuade nenbers to

use fertilizer.

Visit each nmenber in an effort to convince himto use

fertilizer; show hi m how.
Fi nd out how nmuch fertilizer will be needed.
Arrange to finance the fertilizer purchase between the tinme the

society has to pay for it and the time nenbers can pay.
Order the fertilizer.

Col l ect and store the fertilizer.

Deliver the fertilizer or make sure that nenbers collect it.

Continue contact with farners in the field to see that they are

using fertilizer correctly.

Fi nd out how many farnmers have used fertilizer and w th what

success.

Ext ension Service

Make necessary contact with the Mnistry of Agriculture.

Di scuss the problemwith the mnistry; agree on what each side

shoul d contribute to i nprove services, and when.

Sel ect, recruit and train any extension staff to be hired by

the society.

Design a system for regul ar extension calling.

Keep extension staff fully infornmed of all relevant society ac-
tivities.

Moni tor the success of the extension service.
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Identify suppliers of all possible types of machinery.

Meet representatives of suppliers and brief themon the so-

ciety's requirenments.

Visit neighbouring installations using the various types of nma-

chi nes.
Sel ect the npbst suitable equi pnent from suppliers' subm ssions.
Prepare a proposal for the purchase of the chosen machinery.

Submi t the proposal to the bank to obtain the necessary

finance.

Storage Depots

Prepare specifications covering location and capacity of
depot s.

Identify suitable contractors.

Cbtain tenders from contractors.

Sel ect the best bid and place the contract.
Supervi se the construction of the depots.
Take over and occupy the depots.

Arrange for paynent for the depots.

909% Menbership
Fi nd out how nmany people in the area do grow cotton; estinmate

how many nenbers are needed to achi eve the objective.

Deci de on an appropriate recruitnent canpaign, using speci al

visits, neetings, posters, etc., as appropriate.
Carry out the canpaign.

Monitor the results.

(pen Meetings
Det ermi ne the specific objectives of the neetings.

Design the content of the neetings.

Deci de on dates and pl aces for the neetings.
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7

- Arrange for any special speeches, filns, etc
Hol d t he neeti ngs.

- Appraise the results.

Ask trainees to suggest what the manager should do next, having

identified the necessary activities. How woul d they respond if

asked to carry out one of the activities?

Clearly, they would ask for the necessary resources, including

their owmn tine, to be nmade avail abl e.

Elicit the suggestion that the manager nust now deci de what:
men (or woren)

- materials

- noney

are needed for each activity.

Ask trainees to suggest appropriate categories for listing these
resour ces. As a basis for the next exercise, elicit the follow ng

very sinple categories:
Staff - Managers
Cl erical and supervisory
- Labourers
Materials - Passenger vehicles
- Freight vehicles
Money - Fixed capital

- Working capital

Ask trainees, working in the sane groups as before, to produce a
suggested |list of the resources required for each of the activities
listed for "their" objectives. (They shoul d excl ude noney for the
pur poses of this exercise. Pl anni ng for adequate finance is part
of Fi nanci al Managenment and is dealt with in the MATCOM course on
t hat subject.) They should all work fromthe common |ist of ac-
tivities sumrmari sed earlier in the session. Allow up to 30 ninutes

for this.
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Tr ai nees shoul d use their

in terns of nen/wonen and vehi cl e- days.

Prepare a schedul e on the chal kboar d/ OHP

sumrari se the resources required.

Reconvene the groups and ask themto read out

qui rements.

mar i sed as bel ow.

Modify the figures if they appear

the totals.

their

Sheet

i magi nati on and should |list the resources

in the formbelow, to

resource re-

These should be clarified if necessary and then sum

totally unrealistic and add up

The figures given bel ow are provided purely as an

exanpl e.
Clerical
Activities Management | Supervisory Labour Passenger Freight
Time Vehicles Vehicles
For Objective A 15 days 10 days 50 days 10 days 15 days
For Objective B 12 days 10 days - 15 days -
For Objective C 10 days 10 days - 5 days -
For Objective D 15 days 5 days - 5 days -
For Objective E 18 days 10 days - 5 days 5 days
For Objective F 10 days 5 days - 5 days -
Total Time for (80 days) (50 days) (50 days) | (45 days) 1| (20 days)
Objective A-F 16 weeks 10 weeks 10 weeks 9 weeks 4 weeks

Reni nd trai nees that the six objectives do not

tasks of the society;

l ecting and receiving crops,

cei vi ng deposits,

Ask trainees to assune that the "norm

sources as indicated on the next

etc.

page.

they are outside the normal

suppl yi ng i nputs,

activities"

cover

maki ng | oans,

resources by adding these lines at the bottom of the table.

the routine

tasks of col -

re-

require re-

Conpl ete the summary of the
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Total Time for 16 weeks 10 weeks 10 weeks 9 weeks 4 weeks
Objectives A-F ‘

Time Needed for

Normal Activities 38 weeks { 120 weeks 360 weeks 40 weeks 40 weeks
Total Time Needed 54 weeks 130 weeks 370 weeks 49 weeks 44 weeks
Total Time Avail- 45 weeks { 135 weeks 360 weeks 45 weeks 45 weeks
able

Surplus/Deficit - 9 weeks | + 5 weeks | = 10 weeks | — 4 weeks | + 1 week
Poi nt out the al nbst inevitable deficit for some resources in
situations like this one. A manager nerely satisfied with im

pl ementati on of routine tasks will ususally not see any problem
regardi ng resources, but a progressive nanager will often antici-

pate deficits.

Ask trai nees what the nanager in our exanple should do next in or-
der to achi eve as many as possi ble of the objectives assigned to

him

Trai nees nay suggest hiring an assistant, obtaining a new vehicle,
and/ or other additional resources. Ask themto recall how diffi-
cult it Is to obtain new staff and vehicles. Renind themthat a

good definition of managenent is:
"Maki ng the best use of existing resources”.

Therefore, the first question to be discussed is: how can t he
manager achi eve the agreed objectives within available resources?

Elicit through discussion suggestions such as:

- Examine the "normal" activities and the esti mates of resources
required for new ones to see if the sane activities can be com

pleted with fewer resources.

- Examine the overall objectives and see whether all activities

are necessary or if they can be nodified.

- Decide whether it is possible to use a | ess scarce resource in-
stead of the one proposed. Could supervisors or clerks do some

of the management work? Coul d trucks do sone of the work al -

| ocated to the passenger vehicle?
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Di scuss the "substitutability" of managenent tine in particular

Are all the clerical staff in trainees' societies fully occupied
at all tinmes? Way are they not able to performnore of the things
t hat managers do? How can a nanager safely del egate sone of his

work to nmore junior staff? Elicit suggestions such as:
by training themto a higher |evel of skills;

by sinplifying and systemati sing the jobs so that junior staff

can performthem

- by recognising that people are often incapabl e because they are
bel i eved to be; nost staff will respond renarkably well if

gi ven greater responsibility.

Ask trainees to examne the list of new activities and review the
normal activities of collecting and selling produce, supplying
farminputs, and issuing |oans. Wlich have to be done at particu
| ar seasons, and whi ch can be done when nanagenent finds it con-

venient? Elicit the foll owi ng suggesti ons:

. | Tini vari o
Organi se supply of inputs Organi se extension service
Bui | d depots Appr ai se machi nery

Col | ect produce Recruit nenbers

Sel | produce Hol d neeti ngs

Manage credit services

How can a manager use this information to make better use of re-

sour ces?

- He can schedule the "variable timng" activities to avoid con-
flict with those using the sane resources as "fixed timng" ac-
tivities. This will avoid overl oadi ng and prevent resources
bei ng unused at sone tines and overused at others. (The next

session will deal with this problem.

Refer trainees to the table. Suggest that it has been possible by
econony, substi tution, and careful schedul i ng to reduce the

"deficit" to:

Managenent tine - 4 weeks
Labour tine - 10 weeks

Passenger vehicle - 2 weeks
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How can the deficits now be dealt with?

Full -time resources should not be obtained for |less than full-
ti me enpl oynent. Consi der using consul tants, casual | abour,

and vehicle rentals.

It m ght be necessary to ask the commttee to reconsider or re-
duce the scale of sone of the objectives. It is better to dis-
cuss possible difficulties at this stage than to experi ence un-

expected failure at the end of the year

Reni nd trainees of the various planning steps covered in this

exanpl e:
- Define objectives.
- ldentify activities required to achi eve objectives.
- Identify resources required to achi eve each objective.
- Calcul ate any resource inbal ance.
Reduce i mbal ance by training, rescheduling, etc.
Arrange for short-term resources.

Modi fy objectives if necessary.

Ask trainees what all this inplies for a nanager. \Wen shoul d he

start to think about what his society will be doing in the future?

Clearly, it is useless to try to obtain resources just a few days
before they are needed. Stress that planning nust be started many
nont hs before the activities are to be inplenented. Training, re-
schedul ing, recruitnent, raising funds, and other preparations
take tine. The reason why "new activities" very often come to

nothing is sinply that advance planning is neglected

Stress that | ack of resources and ot her energencies can be far
nmore effectively dealt with if they are | ooked upon as diver-
gencies froma plan. If no plan exists at all, it is likely that

available tine and resources will be badly utilised
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Special (hiectives of the Cotton Growers' Society

The Cotton Growers' Society shall have the foll owi ng objectives to be

achi eved within one year:

a)

e)

A m ni mum of 80% of all nenbers shall be using at |east 10 bags of

fertilizer per hectare.

Agreenent shall have been reached with the Mnistry of Agriculture
to provide inproved extension service so that each menber will be

visited at | east twi ce during the planting season.

The society shall have appraised the different types of processsing
machi nery avail abl e and a case for purchase of an appropriate nma-

chine shall have been presented to the Co-operative Bank.

Two satellite fertilizer storage depots shall have been built, to

hold at |l east 20 tons of fertilizer each

At | east 90% of all cotton growers in the region shall be nenbers

of the society and shall nmarket their cotton through it.

The society shall hold at | east three open neetings during the year
in order to acquaint nenbers, non-nenbers, and their famlies with

the services it provides and ainms to provide in the future.
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SESSION 3. 2
STAEE WORKI OAD SCHEDUI 1 NG
(hjective: To enabl e trai nees to anal yse the annual workl oad of
their society and to design an effective work plan ac-
cordingly.
Tine: 2 hours.
Material : Handout "Activity Chart - An Exanpl e".
Bl ank Forns "Activity Chart".
Exerci se "The Overl oaded Manager".
Session Quide:
1) Remind trainees about sonme of the conclusions fromthe previous

2)

sessi on:

- Certain activities nust be done at fixed tines, others when con-

veni ent.

A manager nust nmake the best possi bl e use of avail able re-
sour ces. Therefore, he should try to "even out" the workl oad

over the whol e year.

- He can do this only if he makes an analysis of the total work-

|l oad and starts planning well in advance.

Tell trainees that the purpose of this session is to give sone

exanpl es of how such anal ysis and pl anni ng can be done.

G ve each trainee a copy of the "Activity Chart - An Exanple". Ask
trainees if they normally prepare such schedules for their own so-
cieties, and for what purpose. Elicit in a discussion the foll ow
i ng points:

a) The chart itself can be used as a "calendar”, a reninder to the

manager about the dates to begin various activities.

b) It is useful to "break down" an activity into details. (E.g.
the activity "Preparation for the tradi ng season" can be div-
ided into Preparation of buying stations/Setting up new buyi ng

stations /Checking equiprent /Deciding opening hours /Announcing



openi ng hours/ Organi sing transport/etc.) The timng for such

detailed activities should be indicated on the chart.

c) The chart helps to identify the periods of high and | ow wor k-

load in the society.

Explain that the detailed activity planning as in b) above will be
dealt with in follow ng sessions. In this session we will concen-
trate on c), the conmmon problens of the uneven workload in a co-op-

erative society.

3) Draw a sinple graph of the followi ng formon the chal kboard/ OHP,
wi t hout including the curve line at this stage. Ask trainees to
copy the graph.

The Workload
High ¥——X—x /\(———-X-———X\ /) High
Medium /X X Medium
Low Ko Y X Low
J F M A M J J A S 0 N D

4) Refer again to the "Activity Chart - An Exanple". Ask trainees in
whi ch nonths the workload is |low for the manager. Place an "X' op-
posite the nonths of April, May and June, on |level "low'. Discuss
t he workl oads for the other nonths and mark the graph accordingly.
Then connect the X's with a line, showi ng how the workl oad vari es
through the year, as above.

5) Ask trai nees whether the workload profile applies equally to all

staff in the society. This is obviously not the case. Dr aw
anot her curve on the graph to indicate, for exanple, the workl oad

for the | abourers, as shown on the next page.
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The Workload

High % X =X == L———-‘-x\ k. High

\

\

\
Medium R —=—X Medium

Low Low

Managerial staff

——————————— Labour

Ask trainees individually to:

a) produce an "Activity Chart" for their own societies; (They
should not go into nore detail than in the given example. Use

the blank forms for "Activity Charts"” for this exercise.)

b) draw a graph show ng the annual workload profile of their so-

cieties, as in the previous exanple.

Al |l ow about 30 m nutes for this exercise.

Ask selected trainees to put their profiles on the chal kboard/ CHP

and to explain the workl oad peaks and troughs in their societies.

Ask trai nees what "scale" they had in m nd when pl aci ng sone
crosses in "low', sone "nediunt and sone "high". How nuch nore

work is there to be done in the "high" seasons than in the"low'?

Responses will differ, but trainees nmight suggest that the workl oad
during the high periods is between one and a half and tw ce as

heavy as during the | ow ones.

Ask those trai nees who suggest the greatest degree of difference
bet ween hi gh and | ow wor kl oad peri ods whet her the nunmber of staff
enployed in their co-operatives varies in proportion to the work-
| oad. For instance, if the workload at the high point is double
that of the low point, is the work force reduced to one-half at the

| ow period?
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It may be possible to hire casual |abour and thus to vary the
| abour force in proportion to the workl oad. Ask trai nees what are

t he di sadvantages of relying extensively on casual | abour.

Peopl e who can be hired at short notice, for brief periods, may
be those who cannot find work el sewhere; they tend to be the

| east qualified people.

- Even unskilled | abour requires sone introduction and training;

this may not be formalised, but sone days will go by before

casual labour is fully productive.

It is difficult to manage casual | abour, since the people have

no long-terminterest in the society enploying them

- It is socially disruptive to hire people and to di spose of them
after a short period; this is inconsistent with co-operative
t hi nki ng.

-  Peak workl oads for the society are likely to be the sane as the
peak | oads for the farnmer nenbers. They may depend on casual

| abour thensel ves. If the society does the sane, it is likely

to nmake such | abour nore expensive and nore difficult to ob-

tain.

Casual | abour may be enployed in spite of these difficulties to
deal with peak requirenents for unskilled | abour. However, the
wor kl oad of the adm ni strati on and nmanagenent staff is al so

usually in proportion to that of the |abour force

- If adm nistrative and nanagerment staff are sufficient for peak

peri ods, can their nunbers be hal ved during slack periods?

- If there are only enough such staff for slack periods, can

their nunmbers be doubl ed duri ng peak periods?

Since the number of adm nistrative and nmanagenment staff cannot be
as easily varied as casual |abour, what is usually the effect of a

vari abl e wor kl oad?
- During peak periods, staff are overl oaded.

- During slack periods, staff are not fully occupied.

Ask trainees what may be the effect of excessive worKkl oads:

- Wirk may not be done properly.
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- Staff nay be discontented and may resign.

- Dishonesty or inefficiency may be nore easily conceal ed.

What ill effects can arise frominsufficient work?

Staff nmay becone accustoned to a |ight workl oad and be unabl e

or unwilling to cope with nore work when it occurs.

Unnecessary costs may be incurred.

11) Allow trainees individually up to ten minutes to wite down a ran-
dom list of tasks which they thensel ves as managers of agricul -
tural co-operative societies have to perform Do not yet explain

t he purpose of the list.

Ask a trainee to read out his or her list, and wite it up on the
chal kboar d/ CHP, t oget her with additions from other trai nees.
Items such as the follow ng should be included, coded with letters

as bel ow. (The nunbers should not be included at this stage.)

a) Prepare m nutes for neetings 3
b) Subnmit returns to the headquarter authorities 3
c) Organi se the collection of nenmbers' crops 2
d) Supervi se crop coll ection 2
e) Negoti ate the sale of crops 3
f) Determ ne staff grades and sal ari es 1
9) Prepare agenda and papers for neetings 3
h) Obtain | eaders for nenber education progranmmes 1
i) Gve talks to local groups 3
j) Attend courses 1
k) | nterview and sel ect staff 3
1) Hold staff appraisal interviews 1
m Negoti ate supplies of fertilizer and other inputs 1
n) Prepare applications for credit 3
0) Supervi se preparation of annual accounts 3

P) Deal with nenber conplaints 2
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q) Recei ve visits from Gover nnent and ot her

r) Carry out

officials 3

routine visits to menbers in the field \

S) Inspect stores 3
t) Control petty cash account 2
u) Mnitor and sign cheques 2
v) Mnitor and sign |ocal orders 2
w) Draft the annual report 3
X) Deal with unexpected crises, breakdowns or accidents 2
y) Receive visits fromsal es representatives 1
z) I nspect vehicles 3

Describe the three followi ng types of activities to trainees:

1) Those which can be done any tine within two or three nonths,

at the manager's discretion (flexible).

2) Those whi ch must be done on a particul ar day, over which the

manager has no control whatsoever (inflexible).

3) Those whi ch the manager, to sone extent, can do when he

wi shes, withina week or so (sem-flexible).

Allow trainees up to 20 mnutes to classify each of the nmnagenent
tasks listed on the chal kboard/ OHP, as to category "1", "2" or
"3". Stress that they should classify the activities not accord-
ing to actual potential prefer

enough ahead.

treat nent but as managers ni ght

to handle themif they planned far

Opinions will differ, but a possible answer to the above ni ght be:
- 1 (Flexible): f, h, j, 1, m r and y.
- 2 (Inflexible): c, d, p, t, u, v and x.

3 (Seni-flexible): a, b, e, ¢ i, k, n, oo g, s, wand
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Trainees may classify nore itens in "2" (inflexible) than have
been suggested above. Ask why it is that tasks such as drafting
the annual report or preparing a credit application often appear

to be in category "2":

. Did the responsi bl e manager really have no advance notice as to

conpl etion dates for the tasks?

. Did data essential for conpleting the task, which nmay only have
arrived just before the deadline, arrive so | ate because the
events causing the delay had only just occurred? O was it
t hat whoever was responsible for providing the data was not

asked to do so in tine?

Stress that visits from sal esnen, and even fromofficials, are not
whol | y outside the control of managenent; sone people can be
asked to cone on a specific date or requested to subnmit their pro-

posals in witing rather than in person.

Di stri bute the workl oad pl anni ng exerci se "The Overl| oaded Man-
ager". Allow trainees individually up to 30 mnutes to conplete

t he assignnent.

Ask one trainee to present his or her solution. Answers wll vary
according to individual perceptions as to how practical it is for
various tasks to be done earlier than schedul ed, but a reasonable

solution would be as foll ows:

Manager

June Exi sti ng workl oad 14 days
Extra field visits 3 days
Extra stores inspection 2 days
Prepare for crop collection (1/2) 2 days
Prepare bank |oan application 3 days

Tot al 24 _days
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July

August

June

July

August

Field visits

St ores inspection

Prepare nonthly returns

Commi ttee meetings and preparations
Cont i ngenci es

Prepare crop collection centres (1/2)
Negot i at e bank | oan

Vehi cl e i nspections

Draft quarterly reports

Staff appoi ntnents

Tot al

Field visits

St ores inspection

Prepare returns
Cont i ngenci es

Supervi se crop col l ection
Negoti ate crop sale

Summari se quarterly returns

Tot al

Exi sti ng wor kl oad
Prepare paynent vouchers
Prepare credit records

Prepare and subnit credit application

Tot al

Exi sting workl oad | ess preparation
Prepare quarterly accounts

Advance preparation of nonthly accounts

Tot al

As existing workload | ess the 6 days

carried out in previous nonth

3 days
1 day
days
days

3

8

2 days
2 days
2 days
2 days
1 day

1 day
1 day
3 days
6 days
10 days
3 days

18 days
2 days
2 days

18 days
3 days
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Sunmmari se the results in order to show the extent to which the

wor kl oad has been bal anced:

Manager Accountant
0ld New 0ld New
June 14 days 24 days 18 days 25 days
July 24 days 26 days 25 days 24 days

August 35 days 25 days 31 days 25 days

Total 73 days 75 days 74 days 74 days

Ask trai nees whether a manager hinself could or should plan the
wor kl oad of his staff in this way. Renmind themthat npbst co-oper-
ative societies have a number of staff, and it would take a great
deal of time to plan all their activities in this detail. Why

el se should the manager not attenpt to do it all hinmself?

The staff thenselves, at all |evels, know better than anyone
else howlong it takes themto do things. Their know edge and

ideas are a vital input to the planning task

Ask trainees if people are nore likely to accept and work to a
plan if they are given it or if they thenselves play a major part

i n produci ng the plan.

- People will try to make a plan work if they have contributed to
it - if not, they may be determned to prove that it wll not
wor K.

Thi s exercise was thus artificial; manager s shoul d del egate the

pl anning task to various |levels of staff. They should thensel ves
only co-ordinate the whole process to avoid duplication, overl aps

and conf usi on.

Ask trainees whether they ever feel that they or their subordi-
nat es have too nuch to do; are financial returns, annual accounts

or other itens of this sort always produced on tine?

Very few co-operative societies always succeed in doing everything
when it should be done. To what extent do trainees believe it to

be possible to bring forward flexible activities, as in this exer-
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cise, while allowi ng for satisfactory conpletion of fixed-tine

t asks?

Trai nees may say that they always have too many i nmmedi ate tasks
to do, so that they can never work ahead on | ess urgent problemns.

Poi nt out that their workl oad was uneven. |If they can even at-
tenpt to conplete their peak workl oad, they nmust be able to work
harder than they do at the slack time. If they can i npose upon
thensel ves the discipline of their own deadlines, through effec-
tive planning, they will find that they are able to nmanage their

societies nmore effectively and enjoy a nore confortable work situ-

ation
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The Overl oaded Manager

It is the beginning of June. Saleam the nmanager of the Beta Farmers'
Soci ety, can hardly bear the thought of the next few nonths. Wile he
will not be too heavily occupied in June, he knows the pace wll

qui cken in July. During August, he will have to work night and day, he

feels, and even then will be unable to get everythi ng done. Al t hough
he knows he will suffer the nbst, as in past years, he realises that
his accountant will be in a simlar position. He thought it m ght nmake
things clearer, and perhaps justify his claimfor nore staff, if he

wote down all the various tasks that they had to do in June, July and
August . Now as he | ooks at the list, he only feels nore despondent.
He knows he is unlikely to get nore staff for nonths or even years.
When he | ooks at this workload, he realises it is even worse than he

had i magi ned.

June - 20 Whrking Days

Manager Routine field visits 4 days
St ores inspection 2 days
Mont hly returns 3 days
Conmittee neetings 2 days
Meet Governnent del egati on 1 day
Conti ngenci es 2_days
Tot al 14 days

Account ant Prepare nmonthly cash reconciliation 3 days
Prepare nmonthly expense summary 1 day
Prepare and enter cheques 2 days
Prepare and enter invoices 1 day
Draft nonthly inconme statenent for My 3 days
Cal cul at e wages and prepare wages and sal ari es 8 days

Tot al 18 days
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July - 25 Whrking Days

Manager

Account ant

Field visits

St ores inspection

Mont hly returns

Commi ttee meetings

Prepare crop coll ection centres
Prepare | oan application for bank
Negoti at e bank | oan

Cont i ngenci es

Tot al

Cash reconciliation

Expense summary

Prepare cheques

Prepare invoices

Prepare nonthly accounts for June

Cal cul ate and prepare wages and sal ari es
Prepare paynent vouchers for nenbers
Prepare credit records

Prepare and submit credit application

Tot al

August - 24 Whrking Days

Manager

Field visits

St ores inspection

Mont hly returns

Comnittee meetings

Supervi se crop collection
Initiate crop sal e negoti ati ons

Quarterly vehicle inspections

Draft quarterly report for previous quarter

Summari se quarterly report

Quarterly staff apprai sal neetings

Cont i ngenci es

Tot al

N W N DN W oo A

days
days
days
days
days
days
days

¥

N oo W =~

N

days
day

days
day

days
days
days
days

days
days
days
days
days
days
days
day

day

days
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Account ant Cash reconciliation
Expense sunmary
Prepare initial cheques
Prepare invoices

Prepare nmonthly summary for
Wages and sal ari es

Record crop deliveries

Draft quarterly accounts for

Tot al

Assignnent :

Prepare a schedul e of work for the manager

ant which evens out the unbal anced workl oad of June,

much as possi bl e.

July

previ ous quarter

3 days

days
day
days

o W N

days

10 days

Sal eam and for his account-

July and August as
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SESSION 3.3
I M NG AND SFQUENCE
(hjective: To enable trainees to deternine the timng and sequence
of activities required for the achi evenent of objec-
tives.
Iine: 1 - 1 1/2 hours.
Material Case study "The AGM'.
Bl ank forns "Activity Chart".
. id
1) Renmi nd trai nees that the scheduling and re-scheduling of the work-

load (the topic of the previous session) is one inportant step
towards the i npl enentati on of a society's activities. However ,
nothing will be gained fromsuch efforts if the nmanager still fails
to identify and to inplenent in proper order all the activities in-

vol ved in each task.

This session, and the following, will deal with these practical

pr obl ens.

Di vide trainees into groups of five nenbers or less. Distribute a
copy of the case study "The AGM' to each trainee. Allow the groups

up to 30 nmnutes to conplete the exercise.

Reconvene the groups and ask a representative fromeach group to
read out their schedul es. This stage requires no nore than an ac-
curate readi ng of the case study, but sone tasks may neverthel ess

have been omtted.

Stress that a plan is no better than the information on which it is
based. Hence, it is always necessary to nake a careful analysis of

what is required.

Present the conplete |list on the chal kboar d/ OHP. Whil e the case

may adnit different interpretations, nmake sure every trainee has a
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note of the following |ist. Di fferences will lead to confusion
during the next stage of the exercise. (The right hand col um

shoul d not be included at this stage.)

Time
Activity Needed Preceding Activity
A Send invitation to MP 3 weeks District Officer's avail-
and Ministry and await ability must be known
reply (Activity H)
B Arrange to borrow pro- 2 weeks Must be notified by Mini-
jector, if needed stry as to type of proj.
(Activity A)

C Determine agenda 1 week Date and location must be
known before completion of
agenda

D Distribution and display i 2 weeks - " -

of agenda before (Activities A, E and G)
meeting

E Prepare papers for des- 2 weeks N1l

patch with agenda

F Prepare papers for 4 weeks Nil

tabling of meeting

G Arrange meeting room 1 week Date must be agreed by MP
and Ministry (Activity A)

H Ascertain availability 1 week Nil

of District Officer
I Inform staff members 2 weeks Date must be known
t ..
before (Activity A)
meeting

J Book hotel accommodation 3 weeks
before Date must be known
meeting | (Activity A)

Ask trainees to add up the total nunber of weeks required for pre-
parations. This cones to 14 weeks. Does this nean that the nan-
ager nmust start to nmke arrangenents 14 weeks before the neeting

can be held? dearly not, because some of the activities can take

pl ace at the sane tine, while others nust be conpleted before the

next can start.

Ask trainees how they can calculate the mninmnumtinme before the

actual date of the neeting at which each activity nust start.
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Elicit the answer that it is first necessary to determnm ne which ac-
tivities nust be preceded by which others, before starting to cal -

culate the tine.

Di scuss Activity A as an exanple. Make sure that trai nees appreci-
ate that the invitation to the MP and the Mnistry Representatives
must be preceded by Activity H - the agreenent with the District

O ficer on a suitable date for the neeting.

Di scuss the other activities in the same way and conpl ete the
table with the right hand col um as above on the chal kboard/ OHP.
If trai nees have difficulties, point out that the task will be

easier if they work backwards fromthe date of the neeting.

Ask trainees to state the first thing that the manager nust do and
the minimnumlength of tine before the neeting at which he nust do

it. Al l ow sone tine for individual calcul ations. The answer:
- ascertain availability of the District Oficer

seven weeks before the neeting.

It is probable that not all will have the same answer. Ask a

trainee with the correct answer to descri be how he reached it.

G ve each trainee a blank "Activity Chart". Draw a simlar sched-
ul e on the chal kboard. CGo through the activities once again and
indicate themin the schedul e on the chal kboar d. Ask trainees to
do the sane on their schedules. Begin at the |lower right hand cor-
ner with the activities that will come i mrediately before the neet-
ing and then work backwards to Activity H, as shown on the follow
i ng page. Make certain that all trai nees understand the tim ng of

the various activities and the |inks between them

Rem nd trai nees, who may be inpressed by the apparent el egance and
neat ness of this exercise, that the preparation of such a chart
does not in itself guarantee that the AGMwi |l be held according to
plan, or indeed that it will happen at all. The plan nmust still be
effectively inplenented. Possi bl e problens might arise with regard
to the estimated tine. Still other constraints m ght become evi-

dent . The purpose of the schedule is to enable an effective nan-

ager to performbetter, not to provide a substitute for nmanagenent.
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O her trainees may suggest that it is not necessary to prepare an
"Activity Chart" for such a sinple task as organi sing a neeting.
Point out that this was just an exanple and that this technique
shoul d, of course, be used only when its benefits are obvious. Re-
m nd trai nees, however, that many sinple activities (like neetings)
have ended in failure just because the necessary preparations have

not been done in tine.

Point out that even in a sinple case like this one, the "Activity
Chart" nmay be a useful tool which can help the manager to perform

his duties better. It is easier to "see" the tining and rel ati on
ship between activities when they are "visualised" in a chart. Ask
trainees to give exanples of this fromthe actual schedul e of the

AGM pr epar ati ons. Elicit exanples like the foll ow ng:

Activities B and | can begin as soon as Activity Ais ac-
conpl i shed, so three weeks nmy be available for Activities B and

| instead of the two weeks which were considered m ni num

- Activity E nay start earlier than indicated. It nust be com
pl eted before D begins. Activity F can of course also begin im
medi atel y.

- If Activity A is delayed, the AGM cannot take pl ace when
pl anned, because there may not be enough tine for Activities G

and D
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The AGM

The conmmittee and the manager of Greenl and Co-operative Society decided
to organi se this year's Annual General Meeting well ahead of tine to
avoid any of the problens that had pl agued previous neetings. They
wanted to ensure that everyone knew all about the neeting well before

it took place. They planned to invite the |local MP and representatives

fromthe Mnistry of Co-operatives, in order to bring the society to
the attention of people in authority. (This would al so attract nem
bers.) The actual neeting date woul d depend | argely on the avail -

ability of the authorities.

The manager had been charged with planning and nmeking all practical ar-
rangenents for the neeting. He knew that he would have to wite to the
MP and Mnistry representatives in the capital city, 300 kil oneters
away. (Invitations of this sort ought to be in witing.) Letters took

a week to reach the city, and it would probably take a further two

weeks before he had a reply.

The manager intended to invite the MP to present a filmor slides about
nati onal co-operative devel opnent. He needed to ask the Mnistry of
Co-operatives if the filmwould be avail able at the sane tine as the
representatives he had invited. He al so had to arrange for the | oan of
a projector, but he could not do this until he received the reply from
the Mnistry, because he needed i nformati on about what type of projec-

tor was needed. It would then probably take himtwo weeks to find a

sui tabl e projector.

A nunber of other inmportant things also had to be considered. The com
mttee had to neet and agree on the full agenda. This would take a
week to arrange. The agenda woul d have to be officially nade avail abl e
to nmenbers and promi nently displayed around the area at | east two weeks
before the actual neeting. Sone papers would al so have to be presented
at the Annual GCeneral Meeting. Some, to be presented at the neeting
itself, would take about four weeks to prepare; others, which had to
be ready at the sane tine as the agenda, would take about two weeks to

prepare.

G eenl and Co-operative did not have a | arge enough neeting hall to ac-

commpdate all the nmenbers expected. It would take about a week to ar-



range to rent a suitable roomin the town. |Information about the place

for the neeting would, of course., have to be included with the agenda.

The manager was rather enbarrassed to admt that he really did not want
to have the neeting on a date when the Co-operative District Oficer
could not be present. The officer had on occasion praised the work of
t he manager . Furthernore, he was a master in public speaking and in
the presentation of a bal ance sheet in a way menbers understood. The
District Oficer was a very busy man but his presence woul d be inval u-
abl e. Before fixing the date for the neeting, the nanager wanted to
find out when he was avail able and to convince himto cone. The nan-

ager thought it nmight take hima week to get a firmreply.

The staff of the society itself would need to have at | east two weeks
notice of the neeting to avoid conflict with leave or field trip ar-

rangenments.

Peopl e comng fromthe capital city would have to spend one or two
nights in the town where the society was situated. Hotel acconmbdation
was |limted; and it would be necessary to reserve roons at |east three
weeks i n advance. Thi s could not be done, of course, before it was

known how many such peopl e woul d be attending.

Assi gnment :

List all the tasks which the nanager of the G eenland Co-operative nust
performin order for the Annual General Meeting to take place. |ndi-

cate how long a time each task will take.
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SESSION 3. 4
ACTIVI TY SCHFDUIL NG
(hjective: To enable trainees to prepare "activity charts" in or-
der to facilitate the inplenentation of conplicated op-
erations.
Tine: 1 1/2 - 2 1/2 hours.
Material Case study "Preparation for the Trade Season".
Bl ank forms "Activity Chart".
. i d
1) Di vide trainees into the sane groups as in the previous session.

Di stribute the case study and bl ank Activity Charts to all trainees

and a | arge sheet of paper to each group

Rem nd trai nees about the techni que used in the previ ous session
for timng and sequencing of activities. Tell themto apply the

sane technique for this exercise, i.e.
identify which activities precede which,

- prepare an activity schedul e showi ng when the various activities

must be conpl et ed.

Allow up to one hour for the groups to conplete the assignnment.

Reconvene trai nees. Ask each group to state which activity nust be

done first:
preparation of the | oan application

and how | ong before the beginning of the tradi ng season this ac-

tivity nust start:

9 weeks.

Ask each group to present its schedul es. Conpare, discuss and ex-

pl ain differences. A correct chart is shown on the next page.
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If the groups seemto have largely different opinions, go through
the list of activities and ask a spokesnman for each group to nmen-
tion which "preceding activities" they have identified. The

answers shoul d be as foll ows:

Time
Activity Needed Preceding Activity
A Check equipment 2 weeks -
B Buy new scales 5 weeks { O Committee must place order
C 1Issue bags 1 week D Stock of bags must be checked
(Issue of bags must be completed
2 weeks before opening)
D Check and repair bags 2 weeks { A Check equipment
E Hire buying station
staff 1 week -
F Train buying station E Staff must be recruited
staff 1 week I New forms must be available
G Prepare the buying 2 weeks { A Equipment must be checked
stations B New scales must be delivered
K New truck must be available
H Approval for new re- 1 week -
celving system
I Print forms 4 weeks | H Approval for the new system
must be obtained
J Prepare and post N Membership campaign
information 3 weeks
K Trade in truck 1 week 0 Committee must decide
L Prepare loan application | 1 week -
M Obtain loan 7 weeks | L Application must be prepared
0 Committee must sign application
N Membership campaign 4 weeks (To be completed 3 weeks before
opening)
0 Committee meeting 1 week L Loan application must be ready
(incl. before meeting (members to be
notice) given 1 week's notice of meeting)
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The following matter nay al so be further explained:

- Activities A, C, D and G cannot be carried out at the sane tine,
if all the storehouse staff are utilised for each activity. Ac-
tivities A and D could, of course, start at the sane tine with
half the staff on each activity, using four weeks instead of two

for each activity.

Ask trainees what is the npst useful information that can be drawn
fromthe Activity Chart. Elicit the answer that it is nost inport-
ant to know the "deadlines" for each activity, i.e., the Latest day
for each activity to be conpl et ed. Enphasi se that the deadlines
for all activities are definite and cannot be noved to a |ater date
W t hout upsetting the whol e programme and causi ng serious probl ens

in the forthcom ng trade operations.

Poi nt out that the heginning of each activity is also indicated on

the schedul e. Suggest that starting dates can al so be consi dered
as deadl i nes. If the work has not begun on the indicated day, it
is likely that it will not be conpleted on tine.

Ask trainees the main advantage of having a plan like this show ng
t he deadl i ne. Elicit the point that deadlines must be known, not
in order to aimat conpletion of the work on the deadline, but to
be able to plan the work so that it will definitely be conpleted at
the latest on the deadline. Clearly, good nmnagenent is having
sone "safety margin" so that the work can be conpleted even if un-
expect ed probl emrs occur. Ask trai nees how this can be achieved.
Obviously, it can by beginning activities earlier than indicated on

t he schedul e whenever possible.

Ask trainees to identify sone activities which can begin earlier

t han i ndi cated on the schedul e:

- Activity A/ Check equi pnent and D/ Check bags can begin i mmedi -

ately; also E/Hire staff if this is practical.

- Activity K/ Trade in truck can follow imedi ately after O The

conm ttee neeting.

- If the loan application is prepared earlier than indicated, the
committee neeting can follow imediately, and B and K can al so

be done earlier.
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Ask trainees to identify those activities which are nost difficult
for a manager to control. Elicit the answer that Activity B/ Buying
scal es, H Approval for the new receiving systemand I/Printing
fornms can give the nmanager "cause for worries" because the com

pl etion of these activities depends on others. The tine needed has

not been estimated by the nmanager hinself. It is based on prom ses
from out si ders. For instance, if the new scales are not delivered
as pronised, the whole plan will be upset.

Ask trai nees what can be done to make sure that the whole plan is
not upset by broken promni ses. Agai n, the best guarantee is to in-
clude a safety margin, having activities begin earlier. Enphasise
that one of the manager's nost inportant tasks is to identify both
"critical activities", which nust be started and conpl eted on fi xed
days, and the "flexibility" in the total work plan in order to cre-
ate the best possible working conditions and to ascertain that the

whol e job is conpleted on tine.

Sum up by pointing out that an Activity Chart |ike that prepared by
trainees in this session is a very useful "tool" for a nanager. It
hel ps himto see the |atest starting tinmes for each activity, how
Il ong each activity will take, and the deadli nes. However, the
schedul e. may not give direct infornation about "flexibility" and
about which tasks are "critical". The follow ng sessions will dea

with a planning techni que which takes care of these problens.
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Preparations for the Trade Season

The "trade season"” for the G eenl and Co-operative Society was short but

i ntensi ve. Ever yt hi ng happened during a few weeks: the buying
stations were opened and staffed, farmers delivered their groundnuts
and got their noney, the heavy trucks fromthe Marketi ng Board appeared
again to collect the nuts fromthe buying stations, everybody was

busy. .

M. Dibba, the society manager, realised that the trade season was the
nost i nportant period during the whole year - for the farnmers, for the
soci ety and for hinself. D bba knew t hat everythi ng depended on him

he was the one to manage the operations and he nmust do it well...

Di bba had |l earnt at |east one thing during his previous years with the
soci ety: He had to start preparations [n tine. It was not a day too

early to begin planni ng naw.

To be sure not to forget anything, Dibba had nade up a list of all the

necessary preparations. Here is the list, in random order (sone notes

and comments have been added in order to explain the situation fully):

A Check equi pnent
Al'l scales and other equi pnment to be used at the buying stations had

to be checked, tested and repaired, if necessary. Thi s neant two

weeks full-time work for the storehouse staff.

B Buy new scales
Two new scal es had to be bought. The comrittee had to decide to or-

der them at the next neeting. The delivery time for the scal es was

five weeks.

C Lssue bags

A | arge nunber of enpty bags had to be issued to farners, directly
by the co-operative. This had to begin three weeks before the be-

ginning of the trade period. It would take a week of full-tinme work

for the storehouse staff to issue all the bags.
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The ol d stock of bags had to be counted and checked. That would
t ake one week, and the necessary repairs of bags another week of
full-time work for the stores staff. Suppl ementary purchase of new

bags, if needed, could be done during the sane week.

E buvi . (t

Extra staff had to be hired tenporarily to help at the buying
stations during the trade season. It would take a week to contact

t he peopl e who had hel ped previous years, or to recruit new ones.

F Irain buving station staff

Some of the tenporary staff at the buying stations (wei ghmen and
clerks) had to be given one day's training on the new receiving sys-
tem They woul d need at | east one week's notice about the date and

pl ace for the training.

G by .

Both trucks and all the storehouse staff would be needed to go round
to all buying stations with the equi pnment, getting themready for

the trading. This woul d take two weeks.

H L I o

This year D bba wanted to i nprove the system for recei pt of produce
and paynent to the farners. The ol d system had proved to be very
slow with too nmuch paperwork and not enough security. Di bba had
al ready designed new, sinpler fornms for the weigh-in and paynents.
Al'l he needed now was the approval for the new system fromthe audi-

tor, due within a week.

| . ¢

It would take four weeks to have the new delivery and paynent slips

printed.



Sheet 5

| i nf .
I nformati on about openi ng hours of the buying stations, etc., had to
be available in all villages during the full two-week period preced-

ing the opening. It would take Di bba one week to prepare infor-

mati on posters and have themdistributed to all vill ages.

Trade in truck

The society owned two trucks but one was now unservi ceabl e. The
committee had received some offers for trading it in for a new one,
and they had to make a deci sion at the next neeting. Then it would

take just one week to receive delivery of the new truck

I . .
To be able to pay the farners an "advance" upon delivery of their
groundnuts, the society has to obtain a bank | oan. It woul d take
Di bba a week to conpile all the necessary docunents and have the
| oan application ready for the commttee nenbers to sign at the next

neet i ng

Chtain |oan
Di bba had to submit the | oan application to the bank seven weeks be-

fore tradi ng began, to be sure to have the noney in tine.

I hi .
Di bba had agreed with the conmittee to carry out a two-week canpai gn
for enrol nrent of new nenbers. The canpai gn needed to be compl eted
t hree weeks before tradi ng began and before the posters about the
tradi ng appeared in the villages. It would take D bba two weeks to

pl an the canpai gn

. .
The next committee neeting could not be del ayed, because sone of the
itens on the agenda had to do with the preparations for the trade
season. The commttee nenbers needed one week's notice of the neet-
ing. Di bba decided to call a neeting as soon as he had the bank

| oan application ready.
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Assi gnnent

Prepare on a | arge sheet of paper an "Activity Schedul e" including al

the preparations for the trade season nmenti oned above.

The schedul e should show the latest date for beginning and conpl etion

of each activity.
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network planning techniques
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Session 4.1 Basic Network Scheduling
Session 4.2 Using the Critical Path Method
Session 4.3 Network Planning of Projects
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SESSION 4. 1
BASI C NFTWORK SCHFDUI | NG
hjective: To enable trainees to draw a network plan and to ident-
ify those activities which will deternm ne how | ong the
whol e task takes.
Tine: 2 1/2 - 3 1/2 hours.
Session Quide:
1) Refer to the planni ng exercise which trainees conpleted in the pre-

Vi ous sessi on. Ask trainees what information the "Activity Chart"”

provi ded for the manager:
- how Il ong the whol e task woul d take,

- the latest time by which each activity would have to be started.

Ask what additional infornmation a nmanager might need if he or she

wanted to retain maximum flexibility and still conplete the task in

the shortest possible tine:

- VWhich activities are "critical" to the overall task, and nust be

started and fini shed on schedul e?

- Wiich activities are "flexible", i.e., can be carried out when

convenient within a certain period of tine?

Tell trainees that they will be introduced to a techni que call ed
"networ k pl anni ng" which will provide this informati on and hel p

themto plan for nore conplicated tasks.

Sone very sinple exanples will be used to denonstrate the basics of
net wor k pl anni ng. Ask trainees to imagi ne that they have to plan
the purchase and installation of a new nachi ne. Suggest that the

whol e task involves the followi ng activities only:
pl acing an order for the machine,
delivery of the machi ne,

- install ati on of the machi ne,

- production.



Clearly, these activities are all dependent on each other, and mnust
be carried out in the above-nmenti oned order. Show on t he chal k-

board/ OHP how this can be graphically illustrated:

Order Deliver Installati i
e y ation Production
O— -O -0 -0 -0

Make sure that trainees understand that each arrow represents an
activity for which tinme is needed, and that the circles just indi-

cate events, which take no tine. They are just transition points

bet ween activities. An activity cannot begin until the preceding
activity has been conpl eted. Stress that the length of an arrow
has no relation to the actual duration of the activity. For in-

stance, to place the order may take four days, the delivery tine

20 days.

Suggest that it will be necessary to hire a man to operate the new
machi ne. Ask trainees how this new activity can be added to the

chart. Ask soneone to nodify the chart on the board accordingly:

Order A~ Del. ~ Install. o~ Prod. =O
— NS

Hire operator

Poi nt out that the chart clearly shows that the enpl oynent of an
operator is independent of the other activities and can be done
si mul taneously as a "parallel" activity. Agai n, point out that the
Il ength of the arrow has nothing to do with the duration of the ac-
tivity. The enpl oyment of an operator nmy require nore or | ess
tinme than the parallel activities ordering, delivery and instal -

| ati on of the nmchine.

Tell trainees to assune that the new operator nust be trained, and

that the supplier of the machine has pronised to take on the oper-

ator for a training period as soon as he receives the order for a

machi ne. Ask trainees to include this activity in the chart. Note
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that the following solution is not logically correct, because it
inplies that the delivery of the nachi ne cannot be done until an

operator has been hired. This would be an unrequired restriction.

Order o~ Del. N Install. .~ Prod.
bl NS —CD
Hire op. Train operator

The correct way to show that the training activity depends on

placing of an order is to insert a dashed-line arrow, |like this:
Order Del. Install. Prod.
() ) ol )
O -O- - ~O
I
[
[
Hire op. A Train operator
TN
The dashed-line arrowis called a "dunmy activity". It t akes no
tinme, and is used to illustrate rel ati onshi ps. In our exanmple it
shows that the training cannot begin until the order has been
pl aced.
Ask trainees to add the following activity to the chart: pr ep-

aration of the site for the machine. This can begin as soon as the
machi ne has been ordered, and it must be ready before the machine
arrives. Tr ai nees nmay suggest the followi ng, which is logically

correct:

Prep. site

Install. 7~ Prod.

Hire op. Train operator

o
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However, the two activities, preparation of the site and delivery

of the machi ne now begin in the sane event and end in the sane

event. This may cause some confusion |ater, when we cal cul ate the
time for the activities. We can avoid this problem by using
anot her dunmy activity, like this:

Prep. site (p

Order

]
Del. Install. Prod.
5 o -

Y

Hire op. :: Train operator

Poi nt out that dumry activities thus are used for two purposes in a

net wor k:
- to show relations, as in point 4) above;

to avoi d confusion when there are several activities between

two adj acent events.

Poi nt out that we now have on the chal kboard/ OHP a si npl e "net -

wor k" . Sum up the basic concepts: activities K events, and dummy

activities, how these are used and drawn in a chart.

Ask trainees to inmagi ne that they have to plan the constructi on of

a small extension to their society's headquarters. Ask themto
suggest a short list of activities which mght be involved in this
si npl e buil di ng j ob. Their suggestions will obviously vary but

elicit the following list:

A Prepare draw ngs F Construct walls and roof

B Prepare site G Obtain plunbing contractor
C Obtain cenent H Obtain pipes

D Lay foundation | Connect pipework

E Obtain bl ocks



Sheet 3

7) Ask trainees to suggest the necessary rel ati onshi p between the
identified activities. Their opinions will differ but elicit and

agree on the follow ng:

Preceding Following
Activity Activity Activity
- A Prepare Drawings B& C&EG&H
A B Prepare Site D
A C Obtain Cement D
B &C D Lay Foundations F
A E Obtain Blocks F
D & E F Construct Walls and Roof I
- ; G Obtain Plumbing Contractor H
A& G i H Obtain Pipes I
|
b . I
F&H | I Connect Pipework : -
i i |

8) Ask trainees to use the information in the table above, and to draw
a network for the total building job. Explain that the table pro-

vides the foll ow ng information:

- The network has to start with Activities A and G because they

have no preceding activities.
The network ends with Activity I; it has no following activity.

Activities B, C, E and H can all start inmmedi ately after Ac-

tivity A has been conpl et ed.

- It is also clear fromthe table that Activities A-B-D-F-1 go

from"start to finish". Simlarly, Activities GHI1 go from

start to finish. These two paths could be drawn first.

The table al so shows that Activity E is placed between A and F,

and Activity C between A and D.

These hints should facilitate the drawi ng of a correct network.
When all trai nees have conpleted their charts, ask one to present
hi s suggesti on on the chal kboard. Ask for alternative suggestions,

and evolve a chart as foll ows:
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Ask trai nees to explain what such a network really tells them

Whi ch activities depend on which precedi ng ones?

B depends on A F depends on E and D
C depends on A H depends on A and G
D depends on B and C | depends on F and H

E depends on A

Point out that it is uninportant how the lines in the network are
actual ly | ocat ed; it does not matter, for instance, whether the
line G- His under or over the line A-B-D-F-1. The rel ationship

is what natters.

Make sure that trainees understand the neaning of the dunmy activi-
ties. The dunmmy between A and H indicates a relation - the plunber
must see the drawi ngs before he can order the right anount of
pi pes. The other dummy is inserted to avoid having activities B

and C begi nning and ending in the sane event-circles.

Poi nt out that the chart does not yet contain any information about
dates, duration of activities, etc. Still, the planning approach
itself, systenmatic and | ogical, hel ps a nmanager to get an overvi ew
of a whole task and to realise inportant rel ati ons between acti vi -
ties. Ask trainees to recall exanples of building or simlar tasks

whi ch have not been conpleted in tine. Pr obl ens such as bad

weat her or material shortage may have been bl aned. How of t en do
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delays occur just because sonebody has forgotten to start a
specific activity in tinme (e.g. order sone material) so that the

whol e task is held up?

Refer back to the network on the chal kboard/ OHP for the buil ding
ext ensi on. Ask trainees to explain how this network, although not

conpl eted, can function as a nanagenent tool and rem nder. They

shoul d nmention at |east the foll ow ng:

The network shows that:

Four things can be done as soon as the draw ngs are ready:

prepare the site (B)

buy cenment (O

buy bl ocks (E)

buy pi pes (H
The cenent will be needed when the site has been cl eared, the
bl ocks will be needed when the foundation has been [aid and the
pi pes will be needed when the buil ding has been erected.

The search for a plunbing contractor can begin immediately (Q.

Poi nt out that delays of a project show that the manager did not

know when the various activities must be started. A network plan
can provide this infornmation. In addition, it will show what ac-
tivities nust be done according to a fixed tine schedul e and which
can be done when convenient to fit themin w thout delaying the

total project.

Ask trai nees what they need to know about each activity before

they can conplete and nake full use of the network. Elicit the

answer : the duration of each activity. Ask themto suggest fig

ures for the duration of the building activities. Their opinions

will differ, but elicit and obtain general agreenent that the fol-

Il owi ng figures are reasonabl e
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Activity Time 1in

Days

A Prepare Drawings 3

B Prepare Site 5 )

C Obtain Cement 10

D Lay Foundations 12

E Obtain Blocks 10

F Construct Walls and Roof 12

G Obtain Plumbing Contractor 5

H Obtain Pipes 15

I Connect Pipework 3

Poi nt out that we now have the duration of each activity, still it

is not so easy to see fromthe table how long the tatal task wll

t ake.

If necessary, re-draw the diagram for the building on the chal k-
board or OHP. The design should allow for space to wite sone in-
formati on above and bel ow each line. Ask trainees to do the sane

on a sheet of paper.

Ask trainees to note bel ow each activity the nunber of days it
will take to conplete it. The figures should appear as in the

di agr am bel ow and shoul d al so be witten on the chal kboar d/ OHP.

D F |
12 12 3
H

15
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Ensure that trai nees do not beconme so involved in the techni que
that they forget the objective. Ask how they m ght use the dia-

gramas it nowis, to calculate the mnimimtinme that will be

taken to complete the whole task. To do so we nust find the

Longest path (sequence of connected activities) through the net-

wor K.

Ask trainees to point out the possible "paths" through the net-

work, fromleft to right: A-B-D-F-I or A-E-F-I or GHI or A-C
dumry-D-F-1 or A-dummy-H 1. Ask trainees to identify the | ongest
path, neasured in days. The right answer is A-C dumy-D F-1.

This path takes 40 days (3+10+0+12+12+3, the dumry activity takes

no tine).

This |l ongest path through the network is called the critical path,

and the activities involved in this path are called the critical
activities Ask trainees to nmark the critical path by double

lines through the network (as in point 16 bel ow).

Ask trainees to explain the practical inplications of the critical
path, and why the activities are actually called "critical". They

shoul d be able to see that:

- The critical path decides the total tinme needed for the total
project, we just have to add the tines for all the activities

al ong this path.

- If there is a delay in one of the critical activities, the

total project will be del ayed.

- If the tine for one of the critical activities can be short-

ened, the whol e project can be conpleted in shorter tine.

- Wiile there is "no tine to spare"” along the critical path,
there is sonme "slack tinme" for the activities which are not on
the critical path. Exanpl e: Fi ve days are required for Ac
tivity B, but 10 days are in fact avail able, because Activity G
must be conpl eted simnultaneously, and that will take 10 days.
Thus, there are five "reserve days" available for Activity B,
and if B is delayed five days it will not affect the final

proj ect conpletion date. Ask trainees what is the "slack tine"
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for Activity E. Ri ght answer: 12 days, because C + D along the

critical path will require 22 days, and E needs only ten days.

Ensure that all trainees appreci ate the val ue of know ng the

critical path and the slack tinmes:

- The work schedule <can be designed so that the critical
activities receive top priority, and others whose timng is
nore flexible can be fitted in when convenient in order to even

out the workload on staff and equi pnent.

Trai nees nmay now concl ude that the exercises are finished. They
have cal cul ated that the whole project can be conpleted in 40 days
at the earliest. They know which activities are critical and nust

not be del ayed. What el se need they know?

Explain that the network can actually help us to find exactly the
dat es when each activity has to fit into the plan. A manager may
want to know the earliest and |l atest date for the start and com

pl eti on of each activity.

Ask trainees to draw a square above each event-circle in the net-

wor k, as shown on the next page. (The triangles, and the figures

in the squares and triangles will be filled in later.)
E
10
3 2 ‘

A B _f"13 D ) 2 F =/\37 :

3& 5 & 12~ 12 3
I
- ‘]3'

B

Ask trainees to wite a zero in the first square at the left of
Activity A, indicating that the project starts on day zero. Then

wor k through the diagramfromleft to right and fill in al

&
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squares with the earliest day at which the followi ng activities
can start. Exanpl e: the square before Activity B should have the
figure 3, because Activity A takes 3 days and the foll owi ng ac-
tivities can start earliest after 3 days. Let trai nees suggest
the figures to be witten. D scuss and nake sure that all under-
stand the principle. Sone trainees may, for instance, calculate
that Activity | can start after 20 days, because Activities G and
H take that | ong. Show that all the previous activities nust be
conpl eted before Activity | can begin. Activity F rmust al so pre-
cede Activity I; Activity F can only start after 25 days, and it-
self lasts 12 days. This makes a total of 37 days before Activity

I can begin.

Poi nt out that we have now indicated the earliest day at which
each activity can start. Rem nd trai nees that sone of the activi-
ti es have some "slack" tine. They nmy start a bit |later w thout
del aying the total project. Therefore, we need to find these
Latest days at which each activity pust start in order not to de-

lay the total project.

Ask trainees to draw triangles beneath each event-circle (see dia-

gramin point 14 above). Explain that they are going to wite in

these triangles the latest day for the events in order not to de-

lay the conpletion date for the total project.

Ask trainees how they can cal cul ate the | atest days. Point out
that the earliest days were cal cul ated by worki ng through the ac-
tivities fromzero to the end. The | atest dates can be cal cul ated
by working in the reverse direction, fromthe right to the left

across the page.

Stress that since the objective is still to conplete the building
as soon as possible, the | atest possible conpletion date is there-
fore the sane as the earliest, nanmely, 40 days. Trai nees should

therefore wite 40 in the triangle at the final point.

Trai nees shoul d then work backwards, calculating the latest tines
for each event day subtracting the nunber of days each activity
t akes. Denonstrate how Activity | nust therefore be started at

the | atest on day 37, because it takes three days. In the sanme
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way, show that the | atest day for the event between G and His 22,

because Activity H needs 15 days, and 37 - 15 = 22.

Ask trainees for the |l atest days for the event before Activity F
and D, and fill in the triangles with the correct figures, 25 and

13, respectively.

Denponstrate how to calculate the |l atest day for an event in which
two or nore activities start. Exanpl e: when is the | atest day

for the event after Activity A? Three cal cul ati ons can be done:

- Subtracting 10 days, for Activity E, from25 which is the fol -

lowing "l atest day", gives 15.
- Subtracting 5 days, for Activity B, from 13, gives 8.
- Subtracting 10 days, for Activity C, from 13, gives 3.
Expl ai n that we nust choose the smallest of these possibilities,
because we nust have tinme enough for allL the follow ng activi-

ties. Therefore the event must occur not |ater than day 3.

16) Rem nd trainees that they could at an early stage identify "the

critical path" through this sinple network. Show that the cal cu-
| ations confirmtheir observation. We can see that all the events
along the critical path have no "slack time": the earliest and

the | atest dates are the sane.

Lo

25 , 37 |
12 ii 3 :
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Again, ask trainees to explain the inplications of the critica

activities (conpare p. 12 above).

Rem nd trainees that activities not along the critical path are

flexi ble, which neans that they have a certain "slack tine". Wat

slack tine is there for each of the flexible activities?

Elicit through discussion that this can be found as foll ows:

- Take the earliest starting tine of each activity fromits

latest finishing tine: this shows the nunber of days avail abl e

for the activity.

- Conpare this figure with the duration of the activity itself.
The difference is the slack tinme by which the start of the ac-

tivity can be del ayed, or the durati on extended, w thout de-

laying the final conpletion of the project.

An exanpl e: Activity Bis here lifted out of the network.

EI N

\Va]

The earliest starting tine is in the square to the left: day 3.

The latest finishing tine is in the triangle to the right: day 13.

We subtract 13 - 3 = 10. This is the tinme available for Activity
B. Bel ow the activity line we read the duration of the activity:
5 days. Consequently there is a slack tine of 5 days for this ac-

tivity.

Allow trainees 10 mnutes to list which other activities are fl ex-

i ble and by how nany days:

E = (25 - 3) - 10 = 12 days
G = (22 - 0) - 5 = 17 days
H = (37 - 5) - 15 = 17 days

Ask trai nees how managenent ni ght use the know edge that activi-

ties B EfE Gand H are flexible in their timng.

(B) The site preparation could be undertaken as conveni ent
within the ten-day period, or could be carried out by a snmaller

work force in ten days rather than five
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- (B Al t hough the delivery tine for the blocks is ten days, it
is good to know that there is a "safety nmargi n" of 12 days.
The _ardering of the blocks should of course not be postponed 12
days.

- (G and (H) The taotal slack tine along this line is 17 days.
If the search for a plunber were del ayed by 17 days, there
woul d be no slack time for the delivery of the pipes. It is
safest to find a plunber quickly so that there is sone reserve

tinme for the delivery of the pipes.

Stress that this is, of course, a very sinple exanple but, even
so, the informati on was not imredi ately obvious fromthe |ist of

activities and their rel ati onshi ps.

Stress that this and sinilar planning techni ques cannot repl ace
effecti ve on-the-spot nmanagenent and basic techni cal know edge.
Ask trai nees what kinds of commopn namnagenent error will in no way

be avoided by this type of planning technique. For instance:

- I gnorance of how | ong each activity is likely to take; this
can only be determ ned by those who are actually doing the

wor k.

Failure to take decisions as to what tasks should be undertaken

at all.

- Inability to manage the inplenmentation so that activities are

conpleted in the tinme they should be.

A networ k di agram and correct cal cul ati ons can hel p an effective
manager to be nore effective, but are no substitute for energetic

commbn sense in the field
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SESSION 4 2
USING THFE CRITI CAl PATH NMNFTHOD
hjective: To enable trainees to use the critical path nethod in
the planning of typical society operations.
Tine 3 - 3 1/2 hours.
Material : Case study "Preparation for the trade season” from
Sessi on 3. 4.
Li st of Activities.
Activity Chart.
Session Qiide:
1) Explain to trai nees that the purpose of this session is to make

them nore accustomed to the techni que of drawi ng network plans.

Ask trainees to refer to the case study used in Session 3.4 con-
cerning the preparations for the "trade season". Rem nd t hem of
the List of Activities and the Activity Chart which they produced
in that session. To facilitate their work in this session, dis-

tribute new copies of the list and the chart.

Explain to trainees that they will now draw up a network plan for
the sanme task: preparations for the trade season. List all the
activities on the chal kboard, as shown on next page (m ddle
col um) . Then ask trainees to identify, for each activity, the
preceding and followi ng activities, and wite them on the chal k-

board, as shown.

Ask trainees how the infornation in the table can help themto draw

a correct network, and elicit the foll owi ng points:

The tabl e shows that the network has to start with Activities A

E, H L and N, as these activities have no preceding activities.

- It al so shows that the network has to end with Activities F, G

J and M as they are not followed by any activities.
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It is clear fromthe table that the foll ow ng activity-chains go

fromstart to finish

iv) L- O- M
V) L- O- K- G

Vi) A- D- &G G

vii) N-J
Preceding Following
Activity Activity Activity
- A Check equipment D
0 B Buy new scales G
D C Issue bags G
A D Check and repair bags C
- E Hire buying station staff F
I & E F Train buying station staff -
C
B G Prepare buying stations -
K
- H Approval of new receiving I
system
H I Print forms F
N J Prepare and post =
information
0 K Trade-in truck G
- L Prepare loan application 0
0 M Obtain loan -
- N Membership campaign J
L 0 Committee meeting M & B &K
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Di vide trainees into groups of 5 to 8 nenbers. Allow themup to 30
m nutes to produce a basic network plan. To start with they should
not include tines or make any cal culations, only illustrate the
basi ¢ rel ati onshi ps between activities. They shoul d draw t he net-

work on a | arge sheet of paper

Reconvene t he groups. Their arrangenents and | ayout of the dia-
granms will vary, of course. Ask a representative for each group to
explain briefly their suggestions. Invite other groups to coment
and criticise. Then present on the chal kboard/ OHP t he net wor k

which is shown overl eaf.

- Note that only one "dunmy" is needed in this net (after Activity
K, to avoid B and K having conmmbn event-circles for beginning

and end).

- It is possible to design the net so that dummr es are needed to
show that Activities M B and K are dependent on Activity O.
However, "unnecessary" dummi es shoul d be avoi ded. It is better
to connect these activities directly to Activity 0, as shown in

thi s exanple.

- Poi nt out that dumm es cannot be inserted until the first at-

tenpt at a network has shown where they are needed

Ask trainees to copy this network in order to have a conmpbn base
for the follow ng exercise. (O distribute a handout with the net-

wor k prepared in advance.)

Insert, in the network on the chal kboard/ OHP, the tines needed for
each activity, and ask trainees to do the sane in their networks.
The times expressed in weeks should be witten beneath the letter-

code for each activity. (See the network on back of Sheet 3.)

Ask trainees to draw a little square above each event-circle. Ask
themto assunme that the whole task of preparing the trade season
starts on Week 0 and to wite "0" in the square to the left. Then
ask themto suggest the earliest week for each activity to start,
witing the appropriate figures accordingly in the squares, working
fromleft to right in the sane way as in Session 4.1. Di scuss and
expl ai n as necessary. Agree that it seens to be possible to com

pl ete the whole task in nine weeks.
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Suggest that ni ne weeks should also be the shortest tine for com

pl eting the whol e task. Ask trainees to draw snall triangl es be-
neat h each square. In the square to the right (at the end of the
last activity) they should therefore wite a "9". Then ask
trainees to suggest the latest date for each eyent  Exanple: In

the event before Activity G they should wite "7" in the triangle,
because 2 weeks are needed for Activity G (9 - 2 = 7). Wrking
backwards through the net, fromright to left, discuss and agree on
the latest tines. Remenber to choose the smallest possibility when
there are several activities starting in the sane event-circles.
For instance, the event before Activity B should have a "2" in the
triangl e, because Activities B and G need 7 weeks to be conpl et ed,
as does Activity M (9 - 7 = 2). Therefore, this event nust occur

at the latest at the end of Wek 2.

The chart, with the tinmes in the squares and the triangles, should
evolve on the chal kboard/OHP follow ng trainees' suggestions.

Trai nees should also fill in their own diagrans.

Remi nd trai nees of the technique used in the previ ous exercise in
Session 4.1 in order to calculate if there is a "slack” or if an
activity is critical: subtract the latest tine for conpletion of
the activity fromthe earliest time for starting, conpare this with
the tinme required for the activity. Exanpl e: Activity C nust be
conpleted at the latest Week 7. It can begin at the earliest after
Week 4; so 3 weeks are available. But the activity requires only

one week; so there is a slack tine of two weeks.

Ask trainees to conplete the exercise by identifying which activi-
ties are critical, and which have some flexibility (slack) in their
tim ng and how nuch. Allow up to 20 mnutes for the trainee to

prepare their answers.

Then ask trainees to identify the critical path through the net:

- Aong the path L-OB-Gthe figures in the squares and triangl es
are the sanme. This neans that the earliest and |latest tinmes for
the activities are the sane, there is no slack, so this is the
critical path. The same goes for L-O-M This path is also

critical. All the other activities have sone flexibility.
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Go through the other paths, one by one, and check trai nees' cal cu-

| ations:

F=(9-5) - 1=3. Make sure that trainees do not just neke a
mechani cal cal cul ati on, but understand the |ogic. Explain if

necessary: F nmust be conpleted in Week 9 and can start at the
earliest after Week 5, so 4 weeks are available. Only 1 week is

needed; there is, consequently, a slack time of 3 weeks.

Di scuss the following calculations in the sanme way, if necessary.
E=(8-0) -1=7
| = (8- 1) -4=3

H=(4-0 -1=3

Ask trai nees what happens if Activity H takes 4 weeks instead of 1.

- As there is a slack tine of 3 weeks, the whole task can still be

conpl eted as planned, but note that we have then no sl ack |eft

for the following activities | and F.

Check that trainees have cal cul ated a slack tine of 2 weeks each

for Activities A, D and C
A=(4-0 -2=2
D= (6-2) - 2=2

C=(7-4) -1=2

Ask trai nees what happens if all the three activities are del ayed

by one week each:

- Activity Gcould not start after Week 7, as needed. The whol e
task woul d be del ayed by 1 week (not by 3 weeks, because there

was a slack tinme of 2 weeks).

Check trainees' calculations for Activities N and J:
N= (6-0) -4=2

J= (9-4) -3=2

6) Stress that techniques of this sort are only valuable if they hel p.

managers to decide what to do in specific situations. Ask trainees
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to translate their calculations into recommendati ons for the man-

ager responsible for the preparations for the trade season:

I f Di bba, the nanager, has only 9 weeks left until the opening
of the buying stations, he rmust start preparations imredi ately,

because this is the mninumtine needed.

- The loan application (L) nust be ready and signed within 2 weeks

to be sure that the noney is avail abl e when tradi ng begi ns.

The order for the new scales (B) nust be placed i mediately

after the committee neeting.

Di bba cannot wait nore than 4 weeks for the approval for the new
recei ving system (H). However, the subsequent printing of the
new forns (1) is also an inportant activity. It would be good
to have sone slack tinme for this too. Therefore, D bba should

press for an early conpletion of H

The society's | abour staff would need 7 weeks for their activi-
ties along path A-D-CG so there is 2 weeks' slack tine.
Still, Dibba would have to nonitor their progress carefully to

avoi d | onger del ays.

Di bba can postpone preparations for the menbership canpai gn for
two weeks and still be able to conplete the canpai gn before the
actual information about the trading is to be posted in vil-

| ages.

Ask trai nees to conpare these suggestions with the results of the
exercise carried out in Session 3.4. Thi s shoul d denonstrate the

val ue of the network techni que even for sinple tasks.

Di scuss nore conpl ex tasks which trai nees may have to perform and
show how t hese, too, m ght be nore effectively planned using this

procedure.
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the Trade Season

Llist of Activities

Time
Activity Needed Preceding Activity
A Check equipment 2 weeks -
B Buy new scales 5 weeks | O Committee must place order
D Stock of bags must be checked
C Issue bags 1 week (Issue of bags must be com-
pleted 2 weeks before opening)
D Check and repair bags 2 weeks | A Check equipment *)
E Hire buylng station staff 1 week -
E Staff must be recruited
F Train buying station staff ( 1 week I New forms must be available
A Equipment must be checked
G Prepare buying stations 2 weeks | B New scales must be delivered
K New truck must be available
H Approval of new receiving
system 1 week -
H Approval for the new system
I Print forms 4 weeks ! must be obtained
J Prepare and post ]
information ‘ 3 weeks | N Membership campaign
K Trade-in truck 1 week 0 Committee must decilde
L Prepare loan application 1 week -
L Application must be prepared
M Obtain loan 7 weeks | O Committee must sign application
(to be completed 3 weeks
N Membership campaign 4 weeks before opening)
L Loan application must be
0 Committee meeting 1 week ready before meeting (members
(incl. to be given 1 week's notice
notice) of meeting)

*)

Note that all

C. These activities nust

| abourers are engaged in Activities A, D and

other, in the nentioned order.

therefore be perforned after each
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SESSION 4. 3
NETWORK Pl ANNI NG OF PROIFCTS
hjective: To enable trainees to inprove and confirmtheir ability
to apply sinple network techni ques to project planning.
Tine: 2 1/2 - 3 hours.
Material . Case study "The Grain Drying Schenme".

Session Qiide:

2)

This session provides a third and final opportunity for trainees to
learn the critical path or network nethod of planning. Sone nay
not be totally confident of their ability to actually apply the
techni que but after this session they should be at | east reasonably
familiar with it. The two previous sessions have stressed the fact
that techniques of this sort cannot al one enabl e anyone to plan or
to carry out anything. Tr ai nees shoul d beware of the danger of
t hi nki ng that because they have mastered an ingeni ous techni que
they are autonatically guaranteed to plan and inpl ement everything

correctly-thereafter.

The systematic step-by-step approach involved in this technique is
in itself a valuable | esson in managenent, even if trainees do not
apply the technique afterwards in its entirety. Ask trai nees how
often they or other managers go through the following initial

stages in any task:
- Divide the task into its activities.

- Decide what activities can only be started after what others

have been conpl et ed.

- Estimate the tine taken for each activity.

Stress that even if they do no nore than this as a result of their

exposure to network planning, their time will not have been wast ed.

Di vide trai nees into groups. Include at | east one trainee in each

who appears to have fully grasped the technique, either from pre-



vi ous sessions or prior know edge, since the instructor nay not be

able to provide individual guidance to all trainees who need it.

Distribute the case study. Al |l ow groups up to one hour to conplete
t he assi gnnent. They should, if possible, be given OHP trans-
parenci es or | arge sheets of paper on which to present their net-
wor ks and ti net abl es. Circul ate anongst groups throughout the ex-

erci se. Make certain that they all follow the correct sequence:
- ldentify the separate activities and their tinm ng.

- ldentify necessary rel ati onshi ps between activities.

- Draw up a network illustrating the above.

- Calculate the earliest tinme each activity can be conpl et ed.

- Calculate the latest tinme each activity can be started.

- ldentify those activities which nust be started and fi ni shed
exactly on schedul e, and those which can be treated nore fl ex-

ibly.

- Draw up a tinetable for the whol e task.

Reconvene the groups. Ask one group to read out its list of ac-
tivities and tines. This should include the followi ng: (O der at

this stage is not inportant.)

A Conmi ttee Approval Al r eady Achi eved
B Design Building 3 weeks
C Recruit Operator 4 weeks
D Request Tenders for Buil ding 2 weeks
E Finalise Building Oder 4 weeks
F  Order Drier 2 weeks
G Deliver Drier 12 weeks
H Construct Foundati ons 4 weeks
| Conpl et e Bui l di ng 9 weeks
J Oder Fixing Bolts 1 week
K Delivery of Fixing Bolts 7 weeks
L Introduce New QOperat or 2 weeks

M Operator's Secondnent 10 weeks
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N Install Equi pment 1 week

0 Bring into Operation 2 weeks

Remi nd trai nees that these tinmes do not always nean that the co-op-
erative staff are fully enployed for the whol e peri od. Sone ac-
tivities, such as equi pnent delivery, involve no co-operative work-
load at all, while others, such as inviting tenders or installing

equi pnent, may involve substantial work for the staff.

Ascertain that all groups have the sane |list, even though wording
and sequence may differ. Ask a second group to state which activi-

ties depend on which others.

Record the rel ati onshi ps by use of a code such as suggest ed above.

The actual relationships are as foll ows:

B must follow A | must follow H

C nust follow A J must follow H

D nust follow B K nust follow J

E nust follow D L nust follow C

F must followB M nust  follow L

Gnmust follow F N nust follow G I, K and M
H must follow E 0 nust follow N

Ensure that all groups understand and agree with this list. Estab-
lish that it is necessary to state the four precedents for N, since

they do not thensel ves depend on one anot her.

Ask anot her group to present its network, together with the tines
witten on each |ine. This should be in the form shown overl eaf,
and shoul d not yet include the squares and triangles with earli est

and | atest times cal cul at ed.
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Ask another group to present its calculations as to the ggr|jest
possi ble tinmes by which each activity can be conpleted. These
shoul d be drawn up on the network in the sequence suggested in the
previ ous sessi on. When the cal cul ati ons have been presented, dis-
cussed, understood and agreed upon by all trainees, another group

shoul d present its calculations of the |atest tines. These shoul d

be witten in triangles under the activity points as is shown in

t he now conpl eted network in 5) above.

If nmost groups have nmade major errors, allow sufficient tine for

correction. When this has been done, ask a group to present its

suggestions to M. Gurung. These might be in the followi ng form

- The drier could be conpleted and in operation by Septenmber 25th
provi ded the operation starts at once. The followi ng activities
are critical; if any of them cannot be conpleted within the es
timated tine and by the date specified, the drier will not be in
operation on tine. Special managenent attenti on nust therefore

be devoted to these activities.

- The building drawi ngs nust be conpleted by April 24th.
- The building tenders nust be sent out by May 8th.

- The building orders nust have been placed by June 5th.
- The foundations nmust have been conpleted by July 3rd.
- The structure rmust be conpl eted by Septenber 4th.

- The installation nust be conpleted by Septenber 11th.

The running-in period nmust not exceed two weeks.

The remaining activities are not critical. They can be all owed
to take rather |onger than the estimted tines or delayed to al -

| ow for other work. The anobunt of slack tine is as foll ows:

- Odering for fixing bolts and their delivery can take one

week | onger than esti nmated.

Ordering the drier, and its delivery, can take five weeks

| onger than estinated.

- Recruiting, introducing and training the operator can take

si x weeks | onger than esti mated.
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Trai nees may of course present their conclusions in another form
It is Vvital that they should identify the "critical itens" and

state the extent of slack for other activities.

Stress that the technique is of no value in itself; it nust be
used to help the manager to plan his own and his staff's workl oad
nore effectively in order to achieve the objective of starting a

drier in time for the season

Ask trai nees what they would specifically suggest to M. Gurung
that he should do in order to nake use of the infornmation. Their

answers may i ncl ude:
Informall staff involved of the critical activities.

G ve individual supervisory staff specific responsibility for

the conmpletion of critical activities.

- Produce a chart of the critical and other activities to be per-

manent |y di spl ayed and kept up-to-date.

- Ofer sone formof staff bonus for achi evenent of the target,
inviting all those involved to do what they can to ensure that

it is achieved.

- Select the building contractor particularly carefully, taking

into account not only price but reliability of tinming estimtes.

- Ofer sone incentive to the contractor for conpletion on or
ahead of tine, and/or inpose penalty clauses for |ate com

pl eti on.

- Ask the drier supplier whether he can offer any better price (or
ot her advantage) if permitted, say, three or four weeks | onger

delivery tine.

- Consider alternative enploynent or further attachnent for the

new oper at or.

Remi nd trainees that they nust use the technique in their work.

Di scuss future plans in their societies where it mght be useful.
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Gurung was nmanager of the Grain G owers' Co-operative Society. He was
delighted to be given the go-ahead by the committee to set up a grain
drier | ong needed. The Co-operative Bank had approved a necessary
| oan. Al that was necessary was to organi se the requisite construc-
tion and installation work, to obtain the equi pment and to nake sure

that there was soneone available to operate it.

It was now April 5th. The engi neers had prepared the specifications
for the machinery. Gurung had just heard that these had been ap-
proved. The nenmbers were naturally anxi ous to know when their | ong-
awai ted drier would be ready. In particular, they needed to know
whet her it woul d be operating by the end of Septenber, when the harvest
woul d be ready. If not, Gurung woul d have to nake arrangenents for
menbers' crops to be sold by the end of COctober, as always, since the
hi gh noi sture content at harvest tine neant that they could not be
stored | onger. If the drier would be ready, however, the grain could

be stored well into the next year and sold at a higher price.

Gurung's cal cul ati ons had shown that the higher price they would re-
ceive would easily cover the total cost of owning and operating the
drier. But unl ess he was able now to tell the Marketi ng Board whet her
the Gcain G owers' Society would be selling in October or early next
year, the co-operative would be forced by the board to sell in Cctober
in any case. The benefit of the first year's operation of the drier,
if in fact it could be operating by the end of September, would be en-

tirely lost.

The whol e venture was a fairly anbitious one for the society. Gurung
knew that the various activities involved woul d nmean substantial extra
work for hinmself and his staff. He was, therefore, anxious to identify
exactly what had to be done, and when, so that he could plan the staff
wor kl oad accordi ngly. He wanted to minini se interference with ot her
work as well as to ensure that the drier be in operation as soon as

possi bl e

Now t hat the specification had been approved, the building to house the
equi prent had to be designed. This was a sinple job, taking only three

weeks. In the neantine, Gurung realised that the staffing side of the
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operation nust not be neglected. He would have to find and recruit an

operator which he thought woul d take four weeks.

Once the building was designed, it would be possible to request tenders
from !l ocal buil ders. Gurung knew that it would take two weeks to do
this, and a further four weeks before the society had received the

bi ds, conpared them and placed an order for the building work.

Actual drying equi pnent needed to be adapted specially for the building
in which it was to be install ed. The order could only be prepared
after the buil ding was desi gned. It would take two weeks to prepare
and despatch the order to the manufacturer of the equipnent. This firm
had previously quoted a period of 12 weeks for delivery of the equip-
ment, after receipt of the order. It was a reliable conpany not ex-

pected to break its prom se

The buil ders would take a total of 13 weeks to finish the building,
four weeks for the foundations and nine for the structure itself. Once
the foundations were finished, it would be possible to order the re-
quired fixing bolts and supports. It would take one week to prepare

and despatch the order for these and anot her seven weeks for delivery.

Gurung decided that a formal training course would not be appropriate
for the operator, since what he needed was practical on-the-job experi-
ence. The nmanufacturers of the equi pnment had given hima list of other
societies which had installed simlar driers. GQurung thought that it
woul d be appropriate for the new operator to work with the Gain
Growers' Co-operative for his first two weeks. on the job to famliarise
hinmself with its staff and operations. He woul d then have a ten-week
peri od of secondnent with another society utilising a simlar drying
install ation. The manuf acturer suggested that the operator return from
this secondnent to supervise the installation of the equi pnent, which

woul d t ake one week.

It would al so be necessary, of course, for the equi pnent to be de-
livered to the Co-operative and for the building to be ready, before

t he equi prrent coul d be install ed.

Gurung had heard about | engthy periods of "running-in" and "teething

probl enms”, but the manufacturer and experienced nanagers in other so-
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it would definitely be in operation two weeks

after installation.

Assi gnnent

1) Advise Gurung whether the drier could be in operation by the end of
Sept enmber .

2) Draw up and be prepared to present a finished network di agram of
the whol e task.

3) Draw up and be ready to present a detailed set of suggestions for
the whole task, clearly identifying flexible activities and their
limts. G ve specific details for conpletion of the critical ac-
tivities around whi ch Gurung can plan his staff workl oad.

January February March April May June

Sunday 313101724 7142128 7142128 4111825)302 91625 6132027

Morday 411182511 81522 l 8152229 5121926y313101724 7142128

Tuesiay 5721926{2 91623 2 9162330 6132027 41118251 8152229

Wednesday 6132027{3101724 310172431 71421 28 512192612 9162330

Tbursday 7142128|4111825 4111825 1 8152229 6152027131017 24

Friday I 8152229]|5121926 3121926 2 9162530 7142128 4111825

Saturday |2 916233016132027 6132027 3101724 1815222915121926

_ Jaly August September | October Nosember | Decemnber

Sunday 41118251 8152229 512192613131017 24 T142128 5121926

Monday 51219262 9162330 6132027 411182511 §152229 6152027

Tuesday 6132027131017 2431 7142128 512192602 9162330 7142128

Wednesday 7142128|4111825 1 8152229 613202713101724 1 8152229

Thursday |1 8152229{5121926 2 9162330 7142128,4111825 2 9162330

Friday 2 916233C16132027 3101724 1 8152229(5121926 310172431

Saturday 131017243117142128 4111825 2 916253016132027 4111825
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SESSION 5. 1
SETTING PRICRITIES
(hjective To enabl e trainees to exam ne systematically the things
they have to do and to deci de which should be given
priority in particular circunstances.
Timge: 2 - 2 1/ 2 hours.
Material Ranki ng exercise "The United Farnmers' Co-operative So-

ciety."

Session Qiide:

1)

Ask trainees to imgine thenselves in a famliar situation; having
far nore things to do than time to do them How should they decide

whi ch ones to do?

Trai nees m ght answer that they first do the tasks that are the

nost Lnportant . Ask any so responding to say which of the foll ow

ing two tasks is the nost inportant and therefore to be done first:
i) preparation of the annual report due in a few nonths' tine,

ii) signing a Local Purchase Order for additional supplies of

stati onery.

Qobviously, the first is nost inoportant but nost managers woul d

rightly select the second to do first - because it is nore ucgent .

Ask trainees what proportion of their tine they spend in the field
as opposed to that in the office. Most will agree that they spend

too little tine in the field. Ask themwhy this is so.

Their expl anations m ght include the foll owi ng points:
- There is no transport avail abl e.
They have too nuch office work.

They often achieve little in the field because no one is avail -

able to neet them
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- Visitors from el sewhere, including governnent officials, expect

to find themin the office
- They nmust be in the office to supervise the work of others.

- Routine field visits are very rarely nore urgent than i nmedi ate

of fice tasks.

Ask how this problem can be overcone. Trainees will probably

suggest renedi es such as:

- Supply another vehicle to the society.

- Inprove the availability of spare parts.

- Increase the allocation of petrol or diesel fuel
Provi de funds for an assistant manager.

I nprove tel ephone service in the field.

Stress that it is always easy, and usually pointless, to suggest
that problens of this sort can be solved by the provision of extra

resources from aqutside the society. Ask why this is so:
- Everyone prefers to suggest sol utions beyond his control.

Anyone who suggests that he hinself can do sonmething to solve a
probl em . wi thout outside assistance, invites the question, "Wy

did you not do it before?"

- Change, even for the better, is usually unconfortable; peopl e
naturally prefer to suggest changes which will probably never

take pl ace.

- Additional resources, of any kind, involve a greater need for
managenent, which is the scarcest resource and the nost diffi-

cult to bring in fromoutside a society.

Ask trainees to | ook again at the reasons put forward for failing
to spend nore tine in the field. How coul d they be all eviated

without outside resources?
- Allocate transport effectively for the npbst inportant purposes.
- Delegate whatever office work is |less inportant than regul ar.

- Plan regular field visits so that farners and others woul d know

when they m ght expect to neet the nanager.
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- Do not treat unexpected outside visitors as nore inportant than

regular field contact. Expect themto plan their own visits.

- Develop the ability and autonony of existing staff by giving

themresponsibility for less critical tasks.

- Plan office routine to mnimse the need for nmanagenent inter-

vention. Establish certain tines for the nmanager to be present.

Such i nprovenent depends on planning and especially on the setting
of priorities. Managers nust be able to decide how to spend their

tinme in relation to:
- the inportance of the various tasks that need doi ng;
- the urgency of those tasks;

- the practicality of doing the tasks; obvi ously, a | ess urgent
task in the field should have priority over an urgent one in the

office if the manager happens to be in the field at the tine.

Many nmanagers set priorities and plans only at the day-to-day
| evel ; they may nmake the right decisions in response to what hap-
pens every day, but they never consider what should be their pri-

arity in the long term. Events are in control of them rather than

the reverse.

Remi nd trai nees of the six objectives which were used in Session
2.1 and 3.1 for the Cotton Growers' Society. Al l ow trainees five
mnutes to rank themin order of priority. Opinions will differ.

Ask trainees to conment on the follow ng:

(1) 90% nmenbership achi eved

(2) 80% of nenbers using fertilizer;

(3) ext ensi on service

(4) construction of three storage depots;

(5) sel ection of appropriate processing machi nery;

(6) holding three open neetings.

Al t hough this may appear consistent in terms of the inportance of
the objectives, it could be argued that 90% nenbershi p depends on
the neetings, and 80% fertilizer usage depends on the depots and

t he extension staff.
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8)

Tr ai nees should then di scuss which is nore inportant, effective
fertilizer use by existing nenbers or increased nenbership. The
answer clearly depends on the long-termains of the society. This
is avery difficult issue. Stress that there is no right or wong
answer here. Tr ai nees nust recogni se the need to ask such ques-

tions; many soci eties fail because they do not.

Ask trainees to suggest similar long-termpriority questions facing
their societies, but which may not have been asked. Trai nees m ght

i nclude such issues as:

- Is inproved i nput supply nore or |ess inportant than inproved

col l ection, processing and marketing?

- |Is nmenbership education nore or |less inportant than staff train-
i ng?
- Should the society encourage its nenbers to diversify their

crops, even at the risk of lower incones in the short-ternf

-  Should the society encourage its nmenbers to change from subsi st -
ence to cash crops, even at the risk of possible malnutrition

for their famlies?

These are questions of palicy. A nmanager's job is to identi.fy the
i ssues on whi ch decisions nust be made, to advise the board and the
menber shi p as a whole, and then to suggest programes to inplenent

the policy decisions.

Ask trai nees to describe situations where long-termpolicy pri-
orities nmust be subordinate to short-term probl ens. Their sugges-
tions mght include drought, flood or other crises where short-term

survival is all-inportant.
Ask trainees to recall exanples of such crises. How did their so-
cieties deal with then? Did they distract nmanagenment fromthe

achi evenent of |ong-term objectives?

Trai nees are now to do an exercise in setting shart-termopri-

arities. Stress that managers should not only react to nessages,
crises or instructions, as they are required to do in the exer

ci se. They nust al so, npbst inportantly, deterni ne what nust be
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done to achi eve the objectives of their society. They nust fit

these tasks in with those inposed abruptly on them from out si de.

Di vide trai nees into groups of not nore than five people. D strib-
ute a set of the handouts to each and allow themup to 30 ninutes

to conplete the assignment.

Reconvene the groups. Ask each one in turn to present and explain

their sequence. Summari se these on the chal kboard/ OHP in a table

of the following form

Item Group X Group Y Group Zj

A

B

C

D

E Enter the rankings each
group gives to each of the

F items, without yet com-—
menting on what 1s correct

G and what 1s not.

H

I

J

K

The groups' opinions will differ. The following is a possible or-

der of priority, with sone explanation for the choice:

i) | - Clearly, the danmage to the vehicle and the buil di ng may
require i medi ate action. St ephen should deal with this
first.

ii) K- Menbers' livelihood may be threatened if seasonal credit
i s unavail abl e. Thi s nmust be obtai ned as soon as possi bl e,

by handwitten subm ssion if no other typist is avail able.

iii) E - Stephen should be sure to send a nmessage to Thasius via

Eust ace, asking himto return to duty at once.
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iv) A - This should be easily settled by reference to the rec-
ords and a request for a recei pt. Unchecked menber discon-

tent should not be allowed to fester.

V) C - Stephen should investigate the apparent failure to sub-
mt accounts as a high priority, but it is not the nost ur-
gent task since it will probably take some time to clear

up.

Vi) D - This may require sone tinme to i nvestigate, but the ms-
under st andi ng nust be investigated and cl eared up quickly

in order to avoid runours and | oss of nember goodwill.

vii) B - This is inportant, but namy take some investigations,
and needs further specific information fromthe mll. It

is too vague a conplaint to nmerit high priority.

viii) J - Eunice could probably deliver a nembership form qui cker

t han anybody el se, so this should await her return.

i X) G - Thasius has not displayed the necessary qualities, in
that he has absented hinself wi thout | eave. This letter
cannot be dealt with unless it is discussed with himin any

case, and can therefore await his return

X) F - Unless the society is in dire need of stationery, a
polite note apol ogi sing for any inconveni ence can be sent

when Eunice returns and her workl oad pernmits it.

xi) H - Personal matters nust not come before the society;
St ephen should deal with this as he thinks fit but in his

own tine.

Stress that the particular order of priorities selected is |ess
i mportant than the need for nethodical setting of priorities and

day-to-day, and even hour-to-hour, work planning.

Tr ai nees shoul d ask thensel ves, when they return to work after the
course, "Am | really doing the thing which nbost urgently needs to
be done, or am | taking the easy option by doing sonething which
is easy to do and delaying things that are difficult or enbarrass-

i ng?"

Ask trainees to keep the handouts for use in the foll ow ng

sessi on.
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Ihe United Farners' Co-operative Society

It is Monday norning on November 30th, and Stephen, the nanager of the
United Farners' Co-operative Society, has just returned froma two-week
trai ni ng course on pl anni ng. He finds the acconpanyi ng set of papers

on his desk, awaiting his attention.

The soci ety has about 250 nenmbers and coll ects, grades, stores and mar-
kets its nenbers' crops, which are planted in March and harvested in
Cct ober. St ephen's own secretary, Eunice, will type his letters ad-
equately but is really not capable of acting as an assi stant or neking
any decisions on the manager's behal f. The stores and accounts clerk,
Thasius by nane, is fairly conpetent at his job of keeping the books
and stock records and preparing quarterly and annual figures, but he

has neither the experience or time to do anything el se.

Victor, the stores forenman, has Kismet and Eustace working for himin
t he stores. The society also enploys G ay and Majid to drive its two
three-ton-lorries. The nanager has a motor cycle provided for his own

personal transport.

St ephen realises that he is bound to be disturbed at his work by nem
bers of the staff with their problens, so that it may take some tine
before he is able to deal with all the papers. He t herefore decides
that he should first place themin order of priority, before actually
dealing with any of them In this way, he believes, he will be sure

that he spends his tinme nost profitably for the society.

Assignnent

Rank the papers in arder of priority, nunber one being that which the

manager should deal with first and nunber el even bei ng that which he
shoul d deal with | ast. You should not at this stage deci de how he
shoul d deal with them but only their arder , and you should be prepared

to explain why you have chosen this order.
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The Union Milling Corporation

13 November 1983

Dear Mr Stephen,

We are attempting to improve the quality of our products, and this

of course depends on what we receive from societies such as your own.

| note from our records that your society appears to be failing to
maintain the standards expected in the co-operative movement. ! should
be grateful if you would explain the situation as soon as possible so

that we can decide what action to take before next harvest.

Yours sincerely,

B. Cribalot

General Manager
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ltem C
MEMO
FROM: The Regional Co-operative Auditor
TO: Mr. Stephen, Manager, United Farmers Co-operative
Society
DATE: 25 November, 1933

I AM CONCERNED TO NOTE THAT THE QUARTERLY ACCOUNTS FOR YOUR SOCIETY FOR
THE PERIOD ENDED 30TH JUNE 1983 HAVE NOT YET BEEN SUBMITTED, WHEREAS
THE ACCOUNTS FOR THE QUARTER ENDED 30TH SEPTEMBER WILL BE DUE BY THE
END OF THIS WEEK.

PLEASE FORWARD BOTH SETS OF ACCOUNTS BY RETURN.
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The National Printing Company Limited
November 12, 1983

Dear Mr. Stephen,

Our Representative will be visiting your area and plans to call on
you on Tuesday, November 24 to introduce our new line of stationery to
your Society.

I should be grateful 1f you would see him, the enclosed sample wtll
give you some idea of the quality we can offer.

Yours sincerely,
— = & A

F. Sellalot
Sales Manager

M S,

mem |

Cunice
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THE NATIONAL HOUSING FINANCE CORPORATION

Dear Sir,

Mr. Thasius has approached us for a mortgage in order to buy a house, and
he tells us that you will be able to vouch for his moral probity, finan-

cial responsibility and employment security.
We also need to know his exact salary, net of deductions.

We look forward to hearing from you and-many thanks for your help.
Yours faithfully,

G. Lookalot
Chief Accountant
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THE CO-OPERATIVE BANK

18 November 1983

Dear Mr Stephen,

Co-operative Society Consolidated loan applications for
the 1984 seasonal crop lending programme should have been
submitted by November l6th at the latest. We note that
your Society has not submitted its application. If this
does not arrive by the end of the month, we cannot be sure
that your Society can be included in the allocation proce-

dure.

Yours sincerely,

K. Lendalot
Manager
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SESSION 5. 2
PLANNI NG YOUR OAN WORKI OAD

hiective: To enable trainees to plan their own daily workl oad and

to nodify it as needed
Iine: 2 1/2 - 3 hours
Material . Pl anni ng gane "Stephen's Diary".

Handouts from Session 5.1

Di ary page.
Session Quide:
1) Ask trainees if they keep a diary at work to record forthconing ap-

2)

poi ntmrents and so on. Ask one or nore trainees who do keep such a
diary to describe it briefly. If appropriate, circulate a page
froma typical day or week. What does it contain? Most diaries

contain no nore than the follow ng:

- & npote of the tine and pl ace of specific neetings involving

ot her peopl e,

- a fewreninders of mnor tasks which may ot herwi se be forgotten

What proportion of a typical day is actually occupied by the events

or tasks noted in the diary?

- It would be unusual for the appointnents listed in a typica
diary to actually occupy nore than 4 or 5 hours of a 40 hour

wor k-week.  How do managers occupy the rest of their tine in:
- general admnistrative and managenent tasks and

- dealing with correspondence (as in the |last session)?

Trai nees may have difficulty in actually accounting for all the
tine they spend at work. This does not necessarily nean that they

are not working hard.

Ask trainees to attenpt to define the essential difference between
the work of a manager and a doctor, a farner, a priest or a nech-

anic
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Managers do things through ather people:

They do not generally keep books, drive lorries, |oad crops or

teach cl asses.

Clearly, a manager has to do nobre than just tell people to do
t hi ngs; how does a nmanager actually do his job of managi ng ot her
peopl e?

-  He decides what should be done (setting objectives).
- He decides haow it should be done (planning).

- He decides hy whom it shoul d be done (usually allocating sone
tasks such as report witing, negotiating with other organis-

ations or setting prices to hinself).

He monitors progress and ensures that the tasks are correctly
carried out by instructing, encouraging, assisting, notivating
and generally working with the people for whom he i s respon-

si bl e.

Managenent is sometimes described as "decision-nmaking". Ask

trai nees how much of their time they really spend nmking decisions.

Managers actually spend nost of their time comminicating. They may
be obtaining information as a basis for naking future decisions, or
ensuring that earlier decisions are being carried out; but the

actual process of analysis and deci si on-naki ng occupies very little

tine.

Ask trainees why the diffuse and vari ed nature of managenent makes

it hard to be an effective nanager.

A doctor or a nechanic knows whether he is doing the job or not
at any tine. A manager cannot be sure; he may be busy but
whol |y ineffective. He does not have i nmedi ate "feedback"” (in
the formof sick patients or non-functioni ng machi nes, for in-

stance) to warn himof his failure.

Regul ar personal planning can help to make ineffective use of tine

less likely, reducing the risk of "ainless busyness"
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Ask trainees to describe and contrast a nmnager who totally fails
to plan his work with one who pl ans everything very carefully. How

do they differ in the way they spend their working tine?

A non- pl anni ng nanager reacts to what happens in his society
fromone nmonent to the next. He attenpts to deal with things as
they come up. He is certain to be diverted as sone other task

presents itself.

- A highly organi sed manager works to a schedul e and refuses to be

di verted by anything el se.

Ask trainees which of the two extrenes is the best. They may opt
for the extrene planner since this is a course on planning, but
over-rigid planning can be as bad as no planning at all. How wi ||
such a nanager respond to a request for advice from a subordi nate
or an unexpected visit by an influential or highly irritated nem

ber?

Trainees are now to participate in a planning gane. The obj ective
is to denpnstrate the inportance of effective but flexible plan-
ning, to give trainees practice in dealing with unexpected occur-

rences.

Divide trainees into teanms of not nore than five nenbers each. Ex-

plain the ganme as foll ows:

Each teamis to represent the manager of the United Farners' Co-
operative Society described in the previ ous session. The team
is to plan the forthcom ng week's work and then to adjust the
pl an as events unfold during the week, so as to conplete as nmany
high-priority tasks as possible, |eaving only those of |owpri-

ority undone at the end of the week.

- Each trainee will be given a list of tasks which the nmanager be-
| i eves he should do during the week and a note of how | ong each
is expected to take. He will al so have the vari ous docunents

whi ch he found on his desk and which were dealt with in the | ast

sessi on.
- Trainees will also be given the nmanager's diary for the week,
whi ch al ready i ncludes a nunber of appoi ntnents. They will be

all owed up to 45 mnutes to deci de which tasks should be done,

and when, and to conplete the diary accordingly. They may, if
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they wi sh, cancel appointnents already made if they considered

sonmet hing el se to be nore inportant.

- Trainees will then work through the week; a variety of unex-
pected events w |l occur. Trainees will have to deci de whet her
or not these justify altering their plans. If so, they wll

have to nmake the appropriate changes in the diary.

- Trainees will check which tasks they have or have not conpl et ed
at the end of the week. The instructor will then announce "pen-
alty points" for each unconpleted task; the higher the priority
of the undone task, the greater the penalty. The team which ac-
curmul ates the | east penalty points will be the winner. |f poss-
ible, a suitable prize should be nmade avail able to the w nning

t eam

- The gane should give trainees an opportunity to practise effec-
tive group decision-nmaking as well as short-term workl oad pl an-
ni ng. Teans should be allowed no nmore than 15 minutes to react

to each occurrence and to any changes they think fit.

- In the interests of sinplicity, each day is broken up into 16
thirty-m nute segnents. Al t hough sone tasks may, in fact, be
conpleted in far less than 30 ninutes, teans may only allocate
tines to tasks in nmultiples of 30 m nutes. No allowance is nade
for lunch, although this is also rather unrealistic. Tasks nay
be carried over fromone day to the next, but if they nust be
done outside the office, travel tine nust be allowed for the

manager to return home and back. (1/2 hour in each direction.)

- Wien filling in the diary, trainees should use the code letters
given to the various itenms in the |ast session, included in the

handout material and in announcenments by the instructor.

Di stribute copies of all papers for this session to the trainees.

Ask themto read themthrough. Deal with any questions or nis-
under st andi ngs. Make sure that all trainees have copies of the
papers of the previous session. Allow themup to 45 minutes to

conplete the initial plan for the week. Look at their work to see
that they have understood what is required. Poi nt out that they
may wi sh (and nmay be wi se) to | eave bl ank periods to allow for un-

expected events.
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When the initial diary has been conpleted, start the gane by an-

nounci ng the follow ng event for Munday:

Euni ce, the secretary, returns at |unch tine.

- The neeting of the Comunity Devel opnent Group (if not can-
celled) lasted an extra hour, so that anything schedul ed at 3.00

p.m or 3.30 p.m could not be conpl et ed.

Allow teans up to 15 minutes to re-adjust their schedul es, before
proceeding to the follow ng day. Allow a sinmlar tine after an-

nounci ng the events of each day.

Tuesday:

The Registrar's Departnent |Inspector fails to turn up, thus

freeing the two hours allocated for this visit.

Aletter fromthe Co-operative Insurance Conpany warns the so-
ciety that unless its renewal instructions are mailed this week
the society's insurance will | apse. There are a nunber of
changes required before the instructions can be sent. C° tine =

3 hours.

Wednesday
- Thasius returns to work.

- Stephen's notor cycle breaks down, thus addi ng one hour to any
field visit schedul ed for the day, and maki ng hi mone hour |ate
for any neeting schedul ed i mmediately after his return fromthe

field.

Thur sday :

- A team of researchers fromthe university arrives to gather in-
formation for a survey. They need a w de range of data, and
woul d li ke to have | engthy di scussions with Stephen. D° tine =

2 hours.

- A small group of nenbers calls at the office. They are serious-
Iy concerned about what they feel to be inadequate services of
the United Farners' Society. They ask Stephen to neet with them
then and there at 3.30 p.m, to discuss their problem E° tine

=1 1/2 hours.
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Eriday:
- A sudden storm has danmaged the roof during the night. No work

can be done in the office until 11.00 a.m

- A prom nent nenber invites Stephen to lunch at short notice.

F° time = 2 hours plus travel

Allow teans up to 20 mnutes to list the tasks which they have not
conmpleted and to finalise their diaries, which list the tasks that
they did conplete. They may require further copies of the blank
diary page, so that they can hand in a | egible copy. They shoul d

al so keep a rough one for their own reference.

Collect the lists of unconpleted tasks and the diary sheet. Read
out the following Iist of penalty points, stressing that the

points are awarded in a scale fromO to 5:

- "0" neans that the task is of low priority and no damage w ||

be done if it has not been conpl eted during the week.

- "B" neans that it is a high-priority task and severe danage

will be done to the society if it has not been conpl eted during
t he week.
A = 3 points I =5 points Q = 1 point/day Y = 3 points
B = 2 points J = 2 points R = 3 points Z =5 points
C = 3 points K =5 points S =2 points A° = 1 point
D = 3 points L = 2 points T = 1 point B° = 5 points
E = 5 points M= 4 points U=5 points C° = 5 points
F = 0 points N = 3 points V = 1 point D° = 1 point
G = 1 point 0 = 0 points W= 3 points E° = 4 points
H = 0 points P = 2 points X = 5 points F° = 2 points

Expl ai n and di scuss these penalty point allocations as appropri -
ate. If possible, an assistant should carefully check the
trainees' diaries and lists and calcul ate the penalty points for
each team He shoul d ascertain that all tasks clainmed to have
been conpl eted have, in fact, been allocated sufficient tine in

the diary, and that all those omitted are |listed as unconpl et ed.

Announce the result, and, if the prize is avail able, nake the
award at this tine. A total of 20 or |less penalty points rep-

resents excell ent planning; under 30 is good, under 40 is ad-
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equat e and anyt hi ng over 40 suggests that far too much tine is

bei ng wasted on lowpriority tasks.

Stress that while the gane is not entirely realistic, it is de-
signed to enphasi se the i nportance of careful use of tine, de-
tailed planning and flexibility. No manager has enough ti ne;
good nmanagenent has been defined as "naki ng the best use of scarce
resources"”. Since tine is the scarcest and nost val uable re-
source, a good nmnager is one who does not waste tine conplaining
that he has not enough of it, but carefully allocates what he has

in order to achieve the best results.
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hen' :

Your teamrepresents Stephen, the manager of the United Farners' Co-op-
erative Society. You have just returned froma two-week training
course on Practical Co-operative Planning. You have found on your desk
the papers already dealt with in the previous session. You have now

ranked themin the followi ng order of priority, and have decided to

deal with thembriefly as described bel ow. (You have al so esti mated

how long it will take in each case.)
1) | I nvesti gate danmage to vehi cl e and godown 1 hour
2) K Prepare seasonal credit submni ssion 4 hours
3) E: Instruct Eustace to tell Thasius to return to work 1/ 2 hour
4) A I nvesti gate nenber's conpl ai nt 1/ 2 hour
5 C Check progress on quarterly accounts 2 hours
6) D I nvesti gate m sunder standi ng over soil treatment 1 hour

7) B: Exam ne the quality records and reply to M1

requesting further information 3 hours
8) J: | ssue nenbership applicati on nunber 1/2 hours
9) G Di scuss Thasius' reference request and reply 1 hour
10) F Reply to printing supplier 1/ 2 hour
11) H: Deal with famly probl em (outside working hours) nil

In addition to these tasks, Stephen knows that a nunber of other things
shoul d be done and al so has several appointnents in his diary for the
week. Tasks requiring travel to the field require an extra 1/2 hour in
each direction; if two or nore tasks in the field are carried out con-
secutively, no additional travel tine is required for travel between

t hem

The tasks Stephen feels should be done and the approximate ti ne each

will take are as foll ows:

L: Prepare job description for Thasius, since his is a new

appoi nt ment . 1 hour

M Have annual performance appraisal neeting with Victor,

whi ch was due two weeks ago. 1 1/2 hours
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N: Carry out routine visits to menbers in the field, which 3 hours

shoul d be done on a weekly basis when possi bl e. + trave
0: Visit office equi pment supplier in town, in answer to a

Il ong-standing invitation to lunch and to inspect new 2 hours

typewiters and duplicating equi pnent. + trave

P: Anal yse performance record of processing nachinery, for

sunmary and entry in annual records. 1 hour
Q Carry out regular warehouse inspection, daily when 1/ 2 hour

possi bl e, at random tines during the day. per day
R Instruct Victor, Eustace and Kisnmet in a new nethod of

fum gation. 2 hours

S: Carry out regular quarterly inspection and test driving

of Majid' s vehicle, due |ast week. 1 1/2 hours

T Check and send in regular weekly report of vehicle

m | eage and fuel consunption. 1 hour

u Cal cul ate staff wages and deductions, ready for paynent

on Friday. 2 hours
V: Visit nei ghbouring society to exani ne new type of 2 hours

st orage bins. + travel
W I nspect stocks of bags to decide how many shoul d be

di scarded, how many repaired, how many retai ned and how

many re-ordered. 1 1/2 hours

St ephen's diary for the week is reproduced on the attached page. A
variety of other calls on his tine will probably arise during the week,

and you shoul d now deci de which of the tasks listed above will be done
during the week, and when, and which you will |eave until the follow ng
week or |ater. You should conplete the diary accordingly, using the

code letters for each task.

If you believe that any of the tasks in the above list, or in the
papers on Stephen's desk, are nore inportant than those recorded in the

diary, you are free to cancel any of these appointnents already nade;
but you cannot re-schedule themduring that week if tine |ater becones

avai |l abl e.
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When you have done this, the week will "start", and the instructor wll
announce vari ous events. If these involve things to be done, the in-
structor will wite themon the chal kboard/ OHP, together with a code
letter and the tine each will take. You should include those which you
t hi nk you nust deal wth. Amend the diary accordingly from day-to-

day. Tasks which can obviously be "split" and have another task in the

m ddl e of them can be divided in this way.

At the end of the "week", you should list all the code letters and
diary items not conpleted. Gve the list to the instructor together
with your finished diary page, which includes all the tasks you have

managed to conplete, indicated by their code letter.

The instructor will then announce the penalty points attributable to
each task not conpleted, and will cal culate the number of points in-
curred by each team The teamwi th the | owest nunber of penalty points

will be the w nner.
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Diary Page

Time Monday | Tuesday Tﬁwednesday Thursday Friday

T

9.

l

00 a.m. :

.30 a.m.

10.

00 a.m. Y

10.

30 a.m. Y

11

.00 a.m. Y

11.

30 a.m. Y

12

.00 noon

12.

30 p.m. A° 77

.00 p.m. A° g

.30 p.m. X A°

.00 p.m. X A°

.30 p.m. X

.00 p.m.

.30 p.m. W

.00 pim. Z B°

.30 p.m. Z B°®

BU

= Conmunity Devel opnent Group Meeting (1.30 to 2.00)

Address Conmunity Devel opnent Group (2.00 to 3.00)

= Receive visit fromRegistrar's Departnment Buil ding

I nspector (10.00 to 12.00)

General Purpose Committee Meeting (4.00 to 5.00)

= Travel (12.30 to 1.00 and 2.00 to 2. 30)

Visit Vehicle Supplier (1.00 to 2.00)

= Pay Wages (4.00 to 5.00)
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overcoming barriers

topic
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Session 6.1 Persuasion and Influence
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SESSION 6.1

PERSUASI ON AND | NFI UFNCE

hjective To enable trainees to identify personal and insti-
tutional barriers which nmay hinder the achi evenent of
their societies' objectives and to plan to overcone
these barriers effectively.

Iine 2 - 3 hours.

Material Case-study "Indrajit's Influence". (This should be
anended as necessary to take account of |ocal circum
stances. It should be distributed to individual
trai nees the day before the session, so that they can
read and consider it before conpleting the assignnent
in groups.)

Session Quide:

1) Ask trainees to recall the main | essons and techni ques to which

t hey have been exposed during the precedi ng sessions; they should

mention at-least the foll ow ng:

The need to be aware of the fundanental ainms of the co-operat-

ive, and the need for clearly stated neasurabl e objectives.

- The need to identify all the activities required to conplete a

t ask.

- The need to identify the resources required for any activity,

and to plan so that they will be avail abl e.

- The need to estimate the staff workl oad, and to all ocate and

schedul e tasks to avoi d uneven workl oads.
- The use of planning charts.
The critical path technique.

The need to involve, in the planning work, those responsible for

i npl enenting the plans.

- The need for flexibility and rapid reaction to change.


KATHERINE


- The need to set priorities and to distinguish between what is

i nportant and what is urgent.

- The need to identify pressure groups and individual interests,
and to try to satisfy these in order to achi eve soci ety objec-

tives.

Poi nt out that nany co-operative nanagers appreciate all these mat-
ters and al so master the actual planning technique. Still they
fail to achi eve society objectives, because of certain specific

difficulties which they cannot overcone.

Ask trainees to recall a situation where they failed to obtain for

their society sonething which they wanted. Exanpl es m ght incl ude:
- failure to secure an increased budget for fuel
- failure to obtain an allocation of an extra vehicl e;

failure to arrange for the transfer of a nuch-needed staff nmem

ber;
failure to secure a sufficient allocation of fertilizer;

- failure to obtain priority services froma tractor or other com

mon service facility.

Ask trai nees what stopped them from getting what they wanted.

Answer s mi ght include:

The resource was in short supply, so that there was not enough

to satisfy everybody.

- Another society or other organisation conpeting for the sane

service presented a better case

- Their own society actually did not have as good a claimon the

resource as the other organisation which was nore fortunate.

Ask what really determ ned who succeeded and who fail ed. Wy are
sone organi sations nore successful than others in securing allo-

cations of scarce resources, or otherw se getting what they want?

Trai nees will soon nention "politics" as the real origin of npbst of
their difficulties. Ask them what they really nmean when they bl anme

their problens on "politics"
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Their answers will vary, but might include the foll owi ng points:

Sonme nmanagers know the "right people” and therefore get what

they want.

- Some societies are |ocated in areas which have nore powerf ul

political representation and thus receive better services.

- Sonme nmnagers or conmittee nmenbers use their personal connec-
tions to bring pressure on those responsible for allocating

scarce resources.

Managers or conmittee nenbers may corrupt powerful officials by

entertaining them or naking special favours available to them

Trai nees may be reluctant even to mention nethods of this sort.

The term"political" is often used to nean "illegitimte", un-

fair", "illegal" or "inmmoral".

Ask trainees for exanpl es where scarce resources have been all o-
cated to ot her organi sations, or sone other decision has been nade
agai nst the interests of their society, because, they believe, "il-

legitimate" nethods of persuasion were used.

Choose an exanple which is not illegal, but which involves indirect
manoeuvri ng, subtle pressure and possibly threats. Ask the trainee
who nmentioned it and others to say why they believe the nethods em

pl oyed have been "w ong".

Their answers will inevitably do no nore than repeat words al ready

used such as "unfair", "illegitimte" or "underhanded"

Ask which is worse

- a manager who used nethods of this sort, within the | aw, and
thus achi eves his society's objectives and benefits his nenbers
accordi ngly;

- a nanager who adheres strictly to fornal procedures by submt-

ting reports and witten requests thus failing to obtain ben-

eficial resources for his nenbers.

Ask trainees to nention exanples of highly successful nanagers of

co-operative societies or other organisations. I's their success



the result of fanmiliarity with planning techni ques or "principles
of nmanagenent"” or because they have successfully persuaded people

to do what they want?

Ask trai nees how they nmeasure success in nanagenent:
by what a manager daes fromday to day?

by what a manager achieves for his organisation?

Clearly, success is judged by results and not by activity. Stress
that "politics" is as much a part of nmnagenent as anythi ng el se.
Trai nees nust consider this as a legitinmate and i nportant part of

their work which they nust plan and inplenent |ike any other

Ask trai nees what basic principles underlie their own and ot her
managers' deci si ons; what | eads themto nmake the deci sions they

do?

Trai nees nmay nention generally accepted reasons such as:
- the good of their organisation;
- benefit for the co-operative novenent;

- the good of the nation as a whol e.

Ask trainees if there could be other npotives behind a manager's be-

havi our or deci sions.

Elicit notives such as:

- desire for personal advancenent;

- desire for personal security;

- desire for status and power;

- desire for personal public recognition

- desire for respect fromcoll eagues and subordi nat es
- desire for noney;

- desire for nore leisure

Stress that we nust not forget such notivations, since they stinu-

| ate people to behave in certain ways. Stress that the reverse is
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al so true; fear of Lass of any of these personal benefits can al so

ef fect behaviour.

Managers nust be aware of the strength of both positive and nega-

tive notives and what really |ies behind a manager's deci sions.

Di vide trainees into groups of not nore than five nenbers each.
Distribute the case-study and allow up to 45 mnutes for the as-

signnent to be conpl et ed.

Stress that Indrajit will have to influence certain people. Thi s

requires action just |like any other aspect of nmnagenent. G oups

must come up with specific recommendations for things Indrajit nust

do, not general guidelines which may raise nore questions than they

answer .
Reconvene the groups. Ask each one, in turn, to present their
suggest i ons. Briefly summari se the salient points of each on the

chal kboar d/ OHP.

Bef ore asking trainees to conpare, conmment on and di scuss the vari -
ous alternatives, stress that they should be presenting a plan of

action. -Goup recommendati ons:

- must have a specific objective:

nmust be sonething that Indrajit can actually do;

must be realistic and feasible

Suggestions such as "influence the civil servants" are not enough;

trai nees nust say how Indrajit can identify and reach the right

peopl e, and with what pessage.

Goup views will obviously differ. There is, of course, no right
or wong answer to a problemof this sort. The purpose of the

case-study is to showthat it is necessary and possible to:

- identify the peopl e responsible for decisions which vitally af-

fect a society:

- determine what their specific interests and needs are;
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- design ways of satisfying these needs which at the sane tine

m nimse the damage to the society or even actually benefit it.

An outline of one possible approach to the problem nmi ght be as

shown on Sheet 4.

Indrajit should i medi ately prepare a detail ed but sinple brief,
outlining the present situation and denmonstrating the likely ef-
fects of the proposed change. The objective should be to identify
as many influential people as possible, including M. Rich hinself

if this can be done, with the existing system so that they cannot

logically attack it.

Trainees may feel that this type of planned public relations cam

paign is not their function. Stress that "political" problens of
this sort are the nost inportant ones they face. This is the way

in which they should attenpt to overcone them
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Influential

Individual Need Suggested Approach by Indrajit

or Group

Local MP Votes and support Set up a large delegation of mem-
bers to call on the MP, followed
by detailed personal briefing by
Indrajit and one or two influen-
tial members.

The Co-oper- Continuation of Direct contact by Indrajit at lo-

ative Bank

profitable and
trouble free lend-
ing operation

cal level, indirect contact at HQ
level through personal introduc-
tions.

Powerful
Individual
Members

Continued efficient
fertilizer supply

Indrajit to convene an informal
meeting; members to identify
thelr own personal contacts and
to prepare an integrated pro-
gramme of contact and "lobbying'".

Ministry of
Agriculture

Continued smooth
operation of system

Invite Minister or senior staff
to visit and observe the Modern
Maize Growers' Society fertilizer
supply and credit system. Per-
sonal contact and discussion at
local level.

Maize Adequate supplies As for Ministry of Agriculture,
Marketing of maize, avoidance invite visits by senior level
Board of illegal trader staff and fully brief and discuss
purchases situation with staff at the local
level,
Mr. Rich Wealth and status Obtain personal introduction and

consider inviting him to see the
society, learn to know the area
and its people, possibly engage
him in some local activities.

The General

Continued economic

Contact editors of journals,

Public supplies of maize radio and newspapers, "place"
articles describing the existing
system and pointing out the
dangers of change.

The Member- Continued good Brief members informally and at

ship in Gen- income a special meeting. Consider a

eral mass delegation to Parliament if

necessary.
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Indrajit's Influence

Indrajit realised that the threat facing his society was one for which
his co-operative managenent training courses had in no way prepared
hi m Neverthel ess, it was perhaps the npst inportant chall enge he had

met in his four years of experience.

The danger, as he saw it, was not only that all his work on the ferti-
lizer distribution schene would be wasted, but also that the very

exi stence of the co-operative was in doubt.

The Modern Mai ze Growers' Society had been established sone ten years
ago, when the government set up the National Mize Marketing Board.
Thi s took over the distribution of naize fromthe extortionate alien
traders who had | ong expl oited producers and consumers alike. At that
time, it had been |l aid down that the Board would only purchase maize
from co-operative societies, not fromindividual farnmers or traders.

As a result, hundreds of new societies rapidly had to be started.

In many cases these were failures. Sonme quickly fell under the influ-
ence of a small nunber of large farners who mani pul ated the co-operat-
ives in their. own interest, exploiting the weaker nmenbers as badly as

had the foreign traders. O her societies collapsed altogether, forcing

farners either to sell at high prices to illegal traders or to stop
produci ng surplus nmaize at all. In nbost cases, however, the societies
performed their trading function reasonably well. They did not becone

the "powerful instrunents for rural revolution" which sone politicians
had said they should, but at |east they provided farners with slightly
better prices than before. They did enable the Marketing Board to pur-

chase the surplus naize without too nuch difficulty.

Four years ago, when Indrajit came to the Mddern Mai ze Growers' So-
ciety, it was typical of the noderately successful co-operatives in the
country. All wishing to sell maize in the area designated for the co-
operative were nmenbers, as required, and npst sold the bulk of their
mai ze through the society. Sone sold their surplus maize through il -
|l egal channels at tines of shortage when | ocal market prices were
hi gher, or when they wanted cash nore quickly than the co-operative's
paynment system could provide it. They also sold illegally when obliged

to sell to traders who had | ent them noney during the grow ng season.



Indrajit had nade sone renarkabl e changes during the four years he had
been manager . He had totally overhaul ed the society's paynent system

so that farnmers received their noney very quickly indeed. He had suc-

cessfully persuaded a nunber of the nore powerful local farners (in-
cluding the | ocal nenmber of parliament who owned a snmall farmin the
area) to become involved in the society's affairs. Previously, they
had i gnored the co-operative, some selling nost of their naize through
illegal channels or acting as illegal traders for their own and ot her

smal | er farns.

In addition, Indrajit had started a fertilizer supply service which was
a nodel of its kind. Mdst nenbers had not until then used any ferti -
l'izer; those who did bought it fromprivate traders who provi ded no
acconpanyi ng advi sory service, charged high prices, and offered no
credit. The M nistry of Agriculture operated an extension service but
it was very badly organised. Its extension agents very rarely cane to
the area covered by the co-operative. Indrajit hinself had introduced
fertilizer to sone of the nore influential farners, who, in turn, de-
nonstrated its advantages to others. By now, over 60% of menbers were
using fertilizer correctly, and the proportion was increasing every
season. Indrajit had arranged a seasonal credit schene in conjunction
with the Co-operative Bank. This functioned so effectively that the

principles 'of the schene had been copied in a nunber of other areas,

largely at the bank's suggesti on.

A year ago, there had been a conpl ete change i n governnent policy
towards co-operatives and, indeed, towards nost other aspects of the
econony. The country was suffering fromchronic inflation and bal ance-

of - paynment's probl ens. A new president had been appoi nted who was now
i nt roduci ng new neasures to |liberalise the econony. These i ncl uded
opening of the trade in nmaize to private traders. Some | ocal people
had i medi ately started trading in nai ze, especially in areas where co-
operatives were inefficient. A nunber of societies had cone near to
col |l apse as a result, but the Modern Maize Gowers' was very efficient
and had little to fear fromprivate conpetition. The private traders
had secured a snall proportion of the business, but Indrajit thought

that this was a useful stimulus to the efficiency of his own co-operat-

ive. It proved to have that effect. Menbers became increasingly con-
cerned to pronote their own society's efficiency, proud of the good re-

putati on that their organisation enjoyed.
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Now, however, the trend towards encouragenent of private industry had
led to a far nore dangerous proposal. The fambus M. Rich, who enjoyed
wi de political influence and was involved in a nunber of |arge busi-
nesses, had secured a majority share holding in the recently de-
nationalized Fertilizer Corporation. In the country as a whole, very
little fertilizer was used. M. Rich had negotiated a joint venture
with a nultinational chenical conpany whereby it would construct a
maj or new fertilizer manufacturing plant, on condition that high inport
duties would be inposed on foreign fertilizer. The conpany woul d be
granted the sole right to set up and control the distribution systemto

the farm|l evel

The nmain users of fertilizer, both actual and potential, were big
farnmers and plantations. It would be quite feasible for the conmpany to
distribute directly to them The conpany al so proposed to set up a
networ k of depots to supply the needs of smaller consuners. In any
case, it needed the governnent to approve the nonopoly so that the
joint venture agreenent could be finalised and construction started on

the new factory.

Indrajit was sure that the Fertilizer Corporation would never provide
as good a distribution service as the Modern Maize Gowers'. It would
inevitably tend to favour |arger custoners. What Indrajit expected was
that it would fail to satisfy smaller users for a year or so, and would

then delegate its nonopoly on supply to small farners to one or two

nom nated private suppliers. There was no reason to suppose that the
Fertilizer Corporation would provide any better service than it had in
the past. It had never yet offered any advisory services. No nention

of this inportant elenent had been nmade in the initial discussions with
the Mnistry of Agriculture, or so a friendly official had reported to

Indrajit.

Locally manufactured fertilizer was al nbst certain to be nore expensive
than the inports currently used by the Modern Maize Growers' Society.
Mai ze prices had al ready been substantially increased as part of the
economic |iberalisation canpaign. Hence, it was unlikely that the
governnment would risk greater unpopularity by allowing a further price

i ncrease to conpensate for higher fertilizer prices.
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Indrajit knew that if the society were deprived of the right to dis-
tribute fertilizer it would have to disniss sone enpl oyees. It woul d
be inpossible to elimnate totally the extra facilities and staff in-
troduced to handle the fertilizer schene. As a result, the rennining
mai ze mar keti ng busi ness woul d have to bear hi gher overheads. Thi s
together with nmenbers' di sappoi ntnent about the failure of the ferti-
l'izer scheme (al nbst certain to be blanmed on the society) would prob-
ably lead to increased selling of maize through private channels. This
woul d further increase the overhead costs chargeable to the renmuining
busi ness. Indrajit foresaw a vicious circle which could only end in

the total collapse of the society.

The monopoly proposal had not yet been formally presented to Parli a-
ment . Indrajit felt that once this happened, there would be little
hope of stopping it. The question was bei ng di scussed in official

circles, various adm nistrative possibilities to sinplify the change-
over were being put forward by the Mnistry of Agriculture, and M.

Ri ch was quietly but vigorously | obbying MPs and ot her influenti al
peopl e i nsi de and outside Governnment for their support. A brief nen-
tion of the proposal had appeared in the newspaper, referring to it as
a possible addition to the new econom c policy, but few people seemto

have fully grasped its inplications.

Indrajit knew that this was the npbst inmportant problem he had yet
faced. The nornmal routine of the society was sufficiently well-organ-
ised to run without too nuch regular attention fromthe nanager;
Indrajit could devote nbst of his tine to this serious threat. Hi s

difficulty was that he did not know exactly what to do.

Assignnent :
1) Identify the people or groups of people who could have sone influ-
ence on the decision to take over the distribution of fertilizer

fromthe Modern Miize Growers' Society.
2) Determ ne what their needs are, as individuals and institutions.

3) Make specific reconmmendations to Indrajit as to how he could influ-

ence the decision by satisfying the needs of those responsible for

it in ways not damagi ng the society.



planning and careers
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SESSION 7.1

PERSONAI | ONG TERM Pl ANNI NG

(hjective: To enabl e trainees to take an objective view of their
own position and anbitions; to apply sinple planning
techni ques to their own careers.

Iine 1 hour plus up to 3 hours individual work and as many
one-to-one Instructor/ Trai nee counsel |l i ng sessions as
their wishes and tinme all ow

. i d

2)

Ask trainees what is the nbst inportant operation for which they
are whol ly responsi bl e, which they nmust direct, and for which they
must pl an. They may refer to their society, or some aspect of it,
but rem nd themthat they nust al so manage their own careers.

Whi ch is nost inportant?

Trai nees nay not previously have thought of thensel ves as sonethi ng
whi ch they nmust nanage in the sane way as they nanage a co-operat -
ive society. Stress that soneone who cannot nanage his or her own
career is unlikely to be able to nanage ot her people or the work-
i ngs of a whol e organi sation. I f soneone can manage hi nmself suc-
cessfully, the organisation for which he is responsible will have a

better chance of success.

Ask trainees to identify the two fundanental starting points of

pl anni ng. Before trying to plan a manager mnust know
- the abjective,

- the resources avail able and needed?

Rem nd trai nees of the ainms of co-operatives discussed in Session
2.1. What m ght be appropriate ains for individuals |like them

selves? Trai nees m ght suggest:
to obtain a secure future for their famlies,

- to make a worthwhile contribution to fell ow beings and to so-

ciety at large
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to attain a position giving satisfaction fromall other points

of view.

Refer to the nobre specific, measurable abjectives discussed in
Session 2.1. VWhat obj ectives night an individual define for him

self in order to work towards his overall ainf Elicit such as
to earn a certain sum of nobney every year,

to attain the position of manager of a certain co-operative so-

ciety or one of a certain size,

to attain, after a certain nunber of years, a position of even

nore responsi bility and concomtant | evel of earnings.

Ask trainees to suggest what resources an individual nust identify
and work with, in the planning of his or her own career, in the
sane way as a manager of a co-operative nust plan for the best use

of human, physical, and financial resources and the environnent.

If trainees refer to "nobney" as a resource for individuals, stress
that noney is seldomthere initially as a resource to be managed.
Money is, rather, the result of effective personal managenent. Try
to elicit instead individual resources |like those bel ow, any of

whi ch ni ght be | acki ng:

physi cal health and strength,

sound fam |y support and encour agenent,
- educati on,

basic intelligence

- an aptitude for and ability to work with figures, with technica

equi pnrent, w th people, etc.

- energy, initiative, willingness to take risks, integrity, deter-

m nation, etc.

Allow trainees up to ten mnutes to wite down, privately and indi-

vidually, their five npost significant strengths and weaknesses.

Tell them that they need not read them out, but should be ready to

answer the question:
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"How can a person plan his or her own career to take advantage of

strengths and mnim se the effect of weaknesses?"

- He/she can plan to overcone the weaknesses, by consciously
undertaking training, or by setting clear, definable and re-
alistic targets for overcom ng those that cannot be renedied in

a cl assroom

- He/ she can sel ect a career where weaknesses woul d be | east

damagi ng. This will increase the chance of success.

Ask trainees for exanples of weaknesses, possibly drawn fromtheir
own personal lists, and routes towards personal anbitions obviously
i nappropriate if the person had fully recogni sed the weakness in

question:

- A shy and retiring person should not choose to advance through

el ected office or politics.

- A person with no aptitude for figures should not attenpt to be

an account ant.

- A person with poor stam na should not choose an occupation in-

vol ving extensive field work.

- A person who cannot work happily in a |l arge organisation with
many rul es and regul ati ons should not aimto advance hinsel f

through a central office position

VWhat alternative plans night people with the above weaknesses, or
others identified by trainees, nake in order to achieve their over-

all ains?

- A shy person m ght concentrate on figures and accounti ng, aim ng

for success via reputation for diligence and thorough anal ysis.

- A person who dislikes figures mght work in social service or

personnel, or in a non-technical selling or extension job.

- A person with poor physical health mght aimto work in a |large
organi sation, rising through the office hierarchy by hard work

and energy, without the need to spend long periods in the field.

- A person with a dislike of |large organisations could renmain in a
smal | co-operative society or obtain a position in a small

branch of a | arger society.



Ask trainees to wite down individually what they would |ike to be
doing ten years from now, what overall ains do they have for them
sel ves, and what position, in what kind of organisation, would they

see thensel ves occupyi ng then?

Stress that they need not show what they are witing to anybody
el se. If their anbitions |lie outside the co-operative sector, per-
haps in politics or business, they should admit this to thensel ves
at | east. They will not do themsel ves or the co-operative novement

any good if they stay in it without really w shing to.

Ask trainees to conpare what they have just witten down with their
brief notes as to nmjor strengths and weaknesses. Are the two

statenents consi stent?

If not, they should either nodify their |long-term goals and pl ans,
or should take i mMmedi ate steps to renedy their weaknesses. In

either case, this nmust start wi th planning.

Trai nees should now be _ready to wite for thenselves a "persona
corporate plan" which should be structured approxinately as fol -

| ows:
a) A statenent of their long termains and objectives.

b) A survey of their personal strengths and weaknesses.

c) Identification of any inconsistency between the two, and of

steps that nust be taken to overcone this.

d) Qutline of a detail ed year-by-year plan to reach the ultimte
|l ong-term obj ective, stating individual annual goals, and par-

ticul ar steps and sub-goal s necessary.

Thi s docunent shoul d perhaps be four or five pages |ong, and need
not be discussed with the instructor or anybody el se. Al | ow

trainees two to three hours or nore to wite their plans at

| ei sure.

Stress that this is an inval uabl e exercise in personal devel opnent
whi ch can nmake a significant difference to the achievenent of their

own anbitions and to the success of the organisation they nanage.
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At an appropriate later time, ask trainees to bring their "persona
corporate plans" to the instructor. Tf they wish themto remain
confidential, they need only show the paper in order to denonstrate

that they have conpl eted the exercise

It is probable, however, that a surprisingly |arge number of
trainees will invite the instructor' to read through, analyse and
di scuss their plans with them Sone may Wi sh to go through the

plan in front of the rest of the group and to invite conments on

the feasibility of what they propose

Per sonal exposure of this sort is not to everybody's taste, but it
can be a very val uabl e exerci se for anyone who wants to do it.. It
can very significantly help other trai nees who may realise that
they are not alone in their problens and aspirations, and that a
rati onal nmnagement approach is just as appropriate for personal

pl anni ng as for a co-operative.

If necessary, the instructor nmay choose to offer an exanple by pre-
senting his or her own personal corporate plan, asking trainees to
conmrent on the strategy outlined for achieving it. An exanpl e of
this kind, whether fromthe instructor or a trainee, can often |ead
to others. volunteering to do the sanme, despite initial reticence.
Ti ne should be allowed for this. The whol e reporting-back session
shoul d be scheduled in such a way that it can go on as |ong as
necessary, but w thout enbarrassnment if it stops after only a short

peri od.
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SESSION 8.1
_ACTI ON COVM TVENT
hiective: To enable trainees to apply the planning techni que they
have | earned to their own situations, preparing a plan
for a common activity or a special project in their so-
cieties.
Tine: Up to one day.
E . i |
1) Rem nd trainees about the short stories (mcro case-studies) dis-

cussed in Session 1.2 on the first course day. The stories illus-
trated consequences of bad nmanagenent - sone societies |ost npbney
due to |l ack of planning or poor planning. Point out that one pur-
pose of this course was to help the trainees to avoid such conse-
quences by applying a proper planning technique in the managenent

of their societies.

Renmi nd trai nees about the difference between the cl assroom experi -
ence they -are just conpleting and the reality of co-operative
managenent . The two nay very easily becone unrel at ed. The am
bition of this course, however, is that trainees should apply what
they have learned in the classroomto the daily managenent of their

co-operative societies.

Ask trainees to consider the costs and benefits associated with
this course: the costs of the course have now all been incurred
but benefits have yet to be gained. The | ast session nust be seen,
therefore, not as the end of a training programme, but as the be-
gi nning of individual trainee activities which will eventually nore
than repay the noney and tine invested. The | ast session should be

a "bridge" between the classroom and the co-operatives.

It is assumed that trainees were told initially that at the end of
the course they woul d be expected to prepare a detailed plan for
some of the operations or projects they nust inplenent on their re
turn hore. Part of this exercise involves the identification of

the tasks involved in the operation
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This final day gives them an oppoctunity to devel op the plan, using
what they have | earned during the course and in consultation with
other trainees, and to present the solution to the whole group for

criticismand comment.

Sone trai nees nay not be able to identify any specific project

whi ch they must inplenment in the near future. It so, they should

be asked to select a possible project or to work out a detail ed

plan for any of the common activities of their societies.

Those who cannot come up with their own suggesti ons may choose one

of the foll owi ng exanpl es:

Possible special projects

To pl an:
the construction of a new buil di ng,

the constructi on of any other plant or structure, e.g., a pro-

cessing plant, a drier, an. irrigation system etc.,

- the re-organisation of the systemfor collecting and receiving
agricul tural produce from nenbers, including setting up sone new

buyi ng centres,

- making the society nulti-purpose by opening a shop for consuner

goods,

- the introduction of a new crop

Common aetjvities
To pl an:

- the preparations for the buying season (collecting and receiving

pr oduce) ;

- the procedures and timng of credit services (information, ap-

plications, processing, disbursenent, collection of |oans);

- the supply services (planning, infornation, sales pronotion
budgeti ng, ordering, recei pt of goods, despatch to nenbers, pay-

ments) ;

- a nenbership canpaign (outline of total programme contents, de-

sign of each neeting and activity, prepare infornation materi al
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engage neeting | eaders, train neeting | eaders, prepare tinme

plans, invitations, followup, etc.);
t he Annual GCeneral Meeti ng;

t he annual "Co-operative Day".

When all trai nees have sel ected a special project or a commopn ac-

tivity for this final, realistic planning assi gnnent, organise

their work along the follow ng |ines:

>

Tr ai nees who have sel ected very specific projects should work
out their plans on their own. Those who have sel ected very com
mon operations and have sinilar working conditions mgnc work in
groups, trying to design a "basic plan"” first, to be |ater ad-

justed to each one's specific conditions.

Remi nd trai nees that the plans nmust be detailed. It is likely
that sonme trainees still do not realise the need to include
m nor tasks, or sinply cannot identify these tasks. Circul ate
anong trai nees. Check their initial lists of activities, as-
sisting those who tend to forget details. Those who poi nt out
that they have difficulties in obtaining all the necessary in-
formation for the planning (e.g., regarding timng of certain
activities) should be asked to nake an assessnent on their own
in any case. They will at |east have begun the groundwork and

can easily adjust the plan |ater on.

ow about two hours for this individual or group work.

The trai nees should then nmeet in groups of 5 or 6. Each trai nee
shoul d now present his plan to the other group menbers. He
shoul d present the conplete list of activities to be carried
out, indicating the tinm ng and rel ati onshi ps anong all tasks.

The ot her group menbers should then comrent, criticize and offer
suggestions on how to inprove file plan. They shoul d parti cu-

larly try to identify tasks neglected in the total pl an.

Finally, all the groups neet in a plenary session. At | east
sone trainees fromeach group, if not all, should now present
their plans to the whole class of trainees. Tine should be al-

lowed for a short discussion of each presentation.



6)

8)

Through this procedure, each trainee gets the opportunity to pre-
pare a work plan, to consult a number of experienced coll eagues and

to receive their advice

Ask trainees to wite out their final plans, with timng, charts
and networ ks as needed, giving a copy of the plan to the instruc-

tor.

Tell trainees, that if at all possible, the instructor will visit
each trainee at about the time for inplenentation of his plan. It
must be stressed that the purpose of the visit is not to evaluate
the trainee, but to neasure the effect of the training course - to
find out whether this course actually will help trainees to apply

new and better pl anni ng techni ques.

Trai nees shoul d be encouraged to arrange to neet each other at work

after the course for continued "group consultancies".

If possible, a brief reunion of all course participants should al so
be arranged to take place after an appropriate interval. This can
provi de an opportunity for the trainees (i) to share their experi-
ences in attenpting to apply what has been |l earned, (ii) to de-
scribe progress in inplenenting their work plans, and (iii) to ex-
change ideas for nore effective co-operative nmanagenent and pl an-

ning in the future





