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Planning
A Self Study Guide for Members and Staff of Agricultural Cooperatives

LESSON ONE:  What is planning; why do it?

Objective:  To introduce the concept of planning and show by 
examples why it is so important in the successful management of a 
cooperative society.

Do any of these stories sound familiar to you?

i. The driver of the Abra 
Co-operative Society 
thought that the 
manager must be 
crazy. He kept talking 
about saving fuel and 
maintenance costs, 
because transport was 
so expensive, but had
just asked the driver 
to take the fifteen-ton 
lorry to town to 
collect a load of 
fertilizer. Only the 
day before the driver 
had delivered some 
crops there and had 
come back with his 
truck empty!

ii. When the members of the Bessa Co-operative brought their crops to the store to be 
received, weighed and inspected, they needed a simple receipt showing the grade and 
quantity, so that they could collect their money. Unfortunately the receipts had not 
been printed. The papers had to be written out by hand for each member.  Later, 
nobody knew whether these papers were genuine or not and it took weeks to sort out 
all the problems.

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

Everyone working in a co-operative can recall instances of failure like this.  The reasons 
are often obvious, and it is tempting for the managers to blame the problems on people
outside the co-operative society.
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Some co-operative managers are satisfied with explanations of this sort.  They say: 
"Nothing ever seems to go according to plan. What is the use of planning when other 
people and organisations are so unreliable?"

Other managers think differently. To them, planning means preparing for all the work that 
must be done, to decide what is needed and to make sure that it is available.

Maybe the managers of Abra, Bessa and Cerna societies did not plan properly:

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

 Did the manager of Bessa plan the crop receiving operation properly, did he order the 
receipts in good time and did he check with the printer that the job was being done?

 Did the manager of Cerna plan his society's cash flow?  Did he make sure that the 
money would be paid in time?  Did he arrange to get the cash elsewhere in case NGC 
did not pay in time?

In fact, good planning can help enormously when other people fail to do what they said 
they would.  

Planning involves deciding what is needed, and ensuring that it is available. The manager 
who has planned will be alerted in advance when plans go wrong, and may be able to put 
things right in time.  Planning also involves making allowances for errors. Alternative
sources of supply or assistance can be identified in advance.  

The very best plans are not in themselves any use at all unless they are effectively 
implemented.  You should not think that if you prepare good plans, everything will go right
automatically. But if you do not plan at all, nothing is likely to go right.


