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

LESSON TWO:  What are you trying to do?

Objective:  To explain the importance of analysing what it is you are 
trying to do and identifying all the possible ways to do it.  The lesson 
then goes on to explain how to set up objectives that are useful for 
planning and effective management.

Whatever a co-operative wants to do for its members, all activities and details must be 
well planned.  Think about the following tasks, for instance:

 building a warehouse so that members' crops can be stored for some time after 
harvest, and then sold at higher prices

 carrying out a member education campaign to improve members' understanding of the 
society's businesses and their loyalty to the society

 selecting and buying a vehicle for transport of members' crops and farm supplies

A professional manager would certainly need several months to plan a large project like 
the first one: building a warehouse. Likewise he would work out all the details of a
member education programme well in advance.  To buy a vehicle may seem to be a simple 
task, but a wise manager would probably use some days to decide on the most suitable 
type of truck, considering running costs, service, spare parts and so on.

Nevertheless, even if every activity is very well planned and done, all these projects may 
turn out to be complete failures and of no benefit to the members. How is this possible? 

Let us take a closer look at the three projects, and also think about the question used as 
the title of this lesson: "What are you trying to do?"

i. The warehouse

What are you trying to do?  You want to store the crops for some time so that you can sell 
them at a higher price. That is your objective! When you are sure about your objective 
you can start thinking about how to achieve it. To build a new warehouse may not solve 
the problem at all; the warehouse costs may exceed the higher price which can be 
obtained! 

There may be other, better possibilities:

 it may be possible to rent storage space

 members may be able to store their crops on their farms more economically

ii. The member education campaign

What are you trying to do?  You want to improve members' loyalty so that they will all sell 
all their produce to the co-operative. That is your objective!  You believe that education
and information for the members is needed, and that it will solve the problem.  Are you 
sure? 

Maybe the reason for the present problem is something else?
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Maybe the members are already well informed 
about the society's role and purpose, but they are 
not satisfied with the society's services. 

They may think that the society is not giving them 
value for money. 

If so, improved management and staff training 
may be needed more than member education.

iii. The vehicle

What are you trying to do? You want to arrange the transport of produce and farm 
supplies. This is your objective!  But it may not be necessary to buy a truck. It may be 
possible to hire transport, or customers and suppliers may be willing to collect and deliver 
with their own transport for less money than it will cost the society to run its own vehicle.

From these examples we can learn some fundamental rules.  Before deciding what to do, 
and planning how to do it, you must:

 Decide what your objective is.

 Identify all the possible ways of achieving it.

 Choose that which is best.
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Building a warehouse and buying a truck might be two of the things that you decide to do, 
and they will also have to be planned. They must however, be selected because they help
you to achieve the objective - not because they are easy things to do, because other 
societies are doing them or because projects or donors suggest them.

Management starts with planning and planning starts with choosing objectives.  It is no 
good building the wrong building or buying the wrong truck, however well planned and 
implemented these tasks may have been. Objectives come first.

How to set up objectives

Usually, the by-laws of a co-operative society begin with a statement of the aims or overall 
objectives of the society.  Typical aims may be:

 to market members' produce effectively

 to promote economic and social well-being in the agricultural community

 to provide marketing, supply, credit, educational and such other services as may be 
needed

Long-term objectives of this sort offer guidelines as to the kind of tasks to be done. But 
they are virtually useless for practical planning and management. They are too general.

To demonstrate how objectives should be prepared and used by a manager, let us take the 
case of Delta Co-operative and see how their manager planned his work.

The committee had suggested to the manager that the 
overall objective for the following year should be "...to 
market members' produce effectively in order to 
increase their income as much as possible."

The manager realised that this objective was not a
useful basis for his planning and implementation.  The 
objective was too vague and general.  The expression
"as much as possible" could mean anything.  

By the end of next year, the manager would not be
able to say whether he had achieved the objective or
not.

If the objectives are to be useful for planning and effective management, we have to make 
them more specific.

 Objectives must be unambiguous, specific and not open to differing and perhaps 
conflicting interpretation.

 Objectives must state by what time they are to be achieved.

 Objectives must be measurable so that it can be determined whether they have been 
achieved or not.

The manager of Delta Co-operative re-wrote the objective in accordance with these rules.
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"The objective of Delta Co-operative is to increase members' 
incomes from their cash crops by an average of ten percent by the 
end of next year."

That was a good overall objective. The manager could now start to think of all the 
possible ways in which he could help his members to achieve this objective and choose 
that which appeared most likely to succeed.

He thought that it should be possible to increase members' crop production by five percent 
next season, and that the price obtained for the crop could be increased by five percent,
so that incomes would go up by ten percent altogether.

In order to achieve this, the manager decided on the following sub-objectives:

 to inform all members about the benefits of fertilizers and to make it available to them 
at the right time and price

 to negotiate long-term contracts with customers for delivering crops six months after 
harvest, at a five percent higher price

Here again there are numbers of different ways in which each of the objectives might be 
achieved.  However the manager decides to do them he will have numbers of different 
tasks, each of which will have to be planned.
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Write down the aim of your cooperative as it has been laid out in the by-laws or other 
documents.  Then write a short commentary, giving your views on the following questions:

i. Is the aim expressed clearly enough?  Is it relevant?  If not, how would you like to re-
write the aim of your society?

ii. Is the work of your society at present in accordance with the aim?  Has the society 
achieved the aim, wholly or partly?  Are the members benefiting? 

  


