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

LESSON THREE:  Activities and resources

Objective:  To review the process of turning objectives into specific 
activities which must be undertaken in order to achieve the objectives, 
and the implications in terms of time, money and materials that will be 
required.  

It is normally the job of the committee to set overall objectives for a co-operative society. 
The manager plays some part in this and should be ready to suggest various ways in which 
the objectives can be achieved.

For the manager, the objectives are the basis for his planning.  They say what he must try 
to achieve within a certain period but they do not say what should be done, they only state 
the intended results. The manager has to "translate" the overall objectives into sub-
objectives and activities which he and his staff will have to carry out in order to achieve 
the objectives.

Let us follow the manager of Delta Co-operative. His objectives were clear; he had 
decided to help members to increase their crop yields and their incomes by making 
fertilizer available to them and by negotiating a favourable long-term delivery contract 
with the crop buyers.

It was now up to the manager to plan and decide what should be done.  What should he do 
first?

First, the manager of Delta Co-operative examined the present situation and tried to find 
out why many members were not using fertilizer.  He realised that there could be several
reasons and his actions and activities would depend on those reasons:

a) If the members did not know that fertilizer was needed,
 publicity and training were needed.
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b) If they did not know how to use it,
 training and field demonstrations had to be arranged.

c) If they could not afford to buy it,
 lower-priced supplies should be made available.

d) If there was a shortage of fertilizer when they needed it,
 more reliable suppliers had to be found.

e) If they had no cash at the time when they needed it,
 new or extended credit arrangements were needed.

f) If the fertilizer was not available at the place they needed it,
 new delivery arrangements were needed.

Until the manager was sure about the reasons for the present problems, he could of course 
not decide upon any effective remedies.  For instance, it would be meaningless to arrange 
a good distribution system for fertilizer if the members had no money to buy it.

Activities

After a thorough analysis of the situation the manager was able to take appropriate action. 
He found that the lack of credit was the main reason for members' failure to use fertilizer, 
and he decided to set up a new "fertilizer credit scheme". He could now identify and list 
his main tasks and he came up with the following list:

i. Calculate how much credit would be needed by members and for how long.

ii. Meet with bank officials in order to obtain the necessary credit for the cooperative to 
operate the scheme.

iii. Design a credit system, with arrangements for repayment, security and so on, together 
with the necessary documentation.

iv. Decide what staff would be necessary and select, hire and train them appropriately.

v. Inform members about the scheme.

vi. Introduce and operate the scheme.

vii. Evaluate the scheme's results.

Clearly tasks of this sort include hundreds of smaller subtasks.  Some of them must be 
identified and planned in advance, while the minor tasks can be completed without being
consciously planned, just as we carry out all the very complicated functions involved in our 
daily life without actually planning them in a conscious way. Once the manager had listed 
the main tasks, he could actually start to plan what he and his staff had to do to complete 
them.

Resources

Look at the list of tasks the manager of Delta Co-operative identified as being necessary to 
set up the fertilizer credit scheme.  In order to complete those tasks he would need time, 
money and material or what are normally called resources.

The manager tried to estimate the resources needed for the new scheme.
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He estimated that he himself would need 50 working days to 
plan and manage the new scheme.

Based on comparisons with other societies he estimated
that the clerks would need about 40 man-days to cope with 
record-keeping and administration of the credit and supply 
business.

For collection and distribution of the fertilizers labourers 
would need about 45 man-days.

A truck must be available for 15 days for fertilizer transports.

The society must raise capital of $50,000 for the new 
scheme.

The manager of Delta Co-operative thought about how he could obtain the necessary 
resources.  Should he try to obtain a long-term loan of $50,000?  Should he hire an 
assistant manager, an extra clerk, some extra labour? Buy a new vehicle?  Would this be 
the best way? 

The manager of Delta was anxious not to increase the costs of the society without careful 
planning. Were there any ways in which he could improve the use of his present resources 
without obtaining new ones? Could he fit in new activities without hiring extra staff, 
obtaining extra finance or buying new equipment?

The manager thought of possible alternatives, which he would have to study closer. Maybe 
he could:

 try to re-organise some of his own work, so that he could have some spare time for the 
credit scheme in August and September,

 delegate some work to his subordinates,
 re-organise clerical workloads to free some time during the critical months,
 arrange for casual labour to be hired during the distribution period,
 arrange to hire a vehicle for a short period,
 negotiate for an overdraft for three months instead of taking up a new long-term loan.


