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

LESSON FIVE:  Planning and Staff Management

Objective:  To remind managers of the importance of delegation and 
permitting staff to take responsibility for planning their own activities 
within the overall work plan.  

You must remember that you yourself cannot do all the work in the society.  You have to 
do it with other people and they are the most important resources you have. Good 
planning will help you to get things done, by making the best use of the resources.

Which of the following methods are likely to make the best use of the people who work in 
your society?

 You, as a manager, plan everything they do, in some detail.

 You give your staff broad objectives, and allow them to plan their own work.

To make the best use of people you must allow them to plan their own work. How can you 
do this, and at the same time ensure that they all work together for the good of the 
society?

 Together with the committee you should set clear objectives for the society as a 
whole.

 You should, in discussion with your staff, agree on an objective for each of the people 
who work for you.

 You and your staff should then agree, on how each of you is to achieve his or her 
objective, and thus achieve the common objective of the society.

Think back to the objective of introducing a credit scheme which will enable all members 
to make good use of fertilizer.  If you had an accountant, a warehouse supervisor and a 
transport supervisor working for you, how might you divide up the overall objective? Each 
of you should have a reasonable, measurable and co-ordinated objective. Your joint 
efforts should add up to the achievement of the overall objective.
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For example:

 The accountant should design, introduce and run a system for the effective and simple 
recording of all credit extended and repayments made, and for monitoring 
repayments.

 The warehouse supervisor should estimate how much extra space and labour would be 
required for the extra fertilizer to be used, and should ensure that the space was
available by re-arrangement. He should hire extra storage or construct new storage 
places, then organise the receiving, storing and issuing of the fertilizer effectively and 
efficiently.

 The transport supervisor should estimate the extra transport required, should ensure 
that sufficient vehicles were available and should then organise and manage the
collection and delivery of the fertilizer effectively and efficiently.

 You, as manager, should estimate the cost of fertilizer and credit required.  You 
should negotiate the necessary supplies of fertilizer with the supplier, and that of
credit with the bank.  You should then monitor and coordinate the overall planning, 
organisation and implementation of the scheme.

Clearly each of these objectives will in turn be translated into sub-objectives and tasks. 
Each of your staff should be responsible for doing them; together with supervisors and
colleagues everyone should set objectives, work out plans and implement the work.

Do you set objectives of this kind and do you "translate" them into objectives for your 
staff, or do you try to plan and carry out everything yourself, telling people what to do
every day and every week? Which style of planning and management do you think is likely 
to be easier and more effective?

Many managers would like to work with their subordinates in the way described above, but 
are not confident that their staff are capable enough. How can they find out? There is
only one way, try it!

People will respond to responsibility.  You will be surprised how well it works to "delegate" 
the responsibility to others.  Of course, you will monitor their performances and you will 
train and support them, as a good manager.  

In that way, you will soon live up to these two characteristics of good management:

 Getting things done through other people

 Making the best use of available resources


