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INTRODUCTION

What is the nost inportant part of your job as manager of a
co-operative society? |f the main business of your society
is the marketing of crops for your nenbers, you may think
that dealing with the people who buy the crops is npst
| nportant. You have to negotiate prices with them arrange
transport, check on quality and nmake certain you get paid.

It is a big job, and your success is what nakes your society
prosper.

Yet, you may actually spend nore tine dealing with day-to-
day adm nistration of the co-operative and its staff. This
Is also very inportant.

What do the penmbers think about your job? Wiat is your nost
i mportant task as far as they are concerned?

The nenbers have their nobst inportant contact with you when
they turn over their crops to you for sale. At this point
they entrust you with the result of their whol e season's
hard work.  No doubt they consider "receiving the produce"
to be your nost inportant job. Even small problens in this
vital area can "sour" their feelings about their co-opera-
tive and its nanagenent.
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Al'l kinds of things can go wong in the collection and
recei ving process.

Menbers do not have their crops ready on tine.
Menbers have no bags or other packing for their crops.
The transport does not collect the crops as arranged.

- Perishable crops deteriorate because they are not dealt
w th quickly enough.

- Crops owned by various nenbers are confused and not paid
for correctly.

- Menbers m strust or do not understand wei ghing or grading
met hods.

- Paynment is delayed or insufficient.

You probably have many ot her exanpl es. Look at this |ist,
however, and identify the various tasks which nmake up any
collection and receiving system whether it be for mlKk,
fresh vegetables, grain or anything el se.

Har vest

Packi ng

Transport to receiving point
Wi ghi ng

G adi ng

Val ui ng

Payi ng

N o o B w e

I f you can design and manage a good coll ection and receivVving
system covering all these tasks, you will greatly enhance
your society's reputation anong its nenbers.

1. Read the list of things that can go wrong in the
collection and receiving process again. Which of
these problems occur in your own co-operative,

occasionally or regularly?




MANAGENVENT CHAO CES

Think for a nonent about the way your society's collection
and receiving systemis organi sed:

- Who harvests the crops?
- W transports the crops?
Who provides packaging if it is needed?

How and when are nenbers paid?

Why are these tasks, and all the others involved in the
system done the way they are?

Many things in co-operatives and ot her organi sations are
done "because that's howit's always been done", or "because
that's what nost societies do", or "because that's the only
way it could be done".

If you were trying to inprove operations in another society
handling a crop quite different fromyour own, would you be
satisfied with such explanations, or would you di g deeper
and try to find out whether the existing way really was the
best ?

What basic choices are there in each of the seven stages
listed in the first chapter?

Har vest - Menbers do it.
The society does it.

Packi ng - The nenbers provide it.
The society provides it.

Transport - Menbers provide it thensel ves.
The society hires a contractor to provide it.
The society provides it with its own vehicles.



Wi ghi ng, G ading and Val ui ng

The menbers observe it.
The nmenbers rely entirely on the society and
do not observe it.

Payi ng - Cash on delivery.
Cash at a later date.
Cheques at a |ater date.

You may think that whatever your society does is the only
way. Consider that:

many sugar cane societies harvest nenbers' crops for
t hem

many dairy societies collect mlk fromtheir nenbers
every day;

many soci eties provide sacks or other containers to their
nmenbers;

menbers in many societies | eave wei ghi ng, gradi ng and
val uation entirely to the society, while in others mem
bers are permtted and encouraged to observe every detail
of the procedure;

many soci eties pay in cash or by cheque on delivery,
whi | e ot hers keep nenbers waiting for nonths.

Clearly, there are many variations in crop collection
nmet hods.  You shoul d think about your society's systemas if
you were just setting it up and there were no other so-
cieties marketing simlar crops whose nmet hods you coul d
copy. What are the three nost inportant factors which de-
term ne how you shoul d organi se your collection and receiv-
ing systenf

What questions should you ask about each of these?

1. The crop

Is it perishable or durable? (E.g. m |k versus po-
t at oes.)



Is it robust or delicate? (E. g. namize versus tona-
t oes.)

Is it lowin value or high? (E. g. cabbage versus

honey. )

Is it harvested over a long or a short period of
time? (E.g. tea versus sugar cane.)

2. The nenbers:

Are they well informed or ignorant?
Are they very poor or fairly well off?

Are they scattered or concentrated?

3. The local facilities:

Are roads good or bad?

Are conmuni cations easy or difficult?

Are there alternative ways of selling the crop?

2, Answer each of the above questions for your own
si tuation. How wi | | your answers affect your
deci sions on each of the choices listed earlier,
with regard to harvest, packi ng, transport,
wei ghi ng, gradi ng and payi ng?

For exanpl e:

If the crop is very perishable, who should
transport it? - The society.

If the crop is of |ow value, who should provide
packagi ng? - The nenbers.

If the nmenbers are very poor, how should they be
paid? - In cash on delivery.

Look at the answers you have reached. Does your

system do as you suggest, or is it different in
sone way? Should it be changed? Why?
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2. Answer each of the above questions for your own
situation. How will your answers affect your
decisions on each of the choices listed earlier,
with regard to harvest, packing, transport,
weighing, grading and paying?
For example:
If the crop is very perishable, who should
transport it? - The society.
If the crop is of low value, who should provide
packaging? - The members.
If the members are very poor, how should they be
paid? - In cash on delivery.
Look at the answers you have reached. Does your
system do as you suggest, or is it different in
some way? Should it be changed? Why?
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THE COST OF COLLECTION

Your job as a nmanager is to keep costs as | ow as possi bl e.
If  you succeed, your nenbers benefit and their society
prospers.

I f you have to choose between these two collection systens,
whi ch woul d you prefer?

System A: One central collection point costing T$5,000* a
year to run.

System B: Ten village collection points costing T$1, 000
each to run.

It appears obvious that you woul d be saving the society
noney if you chose System A, costing T$5,000 , rather than
System B, costing ten tinmes T$1,000, or T$10,000. Is it, in
fact, as sinple as all that?

Put yourself in the position of a nmenber faced with a sim -

| ar choi ce:

System A: It will cost you T$20 to deliver your crops to
the Central Collection Point.

System B: It will cost you only T$5 to deliver your crop to

one of the Village Collection Points, because it
is much nearer to your hone.

Clearly, as a nenber, you would choose System B, since it
costs you T$5 rather than T$20. It may cost the saciety
nore but you are nobst concerned about how nuch noney you are
going to have to pay, out of your own pocket.

How can you as a nanager decide what is really best for the
soci ety as a whol e? Your objective is to keep total costs as

* We use an imagi nary currency here, because this booklet is used in
many countries. We call it "Training dollars" (T$).



| ow as possi bl e. Thi s includes costs which are paid by the
co-operative society and by its nmenbers. If there were 400
nmenbers in your society, and you had to make the deci sion
bet ween Systens A and B, how woul d you do it?

System A: Society's costs T$ 5,000
Menbers' costs 400 x T$20 8,000
Tot al T$ 13, 000
System B: Soci ety's costs 10 x T$1, 000 T$ 10, 000
Menbers' costs 400 x T$5 2,000

T$ 12,000

System B costs the least in total, and is therefore the
alternative you shoul d choose.

This calculation is quite sinple, if you have the right in-
formation.

- Do you know how nuch it costs your society to run its
coll ection points?

- Do you know how nmuch it costs each nenber, on average, to
transport his crop to the collection point nearest to his
farn®

-  Have you ever considered an alternative to your present
syst enf

- Can you draw a sketch map of your society's area, with

menber nunbers and crop data, |like the sketch on the next
page?

If you can answer "Yes" to all four questions, you can eas-
ily find out whether your present systemis best. |If not,
you should obtain the information, and | ook very carefully
at what you are doing.
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Village A Village B

28 members i0m, 6t

16 tons o Village C
PY ? 58 m, 35 t

Village D Village E

Lt m, 4O t

o
..........

.
[

District Centre

144 m, 58 t
Village H
Village |
28 m, 18 t 32.m, 15t
—t
1 km

The Locations of the collection points also influence the
costs. Which of the following is the right way to sel ect
pl aces for collection points?

1. You mark on a map the volune of crops produced in each
area and place the collection points so that each w ||
take in an approxi mately equal anount.

2. You | ook at the roads and tracks on a nmap and choose
pl aces which are easy for vehicles to reach fromthe cen-
tral storage point.

3. You note the nunber of nenbers living in each area on a
map and | ocate the collection points so that each serves
approxi mately the same nunber of nenbers.



What m ght be wong with each of these sol utions?

1.

Menbers are unlikely to produce identical anpunts of

crops. If collection points are |ocated according to
vol ume, those producing the smallest amounts will have to
travel furthest. They are probably the |east able to af-
ford it.

2. The best roads may not |ead to nenbers' farns at all.
The nbst convenient transport route nay be very incon-
veni ent for menbers.

3. Some centres might serve nenbers with very | ow produc-
tion. The cost of collecting crops there is likely to be
very hi gh because those centres will receive so little,
while others are likely to be over-burdened.

None of these nethods is ideal. As a manager, you w || have

to seek a conpromise, or bal ance, which takes all three fac-
tors into account:

the need to serve all the nenbers, and not just the big-
gest producers;

the need to mnimse transport costs fromthe coll ection
point to the central storage point;

the need to keep the cost of collection as |ow as pos-
Si bl e.

Suggest how you m ght inprove your present coll ec-
tion system by changi ng the nunber of collection
points or the location of sone of them Then
cal cul ate how your proposal would affect the cost
of collection for the co-operative society and for
t he menbers.



ana
3. Suggest how you might improve your present collection
system by changing the number of collection
points or the location of some of them. Then
calculate how your proposal would affect the cost
of collection for the co-operative society and for
the members.
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THE EFFICIENT USE OF TRANSPORT

The next tine you travel by road, |ook at the trucks and
tractors which pass.

|s every one fully | oaded?
Thi nk about the vehicles that your society owns.

Are they all in working order and being used as econom -
cally as they can be?

Managers often conplain that they need nore vehicles but

they rarely nake effective use of what they have. Can this
be said of you?

You may have little control over the |ocation of crop col-
| ection centres or of your society's headquarters. Every
manager, however, can decide how his vehicles operate. How
ever carefully collection points are located, all the effort
is wasted if the vehicles are not correctly schedul ed.
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Look at the followng sinplified map of a co-operative

ar ea. It has a central storage place and three collection
points from which nenbers' crops nust be brought to the
centre. How woul d you organi se the transport, if you had

one 10-ton truck and there were 5 tons to be collected from
Point A, 13 tons fromPoint B and 11 tons from Point C?

Collection Point A
5 tons

4 km

Collection
Point B

//// 13 tons

Storage
Place

3 km

Collection Point C
11 tons

Wul d this be the nost effective way?

First journey to collect the whole crop from Point A
Second journey to collect 10 tons from Poi nt B. Third
journey to collect 10 tons from Point C. Fourth journey
to collect the remaining 3 tons fromPoint B and 1 ton
fromPoint C

Clearly it would not. The foll ow ng woul d be nore econo-
m cal

First journey to collect 5 tons fromPoint A and 5 tans
fromPoint B. Second journey to collect the remaining 8
tons fromPoint B and 2 tons from Point C Third
journey to collect the remaining 9 tons fromPoint C
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This problemand its solution nay | ook very obvi ous on
paper .

- Do you have a map or an approxi mate sketch show ng the
| ocati on of and di stance between the points from which
crops nust be collected and the central point to which
t hey nust be brought?

- Do you know about how nmuch will have to be collected at
each point?

- Do you plan the routes of your vehicles in advance, in
order to mnimse the distance they travel?

Transport is probably the worst managed aspect of nmany co-
operative societies. The extra costs, |ong delays and re-
sulting problens can easily turn a surplus into a | oss.

Careful planning of transport routes helps to keep costs
down and it al so neans anot her great advantage: nenbers can
be notified well in advance, so that they will bring their
crops to the right place at the right tine.

- Have your nenbers ever had to nake two trips to a collec-
tion point, because they |acked adequate infornmation
about transport the first tine?

- Have crops ever deteriorated or been stol en because they
were not collected at the expected tine?

- Have your vehicles ever gone to collect crops, only to
find that they were not yet ready?

4, Wite down sone realistic suggestions on howto in-

crease efficiency and reduce costs of transport in
your co-operative.
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4. Write down some realistic suggestions on how to increase
efficiency and reduce costs of transport in
your co-operative.
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KEEPING MEMBERS INFORMED

Transport problenms can be avoi ded by careful planning, but
it is also necessary to keep nenbers infornmed about those
pl ans. How can this be done?

Read the information below carefully for not nore than ten
seconds - then turn the page. Do not take notes and do not
| ook at the sign again until you are asked to do so:

GAMMA Coop

CROP COLLECTION

TIME: 700 am. TO 12-00 noon
THURSDAY, FEBRUARY 7th.

PLACE: KILOMETRE STONE 15
ON
PROVINCIAL HIGHWAY 3

PACKING: 50 KILOGRAM SACKS
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The information you have just read was printed on a poster.
What di fferent ways are there of notifying nenbers about
col l ection arrangenents, neetings or anything el se?

Posters

Leaflets or letters

Radi o announcenent s
Newspaper advertisenents
Meet i ngs

Visits to individual nmenbers

Aski ng nenbers to i nformone another (the "word of nouth”

met hod)
There are certain disadvantages with each nethod. For in-
stance, witten information - whether on posters, in |eaf-
lets or in newspapers - mght not reach illiterate nenbers.

QO hers sinply may not see it.

"Information"

Posters
- how many will see them?

Meetings
- how many will come?
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Verbal information has other disadvantages. Radi o and news-
paper advertisenents are often either unavailable or too ex-
pensi ve. Meetings are often not fully attended. Individua
visits take too long and cost too nuch. Wrd of nouth com
muni cati on can be inaccurate and is al ways sl ow.

No single nethod is ideal. The task of information, |ike
transport arrangenents and everything el se in nmanagenent,

must be planned A conbination of nmethods nust be used de-
pendi ng on:

- the tinme avail abl e;

- nmenber literacy and access to information sources;
- Wwhere nenbers live;

- the noney avail abl e;

- the degree of detail needed.

5.1 Now, wi thout |ooking back, try to wite down the
information that you just read on the poster on

page 15

Then, conpare your notes with the poster. You are
nost unlikely to have renenbered the details cor-
rectly.

5.2 As a mmnager, you nust make sure that you send out
correct information so that nenbers can nmake good
use of your arrangenents.

Descri be a situation where you failed to give
adequate information to your nenbers. VWhat wi | |
you do to avoid simlar problens in the future?
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5.1 Now, without looking back, try to write down the
information that you just read on the poster on
page 15.
Then, compare your notes with the poster. You are
most unlikely to have remembered the details correctly.

ana
5.2 As a manager, you must make sure that you send out
correct information so that members can make good
use of your arrangements.
Describe a situation where you failed to give
adequate information to your members. What will
you do to avoid similar problems in the future?
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THE RECEIVING PROCESS

It may seem sinple to organi se the actual receiving of pro-
duce from your nenbers. Al'l you have to do is weigh and
grade the crops and nake sure that the nenbers are credited
with the proper value. In fact, it is not all that easy.

Do your nenbers ever have to wait a long tinme to deliver
their crops?

Have one menber's crops
ever been m xed up with

anot her' s, leading to
confusi on, argunents and
del ays?

Have m st akes ever been
made in cal cul ati ons?

Are there ever disputes
over bags or other con-
t ai ners?

Have any nenbers ever cheated the society by overstating
crop weight or value?

Have any staff ever cheated nenbers by under-stating crop
wei ght or quality?

There are very few societies where problens of this kind
have never occurred. Even if you believe they have not in
yours, you cannot be certain. It may not be possible to
prevent them altogether, but they can be mnimsed by care-
ful planning of the receiving operation.



Contai ners
Contai ners - sacks, bags, etc. - may seemrelatively unim
portant, but they can cause a | ot of problens. You can

avoi d these by carefully considering the follow ng ques-
tions, in terns of local conditions:

Who shoul d buy the containers, the nenbers or the so-
ciety?
Who shoul d be responsible for container quality?

- How should | ost or danaged contai ners be accounted for?

The answers will differ from one society to another. In
general it is better:

- to nake nenbers responsible for buying and mai ntai ni ng
what ever packages are required;

- to return containers to nenbers imediately after crop
delivery for necessary repairs, storage and re-use.

This may not be possible if crops have to be stored or re-
sold in the same containers. However, it is better for the
society to sell nmenbers the containers and then credit the
cost on delivery rather than get involved with the probl ens
of free issue, responsibility for damage, and so on

o | .

Once the packagi ng questions are settled, you nust decide

exactly what has to be done at the receiving point, listing
each operation and how long it takes. For a co-operative

mar keting grain crops, the list mght read as foll ows:

Test noi sture: 5 mnutes per nenber
Wi gh: average 10 m nutes per nenber
G ade: 3 mnutes per nenber
Cal cul at e val ue: 4 mnutes per nenber

Pay cash: 2 mnutes per nenber
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Can you "break down" the process in your own society listing
the steps and an approximate tine estinmate? Wthout this
information, it is inpossible to plan the operation success-
fully.

Now you have three things to deci de:
In what order the operations will be carried out.
How t he whol e receiving operation will be physically
laid out .
How many staff will be enployed for the operations.

What order?

The various operations in receiving produce were |isted on
page 19. You must now determ ne their sequence.

Clearly, calculation and paynment should cone | ast. What
about the other three?

Wei ghi ng shoul d probably conme first, because subsequent
checks involve renoving sone of the produce, and nem

bers may conplain if their produce is weighed after the
sanpl es have been renoved.

Lengt hy operations shoul d probably cone |ast, to avoid

wasting tine on crops which will then be rejected for
ot her reasons. Moi sture testing should probably cone
| ast.

You therefore have the foll ow ng order:

@Weigh
@ Grade
@Test moisture
@ Calculate value
@ Pay
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Layout

When you have deci ded the nobst suitable sequence for the op-
erations, you can plan the physical |ayout of the system

The different "stations" nust be placed in a |ogical way so
t hat nenmbers need not carry their crops to and fro, back-
tracki ng and causi ng general confusion in the place. Here
i S one suggestion

| )
v - S
| [
off- l
Lloading | l
g
| § |
Wetghing S |
Produce l‘g Paying ::)
_ to storage S |
area | § |
R |
Grading L J
and T ==
Moisture Calculating
testing value

The produce does not clutter up the system It is re-
nmoved i nmedi ately after wei ghing (except for the sanple
taken for grading).

Menbers thensel ves pass in an orderly way around the
system

6.  Draw a sinple sketch-plan of your own system Ex-
plain how it mght be inproved by follow ng the
si npl e pl anni ng approach we have just gone through.
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6. Draw a simple sketch-plan of your own system. Explain
how it might be improved by following the
simple planning approach we have just gone through.
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How many staff?

You have to decide how many staff to enploy for receiving
nmenbers' crops. What information do you need before you
can do this?

The nunber of menbers.
The tinme available for the operation.

Assune that there are 400 nenbers, and that the crop nust

all be dealt with in three days. The centre will be open
from6.30 aam to 2.30 p.m Nowtry to work out how many
staff will be needed for each operation. (You will find it

easier if you start with the slowest operation.

One answer is as follows:

Wi gh: 10 mi nutes/ menber, 3 staff = 18 nenbers/ hour.
G ade: 3 minutes/ nmenber, 1 staff = 20 nenbers/ hour
Test

noi st ur e: 5 m nutes/ nmenber, 2 staff = 24 nenbers/ hour
Cal cul ate

val ue: 4 m nutes/nenber, 2 staff = 30 nenbers/ hour.
Pay out: 2 minutes/menber, | staff = 30 nmenbers/ hour.
Tot al 9 staff

The cal cul ati on and paynent staff will both be able to deal

with nmenbers rather faster than the earlier operations which
precede them Wy is this an advantage?

It will avoid "traffic jans" in the processing |ine,
si nce nmenbers whose crops have been wei ghed, graded and
noi sture tested will be able to proceed straight to cal-

cul ati ons and paynent.

It will avoid excessive pressure on cal cul ation and pay-
ment staff, where m stakes can easily occur

It will ensure that only one person is naking paynents,
and that he or she is not involved in any other opera-
tion. This mnimses opportunities for staff dis-
honesty.
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INSPECTION

When your nenbers bring their crops to your society, do you

accept whatever they bring, regardless of quality? This is
nost unlikely:

- m |k may be watered;
veget abl es may be rotten;
- grain may be infested with vermn.

How do you deci de what to accept or reject? Wiat net hod do
you use?

Do you take a quick |ook at the crop and judge whet her
or not it is up to standard?

Do you carry out sone formof scientific test on the
crop?

Misual inspection is quick,
cheap and easy to under -
stand, but it nmay be inac-
curate. It is based on
per sonal opinion which may
be di sput ed.

Scientific tests are accu-
rate and cannot easily be

i nf [ uenced by persona

judgenent, but are often
sl ow and may require
expensi ve equi pment and

specially-trained staff.

As with all problens of managenent, you have to decide on a
conprom se or mddle way. This section should help you.
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G ading

Sone co-operatives inspect crops only to determ ne whet her
t hey shoul d be accepted or rejected. I n other societies,
dependi ng upon the crop, the prices paid to nenbers vary ac-
cording to the quality of the crop, so that even accepted
produce nmust be graded to determine the price. Wiy is this
done?

The society's custonmers may not pay the sane price for

every grade. The prices nenbers receive should refl ect

“this otherw se those who produce quality crops are pen-
al i sed.

Menbers shoul d be encouraged by the pricing systemto
upgrade the quality of what they produce.

GQRA |
‘gz:EC

. i
L GAMTIA
'CO-OPERATIVE

\

Does your society pay nenbers the sane for all crops, re-
gardl ess of quality? If so, you should consider whether it
m ght not serve your custoners better, and therefore al so be
in your nenbers' interest, to introduce a scale of prices
for different grades.

You may only |l ook for one particular sign of quality when
you i nspect the crops, but in fact there are many different
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indicators of quality and a nunber of ways to neasure it:

Srel

Appear ance

Moi sture content

Size of item

Proportion of broken itens
Col our

Har dness

Proportion of inpurities
Chem cal conposition

7.1 In the above list, find the standard by which
you neasure the quality of your crops and de-
scri be how you neasure it.

Is it the only way, or best way?

All the features can be neasured in at |east two ways. One
is sinple, quick and inaccurate, such as taste or visual in-
spection; the other is usually conplex, slow and accurate.
As co-operatives develop and i nprove the quality of what

they sell, they often have to nove from sinple nethods, in-
vol ving only acceptance or rejection, to nore conplicated
scientific nethods, allowing a variety of standards. You

should be famliar with the nore scientific nmethods of crop
i nspection in order to decide when and if you should "nove
up" to using them

Maj or argunents agai nst scientific tests are that they can
be sl ow and expensive, and nmay even destroy the produce
tested. How can you partly overcone these di sadvantages, in
order to gain the benefits of nore precise and objective in-
spection?

Sanpling

One way would be to "sanple". Rat her than checking ever
bag in a nenber's delivery you select a smaller sanple for
i nspection, assumng that this will give you a true picture

of the quality of the whole batch. But how can you select a
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7.1 In the above list, find the standard by which
you measure the quality of your crops and describe
how you measure it.
Is it the only way, or best way?
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proper sanple? The foll ow ng exanpl e shoul d show you how.

If you wanted to know how nmany of your nenbers were over 50
years ol d you could ask each individually. You woul d get
an accurate answer, but questioning all nenbers would take
along tine. If you were in a hurry, you could ask just a
few of them or a sanple. Consi der the foll ow ng situa-
tion:

Total menbership 1, 000

Si ze of sanple 10

Nunber over 50 years old in the sanple = 2

2 out of 10 is 20% therefore 20% of 1,000, or 200, are
over 50 years old.

Way m ght the concl usion be wong?

- You m ght have asked too few nenbers; your sanple m ght
be too small .

- You m ght have asked nenbers who were not typical of
all the nmenbers.

Therefore, when you inspect crops, you have to be carefu

to select a sanple of the right size, and you have to nake
sure that the itens you inspect are typical of the whole
delivery.

I f a nenber brought in 50 bags of nmize, for instance, and
you wanted to check it for noisture content, how would you
deci de how much maize to check, and where to take a sanple
fron?

The quantity woul d depend on how | ong you expect the
i nspection to take, but it would probably be reasonable
to take sanples fromtwo or three bags.

It would be even nore accurate to take sanples from
different places, not just fromthe top of the bags,
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and from bags you select, not just bags the nmenbers of -
fer you. You could not be sure of taking a typica
sanple this way, but you would be even |less sure if you
chose the sanples only fromthe tops of bags offered by
t he menber.

What and how mich you check and the way you choose it will
depend on:

- the size of the farmer's delivery;
- t he i mportance of avoi ding m st akes;
- the tinme and costs of carrying out the check.

What is inportant is that you choose the npbst suitable
nmet hod and sanpl e size for your society, taking into consid-
eration the kind of crops and the needs of your custoners.

LET'S TAKE
ONE SAKMIPLE
FRONM THAT DBAG
AND ONE FROM.--

What ever your nethod and sanple size, it is nost inportant
that your nenbers understand and agree with what you are
doi ng.

Remenber that the results of your inspection may determ ne
the level of their incone for the whole year. How can you
foster that understandi ng and agreenent, particularly if you
are trying to introduce a new nethod of inspection?

Explain the nethod clearly to nenbers at neetings and
sim | ar occasions before crop deliveries begin.
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- Train your inspection staff not only to choose and in-
spect sanples correctly, but also to explain to nenbers
what they are doing and why.

Al Il ow enough tine, and staff, for nenbers to have a
chance to observe and understand the process, rather

t han being so hurried that they have no chance to ask
guestions or to query the results.

THE REST
15 DRY—
FOR SURE/

THIS SAMPLE
1S A BIT

WET/

MAY BE/
LET (S LOOK
IN SOME
OTHER BAGS.

7.2 Wite up detail ed step-by-step instructions (a
"checklist") for the inspection of produce in your

co-operative. The follow ng points, anong ot hers,
shoul d be covered:

how t o choose the sanple (size and sel ection);

- how to inspect the sanple (visually or using
testing equi pnent);

- how to handle the testing instrunents;

- how to assess the produce (grading cl asses,
st andar ds) ;

- what to do in the case of poor quality sanple;

- howto deal with the nmenbers.
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7.2 Write up detailed step-by-step instructions (a
"checklist") for the inspection of produce in your
co-operative. The following points, among others,
should be covered:
- how to choose the sample (size and selection);
- how to inspect the sample (visually or using
testing equipment);
- how to handle the testing instruments;
- how to assess the produce (grading classes,
standards);
- what to do in the case of poor quality sample;
- how to deal with the members.
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RECORDS AND SECURITY

What do your nmenbers and staff think of the various forns
and paperwork required as part of the collection and receiv-
i ng systenf | f you asked them would they say sonet hing
i ke this?

Menber s: "A |l ot of nonsense which del ays the whole pro-
cess of handi ng over our crop and getting
paid."

Staff: "Boring fornmalities which cause us |ots of

wor k. "

| magi ne what woul d happen if the system operated w t hout any
paperwork at all. Wat sort of problens would arise?

The whol e system woul d depend not only on people's pem.
ory but also on their honesty. Wth no records, nembers
woul d not be paid correctly, because crop quality and
quantity m ght be forgotten - or dishonestly m srep-
resent ed.

It is obvious that sone paperwork is necessary. It nust be

designed so that all - and only - essential information is
safely recorded. Furthernore, the system shoul d be quick
and easy to maintain. Unfortunately, many systens are not

i deal for their purposes. Wiy is this so?

- They may have been poorly designed fromthe begi nning.

- Many changes may have been nade as new circunst ances

arose, nmaking the nodified system unnecessarily cunber-
SOne.

CQut - dat ed docunents may have survived even though they
are no | onger needed.

Unl ess your own systemis very new or very unusual, it is
al nost certain to have suffered in this way. Sone parts of
it are alnost certain to be unnecessary, while other parts
no | onger achieve their objectives.
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8. Get a copy of each docunent used in your society's
collecting and receiving system including both
lists and schedul es for internal use and all docu-
ments which are given to nmenbers.

Look at a typical docunent, such as the receipt
gi ven to nenbers when they hand over their crops.

Is the docunent itself necessary? What woul d hap-
pen if it were not used at all?

- Is every itemon the docunent necessary?
Is every copy actually used?

- I s the docunment as sinple and easy to understand as
it could be?

- I s anything recorded twi ce when a single entry or
a carbon copy woul d do?

- Does the docunent mnimse the risk of m stakes or
fraud?

- Does the docunent allow sufficient space - neither
too nmuch nor too little - for all the figures or
words likely to be needed?

Now go through the sane set of questions for all the
other forms in your crop receiving system

After a thorough review of your forms, you will probably
find that you can di spose of sone copies, entries or even

entire docunents, and that you may have to add ot hers. Re-
nmenber that unnecessary entries do nore than waste ting;
the nore people have to wite, the |l ess accurate they tend
to becone.

The system you use obviously depends on such factors as the
crop you collect, the literacy of your nenbers and the skill


ana
8. Get a copy of each document used in your society's
collecting and receiving system, including both
lists and schedules for internal use and all documents
which are given to members.
Look at a typical document, such as the receipt
given to members when they hand over their crops.
-
Is the document itself necessary? What would happen
if it were not used at all?
-
Is every item on the document necessary?
-
Is every copy actually used?
-
Is the document as simple and easy to understand as
it could be?
- Is anything recorded twice when a single entry or
a carbon copy would do?
-
Does the document minimise the risk of mistakes or
fraud?
-
Does the document allow sufficient space - neither
too much nor too little - for all the figures or
words likely to be needed?
Now go through the same set of questions for all the
other forms in your crop receiving system.
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of your staff. How many different docunents are actually
used in the whole process, fromthe time nenbers first
bring in their crops to the tine they are finally paid?

A nunber of societies which pay in cash manage with only one
docunent. Exam ne this exanple of a sinple crop record,
recei pt and paynent voucher, all on a single form for so-
cieties like the one considered earlier:

* DELTA CO-OPERATIVE *

CROP DELIVERY VOUCHER No. 04909

Member's Name:

Membership Number: Date:

Staff Member
Produce : Signature Signature

e

Moisture test

Grade
Gross weight kg
Packing weight kg
Net weight kg
at §$ /kg Payment $

received:
Total price $

Packing credit $

Net price $ Date:
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- This formis designed for three "stations" in the re-

cei vi ng process: testi ng/ gradi ng, weighing and pay-
I ng. Each operation is endorsed by signatures of staff
and menber.

Is this nore or |ess conplicated than your own so-
ciety's systen?

[f you used such a form for your own society, wth
copi es for both nenber and society, would you need any
further documents?

You nmay need nore information or nore copies. Remenber
however, that paperwork should be kept to a m ni num You

nmust test every docunent, every copy and every entry, by
aski ng:

VWhat difference would it make if this were omtted?



ferring to the pages indicated. If you
have problens with a particul ar ques-
tion, go back and read the correspond-
i ng chapter again.
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“CHECK-OUT”

prove to yourself that you have

fully understood this Elenment, you
shoul d now answer the follow ng ques-
tions. Then check your answers by re-

What is the nost inportant transaction between
a farmer and his co-operative society?

What specific tasks are included in the pro-
cess of collecting and receiving produce from
the menbers in a co-operative?

Wi ch are the nost comon problens in the col -
| ection and receiving work?

How can the transport of produce from nenbers
farms to the co-operative be organi sed? State
three possibilities.

How can the paynent to farnmers be made? State
three possibilities.

How shoul d the costs of collection be cal cu-
| at ed?

VWhat shoul d be the basis for decisions about
the | ocation of collection points?

Wiy is the planning of transport routes and
| oads so inportant?

Ref
page

8-10

10-11



10.

11.

14.

L 6.

L.

L 8.

20.

What net hods can be used for informng
menbers as to collection arrangenents?

Whi ch informati on nethods are cheapest and
whi ch are sl owest?

What is the best systemfor provision of
contai ners (bags) for the produce? Who
shoul d be responsi ble for purchase and
mai nt enance of the containers?

What "steps" are involved in the actual
reception process at the receiving points?

In what order should those steps be per-
fornmed at the receiving points?

Wiy is it necessary to inspect the crop
delivered to the co-operative?

What are the di sadvantages of visual in-
spection of crops?

Wiy is it often best to grade the produce
and pay according to quality?

VWhat indicators are used to determ ne the
quality of the produce?

What is neant by sanpling?

What is inportant to remenber when taking
a sanple for inspection?

What are the nost inportant features of a
good paperwork systenf

Ref .
page

16

L7

19

20

23

23

24

25

25-26

27-28
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To conpl ete your studies of
this topic, you should take
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COMPLEMENTARY EXERCISES

in sone of the foll ow
PRACTICE

exer ci ses, appl yi ng
you have learnt to
situations. GROUP
DISCUSSION

Make a study of the crop collection in a society during
the actual collection period:

Not e what preparations have been done by the nmanager
prior to the collection period.

Not e how nenbers have been i nfornmed about coll ection
arrangenents.

Study the procedures at the receiving point, noting
t he sequence of operations, the average tine for each
operation, the waiting time for nenbers and the worKk-
ing hours and breaks for staff.

Intervi ew several menbers about problens they encoun-
tered on collection days.

Interview staff about their working conditions and
probl ens they encountered in the work.

Make up a report of your findings and reconmendati ons
as to how the receiving and coll ection system could
be i nproved. Present the report to the managenent
for discussion and possible action.

I £ :

Sel ect one specific operation which is cunbersone at
present (e.g. grading of produce or paperwork). Discuss
possi bl e solutions with nenbers and staff and present
your ideas as to how procedures could be inproved.
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MATCOM TRAINING MATERIAL

Have you studied these other MATCOM "Learni ng El enents” for
staff of agricultural co-operatives?

Basi ¢ Econom cs of an Agricul tural Co-operative
- The Budget

- Supply Services

MATCOM has al so desi gned a conprehensi ve si x-day course on
"Col |l ecting and Receiving Agricultural Produce", as well as
several other courses for managers of agricultural co-opera-
tives.

The Trainer's Manuals for the follow ng courses are avail -
able from LG

- Managenment of Larger Agricultural Co-operatives
Col I ecting and Receiving Agricultural Produce
Transport Managenent
St or age Managenent

- Mar keti ng of Agricultural Produce
Suppl y Managenent
Rural Savings and Credit Schenes
Wor k Pl anni ng
Staff Managenent
Project Preparation and Appraisa
Fi nanci al Managenent
Cost Accounting and Contr ol

- Ri sk Managenent

- Export Marketing

Inquiries and orders for MATCOM trai ning material should be
sent to:

The MATCOM Project

c/o COOP Branch

International Labour Office

CH 1211 Geneva 22

Switzerland.





