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Cooperative planning to improve quality and quantity of crops through improved technical and business practices  in post-harvest handling, storage and management. 

Planning Book
Version 2  - December 29, 2010
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Introduction
The goal of the Sell More for More workshop is to improve each cooperative’s capacity to establish and fulfill buyer contracts through an increase in quality and quantity of products.   Thos project is made possible through funding by USAID.
The development of this Planning Book was the culmination of close collaboration with AFICCO, a Rwanda-based organization which will deliver the Sell More for More workshops to 24 cooperatives in 2011. We would like to recognize the contributions of the hard working PHHS, WFP, WEACS and AFICCO employees who helped to design and test these training components. 

John Leary 
& 
William Sparks 
Program Services

ACDI/VOCA

Project implemented by:

Carana Corporation
4350 North Fairfax Drive, Suite 900

Arlington, VA 22203 USA 

Carana Contacts:

Martin West, Chief of Party 

Amanda Hilligas, Senior Manager
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Session 1: Organizational Management & Leadership

Goal: 
Cooperative leaders identify ways to improve managerial accountability and to strengthen their leadership of the cooperative.
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Rules

What are the rules of the workshop?

 SHAPE  \* MERGEFORMAT 



Cooperative Benefits

Ten (10) benefits of belonging to our cooperative:
Sketch of our cooperatives image or symbol:
Our Message: A common purpose and vision statement:
Cooperative Bylaws

How will we improve our adherence to our bylaws? 
Cooperative Roles
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Position: __________________________________________________
What are the biggest challenges of this position?

How do we try to overcome those challenges?
Communications
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	1.



	What do they need to know?
	Who communicates with them?

	
	


	2.



	What do they need to know?
	Who communicates with them?

	
	


	3.



	What do they need to know?
	Who communicates with them?

	
	


	4.



	What do they need to know?
	Who communicates with them?

	
	


	5.



	What do they need to know?
	Who communicates with them?

	
	


Conducting Meetings
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Three ways we can conduct meetings better:
1
2
3

Cooperative Sustainability

[image: image7.png]/Reasons for failure to \

which our cooperative is
most at risk:

/What we will do to \

mitigate our risks:






Leadership Behaviors

What would you do in the following situations?
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Field Assignment

ASSIGNMENTS


Assignment 1: Explain the benefits of belonging to our cooperative to three (3) non-members
This assignment entails using the message that the cooperative crafted in the cooperative benefits activities.
Assignment 2: Create a promotional piece

The individuals should plan and prepare one of the following:

· An Open Fair Day: To demonstrate products, services, techniques or production installations

· Brochure: To advertise the cooperative and its specific products. Include address, limited amount of text, large print, clear layout, graphic design

· Poster: To promote the cooperative. The message of the poster should be simple and cover only one issue. No more than 10 words, and preferably five or less.
Assignment 3: Interview a buyer

Meet with a buyer and ask him questions about specifications, as well as:

· Where and how the products will be sold, The timing of sales, The price range, Volume to be sold, The form of the product, The method of delivery, The method of exchange

Assignment 4: Document production history

Collect the following pieces of information which we will use in the next marketing workshop:

· Last year’s total quantity of sales in MT

· A list all of all of the cooperative’s past buyers

· The percentage of sales for each of the past buyers. 

· The total # of members in the cooperative
Assignment 5: Bring a contract

In the next session, each cooperative will need to have at least one contract for analysis.

Session 1: Field Assignment Notes 

Session 2: New Opportunities in Agricultural Marketing

Goal: 
Participants will be able to identify market opportunities, assess their capacity to meet those opportunities and negotiate and enter into contracts. 
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Value Chain

Fifteen actors in this value chain game:

1. Fertilizer salesman
2. RADA


3. Input Salesmen

4. Farmers/Members

5. Cooperative

6. Union

7. Traders

8. Processors
9. Mill 

10. Consumers 

11. Minimex

12. Seed salesman

13. Buyer from Burundi

14. Farmers/Members

15. Farmers/Members

Draw the value chain map here:
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Draw your cooperative’s market map here:

Marketing Approach
Seasonal Analysis

Place an H-M-B or ( ( ( in the boxes to show the months when maize and bean prices are high, when they are average and when they are low.
	
	S
	O
	N
	D
	J
	F
	M
	A
	M
	J
	J
	A

	Beans
	
	
	
	
	
	
	
	
	
	
	
	

	Maize
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	


What is a marketing approach?

What are ways we can add value to our maize and beans?

Setting Marketing Targets

	1 
	2 
	3 
	4 
	5 
	6 

	Buyer 
	Quality 
	Volume 
	Price 
	Current Quantity 
	Desired Quantity 

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	# Members 
	
	
	
	
	

	TOTAL MT Sold 
	
	
	
	
	


Mini Exercise: Segment markets

Instructions: Enter the names of buyers who buy and operate at the different segments. 
[image: image15.png]Large markets

Examples:

Quantity range:





Contracts 
Seven questions that pertain to contracts:
1. Why do we make contracts?

2. When do we make them? 

3. In addition to a selling price, what else can be in a contract agreement? 

4. What percentage of our total production should have contracts?

5. What are the benefits between getting contracts early vs. late in season?

6. When do we demand payment? 

7. What is the cost of violating contracts?

Major elements of a good contract:
Three ways our cooperative can improve its ability to manage contracts:

1

2

3

Negotiations

How can we effectively plan and prepare for negotiating?
Collaboration
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Ways cooperatives can collaborate together:
Strategy 1: 
Strategy 2:

Strategy 3:

Strategy 4:

Strategy 5:

Strategy 6:

Planning for collaboration:
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Field Assignment 
ASSIGNMENTS


Assignment 1: Forecast 

Based on the projected production levels, determine the following information:

· What is our estimated production capacity with current membership and participation level, # hectares, AND productivity levels?
· What are members’ needs in terms of inputs (seeds and fertilizer), production, PHH, storage, and transport?

· How much losses have we encountered in the past and how much do we hope to decrease that amount by due to recent training in PHH?
· How much can out collection points bulk per day, per week?
Assignment 2: Record Keeping Preparation
Find all record keeping books and bring them to the next session.

· Purchase new books and a case or bag if necessary

Assignment 3: Draft New Contract 

Based on the interview with a buy and the areas of improvements listed in activity 2.5.5, draft an improved contract that has the suggestions the cooperative created and prioritized. 

Session 2: Field Assignment Notes

Session 3: Record Keeping

Goal: 

Participants learn how to independently track their costs, aiding them in making better informed future market decisions
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Registre des Membres / Members Ledger
Insert copy of Template
Livre de Caisse / Cash Book 

Insert copy of Template
Livre de Banque / Bank Book
Insert copy of Template
Livre des Debiteurs / Debtors Book
Insert copy of Template
Livre des Creanciers / Creditors Book
Insert copy of Template
Livre des Produits et des Charges / Expenses & Income Book
Insert copy of Template
Livre des Productions / Input Ledger
Insert copy of Template
Fiche de Stock / Warehouse Ledger
Insert copy of Template
Bilan / Balance Sheet
Insert copy of Template
Compte d’Exploitation / Income Statement
Insert copy of Template
Controle / Auditing
Quels sont les tâches qui reviennent au conseil de surveillance de la coopérative ?

Quels sont les éléments de gestion qui sont visés par l’audit quotidien ?

Self audit check-list 
Insert self audit checklist
Field Assignment

ASSIGNMENTS


Assignment 1: Self-audit checklist
Based on information provided in this workshop, perform a self-audit by using the form provided.
Assignment 2: Draft report to members/stakeholders

Based on all of the content that we have covered in the last three sessions, a small team needs to begin to plan how this information will be reported to members at the upcoming General Assembly meeting. Answer the following questions:

· What topics are important for us to discuss with members?

· What have we created that we want to share with the members?

· What should be on the next agenda?

Session 3: Field Assignment Notes 

Session 4: Business Management Skills

Goal 
Participants identify ways to improve cooperative business operations.
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Membership   
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Membership
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Membership
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What do we need to do to improve membership management?
Communication
Strategy 1
Strategy 2
Retention
Strategy 3
Strategy 4

Recruitment 
Strategy 5
Strategy 6

How are we going to address those six membership priorities?
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 Internal Controls
	Materials 
	Theft 
	Destruction 
	Lack of Maintenance 

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Planning for internal controls.

Operations
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Materials
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Business Planning





G O A L S





     Beans



     Maize
SALES



__________
 MT


__________ MT




__________ RWF


__________ RWF
PRICE



__________
 RWF / MT
__________ RWF / MT
MEMBERS


__________
Business Planning

Where to find priority action items from throughout this Planning Book:
	Buyers

· Communications (p.11) 

· Promotions (p.16)
· Add value (p.21)

· Contracts (p.25)

· Negotiating (p.26)

· Forecasting (p.30)


	
	Members

· Bylaws (p.8)

· Roles (p.10)

· Forecasting (p.30)

· Communications  (p.11, 52)
· Retention (p.52)
· Recruitment (p.52)


	
	Operations

· Bylaws (p.8) 

· Roles (p.10)
· Meetings (p.13)
· Sustainability (p.14)

· Collaboration  (p.29)
· Forecasting (p.30)

· Self-audit (p.44)
· Internal controls (p.54)
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	Action Item 1 for Buyers: 

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	

	6

	
	
	


	Action Item 2 for Buyers: 

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	


	Action Item 3 for Buyers:  

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	


	Action Item 4 for Buyers:  

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5
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	Action Item 1 for Members: 

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	

	6

	
	
	


	Action Item 2 for Members: 

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	


	Action Item 3 for Members:  

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	


	Action Item 4 for Members:  

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5
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	Action Item 1 for Operations: 

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	

	6

	
	
	


	Action Item 2 for Operations: 

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	


	Action Item 3 for Operations:  

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	


	Action Item 4 for Operations:  

	
Goal: 

	Tasks
	Who (1 person)
	When
	Cost

	1

	
	
	

	2

	
	
	

	3

	
	
	

	4

	
	
	

	5

	
	
	


Cash Flow

Step 1: What are our costs?

What is the total cost of our monthly operating expenses?  



How much do we want for emergency expenses?

What is the cost of season A production?






What is the cost of season B production?






Other major annual expenses (include description)?



Step 2: When are our costs?
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Step 3: What are our cash flow needs?

Field Assignment 

ASSIGNMENTS


Assignment 1: Business plan

A small group must continue the exercises practiced in section 4.4 and finish the business planning for the rest of the priority activities, ultimately defining tasks and assigning responsibility. The Planning Book has a sample template in the attachement section.                   

Assignment 2: Member outreach activity

A small group needs to act upon the member outreach activities identified in section 4.2.
Assignment 3: Complete internal control checklist


A small team must continue defining these two questions…
· What do we need to do?

· Who is responsible for making sure it gets done?

…for the remaining priority internal controls.
Assignment 4: Meet with PHHS Financial Advisor Alice Kwizera
To continue discussions on access to credit and to better prepare the cooperative to submit a loan application, cooperative leaders should meet with Alice Kwizera to polish the business plan and assemble a smart plan for accessing credit. 
Session 4: Field Assignment Notes

Attachments
Attachment 1: Example of a Business Plan
Insert Business Plan Example 
Attachment 2: H-M-B Form
	
	# Haute
	# Moyenne
	# Bas

	1. We follow our corporate objective/purpose 
	
	
	

	2. Every members pays his/her share subscription 
	
	
	

	3. Our members know their rights and obligations 
	
	
	

	4. We follow the rules when members want to withdrawal 
	
	
	

	5. We keeping up-to-date books and other records 
	
	
	

	6. We follow rules for announcing meetings as written in our bylaws.
	
	
	

	7. We follow rules for conducting meetings as written in our bylaws.
	
	
	

	8. Our Board members follow the law that states the maximum term in office is three years. 
	
	
	

	9. Our Board members follow the law that states no members of the Board can hold office for a continuous period of more than two terms in office. 
	
	
	

	10. Our cooperative tries to include women on the Board.
	
	
	

	11. We follow the criteria for the eligibility of Board members as written in our bylaws
	
	
	

	12. Our Supervisory Committee supervises the management of the cooperative once every three months
	
	
	

	13. Our Supervisory Committee verifies that our Board of Directors implements its decisions
	
	
	

	14. Our Supervisory Committee helps disseminate rules, resolutions, and other decisions made by the Board to the members of the cooperative
	
	
	

	15. We follow procedures for amending the by-laws 
	
	
	

	16. We limit use of the cooperative’s equipment to that of the cooperatives’ and its members activities (in other words, we don’t provide services to non-members)
	
	
	

	17. Our President respects his/her maximum term limit

18. Our Secretary keeps minutes from the General Assembly meeting ion the appropriate book. 
	
	
	

	19. Our minutes are signed by the Secretary and Chairperson, and they are always reviewed and approved at the following General Assembly meeting. 
	
	
	

	20. Our members vote according to our bylaws.
	
	
	

	21. Our manager attends Board meetings as an advisor but does not vote, in accordance with the law. 
	
	
	

	22. We have an audit of our books and records once a year
	
	
	

	23. We follow our rules on how to adopted new members
	
	
	

	24. We use the bylaws as a guide when handling complaints against members
	
	
	


Attachment 3: Self-audit Checklist

Insert Self-audit checklist 
Rules








Scenario 1: Woman has low quality product.		


�











Scenario 4: President























Scenario 2: Consider purchasing a truck�











Scenario 5: Collection of bags


�





Scenario 3: Truck vs Tractor


       � vs �








Example Market Map


� �








Strategy 1: ____________________________





How much is the benefit/savings?





What is a specific action item we could do to realize this benefit? 











Strategy 2: ____________________________





How much is the benefit/savings?





What is a specific action item we could do to realize this benefit? 











Strategy 5: ____________________________





How much is the benefit/savings?





What is a specific action item we could do to realize this benefit? 











Strategy 3: ____________________________





How much is the benefit/savings?





What is a specific action item we could do to realize this benefit? 











Strategy 4: ____________________________





How much is the benefit/savings?





What is a specific action item we could do to realize this benefit? 











Strategy 6: ____________________________





How much is the benefit/savings?





What is a specific action item we could do to realize this benefit? 








Communication


             +                          -








Retention


   +                                -








Recruitment


   +                                   -








Communication


�Strategy 1: ____________________________





Steps:


 


 











Communication


�Strategy 2: ____________________________





Steps:


 


 


 





Retention





Strategy 3: ____________________________





Steps:


 


 


 


 





Retention





Strategy 4: ____________________________





Steps:


 


 


 


  








Recruitment 


�Strategy 5: ____________________________





Steps:


 


 


 








Recruitment 


�Strategy 6: ____________________________





Steps:


 


  














Action: 


Who is responsible?





What do we need to do?

















Action: 


Who is responsible?





What do we need to do?

















Action: 


Who is responsible?





What do we need to do?

















Action: 


Who is responsible?





What do we need to do?














Buyers


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 





Members


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 





Operations


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 





Buyers – Immediate Priorities


Action Item 1: 





Action Item 1:





Action Item 3:





Action Item 4:





Members – Immediate Priorities


Action Item 1: 





Action Item 1:





Action Item 3:





Action Item 4:





Operations – Immediate Priorities


Action Item 1: 





Action Item 1:





Action Item 3:





Action Item 4:
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1
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