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Purpose of this Workshop

This series of workshops is focuses on establishing and fulfilling buyer contracts through an increase in quality and quantity of products. To increase cooperative adoption of practices, workshops focus on successfully practicing core activities that drive quality and quantity. Sessions end in assignments that guide attendees to practice the activities with real world experiences; sessions begin with a debrief of these assignments. As much as possible, trainings will include feedback on actual cooperative practices. A clear monitoring plan keeps sessions focused on primary and essential core cooperative activities to achieve the goal of establishing and fulfilling buyer contracts through an increase in quality and quantity of products.
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All participants must receive the Sell More For More Planning Book, an essential tool which will not only help guide participants through the workshops but also serve as a record of the solutions, action items and new strategies determined as part of workshop activities. The following clipart image of a pencil and book indicates that an exercise results in the creation of information that the participants must write in their Planning Books. 
This series of workshops is designed to be delivered to two cooperatives simultaneously in the same workshop. A variety of group activities are therefor used throughout the session. Some require small groups within the cooperative to work together; some require cross collaboration between the two cooperatives by forming small groups consisting of members from both cooperatives. This differentiation is clarified in the instructions for each activity with the two designations: Cross-cooperative and intra-cooperative.  Cross-cooperative refers to those activities which will require participants from the two cooperatives to mix, and intra-cooperative refers to the activities when groups should be formed from single cooperatives. 

There is a lot of flip chart work prescribed throughout this manual. The ability to synthesize discussions and capture important points on flipcharts is an integral skill to facilitating these sessions. There is also a critical need to have facilitators who can write clearly on flipcharts, because often times the participants will need to copy the information into their Planning Books. It is good practice for the team of facilitators to divide responsibilities so that one person is engaging with the audience and synthesizing information while a second is capturing the information clearly on a flipchart. 
Preparation is very important to ensure a smooth delivery of this curriculum. Numerous tables and templates need to be recreated on larger flip charts in advance. Copies of the Planning Books must be provided to every participant from the beginning of the workshop. 
Lastly, this training manual is meant to be a living document. Trainers are encouraged to add their own contributions to the document to tailor it to the needs of the unique cooperatives that is meant to serve. The version number of this manual is tracked on the cover page of this document.[image: image41.jpg]USAID
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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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Chapter 1.1: Why are we here?

OBJECTIVE
Participants are able to articulate the specific goals they wish to accomplish through the cooperative and the workshop

MATERIALS

· Tennis balls
· String
· Key rings
· 30 Planning Books (enough for all participants)
· Flipchart 
· Markers
WHAT PARTICIPANTS NEED TO KNOW
· Why they are here
· Rules of the workshop sessions 

ACTIVITIES
1.1.1 Icebreaker: Tennis Ball Challenge
Begin with the Tennis Ball Challenge described in Appendix 1. This activity will be a strong icebreaker that encourages collaboration and starts the workshop with a sense of enjoyment. Divide all 30 people into 4 groups (perhaps in groups of 7, 7, 8 and 8), mixing the members of the two cooperatives. Instruct everyone in the group to first introduce themselves before attempting the challenge. 

When the facilitator gives the signal, each small groups should try to transfer their ball to the cup or on the ground. If a group drops their ball, they must start over. 

As part of the debriefing of the activity, emphasize that the activity mimics the need for cooperative leaders to work together to lead their cooperative successfully.
1.1.2 Rules & Planning Books

The facilitator should write the basic rules on a flipchart and invite the participants to add additional rules. Leave the flipchart on the wall for the entire duration of the workshop, and bring it back for all the following sessions. 
 SHAPE  \* MERGEFORMAT 



Explain to the participants:

“This workshop may be unlike any you have ever attended. Throughout the weeks that we spend together, you will constantly be moving, working in small groups, collecting ideas, providing feedback to each other, and making serious plans. Everyone’s participation is required. Just as you could not have succeeded in the tennis ball activity without everyone participating, so must everyone participate in all of the activities we have. Also, our seats will never be fixed. Every day has multiple activities planned, and we divide in different groups to complete those activities. Sometimes you will work in small groups; sometimes you will work in large groups. Sometimes you will be paired with people in your cooperative, and sometimes we will mix members from different cooperatives. You will learn just as much from each other as you will learn from the facilitators. 

In addition to participation, we need everyone to arrive on-time, and we the facilitators will also respect the time. Everyone must also always bring your copy of the Sell More For More Planning Book which we are passing to you right now. Write your full name on the front cover as soon as you receive it. 

The final rule that we have is respect. We must all respect each others’ ideas and opinions and understand that we are all working together to improve our cooperatives.” 

Repeat each proposed rule and then ask “Are there any other rules that you would like to add?”
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After the group has completed making the rules for the workshop, the participants write them in the first page of their Planning Books. 

1.1.3 Opener: Why did you join the cooperative? 
After the stimulating ice breaker and the quick section about rules, instruct the two cooperatives to each sit in a circle and have everyone in the circle introduce himself/herself, and state why he or she joined the cooperative. The facilitator should collect these reasons for joining the cooperative on a flipchart. 

Debrief: 
After collecting contributions from everyone, then go around the group one more time and ask everyone if the cooperative has succeeded in fulfilling their expectations or goals they had when joining. As examples:

…if someone says that they joined because they wanted to receive help purchasing inputs, ask them if the cooperative has consistently provided inputs to them on-time every year. 
…if someone states that they joined to make more money, ask them if the cooperative has helped them make more money. 
Finish the debrief by making the point that this workshop will help us ensure that your cooperative meets the expectations of its members. We will examine all of the topics you mentioned and we will find ways to improve your ability to meet those needs and expectations that you share with your fellow members.
Chapter 1.2: Cooperative Benefits

OBJECTIVE 
Participants are able to explain to others the benefits of belonging to their cooperative. 
WHAT PARTICIPANTS NEED TO CREATE
· A common message of what the cooperative does, why it does it, and what makes it special. 
MATERIALS

· Flipchart paper

· Markers of various colors
ACTIVITIES
1.2.1 Our Benefits
This intra-cooperative activity will help participants realize the wide range of benefits (social, agricultural and economic) that their cooperative offers. 

Instructions
Divide the large group into smaller groups of five participants. Ask each group to use a marker and piece of flipchart paper to create a list of ten (10) benefits of belonging to their cooperative. The facilitators should circulate in the room and help encourage brainstorming among the group by asking questions. After each group has completed making their lists, the groups report out one at a time and the facilitators create one common list which the participants capture in their Planning Books. 
Possible Answers

There are many benefits of belonging to a cooperative. This is not a comprehensive list but one that should inform this exercise:

· Collective bargaining

· Collective marketing

· Collective sale

· Economies of scale / bulk purchase

· Reducing transaction costs

· Reducing uncertainty (prices and availability of inputs)

· Provide new services not otherwise available (tractor)

· Ownership and democratic control, 

· Increased farm income, 

· Quality of supplies and products

· Enhanced competition

· Expanded markets

· Improved farm management

· Legislative support

· Local leadership is developed

· Added community income

· Stronger rural community
1.2.2 Our Image

This intra-cooperative activity will help the cooperatives create a common image.

Instructions
The participants remain in the same small groups as the previous activity. Ask each group to use the various colors of markers and flipchart paper to create an image that represents their cooperative. The image is a visual representation of the services and benefits provided by the cooperative. After each group has created the image, they will share with the other two groups in their cooperative (not the entire room). As they share their images, they should highlight what they included their image and why. The participants then transfer a sketch of their image to their Planning Books. 
1.2.3 Our Message

This intra-cooperative activity will help the cooperatives create a common purpose and vision statement that they will use to communicate to potential new members, buyers, and other external audiences. 

Instructions

The participants remain in the same groups of fifteen (the cooperatives are separated) in which they finished the previous activity. The two cooperatives must now create a short statement about who they are, what they do, and what makes their cooperative special. If the cooperative has created a vision statement in the past, they should use this opportunity to add to or improve it. After the cooperative has created the short message (it should not be more than four sentences long), they should write their messages in their Planning Books. The final task is for each cooperative to select a representative to stand up and present their message to the other cooperative. 


Chapter 1.3: Cooperative Bylaws

OBJECTIVE 

Participants will be able to improve adherence to the bylaws by knowing how to find and reference information within the bylaws.
WHAT PARTICIPANTS NEED TO CREATE
· A list of three specific strategies to improve adherence to bylaws in three areas. 
MATERIALS

· Flipchart paper

· Markers of various colors

· 3 copies of bylaws for each group

· 6 copies of Cooperative Law in Kinyarwanda
· Photocopy of list of topics for Bylaws Scavenger Hunt

· Two (2) empty copies of H-M-B Form

· 90 small pieces of papers (Post-It notes) with 30 Hs, 30 Ms, and 30 Bs.
ACTIVITIES
1.3.1 Bylaws Scavenger Hunt (Seek and Find)

This intra-cooperative activity will teach the participants to find information in their bylaws. 

Instructions
Divide the participants of each cooperative into three groups of five and provide each group with a copy of their cooperative’s bylaws. Provide each group with a list of approximately seven topics which they must find in their bylaws. Next to each topic on their list, they must write the section number where the information or answers are found in their bylaws. The facilitators should circulate among the groups to know when each group has finished finding all the topics. 

Possible Topics

The facilitators can modify this list depending on additional information they have gathered about the specific cooperatives during the initial meeting. 

1. The corporate objective or its purpose; 

2. Requirements for the members’ share subscription; 

3. Members' rights and obligations; 

4. Criteria and conditions for members' withdrawal or expulsion; 

5. Modalities for keeping books and other records; 

6. Modalities for convening meetings of the organs of the cooperative organization and of regional meetings, 

7. Composition of the Board of Directors 
8. Criteria for the eligibility of Board members; 

9. Composition of the Supervisory Committee 
10. Criteria for the eligibility of Supervisory Committee members; 

11. Procedures for amending the by-laws; 

12. Use of the equipment of the cooperative organization; 

13. Maximum term of President

14. Announcing meetings 

15. Explanation of minutes
16. Rules on how voting is conducted

17. Explanation of the manager’s role in board meetings

18. Description of how internal audit is performed

19. Explanation of how new members are adopted

20. Explanation of how complaints against members are handled

21. Explanation of how expulsion of members  is handled

Example
	Topics

1. The corporate objective or its purpose;                                       Section  1.1
2. Requirements for the members’ share subscription;                    Section  1.6
3. Members' rights and obligations;                                                      Section  2.3
4. Criteria & conditions for members' withdrawal/expulsion;   Section  2.5                                                      
5. Modalities for keeping books and other records;                       Section  1.4
6. Modalities for convening meetings of the organs of the cooperative organization and of regional meetings,                                          Section  4.5
7. Composition of the Board of Directors                                       Section  3.1



1.3.3 Haute-Moyenne-Bas
This activity will help participants decide how well they think they are following their bylaws, and the facilitator will help them identify the three things that received the most B votes (those three will be further discussed in the following exercise).

Instructions
Have all the participants from the two cooperatives stand on two different sides of the room in an open space. Write the letters H, M, and B on pieces of paper and place them on the floor in a row with approximately two meters of spacing among the letters. Provide each person with three small piece of paper with the same letters (H, M, and B). 

Then explain to the participants: “You all have three (3) pieces of paper with Haute (high), Moyenne (medium), and Bas (low) written on them. I will read many common rules and you will judge how well you think your cooperative follows those rules in your bylaws. For each rule, you will choose H if you think your cooperative follows this rule very well, M if you think your cooperative follows the rules sometimes, and B if you seldom follow the rule. You will then stand next to the letter on their floor that corresponds to your choice.  Importantly, this activity must be done in a way so that you do not share your answers with each other so as to influence others’ decisions. After I read each rule, each of you will select a letter in secrecy, holding your letter in front of your body. You will hold the remaining two letters behind your body.  After I read the rule and you choose your letter, I will count one, two, three and we will all reveal our selection at the same time and move quickly to the corresponding letter on the floor.”

 After each participant moves to the position on the floor, the facilitators should perform two critical things: 1) facilitate discussions on patterns and discrepancies as they arise (such as if everyone picks B or if the cooperative is split H-B), asking why people chose what they did, and 2) track the numbers using the H-M-B Form provided in Appendix 2. 
List of Rules

The facilitator can modify this list of questions based on any additional information they have gathered from previous assessments of the cooperative. Notice that this exercise starts with two simple practice examples to introduce participants to the activity.

 
Practice: I like to drink cold water.


Practice: I like to watch football on television.

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 per 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
1.3.3 Improving Adherence to Bylaws

This activity allows each cooperative to make a plan to address three critical failures in following their bylaws.  

Instructions

The two cooperatives now sit in different places to discuss the results of the H-M-B Form. The facilitators should have circled the rules for which there were the most B (low) votes. The cooperatives then discuss within their own group of 15 how they will improve their adherence to those laws.  The participants will then capture those plans in their Planning Books. 
Chapter 1.4: Cooperative Roles

OBJECTIVE 

Cooperative leaders will each be able to communicate their roles, as well as the roles of the organs and other leaders, and identify ways to improve their roles.

WHAT PARTICIPANTS NEED TO CREATE

· A list of three ways to improve their role in the cooperative. 
MATERIALS

· Flipchart paper

· Markers
· List of responsibilities
ACTIVITIES

1.4.1: Responsibilities of Four Primary Organs

This cross-cooperative activity will help the participants differentiate the responsibilities among the primary organs: the General Assembly, the Supervisory Committee, the Board of Directors and the Manager and his/her employees. Participants use the diagram in their Planning Books to complete this activity.
Instructions
Divide the participants into small groups of five. Each group should have members from both cooperatives.  The facilitator reads each of the 30 responsibilities one at a time in numerical order. For example, “Number one, which organ <elects members of the Supervisory Committee and members of other committees>?” Each group will then discuss the responsibility and place the number in the correct column. Then the facilitator reads the second: “Number two, which organ <directs the cooperative organization>? After the facilitator has read through all the responsibilities and the small groups have entered all the numbers into one of three columns, the debriefing occurs by asking various groups where they placed each number. If other groups disagree with the category in which numbers were laced, then the facilitators hold a conversation on it to clarify the responsibilities. 

General Assembly’s responsibilities 
1
elects members of the Board of Directors, the Supervisory Committee and other committees
6
discusses general business of the organization of which notice has been given to the members in the manner prescribed in the by-laws of the organization 
7
deliberates upon any issues set in the agenda of meetings

11
meets for March and October meeting

16
approves the minutes of the preceding general meeting 
17
approves and adopt the business plan of the Cooperative Organization 
21
adopts the Budget for the following year 
23
admits new members; 

26
amends the by-laws governing the cooperative organization

30
decides on joining other cooperative organizations to form union, federation and confederation
Supervisory Committee’s responsibilities
5
supervises the management of the cooperative organisation once in every three (3) months and at any time it is considered necessary 
8
supervises the functioning of the permanent internal auditor of the cooperative organisation 
15
helps in disseminating to the members the laws, by-laws, resolutions and guidelines to create understanding and harmony in the cooperative organization 

25
verifies that the Board of Directors and other organs of the cooperative organization implement all the decisions made in order to protect the general interests of the members of the cooperative organization  
	
	


Board responsibilities

2
directs the cooperative organization 

4
prepares the General Assembly meeting 
10
drafts the internal regulations of the cooperative organization 
12
examines and recommends the admission of new members 
13
submits the activity report and the financial statement of the Cooperative Organization to the General Assembly 
14
prepares the draft budget for the following year 
18
initiates profitable projects for the cooperative organization 
20
signs contracts in the name of the cooperative organization 
24
manages the cooperative organization’s property
27
monitors the financial situation 
29
represents the cooperative organization before the law 
Manager’s responsibilities

3
supervises resource management or ensure cash management in the absence of


accountants.

9
takes care of sale products, assets, houses, human resources and other assets of the


cooperative.

19
plans and coordinates daily activities of the cooperative.

22
ensures secretariat tasks and filing (in-coming and outgoing mail)

28
assists the board of directors and build partnership with other stakeholders.
Answer key
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1.4.2 Role Pairing Between Cooperatives
This cross-cooperative activity will help each person explain their position to the rest of the leadership group and identify three ways to improve their ability to perform their role. 

Instructions
This activity has 2 parts. Both parts are facilitated in small groups. The groups are formed by first having the corresponding board positions of the two cooperatives get together. For example, the two Presidents, the two Vice-Presidents, the two Treasurers, the two Secretaries and the two Managers from both cooperatives form pairs. The rest of the approximately 20 participants then divide themselves among those groups and join those conversations. Ultimately there should be five teams of approximately six people. 
Part 1: Each group must discuss and explain what their roles are in their respective positions. For example, the two Presidents begin by discussing how they would best describe their roles and responsibilities. If any of the other four participants in the Presidents’ group want to add, clarify or ask anything, they are invited to do so. After five minutes of discussion, the two active directors in each small group report out to the rest of the groups by explaining their role in the cooperative and their range of responsibilities, ultimately answering the question “What is a President supposed to do?” If anyone in the room wants to discuss any of the responsibilities or believes that something that has been said encroaches on the responsibilities of another position, then they must draw attention to the discrepancy. Similarly, if the facilitator hears certain roles and responsibilities being described inappropriately, he/she should offer expertise by helping clarify the responsibilities and limits of authority.
Part 2: After reporting out to the entire group, the same small groups then hold discussions on the following questions: 

What are the biggest challenges of this position?

How do we try to overcome those challenges?
After these discussions come to an end, the directors enter the challenges and solutions in their Planning Books. 
                             [image: image6.wmf]
Chapter 1.5: Conducting Meetings

OBJECTIVE 

Participants are able to plan and conduct meetings 
WHAT PARTICIPANTS NEED TO CREATE

· Participants will create a list of three strategic things they will do to improve their ability to conduct meetings. 
MATERIALS

· Flipchart paper

· Markers of various colors

· Three copies of their bylaws and/or Rwandan law
ACTIVITIES

1.5.1 Meeting Requirement

This intra-cooperative activity will clarify the requirements and stipulations for planning and leading cooperative meetings in Rwanda.
Instructions

Divide the participants into small groups of five and provide each group with a copy of their cooperative’s bylaws, a piece of flipchart paper and a marker. Facilitators may also decide to provide copies of the Rwandan cooperative law. Instruct the groups to make a list of all of the rules explained in their bylaws (and Rwandan law) that pertain to planning a meeting and conducting a meeting. The facilitators should then have the groups report out and the facilitator should collect the rules in two columns so that the participants can enter the final lists into their Planning Books. 

Example lists of common rules
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1.5.2 Scenarios on Meetings
This intra-cooperative activity provides participants with two scenarios in which they can apply their understanding of meeting protocols. 
Instructions
The facilitators divide the participants into four medium sized groups of 7-8 people consisting of members from both cooperatives. They assign two groups to scenario 1 and two groups to scenario 2, and they instruct the groups to read the scenario and identify the things that the fictional cooperative did well and the things they did incorrectly. 
When the groups are finished and reconvene in the room for the report out, the facilitators ask someone to read the story and then have both groups report out on their findings. After the first scenario is read and reported on, the facilitator then asks another volunteer to read the second scenario and the two group deliver their debriefing on it. 

The following two plots need to be recreated in local language and developed further to tailor them to the needs of the cooperatives.
Scenario 1: 
In the first story, the members of Cooperative A have been extremely busy. Then one day they realize that the end March is quickly approaching and they need to hold their March general assembly meeting. Because some of the farmers and board members are planning on going to a meeting at the end of the month, they decide to schedule the meeting for March 23 which is in one week. They know they need to send the announcement out as quickly as possible, so they call the cooperative’s representatives in each village to let everyone know the time and location of the meeting. 
What did they do right?

What did they do wrong?

Scenario 2: 

The day of the general assembly meeting arrives. People are slowly arriving at the location, so the President decides to wait to start until more people fill the seats. There are few important things to talk about so the President decides that this meeting is a good opportunity to check and see what problems the members might be having. When the meeting finally begins, an argument erupts between the vice president and a member about payments for maize. Most of the assembly watches as the two men argue with each other. The argument lasts a long time and really disrupts the meeting. Toward the end of the meeting, the president remembers he wanted to explain some new things he learned recently about post-harvest handling, so he stands in the middle of the group and demonstrates some new skills he learned. At the end, as people were leaving, the secretary speaks with a few women who say that they are frustrated that they did not have a chance to talk about activities planned for the season, but they were happy to learn about the new post-harvest handling skills. 
What did they do right?

What did they do wrong?

1.5.3 Priority Improvements
This intra-cooperative activity will allow participants to prioritize three ways they can improve their ability to conduct meetings.

Instructions

Divide each cooperative into small groups of five. Instruct every small group to come up with at least three ways their cooperative needs to improve when planning and conducting meetings. After each group has created their list, each cooperative should reassemble into the group of fifteen and gather all the ideas onto one list. They should then hold a discussion on which three improvements they will prioritize. Through tick mark voting, each cooperative will then vote on the improvements they think are most important for their own cooperative. Each person received two votes. The participants draw a tick mark next to the two items they think are most important. The facilitator then circles the three items that receive the most votes and those improvements to meeting planning should be entered into their Planning Books. 
                             

Chapter 1.6: Cooperative Sustainability

OBJECTIVE 

Participants will identify actions that undermine the long term success of the cooperative and those that can strengthen a cooperative

WHAT PARTICIPANTS NEED TO CREATE

· A list of solutions to vulnerabilities that cooperatives face. 
MATERIALS

· Flipchart paper

· Markers of various colors
ACTIVITIES

1.6.1 Identifying Potential Weaknesses

This cross-cooperative activity generates a list of reasons why cooperatives fail. It is a challenge to encourage the participants not to think at a field level, for example, an inability to access quality inputs or proper shelling machines, but rather to reflect on a higher level of organizational management. 
Instructions

Divide participants into six groups of five members, combining members from different cooperatives. Provide each group with flipchart paper and marker. Instruct each group to use the flipcharts and markers to brainstorm a list of ten (10) major reasons why they think cooperatives fail. Each group should capture their ideas on the flipchart paper. After all groups are finished, the facilitators need to facilitate a report out and discussion of all six groups’ ideas so as to create one master list. As groups report out on the ideas they came up with, facilitators need to combine and synthesize topics to keep the list as manageable as possible. Once the final list has been created, a copy needs to be made so that each cooperative has one list which they will use in the next activity.  

Example List of Ten Reasons

The following list includes ten common reasons why cooperative fail. It is intended to help the facilitator generate ideas among participants. 
1. Lack of clear mission

a. Straying from core objectives and services

b. Must identify clear mission 

c. Identify visible and tangible benefits

2. Inadequate planning

a. Must have plans to reach predetermined goals

b. Inadequate survey of potential users – know what members want!

c. Lack of a business plan

3. Failure to use experienced advisors and consultants

a. Most members have NOT had cooperative business experience

b. Structure and management of the organization must correspond to the capabilities of its members. If members’ competence is low, let’s not promote complex practices.

4. Failure to identify and mitigate risks

5. Poor assumptions

a. Don’t overestimate the volume of business

b. Don’t underestimate the cost of the operation

6. Lack of financing

7. Inadequate communications

a. Keep members, suppliers and financers informed

b. Incorrect information or misinformation can cause people to doubt or lose trust

8. Lack of membership leadership

a. Decisions must come from members

b. Members must participate as users and owners

9. Lack of member commitment

a. Decisions must come from members

b. Leaders must be able to facilitate meetings where members make decisions

10. Lack of competent management

a. Need motivated, experienced, and dynamic managers

b. Balance the entrepreneurial goals of the individual members and the cooperative

1.6.2 Voting on Susceptibility and Prioritizing Action Items for Success
This activity should be done separately by both cooperatives. This intra-cooperative activity allows members of each cooperative to vote on the reasons for failure to which they think their cooperative is most susceptible. Once each cooperative has identified priority concerns, participants plan what to do about their susceptibilities identified. 

Instructions

After generating a list of reasons why cooperatives fail in the previous activity, tell the participants that they each now have two votes. They should look at the list they made of reasons why cooperatives fail and make a tick mark next to the reason to which they think their cooperative is most susceptible. They can place their votes on separate items, or, if they believe that there is one single risk that is most pertinent to their cooperative, they can place both votes on the same item. Voting is done simply by making a tick mark next to item on the flipchart. 

After everyone has voted, the cooperatives will have identified the three or four concerns which receive the most votes. They are then to create an action on how they will avoid that problem or minimize their susceptibility to it. The participants should write those top potential reasons for failure and the corresponding solutions in their Planning Books. 
Chapter 1.7: Communications

OBJECTIVE 

Participants are able to create a communications plan for internal and external stakeholders 
WHAT PARTICIPANTS NEED TO CREATE

· A list of items that need to be communicated to key stakeholders
MATERIALS

· Flipchart paper

· Markers of various colors

· Communications diagram
ACTIVITIES

1.7.1 Identifying Internal and External Audiences
This intra-cooperative activity will help participants identify their major audiences and determine who is responsible for communicating what information to each. 

Instructions

Have the entire group do one single brainstorming activity by asking “who are the people and groups outside of our cooperative with whom we must communicate?” Try to provide hints and lead them along (without spending too much time) to generate a list that consists of but is not limited to:

· Vendors/input suppliers

· Members

· New potential members

· Buyers

· Government/Local authority
Then divide the 30 participants into small groups, one for each of the audience groups identified (buyers, local authorities, government etc). Instruct the small groups to modify their communication charts in their Planning Books if necessary by adding or removing columns if their list of audiences differs from the template. Each small group then answers two questions pertaining to the audience they have been assigned to: 
What do they need to know?

Who communicates with them?
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Examples of concerns by audience


Buyers

· Know about the potential crop early in the season

· Specifications such as: condition, volume, value, dates of availability.

Vendors/input suppliers
· Type, amount, and timing of seed and fertilizer

New members
· Why should I join the cooperative?

Government / Local Authority

· Advocacy

· Processing, collateral

· Permits, price subsidies


Current Members

· PHH standards

· Delivery times of inputs

· Updates of current activities

· Plans for the next season
Chapter 1.8: Leadership Behaviors

OBJECTIVE 

Participants are able to practice basic conflict resolution skills. 

WHAT PARTICIPANTS NEED TO KNOW
· A simple methodology for deal with common conflicts that arise in cooperatives

MATERIALS

· Flipchart paper

· Markers of various colors

ACTIVITIES

1.8.1: Introduction
Opening Questions:

· What types of conflict to we tend to see in our cooperatives?

· What is conflict?

· What is the difference between conflict and people breaking the rules?

1.8.2: Conflict Resolution Process

Introduce the simple conflict resolution methodology with a simple example such as two people wanting to eat at different restaurants.

WHAT

Define the specific disagreement


Example:
 Jean and Viateur are spending the weekend in Kigali. Tonight, they can’t agree on a place to eat dinner. Jean wants to eat at the hotel. Viateur wants to go out to a restaurant. 

WHY

Explain why they want it their way

Example: 
Jean has a lot of work to do and wants to stay in the hotel.

Viateur wants to eat goat and the hotel does not serve goat. He also wants to see the city.
OPTIONS
List the options and find a win-win situation.

Example:


	Option
	Jean
	Viatuer

	Eat at the hotel.
	(
	(

	Go to a restaurant
	(
	(

	Viateur can help Jean do his work at the restaurant.
	( 
The restaurant is dark and noisy.
	(

	They can order the restaurant to deliver the goat dish to the hotel.
	(
	( 
Viateur wants to see the city.

	Viateur can help Jean do his work at the hotel and then they can go to the restaurant together later in the evening.
	(
	(


Explain:

“Now we add an additional step: ‘Is it a problem or conflict?’ Much of the day-to-day challenges we face are more than just conflict, they are infractions to laws. The above methodology works for conflicts, that is, disagreements between people. But when people break rules or laws, then the situation extends from a simple conflict into a larger problem.” 
In summary: There are four main steps in solving conflicts:

1. Is it a conflict? Or is someone simply breaking the rules?

2. Define WHAT the specific argument is

3. Explain WHY they want it their way

4. List the OPTIONS and determine which provides a win-win solution 

1.8.3: More difficult examples 

This cross-cooperative activity provides participants with a chance to practice conflict resolution. 

Instructions

Divide all 30 participants into five groups of six people. Each group should consist of three members from each cooperative. Assign each group to each of the five scenarios shown in the Planning Books. Read the scenario description to them and instruct them to determine win-win solutions for each challenge. 

Scenario 1: 
A woman head of household delivers product which is of lower quality than what the cooperative hoped to purchase. It does not want to purchase the maize from the women, but she has been a good, supportive member, active in assembly meetings, and refusing to purchase from her will jeopardize the livelihood of her family. 

(What is the cooperative’s policy?)

Scenario 2: 
A small group of directors think that it will be wise to purchase a truck so that the cooperative can stop paying for renting transportation. 

(What is the return on investment?). 
Scenario 3: 

One group of members wants to invest in a truck to help with transportation and another group wants to invest in a tractor. The general assembly supports both sides.
(Put it up for vote.)
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Scenario 4: 

The president of the cooperative refuses to step down after serving his maximum time in office as prescribed by the cooperative bylaws and Rwandan law. 

(He is breaking the law.)
Scenario 5:

The cooperative wants its members to deliver their grain to the warehouse door. A specific group of farmers down a large hillside say it’s easier for the cooperative to pick up the bags of grain with a truck, rather than having each farmer struggle up the hill on donkey.
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Chapter 1.9: Field Assignment

OBJECTIVE 
To explain the five field assignments and designate who is responsible for accomplishing each.

WHAT TO DO
Explain the four assignments and then solicit two to three volunteers to be assigned to each assignment. Remind participants that next session will begin with a review of all of these activities.


ASSIGNMENTS


Assignment 1: Explain the benefits of belonging to our cooperative to 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 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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Chapter 2.1: Assignment Debrief

OBJECTIVE

Participants report out on how their assignments went.
ACTIVITY
Instructions

Instruct both small teams from each cooperative who performed the same activity to meet together. For example, the people from each cooperative who created promotional pieces will now form a single group. Each group then discusses the questions described below under each assignment. After each small group has had ample time to discuss, a representative from each group should report out to the rest of the group on their discussion. The people whose responsibility was to bring a contract (Assignment #5) should simply join one of the other groups. 
Instruct each group to discuss the following questions under each assignment:  

Assignment 1: Explain the benefits of belonging to our cooperative to 3 non-members

Major questions:

· How did this go?

· What questions did the non-members ask?

· Can you remember and recite the message that you created with the rest of the group?

Assignment 2: Create a promotional piece

Major questions:

· What did you plan and prepare?

· Share the product with the group.
Assignment 3: Interview a buyer
Major questions:

· Which buyer did you speak with?

· Did you collect the information you were assigned to collect?

· Hold on to the information you collected because we will need it later. 
Assignment 4: Document production history

Major questions:

· Did you collect the information you needed to collect?

· Was it difficult to find the information?

· Where did you get the information from?

· Hold on to the information you collected because we will need it later. 
Chapter 2.2: Value Chain

OBJECTIVE 

Participants are able to map their cooperative’s value chain. 
WHAT PARTICIPANTS NEED TO CREATE

· A map of the value chain their cooperative belongs to. 
MATERIALS

· Flipchart paper

· Markers of various colors

· Two sets of cards for the human value chain exercise
ACTIVITIES

2.2.1 Human Value Chain
This activity will help participants understand the many parts of the value chain and it will prepare them to map their own.

Instructions

Divide the participants into two groups. In each group, pass out all the cards which show the name of the many actors in the value chain. Everyone should receive a card. Instruct all the participants to form a line and put their hand on the shoulder of the person to whom they sell their products. Once the team has created the value chain, they should place their cards on the floor, step away from the cards, and then transfer the value chain map to their Planning Books.
                                                      [image: image13.wmf]
Fifteen actors in this value chain game should include:

1. Fertilizer salesman


2. RADA 





3. Input Salesmen

4. Farmers/Members

5. Cooperative

6. Union

7. Traders

8. Processors

9. Mill 

10. Consumers 
11. Minimax

12. Seed salesman

13. Buyer from Burundi


14. Farmers/Members

15. Farmers/Members

2.2.2. Market Map
This activity will give the cooperatives the chance to map their value chain and show volume and value at the different levels. It happens in two steps. 
Instructions

Step 1: Divide the participants into small groups and explain that each group is now going to use flipcharts and markers to create a Market Map. A Market Map is a succinct, brief, and simple overview of the different channels involved in getting a product from production to the final customer. In this diagram, we will see how product moves from Value Chain clients through various channels to the end consumer. We will create them using the ideas and value chain actors from the previous activity.
The Market Maps will track your cooperative’s bean or maize from the farmer through the cooperative to whichever buyers your cooperative currently has. While drawing the various components, be sure to draw arrows to show the direction that products flow.  

After each group has created their Market Map, the three small groups within each cooperative share their maps amongst themselves attempting to make any modifications and ultimately settle on one Market map that best reflects their cooperative’s current situation.  Participants should draw that Market Map in their Planning Books.
Example from USAID’s End Market Research Toolkit:
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Step 2: The objective of the Market Map is to highlight the full range of distribution options available to clients in the Value Chain and the relative importance (in terms of volume percentages) of the various channels. The next step is to add volume and value figures for the various channels. At the farmers’ level, note the number of members, number of hectares, and total number of MT subtracting the appropriate amount that will be kept by families for food stores. 
Example of a Market Map with volume information
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Chapter 2.3: Marketing Approach
OBJECTIVE 
Participants will understand buyer requirements and identify target markets based on a market segmentation and market analysis.
WHAT PARTICIPANTS NEED TO CREATE
· A marketing strategy
MATERIALS

· Flipchart paper

· Markers of various colors
ACTIVITIES

2.3.1 Seasonal Analysis

This first activity introduces participants to the fundamentals of supply and demand. 
Instructions 


Divide the participants into small groups of five, and have each group fill out the Seasonality Analysis for maize or beans using the template provided in their Planning Books. 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
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(
	(


Example


Each cooperative should agree on a single seasonal analysis, so after all three groups have completed theirs, the facilitators should walk them month-by-month through the calendar starting at September. 

2.3.2 Deeper Understanding of Marketing Principles

This section contains a few brainstorm questions that the facilitator should lead among the participants. The participants should write the answers to these questions in their Planning Books. 
What is a marketing approach?

Can be defined as the result of all the marketing decisions, including:

· Where and how the products will be sold

· The timing of sales

· Setting a price

· Volume to be sold

· The form of the product

· The method of delivery

· The method of exchange

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

· Simply transporting a product to a new area may increase value.

· Higher quality, sorting and grading standards.

· Minimizing costs

· Timing the point of sale with a holiday when there is large demand or a season when supply is low and prices are high.

· Improved packaging, better sacks, tied tight with zero spillage, larger or smaller quantities depending on the market’s preferences.
· Conclusion: Our primary differentiation strategy is NOT by value-added but by differentiating ourselves with quality, quantity and timing.
2.3.3 Setting Marketing Targets

This intra-cooperative activity will focus the previous activities’ strategies into creating a marketing approach. This tool is a complicated table and it should be completed in four steps and should be completed as one large group for each cooperative. The Facilitator needs to start by recreating the blank template on a large flipchart.
	1 
	2 
	3 
	4 
	5 
	6 

	Buyer 
	Quality 
	Volume 
	Price 
	Current Quantity 
	Desired Quantity 

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	# Members 
	
	
	
	2000 
	2000 

	TOTAL MT Sold 
	
	
	
	5000 MT 
	7500 MT 


Instructions

Step 1: Ask the participants to list all of its past buyers down the left side in the Buyer column #1. Then instruct them to enter the Current Quantity column #5 which will show the quantity in MT that was sold last year to each buyer. They must then also enter the current # Members and TOTAL MT Sold in column 5. This information should come from the pre-assignment. 
Step 2: List new potential buyers underneath the past buyers in column #1.
Step 3: Spend some time defining and discussing quality, volume and price as it pertains to each cooperative. Spend a couple minutes discussing each term.

Quality

Increasing quality of our products starts with what we do in the field and is affected by every step through processing, cleaning, storing, and transporting.
Questions:

· What do we consider to be high quality maize and beans?

· How do we know which is high quality and which is not?

· Which of our buyers demand higher quality?

· Which buyers accept lower quality?


Price

We don’t have a lot of control over what the market price is, but we can negotiate and we can find ways to get a higher selling price. The rules of supply and demand designate the price. We can, on the other hand, control our quality and quantity of production. 

Questions:

· What is the difference in price between selling to a wholesaler at the farm gate vs. taking it to the market?

· How do we know what the prices are?

· Do we sell higher quality maize and beans for a higher price?

· Does lower quality sell for a lower price?

· What is a low price for us?

· What do we consider a high price?


Volume
Various buyers operate at different levels of volume. Some buy massive amounts such as 100 tons; others purchase smaller amounts such as 5 tons.  

Questions:
· How much total volume do we produce?

· How much volume do our biggest and smallest buyers purchase from us?

· What is a large volume for us?

· What do we consider to be a small volume for sale?

· What are the different potential markets (Market segments) in Rwanda for cooperatives and cooperative unions?

Mini Exercise: Segment markets
Instructions: Enter the names of buyers who buy and operate at the different segments. Enter this information into the Planning Books. 
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Step 4: Fill in the quality, volume and price columns by entering H (haute), M (moyenne) and B (bas) in rows corresponding to each buyer. The facilitator for each cooperative needs to get consensus on what the group decides to be the best descriptor (H, M, or B). If there is disagreement among the group, have them discuss and try to reach agreement to avoid entering too many ranges, such as B-M, in the table.   
At this point, everything except the final column Desired % should be filled in. The final two steps are critical in helping directors set their marketing targets for next year based on the review of last year’s performance and volume and profit potentials of various buyers.
Step 5: Facilitate discussion with the group on which buyers they wish to target more in the coming year and why. Then try to create a realistic target percentage for each. Enter the Desired % sold into each corresponding box. The following questions will help with this step:
· Are there certain buyers (such as traders?) that we hope to phase out?

· Are there certain buyers that we expect to purchase more than normal levels next year?

· Are there buyers that pay the highest prices and whom we want to target?  

· Are there certain buyers that will simply not change the volume they purchase?

· When considering transportation and other costs, are there buyers from which we tend to make the most profit? 
Step 6: After filling in the Desired % for each new buyer, fill in the final two boxes: Desired # Members and Desired TOTAL MT Sold. Large cooperatives may decide that they do not need to increase membership size; they simply need to engage their current members to fulfill their production targets. Smaller cooperative may decide to launch membership drives. The TOTAL MT Sold should be a realistic goal of how much the cooperative believes it can collect and sell.

When the table is completed, the participants should copy it into their Planning Books.
	1 
	2 
	3 
	4 
	5 
	6 

	Buyer 
	Quality 
	Volume 
	Price 
	Current Quantity 
	Desired Quantity 

	Minimax 
	M 
	M 
	M 
	500 
	1125 

	Mayzori 
	M 
	M 
	M 
	500 
	1125 

	Schools/
Prisons 
	B 
	H 
	B 
	750 
	750 

	RADA 
	H 
	B 
	H 
	250 
	750 

	WFP 
	H 
	B 
	H 
	1000 
	1500 

	Traders 
	B-M 
	H 
	B-M 
	1500 
	750 

	Strategic Stores 
	H 
	M 
	H 
	500 
	1500 

	DRC 
	? 
	? 
	? 
	
	

	Burundi 
	? 
	? 
	? 
	
	

	Uganda 
	? 
	? 
	? 
	
	

	# Members 
	
	
	
	2000 
	2000 

	TOTAL MT Sold 
	
	
	
	5000 MT 
	7500 MT 


Chapter 2.4: Contracts 
OBJECTIVE 
Participants will be able to explain the dangers and advantages of contracting, as well as the importance of contract fulfillment.
WHAT PARTICIPANTS NEED TO CREATE

· List of elements of a good contract
MATERIALS

· Flipchart paper

· Markers of various colors

· A current contract
ACTIVITIES

2.4.1: When & Why to Contract Round Robin Report Out
This cross-cooperative activity will engage everyone in considering various facets of contracts. 

Instructions


Begin the session by discussing when and why to contract. Divide the participants into 6 cross-cooperative groups of five. Ask each group to review and answer all seven questions that pertain to contracts listed below and found in their Planning Books.
After they have had a chance to review the seven questions, facilitate a round robin report out. This means that the facilitator quickly asks each group what they answered for each question. Once the facilitator asks a few groups what they answered for a question, the facilitator can then ask the remaining groups if they have anything to add to what has already been said. Be sure to bounce around the room and call on groups at random.  

Questions pertaining to contracts:

1. Why do we make contracts?

· Contracts are guidelines

· They outline dos and don’ts 

· The two parties are tied together and will succeed together or fail together

· Contracts help ensure success

· Contracts help minimize traders’ ability to pressure individual farmers

· Parties entering into contracts should treat the relationship well so a long term relationship can develop 

2. When do we make them? 

· Beginning of the season? End of season? Before we even plant?

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

· Transportation. 

· Way to get inputs on credit.

4. What percentage of our total production should we try to have contracts for?

· What if most of our production is locked in contracts?

· What is we only have a small percentage in contracts?

· Have contracts with multiple buyers to spread risk.

· Perhaps having half in contracts and half for spot sale at the end of season is optimal
5. What are the benefits between getting contracts early/beginning of season vs. late in season?
6. When do we demand payment? 

· In the beginning?

· Half up front?

· At the time of delivery?

7. What is the cost of violating contracts?

· Immediate business transaction is lost

· Long term damage to our cooperative’s reputation

2.4.2: Elements of a Good Contract

This cross-cooperative activity should occur rather quickly. It simply aims to have the groups create a list of major elements of a contract. 
Instructions

Participants should remain in the same groups as the previous activity. With participants in the same groups as the previous activity, ask each group to create a list of the major elements of a contract. After all groups have had a chance to create the list, ask the first group to report out what they came up with and then ask the remaining groups if they have anything to add. The facilitator should capture this list on a flipchart. Participants enter these into their Planning Books.
Ask the question, “What are major elements of a good contract?”

· Identification du parte naïve

· Quality & Conditions

· Quantity

· Prix

· Moyen (transport)

· Paiement

· Les obligations (retard, penalte)

· Conflict (litiges)

2.4.3: Analyze Current Contract
Instructions
Each cooperative should have brought at least one contract. Instruct each cooperative to sit as a group and check to see if the contract has all of the elements noted in the previous exercise. Instruct them to answer the following questions:

· Is the contract clear?

· Do they have any lingering questions as to what their responsibilities are?

· What challenges is most likely to arise with this specific contract? 
· Is there something not in the contract that they wish was in it?
2.4.4: Areas for improvement

This intra-cooperative exercise aims to identify three ways that cooperative members think their cooperative can improve in terms of how it identifies, handles and fulfills contracts.

Instructions

Divide each cooperative into small groups of 5 and ask each group to come up with three ways that they think their cooperative can improve in terms of how it identifies, handles and fulfills contracts. Then have the three groups reassemble, report out their lists, and combine them into one list of the three. Each cooperative may need to discuss and debate the prioritization of improvements. Tick voting, as it has been explained in earlier exercises, is an option if the list is large. The goal is to end with a list of the top three ways each cooperative can improve its ability to manage contracts. Participants enter the top three into their Planning Books.
Chapter 2.5: Negotiations
OBJECTIVE 
Participants will be able to conduct quid pro quo negotiations.

WHAT PARTICIPANTS NEED TO CREATE

· List of strategies to help negotiations 
MATERIALS

· Flipchart paper

· Markers of various colors

ACTIVITIES

2.5.1 Introduction 

This lesson is aimed at enabling participants to understand the process of negotiation. Solicit answers to these first two questions:

What is negotiation? 

· The process of coming to a mutual understanding before an agreement, e.g., when trying to agree on the price of a ton of maize. 

· The discussion two or more people have to come up with an agreement 

Why are negotiations important?

· Brings fairness in business 

· Improves communication between parties 

· Strengthens relationships 

· Helps in buying of quality goods or services 

· Helps in sharing of information 

· Helps in building effective contracts

2.5.2 Scenarios / Role Play


Instructions

The Facilitators act out two negotiation scenarios. After each scenario, the participants must identify:

· What did each negotiator do well?
· What did each negotiator do poorly?

· What techniques did each negotiator use?

Scenario 1: President vs. Banker. The president of the cooperative enters a bank to seek a loan to construct small storage facility. He finds himself negotiating with the banker on three aspects: amount of loan, interest rate, and the period of repayment. The President aims to receive a one million Rwanda Franc loan at an interest rate of less than 15% for a term of five years. The banker pushes to provide a larger loan at 18% over a two year period. 
During this role play the president of the cooperative shows that he is prepared. He brings research on loans available at other banks and he has a clear strategy coming into the negotiation. The banker uses various techniques – such as quoting ‘norms’ and doubting the prowess of the cooperative to force the President to take a larger loan. While the banker tries to legitimize his points by stating things such as “the bank president would not approve of such a low rate”, the president of the cooperative also draws on higher authority by explaining that he has also been instructed by his board to seek a loan of one million and no more.

Debrief: 
· What did each negotiator do well?

· What did each negotiator do poorly?

· What techniques did each negotiator use?

Scenario 2: Farmer vs. Trader. A farmer is approached by a trader who wants to purchase the farmer’s beans. The farmer is tempted to sell the beans because he needs money now, but he realizes that he is required to sell to the cooperative. The trader is trying to make a deal on the purchase as soon as possible. During the discussion between the two, the farmer explains that he is guaranteed a better price by selling to the cooperative. The trader gets the farmer to admit that he is in dire need of money. The trader also highlights how even though his offer is lower than what the cooperative might pay, he can pay cash right now. The trader wants to sell just a little to the trader so that he can get some money now. The trader wants it all. The farmer and the trader do some negotiations on price and quantity. 

There are two possible ways to end this scenario. The farmer can either ultimately make a decision (whether it be yes or no), or the scenario can end just before the farmer makes a decision to sell or not, and then ask the audience what they think the farmer chose and why. 
This role play should demonstrate different things that were not highlighted in the previous role play. In this role play, the farmer should appear unprepared, lacking specific numbers and prices and unsure of exactly how much beans he has. The farmer should appear unprepared in answering any questions the trader has about quality and quantity of the product. The trader uses this against the farmer by assigning a low value to the beans since the farmer cannot articulate the specific grade. 

Debrief: 

· What did each negotiator do well?

· What did each negotiator do poorly?

· What techniques did each negotiator use?

2.5.3 Planning and preparing for negotiations
Based on the previous role plays and debriefs, participants now answer the question, “How can you effectively plan and prepare for negotiating?” The facilitator should collect all of their ideas on a flip chart. Participants then enter this list into their Planning Books.
Planning and preparing for negotiations

· Arrange a good place for the negotiations 

· Know what you are going to negotiate for 

· Get more information 

· Know who you will negotiate with 

· Understand your products and the production process 

· Have an objective for your negotiations

· Get all the information 

· Be prepared to make concessions 

· Have a strategy 

· Know your tasks when negotiating as a group

Chapter 2.6: Collaboration

OBJECTIVE 

Participants will be able to explain the benefits of collaborating with other cooperatives from information sharing to bulking product
WHAT PARTICIPANTS NEED TO CREATE

· A list of six specific ways that the two cooperatives participating in the workshop can collaborate together
MATERIALS

· Flipchart paper

· Markers of various colors
ACTIVITIES


2.6.1 Donkey Cooperation
The facilitator begins by instructing all participants to examine the donkey poster in the Planning Books.

Donkey conflict/cooperation image 

[image: image18.png]



Facilitator:

“What do you see in this picture?”

[Wait for responses]

 “The donkey cooperation image shows how cooperation can make work easier and successful. It also supports team spirit. Cooperation can make very difficult tasks manageable; it is the foundation on which cooperatives are formed and it is the basis on which different cooperatives can work together.”

After participants have already explained what they see in the picture, further explain that…

1. Two donkeys are tied together with a rope and each has a heap of grass to eat. 

2. Whenever the donkeys try to eat their respective heaps of grass, they pull against each other.

3. Each donkey pulls the rope to reach its feed, but in vain. 

4. The two donkeys are exhausted and settled down to think about how to eat. 

5. The two donkeys decide to share each other’s feed, starting with the first donkey’s heap. 

6. And finally they go together to the second donkey’s heap. 

This story illustrates that two cooperatives can work together to benefit each other.

2.6.2 Possible Ways of Collaboration


Instructions

Have the entire group shout out ways that cooperatives can collaborate together. Collect them on a flipchart. Group similar items together, for example, training in PHH and training in integrated pest management can both be grouped under training. Collect ideas until you create a list that resembles the following:

· Renting and purchasing inputs

· Bulking product and selling in volume
· Sharing information

· Training

· Sharing transportation

· Others?
Then divide the two cooperatives into smaller groups of five/six, ensuring that each small group has a mix of members from both cooperatives. Each small group is assigned one of the topics listed above and is asked to answer the three questions below. After each small group has had time to discuss their answers, they will report out to the entire group. The three questions each group should answer are:
· How could cooperatives work together on this topic?

· Where is the benefits or savings and how much is it?

· What is a specific action item that our two cooperatives could do to realize this benefit? 

The participants record the five to six general topics and specific action items in their Planning Books. 
Chapter 2.7: Field Assignment 
OBJECTIVE

To explain the three field assignments and designate who is responsible for accomplishing them.

WHAT PARTICIPANTS NEED TO DO


Explain the three assignments and then solicit small groups of volunteers to be assigned to each assignment. Remind participants that next session will begin with a review of all of these activities.

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 ll the recording 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 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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Chapter 3.1: Assignment Debrief
OBJECTIVE

Participants report out on how their assignments went.
ACTIVITY
Instructions

Instruct both small teams from each cooperative who performed the same activity to meet together. For example, the people from each cooperative who did the forecasting assignment form a single group. Each group then discusses the questions described below under each assignment. After each small group has had ample time to discuss, a representative from each group should report out to the rest of the group on their discussion. 

Instruct each group to discuss the following questions under each assignment:  

Assignment 1: Forecast
Questions:
· How did this go?

· Did you find all the information you were looking for?

· What challenges are you predicting based on the information you collected?
 

Assignment 2: Record Keeping Preparation

Questions:
· Did you have any difficulty finding all the records?

· Did you determine a best way to store and transport the records?

· Did the self-audit reveal anything?


Assignment 3: Draft New Contract 

Questions:
· How did this go?

· Did you have difficulty incorporating all the new ideas?

· How do you think buyers to respond to these improvements?
Chapter 3.2: Record Keeping Fundamentals
OBJECTIVE 

Participants will be able to explain the importance of keeping good records and how to store and manage them.  

MATERIALS

· Flipchart paper

· Markers of various colors
ACTIVITIES

This cross-cooperative activity aims at reminding participants of the importance of good recording keeping. It is am introductory session before the facilitator introduces the first record which will be analyzed and completed. Participants write the answers to these questions in their Planning Books. 
Activity 3.2.1: Questions
· What is financial accounting?

· What happens if you don’t keep good records?

· What are the most important records?

· Which records are mandated by Rwandan law?
· Which are the main record keeping documents all cooperatives should manage?

· Who is reposnible for maintaining and storing records?

Financial accounting is to make a regular monitoring of assets movements and register those

movements in relevant forms and books. On the other hand, financial accounting consists of

filing financial documents; it is a technical tool of assessing their contents, provide real financial

situations on the use of assets.

According to article 93 of law no 50/2007 of September 18th, 2007 governing cooperatives in

Rwanda, “the financial year of a cooperative organization shall begin on January 1st and end on

December 31st of the same year. The first financial year of a cooperative organization shall begin

from the date of its registration and shall end on December 31st of the same year.”

The article 94 stipulates the following:

“Every cooperative shall keep proper accounting books and other books for the purpose of

recording all transactions relating to its undertaking, funds, activities and property. A

cooperative shall:

1.
1° ensure that all payments are authorized and correctly made and that adequate control is maintained over its income, expenditure, assets and liabilities;

2.
2° keep accounts and records in such manner that truly reflects the financial status of the cooperative so that an internal or external auditor can have access to them at any time;

3.
3° ensure that the annual financial report are duly prepared in accordance with the provisions of Law and the cooperative constitutions”

These financial management documents can be classified into two main types: vouchers, forms

and books. Cooperative leaders and manager provide relevant information on how the

cooperative is running, making either profits or loss ... When correctly written, such management

tools will be based on, while suggesting corrective measures.
Chapter 3.3: Registre des Membres / Members Ledger
OBJECTIF: Aider les participants à comprendre l’importance et les éléments constitutifs du registre des membres  et à mieux l’utiliser

INSTRUCTIONS

- 5 groupes de 6 personnes sont constitués, chaque groupe élit le président du groupe pour diriger les discussions et un(e) secrétaire pour le rapportage et la présentation. Chaque membre du groupe donne son point de vue ou son raisonnement et un consensus est pris à la fin des échanges. 

- Chaque groupe reçoit du facilitateur l’exercice écrit, un papier flipchart et un marqueur. C’est le consensus de tous les membres du groupe qui est écrit sur le flipchart et qui est présenté aux autres participants à l’atelier.

- Les instructions et la distribution du matériel prendront 5 minutes, l’activité en groupe va durer 15 minutes et chaque groupe dispose d’environ 6 minutes pour la présentation (30 minutes) tandis que les discussions et la synthèse prennent 25 minutes. Les échanges sur l’application des leçons tirées de l’exercice vont prendre 15 minutes.

ACTIVITY: Exercice en groupe 

Le facilitateur dit: ʺLa coopérative de production de maïs INDAKUKI opérant dans le secteur de Gashora, District de Bugesera, Province de l’Est  a été créée le 01/11/2010 et était lors composée de  10 membres fondateurs qui ont donné chacun 5.000 Frw de part sociale. Sur base de ces données, proposez un modèle de registre de membres et précisez son importanceʺ
Participants enter the correct information into the ledger templates in their Planning Books. 
DEBRIEF/DISCUSSION 
Chaque groupe présente son travail et le facilitateur modère les discussions. C’est l’occasion pour ce facilitateur d’éclaircir sur le registre des membres et son utilité ou alors faire passer son message contribuant à plus de compréhension du thème abordé.

DESIRED APPLICATION

1) Le registre de membres existant est corrigé

2) Le registre de membres est mis en place (à préciser quand et par qui).

Chapter 3.4: Livre de Caisse / Cash Book 

OBJECTIF: Amener les participants à comprendre l’importance du livre de caisse et à  bien l’utiliser 

INSTRUCTIONS

- 2 joueurs (caissiers), l’un avec 1 livre de caisse non encore rempli, l’autre un simple papier.

- Chaque joueur aura besoin d’un stylo, une table avec un tiroir qui sert de caisse (contenant déjà 500.000 Frw), de l’argent pour faire les opérations. 

-On aura aussi besoin d’un carnet de reçus et d’un facturier

- Un des participants est choisi pour être un membre de la coopérative apportant sa part sociale, l’autre est l’agronome de la coopérative qui va acheter le matériel agricole (arrosoirs et brouette) pour la coopérative et le 3ème participant  achète à la coopérative les haricots. 

- Ces 3 participants jouent le scénario pour le 1er caissier et 3 autres jouent le même scénario avec le 2 ème caissier. Le facilitateur donne à chaque joueur l’exercice  écrit. 

- Le premier caissier va bien faire les enregistrements sans ratures ni surcharges, donne les reçus pour la part sociale et la production de haricots achetée, reçoit de l’agronome la facture qu’il a apportée et fait le classement de ces pièces justificatives ;  

- Le 2 ème caissier va écrire les opérations sur un simple papier sans tenir compte des rubriques du livre de caisse et les enregistre mal au lieu de faire l’entrée, il fait la sortie de fonds, il fait beaucoup de ratures et surcharges, les participants n’ont reçu ni apporté aucune pièce justificative. Ce caissier emporte chez lui, dans sa poche le papier/ le livre de caisse de la coopérative. 

- Après le jeu, le facilitateur réécrit les opérations de chaque groupe sur un flipchart ;

- Le facilitateur  donne à chaque participant 2 cartons B (bien fait) et M (mal fait) et l’invite à faire son appréciation d’un seul carton (B -bien fait ou M- mal fait). 

- Donner les instructions et distribuer le matériel en 5 minutes, chaque jeu va durer 15 minutes (au total 30 minutes),

- La réécriture des opérations et l’appréciation des jeux  se feront en 15 minutes 

- Les discussions et la synthèse prennent 30 minutes. Les échanges sur les leçons tirées de l’exercice et l’application: 10 minutes.

ACTIVITY : Jeu de rôle/scénario
Le facilitateur lit le scénario qui sera joué: ʺ Le 11/11/2010, Mukamana Josephine, membre de la coopérative de production de Haricot TERIMBERE a apporté sa part sociale de 5.000 Frw ; le même jour, l’agronome Hitayezu Jean Claude a acheté le matériel agricole (2 arrosoirs et 3 brouettes) à 175.000 Frw et le 12/11/2010,  Rukundo Paulin a payé comptant 50.000 Frw pour les 3 sacs de haricots qu’il a achetés. Passez ces écritures comme il faut.ʺ
Participants enter the correct information into the cash book templates in their Planning Books. [image: image20.wmf]
DEBRIEF/DISCUSSION

Le facilitateur modère les discussions et éclaircit les notions de documents de support/pièces justificatives (reçus, factures), de principes comptables et d’encaisse autorisée.

DESIRED APPLICATION

1) Corriger les écritures qui n’ont pas été bien faites

2) Améliorer les prochaines écritures en respectant les principes comptables

Chapter 3.5: Livre de Banque / Bank Book
OBJECTIF: Aider les participants à comprendre le livre de banque et son importance en vue de son utilisation.

INSTRUCTIONS

- 2 groupes de 7 personnes et 2 groupes de 8 personnes. Chaque groupe élit le président et un secrétaire. 

- Les groupes 1&2 vont chacun travailler sur les procédures de préparation et d’émission de chèques

- Les groupes 3&4 vont respectivement faire l’exercice en rapport avec l’écriture des opérations dans les livres de banque de BK et de BPR S.A

- On aura besoin de flipcharts et marqueurs pour visualiser les opérations des groupes et  debrief/synthèse; 1 exemple de livre de banque, 1 exemple de chèque (de BK par exemple) et ses (photo)copies,  2 exemples de bordereaux (versement et retrait).

- Les instructions et distribution du matériel: 5 minutes; les exercices en groupes vont prendre 20 minutes 

- Les opérations pour chaque groupe sont réécrites sur un flipchart et l’appréciation est  faite par les participants à travers les échanges-discussions: 30 minutes 

- Les nouvelles notions et la synthèse vont prendre 30 minutes. Les échanges sur les leçons tirées de l’exercice et l’application: 15 minutes.

ACTIVITY : Exercices en groupes
Le facilitateur présente l’exercice: ʺ La coopérative de production du maïs INDACYEMWA ayant son siège dans le secteur de Gatore, District de Kirehe possède un compte dans la Banque de Kigali et un autre dans la Banque Populaire du Rwanda S.A. Au 31/10/2010, le solde au compte BK était de 230.220 Frw et de 185.450 Frw à celui de BPR S.A. 

Le 12/11/2010, Monsieur Murenzi  Athanase a présenté pour paiement la facture de 76.000 Frw correspondant au matériel de bureau qu’il a livré à la coopérative, le 13/11/2010 un membre a présenté à la coopérative un bordereau de versement BK de 150.280 Frw comme remboursement de son crédit-engrais. Le 15/11/2010, la coopérative doit payer le loyer du mois passé équivalent à 80.000 Frw. 

La coopérative INDACYEMWA précise dans son règlement interne que tout montant supérieur à 50.000 Frw doit être payé par chèque. 

Il est demandé aux groupes 1&2 de payer la facture de Murenzi et le loyer par chèque BK, au groupe 3 d’écrire correctement les opérations faites au compte BK et au groupe 4 de passer les écritures au compte BPR S.A

Participants enter the correct information into the bank book templates in their Planning Books. [image: image21.wmf]
DEBRIEF/DISCUSSION

Les groupes présentent leur travail à tour de rôle, les participants à l’atelier donnent leur appréciation à travers les réponses aux questions relatives à la conciliation bancaire mensuelle, questions posées par le facilitateur pour visualiser l’importance du livre de banque. 

DESIRED APPLICATION

1) Corriger les écritures qui ne sont pas bien faites

2) Améliorer les prochaines écritures en respectant les principes comptables

Chapter 3.6: Livre des Debiteurs / Debtors Book
INSTRUCTIONS

· Les participants  sont constitués en 6 groupes de 5 personnes 

· Dans chaque groupe, un volontaire est proposé pour jouer un sketch. Parmi les 7 joueurs choisis, 3 jouent le rôle de membres du comité de la coopérative (Président, Vice- Président et Secrétaire),1 jouera comme Gérant de la coopérative et 3 autres sont de simples membres qui viennent contracter des crédits. 

· A tour de rôle, les joueurs ont sollicité leurs crédits au comité et les ont obtenus. Le Gérant a enregistré les débiteurs dans un certain document qu’il a trouvé dans son bureau et pas correctement.

· Après le sketch, le facilitateur demande aux participants d’aller dans leurs groupes et de corriger le Gérant.

· Le facilitateur donne à chaque groupe le matériel nécessaire (flipchart, marqueurs,…), chaque groupe élit celui qui préside les discussions et le secrétaire

· Donner les instructions et distribuer le matériel nécessaire se font en 5 minutes

· Jouer le sketch prend 15 minutes

· L’exercice en groupes prend 15 minutes; la plénière/ présentation prend 5 minutes pour chaque groupe (30 minutes pour tous les groupes). 

· Les échanges-discussions sur les leçons tirées de l’exercice et l’application: 15 minutes.

· Les notions bases de l’exercice et la synthèse vont prendre 15 minutes.

ACTIVITY : Jeu/sketch et exercice en groupes

Le facilitateur dit: ʺEn date du 17/11/2010, la coopérative DUSHYIGIKIRANE a accordé du crédit-arrosoir pour 36.000 Frw à Nkurikiyinka D’Amour qui remboursera le 16/02/2011, le même jour du 17/11/2010 le crédit-NPK a été donné à Nyiraminani Claire pour 45.000 Frw et le crédit-Rhidomil à Shyirambere Chrysostome pour 24.000 Frw. Le Gérant n’a pas enregistre toutes les informations utiles au recouvrement des crédits octroyés. Vous êtes de bons Gérants, tachez de corriger ce distrait Gérant et faites d’exacts enregistrementsʺ
Participants enter the correct information into the debtors book templates in their Planning Books. [image: image22.wmf]
DEBRIEF/DISCUSSION

Un a un, tous les groupes exposent leurs travaux et les participants donnent leurs commentaires.

Le facilitateur modère les discussions par des questions et leurs réponses orientent la synthèse vers l’importance du livre des débiteurs. 

DESIRED  APPLICATION

Le livre des débiteurs est en place et est utilisé.
Chapter 3.7: Livre des Creanciers / Creditors Book
INSTRUCTIONS

· Les participants forment 6 groupes de 5 personnes 

· Chaque groupe reçoit le matériel nécessaire (flipchart, marqueurs, questionnaire,…) et élit celui qui préside les discussions et le secrétaire

· Donner les instructions et distribuer le matériel nécessaire se font en 5 minutes

· Chaque groupe enregistre les opérations de l’exercice en 15 minutes; la plénière/ présentation prend 5 minutes pour chaque groupe (au total: 30 minutes). 

· Les échanges-discussions sur les leçons tirées de l’exercice et l’application: 20 minutes.

· Les notions de base de l’exercice, les nouvelles notions et la synthèse vont prendre 20 minutes.

ACTIVITY : Exercice en groupes

Le facilitateur dit: ʺLa coopérative UBUMWE  doit, au 19/11/2010, rembourser un montant de 54.600 Frw, constituant le principal du crédit bancaire et ses intérêts. Elle doit en outre payer, le 20/11/2010, la somme de 150.000 Frw à ses fournisseurs d’intrants et le 22/11/2010, elle doit payer 920.000 Frw aux membres pour avoir collecté et vendu leur production. Enregistrez ces opérations dans le livre approprié et dégagez son importance ʺ
Participants enter the correct information into the creditors book templates in their Planning Books. [image: image23.wmf]
DEBRIEF/DISCUSSION

Chaque groupe expose son travail et les participants donnent leurs commentaires.

Le facilitateur enrichit les discussions et les oriente vers la synthèse relative à l’importance du livre des créanciers. 

DESIRED  APPLICATION

Le livre des créanciers existe et est utilisé par la coopérative

Chapter 3.8: Livre des Produits et des Charges / Expenses & Income Book
INSTRUCTIONS

· Les participants sont divisés en 4 groupes, 2 groupes (un de 7 personnes et l’autre de 8) par coopérative. Les échanges portent sur l’identification des produits et des charges de la coopérative.

· Chaque groupe reçoit le matériel nécessaire (flipchart, marqueurs, questionnaire,…) et reçoit l’exercice écrit, le groupe élit le président des discussions et le secrétaire

· Donner les instructions et distribuer le matériel prennent environ 5 minutes

· Le travail de groupe dure 22 minutes, la présentation prend 7 minutes pour chaque groupe (28 minutes).

· Les échanges-discussions et l’application: 20 minutes.

· Les notions de base de l’exercice, les leçons tirées et la synthèse vont prendre 15 minutes

ACTIVITY: Exercices en groupes

Le facilitateur demande à chaque groupe

Premier groupe: 

ʺEnumérez les activités ayant fait l’objet de recettes de fonds dans la coopérative l’année/la saison passée et en indiquer les montants puis faites la liste des activités qui peuvent occasionner la réalisation des recettes dans la coopérativeʺ
 Deuxième groupe: 

ʺEnumérez les activités ayant fait objet de charges de la coopérative l’année/la saison passée et en indiquer les montantsʺ.

Participants enter the correct information into the expenses & income templates in their Planning Books. 
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DEBRIEF/DISCUSSION

· Chaque groupe présente aux autres participants leur travail en rapport avec sa coopérative et le facilitateur modère l’activité de comparaison des résultats des deux groupes d’une coopérative à ceux des deux autres groupes de l’autre coopérative.

· Le facilitateur en profite pour compléter par des détails sur la forme du livre des produits et son importance

DESIRED  APPLICATION

· Les produits et les charges de la coopérative sont spécifiés et enregistrés

· L’importance du livre des produits et des charges est connue par les  participants

Chapter 3.9: Livre des Productions / Input Ledger
INSTRUCTIONS

· Les participants échangent deux à deux sur les questions données par le facilitateur et se regroupent à quatre pour synthétiser les idées et ainsi de suite. Au total 2 groupes de discussion sont formés. 

ACTIVITY 

Le facilitateur pose les questions suivantes : 

· Comment la coopérative peut recenser les productions lui délivrées par les membres ?
· Quelle est l’importance de ce genre d’enregistrement, pour la coopérative et pour les membres ?
DEBRIEF/DISCUSSION

· Les 2 groupes de discussion présentent en plénière les idées collectées 

· Le facilitateur oriente les discussions vers la synthèse qui donne le format du livre des productions et parle de son importance.
· Participants enter the answers to these questions into their Planning Books.
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DESIRED  APPLICATION

Toute la production livrée à la coopérative est correctement enregistrée.

Chapter 3.10: Fiche de Stock / Warehouse Ledger
INSTRUCTIONS

· Les participants feront 2 sketches différents pour illustrer les bonnes et mauvaises techniques dans la gestion de stock 

· Le premier sketch aura comme objectif d’illustrer l’exemple d’un bon gestionnaire du magasin qui enregistre toutes les opérations et à temps

· Le deuxième groupe aura à illustrer le magasinier qui fait des erreurs dans l’enregistrement des articles du stock 

ACTIVITY : Scenario/Sketch

Le facilitateur lit l’exercice aux joueurs :
· L’un représentera le gestionnaire du stock qui enregistre de manière appropriée les opérations faites au niveau du stock (différencie les fiches selon que les articles diffèrent). A la date du 13 Nov.2010, Kalisa, un des membres, vient avec 25 Kgs de Maïs lesquels vont être mis en stock. Le lendemain Jeanne vient avec 38  Kgs de Maïs qui vont aussi être stockés par la coopérative. La même date on fait sortir du stock une brouette qui sera utilisée pour les travaux de la coopérative.

· L’autre groupe représente aussi un gestionnaire du stock qui n’enregistre pas de manière appropriée (Il enregistre différents articles sur une même page dans un registre).  A la date du 12 Nov. 2010, Habimana a collecté 284 Kgs de maïs qu’il a apporté au stock de la coopérative, le même jour Gabiro apporte 30 Kgs de maïs de sa récolte.  Le 16 Nov. 2010, on a fait sortir du stock 10 Kgs d’Urée pour utiliser dans le champ de la coopérative.

Le facilitateur invite les participants à former 4 groupes dont chacun aura 3 tableaux différents, l’un représentant une fiche de stock idéale, les deux autres qui représentent une fiche de stock qui manque  certains éléments et précise que chaque groupe est appelé  à se concentrer sur les constitutifs de ces différentes fiches pour en tirer une qui  contient toutes informations utiles pour la gestion du stock.


Participants enter the coorect information into the templates in their Planning Books. 


DEBRIEF/DISCUSSION

· Après chaque sketch, les enregistrements sont visualisés au mur pour que l’audience en fasse comparaison et des commentaires.

· Le facilitateur oriente les discussions pour qu’ils aboutissent à la synthèse relative aux éléments constitutifs de la fiche de stock et son importance.

DESIRED  APPLICATION

Les participants sont en mesure d’identifier l’importance de la fiche de stock et peuvent l’utiliser.

Chapter 3.11: Bilan / Balance Sheet
INSTRUCTIONS

· Les participants sont divisés en 4 groupes

· Chaque groupe reçoit une copie de l’exercice/questionnaire

· Le travail de groupes est fait durant 15 minutes

ACTIVITY

 En date du 31/12/2009, les éléments du patrimoine de la coopérative GOBOKA se présente de la manière suivante :

· Caisse =  35.600 Frw

· Emprunt de la banque = 1.000.000 Frw

· Immobilisations = 2.350.000 Frw

· Production en stock = 3.360.500 Frw

· Parts sociales = 5.000.000 Frw

· Créances sur les membres = 360.000 Frw

Comment se comporte l’avoir de cette coopérative ?

DEBRIEF/DISCUSSION

Chaque groupe fait la présentation en plénière pendant 5 minutes (20 minutes) et les participants discutent sur les éléments constitutifs du bilan. Le facilitateur appuie dans la structuration de ces éléments.


Participants enter the summary of these discussions into their Planning Books. 


DESIRED  APPLICATION

Les participants sont capables de faire un bilan et d’en identifier les éléments constitutifs

Chapter 3.12: Compte d’Exploitation / Income Statement
INSTRUCTIONS

· Les participants sont divisés en 4 groupes

· Chaque groupe reçoit une copie de l’exercice

· Le travail de groupes dure 15 minutes

ACTIVITY

 Au cours de l’exercice comptable 2009, la coopérative GOBOKA a réalisé les activités suivantes :

· La valeur de la production vendue =  1.397.085 Frw

· Salaires de l’agronome = 1.200.000 Frw

· Frais de transport = 65.120 Frw

· Communication = 32.800 Frw

· La main d’œuvre = 16.400 Frw

· Intérêts créditeurs (donnés par la banque) = 23.335 Frw

Etablir le résultat annuel de cette coopérative par la comparaison des charges et des produits.

Participants enter the coorect information into the templates in their Planning Books. 
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DEBRIEF/DISCUSSIONS

Chaque groupe fait la présentation en plénière pendant 5 minutes (20 minutes) et les participants discutent sur les éléments constitutifs du compte d’exploitation. Le facilitateur oriente les discussions dans la bonne structuration de ces éléments.

DESIRED  APPLICATION

Les participants sont capables de faire un compte d’exploitation et d’en identifier les éléments constitutifs

Chapter 3.13: Controle / Auditing
INSTRUCTIONS

· Les participants forment 6 groupes de 5 personnes

· Tous les groupes échangent sur les mêmes questions

· Le travail de groupe dure 15 minutes

ACTIVITY


· 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 ?

· Participants enter the coorect information into the templates in their Planning Books. 
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DEBRIEF/DISCUSSION

· Chaque groupe présente son travail pendant 5 minutes (30 minutes)

· Les participants échangent sur la finalité de chaque tâche du conseil de surveillance et sur le rôle de l’audit externe.

DESIRED  APPLICATION

· Les éléments essentiels de l’audit  fait par le conseil de surveillance sont connus

· Les participants font le ‘’self audit checklist’’ de chaque coopérative 
Chapter 3.14: Field Assignment

OBJECTIVE

To explain the two field assignments and designate who is responsible for accomplishing them.

WHAT TO DO


Explain the two assignments and then solicit two to three volunteers to be assigned to each assignment. Remind participants that next session will begin with a review of all of these activities.

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 4: Business Management Skills

Goal 
Participants identify ways to improve cooperative business operations.

Chapter 4.1: Assignment Debrief

OBJECTIVE

Participants report out on how their assignments went.
ACTIVITY
Instructions

Instruct both small teams from each cooperative who performed the same activity to meet together. For example, the people from each cooperative who did the forecasting assignment form a single group. Each group then discusses the questions described below under each assignment. After each small group has had ample time to discuss, a representative from each group should report out to the rest of the group on their discussion. 

Instruct each group to discuss the following questions under each assignment:  

Assignment 1: Self-audit checklist
Major questions:
· How did this go?
· What challenges did you have?

· What did you find that you think the cooperative really needs to improve on?

Assignment 2: Draft report to members/stakeholders
Major questions:

· Have you created the draft agenda for the next meeting?

· Did you decide to use other methods of information dissemination other than the General Assembly meeting to educate members on new topics? 

Chapter 4.2: Membership

OBJECTIVE 
Participants will identify key strategies for recruitment, retention, and communication with members.
WHAT PARTICIPANTS NEED TO CREATE

· A list 
MATERIALS

· Flipchart paper

· Blue, black and red markers. 
ACTIVITIES

4.2.1: What we do well / What we can improve
This intra-cooperative activity starts positively by identifying the things each cooperative does well to serve and manage members. It also gets participants thinking about the many aspects of member management so that they will better identify areas for improvement in the second activity.

Instructions
Divide each cooperative into small groups of five and provide each with three (3) pieces of flipchart paper and markers. Using the black marker, write one of the three headings (Recruitment, Retention and Communication) at the top of each of the three pieces. Draw a straight vertical line down the center of each of the three pieces of paper. Draw a plus sign (+) at the top of the left side. Draw a negative sign (-) at the top of the right side. 

 SHAPE  \* MERGEFORMAT 



Instruct the participants to begin on the left side of each paper by listing the things that their cooperative does well. Try to list at least three positive things on each of the three pieces of flipchart paper. After they have finished listing the positive things, then instruct each group to create a second list on the right side of the paper of things they think their cooperative can do better for each of the three topics. 

After all lists have been created, the three group within each cooperative need to reassemble and report out what they have, synthesizing and combining lists into one for each of the three topics. 

4.2.2: Voting 
This intra-cooperative activity continues from the previous.

Instructions

The members will then vote on the challenges they think are most important to be addressed. Each participant receives two (2) votes for each of the three lists (Communication, Retention, and Recruitment). They are allowed to place both votes on one topic if they think it is clearly the most critical. Do the voting for each Communication, Retention, and Recruitment one at a time. After everyone has placed the two votes (tick marks) on the flipchart, tally the votes and identify the two things for the topic that the cooperative should prioritize. Then continue to do the same on the other two. The participants record those priorities in their Planning Books. 
4.2.2: Planning 
This final intra-cooperative activity guides the cooperatives in planning steps to improve membership. 

Instructions 

The final step in this process is for each cooperative two groups and assign each group one of the two priorities. Each group must come up with a short list of steps that the cooperative must take to address those priorities. After both groups have finished, they should report back to each other (not the entire room, just the other group in their cooperative). The participants should enter these action items underneath the priorities in their Planning Books. 
Chapter 4.3: Internal Controls

OBJECTIVE 
Participants will be able to conduct a self-assessment of operational and material controls
WHAT PARTICIPANTS NEED TO CREATE

· A list 
MATERIALS

· Flipchart paper

· Markers of various colors

· Product flow images
ACTIVITIES

4.3.1: What are internal controls?
Begin with fundamental questions on internal controls.

Internal controls are things we do to monitor our organization. We must prevent and detect fraud and waste. We do this to protect our cooperative’s money, property, and the product we intend to procure from our members. 

The facilitator asks the following questions:
Can you think of some examples of why we might need internal controls?

· To keep insects from invading our stock.

· To keep our property from being stolen.

What are the two main questions we ask when putting an internal control in place?

· What do we need to do?
· Who is responsible?

While internal controls are usually create for money, materials and processes, for these exercises we will only consider internal controls for materials and processes, because fiscal controls will be examined in the section on record keeping. 

4.3.2:  Operational Internal Controls

In this intra-cooperative activity, participants create a product flow diagram to show the life of the product. They then identify stages where there are the greatest threats to the quality and/or quantity of the cooperative’s product, and they create internal controls to mitigate those risks. 
Instructions

Step 1: Product Flow Diagram


Divide the participants of each cooperative into three groups of five, and provide each small group with a flip chart and marker. Instruct them to draw images in a flowchart form showing the life and flow of the product, beginning with the seed and ending with the final sale. Be sure to provide them with additional blank pieces of paper in case they need to create additional steps in the process. Remind them to make the product flows large enough to see because they will be presenting them to other groups. 

Once all the small groups have created their own product flow diagram, the groups reconvene to compare their diagrams. Each group selects a representative to explain the steps in the product flow. The other groups are invited to provide suggestions on how to improve the maps and point out steps that may have been forgotten. Each group has an opportunity to improve their maps using the feedback from the others. After all three small groups present to their cooperative and incorporate the feedback for improvement, the large group selects the product flow map which they think best represents their cooperative. That single best product flow diagram will be used in the next activity.
Step 2: Voting on threats to quality and quantity

Now we will use the product flow diagram to identify where we have the greatest threats to product quality and quantity.

Instructions

Each participant will vote twice to show which steps in the process he/she believes offer the greatest threats to the quality and quantity of the cooperative’s product. They will vote directly on the on flipchart by placing a mark next to the step which they believe offers the most risk, the most challenges and the greatest opportunity for the quality or quantity of crop to be lessened. After everyone has voted, the facilitator identifies the two steps which are identified as the most critical. Those are the two steps from operations for which the group will create internal controls in activity 4.3.4.
4.3.3 Material Internal Controls
This activity is very different than the previous, but it will end with the same result: identifying priority areas for which internal controls should be established.

Step 1: Identify materials at risk
This is an intra-cooperative activity.

Instructions

Divide the two cooperatives in two groups. Provide each group with a marker and flipchart which is prepared with four columns: materials, theft, destruction and maintenance. Instruct the cooperative members to sit as a group and make one large list of all the materials their cooperative owns and enter the list in the materials column. The list should range from the smallest things such as a chair all the way to the largest items such as a tractor or warehouse (machines, sewing machines, tables, sign, records, etc). 
Then, in similar manner as has been done in previous activities, instruct each group to work collaboratively in assigning an H (haute), M (moyenne), or B (bas) in each of the remaining categories for all items, answering the question, “what is the level of risk?”

Participants enter the materials and H-M-B designations in the table in their Planning Books. 

Example

	Materials 
	Theft 
	Destruction 
	Lack of Maintenance 

	Chairs 
	H
	M
	B

	Records 
	H
	H
	B

	Empty sacks 
	H
	B
	B

	Tractor 
	B
	B
	B


Step 2: Voting on Highest Risks

This is an intra-cooperative activity.

Instructions

Based on the previous ranking activity, every participant now receives two votes and votes for the item or items that he/she believes poses the most risk of being stolen, destroyed or not maintained. Remind participants that this is not a question of which is most valuable, as the tractor is obviously most valuable, but rather which property of the cooperative will most likely be stolen, destroyed or unmaintained. Individuals can place both of their votes on the same item if they think it warrants them.   After everyone has voted, the facilitator identifies the two items which are identified as the most at risk. Those are the two items for which the group will create internal controls in the next activity. 

4.3.4 Creating Internal Controls
This is an intra-cooperative activity which has two main stps. 
Instructions

Step 1

Each cooperative will divide into four (4) small groups so that two (2) small groups will create internal controls for each set of threats identified.

Divide the cooperative into four groups (perhaps 3, 3, 4, and 4). Two groups will be assigned to create internal controls for the operations priorities. Two groups will be assigned to create internal controls for the materials priorities. Both groups assigned to each internal control area will develop internal controls for the same list of priorities. This will allow for sharing and synthesis later. 

Create two sets of flipcharts for all four priorities identified in the previous activity. Provide each small group with a marker two flipcharts with either the two operations or the two materials threats. Instruct them to identify things that must be done to minimize risk for their topic. 
For example, if the stage of “preparing and seeding the field” is identified as a major risk for crop quality and quantity, then the group would write “use improved variety seeds” and “increase productivity with fertilizer” on the sheet. If “empty sacks” were identified as the material that poses great risk of being stolen, then the group assigned to it would writes things such as “fold and store empty sacks in secure place.

After defining the required actions, each small group then needs to answer two critical questions that form every internal control:
· What do we need to do?

· Who is responsible for making sure it gets done?

Step 2
After all four groups finish listing and describing the internal controls for all the threats identified, they should report out to each other. The facilitator should draw out similarities and differences in how different groups addressed the threats and which controls they put in place. The groups should use the immediate feedback from the facilitator and the rest of the group to make corrections and improvements to the internal controls they have drafted. Once all four have been finalized, the participants should then enter these internal controls into their Planning Books. 

Chapter 4.4: Business Planning

OBJECTIVE 

Participants will be able to create simple business plans with ordered action items and milestones
WHAT PARTICIPANTS NEED TO CREATE

· A list 
MATERIALS

· Flipchart paper

· Markers of various colors
ACTIVITIES

4.4.1 Buyers, Members and Operations
This is an intra-cooperative activity. Participants setup flipcharts with information that was created in previous activities. They will then vote on action items in each of the three categories - buyers, members and operations – and then create an action plan for each.
Instructions
Step 1: Collect Previous Action Items

Provide both cooperatives with a piece of flip chart paper and markers. Instruct them to write on the first piece the goals of the cooperative, as established in the market targets activity, in terms of how many MT of maize and beans they hope to produce and how many members they intend to have. That flipchart is a reminder of the ultimate goal for which all of the following tasks must support. Place it on the wall. Participants also enter the figures into the box in their Planning Books. 

Example

	                                                    Goals

                                            Beans                            Maize                   
Sales of                              3,000 MT                      7,500 MT                     
                                         11,000,000  RWF         9,000,000 RWF

Target price                       ###  RWF /MT              ###  RWF /MT
# Members (target)         200 




Then instruct each cooperative to divide into three groups of five and provide each group with three pieces of flipchart paper. Instruct each group to write the terms Buyers, Members and Operations at the top of their three pieces of flipchart paper. They now need to write all of the priority action items under those corresponding categories. To do this, they will go through their Planning Book and look at the many next steps and areas for improvement that they have identified through the numerous activities that they have done in previous sessions. The table below shows where much of the information will come from. The Facilitator should also instruct participants to consider if any other critical action items need to be included in these lists, and if so, they should write them in the lists. 

Examples of sources of information:
	Buyers
	Members
	Operations

	From communications 
From PR activities
From marketing
	From communications 
From membership

From forecasting

From improving adherence to bylaws 
From solutions to challenges of roles 
	From internal controls

From forecasting

From improving adherence to bylaws 
From solutions to challenges of roles 
From improving meetings 
From collaboration 


After each small group has filled out all of the action items under each of the three categories, the three groups reassemble and the facilitator helps them to combine their nine sheets into three. The cooperative will need to discuss, combine and reclassify certain action items so that they all fit into one of the three lists.  

Examples of items on charts:

	Buyers

· Sign new contract

· Create promotional brochure

· Example

· Example

· Example

· Example


	
	Members

· Better general meetings

· Create brochure

· Give PHH Training
· Example

· Example

· Example

· Example


	
	Operations

· Get short term loan

· Improve record keeping

· Example

· Example

· Example

· Example




Step 2: Vote on priorities
The Facilitator should explain that it is impossible for the cooperative to achieve everything on this list, so we must prioritize what we’ll do first. Once the first action items are accomplished, the cooperative can move on and work on the subsequent items. 

Now explain that every participant has two votes which he/she can cast on each of the three flipcharts (for a total of six votes). Complete the voting and tallying on one topic at a time so as to simplify the voting process. In similar fashion as done in previous activities, participants now go and mark their two votes on the items which they think are the most important. After everyone has voted on their priorities, the Facilitator identifies the action items on each sheet which receive the most votes, and ranks them according to number of votes. The ranking should show the order of importance of the top six items. The participants should document the lists of action items and the ones prioritized in their Planning Books. 
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Step 3: Creating an Action Plan

The facilitator should identify the action items which received the most votes. The number of activities attempted by the cooperative in the coming year depends on the size and capacity of the cooperative. The goal in this exercise is to develop action plans for as many priorities as possible. Not only is this a good exercise in planning, but the action plans for each item will be needed in the future as items are achieved and new priorities are made. The Facilitator needs to help decide what will be most appropriate and how much the cooperative would like to plan for the coming year, but still assist them in planning the tasks for the top six activities in each group. 

Divide the cooperative into small groups of 5. Now provide each group with six (6) blank pieces of flipchart paper, one for each of the priorities for which they will create plans. Assign six actions to each group. 

Explain to the groups that when they define the action item, they must include the following pieces of information: 

· The goal - Define the goal of the action item at the top. For example, not just “deliver PHH training” but Deliver PHH training to 100 farmers before the end of January.”
· The tasks –List all the tasks that need to be done to achieve the goal

· For each task, list who will be in charge of making sure it happens, by when they must complete it, and how much it will cost, if anything.

Use the following table as a template:
	PHH Training

	
Goal: Deliver PHH training to 100 farmers before the end of January


	Tasks
	Who (1 person)
	When
	Cost

	Identify master trainer
	Jean
	November 10
	-

	Three animateurs attend TOT
	Jean
	December 15
	15,000 RWF

	Animateur 1 delivers training to village 1
	Cely
	December 30
	-

	Animateur 2 delivers training to village 2
	Canisius
	January 2
	-

	Animateur 3 delivers training to village 3
	Jospehine
	January 4
	-

	Animateurs report back to cooperative when complete
	Jean
	January 15
	-

	Agronomist visits all three villages
	Jean
	January 25
	9,000 RWF


Once the small groups have finished creating action plans for each action item, each cooperative should reassemble and the participants should report out on what they have created. They should incorporate feedback from the of the cooperatives need to reassemble in a The participants should write all the completed action item planning sheets into their Planning Books. 

Chapter 4.5: Cash Flow

OBJECTIVE 
Participants will be able to create a projected and actual cash flow statement

WHAT PARTICIPANTS NEED TO CREATE

· A cash flow diagram for their cooperative 
MATERIALS

· Flipchart paper

· Markers of various colors

· Prepare volunteers on their roles in the scenarios
ACTIVITIES

4.5.1 Role Play on Current vs. Optimal Payment 

As an introduction to cash flow, the facilitators should solicit volunteers to participate in two role plays. The facilitators must prepare the volunteer ahead of time so he/she knows the plot. These scenarios can be done with two, three, or even more characters.
In the first, the farmer deposits his product at the cooperative and then must wait many weeks to receive payment for his product. He becomes angry and considers selling his product to traders next time because, even though the price is lower, at least he receives his money quicker.

In the second, the farmer receives payment for his product as soon as he delivers it to the cooperative. The farmer returns home gloating to his friends the benefits of belonging to the cooperative.
During the debriefing of these role plays, the facilitators should ask what they participants saw and how does this affect their work. Highlight that providing spot payment requires that the cooperative to have cash reserves and good control over cash flow. We will now take a look at what are cash flow needs are.
4.5.2 Create a Cash Flow Diagram

This activity aims to help the cooperative map out cash flow throughout the year. It begins by introducing them to the main components of the diagram and then has them recreate the diagram as it pertains to their cooperative. 

Instructions

Step 1: What are our costs?

Ask each cooperative to calculate the monthly operational costs for the manager, other employees, facilities, electricity etc. This calculation does not include additional costs incurred when purchasing product from farmers. The participants should note this total in their Planning Books. 
After they have calculated the operational costs, ask each cooperative how much it tries to save for additional emergency expenses. This amount may range from 5%-10% of operational costs. This amount should also be noted in the Planning Book.

Next ask the cooperative how much it expects to pay for the first season and second season product from farmers. Then ask if there are any other major expenses throughout the year, such as purchasing seeds and fertilizer. Participants should note all of these expenses in their Planning Books.

As many cooperative receive the inputs on credit, inputs are not accounted for in this exercise. If the cooperative does front money on agricultural inputs such as seeds and fertilizer, then their chart should reflect it. 

Step 2: When are our costs?

The next step is to plot the expenses calculated in the previous step on a graph so we can see the expenses throughout the year.

Introduce participants to the following graph which is in their Planning Books. Explain that the months are along the top and the RWF amounts are along the left side. Also explain the other four rectangles (operational costs, emergency fund, season 1 and season B). 
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Instruct participants to divide into groups of three. Provide each group with a flipchart and marker. Instruct them to recreate the annual cash flow graph for their cooperative, using the figures they calculated in the first step and using the template in their Planning Book as a guide. 
Example

[image: image31.png]S O N D J F M A M J J

1,330,000 RWF

1,080,000 RWF

L
2
m;
L
% 8
g3
s o
=]
58
&g

@
2
©

<
54
=

&

330,000 RWF

Emergency fund (10%)

300,000 RWF

Operational costs (300,000/mon





Once the groups of three have completed making their graphs, they should reassemble into larger groups of fifteen and each of the five smaller groups should display their graph to the group. The participants should note similarities and differences among them. The Treasurer should, in the end, identify the graph that best resembles the cooperative’s annual cash flow needs. 

Step 3: What are our cash flow needs?

Now refer to the additional boxes to the right of the graph, and ask each cooperative’s treasurer to estimate where on the graph they think their cooperative is based on their ability to cover monthly expenses. Then provide the following information as feedback:

· If a cooperative cannot cover its monthly operating expenses, it will go out of business.

· If a cooperative can cover the operating expenses but has no additional funding for emergency expenses, then it is at risk.

· If the cooperative can cover the fixed expenses but is struggling with cash flow to cover large purchases of product from members, then the cooperative is viable but need to find solutions to cash flow to make members happy.

· If the ccoprative has enough money to cover all expenses throughout the year, it is doing ery well.

[image: image32.png]S O N D J F M A M J J

1,330,000 RWF

1,080,000 RWF

L
2
m;
L
% 8
g3
s o
=]
58
&g

@
2
©

<
54
=

&

330,000 RWF

Emergency fund (10%)

300,000 RWF

Operational costs (300,000/mon




[image: image33.png]ol





As part of the debrief, the group should place on the wall the graph that the Treasurer identified in the previous step. Then ask the following questions:
· What is the total annual fixed operating expense? (3,960,000 RWF in the example above)
· What are our total annual expenses? (5,710,000 RWF in the example above)
· Do we have that much money in the bank?

· When are the critical times when we need additional cash?

· Approximately how much extra money do we need?

· How can we raise that extra money? (Savings or loans).

· How much can we feasibly try to save per month throughout the year?

· Will we need to access credit to fulfill our needs?
Chapter 4.6: Credit

OBJECTIVE 
Participants will be able to articulate a strategy for savings and loans and explain the dangers and advantages of credit, as well as which types of loans are appropriate for helping the cooperative manage cash flow. 
ACTIVITIES

PHHS Financial Advisor Alice Kwizera will join the session to discuss with the cooperatives how to earn and manage credit responsibly for both short-term cash flow and long-term investment needs. She will be accompanied, when available, by a representative from a financial institution.

The major topics to be covered include:


What loan products are appropriate and available for cooperatives?


How does the cooperative apply for the loan?


Are the components of a loan contract (payment, interest rates)?

What are the dangers of using credit?

Chapter 4.7: Field Assignment 

OBJECTIVE

To explain the four field assignments and designate who is responsible for accomplishing them.

WHAT TO DO


Explain the four assignments and then solicit two to three volunteers to be assigned to each assignment. Remind participants that next session will begin with a review of all of these activities.

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 ample templates to continue working on this.                   

                               [image: image34.wmf]
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…
· What do we need to do?

· Who is responsible for making sure it gets done?

…for the remaining priority internal controls identified in section 4.3.

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. 
Appendices

Appendix 1: Tennis Ball Challenge

Equipment:

· One key ring 

· Small ropes or string wrapped around key ring so every participant at the table can hold a rope 
in each hand

· One tennis ball 

· Bucket or an alternate obstacle

Ideal group size: Small groups of 5-6

Time: ~10-15 minutes (including set up)
Set-up and instruction: 

Tie the pieces of rope to the key ring. Use the diagram below to set up the exercise, with one rope for each participant. The yarn should be spread out in a circular formation. 

Place the tennis ball so it fits into the ring and set it on a table or platform. 

Instruct the participants to pick up an end of rope and pull it tight so the yarn is stretched and the ball is still in the ring. They must then attempt to move the ball over to a bucket or another obstacle, such as on top of a paper cup. 

Facilitator notes: 

For a greater challenge, this activity can be done over several obstacles. 

Afterwards, consider the following questions for de-brief:

· What was challenging about this activity? What did you enjoy most?

· Communication is key for this exercise. What was most effective with the group’s 
communication? Least effective? 

· Discuss how you coordinated this activity. Was there a leader?

· How were decisions made during this exercise? [image: image35.jpg]Step 2
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Appendix 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
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NOTE:


The pre-assignment for this first session must have been assigned in advance oif attendees showing up at the first workshop. 


Pre-assignment: ALL PARTICIPANTS MUST READ THEIR COOPERATIVES BYLAWS





Rules


1. Participate


2. Arrive on-time


3. Respect


4. Bring your Planning Book





Sections identified  by groups





List provided by facilitator





     +             -
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