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Preface

This training package is one of a number of training packages designed
by the ILO-MATCOM Project to assist people who plan or carry out train-
ing for the managerial staff of agricultural co-operatives in develop-

1ng countries.

The training provided under this training package, as well as under the

other packages in this series, is based on a thorough analysis of:

(1) the tasks and functions to be performed in agricultural co-opera-

tive socleties in developing countries;

(11) the common problems and constraints facing the effective perform-

ance of these tasks and functions.

The result of this analysis 1s reflected in the MATCOM "Curriculum
Guide for Agricultural Co-operative Management Training". The Guide
contains syllabuses for 24 management subjects and MATCOM has produced

training packages, similar to this manual, for the following subjects:

= Collecting and Receiving Agricultural Produce
= Transport Management

= Storage Management

= Marketing of Agricultural Produce
= Supply Management

= Rural Savings and Credit Schemes
- Staff Management

- Work Planning

= Financial Management

- Cost Accounting and Control

= Risk Management

- Project Preparation and Appraisal
S Export Marketing

= Management of Larger Agricultural Co-operatives

For more information on the above training material, please write to:

The MATCOM Project

c/o CO-OP Branch
International Labour Office
CH 1211 Geneva 22
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% THE TRAINING PROGRAMME

1. The Target Group

b

This tralning programme 1s designed to assist 1n the training of
anyone who has responsibility for cost accounting and control 1n
agricultural co-operative societies. This may ianclude co-operative
advisers and auditors, managers, asslstant managers, accountants

and other staff who are involved in this activity.

2. Aim
The 2im of the programme 1s to enable tralnees to design, operate

\J and make effective use of simple cost accounting systems.
In particular, the course should improve trainees' abilities:

- to wdentify the relationships between costs and the volume of

activity;

- [0 assess the variability of costs from past performance, and to

prepare estimates of future performance;

- o distinmguish between direct costs and "overheads",

— to select appropriate methods of allocating overhead costs to
differeat acrivities;

— [0 fetermine appropriate cost centres within their co-operative
.~ Ssocieties, and to 1dentify the appropriate ways of measuring
. Pareemyte w0

— £o @esiza aad operate systems for collecting the data necessary

for 2 cost accounting system;

- ©@ <istisguish between changes 1n costs which are caused by

- wol fficiency and by price and to suggest appropriate rem-

-

=0 Decessary;

LB S
= o ig@eacify marginal costs, and to take appropriate decisions

- e

e -
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- to determine standard costs;

- to identify the causes of variances from standard costs, and to

suggest appropriate changes when necessary;

- to determine the extent to which variances are caused by devia-

tions in use or in cost;

- to adopt appropriate strategies for cost reduction, and to

avoid inefficient approaches to the problem of excess costs.

Use

The course as described in this manual can be used for a special-
ised course on cost accounting. The complete programme, or indi-
vidual sessions or parts of sessions, can also be incorporated in
the curriculum for a more comprehensive management training pro-

gramme,

Duration

The complete programme, as described in this manual, consists of
15 sessions. Session times vary from 1 to 2% hours. The total

programme will take between 28 - 32 hours, or 5 - 6 days, depend-

ing on the qualifications and experience of the trainees and the
hours worked each day. The time may well be exceeded, and each
instructor must decide on the likely duration in view of local

conditions.

Training Approach and Methods

The programme is based on the assumptions that training is expen-
sive and that money for co-operative management training is
scarce. Therefore, it looks upon training as an investment, and
unless the training yields results, the return on the money in-

vested in it will be nil.

On their return from the training programme, the trainees should

be able to show concrete results of improved management. In order

to prepare and equip the trainee to achieve this, the programme
has adopted a highly active learning approach through the use of

"participative" learning methods.
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Trainees will not learn about Cost Accounting in a general and
passive way. Their day-to-day management problems have, as much
as possible, been translated into realistic case studies and other
problem-solving exercises. Trainees (working in groups and on
their own) will learn by solving these problems with the necessary
assistance and guidance from the trainer, who will act more as a

“facilitator" of learning than as lecturer.

Every trainee has some ideas and suggestions from which the others
can learn. This material is intended to allow and encourage every
trainee to contribute as much as possible from his own insights
and experience, so that all will go away with the accumulated

knowledge that each brought to the programme.

This sort of shared learning is, in fact, almost always more im-
portant than the knowled_ge that you, the instructor, or the mate-
rial itself, can contribute. You should treat each trainee as a
source of 1deas and suggestions which are at least as valuable as
your own, and the material is designed to help you draw out, or

"elicit™, these contributions.

The duilt-ia "action commitment" at the eand of the programme will
Eiwe =ach trailnee the opportunity of using the knowledge and ex-
pertise of his colleagues in the training programme in order to
fisd a coacrete and acceptable solution to a specific cost problem
Be s faced with - a solution to which the trainee will commit

Bimself for 1mplementation.

Strecture

—_—

The W—e 1s divided into five TOPICS and each topic 1is
Cowered By 2 number of SESSIONS (see the table of contents on page
x).

The followiag material is provided for each session:

= @ sessiom guide for the trainer (yellow pages), giving the ob-

— Jective of the session, an estimate of the time needed and a

o v % ; 3 . . 2
compreteasive ®"plan™ for the sesslon, 1ncluding instructions on

-

L.

-

Bow to comduct the session;

I



- handouts (white pages) of all case studies, forms, etc., to be

reproduced for distribution to the trainees.

Adapting the Material

Before "using'" the programme in a real training situation, it will
g prog g s

probably be necessary to adapt it. This can be done as follows:

Read through the material and decide whether:

~ the programme can be run as it is;
- only certain topics or sessions should be used;

- mnew topics and sessions should be added.

Your decision will depend on the training needs of your trainees

and the means you have at your disposal.

Carefully read through the sessions you have decided to use.
Check the subject matter in both the session guides and the hand-
outs. Modify them to include local currencies, names, crops and
so on. Such adaptation will help trainees identify themselves
more easily with the people and the situations described in the
handouts and will increase the impact and effectiveness of the

training programme.

Do not feel that this manual is like a book which contains the
only answers. It is merely a collection of suggestions and ideas,
which you must adapt, modify, use or reject as you think fit. The
best evidence that you are using it properly will be the amount of
changes, additions and amendments you have yourself written into

this copy.

Preparing the Handouts and other Learning Aids

Handouts constitute an important part of the training material
used in the programme. They can be reproduced from the original
handouts supplied in the ringbinder, after the necessary adapta-
tion has been made. Reproduction may be done using whatever
method is available: stencil, offset printing, photocopy, or car-

bon copies or handwritten copies if no other method is available.
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The only item of training equipment which is absolutely essential

is the chalkboard.

Some suggestions for visual aids are given in the session guides.
If flipcharts or overhead projectors are available, you should
prepare these aids in advance. If they are not available you can

still use the chalkboard.
The Pre-course Questionnaire should be sent to the trainees in ad-
vance. Trainees should be asked to complete it and hand it in at

the beginning of the training programme.

Preparing Yourself

Some trainers may feel that material of this sort means that they
need only spend a few minutes preparing for each session. This is

not the case.

You should go through the following steps before conducting any

course which is based wholly or in part on this material:

I. BRead it carefully; be sure you understand the content, and
that you can envisage what is intended to happen in the

classroom.

2. Work through all the calculations; be sure that you under-
stand cthem completely and try to predict the errors that
Erainsees are likely to make, and the different answers which

®may Dot be wrong, but which will be worth following up.

3. Work through the case studies yourself, and try to predict
211 the possible analyses and answers which trainees may come

=p with.

&. Look wp 20d write down on the material itself, as many local

ezamples as you can to illustrate the points that are raised.

W flsa the whole session very carefully; try to predict ap-
proximately how many minutes each section of the session is
iikely to take, and make the appropriate modifications to fit

~ imto the time that you have available. Do not take the sug-
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10. Conducting the Programme

While using the material, you should try to observe the following

guidelines:

1.

Arrange the seating so that every trainee can see the faces
of as many as possible of the others; do not put them in

rows so that the only face they can see is your own.

Be sure that the session 1is clearly structured in the
trainees' minds; outline the structure at the beginning,
follow it or say that you are diverging from it, and sum-

marise what has happened at the end.

Bear all the learning points in mind, and do not forget the

job-oriented objectives of the session.

Be flexible, do not follow the material slavishly and be pre-
pared to change the approach, depending on what trainees,

themselves, suggest.

Avoid, whenever possible, telling the trainees anything; 1in
a successful session all the points will have been elicited

from them by skillful questioning.

If you fail to elicit a particular answer from the trainees,
it is your fault not theirs. Persist, by asking the same
question in different ways, by hinting and so on, and only

make the point yourself if all else has failed.

Use silence as a weapon; 1if nobody answers a question, be
prepared to wait for 20 or 30 seconds in order to embarass

somebody into making an attempt.

Avoid talking yourself. Trainees' discussion and suggestions
should occupy around three quarters of the total time; ask,
listen and guide rather than talk. (The more you yourself
talk, the more you are revealing your own insecurity and ig-
norance of the subject, in that you are not willing to risk

questions or comments with which you cannot deal.)

Never ridicule a trainee's answer or suggestion; there 1is
bound to be some merit in it somewhere, and the very fact

that he or she has put forward a suggestion 1s commendable.
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10. If you cannot answer a trainee's question, or comment on a
suggestion, (or even if you can) ask another trainee to
answer or make a comment. You are the facilitator, not the

source of knowledge.

11. Write trainees' own words on the chalkboard whenever pos=
sible; do not follow the words in the material, even if they

are more precise.

12. Be prepared to act as "Devil's Advocate" by supporting the
opposite view to that held by the majority of participants,
there are usually no right or wrong answers to management
questions, and trainees must see and understand both sides of

every issue.

13. 1f trainees appear to be following a quite differeant track
from that suggested in the material, do not dismiss this out

of hand; it may be as useful or more so.

14. Cz11 on the silent and, if necessary, silence those who talk

too much.

15. Be sure that everybody understands what is going on; do not
2llow the discussion to be taken over by the few who under-

stand.

16. Be dynamic, lively and active. Move around, walk up and down
the classroom, and generally keep everyone alert by your phy-

sical activity.

After the Course

®oce dows each trainee's action commitment. Be sure to contact
ewery fraimsee, in person or at least by letter, about six months
2fter the =nd of the course to find out how they have managed to
apply what they have learned, and how well they are implementing
their sction commitments. If they failed, it is not they who were
@ faslt, but the course. Either the training was ineffective,
the traimees were poorly selected or you failed to recognise pro-
Slems which might prevent them from applying what they learned.



