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A MULTI-MEDIA APPROACH =

. TO AGRIBUSINESS MANAGEMENT EDUCATION* -

The educational process is’ often viewed as being primarily concerned
‘with creating changes in the skill of the 1earner and/or in the specific "
knowledge that the learner has about something Such a viewpoint in

,the bu31ness management area, however, is grossly inadequate especially .

-l:’in adult education as other interests and concerns are. also of con31derab1e
importance._ For example, there is often the need to create.Ai"x /’

. /-

-—changes in attitudes, feelings,'and/or beliefs'fr
mle'changes in,the awarenesscof»oneself, in.the way ‘one views,
his behavior° and

S- changes in one 'S motivation to perform, one 's desire to

act differently.

- Current Business Management Education'Approaches:

v Because of the complexities of the educational process, educators have

. 1ong recognized the short—comings of the traditional lecture method ‘as

,an effective teaching technique for business management. The lecture method;_;;,',

- . ’

fwhile being useful for specific purposes, as giving facts, does not gener—- )

,ally obtain active 1earner involvement and participation._ In business

'management education, participation and involvement are necessary ingredients':rvfi”*

N for effective education. _
" In an educational experience learners are most 1ikely to relate their
- - . . il -
lhnrn(ug nxporivnces to their 1ob when they aie excited and interested

! e . ST
Y

thatlis," when the learners are involved.f Under such an environment, they

_,* Contributed paper presented at the annual meeting of the American Agri—

‘cultural Economics Association, August 10- 13 1975 Ohio. State Univer31ty, :

-Columbus, . Ohio. MR
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/“kare partic1pat1ng in the educational process. The key to learner inter—_

rest and 1nvolvement is ‘one's active, not passive, participation With

actiVe participation learners state their attitudes and actions as well as

4

their reasons fOr these decisions. It is only in this,participative en-’ -

_vironment that 1earners can be helped to see their current habits and

. , . o
Tattitudes‘and“to do something about‘them.f For theSe'reasonS-business man- -

‘-‘agement educators have long searched for attempted to create, and used

a

dynamic techniques for management education.

This activity ‘over the years has led\to the development and ‘use- of

,

such business management teaching techniques as- the case method the inf

baSket'exercise,'the action maze,,and the business management game.ﬂ In .~

‘ education today, the case’ method and the business management game seem to

- ’
T

_ have the-most universal use. Each of these techniques, however, generally

[
\

‘relies almost entirely upon the printed media as the basic information '
and‘data source for the’ participants.‘ In many instances these technidues _%I
do not-use thebaudio(and visual media to- provide management information"»
input; Furthermore with the exception of the in—basket exercise, the
v‘information’and datalarermost often presentedvin a‘somewhatvunnatural"

o

uaccumulated format;
'This creates a situation that is substantially different from the-
‘;real-busineSSnenvironment whereby'business managers must'often accumulate
,their own decision information needs from a variety of different data
'sources Because of these~1imitations and others which exist with most ;dh
currently‘used business management educational techniques management edu—”r

'cators are continually experimenting with technique adaptations that dup—

‘,licate as. realistically as possible the actual decision environment that



"1confronts-theybusinessfmanager‘of today This paper reports on‘the de--
_velopment.of suchfa technique.r It is an approach which utilizes a variety »

4-of media as the basic vehicle sources for data and informational input.‘

N

\»A‘MultiéMediapApproach:‘ u;'.?‘: ':‘; 1'3ff"

- After the training.objectives:offthefeducational program have been

,established,,the*multi;mediabapproachvto agribusinessfmanagement education. -

P

\ -

v‘focuses"bponr
. flwilIdentifyingvthe;key management'decisionlareaszin agriQ.b.
. business firms that provide an educational opportunity la
for meaningful transfer to the training participants.
hld2. Identifying the type and ‘source of significant informa-
"1_tional input that business managers use in their decisions'g
at the identified key decision areas.’<‘l¥ﬁii[t';>'g ')_ fh“:.h'
,3{ Duplicating these informational input sources as realis—’ | -
f tically as. possible being sure to utilize the same data

.source and media type that business managers rely upon

1
-y .

- ;for their data 1nput.: - :_ "‘d,\1
,4;"Packaging the training activity into a meaningfulxin—'

.""vqlvement—participative educational,exercise-for:the

., learmers. - - S

‘Key Management Decision Areas ' The multi—media approach goes to. consider—;x'

. able length to as realistically as’ possible duplicate the business manager Ai'

'fdec1sion environment. This complex process necessarily involves a detailed

e [
U

‘in-depth study and analysis of each specific management decision area.

ﬂthat is to be used_in,an-educatlonal program. “For this reason the approach L

R

o



seems most adaptable to educational programs where the training objective g”'-

~

f"involves taking a look at specific decis1on areas within the total busi—

s

{decision areas where training might be useful, either for college stu—-

Vci81on, the packaging decision, the procurement decision, ‘the manufacturing o

_ ness management,complex : For example, ‘some key business firm management

’dents or for current business managers, would include the new product de- : ;;

‘ process dec131on, the phys1cal distribution decision, the pricing decision,

o

the advertlsing decision, etc., Multi~media educational modules can be
made for each of the identified key decision points., S

By combining several of the multi—media educational modules together

7'one*cou1d,-of'course, develop an‘effective training vehicle'for a'major

'businessvmanagement’functional area. An example would involve an extensive

'marketlng management educational activity that ‘had training modules 1n the .

, major marketlng dec1sion areas of new products, packaging, branding, pric-'
' 1ng, physical dlstribution, advertising, personal selling, and sales pro-'

.motlon Situations also exist where the success of a bu31ness dec1sion

’

is dependent upon decisions made by other business managers ‘located farther‘*"'
) , , N

‘along in the marketing channel That is, the success of food manufacturer o

..dec1sions are often greatly influenced by the decisions that are made at B

a total'educational_program.

4 the,food,wholesalerrretailer_level,; Under such circumstances educational“‘

modules of each keyndecision makerrcan be developed .and integratedfinto'

'Identification of Major Decision Inputs‘x When-thebmanagement”deciSionY'

\

3area or areas to be used in the training program have been selected the

BN

o second step involves an identification of the maJor decision informatlonal

and data SOurces that business managers use in the actual decision process;ff"“'

' This\requires“the educator to interview and'observe:business managers in,



)their job environment; Of importance here is not only the type of data

and 1nformation utilized in the decision but also the source and access—t

o

'?Vlbillty of the data. Eor.example, MOst businESS-management‘trainingﬁrelies"
lheavily-on the~printednmedia»as the\baSicbinformationrsourceu In reality,
,however, 31gnificant informational input to key decision areas often
'h'originates from‘audio (telephone) and audio~visua1 (meetings, salesmen s :
'dpresentations, etc-) sources both with intra and inter—company“personnel
'D;This step of the multi—media process, identification of ‘the major decision L\
(inputs, is dne\of the most important keys to the development of a. realistic, f:d
dynamic; and profitable management training act1v1ty Bas1cally, it 1sT‘

thls step that differentiates the multi-media approach from those business

management educatlonal techniques that are more universally used

A

Duplication of Major Decision Inputs. Duplication of the informational

‘.

’input by source of its origination, 1s primarily a technical aspect of the -

‘ program development. As such it can also be a rather costly process unless ’

;approprlate plans are followed The realistic duplication of these input

N

!materials, by media source will relatively easily follow the extensive

- and accurate identification of the major data inputs that are utilized
The_use\of»experienced,.innovative audioavisualfpersonnelrin this.stage‘
iot'the'program:éan.grcatlyrfacilitate theidevelopmentjof}realisticvand T

" meaningful decision'inputfmaterials; L

Sy

'":Packaging the Training Activity Afterfrealistic input‘materials'have‘
‘rbegnwdeveloped the educational program must still be packaged in an_f
' integrated'formatforfeffective education‘”_Obviously;'the extent to :‘f
u. which\integration}is required:iS'partly_dependent‘upon ghe.pumbépiéff

" ¢ ) . i



vfmanagement decision modules that are to be used in the overall training

,actlvity Even if only one key management decision area, ‘one’ module, is

-to be used however considerable program integrative and packaging effort
A / ‘ : , \f

: is required

A procurement decision for example is not made within a vacuum of .

'fjJust the available alternatives but rather with extensive background know- »

'1edge of the firm, its markets, its supplier markets, decisions at other
;vstages of the production—marketing sequence, etc. - Consequently, relevant
background information regarding these factors must ‘be’ provided It is
,appropriate that thlskbackground material be supplied primarily, if not..

o
vsolely, by the pr1nted media. The multi-media use is vital for only ;

those informational sources over which the simulated decision manager has -

A control and which provide direct input into the dec131on being made.‘

‘tThe Multi—Media Approach——An Exa;ple'

Perhaps the multi—media approach to agribusiness management can be

!
’

best explained and understood within the context of a management educa—
" t10na1 program that has ‘been designed and 1mp1emented 'One important

‘ management dec131on area in the food 1ndustry 1nvolves the decision by

'food distribution center-wholesaler buyers to accept or reject new- products;[g .

that are belng introduced 1nto the market by food manufacturers-processors.t'

/ . . . N

:Thls is obviously a key decision area for both the food manufacturer—

L

".processor, and the food wholesaler-retailer as well as possibly the farmer N

’and consumer.\

: The product manufacturer has already utilized substantial resources gf:

R

'.to br1ng the new. product onto the market. .Thisfis,true even‘if’the'item



. J

is'only a slight;product'modification,'a neW'container type or siZe,‘etc.“
. ) .

A return on these resources by the firm can be realized only if a suffic1ent
distribution level is achieved in the marketplace. Furthermore, thisﬁdis4\1

tribution level is largely controlled by the food distribution center

‘

fg wholesaler and food retailer. o v" "-‘ . ‘.r_y"’ii'

_ — J

- .The food distribution'center andvretailer“at the‘same time“have“cOn; a

31derable to galn or lose depending upon the appropriateness of its |
\

) decision regarding new products., Dec1sions to accept products that prove
to be failures are quite costly in terms of time, space distribution etc. g

While to reJect (even for a short period) products that- become successes‘
can result in'subStantial lost sales and*profits. Of COurse,'consumers

4

also have a considerable stake in the agribusiness management decision

N~ \

process at thls point within the overall food distribution~marketing system

)

For these reasons the dec1sion process at the food distribution cen—,"ﬁ

ter (food wholesaler) buying level is a key agribu51ness deci31on‘area.i'f%
The management deci31on at this point has a significant impact and in-
fluence upon many firms'within ‘the food industry Therefore an under—

tanding of how dec1sions are made at this decision area should provide o
. r . \ S .
a meaningful educational process for many agribusiness management person— .

5, v
: nel including supermarket owners and managers marketing-brand managers

of food processing—manufacturing firms, and salesmen of these firms as
well as’ marketing Support staff : In additi n, effective training of dis- f X

P

tribution center buyers should have a hlgh educational payoff -as’ an‘

increase in the number of correct distribution center buying decisions -

are made.;ﬁ e P

.



Identified Major Decision Inputs: The méjor factofs'qonsidered ih Ehe

- food distriButiOn‘center decision to buy 6r7f¢ject new prodﬁéfs were de-
termined by ihfefviewing'aﬁd 6bserving ovér-lbb buyers in some éS food
disttibutidn centers in the United States. fhe:decision inputs were
classified ihto three m;jof catego;ies: 'printed, aﬁdio,_or aﬁdio«visuél,
depending upon their prime media source.

‘Significant printed fesources utili?ed iﬁ the distribution-center.

’ buyiﬁg deéision ?néluded‘manufact;rer'Salés'bréchurés,.managemént memos;
Vlettefs, st@ck étatus reports,-and‘Selliﬁg Areé—Markétihg Iné;‘iSAMI)
reports. .Aﬁdio‘inpUFfdbserved to be of importance tp'tﬁé>buy1ng deqisioﬁ |
was in the form of telephone conversatioﬁs with eithér intra or inter-
companyipersohnelﬂ For.example; iﬁportant intra—combany coﬁversations
originatedffrqm such séﬁrcgs as'heaa buyeré, géneréllmanagers, wareﬁbuse
superiﬁteﬁdents,/metéhandising managers,band advertising managéfs. Méjdr
inter—firm éourcés that provided_audio‘decision inﬁﬁt included salesmeﬁ
.of foodfménﬁfaqturers—prbceésors and food broker personnel.

| Iheithird majbr mediayéoﬁrce in&dlved’audio-Viéual communication con-

_téétgxincluding meetings, confereﬁces,'énd personal conversations. The
food\saleéﬁaﬁ4wéfehouse bﬁyef meeting ‘and fhg\uée of distribution center
buying,committées Wereithg priﬁébaudiofviéualvcohtacts; Also, face;éo

- face discuéSionsvamSng buyers.and between buyers aﬁd other aistribution

‘center personnel were important as a source of audio-visual decision inpuf.

‘Preparation of Multi-Media Inputs: The case method format was the basic
educational technique utilized for the preparétion of the,mﬁlti-media
- decision irnput materials: - Cooperating distribution center firms permitted

I
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T

[N .

the audio—visual taping of a variety of‘salesmen—buyer presentations;\buy-
1ng commlttees, and other 1mportant meeting situations. Printed/material

used 4in the various new product decisions was\obtained and reproduced in

its original state. In addition, the tape recorder waS\used as_the instru-A

‘ment to simulate teléphome calls that buyers receive relative to the new

- product decision;‘['

The preparation of- the multi—media inputs was based upon using the
actual information sources that buyers utilized in the actual decision. .

ThlS seems to. be the preferred method rather than attempting to simulate :

‘ the decision input‘materials Also, it is likely to- provide the most real—

' istic,decision_environment in the classroom and be less time consuming_and '

 less costly. The necessary ingredient here, of course, is one or mdre

. agribusiness firms that will providepthe‘educator with_theqnecessary‘oppor—

VfPackaging thewTraining Program:' The deVeloped“decision inputrresources

\ tunity to tape'the audio-visual situations and_tolmake-available the printed

'utilized\included (a) a mailboxgcontaining inputs both relevant (management

materials that are used in the decision process.

;

~

were’packagedfto»reSemble as closely as possible the materials that are avail-

able to‘distribution,center buyers in“the real world. 'The major input:areasii’

.\ !

communications; Ietters, etc.) and nonrelevant-to’thefdecision,f(b) a buyer

~ resource file w1th such basic firm data sources as’ stock. status reports and‘

4

. SAMI reports, (c) salesperson—buyer presentations whereby participants in
» the.educational program could view the actual‘salesperson presentation and-

- any other audio—visual inputs that might be of significance, and (d)

S

telephone calls that provided additional audio input to the buyer regarding'

.the‘new product decision. In_addltion, supplemental.background;information“

[ e



,was providedrin printed form-to each programﬁparticipant prior to thef
vtraining'session. This: included data on the firm, its market, the compe--
titive situatlon, etc." ) |

| iThe program package also_involved.the organiaation of'teams_repreSent—vﬂx
'ing\firmslin the same market that are competing against one‘another for>
- market share.f Participants in the training activity are required to make'
N both individual and management team decisions. Indiv1dua1 buying decisions
are followed by firm decisions Whereby all buyers fromfthe same\team par+'
iticipater‘[This‘firm decision»repreSents a'food'distribution.center buy—-
ing'committee. ‘Team'scores“are based upon both-the‘decision (to.buy,
not“buy,;defer action,‘etc.) as well as upon thexreasoning process used
~in the decision. - ,>~ ﬁ - o |
' The use in the educational program of actual ‘new products that are
‘being marketed provided the opportunity for an immediate critique of the'r
participant decision process. The decision actually made by the cooperating *
‘food distributionvcenters'was known along withhtheir decision reasoningt
Jln’addition, when‘buying committees were usedyby the distrihutionwcenter,‘_
the‘participants‘havefan\opportunity to actuallyl"sitvin"3 via video tape,

on the buying_committee as it considered and made decisions relative to
-~ the same products thatjthe training participants had considered.
N .. . y . ~
Summary:

| AgribusineSS’management education’is‘most~likely to be relevant'and‘

effective when the learners are involved and actively participate in the
_educational'process; Therefore much business management education has

heavily emphasized techniques like the case method in—basket exercises,

.and business management games. However, these techniques generally rely



. -

=sources and furthermore often remove . these resource

'printedimedia,'audio’media (telephone),'and audiofvisual media (confer=

'vides the opportunity for. improving the dynamics of’ decision making

rthe-Job decision making situations."' s

" almost entirely upon the printed media for providing decision input re—

\

/materials from their

normal context,fu

‘In the actual business environment, managers utilize, in addition to

" ences, meetings, presentations,‘etc.).as‘input sources’for'businessdde4

'~cis10ns. The multi—media approach to agribusiness management stresses

;the realistic duplication of decision input resources for key agribusiness_»/

——

'dec131on'areas, Attention is given not only to the type of decision input
- resources that are available and used but also to. the media source via

: '_-whi‘ch 'managers receive these input‘_ materials.

‘bAs.a result of this activity, managers'or future'managersfparticipat-

1ng in the educational process obtain a degree of realism that is generally

not available in the classroom., The multi—media approach therefore _pro-

.(-.

tra1n1ng in agribusiness management. Educational experiences utilizing

P /

the multi~media approach can be most readily and easily transferred to on-

: ¢ -
The multi—media approach has been successfully developed and imple—

s

‘_mented for several identified key agribusiness management decision areas.
eThe decision point described as an example in this paper involved the food

l distribution center buying process.ﬁ It has broad appllcation and can be ;

effectlvely used with several different agribusiness audiences. For‘ i‘

"example, the described program has been effectively utilized (a) with

?college students, (b) with various personnel of food manufacturing-proces— .

J

sor organizations including brand managers, salesmen, and’ marketing

IS

~/
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~

support pefsoﬂnék, and (c) with’diStribution center'bﬁyers as well as other

distribUtiOn cénter'managemeht'pérsonnél.»
The multi-media épéroach would seem to have application acroés é‘broad‘
erafiéty4ofAkey agribusiness‘management decision pbints. It brings into
. . ; . : L

the'management training environment a‘dégree of realism that has generally

“‘not yet been achieved. It would seem that its effective use is only limited

(

_'by:the‘eiperimenfal attitude of thé'educatof.‘

4
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