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. A MULTI,-MEDIA APPROACH 

TO AG~IlruSINESS MANAGEMENT EDUCATION* 

The educational- process is; often 1tiewed as· being prima.;ily concerned 
- . . . ·. . . . 

with creating changes .. in the skili of t~e lear~er a~cl/pr ~ri the specific 

knowledge that the learner has about something.- Such a viewp.o!nt in 
' -' . . . - . ., ' . ' - . . .-

the busine·ss management area, however, is grossly inadequate especially 
~ ' ,, , . . . - ,. , . • . • ' • I • . 

. . 
. . 

in adult educatiOil as other interests and concerns qre also of .considerable< 

inipor:_tan¢e ... Fo~' example, ther~. is often.'the·need to··create: / 

f • I.. ·" . 

.;;.-changes in ·attitudes, feelin~s; ·and/or be~iefs; 

ch0~.nges in the awareriesS' of oneself; in the way orie views-

.· his behavior; anc:t 
. _ r . . . 

-· challg~s in one'·s motivat_ion to perform, o:ne'i; desire to 

act differeritly .. · 

Current :Business Management EducationApp~oaches~ 

· ]ec·ause of the· c~plexities _ of the. educational process, educator$ have· 

long recognized 'the short:-comings ~f tlie tr~diti,onal lect~re method ·as 
'1 ~ -: ,. -

an ~ffectiv~ feaching. technique for business manage·tnent-. The lecture method, 

. while being useful for specific purposes, as giving· fact a, does not gener:-
•\ . ~. . . . . . ;.-.. . . 

ally obtain a~tive learner involvement. and participat_ion; : 'In_ business 
. . . ' 

management education, part_icipation, and involvement are nec~ssary_ ingrediElntS . 

. . - . ,, , \ \. '· ,, ... 

for-effective education. · 
. \ 

In an educational- experience _l1ea,rners :are most li~eiy to ·relate their.·. 
·1 • 

, . , . ' ' ; ' .. ' . , - I, .: .< . • 1 '·.. ~ • : 

.I t•:1n1 !11p.. 1>Xpc-•d(••nces to their Jnb when they ;Hr,e: excited and.-,interested~, 
../ 

.th4ti is, wheQ the learners are involved. Under such an E,'!nv:iro~ment., they-• ;_ . 

. _ .. * Co~tributed paper pr~serited.at .the anri.ua1 •_mEtet;I:ng of the Aitterican. Agri- _ 
- cultu_ral Economic;s, Association, Augui;t 10-'13, 1975, Ohic;> ,St_at,:e University, 

.Columbus, Ohio. , . .. 
'·., ... ~ . . 
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are participating in the educational1.pro6ess. The key to learner inter-

. est and involvement.i~'~ne's active, not passive, parti~:tpation. With 

active participation learners state their. attitudes, and actions as well as 

their reasons for these decisions. Tt is only ;in this1 participative ert­

vfronm~nt that learners can. be helped to see their cur1rent habits ~nd 

attitudes and. to do something ,about them. For these reasons business ma:n..:. 

agement educator·s have long searched. for, attempted to create, and used · 

dynamic techni:ques for mansigement education. 

This activity over the years has led! to the deveiopmertt and use of.·· 

such business management teaching te¢hniques as-the case method,· the in.:.. 

basket exercise,, the action maze, and the, ~usin~ss management game. In 
·-

J 

education today, the case method and the business manag~ment game seem, .to 

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 fo.r the·· participants.. In many instances these techniques 
I, 

do not use the aud.io'and visual media to· provide management infor:mation 

input .. Furthermore, with the exception of t:he in-basket exercise, the 

information and data are most often presented in a somewhat.unnatural' 

accumulated format., 

This creates a situation that is substa11tially different from the· 

- real business ~nvironment whereby business managers must often accumulate 

their.own.decision information needs from a varietr of different.data 

sources. Because of these limitations and others which exist with most 

currently used business management educational techniques, management edu-
. ' ! . - ' ' ' / ' ' ;', : ' . 

cators are continualfy'. experimenting with technique adaptations,that-dup-
1· ' ' ,_ 

licate as' realistically as p6ssible the actual decision 'emrir~~ment that 

. I 

2 



- .. i 

.',,I, '') . 

' _. 

-confronts the busines~ -pianage:r of :today. . This paper revort,s ·on -the de-:-

velopment of such a technique) It is an approac:.h which- utiliz:~S_ a var-iety 

of media as the basic vehicle sour~es for data and info;rmation.al ',input. -
' . . 

,' 
A Multi:-Med~a: Approach: 

After· the t,rai:6.ing object;ives of, the_ e_ducational program have b~en 

3 

;-· 
_ ~st~~lished, th~ multi~media a_pproach to agri~usineiss _-management education -

I./ 

\ 

\ 

1. _ Identify;i_ng the key management deci_sion areas 'in, agri~ 

2. 

3. 

b~siness firms that pr9vide an ed~c~tional oppor,turiity 

for mea1dngful -tr'ansf er to· the tr,a::i,~in.g participants. 

identifying __ the type and soµrce of •sig~±fitant informa- -

tional, inp~t that bus-ine,ss :manag¢rs' 1:1se in their decisions, 

at the ident.ified key decision ar~as. 

. .. \." . . . ' ' 
Duplicating these: inforntatioµal input soureei;; as rElalis7· · 

, I, r 

; .:_.., 

ticallr as possible being s1,1re to util;lze, the_ same data 

sour.~e ·. and medi·a typ~ that busiIJ,ess ~nagers. rely upon'' 

-· for -their data input_.··• -~ 

. . . 

4. · Packaging• the irain~rig ac,tivity into a m~aningfuli in:,: 

- vo:l;ement-participative t;ducat.ional exercise fo·r, the 

_ 1 learners. 

/ . 
Key Managel_llent Decision -Areas: The multf--media approach goes to, consider.:. , 

•, : ,.. 1 • ~ • 0 ' L _, • 

able 1-~0:gth to as real~stica.11y a·s possible ~duplicate the- business mana:ger ,, 

' __ dec:i.stori ·_environment. This· complex pro;ess necessarily: invo~.ves 'a detailed, 
·\ .• 

ig.~epth study and analy-s:i.s ()f, each specific 'man,~gement decision area 
' ... ·' - .. '· 

_ that is to b~ ti~,ed in.an educatfonal pro,gram. For this reason tlle approach 
' 

. _I 

. ) 
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seems most ad~ptable to educationa_l .programs where· the ~rai_11ing objective 

inyp-lves ~aking a look_ at specifi_c deci~ion areas within the: total busi-

1 il.ess management .complex, · For example, s.ome ~ey bus,i.riess firm mahagemeriJ · · 

,decision areas. where ,training might b.e useful, either for college stu7 

1 dents or for' current busine:Ss man,agers, would include. the new p;6duct de­
·cision, the: packaging de~i~ion. the procllrement' decision' the manufacturing 

ptocess decision, · the physi<ral distribution decision, the. pricing decisiqn; 
·,,.. :J ./ ' 

the ad~ertising d~cis!on·, ~f~ .. · Multi~ec:li8:. educatiotu1l modules ca:i;i be· 

made f6r. eacn: of. th~ identified. key decisJo~ points', _ 
, .. , . I ,. ,. 

By c-ombining several of the ni.ulti...:media educ_ation'al modules t.ogethE!r · 
, . . . ,.,· ' .. - ,· ;I , .· ·•· .. 

,,. .•, '. •. \ • • ',• • • •,· . , ,l . ' . • 1•, • . I 

·one ·could, of cou-rse, develop an effective training vehicle for a major 
. . - ' . . . ' .. 

business nia:n&gement_ functional area. _An ~alJ!.ple, would involve an ext~nsiv~ 

m_a;ke.ting 1t1ariagement educational activity that_ had t~aining .modules i'n the 

mafor .ma~k . .et·ing, dec.isi~n· a:reas of. new ·produ~ts, packaging, br·and:f,ng_, p_ric..'. . 

irig, physical .disttibution, adver.tisJ.ng, personal selling; artd. s~leef pror 
. \ . ' ' 

mot-iop. Situa.t-ions also exist _where the· success o·:1; a·_ b~siness c:lecisi-on 

is dependent 1,!pon decisions made by other business m_anagers located farther 
. . ' . \.: 

· along. i~ the~mark.eting ~hannel,, ''That j:s, ·the success of. food manufacturer· 

.. decisions a.re of t_en greatly_ infl'U:en~ed- by the· 4ep:is:i'..ons that are· made at · 
' . . ' . , . \ . ', 

the food wholesaler,:-reta:iler _level.. - ?nd~r such circ~m~tances ~d~c~tional .. 

modules of each key decision maker can be. developed ._and integrated into 

· a total educational program. I·. 

I 

· Identificat,ion of Major Decision Inputs,: 
, I 

When the ~nagement dec~ision 
. \ 

;are,a or are~s _,to be us.ed irt ,the training program ·have' been selected_, the 
' . . ' . . .-·,_, 

4 

(._ 

i;;econd step i:pvolves: an identification of. the maj~r decision informational '· '. . ~ . ' ·. . 

and data :source,; that l)USiness manag~rs use';lri: t_be actua.l de~'i1Hon' proc~ss .. -'.· -~ 

This.·,~equire~" the edudato~ to irit.er'view and observ'e. bus;Lness managers in .. 

', .. · ... 
~-:· 

. I 

•: 
L 



I their job environment. Of -importance frere is not only the type -of data -
' • • I • • • 

. . ·,. .· " '. . . .. _-- - ' 

and information. iitil,ized in the decisioh but a_lso the source .and, access-. 

ibility of the data. For example, most business management training relie~ 

heavily on the .printed media as ~he, basic information source. IJ:.1 reality, 

however, significant informational input. t:o key decision areas often 
. . 

originates from audio (telephone) and audio-visual '(meetings, salesmen's 
,,,. ·. • . . . I 

' . 

presentations, etc.) sources both with intra and tnter-company personnel. . ' . ' \ 

5 

_ This step_ of the multi,..;media ·process, identification bf the major decision 

in~uts, is one of the most important keys to t_he development bf a realistic, 

d'ynamic, and. profitable management training ·activity. Basically, it is 

this step that differentiates the multi--medfa a;proach from those.business 

management_educattonal _techniques that are moreun:Lversally used. 

' ' ' . ' 

Duplication of Major Decision Input~:- Duplication of the informational 

input,' by so,urce of its origination, is primarHy a_ technical aspect of the 

program development~ As such, it can also be a. rather costly pro-cess unless· 

_ approp'riate plans are followed, The realist:!cc duplicati<:m o:f these input 

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

a~d accurate. identification of the major data_ inputs that .are utilized. 

' The use of experienced, innovative audio-visual per~6nnel in this stage 

of the program can greatly facilitate the development-of realistic and 

meaning:ful decision input ma~erials. 
'I 

Packaging the Training Activity: · After realistic in,put materials have 

b.een developed, the ~dtication~l program must still be packaged in an 

integrated format for effective education. Ooviously, the extent to 

' which integration' is required is partly dependent 1;1pon the number of 
' '. 



-· 

. management decision mod_ules that are_ to be used irt _the qverall training 
., , - ;· . . 

activity~ "Evenif only o:ne key management decision area, 'one module, .is 

_to be used, however, cpnsiderable program in_tegr_ative a11.d packaging effort -

is required, 
- i 

\_.-

_A pro_curement decision for example is not made within a vacuum of . 

Just the available alter·natives but rather with extensive 'backgro{ind know.:_ 

ledge of the firm, its markets, its supplier markets, 'decisioris at other'_ 

- '. I 

stages of the productAon-marketing sequence, etc.- - Consequently, relevant 

background information regarding• thes,e f-actprs must be - provided. It is 
- -

appropriate tha.t.this background material be supplied primarily, if not 

so]._ely, by the printed media. The multi-media use is vital for only 

those informational sources.over which the simulated decision manager has 

' 
control and which provide direct _i'.nput into the decision being made~ 

The Multi.,-Media Approach--An Example: 

Perhaps the multi:...media aI>proach to agribusin_ess management can be 

best explained and understood within the context· of a management educ a-

tional program_that has been d~signed and implemented. One important 

. j - . . - I . 

management 1ecision area _in the food industry involves the·decis.fon by 
- -

food_ distribution center.'..wholesaler buyers _to accept or reject new·produc,ts 
- --

that are beirig introduced into ·the market by 1 food manulacturers-processo:rs. 

-- -

This is obviously a_key decision area for both the food manufacturer-

proce~sor, and the food wholesaler-reta,iler as well as possibly the farmer 

and consume;;. , 

-

The P'Iioduct manufacturer has already utilize¢! ·substantial resources 

-- - to bring the new product onto the market. This -is true even ,if the item 

- \ 
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if!l o_~ly a slight,/produ~t modification, a new cont-ainrer type or s:tze, ·etc. 

'A ':returh on these reso~rces by the firm. can be" 'i"¢aiized a'nly if a' ~uffici,ent 
' • • •• • ' J ·, • • ' ; • 

. , '-, . . 
distribution ievel is aGhiev~d •'in the_ ~ark,etplace. Furthermore, this. dis...:,. 

-.· ~tribution level is· largely con,trolled by the :f ocid distribution. center 

· whoiesa.le~ and f qe>d retaile,r. \ 

. The f_ood dist:r::ibution centet and retailer at th,e same time ha,ve' con­

·s!derable ., to. gain.' or lose depending upon "the,_appropriateness 'of its .. 
- r· . - \ 

decis~~n regarding new products. Decisions to accept producti;; th~t prove. 

to·be failures are quite costly in terms of _time, ~pace, distribution, etc. 
. ~, . . -...· ·. ' ' . 

- . . . 

· while t~ ·reject (~ven for a .short periodf'p:roducts ,that- become success_gs 

' 
can result +n substantial lost sales and proftts. • Of coµrse, consumers 

also have a considerabl'e stake·· in· the agribusiness management decisfon 
,' 

process ~t this· poiritwit~in the.overall food distribution-marketing systein. 

' -F~r these rea_sons · the decision p:to~ess at the food distributiort :cen;_. _· 
.. .) ·. 

ter· (f~~d whoiesaier) buying level is a key agribusiness de~ision -area. ·--

" The, manage~erit d~c_ision at: this point has a $ignifica·nt'impaC:t and' i.n-
r· . . 'I, . . . 

fluence upon· many ·riims within_ the1 food irt~ustry. · Ther'ef ore, ,an under-
, '' . . \ . 

sta,nding of how decisions are made at thi§l_d'ecisio11. area.should provide 
C \ 

a meani11..gf11l educa:tidnal process 'for many :agribusines1;1 management. person-
~ . ) 

·nel .including :supermarket, owners a-nd ~anagers, marketing ... braµ.cl managei::s · 
- . . . ·- I ' -_- . . . . . - - --

, . - . \ I , , 

of food processing-manufacturing firms, and salesmen of these-firms as 
' ·. \ ' . . ' '. . ' ·. : . ·, ' 

I • • , 

w:ell 8;~ mark;etfo;g .support·, staff. . In addit:i~n ,- effective training :of dis-

t~ibution center buyers should have a high.educational payoff -as· an 
• ' I , •• • I '• •, : I • • • . . 

i.n:crease 'in the numl;>er .of correct distributio~ center buying decisions 

'are made. ·.-\...c 

--, 

\ 

-, 

\ ,, -

' . / 



Identified Major Decision Inputs: The major factors considered in the 

food distribution center decision to buy 6Creject new products were de­

terrnin.ed by 1nterviewing and observing over 100 buyers in some 25 food 

distribution centers 'in the United States. The decision inputs were · 

classified into three major categories: ·printed, audio, or audio-visual, 

depending up?n their prim1:; media source. 

Significant printed resources utilized in the distribution center 

buying decision included manufacturer sales brochures, management memos, 

letters, stock status reports,· and Selling Area-Marketing Inc. · (SAMI) 

reports. Audio input observed to be of importance to thebuytng decision 
I 

was in the form.of telephone conversations with either intra or inter...: 

compaµy personnel. For example, important intra-company conversations 

originated from such sources as head buyers, general·, managers, warehouse 

superintendents, merchandising managers, and advertising managers. Majo'r 

inter-firm sources that provided audio decision iriput included salesmen 

. of food manufacturers-processors and food broker personnel. 

The third major media source involved audio-visual communication con­

tacts including meetir:igs, conferences, and personal conversations. The 

food salesman-warehouse buyer meeting and the use of distribution ,center 

buying committees were the prime audio-visual contacts. Also, face to 

face disc\lssions among b\lyers and between b\lyers and other distribution 

,center personnel were important as a source of audio-visual decision input. 

Preparation of Multi-Media Inputs: The case method format was the basic 

educational technique utilized for the preparation of the.multi-media 

decision iriJ:>Ut materials~ Cooperating distribution center firms permitted 

8 
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the audio-visual ,tfiping of a variety of· salesmen-buyer presentations;. buy-

' - ( ' -
ing committees, and other important meeting situations. · Printed )material· 

used in t.pe various new ·produ~t deci~ions was\ obta.inec;l ·and reproduced in 
, ' 

, its original state. In addition, the tape recorder. was used as the instru-
• ' I . - . 

I ,, • 

. · ment to simulate telephone calls that buyers· receive relative to the new 

. product decision. i i 

The preparati~h of th~'multi..:.media'inp~ts·was based. upon using the 

actual information sources that buyer~ util_ized in the. actual decision. 

This s1;:ems to:be the preferred methoa' r~ther than ?ttempting to simulate 

the decision input materials. Also, it is likely to provide· tfie most real-
'· , ' . ' . 

istic d1ecision. environment in the classroom and be less time consuming_ and 

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

agribusiness firms that will provide the educator with the necessary oppor.,-

tunit;:y to tape the audio-'-visual situations and, to make ·available the printed 

materials that are used in the decision proc.ess . 

. Packaging theTraining Program: The developed decision input resources 

were packaged·t~ resemble as closely as possible themateri'als that are avail-

able to distrfbu~io~ center buyers in' the real world. The major input areas 

'. ' 
utilized included (a) a mailbox\ containing input,s both relevant (management 

' . ' ' 

communications, lettets, etc.) and n'.onreleva.nt to the' de-!ision, (b) a buyer 

resource file with such basic firm data sources as' stock_ status re.ports ·and 

SAMI, reports, (c) salesperson-buyer presentati.ons whereby participants in 

the educ1:1-tional program could view the actual salesperson presentation and-

any other audio-visual ,input$ that might be of' significance, and (d) 
• Jc 

\ 

· telephone calls: that prov_:i.ded additional audio input to the buyer regarding 
j . ., · . 

. the· new product decision. In addition, ~uppleme~tal background information'. 
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was provided ·in printed form to each program participant prior t'o the 

' \ 

training session .. This included data on the firm, its market, the compe-

titive situation, etc. 

The program package also involved the orgartization of teams represent­

ing firms in the same market that are·competing against one another for 

market share. Participants in the training activity are required to make 

both individual· and management team decisions. Individual buying decisions 

are followed by firm 'decisions whereby all buyers from-the same team par-

ticipate. This firm decision represents a food distribution center buy­

ing cmmnittee. Team scores are based upon both the decision (to buy, 

not buy, defer action, etc.) as well as upon the reasoning process used 

in the decision. 

The use in the educational program of actual 'new products that are 

being marketed provided the ·opportunity for an immediate critique of the 

participant decision process. The decision actually made by t},le cooperating 

food distribution centers was known along wit_h their decis.ion reasoning. , 

In ?-dditic;m, when buying committees were used, by the distribut;ion center, 

the·participants have an opportunity to actually "sit in", via video tape, 

on the buying committee as it considered and made decisions relative to 

the same products that the training participants had considered. 

Summary: 

Agribusiness management education is most likely to be relevant and 

effective when the learners are involved and actively participate in.the 

education9,l piocess: Therefore, much business.management education has 

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

and business management gfil!les.. However, these techniques, generally .rely 



. , I 

almost entirely upon the printed media for providing.decision input re-
. . 

sources and furthermore often remove these resource 1mat\erials from their 

normal context. 1 

In. the actual busfn,ess envfronment, ·managers utilize,, in addition to 

printed media, audio media (telephone), and audio47fsual media (confer­

ences, meetings, presentations, etc.) as input sources for busi~ess de~ 

. cisions. The multi~media alproach to agribu~iness mana,gement stresses 

11 

· the realistic duplication of decision input re~ource~ for key agrib4siness. 

decision areas. Attenq.on · is given not only to the type of decision input 

resources that are available and used but also to the media source via 

which·managers receive these input materials. 
. . . 

As a result of thfs activity' managers or future m~magers participat:-

ing in the educational process obtain a degree of realism .that is generally· 
\ 

not available in the l!lassroom.·· The multi-media approach therefore..,,pro-:­

vides the opportunity for,impr.oving the dynamics of decision making 
I 'i . _., ' 

training :;l.n agribusiness management. Educational exp~riences utilizing' 
I . . ' 

• J • • • 
I , 

the multi-m~dia approach can be most readily and easily transferre<l.to on-

the-job decisfonmaking situations. 

' The multi-media approacli has been successfo.1.ly' developed and imple::-

mented for several identifi~d key agribusiness management decision areas. 
. . , . . . . 

The decision point described as an example in this paper involved the food 

distribution center 'buying process. It, has broad application and .can .be 

effectively used with several different· agrib,usin~~s audiences. For 

,example, the described program has been effec·tively utilized (a) with 

'c.bllege students', (b} with. various .perso~fel' of food manufacturing-proces-

sor organizations including b.rand managers, salesmen, and marketing 
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. . 

support personnel, and (c) with distribution center buyers as well as other 

distribution center'management personnel. 

The multi-media approach would seem to have application across a broad 

variety of _key agribusiness management decision points. It brings into 

the management training environment a degree of realism that has generally 

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

by the e-iperimental attitude of the e.ducator .. 
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