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STRATEGIES AND APPROACHES FOR EDUCATION
RELATED TO FARMER COOPERATIVES:

DOMINANT FEDERATED-REGIONAL COOPERATIVE SITUATION

David G. Barton
Kansas State University

The specific strategies used to develop

and implement a state level extension educa-
tional program involving agricultural

cooperatives must be designed to fit the

situation. Many factors must be considered
in each situation. Each university and each

professional educator will be in a unique

situation so the specific strategies will differ

from state to state. However, the process

used to develop strategies should be highly

flexible and transferable.

The session chairman's instructions were

to emphasize process rather than content.

This paper will concentrate primarily on pro-

viding guidelines to those who want to recog-

nize and conduct an educational program for

cooperatives doing business within the state.

Special attention will be given to situations

that are characterized by large or dominant,

federated-regional cooperatives.

In this situation, the dominant,

federated-regional cooperative and the

university are potential, if not actual com-
petitors, in the educational program market-
place. They both need participation by local

cooperatives affiliated with the regional.
Whether the two actually compete or
cooperate will depend on the roles each chose
to play and their ability to perform those
roles.

There are several states that share this

basic situation. In Kansas, Farmland Indus-
tries (FLI) is the dominant farm supply

regional, Union Equity (UE) is the dominant

grain marketing regional and the Farm
Credit Banks of Wichita (FCBW) is the dom-

inant financial services regional. Almost all

of the educational programs being offered to
marketing and farm supply local cooperatives

in Kansas by these three regionals are offered

by Farmland. The Farm Credit Banks
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(formerly the Wichita Bank or Cooperatives)
are another significant provider to locals.
The FCBW is the only significant provider of
programs to PCA's and FLBA's.

The process I recommend to be used to
develop educational strategies is strategic
planning. It will be applied to the assigned
situation but it is widely applicable to not
only any situation with cooperatives but any
educational program planning situation in
extension. It is known by many names, such
as long range planning, and has many varia-
tions such as strategic marketing or strategic
financial planning. This process has the abil-
ity to be both powerful and robust: it should
be useful to any state regardless of its situa-
tion.

Strategic Program
Planning Process

Strategic planning is a management pro-
cess that has become very popular in recent
years. Many business organizations use it,
attempt to use it or at least say they use it.

Even universities and government agencies
are now embracing it. Many cooperatives
and other agribusinesses, both large and
small, have heard it discussed; some have
developed strategic plans with the assistance
of experts from universities, banks, consult-
ing firms and their own staff or the staff of
affiliated organizations (suppliers, buyers,
etc.). Regional cooperatives such as farm
credit banks and marketing — farm supply
cooperatives have been especially active users
and purveyors.

Most agricultural economists interested
in cooperatives are familiar with the process
because of its widespread exposure. There-
fore, only a vary rudimentary description of
the process will be presented here. A very



elementary framework is quite sufficient for
the purposes of this paper. Those interested
in a more in-depth treatment of strategic
planning are encouraged to review one or
more of some excellent references.1 The
literature uses a variety of terms equivalent
to or closely related to strategic planning
including long-range planning, strategic
management and management-by-strategy
(MBS).

Strategic planning can be summarized in
the form of four simple and intuitively
appealing questions. The order in which they
are usually asked is: (1) Where Are We?, (2)
Where Do We Want To Go?, (3) How Do We
Get There?, and (4) What Decisions Need to
Be Made Now?

They comprise a planning and decision
making framework useful in educational pro-
gram planning. At the completion of the
strategic decisionmaking process (1) the stra-
tegic decisions must be implemented by
translation into an operational plan (educa-
tional program) (2) the program must be
monitored and evaluated and (3) the program
should be modified as appropriate. Program
modifications may be accomplished by
repeating the complete planning process if
necessary. Businesses often rely on a
management-by-objectives (MBO) process to
implement and evaluate programs.

Those significantly involved in the
extension function of the land-grant univer-
sity are very familiar with the USDA-ES con-
cepts of MBS and MBO through the annual
and four-year POW's (plans-of-work), the
NARS (narrative accomplishment reporting
system) reports and EMIS (extension
management information system) reports.
They have the form and process of MBS and
MBO but have generally demonstrated seri-
ous failures in function, implementation and
use. The problem is not the management
theory.

The classroom teaching model has some
characteristics that should be considered in.
developing more effective extension educa-
tional programs with cooperatives and other

'Recommended references in preference order are
Steiner, Rothschild, Kastens, Pearce and Bierman.
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clientele. They include (1) a tight focus on
the customer and his needs (2) use of the cur-
riculum concept and (3) use of the course
textbook concept.

Strategy In Dominant
Federated-Regional Environment

The purpose of this section is to apply
the strategic planning process to the develop-
ment of a strategy in the environment noted;
namely, one having one or more dominant
federated-regional cooperatives. This situa-
tion is only one important aspect of the
overall environment that must be understood
and considered when developing educational
program strategies. Consideration of the
total environment is a major part of the first
step of the strategic planning process.

Step 1: Where Are We?

The first step is sometimes called a
situation audit. The question we ask is,
"Where Are We?" there can be many facets
to the answer. The "major objective of the
situation audit is to identify and analyze the
key trends, forces, and phenomena having a
potential impact on the formulation and
implementation of strategies" (Steiner, pp.
124-25).

For the purposes of this paper, only
selected facets will be considered. They are
(1) the philosophy and premises (often
included in or in support of the "mission")
(2) the customer, (3) the competition (the
later two are considered part of the "external
environment") and (4) the company (or
"internal environment"). A brief discussion
of each facet as it exists in Kansas will be
given where it seems important for illustra-
tive purposes. A procedure commonly used
in the first step is to use the SWOT
approach. When focusing on the internal
environment (that is, you or the company)
evaluate your atrengths and Weaknesses.
When focusing on the external environment
(especially the customer and competition)
look for the Opportunities and Threats they
present to your educational program. This
approach is primarily present and future
focused but an understanding of the past



helps to understand what is now occurring
and what the future may hold.

Philosophy and premises. The philoso-
phy and premises underlying planning as per-
ceived by the planner are important prere-
quisites to the planning itself. They help
guide the planning and they explicitly reveal
some of the priorities and biases of the pro-
gram planner. They are not always absolutes
but strong tendencies. They go hand in hand
with the mission which is based on the exten-
sion mission or, more broadly, the land-grant
mission. The philosophy and premises of this
program planner are:

1. Programs should be proactive not reac-
tive.

2. Programs should be preventative not
curative.

3. Programs should be clientele problem
focused not discipline focused.2

4. An objective of programs should be to
change behavior in a way that solves
important problems not to entertain the
clientele or seek peer approval.3

5. Programs should find a balance between
the principles of autonomy and service.4

6. Another objective of programs should be
to educate (train minds) not teach voca-
tional skills geared only to the current
job or problem.

7. Excellence is to be found by emphasizing
quality not quantity.

8. Programs should be based more on a
proactive approach to curriculum and
product mix decisions than on a reactive
approach to cafeteria listings based on
opportunistic or crisis situations. (This
is not a vote against using the "teach-
able moment").

9. Programs should be aggressively mark-
eted not just offered cafeteria style for
the enlightened, hungry or unsuspecting.

2A good discussion of these issues may be found in
Schuh.

3A good discussion of these issues may be found in
Schuh.

4See Barton for a discussion and a reference to Emery
Castle's paper on this point.
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10. Programs should be complimentary or
supplementary to good programs of
other providers (such as dominant,
federated-regionals) not duplicative or
competitive; find a niche and fill it.

11. Maintain strong relationships with com-
petitors; develop programs in coopera-
tion with or at least with the knowledge
of key cooperative providers; use formal
or informal coordinating mechanisms.

12. Maintain strong relationships with custo-
mers; go to them don't wait for them to
come to you; give them what they need
and appreciate.

13. Most important of all, establish yourself
as a powerful educational force with
your customers and competition; fulfill
at least one very important educational
need of your clientele using your com-
parative advantages; provide an excel-
lent program even if you must be com-
petitive.

Customer. A market-focused educa-
tional program puts primary emphasis on
determining (1) who the customers are and
what they need, (2) the current and potential
ability of your competitors to meet these
needs in the educational marketplace and (3)
the current and potential ability of yourself
(or your "company") to meet the customers'
needs given the marketplace. This section
discusses the customer. The next two sec-
tions discuss competitors and the company.

The first cardinal rule in developing
strategies is "know your customer." The
most significant customers or customer
groups in Kansas (by type of organization
and showing the number of each) are as fol-
lows:

1. Regional cooperative organizations

a. Farmland Industries (farm supply)

b. Union Equity (grain marketing)

c. Farm Credit Banks of Wichita
(finance)

2. Local cooperative organizations

a. Marketing and farm supply (240)



b. Farm Credit System PCA (11) and
FLBA (12)5

c. Rural Electric Co-ops (37)

d. Rural Credit Unions (19)

e. Rural Telephone Co-ops (11)

3. Cooperative trade and service organiza-
tions

a. Kansas Cooperative Council

b. Kansas Farmers Service Association

c. American Institute of Cooperation

A similar list can be constructed by any state
and the appropriate information collected.
The educational needs of the organization are
best considered in terms of the types of peo-
ple associated with the cooperative and their
types of needs. Although the emphasis in
this paper is on cooperative type customers,
many other types of customers may have
similar needs. All types of customers in your
area of responsibility should be considered.
There are usually substantial economies of
scale in combining customer or market seg-
ments where needs are the same.

The types of people who might partici-
pate in educational programs include (1)
directors, (2) managers, (3) employees and (4)
members.

Management training needs cover a
broad area. An outline of general topic areas
is as follows:

1. General management

a. Organizational

(1) Operational — MBO

(2) Strategic — MBS

b. Human

(1) Communication

(2) Motivation

(3) Leadership

5A proposal to reduce these to one PCA and one
FLBA in the district is expected to be approved before
January 1, 1986. Kansas will have 35 service centers
supervised by 6 administrative centers.
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2. Functional management

a.

b.

c.

d.

Financial

Marketing

Production

Logistics

3. Technical

a. Crop production

b. Livestock production

How do you chose a topical area? The
tendency is to pursue the topic in which one
has the most interest and expertise. A better
approach us to be customer problem focused
not discipline focused; ask the cooperative
leaders and experts what is needed.

In Kansas, the most important coopera-
tive customers are the local marketing and
farm supply cooperatives. Their importance
stems from both their size and their interest
in university-based educational programs.
There are approximately 240 such organiza-
tions operating facilities at almost 500
different locations. Since the cooperative
organizational structure is federated they
operate as somewhat independent businesses.
They hold individual memberships in the
trade organizations such as the Kansas
Cooperative Council and the Kansas Grain
and Feed Dealers Association. Most have a
close working relationship with the three
dominant regional cooperatives but are not
controlled by them. They utilize many of the
educational services offered by the regionals,
especially Farmland Industries, but are not
restricted to this source as would be the case
under a centralized structure. On the other
hand, since there is only one dominant
regional in each product area (marketing,
farm supply and financing) and since Farm-
land is by far the largest provider they are
not in the position to shop around. Farm-
land Industries is very close to a monopoly in
providing educational programs from region-
als.

Local cooperatives in Kansas have a
high level of participation in one or more
meetings a year that are heavily if not pri-
marily educational and offered by each of the
following major organizations: Farmland



Industries, Farm Credit Banks of Wichita,
Union Equity, Kansas Cooperative Council,
Kansas Farmers Service Association, Kansas
Grain and Feed Dealers Association and Kan-
sas Fertilizer and Chemical Association.
They are very heavy consumers of educa-
tional programs from many sources. There
are many meetings and programs competing
for the limited time and money of local
cooperative directors and managers. The
depressed condition of the agricultural econ-
omy has reduced the ability of co-ops to par-
ticipate in educational programs. For-
tunately, local cooperatives in Kansas are
strong believers in education; they participate
in significantly more educational programs
than do investor-owned marketing and farm
supply agribusinesses.

The cooperative affiliated trade and ser-
vice organizations are potentially both custo-
mers and competitors. They all offer educa-
tional programs. At the present none of
them compete by providing programs the
university feels is its comparative advantage

and appropriate or preferred role. In fact, all

three noted have been significant users of the

extension resources of the university. In all

cases, this has been very advantageous to the

university in enhancing its reputation and
ability to deliver educational programs of
interest to cooperatives.

Competition. The second cardinal rule is
"know your competition." The competition

for providing educational programs for
cooperatives doing business within a state
like Kansas comes from four basic sources:

(1) cooperative organizations, (2) trade and
service organizations (non-cooperative) (3)
private training and consulting organizations

and (4) universities.

A more detailed breakdown in these
categories with examples of selected competi-

tor organizations is as follows:

1. Cooperative organizations

a. Regionals

(1) Farmland Industries (farm supply)

(2) Union Equity (grain marketing)

(3) Farm Credit Banks of Wichita
(finance)
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b. Locals (insignificant in major market
segments)

2. Trade and service organizations

a. Cooperative affiliated

(1) Kansas Cooperative Council

(2) Kansas Farmers Service Associa-
tion

(3) American Institute of Coopera-
tion

b. Non-cooperative

(1) Kansas Grain and Feed Dealers
Association

(2) Kansas Fertilizer and Chemical
Association

(3) National organizations

3. Private training and consulting organiza-
tions

a. Based in Kansas

(1) Jack Paar and Associates —
Salina

(2) Padgett-Thompson — Overland
Park

b.

(3) Fred Pryor Seminars — Shawnee
Mission

Based outside Kansas (selected)

American Management Associa-
tions — New York City

(2) Wilson Learning — New York
City

(3) Keye Productivity Center — Kan-
sas City

(1)

4. Universities

a. In Kansas

(1) K-State Business School

(2) University of Kansas Business
School

(3) Wichita State Business School

b. Outside Kansas

Any state can construct a similar list
and make it as complete as necessary to
make program planning decisions. The quan-



tity and quality of information gathered on
each competitor will very depending on the
estimated importance in a given situation.

Step 2: Where Do We Want To Go?

The second step asks, "Where do we
want to go?" The primary focus is on estab-
lishing a mission and key objectives for the
company (the individual or his work group).

Mission. The mission may be derived
from the mission of the work group, depart-
ment, college and/or university if such exist.
For an individual professional the mission is
equivalent to the primary function or objec-
tive of their position. It will go beyond
educational programs for cooperatives in
most cases. In my case, the mission is to
meet the management and economic educa-
tion needs of agribusinesses in the state of
Kansas. The mission in a general sense
should "identify the underlying design, aim,
or thrust of a company" (Steiner, p. 155). In
essence, it describes what kind of business
(educational business) you're in. Notice that
my own mission statement identified the
markets in terms of the products (education)
and the customers (Kansas agribusinesses).

The mission or position function can be
broken down into major position responsibili-
ties to more clearly identify what kinds of
educational programs are permitted or con-
templated by the extension professional. In
my case, the extension part of my position
(about 80%) includes (1) to provide manage-
ment education and information, (2) to pro-
vide economic education and information and
(3) to provide technical assistance to Kansas
agribusinesses including cooperatives. I also
have a teaching job (to teach the agricultural
cooperatives class) and an administrative job
(Director of the Arthur Capper Cooperative
Center) in addition to my extension job.

Objectives. Several possible educational
program objectives will become obvious while
considering the situational analysis and the
mission. In my own case I became convinced
in 1978 that top and middle managers of
local cooperatives (and other marketing and
farm supply agribusinesses) needed and
wanted people or general management educa-
tion. I also believed that high quality in-
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depth trainivg sessions were required to have
a long-lasting impact on behavior and to
compete with Farmland and others who pro-
vided similar training. Since I was more
comfortable at the time with the organiza-
tional skills topics like MBO than the human
skills topics like motivation (both were in
demand) my objectives became: to provide an
in-depth MBO seminar for agribusinesses.

In the environment of 1978 it was a
good objective. In today's environment it is
not as good. Customer preferences have
changed. The depressed state of the agricul-
tural economy means relatively high-time (2-
4 days), high-cost ($175-$500) seminars on
"few-fangled" management skills have taken
a back seat to either one-day, low-cost ($95)
general management seminars (such as
offered by the new national kings of the hill,
Padgett-Thompson and Fred Pryor Seminars,
both based in the Kansas City area of Kan-
sas) or financial management seminars.

My objective for 1986 is to provide 15-20
one-day, low-cost (25-$50) workshops on
financial planning for agribusinesses (includ-
ing the use of computerized decision tools).

Step 3: How Do We Get There?

The third step asks, "How do we get
there?" The primary focus is on determining
the best strategies to achieve each objective
or a set of objectives. The objectives are the
ends. The strategies are the means to the
end. This can be confusing if you try to
think of objectives and strategies as separate
animals like cows and pigs. They generally
are not. My objectives may be my depart-
ment head's means (or strategies) to achieve
a higher level objective. General Patton's
objectives were part of General Eisenhower's
strategies. Organizations and even individual
programs have a pyramid of linking objec-
tives and/or strategies. You differentiate the
two primarily by the context. As an aside,
one logical conclusion to my argument is that
MBO and MBS aren't really very different.
The context is different and the sequence of
"planning steps" is different. The content,
purpose and process are essentially the same.

The strategies I used or will use achieve
the two objectives I mentioned (MBO — 1978



and financial planning — 1986) are substan-
tially different. Even though the clientele are
the same the way they are marketed, for
example, is completely different. The MBO
program was marketed by direct mailing
from my office to agribusinesses with secon-

dary support in newsletters and special

mailings from cooperating trade organiza-

tions. County agents were informed but not

involved. The financial planning program

will be marketed primarily through county
agents by mailings and personal contacts
from county offices with secondary support
from cooperating trade organizations.

The dominant, federated-regionals are
generally informed for both programs but are

not directly involved. They very well could
become involved with follow-up implementa-
tion activities with cooperatives, especially

for the financial planning program. Unfor-

tunately, even though we do have excellent

relationships in Kansas with the dominant

regionals we have not perfected the working

relationships to the extent Nebraska (Mike

Turner) and Iowa (Roger Ginder) have with

their regionals, especially the Farm Credit

Banks.

Step 4: What Decisions Need To Be

Made Now?

In actual practice, several alternative

objectives and strategies should be considered

when program planning. Once the alterna-

tive choices are identified decisions need to be

made. The whole purpose of strategic pro-

gram planning is to make current decisions

not future decisions. The planning is not for
the future, it is for the present.

Conclusions

The advice I would give to others

developing strategies for educational pro-

grams involving cooperatives consists of five

points.

1. Use the strategic program planning pro-

cess.

2. Clearly state and rely on your mission

and philosophy.
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3. Get the facts on customers and their

needs, on the competition and on your

own capabilities.

4. Focus on educating your cooperative cus-

tomers to solve important problems: help

all those organizations providing educa-

tion to deliver the best overall educational

program possible.

5. Find your niche and fill it with at least

one high quality, well promoted program

of your very own.

The dominant, federated-regional

environment means very strong relationships

must be maintained with each regional.

They are both a powerful customer and com-

petitor. It also means one has direct access

to their members. The source of influence

with the regional and ability to help the

regional is highly dependent on how well a

person can establish a direct relationship

with the locals. If an educational program

can be effectively marketed to locals directly

an extension educator will never be left out
in the cold, regardless of the attitudes and

priorities of the regionals.

The Arthur Capper Cooperative Center

(ACCC) has not been discussed in this paper.

A full discussion of its role is available else-

where (Barton). Several points are relevant

to the ACCC. Its establishment required the

strong support of all types of cooperatives

doing business in the state. If the dominant

regionals had opposed it or even had sat on

the sidelines and not supported it, the

endeavor would have failed. It probably

wouldn't have mattered if the regionals were

federated or centralized. However, the initial

push came from locals, especially the leaders

of the Kansas Cooperative Council, and

strong grass roots support of the kind more

likely in a federated environment was critical.

One final, parting shot. The extension

professionals across the country in the

cooperative-agribusinesses area needed a per
institutional mechanism like NCR-

140 to help improve their educational pro-

grams. Can it be provided on a regular,

standing basis? This might be the most

important strategy of all.
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