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A NATIONAL EDUCATIONAL EFFORT RELATED TO COOPERATIVES:

THE CASE OF
THE GRADUATE INSTITUTE OF COOPERATIVE LEADERSHIP

Charles L. Cramer
University of Missouri— Columbia

The Graduate Institute of Cooperative

Leadership was planned to be an educational

forum whose purpose is to enhance the philo-

sophy of cooperative leadership through a

unique program of leadership development.

It is dedicated to providing a new and

different educational experience for partici-

pants. For an individual, the educational

experience may be a series of events extend-

ing over a period of years. The Institute ori-

ginated from the ideas of both early coopera-

tive leaders and contemporary educators.

The Graduate Institute is designed pri-

marily for cooperative employees who are

moving into major cooperative managerial

positions within the next three to five years.

This group was targeted for the program

because the impact of the program would be

greatest with them as participants. First,

there was no similar program then presently

available. These professional managers were

assumed to have the necessary skills and

technical competence, but probably not the

distinctive philosophy of cooperative leader-

ship. Secondly, this targeted group would

soon be in position of increased responsibility,

perhaps CEO, of their respective coopera-

tives. However, others are also encouraged to

participate. Board members have attended

and found the Institute a valuable experi-

ence. Educators with the responsibility for

teaching courses on cooperatives or with

extension responsibilities of working with

cooperatives have also found the Institute of

value.

The origin of The Graduate Institute of

Cooperative Leadership involved the work

and support of many individuals. However,

to understand how this program was

planned, designed, and carried out, the role

of each of three people needs to be under-

stood. In the late 1960s and very early
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1970s, Dr. Randall Torgerson was an Assis-

tant Professor of Agricultural Economics at

the University of Missouri. He was a very

active researcher, teacher, and advocate of

cooperatives. At that same time, Mr.

Howard Cowden, who had retired from

Farmland Industries after having been the

founder of the organization, was very

interested in programs of cooperative educa-

tion. The Dean of the College of Agriculture

at the University of Missouri at that time

was Dr. Elmer Kiehl.

Mr. Cowden indicated that he could

make available to the University of Missouri

a rather modest sum of money for the pur-

pose of developing a unique program of

cooperative education, if one could be

developed. Dr. Torgerson set about develop-

ing plans for a truly unique educational

experience for emerging cooperative leaders

and collaborated with Dr. Daryl Hobbs,

Chairman, Department of Rural Sociology in

developing the program of the first Institute.

Dean Elmer Kiehl was in full support of the

idea, and an advocate of the effort.

From the outset it was determined that

the undertaking would be an educational

effort that would be national in scope. The

decision to have a program national in scope

grew out of the idea that there is a coopera-

tive philosophy of leadership relevant for a

wide variety of types and sizes of coopera-

tives. There were believed to be educational

benefits from having this group of emerging

leaders interact and share experiences. In

order to have a sufficient number of partici-

pants from the target group each year, it is

necessary to draw from the national pool.

Persons invited to these planning meetings

were the Chief Executive Officers of the

major regional agricultural cooperatives in

the country. Because of the persuasiveness of



Mr. Cowden, the thoughtful enthusiasm of
Dr. Torgerson, and the strong support of
Dean Kiehl, these planning meetings were a
success.

One of the early important decisions was
that a Board of Trustees would have consid-
erable responsibility and authority for the
conduct of the Graduate Institute of
Cooperative Leadership. A Statement of
Organization and Functions of the Board of
Trustees was agreed to and has essentially
served as the by-laws of the organization
since their adoption in 1973. The stated pur-
pose of the Board of Trustees is "to represent
the cooperative organizations as an advisory
body to the College of Agriculture, University
of Missouri, on matters relating to coopera-
tive programs sponsored by the Graduate
Institute; and to develop understanding and
support for its approved programs through
public and private means."

Membership Of The Board Of Trustees

In so far as possible, Board members are
executive officers of the organizations
represented. Trustees are of three classes: 1)
organizational, 2) representational, and 3)
appointive. The organizational members are
as follows: Governor, Farm Credit Adminis-
tration; Administrator, Agricultural Coopera-
tive Service, USDA; President, American
Institute of Cooperation; President, National
Cooperative Business Association; President,
National Council of Farmer Cooperatives;
Dean, College of Agriculture, University of
Missouri; General Manager, The National
Rural Electric Cooperative Association.

The representational members come by
the appointment of two members by each of
the following: The American Institute of
Cooperation, the National Cooperative Busi-
ness Association, and The National Council
of Farmer Cooperatives.

The appointed members are six in
number and appointed by the Dean of the
College of Agriculture. There is provision for
an Executive Secretary who is nominated by
the Dean of the College of Agriculture and
confirmed by the Board who serves as an ex-
officio member of the Board.
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The role of the Board of Trustees and
the statement of its organization and func-
tion is an important fact in explaining the
continuation of the program from 1972 to the
present. Leadership for each of the educa-
tional events sponsored by the Graduate
Institute is provided by a small committee of
UMC faculty working with support and
direction from the Board of Trustees. Con-
tinued success of the program depends on
commitment of key cooperative leaders and
active involvement of CEO leadership.

Experience of the Program

The Graduate Institute has offered one
or more programs each year since 1972. The
GIGL I program began in 1972, a two week
program held in July. While it has changed
very little in format, it has changed 

considerably in content. The first week of the pro-
gram has one day spent on each of the fol-
lowing subjects: The Current Economic
Environment, Analysis of Political Changes
Taking Place in American Society, Social
Changes Taking Place in American Society,
The International Environment, and Changes
in the Economic Organization of Agriculture
with Implications for Cooperatives. The
emphasis during the first week of the pro-
gram is on general subjects with resource
people who provide a kind of mind stretching
experience. The second week of the program
is spent with a day devoted to each of the
following subjects: Schools of Thought on
Cooperation, How Cooperative Principles are
Applied in Present Day Organizations, Les-
sons in Cooperative Statesmanship, Financ-
ing Cooperatives, and Executive Leadership.

Program planners want to provide high
quality instruction over a range of subjects
consistent with the needs of broad gauge gen-
eral management responsibilities in major
cooperatives. It is not the objective of the
program to teach the more typical manage-
ment related subject matter.

GICL I: A two week program held each
year since 1972. To date there have been 588
complete the program representing 91 organi-
zations. The maximum number of students
each year is 50. The number attending is
usually 40 to 45 and the budget is worked



out so that the number is quite feasible. The
participants always express strong feelings in
their evaluation that the group should be no
larger so we have not pushed for a maximum
of 50 participants.

Participants are nominated by a person
within their own organization. However, the
participant must write a statement explain-
ing why he or she wishes to be participant
and sign a statement saying that if they are
accepted they will complete the two week
program. There have been no particular
problems in participant selection. The Board
of Trustees has taken seriously the matter of
adequate enrollment for GIGL I.

GICL IL Top Cooperative Leadership
Update: The original plan envisaged a three
tier educational process, GICL I, II and HI.

There were 3 GICL II programs, lasting one

week, with the target audience people who

had completed GICL I. For reasons I still do

not fully understand, the program was not

successful so it was dropped for several years.

In 1979, the effort was renewed but was

called the Top Cooperative Leadership

Update. The idea of that program was to

spend four days addressing particularly

timely subjects for cooperative executives.

Again, for reasons I cannot fully explain, the
program did not draw sufficient participants
to make it feasible. In 1985, TCLU was
postponed indefinitely. In reviewing that
experience we've learned it takes strong staff
commitment, excellent program planning, the

right time and a commitment from coopera-
tives to support the program by having parti-
cipants attend to make it work.

The Board Chairman/Chief Executive

Officer Conference: This program began in

1982 at the request of the Board to have

developed a program for themselves, their

Board Chairmen, and their peers. The

Chairman/CEO conference is the third tier

envisioned at the early planning stage. A

committee of the Board actively participated

in helping choose topics and speakers and,

perhaps more importantly, in getting speak-

ers committed. This was a quite different

target audience, so substantial adjustments

were made.
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There was a successful conference in

1982, one in 1984, and one planned for 1986.

These are held at different locations. The

first was at Kerrville, Texas, the second was

at Lake Ozark, Missouri, and the third is

scheduled for Heber Springs, Arkansas. The

conference setting includes nice facilities, and

not in or immediately adjacent to an urban

area. Conference ideas tried that seem to

have worked: spouses invited to attend at no

additional meal or registration cost and
strongly encouraged to participate in the pro-
gram, no cooperative CEO or Board Chair-
man to make a presentation, and a relaxed
pace with time devoted to recreation. The
target audience is 25 Board Chairmen and 25
CEOs from the same cooperatives and their
spouses. This provides a potential total of
approximately 100 attendees. The program
is structured so there is ample time for dis-
cussion after presentations and unstructured
interaction.

The Endowed Chair in Cooperative
Leadership: The retirement of one of our
Board members, Robert Partridge, of
NRECA prompted one of his staff, a 1982
Institute I participant, to suggest that an
Endowed Professorship in Cooperative

Leadership would be an appropriate tribute
to Bob's service to NRECA. NRECA
pledged to raise nearly half of the $1.1 mil-
lion required. UMC had funds to be used for
that purpose that had previously been desig-

nated for work with cooperatives. The Gra-
duate Institute Board undertook to raise the
the remainder from cooperatives around the
country. I am pleased to tell you we are
within striking distance of our goal and hope
to have someone in the Partridge Chair a

year from now.

Summary

In summary, my recommendations for a,
national educational effort based on the Gra-
duate Institute experience are the following:

. Have clearly preceived objectives.
Develop program goals that accomplish
these objectives. Make sure that the pro-
gram fills a niche that exists. The niche
identified for the Graduate Institute



resulted from significant input from
cooperative leaders.

2. Organize so that a sufficient number of
able people are committed to make the
program a success.

3. Plan a high quality program that fills the
niche previously identified.

4. Attract people as program participants
who have the potential for superior per-
formance.

5. Review and evaluate carefully the results
of each program or effort; make the neces-
sary adjustments.

6. Build on strengths and successes. Identify
as quickly as possible the less successful
efforts and don't be afraid to give them
up.
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7. Stay close, to the consumer. Keep in mind
who really decides whether a firm will
have a participant in a program. It usu-
ally is not the participant. However, the
experience of the program participant will
be a strong factor in the determination of
whether the organization he or she
represents will have participants in the
program in the future.

8. The University is an institution that is
well suited to provide the continuity
necessary for a program of this type.
However, to keep it relevant and viable, it
is absolutely essential to have the active
participation of CEOs as members of the
Board of Trustees and in other supportive
roles.




