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Executive summary

Through major changes in agriculture in recent yedarmers need to tackle much more
challenges as in the past. This makes farmersecreat ways for a further development and
growth of the farm. If a structural improvement net possible in a sufficient way, new
organisational forms for the farm’s developmentutidbe created, for example cooperations,
which are becoming more and more important in Geragiculture.

Farmers hire consultancies to get support to sddven-related problems. Consultants also

supervise cooperations in their establishment eil turther development phase.

This research project was intended to clarify tddeal value of management consultancy on

solving problems which occur in the establishinggghand the development phase of agricultural

cooperations and how the actors in these phaseddsact best.

The aim of this research was to answer followingsgons:

1. How problems can be discovered and identifiethduhe establishing and further developing
phase of agricultural cooperations and how carfiaimeers’ objectives be reached?

2. What kind of management solutions can be pravitefarmers within the cooperation to
identify and solve these problems?

3. What can consultants contribute to these saistio
These three general research questions have beldadteby a literature review and answered
through an empirical section by a case study wi#tinty interviews of different stakeholders of
cooperations, like consultants, farmers, and eatexxperts.
In the literature part we diagnosed four main phasfethe organisational development process,
namely the entering and contracting phase, thendgigg phase, the planning and implementing
phase and finally the evaluating and instituticsiay phase. These have been applied to
agriculture to create the theoretical frameworknadl for the establishment process as for the
further development of cooperations. Out of thavas possible to develop a questionnaire to use
in the empirical section. The results of the gaimgdrmation made us able to extract key issues
how to act in each phase as a farmer and as altartsu

These issues allowed us to answer the researchianses

1. The main objective of a cooperation should be tal#ish a culture within the company
which makes the members willing to follow an ongpiorocess of dynamic development.
This requires ongoing evaluation and developmerdllo€ooperational processes, which is
only possible if a discussion culture is built viithhe cooperation. Ongoing discussions are a
key success factor for fast development withindbeperation and for reaching the farmers’
objectives. Out of the discussions trust emergesi aut of trust, motivation can be
developed, which is a basis for success. If thislles reached, a structure that allows change
can exist. Changes are not seen as problems arnzkarecuted faster.

2. The management solutions to be able to reach ¢kil lare that the management structure
needs to be developed according to the membeeseisiis and strengths, so that the group can
use these strengths to improve more than a singiebar could have reached. Furthermore, a
vision and a strategy to reach that vision are ssary. The planning and financial
management needs to be excellent so that the iafammlevel can be kept high within the
group.

3. The consultants have experience regarding coopagtthus they should make all members
aware of the possible advantages, but also of ¢ltessary issues to be aware of during the
establishment and the development of cooperatidhgy should try to develop a good
communication basis with the group, should act amcalerator if necessary, they should
recognise intra-group problems and follow the matantion to develop a good management
structure. Then the consultants should also tgntlyse the most important processes within
the cooperation, the communication network, thecudision processes, and the working

3

Henrik Schmale



Cooperations & onsultants MME Thesis 2009

processes. Finally, they need to support the cadiperin the planning and the financial
management.
Recommendations for further research can be givevas not investigated if the findings can
be proved in practice, with a larger amount of oesfents, and/or to apply the findings into
other countries with a similar agricultural stwet Furthermore, a hypothesis to take into
consideration, is that farmers who actively askdonsultancy support, are more active in their
management and accordingly they might be more sstdeon the whole.

Key words: consultancy, cooperation, farm-manageneeganisational change
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Abbreviations

CEO Chief executive officer

cp. Cters paribus;with other things equal”
e.g. exempli gratia, for example

etc. et cetera

et al. et alibi, “and elsewhere”

EU European Union

dt 100 kg (one tenth of a ton)

€ Euro

EMZ Yield measurement number (Ertragsmesszahl)
GPS Global Positioning System

ha hectare

HR human resource

IT information technology

Kg kilogramme

mill. million

oD organisational development

R&D research and development

German legal statuses

AG & Co.KG Incorporated Company with a limitedbility company as general partner
GbR Society of Civil Right

GmbH Limited Company/ Partnership

GmbH & Co.KG Limited Company with a limited lialhyf company as general partner ()
KG Limited Partnership / Association Limited

KGaA Association Limited by Shares

OHG Open Commercial Company
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1 Introduction

As every part of the food processing industry, @agdture is subject to change due to a changing
(competitive) environment. New events, dynamicghe market and also changes in internal
processes are changing the position of farms omily dasis. Farmers are forced to adjust
themselves to global food markets and to econorh&nges; especially economic pressure.
European farmers have been confronted with an aggiecrease in income in the past and a very
unstable market environment these days. This ig@ason why farming becomes an increasingly
complicated and demanding business (Olson, 2004).is| nowadays accompanied by
“uncertainties, demands, and changing conditiongtbynfriendly environment (Olson, 2004)".
The result is a high competition for productiontéas which are necessary for the ability of farms
to increase their competitiveness, for example famch further growth in scale. However, it is
often not possible to grow because single farms rael sufficient resources, such as labour,
money and machinery. This situation makes it difti¢or farmers to develop their farms. Farm
management requires many different fields of knogée as farms have many changing facets;
hence it gets more and more challenging for farnetsave enough expertise in every process.
New development strategies are required and fornbgagns with partners may be a better
alternative. This is why cooperative relationshiga®e becoming increasingly attractive for
agricultural (farming-) companies (Doluschitz, 2D01

Farms are, in comparison to “normal” profit-orieshteorporate businesses, “management units
with certain levels of capital stock including at €& human, man-made, social and natural
resource capital. Thus it includes parcels, bugdjmmachines, livestock, etc. (Stern, 1997); cited
from (Van Cauwenbergh et al., 2007)". A farm un#caincludes natural resources, which cannot
be transferred easily. The production site is irggg in nature and is closely anchored in its
environment. An additional difference to corpordétasinesses is that farming does not only
provide a business but it is a lifestyle and oftemwhole family is involved in the business (Guan
and Lansink, 2006). Evidence for this can be foumthe employment structure as 61 % of the
people who are working in the agriculture secta family members (Bundesministerium flr
Erndhrung, 2007).

A farming cooperation is a special kind of businessd a special kind of cooperative.
Cooperatives are defined as institutionalised bolations with equal rights and binding duties in
specific organisational forms (Bergmann, 1994).yTaee considered as organisations possessing
a dual character to promote the members economigatl to fulfil certain social functions. In the
past, they served as a pool for farmers to reaghehimarket power (Bergmann, 1994). Main
reasons to cooperate are the countervailing of poeenomies of scale, sharing of risks, the
reduction of transaction costs, better access $sourees, access to new markets, product
innovation and quality control (Bijman, 2007), kalso social objectives can play an important
role.

According to Duelfer (Duelfer, 1984), the coopepatiin relation to other cooperative forms
consists of three basic structures of cooperatikest of all, if there are still companies of the
members who have a business relationship with doperative, it is a structure of cooperative
company connection. Secondly, if the cooperativecsire provides some services for each
member, it can be called cooperative economy cdiamecT hirdly, if the cooperative system has
only one main company left and the members are iwgror the cooperative, it is considered as
a production-cooperative. In this research, thepcton-cooperative is of interest which will be
called cooperation as there can also be “non catiperlegal forms be chosen whose structure is
comparable to that of a cooperative” (Schinke, 198other difference to a cooperative is the
dependency which emerges for the cooperation batfal the single businesses on each other.
The cooperation can be compared with a horizontalperative as farmers are building a
connection with associates. Often, these farmeoslyme similar goods and the farms have

9
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comparable structures. For cooperations, thereddierent opportunities for contracting with
different objectives and gradations (cp. (Klischagl., 2001)). Agricultural cooperations on the
farm-level offer a high potential of advantagessoonomic as well as in social aspects, which
differs according to the intensity of the cooperasi. Figure 1.1 shows the different steps farmers
can cooperate in a cooperative way. The cooperéiives of Step 1 and 2 are cooperatives in a
regular definition. Agricultural cooperations ateown in the following steps when it comes to a
closer relationship between the farms, which catdeed as a cooperation.

In step 1 there are cooperative relationships kteraal affairs. This is the case when different
farms sell and buy goods together but inner farnpragesses stay autonomous. Step 2 describes
the outsourcing of processes. Only special workloeddone by service organisations or
colleagues. Step 3 a) is a cooperative usage ofimesand production facilities. Here, farmers
are using for example expensive harvest machirgethier and most, but not all, processes and
the farm itself still stay independent. In step)3ohly some processes of farms are not done in
cooperation (for example Livestock stays in the daim). A full cooperation is provided in step
4, all processes are done together, it can alsoipared to a merger (Doluschitz, 2001).

Figure 1.1: Forms of cooperation with different degrees of intensity (Doluschitz, 2001)

Related to this, Schwerdtle (2001) gives differemganizational alternatives of horizontal
cooperations (also shown the group they belongerptevious figure 1.1):

Marketing cooperatives Step 1
Cooperative usage of production capacities Step 2
Building and complex sharing Step 3 a)
Machine and working cooperatives Step 3 a)
Cultivational contracts Step 3 b)
Cooperative service associations Step 3 b)
Partly cooperation Step 3 b)
Full cooperation (merger) Step 4

10
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In this research the focus will be on cooperatibael®nging to step 3 and 4. Only they have the
deep intensity that we want to investigate in tldoWwing. Hence, machine and working
cooperations (and building and complex sharingfjvational contracts, service-associations and
full cooperations are in our focus. Up to the iisign these farmers start to cooperate and act as a
single company with a single voice and an enviramras is shown in Figure 1.2.

Environment

Resources Technology

-Information Busines- Phlynsrilg;?tlons
| v administration - '
Info-sources A) Farm manager -Mechanical

-Weather +Family -Biological

Busines- Co-_ Busines-
administration operation administration
B) Farm manager Dependenc! C) Farm manager
+Family +Family

Speaking with one voice
To the environment
Related to kind of co-operation.

Markets Institutions

-Producers Government
-Processors -EU
-Consumers -Federal
-Buyers -State

-Seller: -Local

Figure 1.2: Cooperation of farms (own compilation)

The founding of cooperations requires a good ardkjpth analysis, preparation and appropriate
execution (Doluschitz, 2001). For farmers the stdra cooperation changes the way of work-
execution and of how new processes emerge. Theg bavdecide together and have to
communicate their opinions with partners. Aftertitg to cooperate, problems can emerge, such
as different opinions and targets related to the nempany or personal problems within the
group members. It is necessary to be aware of thed#ems before the fusion of the farms. To
prevent and minimise problems, it is necessaryfdoners to be innovative, communicative and
to be able to accept changes (Doluschitz, 2001).

Consultancy for assisting the development of coopations

In Germany, farm consultancy in managerial advies formerly done by public consultancies,
the so called “agricultural chambers (Landwirtstsiefmmern)”. Their work is called “public”
consultancy (“Offizialberatung”) for farmers “chapis” also have governmental assignments, for
example investigating the environmental standafdarms. Managing these divergent issues can
lead to trade-offs between the farmers’ interests the interests of the public and the society.
This is a main reason for a shift that agricultweatrepreneurs demand advisory help by private

11
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consultancies. Private consultancies have theusfan the agricultural entrepreneur, his family
and his farm. For them, it is a main business tp f@mers develop their strengths and improve
their weaknesses. Furthermore they are experiemtefunding and attending agricultural
cooperations.

This high expertise supports farmers in developangtable working relationship with other
farmers. However the added value of supporting éasniby_consultants in both, the establishing
phase but also later in the further developments@haof cooperationkias not yet been
sufficiently investigated. Therefore there is aklaof knowledge about the influence of
consultancies on both, the establishment and thelof@ment of cooperations.

To summarise it is possible to point out two dimens of this research. First, the cooperation
perspective, and secondly the consultancy persfgecti

Problem statement

As shown major changes in agriculture have takacepl There are many developments to be
taken into account and therefore also higher requénts in different agricultural sectors. These
changes may create new opportunities but also meblgms. For not missing any chance and
avoiding failures, farm managers need appropriatii® and long term strategies for a further
development and growth of the farm (Klischat et 2001). Farmers are forced to apply models,
which fit them, their family, and their farm. Dewpment is required from the farm inside (for
example production) as from the farm outside (fwareple market power) perspective (Bl&si,
2001). If a structural improvement is not possiblea sufficient way, new organisational forms
for the farm’s development should be created, #@mgple cooperations (Klischat et al., 2001).
Many farmers hire private consultancies to get eglVor different special farm-related problems,
such as in business issues, investment issuesteatdgg issues. Consultants also supervise
cooperations in their establishment and their dgrekent phase. The cooperations and the advice
given by consultants are the focus of this research

12
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2  Conceptual design

This part is conceived according to Verschuren@adrewaard (1999). In their book “Designing
a Research Project”, they mention that there iseirior a clear distinction between a conceptual
and a technical research design. The conceptuajrdpsovides direction and defines concepts.
For reaching this, this section contains informatibat outlines the subject of the research.
Furthermore research questions for the orientatidhe research process will be formulated.

2.1 Conceptual framework

This part provides a conceptual framework to dermates the focus of this research. There are
two main perspectives, the establishment phaséhendevelopment phase which are investigated
in this work. In the following, we will give a shiodescription about these two phases.

This research focuses on the different organisatidavelopment phases of cooperations. There
is the establishment phase, in which the interefsteders look for partners, develop the vision as
well as possible strategies and structures and bipiithe new cooperation (Klischat et al., 2001).
In the different phases the individual goals play immportant role for the creation of the
cooperation. After this phase the execution of éhplens will follow. Cummings and Worley
(2005) state that through changes in the environrpbase new opportunities emerge in the
development. These changes require an adjustmehe aftrategy and of the structure but also a
change of the vision might be needed. These thoggspare in our focus so as to point out the
requirements for changes. The above-mentioned phasxke farmers look for appropriate
consultancy. In order to avoid mistakes, specglhsive to provide support and experience. In this
research, problems which can emerge in the twogshase investigated as well as possible
solutions and finally the support consultants ct@rdo cooperations and its members.

2.2 Research objective

A research objective has to be consistent and neete informative. It serves to define the

research in a clear way and it has to show thet@nts of the research. Furthermore it has to
show the importance of the research and its carttab to scientific theory (Verschuren et al.,

2005).

This research project aims at clarifying the addaldie of management consultancy on solving
problems which occur in the establishing phase #ma development phase of agricultural

cooperations and how the actors in these phaseddsact best. This will be done by providing a

literature overview and an empirical analysis wsthkeholder interviews of cooperations, i.e.
farmers, consultants, and external experts.

2.3 Research framework

As the development of research questions can bes mificult directly after the objective
definition, Verschuren and Doorewaard (2005) suggésicturing the steps which have to be
taken in order to realise the research objective fiesearch framework is illustrated in Figure
2.3.1.

(Klischat et al., 2001)
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Theoretical Review Empirical section Analysis | Conclusions

| Cooperation members |
A

Organisational literature

A 4

v Final framework: Practical
Added value of managemen| recommendations for
Theoretical framework & consultancy on innovating cooperations and their
operationalisation appropriate cooperational consultancy
strategies and structures
Management Consultancy x A
literature

Change Management literature

A 4

A 4

A 4

Performance indicators

A 4
| Consultants & experts |

Figure 2.3.1: Research framework (Based on Verschuren and Doorewaard, 2005)

2.4 Research Issue

The cooperations and the advice given by consuliamt the focus of this research. The following

guestions will be answered through providing a fafor analysing the company to align

problems which can occur in the cooperation esthinlg and further developing process, an

investigation of the best solutions for avoidingrthand an investigation of the support, which

might be provided by consultants during these phateooperation:

1. How can problems be discovered and identifiethduhe establishing and further

developing phase of agricultural cooperations an ban the farmers’ objectives
be reached?

2. What kind of management solutions can be pralitee farmers within the
cooperation to identify and solve these problems?
3 What can consultants contribute to these saistio

These three questions will be tackled in a liteatheview and finally answered in the empirical

section by a case study with different stakeholdérsooperations. The intention of this research
is to develop a framework and to add practical Kedge about agricultural cooperations and the
consultation process. To answer these generalrodsgaestions, the following scientific research

guestions and sub-questions have to be examirstd fir

2.4.1 Research question1 A& B

After answering the following research questioniswill be possible to develop a theoretical
framework. This can be compared with results of ¢hse studies. The case studies will be
conducted with consultants and cooperation members.

In which way do possible problems, in the establighand developing phase of cooperations,

require changes in management?

1A.1 To what extent does organisational literatprevide information on identifying and
solving problems that may occur during the esthbisnt and development stages of
agricultural cooperations?

1A.2 How important are management changes for algmi@l cooperations and how can this be
evaluated?

14
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In which way can consultancy support cooperatibnsugh advice on management solutions in

these phases?

1B.1 What is the best way in consulting comparnilesdgricultural cooperations in the
different development phases?

1B.2 What factors have to be considered to evalhat@erformance of management changes
and the consultancy processes in different phafs® agricultural cooperations?

2.4.2 Research question 2

To which extent does thieoretical frameworkold after confronting it with knowledge gained

in interviews with different stakeholders?

2.1 Which important practical issues from the coapen perspective have to be added to the
findings gained in the literature study?

2.2 Which important practical issues from the cdtasiey perspective have to be added to the
findings gained in the literature study?

2.4.3 Research question 3

How does dfinal frameworklook like in which you can derive information fdefining final

statements?

3.1 What are final important subjects from the @afive perspective for a successful
establishment and development of an agriculturapecation?

3.2 What are final important issues from the calasul perspective for a successful
establishment and development of an agriculturapecation?

2.4.4 Research stages

1. In the theoretical review, an overview will beoyided to connect organisational theory with
consultancy theory.

a) Organisation and governance theory, i.e. on e@@jns, provides information about the
structure, legal status, targets, rules, problemes and deeper information about cooperations.
Furthermore it will provide information about orgsational changes and what is happening in
companies during and after that process.

Management literature gives an overview on how dal dest with the change from traditional
management principles, processes, and practicas€KHa006).

The performance indicators provide information aliatgets to reach in the different phases like
the establishment and the development of the catipar

b) Management Consultancy literature gives direstizvhich can be chosen to give advice in
different situations of the company.

Strategic management theory provides solutiongaelr the best direction for a company, which
also leads to the management innovation theory.

Thus it will be possible to investigate the currstatte of the literature about:

A.) Information on influence of changes of managetitechniques on the strategy and structure
and hence on the success of cooperations.

B) Information about management innovation devedopg consultants to advise cooperatives in
the establishing as well as the development phases.

In the end, the different parts of literature vadl juxtaposed to develop a theoretical framework.

2. In a qualitative research approach, relatiorssloipdifferent variables will be illustrated and
validated through in-depth interviews with consuolta external experts, and interviews with
farmers who are cooperation members.
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3. In the analysis, the concepts are summonedfinah framework according to findings and
comments in order to show if there is added vafusbosultancy on performance of cooperations
through advice in management innovation on theegjygand structure.

4. The conclusion section will provide recommenutadifor the consultancy of cooperations.
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2.5 Technical research design

The technical research design follows the resedesign structure as proposed by Verschuren

and Doorewaard (Verschuren et al., 2005). The teahnesearch design examines the planning

of the research. That contains the selection a&farefh material, subjects of research, and research
strategies.

2.5.1 Research material

The main intention is to find the best data abbabties in the most effective way. The following
sources are used for the purpose of performingrédsearch: literature, monographs, scientific
papers, books, articles of specialist journals, WA LEI libraries.

Documents such as annual reports of the coopesaticeb pages of stakeholders of cooperations,
consultants’ reports, and research reports belorttpd targeted research material. Furthermore
there is the option to work with study books andemial from the courses.

For designing a valuable conceptual framework lt lvé important to absorb theories (theoretical
background), hence literature is the most suit&dwarce of knowledge’ for such research. It is
necessary to use various sources of knowledgesiarehe ‘triangulation’ of the used theory and
thus its quality, reliability and validity.

To reach this intention efficiently, search methads required such as searching for indexes,
extracting and reviewing, and using the “snow-pailhciple”.

To test the theoretical framework which will be ideged after the theoretical review, another
source of knowledge is used: individual people irepresentatives of cooperations and
agricultural management consultants. The empirieséarch is performed through interviews so
as to adapt the model to reality and to ensurériregulation of methods.

2.5.2 Subjects of research

German agricultural cooperations (farmers and @pents in cooperations)
German agricultural management consultants
Main stakeholders of the cooperations (Banks asdrance-corps)

Methods to unlock the sources:

Reading literature to develop the theoretical franori

Interviews with cooperation farmers and their mamagnt consultants
Connection & Interpretation of the literature ahd tesults of the interviews
Analysis of the findings

2.5.3 Research strategy

A research strategy is the combination of complgargrdecisions about the way a research is
going to be carried out for solving the researcbstjons in the most sufficient way. (Verschuren
et al., 2005). This research will be an exploratamalysis of German agricultural cooperations
and the problems that occur for the joining farmerthe different phases. It is a practice oriented
research and in the intervention cycle it can le® s being in the diagnosis phase.

The research has a qualitative approach and \ait stith a desk secondary research in the first
part to gain knowledge about cooperations. Thishoetis characterised by the use of existing
material on the issue and the absence of direc¢acbwith the research object (Verschuren et al.,
2005). Based on this the theoretical framework @l developed. The desk secondary research
implies the need to settle for a biased perspedivéhe research material since it has been
originally gathered for other purposes than thaseded for this research. This means that some
theories are not developed to use them for agu@lltooperations but they nevertheless seem to
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be appropriate. Furthermore, with this strategyehs no direct contact with the research units
(farmers and consultants). This means missing winformation on reality.

For reducing the disadvantages of the desk secpmdaearch and reaching high validity, case
study strategy will be used additionally.

Regarding the research objective, the goal of thisearch is to find “the added value of
management consultancy in solving problems whicltuocin the establishing and the
development phase of agricultural cooperations’is Tijective typically causes a case study as
used theory can be tested in reality. Thus theegiyas to gain an overall picture of the research
project and test it with qualitative data, collecterough a small number of selective and in-depth
research unit interviews. Instrumental case studffess a more practical approach on the issue
and enable to test the theoretical framework.

For reaching this objective it will be necessary do an analysis of the management on
cooperation level:

. Analysis and evaluation of different problems atieeir solutions in establishing
cooperations.

. Analysis and evaluation of different problems atitkir solutions in developing
cooperations.

. Investigation of the influence that consultarasdnon the management innovation process
within the different phases of the cooperation tgv@ent.

. Investigation of strategies to keep aware ofyiskthese phases.

. Demonstration of a final framework to implementamagement innovation in the

organisation

2.6 Reliability and validity

Most important for an appropriate research resrgt raliability and validity. The design of a
research needs to represent a logical set of statem

Yin (2003) states that it is possible to judge dglity of any given design according to certain
logical tests; four tests are relevant to caseiessudhese four tests are common to all social
science methods. In table 2.6.1 the four testsamnmarised with case study tactics and the phase
of the research.

Table 2.6.1: Case study tactics for four design tests (Yin, 2003)

The establishment of correct and optimal measuresrien the concepts is tackled in construct
validity (Yin, 2003).

The establishment of a causal relationship is &thkh the internal validity. Certain conditions
mentioned in table 2.6.1. lead to other conditiass distinguished from spurious relationships
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(for explanatory or causal studies only, and notfescriptive or exploratory studies) (Yin, 2003).
The internal validity of the research is relatedthe “value” of the used research material,
especially if they represent real life.

The establishment in the domain, to which a stufigdings can be added to, is defined through
external validity and if it can be generalised b&ythe specific research context (Yin, 2003).
Additionally, Verschuren et al. (2005) mention tltamight happen that the external validity is
not exactly given, as if only a few cases are sudi might be difficult to generalise the findings
for other researches, especially in theory-oriemésgarch. This is of less importance if a study is
practice oriented, for example if there is a sdecampany in the focus of the research
(Verschuren et al., 2005).

Reliability gives information about the good exeécutof the research methods if the research will
be repeated in the same style the same resultdavitiollected (Yin, 2003). Sometimes it is the
case that the results of a research are basedrmidemce, but coincidence reduction is one of the
main assignments for researchers, as the moreidente the less reliable are the results of the
research (Verschuren et al., 2005). There are nfactprs which might have influence on the
research, for example the environment or unplaevedts [See also chap&d] .

2.7 Outline of the thesis

In Figure 2.7.1 the outline of this thesis is prasd. After the previous two introduction chapters
a theoretical framework will be developed throughterature study in the chaptess 4, & 5.
These chapters will be followed by the empiricale@ch in chapted & 7, and furthermore by an
discussion and conclusion section with chapieand9.

Chapter3 gives a preliminary introduction on the agricudluenvironment wherein a distinction
between the macro-environment and the micro-enmiont is given.

Chapter4 introduces the organisational development andptaened change process and a first
model of these processes is introduced, followedhieyplanned change process, in which the
different phases of the change process are narrdivgdes a description of different phases the
planned change process provides, i.e. the (1.yiegt@and contracting phase, (2.) diagnosing
phase, (3.) planning and implementing phase, ane\Vluating and institutionalising phase.

In chapter5, literature findings about farms and cooperatiares confronted and implemented in
the different phases of the change processeselartt of this section the theoretical framework is
given.

In chapterg, the methodology of the case study is describedlHowing main factors to keep this
research valid and reliable.

In chapter?7, the results of the case study interviews areigeal/

In chapter8 the discussion and the confrontation of the be#ults, these from the theoretical
section and these from the empirical section aatyaed.

In chapte9 the final conclusion and recommendations are given
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Theoretical findings on organisational Confronting organisational
development (OD) development (OD) with agriculture
AN
IR
Chapter 3 Chapter 4 Chapter 5
Environmental Factors Systems approaches, Literature findings
Forcing Change in Organisational regarding OD in
Agriculture Development and Agriculture and
Planned Change Cooperations

Literature study:
Theoretical framework

Chapter 8
CONFRONTATION —— Discussion

ITERATION I

Chapter 9
Conclusion

Empirical research

Chapter 6 Chapter 7
Case Study Results
Methodology

Figure 2.7.1: Overview of the outline of the thesis (according to (Debaire, 2007))

20

Henrik Schmale




Cooperations & onsultants MME Thesis 2009

Part 1: Literature study

Regarding agriculture as a complex and demandisgnbess, cooperations and teamwork might
have some advantages for farmers. It is impottamvestigate (if farmers join a cooperation) if
there is a need for behavioural change in manygss®s. Farmers should be aware of issues
which they might have known on an intuitive basefobehand, but did not speak out explicitly.
There is a need for new management strategiesingke darmers often do all the work on their
own, they are both “farm-managers” and “farm-woskefTherefore they know and realise all
processes which may take place in farms. In genial holistic point of view is needed because
otherwise the farm would not be able to survivéhmmmarket.

The following chapter§, 4, and5 are functioning as the theoretical section. Chaptill give

an introduction into German agriculture, its stametand its markets. A deeper insight into the
agricultural environment will be provided for a teetunderstanding of the markets and the market
policy. In this regard we will provide the challeggthe farmer has to tackle. In chapgt&ystems
Approaches, the Organisational Development andPthened Change process is in our focus. Pro
active change is a part of the organisational agreent process which is very important if
companies want to survive in very fast changingirenments. Using this as a basis, we will
explore deeper knowledge about the different phases organisational development process.
We will give an overview on relevant and usefueréture and theoretical views, which are
important for new management principles in the ldiiament phase as well as in the
development phase of cooperations and their carsués. After combining the management
theory of both next sections with the cooperatidimalings of chapteb, the research questions
1A: “In which way do problems in the establishingage and developing phase of cooperations
require changes in management?” and 1B: “In whiely does consultancy support cooperations
through advices about management solutions in thleases?” will be answered.
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3  Environmental Factors Forcing Change in Agricultu re
Agriculture produces food for the people as raw

Theoretical findings on organisatal Corfronting organisatioal

materials for further processing as well as development (OD) development (OD) it
products for immediate consumption like

vegetables. Thus the agricultural sect — — ———T :: ~
possesses a big and important position [SEMEEEES | wrowe| | vemore
society. Changes in prices and quality effeq" SCEiee anned Chane e opermions.
everybody which recently became very obvious —

when higher food prices affected especially poor Theoretical framework

people' Chapter
Nowadays, due to high technological progress, CONFRONTATION oy = Discussion
only few people are needed. This is a reason

Empirical research

why the structure of German agriculture is in
transition, which has an impact on the equity Chapter. Chapter
within  agriculture, the productivity, the Methodology Resuls
efficiency of farming and the well-being of rural

communities (Breustedt and Glauben, 2005). In
the following section, we will provide informati@bout the German agricultural sector to explain
the environment farmers have to cope with. Farme @perating within a large business

environment. Changes in this macro environment e a big impact on the farm (Olson,

2004). Changes, on the other hand, can be expast#te business environment is in an ongoing
development process. In chapset the macro environment will be described (deepirimation

in Appendix 1). For highlighting the complexity dfe farming business, an introduction into

farms and cooperations will be provided in chaftér

3.1 The agricultural macro environment

According to Olson, five dimensions of the macroviemment need to be investigated: the
macroeconomic dimension, the technological dimendioe social dimension, the demographic
dimension, and the political dimension, includihg tegal dimension.
The macroeconomic environment includes the groaté of the economy, interest rates,
currency exchange rates, and inflation rates. Bgletstanding the change of these
segments, a farmer can assess their impact oarnis f
The technological environment and technical develempis have impact on the
development of new products and innovation. Onativer hand, they can make existing
products obsolete.
In the social environment, a farmer can assessgesaaccording to their acceptance. This
creates threats and opportunities for an indusseator (for example discussions about
the treatment of animals in agriculture).
The demographic environment describes changesisdbietal structure such as shifts in
the age-structure and new developments in the egegments. This can also have an
impact on the demands on products etc.
Political and legal changes are similar in theftuence on the markets. Changes can
influence the whole agricultural industry (Olsoi®02). Different actors play a role: The
European Union, state, federal and local governsnesdgn put restraints on the
municipality level. Their policies and regulatioaffect “credit, land use, contracts and
many other things in business life and on farmeédésdqn, 2004).” Environmental
regulations are also institutional constraints. iliddally, banks and creditors possess a
big influence as well.
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Many institutions can influence the farmer's demns. All these facts are combined and even
more advanced in the real market. In other wordsétal market emerges through these forces to
an ongoing, developing construct. But there isordy one market for agricultural products, but
many sub-markets with different products. This dscomes obvious regarding the structure of
the agricultural sector. An outcome of Appendixslthat in the last years, a trend emerged that
agricultural markets are not as stable as in th&. pehere are many more “price waves”
nowadays. This can disembogue in high prices bs & very small prices far below the
production’s break even point. All this leads tdfetient pressures on farms. There is high
pressure on competition, high pressure on the préeroduced goods, high pressure on price-
cost relations and a high pressure to make thé mginket decisions.

3.2 The farming business

As already mentioned in the introduction, farmiisggetting more and more complicated and

demanding (Olson, 2004). Uncertainties, demandscaatiging conditions are emerging in the

farms’ environment (Olson, 2004). According to tharkets, the farm acts, the performance of
the farm differs. Also inside the farm, there argortant factors which influence its success. In

this section, we will introduce the important imtak parts of the farms, the farm business and the
internal resources as well as the technology usduki farm processes.

Farms and their structure

Farms do not only have one business but are caghést different sub-businesses, for example
cropping farming and livestock farming. This malkesh farm unique: “Agricultural enterprises
engaged in similar activities typically operate endifferent conditions (Gardebroek and Oude
Lansik, 2003).” The development of farms is relatedhe resources and the technology which
are available for the farm manager. Furthermomngaalso differ “in the efficiency of the use of
inputs, the scale of operation and the state tint@logy (Gardebroek and Oude Lansik, 2003).”
As mentioned in the introduction, the farm can éersas a business unit with a certain level of
capital stock including a set of human, man-madejas and natural resource capital (Stern,
1997). Resources of the farm cannot be transfeiified.production takes place in nature and is
strongly connected to the physical environmentnfiag is a job but also a lifestyle as the work
often takes much more time than a regular job ded the involvement of the whole family
underlines this fact (Guan and Lansink, 2006). Anfacan be seen as an integration of social,
economic, agronomic, environmental and instituti@spects which are dependent on each other
(Janssen 2007). Olson (2004) argues that the faressurces define the farm. Resources to
recognise in this regard are land, labour, caplligse machinery, buildings, livestock, and
supplies), management skills, credit availabilitglahe farm’s climate and weather. Additionally,
he counts the availability of information and itaisces (magazines, newsletters, marketing clubs,
consultants, management services, extension stdfisors and the World Wide Web) to the
resources of a farm. The biggest resource, andapipbthe most important one, is the
entrepreneur himself, and the skills, experienag larowledge he owns (Olson, 2004), as farm
operators have different technical and managekils sSome differences in the farm’s success
can be attributed to differences in the farmerditas (Gardebroek and Oude Lansik, 2003). The
effective usage of resources is the main assignfoefiarm mangers to be successful. Depending
on the kind of farm, farmers must understand “aeparof subjects including soil structure, soil
microbiology, livestock genetics, crop and animaltriion and growth, weed and insect
management, plant and animal diseases, ecologyhingag management, economics, financial
management, international food markets, leadershiman psychology, business organisation,
business law, communication, operational-, qualége strategic- management (Olson, 2004).
This explains why farming is a challenging business a farmer must be able to manage and
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recognise the whole “system” farm. This assignnmexetds managers with special knowledge, but
also a generic understanding of processes and ggelgvelopments (Olson, 2004).

Technology is also an important factor for a farrhicka actually means much more than just
machines. Olson (2004) incorporates physical, machf technical and biological processes,
and the usage of information and management kna@eledinder this category. New
developments, innovations and process improvemahisys emerge and the farmer has to use
these techniques in the best and most effective Wag meaning of this can be shown by a
simple example about the yield development in adftice since the Second World War. Before
the war, “yields of wheat increased only a few kdyear, if at all. Since then, however, yields
have increased consistently at much higher ratas f85-70 kg/ha/year (de Wit, 1987). Past,
current and future developments in technology iaseethe efficiency and thus the capability of
the farm (Olson, 2004). The manager has to be @blend the best degree of technological
equipment to reach the highest efficiency leveloading to the available resources. This is the
best technological level. “Some farmers are ablepigy their inputs more efficiently than others,
while some may also have different attitudes towanew technologies, resulting in different rates
of technology adoption. The combined effect of nugmel ability, allocative efficiency, technical
efficiency, scale effects and state of technologyreflected by the concept of total factor
productivity (Gardebroek and Oude Lansik, 2003).”

In Germany potentials for improvements in structuaed efficiency of agricultural production
can be monitored (Schwerdtle, 2001), but improvameio not take place quickly. Research
suggests that improvements in productivity resulif new methods and adjustments in a farm’s
daily processes (Breustedt & Glauben, 2005). Thrapeovements only take place through entry—
exit processes of farms, so only when smaller, pesductive farms, are replaced (Tolley, 1970;
(Jackson-Smith, 1999); (Gale, 2003)). In other 8oiitl is possible to diagnose that on farms,
revolutionary improvements seldom take place befbeefarm does not get new managers. The
tendency is that changes are more evolutionaryefrhangers are already older. The change in
business behaviour has become more and more impasain the last two decades economic
pressure on farms has increased from year to (&, 1995). Nowadays the unstable, daily
changing market conditions trouble the farms (Dasgy 2007). As the situation of the whole
business cannot be influenced by one single farthermain objective for farmers should be to
focus on the optimisation of core processes withm farm (for example marketing of goods,
marketing of resources as fertilisers, productiate,s efficiency). To accomplish this, it is
necessary to have an appropriate strategy forahma.fThis is the strategic management task,
which means to formulate and implement sound ceitper business-, functional-, and regional-
strategies. There are accordingly two ways to reélelcorporate target: to have a single efficient
and growing business and if this is not possilwecdoperate (Hahn, 1994). Both ways can be
worth going to achieve corporate advantage.

Cooperations and their structure

For some farmers, a good solution for improvingcpsses in the farm is the participation in a
cooperation. The amount of members in cooperai®nery different. Often, there are only two

members but it might be that the amount of joinfiaigners is more than five. There are several
options on the kind of intensity of the cooperatibmthis work, especially close work relations

are in focus, this means intensive machinery sggnearly all machinery) up to mergers. It is of
interest how these companies can be built in Geymahich will be described in the following.

Legal statuses for the cooperation-system

From a single farm perspective, the best kind afpewation is influenced by many critical
factors. These factors have to be taken into censithn before choosing a special direction
(Schwerdtle, 2001).
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Cooperations may have different influences on #renf the farmer and his family. That is why
only right decisions about the legal status camgdorthe expected success. The German
government offers willing farmers many differenaitsises to cooperate. The entire range of
options for legal statuses of agricultural entesgsiis accordingly large (Figure 3.2.1).
There are many options for businesses to havereliffdegal statuses. The most important ones
are traditionally the Society of civil right (GbRhd the Cooperative. The latter is used especially
in forms where the connection is loose as in margetooperatives. The Limited company
(GmbH) is also becoming more common, here it iffarénce that the farm is not seen as a farm
with special fiscal rules for farms anymore, buaasorporate company. Its turnover-, corporate-
and fiscal-yield-disadvantages are solved on ormed har on the other hand they are not so
important for big scale enterprises. There canitierent reasons to choose one special status.
Theuvsen (2003) provides different criteria for tlegal definition of the cooperation [e.p.
(Dolusch|tz 2001), (Wesche, 2003), (Schwerdtl®12D

Limitation of liability: is the farmer obligated to be responsible unehjito commit with

his own private money for liabilities of the assdmn, or is the responsibility bordered by

the money asset of the association?

Effort for the legal statudVhat are the constitutional expenditures for fting and for

accounting etc.?

Efficiency of administrationAre consentaneous decisions of cooperative members

requested or is a manager allowed to take autonsmhecisions in daily business?

Opportunities of capital acquisitiortow big is the influence of responsibility rules the

deposits which can be offered to creditors?

Flexibility and changes of membership (numbegw far is the influence of the legal

status on heritage, leaving or joining the coopenat

Fiscal aspectdo different legal statuses lead to any fiscahdi@ntages?

Advancements and its consequences: idoes the municipality deal with different

statuses regarding the subsidies point of view?

Compensation for contributed capitBlow difficult are the rules for the factor

compensation for each member?

Formation of reservess there a juridical force to build reserves?

Legal Statu
Business Partnership Corporations Hybrids
Society of Civil Right (GbR) Associations Cooperatives CorporateEnterprises ";'igéeﬁagiﬁgpciﬁp\';m as
. — general partner (GmbH &
Co.KG)
- with legal capacity
Open Commercial Compai Limited Company.
(OHG) Partnership (Gmbt Incorporated Company wit
1 a limited liability company
as general partner
- without legal capacity Incorporated Compar (AG & CoKG)
(Wagner
Limited Partnership
Association Limited (KCG Association Limited by
— Shares
Registered Cooperatives (KGaA

—‘ Dormant Partnership Big IncorporatecCompan'

Typical Dormant Partnership|

Small Incorporate:
Compan'

Untypical Dormint
Partnership
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Figure 3.2.1: Legal statuses of cooperative consortiums (Wesche, 2003)

Conclusion

This section gave an introduction on farms and ecatpons. Due to internal pressure for
rationalisation, productivity optimisation and ptofaximisation, farmers are forced to think
about the best structure of their farms (Olson, 420 became obvious that the farmers need to
have multi-variable skills to be able to tackle thikse traits. The farmer needs to know, how he
can react on these requirements, but also howrhéaradle technological improvement. Through
self reflection, he should be aware of his skdisd the farm’s need to renew the equipment. He
cannot be an expert in all required skills, buteindency, he should be able to steer the farmein th
best direction according to its resources andeithriological opportunities. It became clear why
the farmer himself is the most important factothia success of his farm.

Cooperations may have different structures. Theusatnof members can vary and they may also
have different legal statuses. The most common @messocieties of civil right (GbR) and
cooperatives. Important factors which may influertice decision on the legal status, are the
limitation of liability, the effort to do for theebal status, the efficiency of administration,
opportunities of capital acquisition, flexibility fomembership changes, fiscal aspects,
advancements and its consequences, compensatiaorfoibuted capital, and the formation of
reserves.
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4  Systems Theory and Organisational Development (OD )
To be able to point out important facts about the

Confrontingorganisationna

cooperation, in this chapter we will introduce  Treoreicel fndings on orgarisatior davalpmant (OD) i
the theory to regard organisations as systems D e
and the organisational development (OD —~T ~

. . Chapter Chapter 4 Chapter
Systems theory W|” provlde knoWIedge abOLtEl?:viropmentaI Factor Systems approaches, Literature findings

. orcing Change in Organisational rega_\rdlng ODin

systems and why companies can be regarded agoce il Agrcture and
open systems. The systems theory is a holistic ——
approach which seems to be appropriate for the Theortical framework
tackling with cooperations. As in cooperations —
many partners are working together, there are O amation N E==————=—={ Discussion
various factors which may influence the

Empirical research

cooperation, like the farmers relationship with
each other, inter-family relationships, and the Chapter. Chapter
the different farms , wherein the working Methodbiogy Resuls
processes need to get arranged with each other.
After this, in the OD description, we will give
insight into the kind of processes which occur ngamisations’ change situations. With this
section, we will define the theoretical basis of @work by providing information on occurring
processes in changing companies and about the ltamswork and abilities consultants should
have.

4.1 Organisations as systems

Already in 1966, Katz and Kahn (Katz, 1966) argtlet organisations should be conceptualised
as complex open systems requiring interaction angmmgponent parts and interaction with the
environment in order to survive. Applying the praws section, the organisation can be seen as a
system as it is possible to look on it like a odilen of components, which are hierarchically
arranged, interdependent and permeable to eachastbehe environment.
Each organisation is embedded in an economicahte@hand corporate-social environment,
which is liable forpermanent changedhis forces the organisation to act aso&io-technical
systemin this environment (Trist, 1969). Cummings (Cumgsd, 2000) stated that whenever
people are organised to perform tasks therejigna systemoperating, in a social and technical
way. Its elements are people, their work roles r@tationships on a social side and goods, tools,
techniques and methods for task performance onettieical side ((Cummings, 2000);(Pfeiffer
and Wagner, 2000)). The system’s elements intémaichain of processes (Pfeiffer and Wagner,
2000). The system parts are highly interconnecedhay must function together to produce
goods or services. Thitructural functionalismwas introduced by Farace et al. (Farace et al.,
1977). In order to create a high performance wgstesn, it is necessary to developedfective
relationshipbetween the social and the technical parts (Cumgsni2000).
Pfeiffer and Wagner (Pfeiffer and Wagner, 2000) tioenthat it is not possible to control social
systems like technical systems, as the actionstlamdehaviour of people cannot be foreseen
exactly (Pfeiffer and Wagner, 2000). Of high impoite in the system theory are the
communication relations, which have to be builtéachanging material, energy and information
(Duelfer, 1984). Ulrich (Ulrich, 1970) mentions theommunication within the system is more
intensive than outside the system, so there isaatigh potential for communicational mistakes.
The organisational system is characterised by #poughput-output processes that require
exchange with the environment and positive and thegaystem feedback. The organisation is a
provider and a consumer of goods and/or servicektigns with the ecological environment are
also of importance as there is a usage of resoammgsnergy (Pfeiffer and Wagner, 2000). For
these reasons, organisations do not act delibgratel as subjects of high collectivity. They
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receive their right of existence through a highetem relation. The purpose of an organisation is
to provide benefit for society and the people wie In it. If it does not provide any benefit, it
loses its cause for existence and will be termthéige the market (Pfeiffer and Wagner, 2000).
This is why it is not enough to see the companiated with some external relations, but as an
organisation which is embedded into a context diasmand norms of society. As an open system,
it exchanges information, energy and expensestivemearby environment. The company makes
itself fit into superior systems, as the world-nericonjuncture and juridical issues. These are the
forcing factors which keep the organisation lookfiog new issues and improvements. On the
other hand, it is possible that the company cdnenice the environment actively for example by
innovations (Pfeiffer and Wagner, 2000). Innovasioand new technologies are crucial
competitive factors in the technical area. Orgditsa have to react on changes to stay successful
and competitive. This happens through ongoing autssn between the organisation and its
environment but also through internal interacti®fie(ffer, 2000). In the corporate-social area,
organisations provide benefits to their members bodiness partners. The social-technical
systems in organisations allow to define a compaitly the following issues, an organisation is
(Trist et al., 1963; Cummings and Srivastva, 1¥asmore, 1988; Pfeiffer and Wagner, 2000):
- a complex system as the relations and the eleraemtsot completely tangible.

a system with infinite possible human-machine-goamabinations.

a system in which social and technical parts mystrate together to achieve high

performance.

an open system as it has many dimensional relatthsts environment.

a system regarded as probabilistic because retatind the different parts and functions

are not defined exactly also with regards to thetiens with the environment.

a system which is built through different sub-sgsteand it is a sub-system on its own.
There are two main perspectives to consider anmnagton, first of all the outside and secondly
the inside perspective. The firm’s outside perdpeds getting more and more important as the
environmental complexity and that of the world nesk are increasing (Pfeiffer, 2000).
Regarding the inside structure of organisationsetomes obvious that the complexity increases
with the size of the company; the bigger a compianthe more sub-systems it has. The sub-
systems of an organisation are correlated with edbbr, an organisation has to react on the
environment which is in transition, not only opart Blso dynamic (Pfeiffer, 2000).

Conclusion

This section provided the approach that organisatgan be seen as systems. Ongoing changes in
the environment make organisations take an act@weip their environment. Thus organisations
have to act as a social-technical, open and joydtesn with structural functionalism.
Organisations are also characterised by input-tilyput-output processes which require
exchange with the environment and positive and thegaystem feedback. Organisations must
have good relations and connections with their remvhent through relational interaction and
through a context with shared values and normsamdsgtions can be regarded as complex
systems (1) with no completely tangible relationd alements; (2) with infinite possible human-
machine-goods combinations; (3) with the need fwperation on the social and the technical
perspective for achieving high performance, (4hwitany various dimensional relations by its
environment; (5) as a probabilistic system whelatigns are not defined in an exact manner. The
system approach will be appropriate to be ablentdyae the environment and the organisation.
The advantage of this theory is that its holistiew might provide information which is not
obvious before there is enough knowledge on thdevystem.

An issue which has not been mentioned yet is theristg of these open systems, which will be
done in the section about cybernetic system thiabey on.
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4.2 Organisational Development

Introducing the organisational development (OD)epss, we will start with providing the
objectives of the organisational development andwiklaunch the planned change approach
from the organisational development perspective.m@del of change processes will be
introduced. Afterwards, we will introduce informati about consultants and their required skills.
French and Bell (French and Bell, 1998) define nigmtional development as a systematic
process to apply behavioural science principles prattices in organisations to increase
individual and organisational effectiveness. Fumi@re, Cummings and Worley (2005) mention
that organisational development “applies to changethe strategy and structure as well as to
changes in processes of the entire system, suah asganisation, a single plant of a multi-plant
firm, a department or work group, or individualedr job”.

4.2.1 Planned change

Changes in the company’s environment bring the rieed¢hanges in the company (Mintzberg
and Westley, 1992). It is possible to distinguiglo tmain kinds of changes, first the one that
overcomes the organisatfoand secondly, the one that is planned by the @gton respectively
by its members (managers) or by consultants (Cungsnand Worley, 2005). Furthermore,
Mintzberg and Westley (1992) state that it is pgassto differentiate between revolutionary and
evolutionary change. Revolutionary changes are ggmmere the whole company is affected in
the strategy and the company’s culture, whereadugenary changes are only small changes or
adjustments. Organisationsuse the planned chanigergmase the effectiveness and capability for
change itself (Cummings and Worley, 2005). It mapport the company “solving problems,
learning from experience, reframing and sharing@etions, adapting for external environmental
changes, improving performance, and influencingureitchanges” (Cummings and Worley,
2005).

Theories of change are used to show the actiwitl@sh have to be done for the planned change
processes. In Appendix 4, we described two appesaehich are most appropriate for general
model used in this work: Lewin’s change model dmel dction research model. In the following,
we provide a general model Cummings and Worley %200sed for the organisational
development approach, which implements ideas df bwidels from the Appendix .

General model

Cummings and Worley (2005) integrated the main etspaf the models of Lewin, as described in
Appendix 2, and the action research model also shovAppendix 4 into a general model for the
organisational development process. Four sets wfitees — (1.) entering & contracting, (2.)
diagnosing, (3.) planning & implementing, and @aluating & institutionalising- can be used to
describe how change is accomplished in organisaiibigure 4.2.1.1). It identifies the steps an
organisation typically passes to implement changkitspecifies the activities needed to effect
change.

Figure 4.2.1.1 illustrates how the different stepthe planned change process follow each other.
This can also be an overlapping process, and tmstaatly given feedback can make the
managers iterate some plans and solutions.

The first activity of the planned change processceons theentering and contractingAfter the
recognition of problems, consultants are contaeated together with the company’s managers it
will be decided in which way the change should talkeee and how big the budget for the change
project will or can be. After that a consultantesstthe company to analyse the problem and the
situation. He offers feedback and gets remarks filoenmanagers about his investigation. Then
the contract with a defined work-package is age@edCummings and Worley, 2005).

! whereas also the company itself can influence ive@ment
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Figure 4.2.1.1: General Model of planned change (Cummings and Worley, 2005)

In the diagnosing phasethe whole system “client-company” will be investigd. “Diagnosis”
focuses on the company as a holistic system angsmsathe organisational problems including
their causes and consequences as well as thevpgsiticesses. The diagnosing phase is a very
important process in the change process. (CumnainddVorley, 2005)

Planning of the change actions and themplementationis developed jointly by the members of
the company and the consultant. In this step theyeldp interventions to achieve the
organisation’s goals and action plans for the im@etation of the change. The agreed change
has to be executed by the members of the compangupported by the consultant. For the
intervention process design, Cummings and WorleQ0%2 identified several criteria, the
organisation’s readiness for change, its currerdngh capability, its culture and power
distributions, and the change agent’s skills anititials. Furthermore, a distinction of the types of
intervention is possible. Cummings and Worley (20@8ntified four main types:

Human process interventions at the individual gteip, and at total system levels
Interventions that modify an organisation’s struetand technology

Human resource interventions that seek to improgmber performance and wellness
Strategic interventions that involve managing tligaaisation’s relationship to its
external environment and the internal structure pratess necessary to support a
business strategy

The main assignment for the consultant and the geran this change process is the motivation
for change within the company and its employees,cteation of a desired future vision of the
organisation, the development of political supptte management of the transition toward the
vision and keeping the change-feeling in the compan

The last part of the general model is thaluation and institutionalisationf the change. This
means, that the main objective of the change psoisethat it is executed in the scheduled way
and that it persists. Feedback on the executedgelsahy the organisation members provides
information onthe change process and if the chgmgeess should be continued, modified or
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suspended (Cummings and Worley, 2005). The ingtitatisation of changes in a successful
manner involves the reinforcing of feedback, rewaeshd training (Cummings and Worley,
2005).

Conclusion

In this section the general model has been intrediutt was developed according to two main
models; the change model of Lewin and the actisearch model, which are provided in
appendix 4. The general model consists of four npdiases which build the change process,
firstly, the entering & contracting, secondly thaghosing, thirdly planning & implementing, and
fourthly the evaluating & institutionalising. Thephases will be function as the theoretical frame
in the following work. It will be described in aelger way in chaptet.3.

From the company’s external perspective, therevaoemain changes in the environment which
may occur, the change which overcomes the companytlaat which is influenced by the
company. Furthermore the intensity of changes leas linvestigated; revolutionary changes are
changes which affect the whole company whereasugwohry changes only affect parts of the
organisation. The management should know in advéimaechanges are necessary and try to
implement a “change culture” in the company astreado a changing environment can be easier

to apply.

4.3 The OD’s Planned Change Process

In the following, we will take a closer look at thpanned change process described in the
previous section. The planned change processriedtafter the recognition of external changes
in the environment of the company.

The general model for describing the planned chamgeess as introduced in the last chapter,
highlights four main steps of the planned changecgss; (1.) entering and contracting, (2.)
diagnosing, (3.) planning and implementing, ang @&aluating and institutionalising. In the
following, we will introduce these steps more thaybly. After describing the entering and
contracting phase, a main part of this section bélthe diagnosis phase. This is an important step
for the farm’s and cooperation’s change procesbBes.both kinds of companies it is more
important to understand the process of changdjesorhust diagnose misfits in the company and
identify good processes within the company. As moeetd before, change is better accepted if the
need for change is recognised.

4.3.1 Entering and contracting and the consultancy

The planned change process introduced in chdp®et starts when a manager of the company
realises that an imbalance between the currenbipeaince situation of the company and the
possible one exists. If the company is alreadystorner of a consulting company, it will contact
the consulting company to speak about the situaifothe company needs a special problem
solver it will search for a new specialised coramtitcompany. In the following, we will describe
the entering and contracting of, respectively wilie consultant, in other words, the beginning of
the consultancy process.

Start of the consultancy process

The consultant should have many skills to be cootisly employed as a change expert. These
skills include self-management competence, inteal skills and general consultation skills,
which was deeply described in Appendix 5. Furtheemi is important that he or she is a person
who is able to create a trustful environment, s the customer is willing to share all required
information. Related to this is the need to giverapriate feedback to the customers, so the
consultant should know how to provide feedback. dejing on the situation with a customer it
might also be important that the consultant hasigh@xperience. The consultant should ideally
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be able to make use of all the above-mentionedsstilring the different phases of the change
process.
A manager has realised that in his company a pmolbias emerged which asks for improvement
with consultancy support. At this point a consuttaprocess usually starts with the contacting of
a manager with one or possibly several consultantempare them before choosing (Magerison,
1988; Block, 1999).
This will be followed by a meeting and a convermatabout the current working and functioning
of and in the company. The first contact shows bsitles: if the change process might be
supported by this consultant and the issue for lithe consultant should provide his know-how
(Beer, 1980). To get this information, it might teguired that the consultant collects data first.
To do so he should be allowed to get all data requibut the consultant should also contact the
staff in an open informative way and explain whyneeds the information and what he is going
to do with it (Schein, 1998).
Together with the gained impressions, the consulgets an impression if the consultancy
relation will work out (Cummings and Worley, 2008)n the other hand, also the customer needs
to find out if there is a basis for a trustful tedaship and if the consultant is experienced and
skilled enough (Greiner and Metzger, 1983).
The consultant has to be aware of the fact thatctlstomer has realised the problem and has
thought about a solution already on his own (Cungsiand Worley, 2005). It often happens that
the preferred solution of the problem is only aetleh of the symptom, which was recognised by
the manager. But this symptom is often only thedbpn underlying problem, which is, in many
cases, far bigger than expected (Cummings and Waz2[@5). This issue or problem has to be
analysed and both parties have to agree that fikeee specific problem which needs to be
examined by the consultant (Block, 1999).
The next step is the decision which consultantimose if the company has tested more than one
and to find out if the consultant fulfils the exfet@ns. For this, Lippitt (Lippitt, 1972) mentiothe
criteria managers have to consider before choasmnsultant. The consultant should...
- Have an ability to create good interpersonal refegiips

Have a good degree of focus on the problem

Have related skills to the problem

Have the ability to inform the client in a clearyabout his role or contribution

Have a good reputation

(Lippitt, 1972)

An important issue is that the consultant shouldiman open way with the customer and make
him feel that this is not a routine job for him (@onings and Worley, 2005).
After the agreement about an arrangement, theegastiould define the tasks and the timeframe
for the consultant’'s work (Cummings and Worley, 20@-urthermore, in the contracting phase it
IS necessary to agree on mutual expectations atitearesources the consultant can use as well as
develop basic rules for a mutual work relation (@ungs and Worley, 2005).

Conclusion

The entering and contracting phase is very importan both sides; for the company who is

looking for a competent and skilful consultant dod the consultant who needs trust from his
customer, the organisation. If the consultancy @secshould end in a successful way, it is
necessary to share information. Besides it is gif mmportance that the consultant is skilled and
experienced enough for the assignment he hasve.sol

After the entering and contracting phase the diagnphase follows. In this, we will describe

especially the cybernetics to recognise and uralgilshe steering of the holistic company.
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4.3.2 Diagnosing

Diagnosing is the second major phase of the plashadge model. If it is done well, it provides
appropriate interventions to improve the comparmpgésformance. “Diagnosis is the process of
understanding a system’s current functioning. Wolaes collecting pertinent information about
current operations, analysing those data, and dopwbnclusions for potential change and
improvement (Cummings and Worley, 2005)".

It is necessary to investigate how farms and cadjers can be steered and managed, as they
often are a collection of different business uaitsgl require multidisciplinary knowledge. For this
task, we will investigate theory on cyberneticsstmw the importance of a systematic point of
view to be taken by management and by consult&otshermore, we will deliver principles of
systematic and cybernetic leading.

To understand how to steer a system, the cyberagficoach will be discussed with special
regards to the St Galler management model and-Benddel of McKinsey. An important point
of view is the look at the organisation of informatin companies and how communication in
organisations is managed. For these purposes, Weldory of organising and also the network
analysis will be described. The background, dafing and most recent theories will be discussed
to implement them into the cooperation context.

Cybernetic system theory

The term cybernetic “derives from the Greek word boat's steersman” (Miller, 1995). This
name shows that the cybernetic system theory dgtdsanalysing structures of systems and how
to steer them towards reaching system goals (Mill885). The definitions and the categories of
description can be used for different kinds of eyst (Pfeiffer and Wagner, 2000) in medicine,
biology, physics, technical sciences and also inagament sciences. As in natural systems (body
temperature) also the “system” company is willingréach required values (like turnover data,
liquidity data etc). These targets are negativefiyyenced by different disturbance variables.

..............
.
.
.
.

A cybernetic system consists of several
interrelated components. The first of these is

the system goal, which is located in the
control centre (Miller, 1995). The system

goal sets a target for a particular aspect of
system operation. If this target cannot be
reached, feedback is required to inform the .

System

management of the system. The management { & Control B  System b
i . center: _ ehaviour:
has to apply mechanisms to steer the system i sysemgoal : target of

back on a targeted direction to reach the system goal

systems objective (Miller, 1995) as shown in B RO !
Figure 4.3.2.1. K K

System

Feedback

.
00000000000

Figure 4.3.2.1: Cybernetic systems Model
(Miller, 1995)
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The management-system
Regarding the organisation as a system, the mareagesan be seen in context to the cybernetic
approach, as the management’s assignment is toteeeeompany and the cybernetics explains
the steering of a system. As management has te guithplex corporate-social systems, in the
following, we will provide different required cylbmetic characters which are of importance for
successful management.
The company as an open system acts in a changivgoement andopennessfrom the
management is required for scanning and analydieg relevant surrounding (Pfeiffer and
Wagner, 2000). Connections with the environmentraeequal for all companies, as they are
related to the business, the size and also to itiee &f offered services (Pfeiffer and Wagner,
2000). The management has to develop the main wvalfier which organisational actions are
guided. This mission is fulfilled through an implentation of the organisation’s philosophy and a
corporate identity (Pfeiffer and Wagner, 2000). érporate identity improves the connections
with the environment as the company delivers oagom on an internal and an external level.
After that a strategy is required. Introducing rat&gy supports the managers to focus on what is
important for decision making and will affect thecsess of an organisation (Olson, 2004).
To realise all important administrative elementd smbe able to investigate the interconnections
of each sub-systermtegrative managemeskills are required (Pfeiffer and Wagner, 2000).
The different elements of a system are connectedatth other on different levels and are
characterised through interdependencies (Pfeifier\&agner, 2000). Thisterconnectedness
implemented in the word systémElements within systems can have unlimited offeer
connections to each other and build a networkef/tare parts of a systénThe connections of
the elements are following special rul€dering is a tool for complexity-reduction within the
system. As unordered structures are not in thedsteof organisations and its employees, rules
have to be created. If many or only a few peopéeveorking together on a project, the formation
of structure always happens (Pfeiffer and Wagn@d02 Regarding the ordering, the task of the
management is the creation of rules for the whgtgtesn to build stability and continuous
success. On the other hand, it is of importanagseothe ability of self organisation of people to
have higher flexibility in the system. The arrangents patterns have to be desired that they
provide stability and flexibility. It is importarior the management to recreate the structure of the
organisational development regularly for reactimgahanges and changed objectives (Pfeiffer
and Wagner, 2000)
Navigatinga system is the ability to keep control of it. $&ecapabilities are needed for the
formulation of organisational objectives. Followirthis means that action is not executed
randomly but follows defined ways. This is onelod main issues an organisation has to solve. In
comparison to natural systems, which are developimgy changing itself by evolution, social
systems are steered in a special, before definesition. If the management realises that the
system loses track during the process, adjustniavis to be made. Thisgulationhas to follow
special provided factors. It can be described asindormative feedback for non-reached
behaviour or targets provided out of the systemiffef and Wagner, 2000). According to Ulrich
and Probst regulation contains (Ulrich and Praol888):

The recognition that the steering advice has leduintexpected change, or if misfits

occurred

The feedback of the recognised result a steerirgppaeceives

The advice for the steering position for the neseshg arrangements
According to this it is possible to differentiateetnavigation of social systems in steering and
financial management. Through processing infornmat@analyse the opportunities for reaching

% as we defined in section 4.1.1 and described in Agipel
% Networks are analysed at the end of this section
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the organisational goals, the company decides ahewtrategies to reach them which have to be
controlled later on and provide feedback.

In the following, we will provide two models whidntegrated these theoretical issues, the St.
Galler management model, and the McKinsey 7-S model

The St. Galler management model

Applying management theory, the St. Galler managénmodel was implemented in the
beginning of the 1970s by Hans Ulrich from St. &alllt provides a picture of the organisation as
a system which is a sub-system on its own in atgresystem-connection (Pfeiffer and Wagner,
2000). It consists of three concepts, the enviranale the organisational- and the management-
concept (Ulrich, 1970).

Environmental concept|
Management-concept With different spheres

Organisational concept} _ _\ ===~ __ Social sphere

- ~ Economic sphere

¥ N
’ ) Environmental sphere
’

[ Staff Municipality \

~—

)
1
1
Business-administration :
1
1
1

Managers
A\ T

’ Customers
\ Suppliers

\ Capital Competitors 4
N providers

Figure 4.3.2.2: St. Gallener Model - enterprise and its environment (Ulrich, 1970)

According to Pfeiffer and Wagner (Pfeiffer and Wagr2000) these concepts can be described as
follows :
Environmental-concept: The environment is institnélly connected with the company
by customers, competitors, suppliers, creditorsgy amunicipality and functional by
economic, social, technologic and ecologic conpesti It shows that the environment is
very complex and through different changes in tlzeket the company can be affected in
both, a negative way but also in a positive way.
Organisational-concept: The organisation is sepdrah three basic concepts: the
business-performance concept, the fiscal conceaptlaa social concept, which each can
be divided into objectives, performance potentral atrategies.
Management-concept: the management concept coabisis following elements:
0 Management systems (organisational policy, plannstheduling, information
and financial management systems)
o Set-up (co-operation of top management, operatiamals, structures and
management processes)
0 Leadership methodology (management style, managesupport tools)
0 Executives (demand, acquisition, human resourceslalement)
(Pfeiffer and Wagner, 2000)
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The leadership functions of the management desigmigate, and develop a social-technical
system (Pfeiffer and Wagner, 2000). Ulrich givestatement to define the main assignment for
the business administration: it does not mean ¢hdihg of people but the leading of a bigger
collectivity consisting of many people, a system ugper arrangement. So tlhetegration-
assignmentfor the management, from the organisational pahtview, creates entireness
respectively a system. The constituents, like pgaphchines, tools, facilities, to build a company
come from the outside. The company gets them onmakets and puts them together into a
functioning whole. You can describe this as intégeadesigning (Ulrich, 1970). Integrative
designing is the main point of the St. Galler modeladership integration is divided into three
levels (Pfeiffer and Wagner, 2000):

Operative management refers to planning functiahgyhich the short term is in point of

view and concrete allocation of assignments ancenads for people and machines is in

the focus,

Strategic management defines the midterm and lemg-tefinition of objectives for the

whole company,

Normative management defines the values for thdewtmmpany on a higher level

McKinsey 7 S

The McKinsey 7 S Model shows that an organisatias tmore elements than the organisational-
directing elements like structure, strategy andesys (which are built through different units in
the company). In fact, it is characterised by seslements. These can be divided in hard and soft
“S”. The hard elements (green circles in Figure2d3 are more explicit and can be pictured in
the organisation. They are traceable in strategeys, plans, and documentations etc.

The four soft “S” are, in

comparison, vaguer and more

difficult to grasp. Skills, values and

cultures are developing in a

continuous process. They are

difficult to forecast or to steer as

they are heavily influenced by

people and their acting in the

organisation. Although these soft

factors are more covered, they have

big influence on the hard factors

structures, strategies and systems.

Efficient companies have a balanced

design between these seven

elements. This is also the source of

a diagnosis model for the

organisation’s efficiency. Every

change on one element influences

the other$(Recklies, 2000).

Figure 4.3.2.3: McKinsey 7 S Model (Peters and Waterman,
1982))

* If e.g. parts of HR, like carrier-planning, wereanged, then also elements in the organisationsieylsuch as
management style are changing. From this followshange in the structures and processes which hatsirnn
influence on the values.
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A short description of the different “S” will makle arguments more explicit:

Hard "S"
Strategy Strategy of the organisation; all arrangementsedoy the company that
are acting or reacting on the environment
Structure The basis for specialisation, coordination ancpeoation of organisational
parts; it is mainly identified by the strategy, tiee of the company and the variance of
the services and goods

Systems Formal and informal processes for implementatibthe strategy within
the given structure
Soft "S"

Style, culture The culture of an organisation is establishedwia components: Firstly,
the culture of the organisation- the dominant valaed norms that develop during time
and can be very stable. Secondly, the managemédniresuwhich means how the
management and its managers act according to isapromise

Staff The hired persons in the company; HR; developrpemtesses, socialisation,
creation of norms for the junior management, newplegee-integration, mentoring- and
feedback-systems

Skills core competences, R&D, arrangements for becomorg mnovative

Shared valuesThe basic approach the company was built on réspécfor - big inner
and outside effects

Especially, in changing phases of organisations lthed factors are in the focus of the
management. On the other hand soft “S” obtain d&ntion. Peters and Waterman (Peters and
Waterman, 1982) though argue that the most suedesshpanies also focus on the direction of
the soft “S”. Especially the soft factors can bactal for the success of a change-process as to
new structures and strategies no new norms andresltan be developed. These problems keep
records of many failures of companies, for examyptd mergers. These are especially caused by
the clash of different cultures, values and prooesluwhich aggravate the implementation of
collective structures and systems (Recklies, 2000).

The 7 S-model is useful for starting change praeessid for identifying the direction. It helps to
analyse the actual state of the company and d#fenearget state. Therefrom based on this fact of
the interdependencies, it is possible to constatreingements for reaching the target state.

Theory of Organising

In this section, Weick’s theory of organising (Wei@969) will be introduced which will provide

a different systematic approach and perspectivefasuses on sense-making of information as a
part organisational communication theory. Weickeleped a model “sought to illuminate the
process of organising and he drew on a variethebities in developing his perspective* (Miller,
1995). Weick included evolutionary theory, informoat theory and general systems theory
(Kreps, 1990).

The organising process

Weick defines the process of organising as “theolvesy of equivocality in an enacted
environment by means of interlocked behaviours eldbéé in conditionally related processes”
(Weick, 1969). This rather dense and complex d&imirequires further investigation on the
organisational process and its critical components.

The basic idea of Weick’s theory is that organ@aiexist in a bigger environment. Weick states
that not only the physical environment is of impoxte, but also the informational environment.
The informational environment of an organisatiomat just the environment from the external
perspective, but rather an individually createdimment that “confronts each individual
through the process of enactment” (Miller, 1995hisTprocess of enactment deals with the
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hypothesis that different actors from the orgarmosatwill use informational inputs with different
implications and therefore create different infotimr@al environments (Weick, 1969).

The main intention of organising is the reductioh equivocality in the informational
environment. Equivocality is the uncertainty or tlwapredictability which exists in the
organisation’s informational environment (Miller995). Informational environments are all
equivocal by different degrees (Weick, 1969). Tigtowrganising, this degree can be reduced
until the information makes sense.

+ + +
Ecological Enactment Selection Retention
change
A A
N (+ )
+ + )

Figure 4.3.2.4: Weick's model of Organizing (Weick, 1969)

“Sense making” in organisations and its equivocdébrmational environment takes place, by
introducing assembly rules and communication cy@lésick, 1969). Assembly rules are tutorials
for guiding organisational members in sense makKirigey are easy to understand and can be
applied by every employee, as they are appreciabén there is no uncertainty and equivocality.
With existing uncertainty it is necessary to builgp communication cycles. Through
communication cycles, members of the organisatiotrdduce and react to ideas that help to
make sense of the equivocal environment” (Mille398). The use of these two tools is called
selection process in the model of Weick. Thesectsleissues can be effective, but also
ineffective. If it is effective, Weick proposeseention process in which the rules and cycles are
used in future cases in similar organisationalasstrules and cycles can be taken in the form of
“causal maps” which are used also in future cakegjuivocality takes place in informational
environments.

Network analysis

As stated earlier, systems theory stresses theeéetyr which organisations are built by
interdependent and interconnected components, aisgly elements. These components have to
exchange high quantities of resources and infoomdtr surviving in their environment (Miller,
1995).

To analyse the organisational communication, reseas looked at the systems theory to find a
representing tool to be able to show the complexityelationships among system components.
Systems theory saw organisations as complicatedasgheople and groups, but it was not the
right model for analysing these interconnectionsli@y] 1995). A methodology developed for
that purpose was the network analysis to study geméicommunication networks (Miller, 1995).
A network is built through system elements. It igsgible that the main objectives of an
organisation, the social targets, economic targetsimage targets, build a net of relations. These
networks can be complex and the different elemeats be trivial. Two effects of these
connections are very important. Firstly, change®woa factor arénfluencingone or more other
factors. Secondlydirect changes may hawedirect, unwilling forces that are identified often only
after a long period of time (Pfeiffer and Wagne®0Q). Important to recognise is that network
analysis might be influenced by the selective redan of the analysing person.

Communication Networks
Monge and Eisenberg (1987) have differentiated detwwo approaches: the positional tradition
of network analysis and the relational traditiorheTpositional tradition describes the formal
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communication in the organisation related to hgr If there is the need for a deeper insight
into the “system” organisation, the relational ttiath is more appropriate. It considers the actual
communication relationships in the company whicleega through different activities (Monge
and Eisenberg, 1987). The relational tradition plus study of emerging networks are very
relevant for the study of organisations as syst@iléer, 1995). This is why, in the following, we
will discuss concepts for understanding organisationetworks, namely the properties of
networks, properties of network links, and netwanles.

Properties of communication networks

A simple definition of networks can be given by aedjng them as “systems of links among
network members* (Miller, 1995). The function okthetwork analysis is to point out the flows
of information and materials between the networknioers. There are different ways to
characterise the whole network more thoroughly,lévli{1995) mentions the network content,
network mode, and the network density.

The network contentefers to things flowing through the network (Ml 1995). Farace et al.
(1977) gave a further distinction of different tgpef communication which flow through a
network. They differentiated three types of messagmduction (work-relation), innovation (new
ideas) and maintenance (upholding of social retatiqps). These can be described by “different
kinds of content which could flow through a netwofiMiller, 1995).

The Network moderefers to the communication medium which is usednterconnect the
network (Miller, 1995). There are also differenindts of opportunities to use, face-to-face
communication, telephone, letters via mail and netdgies like email and the internet.

Network densityneans that the network can be characterised bgiegeee of its connectedness,
which means the ratio between used links to passifiks in the network (Miller, 1995).

Properties of network links

There is the possibility for a characterisatiorthef different connections the network participants
are linked by each other. This can be reached fimidg the links in terms of their strength,
symmetry and multiplexity (Miller, 1995)Link strengthis, if there are connections between
participants, a way to analyse the strength ofitikebetween the people. The stronger the link is,
the more communication is done between two linka@esthe other hand, strong links can also
be realised when they have existed for a longes 8pan, when interaction frequently occurs and
if the exchange is of high importance for the netkwparticipants (Miller, 1995). Théink
symmetryof a communication link means the hierarchy betwte linked network members
(Monge and Eisenberg, 1987). The participants nigive a balanced relationship, if they are on
the same level within the network, but they caro dlave an asymmetrical relationship if the
subordinate reports to the boss (Monge and Eisgnti®87). Link multiplexity describes the
different kind of contents, deeper regarded intyip@logy of content, which flows through a link
(Miller, 1995). Here, one can define uniplex (ormtent), biplex (two contents) and multiplex
(many contents) links (Miller, 1995).

Network roles

The participants of a network have different raleshe network, which define the way in which
individuals are connected to each other (Miller93P It is possible that somebody who is not
integrated in the network has only one connectiois @onnected to a group out of the network.
The easiest way is to investigate if somebodyparicipant or a non-participant. Participants are
actively integrated in the network, non-particigargre cut off the network (Miller, 1995).
Regarding the participants, a further distinctian de made between those who are simple
“group members” and those who connect differentugsoto each other, called “inter-group
linkers”. Furthermore, it is possible to distinguiswo types of the inter-group linkers, the
“bridges and the liaisons” (Miller, 1995). A bridge a participant who is a group member, but
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also has outside connections. A liaison is a ppdit who links two or more groups with each
other, but is not a member of another group.

Conclusion

In this section, the basic principle of the cybéimenodel was introduced to show how to steer
organisations and their management from a holgstint of view. Cybernetic systems use control
centres, in companies the management, which acr@og to a system goal. For reaching this
goal, the management defines, firstly, the behavioli the system, and secondly, fulfil-
mechanisms. After implementing these mechanisms, dlrrent state is analysed through
feedback. The management-system shows the diffassignments which have to be fulfilled by
the management for a successful achievement afystem goals. The terms which were used to
explain this issue, were openness, integrativdsskilrdering, and navigation capabilities. The
entire management of the company needs a compiebeosntrolled system. The task is to
integrate appropriate leadership functions likeigtesg, navigating and developing of social
technical systems and to lead this system of bligavity which is called integrative designing.
This organisational system should be kept balancedder to reach this, the management has to
be aware also of the different soft “S” and recegnihe impacts of decisions. This might be
possible through implementation of regulation cgaldth a rooster wherein also the acceptable
system tolerance is defined.

Weick’s theory emphasises the notion of the enwitent and also of the system permeability.
These are critical factors in Weick’s model, bigoathe interdependence and the organisational
communication are in focus of this model.

The sense making process is of high importance eickl6 model and highlights the concept of
requisite variety. In short, the model of Weick wisathat “simple decision rules can be used in
sense making when equivocality is low, but more giex communication cycles are needed to
make sense of highly uncertain information envirents” (Miller, 1995). This makes the model
of Weick very different from the cybernetic apprbauut it is still a path of the systems theory
(Miller, 1995). Nevertheless, Miller states thatlbgpoint out that organisations - and the people
in these- are greatly complex and interdependeagés (Miller, 1995).

Emergent communication networks can be analysemligjir investigating the characteristics of
the whole network (content, mode, density), by @ering the network links (their strength,
symmetry, and multiplexity) and by considering tietwork roles (Miller, 1995). To investigate
networks from a systems perspective, it is necgssaremphasise the “interconnections and
interdependencies among organisational membersilegfiyil995). This aspect may have big
influence on the company so that changes do ndt waras expected.

4.3.3 Planning and implementing

The third part of the planned change process isptaening and implementing phase. At this
point, it is necessary to show how to react on mtidgd system misfits. In this phase of the
change process, the company members and alsonkal@mt plan and implement the necessary
changes. They create interventions and action pldnsh lead to the organisation’s goal. There
are many options for developing possible solutifmnghe organisational problems which will end
in a change process.

The change situation

In general, it is possible to recognise severaiteda of interventions which are related to the
change situation, in other words, the organisasio@adiness for change, its current change
capability, its power distributions and the corsnalis skills and abilities (Cummings and Worley,
2005)".

40

Henrik Schmale



Cooperations & onsultants MME Thesis 2009

Internal readiness and capability for change

The success of interventions is strongly relateth&éoorganisation’s readiness for change. This
means that there is a need for a willingness ofigbalndicators for this readiness could be a high
sensitivity to forces for change, dissatisfactiathwhe status quo of the organisation, availapilit
of resources for supporting the change processtl@actommitment of “enough” management
time (Stewart, 1994). If this readiness does natethere is a big requirement for developing this
condition before starting the planning of intervens (Stewart, 1994).

To execute the change process, it is necessaryhitra is enough knowledge on how to change.
To do this, it is necessary for the consultantaeehthe ability to motivate people for the change
process, the ability to lead the change processattlility to develop political support, the ability
to manage the transition and the ability to sustaénchange momentum (Cummings and Worley,
2005). Furthermore, different power distributiores/é to be taken into consideration so that the
change process can be successful (Cummings aneyyvafobs).

It is of high importance that the consultant conegahis competences and experiences with the
required ones in the change situations. This cae 88 company from making wrong decisions,
as the change process is very costly and failuegs make this even much more expensive
(Cummings and Worley, 2005).

Types of interventions

Interventions which focus on organisational changsy be structured. Depending on the result
of the diagnosis phase, there are four major tygethese structural interventions in the OD
process:

1. Human process interventions at the individual ,gieip and on total system levels, which
means social issues between the organisational Bremlike communication, decision
making, leadership and group dynamics.

2. Interventions that modify the organisation’s stawetand technology, which means the
development or re-ordering of working divisions atite coordination between the
different departments for supporting strategicaiomns; linkages between departments

3. Human resource interventions that seek to improeenber performance and wellness,
which means the development of the employees andupport for keeping them highly
motivated for getting the highest possible perfaroea

4. Strategic interventions that involve managing thgaaisation’s relationship to its external
environment and the internal structure and prosgssgortant for supporting a business
strategy, which means the decisions about the @gion’s strategy (like the products
the company sells, which markets the organisatiamtsvto compete on etc.) and the
decisions about the organisation’s reaction orfakechanging environment.

(Cummings and Worley, 2005)
According to Cummings and Worley, these intervergi@are organisational issues which make
the company’s functioning more effective. The fauterrelated points above are hence the key
issues of the organisational development process.
In this regard it is also necessary to mentionekiel of the organisation and its system, on which
the intervention has its primary impact. Here, @a@ diagnose the individual, the group, the
organisation and the trans-organisational perspe¢@ummings and Worley, 2005). They might
have an interrelated impact, which makes the iet&ions even more difficult because the
consultant as the expert in change situationsdksdp the holistic view.

Conclusion
In this section about the planning and implemeotatdf change, the change situation was
introduced and important issues to keep in mincehmen mentioned.
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During the change situation, interventions sho@dabecked before they are applied and it should
be analysed if they fit into the company so asthice the risk of a lack of motivation. Important

for that is the readiness of change, which is eeldab the change-willingness. Also relevant are
the intra-organisational change capabilities whagle related to internal change knowledge.
Finally, the consultant’s change capabilities anpartant, which is related to his competences
and experiences.

Change within the organisation can be separatdtiiman process interventions, structure and
technology modifying interventions, human resountierventions and strategic interventions.

These points might be interrelated which meansahantervention can have different influences

on different organisational levels, which is oftest very obvious beforehand. For this reason, a
consultant with enough experience is a cruciabfaict the process.

4.3.4 Evaluating and institutionalising

The last stage of the planned change process oerftest of all the evaluation of the recognisable
results after executing the intervention, and sdiyorthe kind of actions which are the change
programme. Feedback by the e consultant is impoead shall be provided to organisation
members for informing them about intervention ressufhe sense of feedback is to give sufficient
information about new change actions which havédeotaken in the futufe(Cummings and
Worley, 2005). Furthermore, the institutionalisiogsuccessful changes is an important point to
focus on. It “involves reinforcing them through dack, rewards, and training (Cummings and
Worley, 2005).*

Evaluating of change interventions

Evaluation processes regards the mid-term as wehelong-term success of the changes, which
means that the results are equal to or bettertti@aplanned targets. Main aspects on applications
of the evaluation are the measurement and theragsdasign to get the intended knowledge.
Additionally, the aspect of judgement is of impaoxa if interventions were executed as they have
been planned beforehand. There are two main kihflsedback which are important: firstly, the
implementation feedback which measures the feanfréise intervention and immediate effects,
and secondly, the evaluation feedback which meastire long term effects of the changes
(Cummings and Worley, 2005).

Implementation and evaluation feedback

Mostly, evaluations are seen as something vitalat@fter interventions. This kind of evaluation
will test if the planned stage is reached or it wibnitor the differences of the planned condition
with the real condition. This, “after-implementatigiew”, is not always the correct one. As many
interventions are not executed as they were plaanddntended (Cummings and Molloy, 1977,
Whitfield et al.,, 1995), the evaluation cannot feconly on the after-process condition
(Cummings and Worley, 2005). Problematic is thatsinchanges require specific change in
behaviour, but often the consultants only offeregahinformation about the change objective and
do not offer special expertise about the learnimgcgss. This learning process should be
evaluated during the change implementation (Cumsnargl Worley, 2005), as it “involves much
trial and error and needs to be guided by inforomtibout whether behaviours and procedures
are being changed as intended (Mohrman and Cumnii®@3).” Following this view, it seems
necessary to consider the evaluation including

—firstly, the during-implementation assessmentchieck whether the interventions are actually
implemented,

—secondly, the after-implementation evaluationcheck whether the interventions provide the
expected outcomes (Mohrman and Cummings, 1983).

® E.g. continuing, modifying, suspending of the afjes
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Both interventions provide feedback and informatitam organisational members. So the
definition of feedback should be separated in im@etation-feedback and the feedback about the
change-outcomes as evaluation feedback (Cummiggs)1

For a successful change process, it is of high rtapoe that the consultant carries out both kinds
of evaluations. For the evaluation process it isdgto have data to compare the organisational
acting before, during, and after the change prodéske consultant is experienced enough, he
knows about measurements to focus on.

Institutionalising interventions

Appendix 4 presented Lewin’'s change model, whichsuthe terms unfreezing, moving and

refreezing. The institutionalising of interventiooan be seen as the refreezing. If interventions
were executed, it is the method to make the org#arsal changes persisting. Ideally, appropriate
interventions become part of the organisation’sucal Here, it is necessary to see that in rapid
changing environments it might also be of impor&arto make change as a part of an

organisation’s strategy. In other words, to insiitnalise the change in the company’s culture, it
will be appropriate to identify supporting fact@nsd processes.

Institutionalising Framework

In 1982, Goodman and Dean developed an institutging framework (Figure 4.3.4.1) which
shows characteristics of the company and appliexhiantions. Regarding both issues, the degree
of institutionalisation can be indicated (Goodmad ®ean, 1982). The model explains that these
two key issues have major impact on different tnsbnalising processes in organisations. These
processes, on the other hand, affect key indicéorsistitutionalisation. Furthermore, the model
shows that the characteristics may have influemcénhe intervention characteristics (Cummings
and Worley, 2005). In the following, we will provda description of the framework and its four
boxes.

Organisation Characteristics:
Congruence
Stability of Environment and
technology
Unionisation

Institutionalisation Processes:

Institutionalisation Indicators:

Socialisation Knowledge
Commitment Performance

Reward Allocation Preferences

Diffusion Normative Consensus

Sensing and Callibration Value Consensus

Intervention Characteristics:
. Goal Specificity
Programmability
Level of Change Target
Internal Support
Sponsorship

Figure 4.3.4.1: Institutionalising Framework (according to (Goodman and Dean, 1982))

Organisation characteristics
Figure 4.3.4.1 shows that the following organissdiokey dimensions can have influence on the
intervention characteristics and on the institwaitsation processes:

1. Congruence: this term stands for the degree tohwhircintervention is in harmony with
the organisation’s philosophy, strategy, and stmgctand also other changes which
takeplace at the same time (Ledford, 1984). Ifangle process fits into these factors, the
chance is high that the intervention gets instindiised.
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2.

Stability of environment and technology: This tak&® account how much and how fast
the organisation’s environment and the induste&hhology are changing (Cummings
and Worley, 2005). This may have a big influencetlsat it might be possible that
interventions cannot be institutionalised becadgsbese fast changes (Zucker, 1987).
Unionisation: “Diffusion of interventions may be meodifficult in unionised settings,
especially if the changes affect union contraaless such as salary and fringe benefits,
job designs, and employee flexibility (Cummings &drley, 2005).”

Intervention characteristics

Figure 4.3.4.1 shows five key dimensions of OD rveations which can affect the
institutionalisation processes:

1.

Goal specificity: This means the extent of the weation goals are rather specific than
broad. The specificity of these objectives makesnttmore tangible for the employees to
recognise the need for change (Cummings and WaG@g5).

Programmability: This concerns the degree of changgch can be planned beforehand,
in other words the degree of the intervention ottaréstics which can be “specified
clearly in advance to enable socialisation, committrand reward allocation (Mohrman
and Cummings, 1989)".

Level of change target: This involves the size lné target, the whole company, a
department or a work-group. “Each level of orgamisahas facilitators and inhibitions of
persistence (Cummings and Worley, 2005)”.

Internal support: This means help the consultatg g&hin the company, for example by
an internal consultant to guide the change prog@ssimings and Worley, 2005).
Sponsorship: This means that the management sbeuldlling to “initiate, allocate, and
legitimise resources” for the intervention (Cumnsrand Worley, 2005).

Institutionalisation processes

According to the institutionalising framework, tHellowing five institutionalising processes
influence the degree of institutionalisation of @B interventions.

1.

Socialisation: this stands for the communicatiothiy the company on information
about beliefs, preferences, norms, and values gards to the intervention. So, also
persons who come in touch with the change-interorrdre informed to understand the
background of the intervention. The interventiohthe change process often involve new
learning but also experimental processes, so aniogglevelopment of socialisation is
required for reaching a persistence level of thenge process (Cummings and Worley,
2005).

Commitment: this means that people should act iso@sation with the change-
interventions. There are two kinds of commitmenagmnable, the initial commitment and
also the recommitment over time. “Opportunities dommitment should allow people to
choose the necessary behaviour freely, explicithd publicly (Cummings and Worley,
2005).” This can create high commitment and throtigh a stability of new behaviour
(Cummings and Worley, 2005).

Reward allocation: this means the connection with new behaviours and rewards, for
example job opportunities or bonuses (Cummings\dodey, 2005).

Diffusion: this means to use successful intervergtialso in other parts of the company so
that a broader collectivity agrees on the changes mew behaviours. This is of
importance to adjust values and norms accordirigganterventions, especially in bigger
organisations (Cummings and Worley, 2005).

Sensing and calibration: this means the scannirtheofnterventions with regard to their
deviation and its correction.
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Indicators of institutionalisation:
Institutionalisation is not a concept which will becepted by all stakeholders. It is even possible
to recognise different levels of acceptance. Fige24.1 provides also an overview with key
terms about an intervention’s persistence.
1. Knowledge: this means the knowledge of the commamgembers about the agreed
behaviour for the interventions.
2. Performance: this means the degree about the actocuyprding to the intended
interventions.
3. Preferences: the private accepting by the orgaorsst members of the change
interventions.
4. Normative Consensus: the acceptance of the neadhémge.
5. Value Consensus: the acceptance of the socialeeymgliof the changes, respectively the
acceptance of how the company behaves towardshstialess.

Conclusion

In this section, the last stages of the plannedi@hgrocess have been described, the evaluation
of changes and the change-institutionalisationth@ planned change process, it is of high
importance to recognise the difference betweenrélaé stage and the expected stage after the
intervention. Evaluation was discussed accordingvto key terms: the implementation feedback
for recognition of immediate effects of change gsses and the evaluation feedback to for
analysing the long term effects of the change m®ce

OD interventions need to be institutionalised feaching the intended objective; otherwise a
higher organisational performance cannot be reacheel Institutionalising Framework provides

a good overview on the most important facts todresered when institutionalising the changes
into the changed organisation.
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5 Literature findings regarding Farms and Cooperati ons

In the last chapter, we introduced the o @ @ oo Sartroningrgnisaiona
systems theory, the planned change process development (OD) agricuiture

of the organisational development process NG P —
and basic knowledge about consultancies, cwe 1 [ e " [FLCCRREET
The general model with its four main phasgs Forgns cargen A | -

was introduced. These phases function ag a Planned Change Cooperations
theoretical frame of this research. This iS Literature study

why in the following, we will add special Treetalamenort

theoretical findings about farms and Chapter

CONFRONTATION —_— i i
cooperations to the previous findings about ITERATION I
the general model phases. Note that VY%\
systematically distinguish, the establishment
phase of the cooperation from the Cane Sty emuts
development  phase. The  different Methodoloay
knowledge regarding these phases will be
described, so that each section will separateghportant information regarding the establishment
and the development of cooperations. We will hdefollowing sections 5.1, 5.2, 5.3, and 5.4.
In 5.1Entering and Contracting in farms and cooperatitoysthe consultant is explainéd2, 5.3,
and 5.4
By the end of this chapter, we will use the gaikedwledge to build the theoretical framework.

5.1 Entering and Contracting in farms and cooperations

In the entering and contracting phase, the consgudtad the farm, respectively cooperation, come
in contact with each other for the first time. Aateon will be built and in this phase it will be
possible to find out if they are able to cope tbgetIn this part we will add findings about farms
and cooperations to the findings from the previchuspter 4.

Entering and contracting in the establishment phase

When the farm manager realises something is goneggvor he recognises (substantial) space for
improvement his farm, but is unable to solve thebfgm by himself, he may contact a consultant
for support. Most farmers do have consultancy stpgo they have gone through the entering
phase much earlier (Domroese, 2007). In uniquatsiias when they diagnose a very specific
problem, it may happen that farmers are lookingd&anew consultant. In general, farmers get
information about the quality of a consultant vidleagues. Thereby the personal network plays a
key role, but also symposiums and articles arenpbirtance (Domroese, 2007).

As it was already mentioned earlier, the consulteast to be aware that often the manager (here
the farmer) already has a solution in his mind (8ungs and Worley, 2005). The consultant
should try to get an impression of his new custoaret the kind of problem which exists, and
should try to identify possible reactions for salyithe problem.

When the farmer perceives that the founding of@eaation may help to solve the problems, the
consultant has to test early if the farmer willdbeandidate for a cooperation (Schwerdtle, 2001)
and if his personality would fit into a cooperaty®up. So, the consultant has to be aware that he
must tell the farmer the truth, even if he is noloag term consultant for the customer yet
(Schwerdtle, 2001). The only way for the consultardlways obtain the needed information is to
develop a trustful relationship.

If the farmer did not think about cooperating todtde to solve problems of his farm beforehand,
the consultant should suggest it if according godminion the farmer would fit into a cooperation.
For this purpose, the consultant and the farmeunldhaefine possible objectives which could

make a cooperation interesting (Klischat et alQ130
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Entering and contracting in the development phase

In the entering and contracting phase for coopamafithere are two more emerging dimensions
in comparison to the single farm. It is not theecasymore that there is only one farmer who has
a problem. The problem is also an issue for th@eradion itself and the member group (Duelfer,
1984). Next to economic issues, group problems siscbonflicts, difficulties in communication
but also personal issues can emerge and have swlbbed by the support of the consultant
(Klischat et al., 2001).

In general, it is imaginable that one particulansidtant supported the farmers in establishing the
cooperation. If then a new consultant is hired Iy tooperation, this needs to have a special
reason (Domroese, 2007). The new consultant hiag to get an impression of all conditions and
has to identify the key problem. The change prodtssdf is more comparable to industrial
situations and planned change, with the differethzg there is the cooperative group which
consists of equal members/owners, acting on the $awel.

Conclusion

This section was about the entering and the cadimicacof the consultant in both, the
establishment phase and the development phase opfeaiions. Generally, farms, but also
cooperations, have had a consuftaiteady before. So, if a problem emerges, thedamill get

in touch with him. If this consultant is not a sjadist to solve the problem the farmer will use his
network to find a “solver”. Through the first basioalysis of the problem, the consultant might
have the idea that a cooperation could improvesituation of the farm, he also has to identify if
the farmer’s personality is able to fit into a ceogtive group. The consultant should be able to
establish a trustful relationship with the farmigiht from the beginning . This is also applicable
for the cooperative group. During the entering aodtracting in the development phase the
consultant should be aware of the whole group. &eth take into account that the entire group
will hire him (i.e. not only the CEO), so the coltant should get an impression of all single
farms. Furthermore it might happen that there @ferdnt kinds of problems that normal farms
have, for example interpersonal problems whichlead to other problems. Therefore the group
can make the entering and contracting phase monplea already before the deeper analysis.

5.2 Diagnosis phase in farms and cooperations

In this section, we will put findings of the diagn® phase in relation to the theoretical findings
about agricultural issues. In the diagnosis ph#se, new entering consultant has to try to
understand the work relations and the solutiondaimaers found about critical processes in daily
business. This is similar to the entering and @mting process, but more intensive and going
more into depth.

Farms and Cooperations as systems

A description about the “system” farm and the “syst cooperation is provided in the following.
In the cooperation, different sub-systems are pdimut. The farm, as we described in chapter 3,
has to be analysed by the consultant as he woultwilith other small companies introduced in
the diagnosis phase in the last chapter. This psoce straight forward. He has to regard the
capabilities of the farmer, analyse the farm with farming family and the available resources
and its technological options. An in-depth dedwip of the system farm as a sub-system of a
cooperation will be provided in the following.

A cooperation is a special case of a cooperativenection of production companies as it was
mentioned in chapter 1. After joining the coopenatihe farms become dependent on each other.
Duelfer (1984) defined cooperations as production-coopeyatiwith integrative connections. For
analysing the cooperative company (also the cotipajafrom a systematic view, Duelfer

® In general the cooperation has a consultant whpastad the farms during the establishment process.
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(Duelfer, 1984) mentions that the cooperation carsdéen as a socio-technical economic system.
Furthermore he argues that the single businessmddshe seen as sub-systems each, so the
cooperation has a systematic basic structure wieelds connections between the sub-systems for
reaching appropriate corporate functions (Duelfé84).

The cooperation regarded as a socio-technical ry$tas inside and outside relations. It is
important to realise that these are open systeims.nmiembers of the cooperative operate target
oriented, which is also the case in the cooperatiothis regard it is necessary to realise that th
coordination of reaching these targets requiresagate mechanisms like sharing the own
targets with the other members and communicat@ iopgn way. The ability to reach a target is
always related to the pool of targets within thepsration and it always involves the usage of
goods respectively resources. As resources arefaai@operatives, allocating problems of the
best resource usage like for single businessestrogur. The economical system works here as
well, with the difference that there is a biggerltiariation of different kinds of objectives as
well as a multi-polarity of objective-subjects. Athis makes it possible to interpret the
cooperative as an economic system. (Duelfer, 1984)

Summarised the system-theoretical approach of dbpearative characterisation is considered in

regards of
- its substance a social technical,
its environmental relations  an open,
its kind of functioning an objective oriented
its resource usage an economical

system.

Sub systems of the cooperation

As mentioned above, the single businesses candmeasesub-systems, but there are also others,
such as the cooperative group and also a new fauodmpany which is built for the market
connection. This will be described in the followisgction.

Sub-system member business

Cooperations are created through an associatisimgle businesses. If these are single farms, the
cooperations will be built according to connectioi€orporate functions and in the best way for
the joining members. Member businesses in our @assingle farms. With their own objective in
mind, they are interested in the benefits thatlmaprovided by the cooperation (Duelfer, 1984).
The decision to join a cooperation can only be dbtieere is business autonomy. This is defined
by public-legal and civil-legal norms. From the teys-theory approach, it has to be a legal
relation between the socio economic system of tkeenber business and the cooperation. The
decision of joining the cooperation is taken bynfars who are often the single owners of their
farm. Within the cooperation the joining of a simghember, as a person in the group, might
create more problems than the integration of the féhat is if his personality does not fit into a
cooperation. With the decision to cooperate, thglsi member accepts a partial loss of his
freedom to decide autonomously. The decision psdéters already in a partnership but gets
increasingly important as more members join thepeoation (Duelfer, 1984). The more partners,
the less influence the single partner has. Thighig the degree of intensity within the cooperation
is of high importance (Duelfer, 1984). In the casfea decision for a cooperation, former
experiences of the consultant or the farmer's agpee with cooperative-like situations (e.qg.
shared machinery) play an important role (Kliscleatal., 2001). These experiences are of
importance as they provide information on criticeerpersonal points the farmer should be aware
before joining a cooperation (Klischat et al., 2D04 problem which might emerge in a group is
the delegation of functions which can be an is$ubke partners cannot agree on this. Joining a
cooperative business also has an impact on thesideanaking process. This is caused by the
cooperative structure and through different unetguedehaviour of the members. In the past,
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researchers expected that cooperation membersawillin a neoclassical way in order to
maximise their profits (Duelfer, 1984). But the nkssical theory is not valid for cooperatives, as
the group behaviour might change from profit masing. In the neoclassical theory,
participating businesses are homogenous. On tleg bénd, the cooperative organisations cannot
be regarded as normal companies as they have dmukinsional goals and objectives (Duelfer,
1984). In our case we investigate the cooperation®gard to their multi-variable system of
objectives constructed by objectives of each merhhbsimess. Furthermore it is also necessary to
investigate different coalition-structures (Due]f&984).

Subsystem cooperation company
It is obvious that the cooperative business, wighnstrumental character, can be seen as another
sub-system, regarding its explicit accounting syst@nd its business relations with external
partners. The assignment for the cooperation isubid business functions for the member
economies which they need for reaching their singlgjectives. This is called the
“Forderungsauftrag” of the cooperation (Duelfer84p
As the founding of the cooperation has to lead bemefit for their members, the decision to join
a cooperation is influenced by the individual ohjexs and the fulfilment of their objectives by
the cooperation. Therefore, the founding of a coajpen has to be more advantageous for the
member than ordering the services from the makkein this point of view, it is only beneficial
to start the cooperative business if the servicethe market are

- not available at all, or

- of minor quality, or

- more expensive.
This comparison shows that the business and thketnamctions of the cooperation should not
differ from the kind of businesses which would hdeen done on the free market. Technical
processes have to be done in the same way as ipacabte businesses. This means that the
“sense of business (here the cooperation) is tdym® material goods or provide immaterial
goods (Gutenberg, 1951)”. The difference is tha tevelopment of the business planning
happens in a different way than in normal businedseplementation of philosophies and long or
mid term strategies require complex interactiowien the members. Individual targets of each
member influence the decision process and the cabtye targets within the cooperation. This
multivariable complex of objectives has a big iefiee on the structure and the strategy of the
cooperation (Duelfer, 1984), even if the main taigeas in normal businesses, the development
of the company and to make it fit into the futunevieonment. Nonetheless the strategy is
dominated by the main target of the cooperatiorieetp providing member benefit. This is a big
difference to normal businesses, as here the cestmnthe person to provide the services to. In
other words, industrial companies provide bendditsxternal persons. In cooperations, the people
who benefit from the processes are also the menabéine cooperative group (identical principle)
(Forderungsplus, according to Henzler (Henzler,73p3Duelfer, 1984)

Sub-system cooperation group

As the definition of the member economies and theperation business as sub-systems is quite
obvious, the cooperative group is more abstraaetag-system (Duelfer, 1984).

The cooperative group can be identified as a sieglenomic sub-system of the cooperation
(Duelfer, 1984). First of all, this implies thatetmember is influenced in his decision behaviour
through joining the cooperation, and second, thatimternal and external relations between the
member economies are influenced by the group. Twea of these influences differs from
cooperation to cooperation (Duelfer et al., 19®)lfer (1984) mentions the problem of enough
group cohesion if the group becomes too big. Imydiggroups the intention of taking over an
outsider position increases ((Olson, 1968); (Esbbheg, 1971)). This implies that non-logic
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decisions might be taken from an economic poinviefv. If this happens, extra coordination
mechanisms are required.

Furthermore Diilfer (1984) mentions that it is pbkesthat already existing relationships between
the members might have constitutive influence an d¢boperation. The interdependence of the
social and the economic perspectives is of higlomamce regarding possible emerging problems
of cooperations. This is described in the theorpuabthe so called “Doppelnatur of the
cooperation (Duelfer, 1984)". This theory purpottsit close personal relations and economic
relations within the cooperative group might brimgpblems in the cohesion of the group. The
stronger the member feels integrated into the grtdup more changes in voting- and decision-
behaviour within the group can be realised; thisaed problem of solidary acting. This is a
reason why the development of a “WE-feeling” alss an economic impact.

Together with this collective feeling, another agpegarding the cooperative group appears: the
emergence. This means the emerging of a systeniticonehich cannot be reached by adding all
capabilities of single system-elements togetherplgunterrelated development of these elements
(Stein, 2004). Furthermore it is theoretically defi as “a phenomenon to reach higher levels
through new emerging qualities out of lower levBUDEN, 2000))”". In the new developed
group, it happens that the emergence is reachedemdmprovements are taking place trough an
interacting of system-elements (Stein, 2004), inaase the group members. The system might be
transformed into a better condition (Fliedner, 1)9®8Bich is the result of a transformation-process
(Stein, 2004).

Conclusion

The consultant has to analyse the farm’s situatmording to the farmer’s capabilities, regarding
the farm with the farming family and recognise teailable resources and its technological
options. The consultant also has to advise the édarom the best decision for him and his
company; yet the decision how to solve the probleas to be taken by the farmer. As this
research focuses on the establishment of a cooperats a solution to develop new steps, only
this topic will be described in the following part.

If an establishment of a cooperation is a posssolieition, the farmer should acknowledge in
advance that he will lose independence. Farms bea®pendent on each other by joining in a
cooperation. There are three main perspectivesahsultant should have in mind when regarding
the elements of the socio-technical economic amh gystem cooperation, the cooperation itself,
the member businesses and the cooperative groegeTglements need connections between each
other for reaching appropriate corporate functidks.every member has several objectives, the
cooperation should be able to fulfil these objextivwn the highest possible level. In order to be
able to share their targets, they should be ablmmunicate in an open way. The degree of
fulfilment of the “Forderungsauftrag” is a mainussfor the success of a cooperation. Individual
targets of each member influence the decision gsaead thereby the cooperative targets within
the cooperation, so farmers want to receive bef@fithis disadvantage. Hence a cooperation has
members who want to benefit from internal processebnot “only” customers. The development
of the business planning also happens in a diffeveay as in normal businesses. Here,
implementation of philosophies and long as well m®l term strategies require complex
interaction between the members. This point of thigtivariable complex of objectives has big
influence on the structure and the strategy ofctt@peration, which should also be known by the
consultant. A main target should be the developmétihe company and to make it fit into the
future environment, but the group might influenbe single members so that the neoclassical
theory of long term profit maximising is not validr cooperatives, as the group behaviour might
influence decisions. If the cooperative group beesntoo big, the group cohesion might
deteriorate, as in bigger groups the intentiorakitg over an outsider position is increasing. This
issue requires extra coordination mechanisms. Asiplas interdependence of social and of
economic issues may lead to problems within codjper® Close personal relations might
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influence the economic behaviour of the group whisay bring problems through solidary
acting. If the group works well, emergence can gmeaxhich will make the cooperation very
successful.

5.3 Planning and implementing phase in cooperations

In the planning and implementing phase the consultad the farm, respectively cooperation
have decided a solution for the problem and thikheiplanned and integrated in the daily work.

Planning phase of establishing a cooperation

The planning phase can be separated in the agréemstart a cooperation, a definition of the
farmer’'s objectives, partner finding process, tleeision to cooperate and the final planning
process for the cooperation.

Objectives to found a cooperation

In this section, we will show the objectives of ttaemers to start a cooperation. There are the
economic and the social objectives which make fasntl@nk about changes in the structure of
their farm businesses.

Klischat et al. (2001) state that there has to berumial experience which leads to the final
intention to start a cooperation. Often, this cormesn already dissatisfying situation for the
farmer. Then the farmer often in collaboration wiiis consultant, diagnoses the situation and
decides on the optimal solution.

The main reason for participation in a cooperatsothat a farmer expects “a favourable balance
between inducements given and contributions exge(f®ngle, 1994).” Furthermore, Ringle
states that this decision process can also beeappli cooperations. Potential new members
expect to benefit by taking part in activities aservices of this organisation to reach their
individual goals (motives, needs, interests) (RiNgl994). The cooperation offers farmers
opportunities to achieve economic and meta-econamicsocial goals in an easier way((Ringle,
1994), (Theuvsen, 2003)). The economic targetsedated to an improvement of the income and
also to the saving of the farm’s existence for esingle member.

The cooperative group is another important poinexpect benefit from (March and Simon,
1961), like the above mentioned emergence. Joitiiegcooperation develops a relationship
within two cooperative sub-systems, the memberghgqup and also the business organisation.
Regarding this, a development of a subjective fsation value or utility can be expected. All
these contributions need to have a higher value ttie compensations the member has to endure,
so that the member starts to participate or waly st the cooperation (Ringle, 1994).
Contributions, which farmers expect to reach adogrtb literature, are ((Bijman, 2007);

(Klischat et al., 2001); (Mann and Muziol, 20019ctwerdtle, 2001); (Theuvsen, 2003)):

Economic & Management objectives:

Economies of scale

Effects of rationalism

Development of competitive business units
Reduction of transaction costs

Countervailing of power

Improvements in efficiency of established work @eses
Innovation of new production processes

Better access to resources

Higher elasticity of the organization

10. Sharing risks of entrepreneurs

11. Management improvements

12. Integration of new expertise and opinions of newrpas

©COoNOOTAWNE
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13. Quality control
14. Access to new markets
15. Growing potentials

Social objectives:

16. More self-discipline in management because of drénprship constellation
17. Savings of income and time

18. Spare time and disease compensation

19. Income through non-farming activities

20. Realisation of external personal targets

These scores can be split into deeper sub-unitatsPone to eight are economic targets, point
nine to fifteen refer to targets from managemenspective and sixteen to twenty are social
targets. Economies of scale and other cost regressian be reached through a better usage of
production factors. This starts with the usage otlern and bigger machines, the speciality of
human capital with a better management, betterymtazh processes or through a better position
in the market of produced goods (higher pricesa$i as raw materials (lower prices) e.g.
fertilisers. This leads to more competitive busgesits through more efficiency in all processes
and to a reduction of transaction costs. Savinguees is possible through bigger units, less
negotiations and more capacities help to improwe dfficiency on a bigger scale. Also, new
thoughts about daily working processes can leaddre efficiency. This can be new processes in
the production process as well as in the managem#mth goes hand in hand with an
establishment of new production processes, as gebitarm unit challenges new growth and
development opportunities. In addition, more resesrrare available and so even bigger steps in
the development can be done. Through the sharingskd also crises can be solved in a better
way, due to more (financial) assets, which canrbeiged if the banks need safeties.

The social objectives are important because thdgnofnclude the farmer’'s family. The
cooperation is often a big influencing change ia lifestyle of the farmers as they are generally
one-man companies.

The working days of farmers are often very long,tlsat a reduction of work loads is a main
reason to cooperate. The improvements of work gs®Es are also important regarding social
issues, like the reduction of physical work. Adufitally, spare time is, especially for younger
farmers an important issue (Mann and Muziol, 200&)ich can be used for his family and for
personal development and non-farming income oppii#s (honour-positions) can be provided
in an higher amount. Another important issue i$ tha workload also for family members can be
reduced, which can be very important especiallivastock farms.

In their personal environment, farmers are oftenfromted with a negative attitude against
cooperations, which can only be changed with a rsaceessful business. On the other hand, it
might also be the opposite way; the social imagdds a reason for farmers to start cooperation.
They have a good feeling to be a cooperate menleequse they associate positive character
traits, like dynamic, open mindedness and the mghess to compromise, with being a
cooperation member. They have the opinion thatithiglso valid for their social environment
(Mann and Muziol, 2001).

Partner finding

Before founding a cooperation, the farmer hasrad the right partner (Jackson-Smith, 1999). The
search for potential partners and the detailednaanprocess is often activated through a crucial
experience (Klischat et al., 2001). Generallysitiore important that the persons fit together than
the farms (Klischat et al.,, 2001). Regularly, pttdnpartners were found in the nearby
surroundings. But often in the first negotiationgl adiscussions between farmers, it becomes
obvious that a cooperation makes no sense betweerandidates. In these situations, it is better
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for all to stop here instead of trying to cooperaith a bad feeling on the interpersonal level
(Klischat et al., 2001). According to Klischat ét @001), the most important factor is that the
members are able to abolish the mine-and-your&itign According to them, the most important
thing is that not only the farms fit together, lkgpecially the farmers and his families shouldbfit
each other. In other words, economic data are enfdlcus at the beginning of the search for
partners, but with more experiences, personal fattecome more important.

Cooperation is a revolutionary change also forfémeilies of the farmers. Often, it is difficult for
the farmers to get the full agreement of all himifg members (Berg et al., 2001). Furthermore,
the farmers should be able to make compromises, tabgive acceptance and be respectful to
others. As the next points illustrates, understagaif the partners, collective objectives and good
intra organisational communication are vital. Tlaéso recommend that the competencies of each
partner have to be clearly defined and scheduted.dlso important to have a good preparation
(important in case of clashes), to be able to Haakanced discussions (acceptance of other
opinions, active listening), to be able to havecaperative thinking and finally trust is an
important value so that there are no secrets betwlee members. The problem is that there
always remains an uncertainty factor in the aboeetioned points at the beginning of a partner
relation.

Planning of actions

In the planning process, it is important to thirdoat the formal entity that should be chosen,
considering the relevant legal environment anga#isible stakeholders. Also the liquidation of
the cooperation should be regarded, as nobody ki beginning how long the cooperation
will last (Berg et al., 2001). Furthermore, theiof cooperation has to be chosen. For this, an
exact analysis of each current farm situation, algeicultural entrepreneurs and also of their
business environment (Schwerdtle, 2001) has to.desgecially, the legal status is important in
this regard as every business-cooperation needitansive planning of its legal frames
(Theuvsen, 2003). These frames are partly selftededy choosing the juridical status and
influencing the cooperational contract; and paato influenced by the municipality e.g. fiscal-,
succession- and lease-laws (Theuvsen, 2003). Taet eefinition of the contract (including the
option to add new business units) is a very impadrissue (Berg et al., 2001); legal mistakes at
the start may create immense problems and maytdelaid losses (Theuvsen, 2003).

As defined in the system-theory, there is a claatirttion of different sub-systems in the
planning phase: the joining companies, the cooperain our case the cooperation as the most
obvious one, but also the cooperative group (Duelf®84). The “Forderungsauftrag” (benefit-
motive) by Diulfer (1984), introduced in the prevsoparagraph, means that the cooperation is
founded to provide benefit to its members. To dpis@s necessary that the sub-system of the
member company provides services, products orrircase assets. For this, the cooperation has to
pay compensation. Through this, a new kind of stdbesn is required, which is partly connected
to the other members, it exists in the same way ladgtsween the cooperation and them. It can be
defined as a “business-functional” communicatiostesy. This is not the only the communication
system. As through the business processes comntioni¢g required, the communication has to
follow organisational rules. These rules have todedéined in the founding process of the
cooperation and might also be seen as an own coimative sub-system (Duelfer, 1984). All
these forms of communication are also, especiallgroduction cooperations, influenced on the
third communication system, the personal relatignsbf all stakeholders with each other.
(Duelfer, 1984)

In the planning and starting phase, these threferdift communication systems have to be
founded and established. The definition of thegerimation-relations is a major objective for the
successful implementation of cooperations. Thromgéraction of the three sub-systems of the
cooperative, the cooperative objectives are comoated. The development for a proper
communication and information exchange is very irtgod (Duelfer, 1984).
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Research on the planning phase has shown thatatima¢rs experienced, as the most important
issue, the usage of consultancy and also of fiadaisors (Berg et al., 2001). According to
Klischat et al. ((Klischat et al., 2001)), consultg has a key position in the planning phase as
consultancies are experienced and often in contétt already established cooperations. The
experience of other cooperations is also a goodceoior preparation (Berg et al., 2001). The
agreement and preparation phase in the creati@egsas very time consuming on both sides, the
partner/ group level but also inside the singlenfar

For the preparation phase, Schwerdtle (2001) pesvallist with points farmers should consider
for starting a closer cooperation. First of allh®erdtle mentions the perspective of the farmer
and his family. The partners have to be able tpeoate. Furthermore, they have to be generous
enough to tolerate mistakes of others and be fiexitustful, friendly and have a strong character.
The family also has to stand behind the cooperatioshould be open to the project. The second
part to focus on is the location. Farmers shouklyese the best place to find a balance in possible
advantages and disadvantages. It also is of impmetdoow the infrastructure of the different
farms is; and the machinery should get analysedlediSSchwerdtle, 2001). According to Berg et
al. (2001), it is important to write down exactlyhieh assets belong to whom of the members
(Berg et al.,, 2001). Regarding the legal statushef new cooperation, also the assets of the
partners have to be taken into account. These 9smight have financial influences on the
cooperation and also fiscal influences on the pgnifarms. Depending on the level of
cooperation, it has to be tested in which way ifpeidity and the stability of each farm are solid
enough to cooperate. The main target is risk réalucivhich also includes the financial discipline
of the members (private expenses). Contractuakaggats about this issue have to be developed
in the planning and implementation phase. Also igpheduations, like the death or the divorce of
a member, need to be regulated in the contracw@&chle, 2001). An essential objective of the
contracting is that in case of failure the joinifgms can leave the cooperation with least
adversity as possible. For the company, the exaicligal regulation and definition of the follow-
up for the single farm is of major importance, eweore than for a single farm. In this case, it is
not only an influence on the single interests Hab an the group’s. The testaments of each
partner should get adjusted to the situation ofcih@peration so that avoidable problems cannot
occur anymore. Furthermore, it is necessary toeagreother contractual issues like insurances,
rental contracts for land and the joining of newmbers in advance (Schwerdtle, 2001). A very
important issue is the profit allocation, which de¢o be considered at this point. If it is clead a
fair to everyone, stability of the company emer@&earg et al., 2001). The target has to be that the
assets of every member are allocated in the faivagt A neutral assessor has to evaluate these
goods. Even with such an evaluation, it is stiflecision process of the members to agree on the
final allocation. The aspect of distributions arefinitions of positions in the new cooperation is
also of major interest in the planning phase as the fundament of the further development of
the organisation. Klischat et al. (2001) mentioatticooperation contracts are the result of
extensive discussions about the legal status andebign of the cooperation.

The discussion about the cooperation and the oreafi the contract often leads to a realisation
that a new management behaviour of the (then bidgen will be necessary. For farmers with a
too high workload, it can be a new experience tdéein a strategic way and to get a new and
different workload. A problem is that the horizoh tbe inner planning process is often only
focussed on the changes for the farms, but nohercihanges of the processes and the impact on
the own position and the social environment of fdreners (Klischat et al., 2001). After doing
these assignments, the farmers already know e&ehn bétter and trust has been built. This is the
first phase in which the cooperative group is edtdind a corporate identity feeling emerges.

A proper economic planning and a systematic arabysihe future perspective of the cooperative
farm is very common, but a focussed planning ofitikernal organisation is uncommon (Klischat
et al., 2001). The cooperation is seen as thepassible opportunity to reach personal targets and
the planning phase clarifies future developmenisjbthe operationalisation process the farmers
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are often on their one (Klischat et al., 2001)tHe starting phase, these difficulties may become a
big burden, because there is a lack of competellmeation and under-organised working
processes. It often happens that farmers in thasglexperience and become aware of the
influence of the cooperation on their own workiifg.I The bigger the changes for the farmer and
his family, the bigger are the perceived change#hi® individual (Klischat et al., 2001).
To summarise, Mann and Muziol mention some gerseredess factors of cooperations which the
consultant should take into account during the mtanphase (Mann and Muziol, 2001):
The structure of the cooperation should have cfsatential for an improvement of
economic success. One objective should at leastfp®ving economies of scale.
A big step for the development of the farms migatibthe management capacities are
improving and more time is spent on steering thagamny.
For the social part, the improvement of time effiy is of importance, which means the
farmers can work less and spend more time on othgrprivate, activities.
Every member should know his tasks and his positiaime cooperation. Every member
should want to identify himself with his position.
There should not be any loser in joining the coafien. All members should try to keep
their influence on the highest level according heitt position in the cooperation and
pursue internal and external communication reltdetieir cooperative tasks and position.
This requires respect and appreciation for the wbtke others.
All partners should be able to accept other opmia@amd should be willing to find
compromises. This is easier when the knowledgeleral of education of the partners is
similar. It may also be made more easy when theng@er do know each other and their
working behaviour.
All partners should be aware that a cooperatianssumental to objectives, which may
entail temporary commitments. The leaving of andijm of (new) partners should be
made possible economically and organisationally.

Implementation phase

The degree of changes in the implementation plsmselated to the intensity of the cooperation
and the compatibility of the farm-structures invaedv The more intensive the cooperation, the
more obvious are changes for its stakeholders @espfamily etc.). It is not a problem that
changes occur, but rather that changes shouldatisae before starting to cooperate (Klischat et
al., 2001). Therefore, the founding of a cooperatieeds the realisation that change is needed in
the farm-organisation.

Losing autonomy is a factor of big influence ongoeral satisfaction. Generally, younger farmers
can handle this situation better than older fariecause the latter take the change as much more
intensive (Klischat et al., 2001). A clear defiartiof the personal tasks in the “new” farm, can
reduce frictions, which helps to endure the alresslysitive starting phase. For example, the new
organisation might lack working structures. Mangnfars keep on working with machinery they
already know and there is no clear definition oimtasks for different members (Klischat et al.,
2001). Next to a clarity of tasks is the qualityimg of the work. In Klischat et al.’s work
respondents who are participating in cooperatidgated that work should not be considered as
“bad” or “good” work. The work needs to be done,isthmeans that nobody should differ or
evaluate it. However, ranking tasks can emerge vereimbalance or conflict already prevails
which can in turn create new problems (Klischagtlet 2001). TO remain a cooperative group,
such problems or difficulties have to be commumidab avoid anybody to become the scapegoat
of the group (Klischat et al., 2001).

When the relationships become closer, the speaimis of the members gets more important.
This means that every farmer should have a taskene wants to be specialised in (Berg et al.,
2001; Klischat et al., 2001), with the result ttte cooperation can develop its full potential.sThi
creates ‘space and freedom’, for spare time, gfi@j@anning etc., due to time saving through
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specialisation. The disadvantage of specialisagahat there can be monotony after a while. If
that monony emerges creativity is required as thanging of tasks or group specialisation
(Klischat et al., 2001).

Another issue to to be taken into account is theagbn where a farmer has subcontracts to do the
work for him, e.g. on the farm land with a pork-siadised farmer. Here, Berg et al (2001)
mention that high complexity of relations can eneeifj there are several linkages between
different partners. This may lead to a new farnmatwork with high transaction costs; yet,
modern communication tools and information exchamgay handle it(Berg et al., 2001).
Business networks are getting more and more impbntathe economy and this also applies to
agriculture (Berg et al., 2001). Picot et al. (1P9®ention that companies acting in unstable
market environments, have a higher chance of sagyiif they operate in a cooperative way
(Picot et al., 1996). When the organisations trgdonect different problem-solving capacities,
their market position will be improved (Picot et, d996). The more complex the network, the
more important is the ability of each to trust eatiter (Berg et al., 2001). Trust reduces the costs
for financial management and information gathe(Bgrg et al., 2001).

Cooperative decisions have to be communicated suisbed. What to do and how to use the
assets of the old farm? There also comes a sharidgdifferentiation of the decision-making
process. This can be problematic and difficult lees farmers were their own bosses before the
cooperation. Now own mistakes can no longer bebated to bad weather conditions, bad
markets or other things (Klischat et al., 2001)tHese group discussions, it is necessary to be
open to other opinions and to reduce the amoumisfakes. This reduces individual decision-
making authonomy. On the other hand, members gfe@adions state that collaboration improves
the quality of decisions. The cooperation can hefrefm specialist-knowledge and experiences
each cooperation member has. Unconsidered decidmnst take place anymore because of the
group decision process. The decision-making protadsss longer, but it is reflected upon from
more points of views. In successful cooperatiohss ts seen as an advantage. Klischat et al.
mentioned that through a clear distinction of thections, the decision-making competences are
easier to understand and to follow (Klischat et2001).

Planning process of change projects in establish@doperations

In already existing cooperations, the planning psscdoes not differ very much from the change
process described in chapter 4. Often, occurringngbes are not revolutionary (as the
cooperation-founding) but more evolutionary in attg existing cooperations. The kind of
changes are different from cooperation to coopamati hrough the start of a cooperation, new
functions and new duties were created and formections in the own farm were given to
partners.

After the establishment of the cooperation, thesinfocus shifts from internal group-dynamic
processes to a structural development. In the begjrof the cooperation, there is an atmosphere
of departure which leads to a very good group ifigeéind also to a very high disposal of work-
capacities (new investments, new working envirortnete.) and a shift of borders in workloads
and also to euphoria. The first limitations ocauthe next phase, the disillusion. Routine in the
daily business sets up. It becomes obvious thgieration is not a marvellous thing, but a tool to
improve the own farm; its weak points and its cisiicture. Cooperations have to act like every
company, as they have to grow and develop likeadingr business. In the single farm the success
factors are the structures of costs, the requédteeanarkets and the social targets of the farmer;
in the cooperation another dimension emerges aadatte the targets and interests of the other
cooperation partners (Klischat et al., 2001).

If these issues have been planned beforehand iplahaing process, it is more obvious, if there
are weak points or blind spots in the cooperatistesn. These should be changed. If there are
workloads which are not possible to be carriedbyuthe group, or require external expertise, that
work might be outsourced (Klischat et al., 2001)eii the planning is more comparable to OD-
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processes in industrial companies. Again, the wiffee to regard is the cooperative group which
has to get involved into the planning in a verygleay. For big decisions there is a requirement
for full agreement within the group. Group behaviamd rules should be adjusted to the real
cooperative situation, as all processes in the @@djn will change from a theoretic perspective
during the planning process in the establishmeas@ho a practical process in the real working
cooperation.

Conclusion

This paragraph detailed the planning and the impfgation phase of changes for farms and
cooperations, with the start of a cooperative. ©hgctives of the farmers teaming up with
colleagues were introduced. There are the econanddhe social objectives which make farmers
think about changes in the structure of their fagrbusinesses.

The cooperation is seen as a possible opportunityech personal targets and the planning phase
provides future developments. Consultancy may lokey position in the planning process of a
cooperation. A problem mentioned is that the plagmften happens with the consultant, but
during the implementation process the farmers oftegcute the new processes on their own. It
will be necessary to test if it can be changed &t the consultants develop solutions for
supporting farmers to implement new organisatigmatesses, which are becoming evident in a
cooperation. The internal organisation is often imothe focus of the planning process which
causes problems in the implementation of the cadjer. It can be resumed that the development
and planning process is not finished with the stéthe cooperation; it stays a dynamic process
and it takes time until routines are establishdte @roup building process is a sensitive phase and
it takes time to develop a group feeling. Intenste@sultancy often takes place in the planning
and development period. On the other hand, theebiggotential for disagreements and debates
take place quickly after the start. It is to be sfigned if this risk can be reduced through a good
training and preparation during the planning preces

5.4 Evaluation and institutionalising phase in cooperations

In this section the evaluation of the applied ardion the new developed cooperations and on the
further developed cooperations is described. Themesfindings about the institutionalising
process is given. In the evaluation and institwlsation phase, it has to be checked whether the
implemented solution may be right to solve the pois. Furthermore it should be evaluated to
what extent it is already integrated in the dailgrking processes and if there are existing
implementation problems.

The assessment of the planned processes is strmghard; to provide feedback to the
cooperative members, the consultant will asseds ibthie scheduled target is reached and how it
is reached. The personal assessment of the result®operation is always related to the
individual targets and objectives of the memberarfMand Muziol, 2001). If the targets and the
results are reached, the consideration of the catipe will be positive. Surpassing the
cooperation’s objectives, the farmers will be veptimistic and if they have failed, the
cooperation will be seen as an unsuccessful andnsiye experiment for the development of the
farm (Mann and Muziol, 2001). Being not successiill force farmers to change something
which might be a further development stage or eencancellation of the cooperation. The
consultant has to be aware of these personal olgecind has to take them into consideration,
also in the evaluating phase.

The consultant should test the success-issuedr(ctige for economic success, 2. improved
management capacities, 3. high time efficiencyldar task allocation and task identification, 5.
no losers in joining the cooperation and a higtelef influence through joint communication, 6.
willingness to find compromises, 7. regarding caafien as instrumental to reach objectives)
mentioned by Mann and Muziol in the previous sectdich is 1) if the company has reached a
level of ongoing success after the establishmemeftooperation. If he recognises that they are
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still valid he can be sure for that moment thatadbeperation is working well (Mann and Muziol,
2001). Additionally, of high importance is 2) thenemunication within the cooperation.
Especially in the beginning of the cooperation, also later, when the evaluation should take
place, regular meetings between the members ayamportant (Klischat et al., 2001). Meetings
support both the group building process and therin&tion exchange process. Group processes
improve the potential of picking up ideas, the ptitd of organising, and the potential of success
within the team. Developments can be analysed,raadtions on these can be discussed and
planned.

In regards to the institutionalisation, it is imggont in both phases the establishment, as wefl as i
the development phase, that the farmers could resegpossible changes in their regular
practices beforehand (Klischat et al., 2001). Tiitutionalisation is an issue the consultant
should observe and he should ask the farmers atarking processes and if adjustments in the
planning needed to be done. Klischat et al. (2006#ntion also that the structure of
communication is of importance. In this regardséems to be of high importance that the
cooperation develops a positive communication cellhetween the cooperative partners; only if
this is reached ongoing success is sustainablesqidi et al., 2001). So that communication
culture needs to be developed in the establishpiede and eventually it needs improvement in
the further development phase of the cooperation.

Conclusion

The evaluation and the institutionalisation processhanges in the establishing phase and the
development phase was described in this sectiom e$tablishment of a cooperation brings major
changes to the related farmers, so both the aseassaand the institutionalisation are of high
importance. The assessment of the changes shouldngeaccording the seven issues mentioned
by Mann and Muziol. Next, in the development phagaluation is of high importance as there is
a risk of non-congruence of shared information.

The consultant but also the individual members hif tooperation should be aware of the
objectives of the other members. Furthermore, piassible to point out seven general success
factors which the consultant should have in mindrduthe evaluation process.

In regards to farms and cooperations one shoululgrese as most important item the change to
get persistent behaviour. This can only be readhesugh good communication and through
support by the consultant also after the implentemtgrocess.
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Theoretical Framework

Defining the framework of the theory

In this section, we will describe the findings béttheoretical part of chapter 3 and 4 and will add
findings of chapter 5. Furthermore, we will shownhthe perspective changes throughout the
planning phase during the establishment phase lendlévelopment phase of the cooperation.
That should allow us to build a theoretical framewawith information on farms and
cooperations.

Chapter 3 gave information on the external envirenirof German farms. The markets were
described and it was shown that these markets acé more unstable than in the past. Important
to see is that the markets are still policy-regadadnd new production directions have emerged
through policy, for example energy production tlgloubiogas. Chapter 5 showed that the
cooperation is a good solution and a proactive ti@ador these market troubles and that
companies, acting in unstable market environmdrase a higher chance of developing if they
operate in a cooperative way.

On the internal side of the farm, there are thregnnaspects which have to be observed: the
resources of the farm, its technological standardas the skills of the farmer, and all objectives
the farmer has require the usage of resourceshdtambre, the structure of cooperations were
introduced as well as points which might influertbe choice of a special legal status of the
cooperation, like the limitation of liability, theffort for the legal status, the efficiency of

administration, opportunities of capital acquisitidlexibility as well changes of membership

(numbers), fiscal aspects, advancements and itseqolences, compensation for contributed
capital and formation of reserves.

Chapter 4 started with the systems theory and thangsational development processes with
different change procedures as well as consultprmgedures.

The first section of chapter 4 covered the systéhedry to get information on a holistic
perspective which is required for an accurate amlpefore and during the change process.
Systems are an amount of bordered, interacting eziesnwith ordered and inter-correlated
relations, which have sub- as well as supra-systdrhe best way to outline systems is the
analysis of the communication intensity, which igher inside than outside the system. In
systems the internal processes are of importarmethié characterisation of systems, different
components are essential; hierarchical orderingrdependence, and permeability.

Ongoing changes are forcing companies to act daldechnical, open and joint systems. Also,
farms and cooperations can be seen as social-tathmpen, objective-oriented, economic
systems. Companies have to fit in higher connestigith their environment through relational
interaction and through a context of shared valuesnorms. The system approach is appropriate
for analysing the communicative relations withirgamisations because it uses a flexible and
holistic perspective.

According to the systems theory, organisations lmamegarded: as open systems with various
dimensional relations with their environment; ashabilistic systems where relations are not
defined in an exact manner; as complex systems mothcompletely tangible relations and
elements; systems with infinite possible human-nreeigoods combinations.

There is a need to coordinate the cooperation ofab@nd technical parts to achieve high
performance through structural functionalism. lhestwords, high performance can be reached
through a development of effective relationshipsveen the social and the technical elements.
Furthermore, organisations are characterised buytditiwoughput-output processes. The input-
throughput-output process is only successful if jwactices take place, first of all, the exchange
process with the environment were the permeableesyswaps goods and information; and
secondly, the positive as well negative systemldaekl process, which is necessary to control the
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interdependent functioning of system componentsoddgh this interaction, different system
properties have a key-role: Firstlgplism which means the awareness of the interdependent
nature of systems. Secondéguifinality, which means the different degree of complexitjhase

is always more than one way for reaching objectivVésrdly, negativeentropy which is about
system-openness, as closed systems run down giftey and fourthrequisite variety which
means that the system has to deal internally witnges in the environment.

To get a holistic view, a company-wide analysi®fismportance, especially to understand non-
obvious organisational issues. The recognition hent seems to be a key success factor,
especially in extraordinary situations. Organisaicdevelopment (OD) is an approach to support
the management team in reaching higher performandeefficiency. In the OD-process planned
change plays a key role and was described in #naqus chapters.

Planned change can influence the culture and dayahi cooperations to keep members aware
of necessary changes, required through environmeetgelopments. The company’s reaction
may be active or reactive, and revolutionary oretanary.

As the founding of a cooperation is a very big dtapthe farm, it can be seen as a revolutionary
change. This requires an exactly planned execu#ativities of planned change have been
described by the general model and Levin changeemadd the action research model in
Appendix 4.

Lewin’s perspective highlights the change as aosidjent of the balancing forces of a company,
which means that no change takes place if the ‘&es&@mnd the “changers” in the company have
the same power so that a “quasi-stationary equihtor exists. The farmer will handle this before
the decision is taken to join the cooperation (mitthe family) and later as a member of the
cooperation (within the cooperative group) wheniemmental changes force the company to
change. The best way for changes is modificatioth@fforces which want to maintain the status
quo. The result of this will be that less tensiod &esistance emerge.

The action research model highlights the feedbdisk actions. It starts with the collection of
data and their processing, which can be used fdiagae of next actions. After all processes, new
information is gathered and feedback is given, Wigives new guidance. This iterative cycle of
research and action requests ongoing communichétween the organisational members and the
consultant. The usage of the action-research-misdappreciated for an analysis of a whole
complex system as it contains multiple change m®e® That is why the action-research-model
is appropriate for the change process cooperalians to tackle.

The general model uses the main aspects of Lewdntta action research model and integrates
them. After this, it identifies the steps an orgation typically moves through to implement
change and specifies the activities needed toteffeange. Four sets of activities — (1.) entering
and contracting, (2.) diagnosing, (3.) planning anmgplementing, and (4.) evaluating and
institutionalising- can be used to describe howngesis accomplished in organisatians
Furthermore, a distinction of the types of inteti@m is possibl® In the change process it is
important to develop motivation for change withire tcompany. Furthermore, the creation of a
desired future vision of the organisation, the dgwaent of political support, the management of
the transition toward the vision, and keeping ttleehge-sensitivity” in the company is necessary.
A central factor is the communication within aleie processes.

After that, the phases of the planned change psoeese introduced providing theoretic
information on the general change processes. Ttezieg and contracting phase of the planned

" The organisation’s readiness for change, its atirteange capability, its culture and power distiitns, and the
change agent’s skills and abilities

8 Human process interventions at the individual, groand total systems levels; Interventions that ifgoen
organisation’s structure and technology; Human nesointerventions that seek to improve member perdomce and
wellness; Strategic interventions that involve mamgghe organisation’s relationship to its extereavironment and
the internal structure and process necessary osug@ business strategy
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change model describes the entering of the comgultathe company. Consultants are of high
importance for the company members during the ahg@ngcess (Cummings and Worley, 2005).
This is why they need special skills necessaryaf@uccessful consultancy process. Therefore
self-management with self knowledge and activeniear skills, interpersonal skills for an
effective consultancy process, and general conmritakills with the ability for managing the
consulting process and the ability to design irgations are required in all consultancy processes.
After the problem recognition, managers look fapacialist to get support for a change process.
The first dialogue will be one of the most impott@onversations. Here, a first exchange of
information takes place and it becomes clear if cgbesultant-mandatory relationship fits on a
personal basis. After this, it is important to defithe exact problem the consultant should solve
through his work. In this phase, it is especialfyimportance to share all information if the
consultant process should end in a successful maaaelitionally, the consultant should be
aware that most customers already have a problérmgaddea in mind before contacting the
consultant. Regarding this, it may be possiblestmgnise an even bigger problem than expected
after the entering process. The consultant’s coemget for succeeding in the project should be
another important issue. In the contracting phaseyal expectations should be defined. Most of
the farms already have a consultant and if theeeneed for a specialist in general, farmers will
use personal networks. The question for the camsulis if the farmer would fit into the
cooperative group. In cooperations, the emergioglpms are problems for the whole group, so a
new kind of problems emerge (e.g. internal grougbf@ms).

In the diagnosis phase cybernetics, communicatioihngtwork analysis have been described. For
companies which can be regarded as systems, tleenagtic approach was introduced. Cybernetic
systems use control centres, in companies the reamag, which define a system goal (vision),
and the management characterises the behaviothhd@ystem (strategy). This can be reached by
management mechanisms: The company needs to hanevahaes for general orientation and a
strategy for goal orientation in the decision-makprocess. For a successful implementation the
management has to be very open and should beabéah and analyse the internal and external
surrounding of the company.

After the implementation of the vision and stratetjye current state needs to be analysed.
Feedback is necessary and provided through finen@aagement processes. The definition of
the vision and the strategy as managerial coreractsk for integrative management skills. The
manager’'s assignment is to know the organisati@actéx for implementing an organisation’s
philosophy and strategy. Within the company, therconnectedness of the elements is very
important, as through them, a network is built, ebhis difficult to analyse for an external person.
An important element of the farm is the family betfarmer which has to be considered by the
analysing person as well. Furthermore, networksbenery complex. Changes in the company
may influence one or more factors directly as vaallindirectly, which might be unexpected in
advance and can emerge also after a longer period.

Cooperations are production units with integratoa@nections. Appearing complexity can be
reduced in the best way through ordering, whiclate® a structure in the organisation, but should
not reduce the flexibility within the organisatioA good structure provides stability and
flexibility, and should be adjusted regularly, aating to changes in the environment.
Cooperation members have different objectives wheduire extra target coordination through
integrative mechanisms. To keep control of the esystnavigation is required. These are
adjustments the management has to make to rehkseMljectives. This regulation consists of
three main parts, the recognition of emerging poid, feedback the management should receive
and the advice how to react on the problems. Tahbe to navigate, financial management for all
processes is required to compare the expectedg®gth the real outcomes.

The St Gallener management model uses these igsdesdescribes the organisation in a greater
system connection. Three concepts are realisett iRirst of all, the complex environmental
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concept with many connections. Secondly, the osgdinnal concept, with three basic
conceptions regarding the business-, the fiscatl,the social-issues which can be separated each
in objectives, performance potential, and strategied thirdly, the management concept which
consists of the management systems, the set upeatership methodology and executives. The
management’s assignment is to integrate appropiiselership functions like designing,
navigating and developing of social technical systdor leading this system of big collectivity.
This is called integrative designing. To reach,tl@adership integration is required, the operative
management (short term planning), the strategicageament (mid and long term planning &
strategy implementation) and the normative manageéfeempany’s philosophy development).
The McKinsey 7-S model mentions that companies hanage directing elements than the
structure, strategy and the different (sub-) systeand there are also the shared values, the,skills
the style and the staff. These elements called“S6fthave similar influence as the hard “S”. If a
company does not balance them, it might be diffitmlbe successful for a longer period of time
as these elements are interconnected. It hastakba into consideration when the company is in
a change process. To be able to understand if @aayris not balanced anymore, it is necessary
to implement regulation cycles and to define a esysttolerance. Furthermore, an ongoing
communication is required to receive in-time infatman.

Another systematic approach is the theory of ogjagi This uses the same intention, as it states
the importance of organisational communication. Timain issue of the theory is the
understanding of the organising process and its&caricomponents. The bigger environment,
consisting of the physical but also of the inforiiaal environment, is different from member to
member of the organisation, as there are diffelevels of information and of environmental
recognitions. The theory of organising providedgdo reduce equivocality. These are assembly
rules and communication cycles. Assembly ruleswatiials for guiding organisational members
in a sense-making process. Communication cycleblemaembers of the organisation to make
sense of the equivocal environment. To be abl&éaoesthis sense, it is necessary to have a proper
network within the company. To understand if thisra proper network, a network analysis is an
appropriate tool. In this, the emerging network ommication is analysed through the recognition
of the network characteristics (content, mode, i@ndy considering the network links (their
strength, symmetry, and multiplexity) and by coesidg the network roles.

Regarding the diagnosis phase and agriculture, soane findings have to be added. Important is
the issue that farmers in a cooperation dependaoh ether through joining the cooperation. In
cooperations the member businesses ask for bémefitgh joining the cooperation.

The following can be added to the diagnosis phagmarding the farm: The farm’s problem
analysis is straight forward, special attentionudtide put on the role of the farmer’s family. In
the problem analysis of the cooperation, it shdaddseen that beforehand, independent single-
businesses have gone together, which required éassaitonomy before. It might be problematic
that member farms become dependent on each otheugth joining the cooperation.
Cooperations are production units with integratte@nections through the member businesses.
The different objectives of the cooperative membkyad to this requirement of target
coordination through integrative mechanisms. Thentrer businesses ask for benefit through
joining (cheaper work, less time consuming et®)ile consultant has to analyse together with
the members if the cooperation is able to proviie henefit.

In the decision making process, there is also ifierence that it shifts from single farmer to the
group, and this has to be considered by the camulOn the group there might be constitutive
influence through pre-cooperational relations betwéhe members. This may also have an
influence on the group cohesion. Interdependenceoifal and economic relations may lead to
less logical/leconomic decisions (solidary actinggnce the consultant has a variety of different
sections where the problem can be found.
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In the planning and implementing phase, the thindse of the planned change process, the
change situation was analysed. First of all, thange situation was investigated. Here, a
separation of different criteria for interventiomas done. A readiness for change in the company
is necessary, which means that the managementlisgmio change something and is able to
communicate this to the employees. Change capalslihe second issue, like the acceptance of
new power distribution during the change processs 15 also a task for the external consultant
who should be able to communicate his work. Funioee he needs to be able to develop
political support to manage the transition andustan the change momentum in the company.
The second part of this phase was the classifitationterventions. The first type of intervention
was the human process intervention which focusedifterent levels like individuals within the
whole system, and on social issues between thenisaginal members. The second kind of
intervention was the one which modifies the streeetand the strategy, such as the reordering of
divisions. The third kind of intervention was thecfis on the improvement of organisational
member performance, the human resource interveritioa fourth kind, the strategic intervention
is about the managing of the relation of the corggants external environment. A holistic view
is strongly required to recognise the impact ofngjes; this is true for the individual perspective,
the group perspective, the organisational persgeetid the trans-organisational perspective.

At this point some findings about agriculture hate be added. There are two different
perspectives which have to be taken into consigeran the planning and implementing phase:
the establishment phase and the development phése cooperation. In the establishment phase
there are the economic and the social objectivashmmake farmers think about changes in the
structure of their own farm businesses. In the fo@gg, most important for farmers is a
favourable balance between inducements given anttilsotions expected from the cooperation.
To find the right partner, it is more important thiae partners fit together, not only the farms. A
very important factor is that the members are ableabolish the mine-and-yours thinking.
Farmers should be able to make compromises. Atgy, $hould be to able to accept the other
member’s situation and background. Then, they hbsee to act in respectful way with others.
Furthermore, they should be able to understanga@neners. For the cooperation, it is important
that the members develop and recreate collectivectes. In the development of the
cooperation a good intra-organisational commuroceai also of high importance.

In the deeper planning phase, it is necessaryitd pat possible critical points which may occur
at the beginning but also in the future for the pation on a contractual basis (also the legal
status). New management behaviour in the cooperatilb be necessary, as decisions have to be
taken in the group. Also the sharing of informati®different (decisions in a strategic way).
Through the planning process, a corporate idefegying emerges very often, which should be
used to have a good start in the cooperation. enwdttic can be that in the implementation phase
the farmers are often alone with the inner-orgdimeawhich can create difficulties in working
processes through a lack of competence-allocatbmden the farmers.

Main changes should be recognised beforehand byctimperation’s stakeholders, like the
decision-making process, which will be different asoperative decisions have to be
communicated and discussed. A successful way teldgwan advantage through less working
time is the specialisation of the members. Trustis® a very important factor which needs to be
developed if the cooperation should be successfigb, network complexity can be reduced
through trust, so the costs for financial managermed the costs for information gathering will
also be reduced.

In the fourth phase of the change process, thaiatragy and institutionalising was investigated.
The evaluation of the interventions can only beliagpin an appropriate way if the requested
knowledge is gained in a good manner through ap@tgpmeasurement and research design. An
exact execution of the scheduled actions is styomgtommended and feedback is of high
importance for this purpose.
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There are two main kinds of feedback, the implegm feedback, to check immediate effects
of the interventions, already during the changelementation, and the evaluation feedback,
which measures the long term effects of the int@ges. To introduce institutionalising of
interventions, we described the institutionalisirgnework of Goodman and Dean. This consists
of four main parts, the organisation charactesstiavhich influence the intervention
characteristics and the institutionalisation prgessin which it is possible to define indicators of
institutionalisation. Institutionalisation is nesasy to reach the intended change objective;
otherwise an improvement of organisational perfaroeecannot be reached.

From the cooperation’s establishment perspectivé the development perspective, there are
some issues to add here. The assessment of thts refsa cooperation is always related to the
own targets and objectives of the members, buttmsultant should try to test if the scheduled
targets and non-scheduled targets are reachetie Itargets are not reached, the cooperation
members have to change something which might barther development stage, or, if the
problems are too complex, the elimination of th@pmration might be the best solution. In
general, the consultant should test the cooperatiaording to success factors mentioned in the
planning phase. Regarding the communication withexrcooperation, regular meetings between
the members are very important. Group processesirafghe potential of ideas, the potential of
organising, and the potential of success withint¢aen.

For successful institutionalisation it is importathiat the farmers have recognised possible
changes in their daily working beforehand, whichsva#éso mentioned in the planning phase. The
institutionalisation is an issue the consultantuth@bserve and he should ask the farmers about
working processes and the communication structwme.ongoing success, the consultant should
analyse the cooperation’s communication culturgveen the cooperative partners.

Conclusion and theoretical framework

Using all this theoretical information, it has bgmssible to develop a theoretical framework. The
theoretical framework shows both phases mentiom¢kis work, the establishment phase as well
the development phase. It starts with environmémchvis getting more and more unstable for the
farmers. The farms, respectively the already exgstiooperations are recognising some problems.
For improving the misfits of the situations oneusimn would be to contact a consultancy which
has enough knowledge to support the farmer or fexmeesolve the problems.

With the first meeting the first phase of the gahenodel starts, the entering and contracting
phase, wherein the first contact of the farmerpeesvely farmers is taking place. Also the
problem is provided by the farmers. From here odwan ongoing questioning should take place
if a cooperation is still the best solution of thement.

In the second phase of the general model, the dsgg phase a company analysis and its current
functioning is done place by the consultant. THenrmanagement is investigated. Next to it, also
the communication and the networks is regardedentify the problems within the organisation.
In the planning and implementing phase the chamgeliness of the company, its change
capabilities are in focus. Also the change capadsliof the consultant should be appropriate to
reach a change in the organisation.

In the evaluating and institutionalising phase ateght types of feedback are given. The new
organisation characteristics are regarded andeifittervention characteristics are effecting the
organisation as expected. If the changes are fdgtihg to the company, the degree of the
institutionalisation processes are evaluated bytut®nalisation indicators through the group and
the consultant.
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Figure /. Theoretical framework (own compilation)

To be able to develop the questions, necessarsktinaghe empirical section, we provide a frame
wherein all the gathered information of the thésishowed.
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Additional agricultural Information

Information leads to

What is Which concept Sub-parts of the Questions Answers (ch.5) following interview
8§ investigated | is mainly used? investigation question
? Farm-perspective (FP)
Cooperation-perspective (CP)
3.1 Agricultural Macro environment Macroeconomic factors | 1- How does the macro environment of Al: Markets are constructs of trade, policy and| - (CP): Companies, acting in unstable How can the management of
environment analysis Technological factors agriculture in Germany look like and| demand, Increasing food consumption world- | market environments have a higher changethe farms react on these
Social factors what are its challenges? wide, less farms in Germany, High Specialisationof surviving if they operate in a cooperativie environmental changes?
Olson (2004) Demographic factors 2-  Does the structure of the German A2: The structure underlies an ongoing change| way.
Political/ legal factors agriculture change? which means that the number of farms is
3-  How do agricultural markets look decreasing.
like? A3: The markets and the conditions are fast
4-  How did main markets develop & | changing and policy influenced.
change over the last few years? A4: Less market protection, Subsidies, Unstable
5-  How does the market policy for market conditions
agricultural products look like? A5: There are import-quotas, the markets are
regulated, and energy production is subsidised
3.2 Farming Micro business Sub-businesses of farms 6- How are sub-businesses developed|oA6: The triangle of resources, technology and the(FP+CP): Objective fulfilment requires Which legal status do farmers
business analysis Resources the farm? skills of the farm manager constitute the basis andsing of resources choose most often? In your
Technology 7- How do resources influence tHethe farmer has to decide about the sub-businesses. opinion, which are in general
(Olson, 2004 businesses of the farms? A7: The manager has to be able to use the the best statuses?
8- How can technology influence the resources in the best way for being successful and
businesses of the farms? satisfied; this can only be reached if the required
9-  What are appropriate points to react| resources are capable for the manager.
on environmental changes? A8: The manager should find the best degree gf
technology on the highest efficiency level.
A9: The farmer should have his own strategieg to
develop an efficient and growing business, if this
is not possible e.g. he should cooperate to rgach
this. His question should be: How can the
management of the farms develop the best
structure of the farm to be able to develop the
farm in the best way according to its resources,
technology and skills?
4.1.1 Systems Introduction in Holistic system analysis| 10- What characterises the systemA10: The knowledge on open systems is never| -(FP+CP): Farms &Cooperations can be
Approach holistic systems & Structure analysis analysis? fully available, but it is important to reduce regarded as social-technical, open, objective
process analysis Communication analysi§ 11- How can you understand the structy ranternal and external information gaps. oriented, economic systems
Identification of system of a system? Al1: Through recognition of the information
(Miller, 1995; components 12- How can you characterise the systengxchange rate it is possible to identify the
Pfeiffer & Wagner, components? system’s components.
2000) 13- How can the components getAl2: Through the three concepts: Hierarchical
coordinated with each other? ordering, Interdependence, Permeability.
14- How do systems reach furthgrA13: The coordination happens through a
development stages? structure building process, specifically reached
through information exchange and through
feedback.
A14: A development process is only possible if
the elements are interacting and if the relevant
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entropy, and requisite variety are reached.

system properties, holism, equifinality, negative

4.1.2 | Organisation Organisational Identification of the 15- How is it possible to regard Al5: Through an ongoing changing environment
as a system systems theory organisational system organisations as system? the organisation has to interact with it and needs
Structure of the 16- How can you understand the structyrdo act as an open socio-technical system.
(Trist, 1969; organisational system of a system? A16: Whenever people are organised to perform
Pfeiffer & Wagner, Organisational 17- How can you characterise the systentasks a joint system operates in a social and
2000) coordination components? technical way. _
Identification of system | 18- How can the components getAl7: Its elements are people, their work roles and
components coordinated with each other? relationships on a social side, and goods, tools
19- How do companies reach furthgrtéchniques and methods for task performance on
development stages? the technical side o
A18: System elements are highly interconnected
for reaching structural functionalism. High
performance work systems can only be reached
through a development of good internal and
external communication channels.
A19: This happens through ongoing interaction
between the organisation and its environment, put
also with internal interaction
4.2 | Organisationa Introduction in Definition of 20- What is organisational development? A20: It is a systematic process for applying What should be the main
| development organisational organisational behavioural science principles and practices in objective of the cooperations
development development 21- What are the objectives gf organisations. (motivation for change;
Objectives of organisational development? A21: The objective is to increase individual and development of a vision)?
(French & Bell, organisational organisational effectiveness, through focussing|on
1998; Cummings & development interactions and problem-solving processes within
Worley,2005) the organisational group.
421 Planned Lewin’s change Environmental change | 22- What kinds of changes can be A22: There are two main changes which can be Does the cooperation
change model(Lewin, Organisational change recognised in the environment? recognised, that one which overcomes the membership support the
1951) 23- What kinds of changes can be company and that one which was influenced by recognition of changes? And
Action research recognised in the company? the company itself. does it support the active actin
model 24- How might these changes be used byA23: Revolutionary changes affect the whole with regard to emerging
(French, 1969; the company? company and are big influences, evolutionary challenges?
Shani & Bushe, 25- How can you differentiate the changg changes are smaller adjustments on a smaller
1987) process? scale.
General model 26- What do companies have to take intp A24: These changes can be used by the
(Cummings & account during a change process? | Management for a planned change approach td
Worley, 2005) make the company more efficient and “seed” a
capability of change.
A25: The requirement for change can emerge
through misfits in the whole company, so there
are several and also interrelated options where|to

start and execute the change process, which

Y
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A26: The change process is not only the defini
of the solution and its implementation. Planned
change is a process mostly supported by
consultants. It can be seen as a process with fg
main steps, the 1.) entering & contracting, (2.)
diagnosing, (3.) planning & implementing, and
(4.) evaluating & institutionalising

makes it possible to use different interventionsi
9

4.2.2 | Consultancy Consultancy theory - Consultants’ skills 27- What are the basic requirements forA27: The consultant should have self - In your opinion what are the
Consultants’ abilities consultants? management competence, interpersonal skills, and most important skills a
(Freedman & 28- What kind of problems might occyr general consultation skills to support the compgny consultant should have in the
Zackrison, 2001) during the consultancy process? in solving the problem. establishment phase as well ag
A28: If the consultant is not honest that he has in the further development
these skills or if he is not able to communicate hi phase?
different steps, it might happen that the change| How do you give feedback,
programme fails. after analysing something for
the cooperation?
Do you use special techniques
to get the agreement of
doubting people?
Do you have special processes
for solving problems?
4.3.1 | Entering and 1st part of the Consultancy relation 29- How does a consultancy relation A29: Information exchange and collecting to get - (FP): Mostly, farms have a consultancy | Are you often hired in the
contracting General Model: Information sharing start? to know each other. relation, specialist finding takes place establishment phase of
phase Starting the Consultancy 30- How can the company support the | A30: Inform him about the problem and all through personal network cooperation?
consultancy proces: expectations consultant to introduce him into the | important issues regarding the problem and givie - (FP): Solution in farmer’'s mind?
(Cummings & Consultant’s skills and problem? him the power to get all information he needs. | - (FP): Farmer would fit into a cooperative|
Worley, 2005) experience 31- What are important issues before A31: If both parties understand the problem in thgroup?
Problem recognition signing a consultancy contract? same way and a trustful relation is built. - (CP): Now problems are group problemsg
Problem solving 32- What should both parties take into A32: If both parties agree on the best way to - (CP): New kinds of problems emerge (e.g.
account before signing a consultancy Solve the problem. internal group problems)
contract?
432 Diagnosing 2nd part of the Company analysis: 33- How can you analyse the company’sA33: It is possible through analysing the company (FP): In Farm diagnosis, the problem Do you analyse every farm

General Model: current functioning functioning? as a cybernetic system with a control centre and analysis is straight-forward, special regardsbefore you work with the

Investigating the Cybernetic leading 34- How can the problems be recognisej'.its goals, system mechanisms, the system should be put on the role of the family. members to establish the
company for Different management | 35- What has to be analysed in thebehaviour, and the feedback provided by the | - (CP): Member farms become dependent cooperation?

pointing out the systems diagnosis phase for reaching arSystem. on each other through joining the Which legal status do farmers

exact problematic Balanced company appropriate result? A34: The management can recognise problems cooperation. choose most often? In your
issues Organisational through a financial management system where|n- (CP): Cooperations are production units| opinion, which are in general

(Cummings & communication it tests if it is open to identiffhem (development| with integrative connections the best statuses?

Worley, 2005) Network analysis main values for the company [philosophy / - (CP): Independent single businesses are¢ How is the management in
corporate identity]; using integrative managemengoing together (business autonomy is cooperations structured? (Is
skills for investigating the interconnections of | required) there a CEO? How does the
sub-systems). - (CP): Coop. members have different management participating of
A35: The management should be able to objectives, this requires target coordination other members look like?)
understand the interconnectedness of divisions, dhrough integrative mechanisms Do cooperations introduce ne
persons. For reducing the complexity ordering it - (CP): Member businesses ask for benefit management processes which
is an important management tool as well as through joining (cheaper work, less time | have not been used in the farm
navigating and regulation for keeping control of| consuming etc.) beforehand?
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Theory of
organising

Theory of Network
analysis

Critical components of
organising

Informational
environment analysis

36-
37-

38-

39-

41-

42-
43-

44-

How is it possible to
necessary interventions?
What should be the main objectivg
leading?

What are important issues to focus
during the diagnosis?

identify

How can you define the organisin
process?
What are the main aspects of th
theory?

What are the main aspects to organ|
companies?

How can define networl
analysis?

What are the main aspects of th
theory?

Which aspects are of high importan

regarding networks?

you

the system. It should also receive informative
feedback out of the system.
5sA36: The company should be analysed accordi
to the St Gallener Model, so focussed on the
orenvironment, the organisation and on the
management.
A37: The objectives of leading should be to real
a balanced company as described in the 7-S
gmodel.
A38: In the company and also with the consultg
ighere should be a trustful relationship.
A39: Organising is the reduction of equivocality]
Sgl the informational environment, by means of

related processes.

A40: Sense making supports organisations to
perform, as they exist in informational
environments.

A41: A company should have (1) assembly rulg
these are tutorials for guiding organisational
members in sense making and (2) communicat]
cycles support members of the organisation “to|
introduce and react on ideas that help to make
sense of the equivocal environment.

A42: A network is built through system element
if you want to analyse the network you have to
regard the elements and their interconnections
A43: Communication networks should be

ng (CP): There might be constitutive

interlocked behaviours embedded in conditionglly

single farmer to the group.

influence through pre-cooperational
relations between the members. This may
also have influence on the group cohesio
ich (CP): Interdependence of social and
economic relations may lead to less

nt (CP): Emergence can improve the single
member and the group; a higher
development level can be reached which
would not be possible without the group.

regarded from a hierarchical perspective as we

ias from a relational perspective, then the
properties of networks, the properties of netwo

links, and the network roles have to be regarde|

.

the network complexity factor changes might
influence other factors, and indirect changes
might follow direct changes.

"Ad4: Very important is to recognise that through

k
d.

- (CP): Decision making process shifts fromDo the cooperations use

logical/economic decisions (solidary acting)Do the members use defined

systems for finding decisions?
Does the planning of all
processes improve in the
cooperation in comparison to
the single farm?

Do the members introduce
financial management systemsg

behaviour-patterns beforehand
How do members react in the
cooperation if one member gog
too far regarding his power of
decisions?

Are cooperation members
trying to find a balance of
private and working life?

How big is in your opinion the
influence of this point on the
success of the cooperation?
How does the information
sharing in the group takes
place?

If the cooperation has non-
active working members, how
different is the information
sharing with them?

How loose does the interaction|
in the cooperation group takes
place?

How different does the
frequency of interaction look
like, which takes place through
solving different big problems?|

-~

4.3.3

Planning and
implementing

Change situations
in organisations

(Cummings and
Worley, (2005))

Change readiness of the
company

Change capabilities of
the company

Change capabilities of
the consultant

Change in the
organisation

45-
46-

47-

What are essential points during tl
change situation?

Which types of interventions can be
pointed out?

Which aspects are of high importan
regarding interventions?

neA45: There are several criteria of interventions
which are related to the change situation (the
organisation’s readiness for change, its current
change capability, its power distributions and th
teconsultant’s skills and abilities)
A46: Change within the organisation can be
separated in human process interventions,

human resource interventions, and strategic
interventions.

the risks of failures, important for that are the

readiness of change, which is related to the

structure and technology modifying interventiors; (CP): For finding the right partner, it is

A47: Interventions should be checked before their (CP): Most important factor is that the
appliance if they fit into the company for reducingnembers are able to abolish the mine-an

- (CP): There are the economic and the
social objectives which make farmers
establish the cooperation.

e- (CP): Most important for farmers is a
favourable balance between inducements|
given and contributions expected from the
cooperation.

more important that the persons fit togeth
not only the farms.

yours thinking.

What are generally the targets
of the farmers if they decide to
participate in a cooperation?
Before joining a cooperation,
do farmers inform themselves
about advantages and
disadvantages at colleagues,
who already joined a
ercooperation?
May it happen that you advise
farmer not to join or not to take
-somebody in the cooperation?
Before the founding, are

- (CP): Farmers should be able to make

farmers often doubting about
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change-willingness, also the intra-organisational compromises, able to give acceptance, be cooperation regarding the
change capabilities, which is related to internal| respectful to others, able to understand thee internal teamwork?

change knowledge, and also the consultant’s

change capabilities, which is related to the

consultant's competences and experiences.

partners, have collective objectives, and
should be able to develop good intra
organisational communication

- (CP): Pointing out every critical point in

cooperation on a contractual basis (also tl
legal status).

cooperation will be necessary (decisions i
a strategic way)

- (CP): Creation of corporate identity
feeling through planning process

- (CP): In implementation-phase the farmg
are often alone with the inner organisatio
and through this difficulties might emerge
in working processes through a lack of
competence-allocation between the farme
- (CP): Cooperation’s stakeholder should
have realised big changes before the star|
- (CP): The decision-making process will &
different as cooperative decisions have to
be communicated and discussed.

- (CP): Specialisation of the members
should take place.

- (CP): Network complexity can be reduce
through trusting each other, so the costs fi
financial management and the costs for

the beginning but also in the future for the| establishment phase of the

- (CP): New management behaviour in the structures in the management of

information gathering will also be reduced,

How does the family influence
this point?

In your experience, what are the
critical facts in the

necooperations?
Do farmers prefer special

h the cooperations?
Do the members define these
structures in advance, or do
they adjust working processes
rafterwards?
How big is the influence of
single objectives for the
planning of the cooperation?
rBefore the establishment, do t|
members create a vision for the
. cooperations?
veBefore the establishment, do the
members create a strategy to
reach short and middle term
targets for the cooperations? Do
cooperations define these
d explicitly?
o

9]

=

Implementation and|

Types of feedback

48-

How can you evaluate change

A48: Feedback is very important in this regard

- (CP): Necessary to test if the scheduled

How does the cooperative

(7]

Evaluating evaluation feedback Organisation interventions? the implementation feedback, which measures therget is reached group process the consultant’s|
4.3.4 and (Mohrman and characteristics 49- How can you institutionalise features of the intervention and immediate effe¢ts,(CP): The assessment of the results of | feedback?
institutional- | Cummings, (1983)) Intervention interventions? and the evaluation feedback, which measures theooperation is always related to the own | Which changes for the farmers|
ising characteristics long term effects of the changes targets and objectives of the members are the most difficult ones to
Institutionalising Institutionalisation AA49: This is related to four main points, which | - (CP): If the targets are not reached, accept?
framework Processes can be connected to each other: organisation | farmers have to change something which| Are there often members who
(Goodman and Institutionalisation characteristics, intervention characteristics, might be a further development stage or if have problems in accepting
Dean, (1982)) Indicators institutionalisation processes, and indicators of| the problems are too big the elimination of changes through cooperation
institutionalisation the cooperation might be the best solution. participating?
- (CP): Test success according to the issue®o farmers need new ways of
of Mann and Muziol thinking about problems and
- (CP): Regarding the communication their solutions after founding /
within the cooperation, regular meetings | joining a cooperation?
between the members are very important| How do farmers accept change
- (CP): Group processes improve the in working processes? Are
potential of ideas, the potential of farmers more doubting until a
organising, and the potential of success | benefit to them is proven?
within the team. Are farmers more active
- (CP): For successful institutionalisation if regarding change processes?
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is important that the farmers can recognis|
possible changes in their daily-working
beforehand.

- (CP): The institutionalisation is an issue
the consultant should observe and he shq
ask the farmers about working processes
Also here the structure of communication
of importance.

- (CP): For ongoing success the cooperat
develops a kind of communication culture
between the cooperative partners.

e How is it possible to measure
the success of the cooperation
In the cooperative group, does
higher efficiency grow in

ulsblving problems?

Does it often happen that long
sterm consulting relations are

established through the
oestablishment phase?

What are in general the

assignments the consultant do

for the cooperations?

Does he take over any

management assignments of t|

cooperation?

How often do you have contac

with the cooperative group?

@ N

=]
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Answer of research question 1 A & B
From the introduced framework answers for the nmefequestions 1 A and B can be given.

Research question 1 A:
In which way do possible problems, in the establighphase and developing phase of
cooperations, require changes in management?
Answer: In the establishment phase, changes in managearenhecessary because of the
revolutionary character of the new structure. Theperation is a very different organisation from
the individual farms it derives from. More commuation and information sharing is required as
the cooperative group decides together. In the Idpueent phase, further changes in the
management are typically necessary as well, as sod@ythe situation and newly emerging
problems.

1A.1 To what extent does organisational literature pl@vunformation about recognising and
solving problems, occurring in the establishmertt davelopment stages for agricultural
cooperations?

Answer: From the literature perspective, there are sewaitdria the manager should follow to
recognise problems. These problems emerge throhghges in the environment, and
influence the performance of the company. Finanamnagement mechanisms and
openness are the best ways to recognise problemfieTable to solve problems the
systematic process of organisational developmerdapigropriate. This implements an
active changing of the company, the planned chapgeoach with consultancy support.
This can be separated into four main phases, whigy be applied in the establishment
and the development phase.

1A.2 How important are changes in the management facwdtural cooperations and how can
this be evaluated?

Answer: In the establishment phase, management changegegramportant for agricultural
cooperations, as the group functions as the deetaicer, and different communication
and information cycles have to be established &xhrea balanced company where no
misfits can be recognised. In the development phas@agement changes are necessary
when the balance of the company does not exist argyand if misfits have emerged.
Without management adjustments the successfulteexis and the development of
cooperations is not possible.

Research question 1 B:

In which way does consultancy support cooperatibrsugh advice on management solutions in

these phases?

Answer: The consultant should be able to develop a trustlationship to successfully run the
consultancy-trajectory. To develop this, he negus@riate skills in analysing the farms
and recognising eventually existing problems anoukhbe competent and experienced
cooperatives e.g. in tackling group problems. Thershould act as it was described in the
four phases of the planned change process, askramile continuous feedback, so that
an ongoing relationship with objective financialmagement can be developed.

1B.1 What is the best way in consulting compani&e kgricultural cooperations in the
different development phases?

Answer: The consultant should be able to develop a trustfationship with all stakeholders of
the farm, respectively cooperation. He also hasotoamunicate his actions. Furthermore,
he should be able to diagnose in an independentwithyout influences of the company’s
management. Most important for the consultant shdel that he should investigate the
company in a holistic way.
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1B.2 What are factors to evaluate in the perforraasfdhe management changes, and hence of
consultancy processes in different phases of theudiyiral cooperations?

Answer The factors which can be used to evaluate thioppeance of management changes are
the seven S-factors from McKinsey’s 7-S model. Witém it is possible to investigate if
the company is in balance. The consultant processbe (and should be) evaluated
through an investigation if the contracted assigmehave been executed by the
consultant in a successful manner. The single tbgscof the farmers should be fulfilled
through the cooperation, as it has been plannearddgind. Furthermore it is necessary
that through the changes in management a “changj@ire is implemented so that the
cooperation recognises changes and is not afrageoute them.

After developing the theoretical framework and asmg the research questions 1 A and 1 B
stage 1 of the research framework is succeededgetktestage will be the empirical section.
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Part 2. Empirical research

The second part of this thesis concerns the emapiresearch. In this part, a description of the
methodology is given and the results of the diffiératerviews is provided.

In chapter6 the methodology section, the research strategyefsed, and the case study is
described. Then, the case study design is provaled the frame of the questionnaire according
to the findings of the literature part is giventéivards the case study protocol is described and a
section which is pointing out important issues rdgay reliability and validity. In the fifth and
last section of chapteéd information about the interviewees is provideditlwe introduce their
grouping, as there are four different kinds of oesjents.

In chapter7 we introduce the results of the case study, nathelynterview results, followed by a
section which presents the results of the closesstipns in the questionnaire plus additional
answers of an interviewed researcher. The lastgbatapter7 introduces additional information
gained from the interviewees.
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6. Methodology

The last section ended with the answering of N - Confrontingorganisationa

. . Theoretical findings on organisatior development (OD) with
the research questions 1A and 1B. This development (OD) agricuture
chapter deals with the methodology of this N P —
researCh' The empl”cal part Of thls resear(:@nwroﬁ?ﬁ;ﬂl Factory Ll(t:er;gﬁ}reé on Liter(;?jgnfei;dings
starts with the description of the case study s charein porganisational || regarding Agrcture
in chapter 6 and with the analysis of the Planned Change
reSU|tS |n Chapter 7 Litera_\ture study

. Theoretical framework

Furthermore, chapter 6 provides a
des_cription (_)f the data_ gen(_eration. It gives CONFRONTATION Shapter
an introduction of the interviewed persons, TERATIN
who can be classified into different groups. Empirical research
There are three main groups that were
interviewed: Firstly agricultural consultants, Gast Sty Roruks

Methodology

secondly cooperative members, i.e. farmers
who patrticipate in a cooperation, and thirdly
external experts who do not have any benefit thiidabg founding of cooperations by farmers.

6.1 Defining the research strategy

In this section, we provide an appropriate reseakesign. A research strategy is defined by
Verschuren and Doorewaard (2003) as the combinatiocomplementary decisions about the
way how a research project is executed. There ameymesearch strategies like experiments,
surveys, archival analysis and case studies. Tlestigm is if the research asks for a broad
overview of a phenomenon or if the research neete tdone with a thorough investigation. In a
breadth research, a large scale approach shoutshbged and makes it possible to generate data.
In a depth research knowledge is gained, which ateom generalised that easily, but will “enable
you to achieve depth, elaboration, complexity andoand foundation with a minimum of
uncertainties (Verschuren et al., 2005)”.
The case study is a research style wherein thaness tries to gain insight into one or several
objects or processes which are restricted in tintespace (Verschuren et al., 2005).
According to Yin (2003), the case study is veryfusehen there is little information available
(exploratory phase). Yin (2003) defines the casdysas “an empirical inquiry that

investigates a contemporary phenomenon withineaglife context, especially when

the boundaries between the phenomenon and thextanéenot clearly evident.”
In this research, we investigate the cooperatiod & consultancies as well as connected
processes with the objective to get a holistic vaewthe necessary management of cooperations
and the influence consultancy may have. This is wie/ case study seems to be a suitable
research strategy for answering our research gmsstYin states “The case study is preferred in
examining contemporary events, when the relevahavieurs cannot be manipulated”, this fits
with our research. According to him, this methodglas a good choice if “how” and “Why”
questions are asked (Yin, 2003). Following Yin (2D his argumentation, the main advantages
of the case study as a research method are:

Providing a high quantity of data on how and whyracess occurs

Strongly recommended for the analysis of a new phramon and for theory building

Good tool for learning about a specific phenomewbich is to be analysed

Flexible method; allows the researcher to changeareh procedures along the case
The case study can consist of both research diretithe qualitative as well as the quantitative
approach (Yin, 2003). This research aims for thdmmding in further application of the gained
theoretic knowledge and to add the findings inttreoretical framework.
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The case study procedure according to Yin (2008)appropriate for the use of theoretical
knowledge. He mentions a case study as a good guoeéor using theories as much as possible
from the beginning onwards (Yin, 2003). Furthermo¥en suggested the importance of a
feedback loop at the end of the research for etiatyshe appropriateness of the selected theory
(Yin, 2003).

Reflecting these definitions, it is possible to sleat this research can help to answer questions
about management changes but also the consultafitisnce in this regard. Furthermore it can
be assumed that the researchers have no influem¢keophenomenon, which can be seen as
contemporary and as a real life issue. Moreovenagement change, after the founding of the
cooperation and after further development phasamt a well investigated issue. The case study
contains one case, which is investigated througtlaively small number of research units, like
the consultants, the farmers and the external expérich will be interviewed, and the documents
which will be reviewed.

6.2 Case study design

As described in the previous section, the caseystudnore appropriate for this research than
other research approaches. To get deeper insitghthie cooperations and the support provided
by consultants it is necessary to define the casily slesign. The case study in this research will
be used to give recommendations for the farmers aom$ultants in the different phases of
cooperation. After developing the theoretical pd#rtis necessary “to map the concepts and
underlying variables in a variety of real life sags and engage in a repetitive exercise of fitigri
out key relationships (Bekkum, 2001).” The thewatiframework from the last chapter will be
used to gain deep knowledge of the phases of tbeeps to establishment and of the further
development of the cooperation.

The goal of this research is to get a holistic v@wcooperations and the need for management
changes. The empirical data should give informatan the reliability of the conceptual
framework developed at the end of the last chafteis is why we have identified the need to
interview internal stakeholders, the farmers andsotiants as well as external stakeholders,
which means experts without any benefit from coapens. Furthermore, if possible internal
documents will be used, we will ask for in the adtencies.

Case study questions
The case study will be used to gain deep knowleuitje the theoretical model as basis. Case
study questions have been developed in the theardtamework by using the gained theory of
the previous chapters. The questions were askeal different order, and will be analysed
according to the interview protocol. To be abledach consistency in this work, the structure of
the previous sections will be applied in the resafter the interview analysis again.
The case study will be used for testing and adgtie theoretical model. In order to have a clear
structure for analysis and also during the intevgieit is necessary to provide a logical frame of
the interviews. Thus, the interview starts with rstgeneral questions about the respondent and
about his company.
The interview is structured in questions about:
the establishment phase of the cooperatiorhere we asked about the legal status, the
cooperation-targets, the information gaining precetthe farmers about cooperations,
critical aspects on cooperations, new ways of gmbkolving, change acceptance and
guestions about vision, strategy and structurberdievelopment of the cooperation.
the cooperational company here we asked about the differences in recognisin
changes, the management-structure, the implememtaif a financial management
system, improvement of change activity, a comparigbthe planning before and after
founding the cooperation, the existence of spdmahviour patterns, the measurement of
the success of the cooperation, and the evaluatiorain cooperation objectives.
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the cooperative group here we asked about the information sharing withé group, the
conversation style between the group members, @moldolving processes, problem
solving efficiency, the balance of private and bhess life, and the imaginable reaction of
members after somebody’s over-interpretation of petences.
the consultancy here we asked about the arrangement of conssilfantcooperations,
consultant skills, a farm analysis before the coafpen establishment, and assignments
the consultant does for the cooperation.
the relation of the consultancy and the group here we asked about the feedback
process during the consultancy, the feedback psoggsvithin the group, the frequency
of consultant contact, and the success measurerhtérg consultant process.
the management here we asked about the existence of new managgmecesses and
of decision finding systems, and the evaluation asskssment of different management
tools. Concerning these management tools we adl@d a rating of their importance and
the person who has to have this management skife Hive wanted to get assessed
information on the management level in the agnisaltcooperatives as it seems that there
is still space for improvements.
During the interviews, the respondents were ashealitatheir experiences in each topic. The
consultants were asked about general experienegggtined in the work with cooperations. The
farmers were asked to reply in their specific fo@lsout their personal experiences in regards to
their cooperation. The external experts were askeeeply within their knowledge and if they
recognised special issues about the questions. Miakes it obvious that we had to adjust the
guestionnaire in regards to the position of thpasedents.

6.3 Case study protocol

For performing a reliable case study, an intervpatocol was developed (Appendix 7 & 8). It
consists of two main parts after the introductiinstly, the pre-interview document and secondly,
the interview questions. Important to mention iattthere are three different questionnaires,
which are similar but adjusted to the differentpasdents, farmers, consultants and external
stakeholders.

The introduction gives a description on the fielbgedures and the characteristics of the
interviews. Furthermore, it addresses the probléml@bility and validity of the case study. The
pre-interview document aims to provide all necessaiormation to the respondent, so that he
will be able to prepare for the interview. This dotent was sent to the respondent one week
before the interview. It provided the objectivetioit research, the way the interview is carried out
and outlines the main sections and questions ds wel

The interview questionnaires are quite similar, togre detailed than the pre-meeting document.
The questionnaire was used during the interviewth@snain guideline. Thus, all the interviews
were executed in the same way.

6.4 Reliability and validity

In chapter2.6, we introduced reliability and validity as imparntaaspects of a research. In the
following, we will describe how reliability and vdlty were accomplished in this research. For
meeting construct validity, supervisors reviewed tfuestionnaires. Furthermore, the interview
outcome was sent back to the respondent to gebde&don the questionnaire; the respondents
were asked to give their opinion on the outcome thednformation given. The internal validity
of a research implements an evaluation of the reBeaaterial, especially if it represents a real
life situation. The respondents of this researcheveeoperation experienced farmers, consultants,
well experienced in supporting cooperations, antererls to get results from an outside
perspective. This procedure makes it possibledeive information from different perspectives.
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The external validity is focuses on the methodolegythis research. As the findings of the
literature part are findings from recent literatuieis possible to acknowledge high external
validity. Furthermore, it would be possible to gagut similar interviews anywhere else. The
reliability was reached trough the usage of thee sigdy protocol which would allow to execute
the research in the same way again.

6.5 Information on the different groups of responde nts

For this research we interviewed 15 persons onemadipns: Ten consultants, three farmers, and
two external experts. The interviewees were saleetecording to reputation and advice by
farmers, researchers and experts.

Table 6.5.1: Interviewed resiondents and the irouiinﬁ iOWn comiilation, 2009i
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The group of consultants can be divided into fiviegie consultants (respondents number 1-5),
who work for private profit-oriented companies tigbout Germany, and into five consultants
(respondents number 6-10) who work for clubs, dalensultant-ring, owned by farmers, who
work for a fixed salary paid through member feeshef farmers and through extra payments for
extraordinary work for the farmers. This impliesathat they work on a regional basis. The level
of experience of the consultants regarding the emdns is different, which might be a factor of
the heterogeneity and of the depth of the answers.

The farm structures of the interviewed farmersweng different. There is one cooperation which
shares the machinery only (respondent number h®yhar one has only one active member, the
rest are non-active partners (respondent numberh@)the third one is a full merger cooperation
(respondent number 11) with five active members and non-active member. The level of
experience also varies within the farmer group s &answering farmers founded their
cooperations in different times: the cooperatiorredpondent 11 was established in 1992, the
cooperation of respondent 12 in 2006, and the qatipe of respondent 13 was founded in 1998.
Hence the farmers have different experience levidig. functions of the three interviewees are
also different: farmer (12) who has the machirgrgring cooperation is the manager of his own
farm and is responsible for the administration loé shared machinery cooperation like the
depreciation of the equipment. He also makes thaulegions of the economy and efficiency of
the different processes and helps the other fariheexessary.

Farmer (13) with the non-active partners is the mential manager of the cooperation. His main
assignments are general management, daily busittesgjurchase of raw materials, and the
planning of the farm work and of the service wdflarmer (11) who joins the cooperation with
more active partners is the administrator of sdvauainess departments, like the grain storage,
the sugar beets harvest and the asperge production.
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The external experts have different backgroundsedls one respondent (respondent number 14)
is the head of a farmer’s union in a regional effand the other respondent (respondent number
15) is a professor in agricultural management@eaman university.

Risks of the interview cases existed as there waisiformation available on which respondents
to choose, there was the risk that the intervieseegd not provide enough information. However
this was not the case as all interviewees couldvigeo knowledge and experiences with
cooperations.

6.6 Conclusion

After a detailed description of the methodologytleé case study, including the outline of the
interviews and the case study protocol, the ingsvgi can be carried out. Important for the
analysis is that it will be an ongoing processneuge validity and reliability. In the next chapter
the results of the interviews will be introduced.

79

Henrik Schmale



Cooperations & onsultants MME Thesis 2009

7 Results

After dISCUSSIng the case StUdy methodology Theoretical findings on organisatior ng&gg;;ﬁ:;??gg?w{‘ha
. h . . development (OD) agriculture
and the interview protocol in the previous

chapter 6, chapter 7 will provide the result — ——
of the case study. Environmentl Factors Lirasine on Lieratro fndings
First, the outcome of the 15 interviews wil| “igwiwe. oovspmenana || i Copezions
be provided in par.7.1. That section will be e

structured according to the planned change The otk

approach out of the theoretical part of this

work. In par.7.2, the outcomes of the closed CONFRONTATION | o
questions in the questionnaire will be

provided plus some information gained by Empircal research

respondent 15, as this researcher was asked o e

some questions on cooperation beforehand. | case st Metodog Results

In par. 7.3 extra information is provided

gained from some interviewees after the
interview.

7.1 Results of the case study

In Appendix 9 the results on each question areigeav Every respondent gave his opinion
according to the questions asked. As they gave arsivers, the taped interviews were written
down (i.e. transcribed) and analysed via an Exicees Respondents gave statements of different
length and respondents could provide several assiweeach question. Furthermore, it happened
that an interviewee did not reply to a questiorn8ajuestions were not asked to all respondents,
e.g. as it makes no sense to ask the researcbgafaut his consultant job.

Respondent 15 was interviewed in advance with egpestionnaire, as it was expected to gain
some useful knowledge about the cooperation bedwmranfluence through the topics in the
guestionnaire could take place.

In the following the interview results are providadd put into the frame of the theoretical
framework.

7.1.1 Interview results

This analysis proceeds in the order of the statgdrosational development process, that is
according to the theoretical framework. After thigamisational development, analysed results on
the planned change are provided. Then as main piatite interview-analysis, the results on the
different phases of the organisational developrpemtess are presented.

In general, findings are listed according to thembar of similar answers. Thus the most
frequently mentioned statement is placed on togte8tents were regarded worthwhile to present
if there were at least three respondents who meedichem. At the end of each question, the less
frequently stated answers is provided.

Organisational development

The main aim of cooperations is to fulfil the oltjees of the members, according to most of the
respondents. Another objective, frequently mentiobg the regional consultants, was for the
cooperation members’ families to reach the bestsiptes standard of living. Also the
improvement of the economic success of the farnesitioned by the private consultants, may be
a main target. Furthermore, the respondents stagétdvork and wages need to be balanced. This
may be achieved through successful managementamalgh synergies, which is an appropriate
objective for cooperation according to regionalstdtants. Other main objectives of cooperations
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are speeding up expansion plans of its memberghwhiconsidered to be more easily achieved
through cooperation. This was mentioned mainly byape consultants. A target should also be
to be able to reach a better position in the coitipeienvironment. To remain successful, a joint
vision and a joint objective within the cooperatae supportive. To develop this should be an
objective for farmers (regional consultants). Caapien should help to develop an identity of

innovation and effectiveness. This can be achidmedbeing up-to-date and by being better at
adopting agricultural innovations (private consui$.

An objective that cooperation should fulfil, as rmened by 2 respondents or less, was that
through the group attempts better decisions shbaldeached. Another stated objective was to
develop different ideas to reduce risks of decisi@mnd to reach a higher efficiency level (private
consultants).

Planned change

The respondents were in agreement that, when itesoto challenges, the cooperation
membership raises both the acceptance of changéhanaro-activeness. Stated reasons for this
are the increased amount of thinking by memberhersame issues and processes. By evaluating
and developing these processes, one effect isniwae process improvements and process
innovation take place. Therefore, group meetings@eparation by members are also important,
as ongoing discussion arouses the recognition vif@mmental and internal changes. (mainly by
the private consultants). This shows that farmetsy become part of an cooperation, become
more open-minded when it comes to changes, andhbgtlearn from each other: “More people
see more” was a shared opinion by the responderitearily the regional consultants stated that
through the joint objective, flexibility in the cperation increases. This flexibility might be udefu
for the cooperation to take a new direction, as peyduction possibilities may be developed.
Other answers on the whether the cooperation stgpmirange were less frequent. It was
recognized that farmers already in the establisthmpkase of the cooperation start with the will
for change (mainly private consultants). Furthemndrwas mentioned that recognition and being
pro-active regarding changes is related to theopaigy of the members joining. Maybe the risk
sharing increases the possibility of risky actesti(regional consultants). Regarding the farmers
joining a cooperation, it was stated that farmexsome more active and more involved with the
topics farming cooperations are concerned with.

Entering and contracting phase & consultancy

The respondents interviewed were asked to give th@nion on the most important skills a
consultant should have in the establishment phaseedl as in the further development phase.
They agreed that, first of all, a consultant shdwdgle enough experience in his profession, on the
business-level, as well as in the field of humdatiens. Furthermore, he should know the current
technological and economic standards in agricul{tegional consultants). He should also have
basic understanding of juridical and fiscal pod#ies and consequences of the farmers' plans
regarding a cooperation. Apart from the conterd,dbnsultant should be able to recognise in time
if the farmers are able to work together on a pabkbasis (responding farmers). Regarding the
soft (social) skills, he should be able to listetiveely and to be empathic. The consultant should
be able to give good feedback and should be ne&waial abilities are needed (farmers), because
he should be a team player and able to create |spoetaorks. After getting to know the
cooperative group, the consultant should be ablanderstand their needs and should gather
information on the potential for conflicts whichght emerge. Finally, the consultant should also
try to support the coordination of work processetsvieen the former single farms.

Only a few of the submitted answers mentioned ttatconsultant should be aware of the issues
which need to be regulated verbally and contralstualthe establishment phase beforehand. He
also should know what might cause arguments dutieg development of the cooperation.
Regarding the objectives of the farmers, the caasukhould be able to recognise the underlying
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targets of the individual members and should be ablclassify these targets if they may be
reached in reality.

When it comes to feedback, the consultants shoxdess unambiguously what they consider
sufficient provision. It is also important that coittants explain to the farmers any problems they
foresee and provide scenarios for their solutioegdding the feedback process that the
consultant provides to his clients, the interviewashsultants were asked how they gave
feedback. General opinion was that the best wayite feedback was through personal
conversation. Economic analysis and planning amedon an interactive basis. Consultants
moderate at the assembly meetings and write theoqmis. Less frequent answers were that
consultants send their feedback to their clientsviitten form. Asked if the consultants use
special techniques to get the agreement of uncoetliclients, they shared the opinion that it was
sometimes necessary to use special techniques.itgortant for consultants to develop good
communicational skills (regional consultants). @e bther hand, consultants should use cogent
arguments and present them in a proper way (privatsultants). The respondents shared the
opinion that the experience of the consultant ry w@portant in solving problems.

A similar question was whether the consultants Ispexial problem-solving skills. Similarly, the
respondents agreed on the need to have seriouspamddiscussions, but this was stated mainly
by the private consultants and those farmers irdexd. Respondent 11 stated that the members
should “allow everybody to speak and to finish, heiit screaming, or shouting”. If the
discussions become too emotional, the consultantldlact as a moderator. In general, individual
conversations with every member are appropriategf@ consultants). Information-gathering for
the group meetings is important for the consult&ut, the consultant should be well-informed
beforehand, so he can give advice according tspkeific situation.

Less frequent statements were that according teetfienal consultants this depends on the single
situation. All members should speak with one vaoe should focus on their shared targets. If
one member follows his own interests, problems gmeland it might end in a serious
disagreement.

Another less frequent opinion was that existingbpms should be communicated to the
consultant beforehand, as the manager will recegmisblems before the assembly meeting. The
consultant should know in advance what actions ladready been taken to resolve the problems.
To be able to support the members in solving theblems, the consultant should make sure that
the problem does not split the group into subgraupis different opinions.

Even though consultants should try to solve théleros, they are not professionals in problem-
solving (1 respondent). If problems become too thig,consultant should advise the support of a
professional mediator and taking recourse to eatern

It was stated that the bigger the cooperationstiemer a consultant should be hired to make the
cooperation process more smooth. The respondergsdathat consultants are often hired in the
establishment phase of a cooperation. Respondealisa mentioned that farmers may ask
consultants for help, but in most cases it occacslate. Furthermore, it happens that farmers
come and ask for contractual information whichasthe consultant’s job.

The consultants should guide their clients towaedieveloping their objectives, even after initial
inter-farmer discussions. The consultant makesatmers rethink the development of targets and
the planning of the farm. It is of great importartoebundle objectives and develop an explicit
plan for the different possible alternatives, ewvkea discussion about objectives should have
already taken place.

Diagnosing phase

According to the interviewees, the consultants makeanalysis of every farm before they start
working with the members to establish the coopernatOften, they visit each farm to get an
overall impression of the respective farms (manelgional consultants and farmers). Visiting the
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farm is good to arouse a feeling for the futureparation. It is good to meet the family during the
establishment phase of the cooperations (privatsuttants and farmers). In general, after the
visit, an exact analysis of the farm was writtenv@te consultants and farmers),.

Regarding the legal status chosen by most farmergeneral the GbR is used (experts). Its
advantages are that it is easy to establish, araisiés few difficulties on fiscal and legal issues
Its prime disadvantage is that the members of a &taRstill fully liable. The liability, on the
other hand, was perceived as useful in helping aedbe disadvantages of "mine-and-yours-
thinking" at the beginning of the cooperation. It@operation has more passive members, the
GmbH & Co KG is seen as the preferred legal statdishin this legal frame, it is possible to
separate liability from passive members up to aifipd amount. The commercial management
has power in this legal status, as it has gre&bility and thereby faster decision-making was
possible. The consultants called that an improvadagement structure. For larger groups, a KG
is better, some respondents said, because in tii&y, 6t is possible to state and specify the
participation of the individual members on a |elgasis.

Regarding the management structure, the manageshe@aoperations is most often done by a
commercial manager (regional consultants). In ganércan be stated that management differs
from cooperation to cooperation. In smaller coopens, all members have the same voting
rights. There, the structure of the managementheiltiscussed during the first pre-cooperational
meetings. There are also other examples, such tasspecialised departments, in which every
member can act more or less autonomously (maigiypmnal consultants). The private consultants
mentioned that for them it is important that meggitake place, as they are necessary to define
the cooperation’s strategy and for the memberpaalswith one voice to externals.
Less frequent answers were that the general manaagidecide up to a certain point according
to contracted rules. But the general managerhsiglto communicate everything to the members,
and nearly all decisions should be discussed \w#gnmembers in a weekly meeting. The structure
becomes more formal, as more members participater(al expert), Company’s size influences
the organisational structure (contingency-theonggér =more formalised). It was largely the
private consultants who stated that this is reltdatie legal status (GbR, KG).
Furthermore, the respondents stated the followsnggdrs for the cooperation in case of a single
commercial manager:

1 Not everything is told to the members by the conma¢émanager

2 There is a great danger that he might try to streidgs own position at a cooperation

meeting

3 It might be that the manager as an external isméartial at all times.
The respondents agreed that cooperations shoulodirde new management processes which
have not been previously used in the original farR®cess improvements take place as more
thinking about process improvements takes pladedgahers). The longer the cooperation runs
the more process innovations take place. Also,pteaning of liquidity improves and explicit
reports are written down. The assignments for tlamager need to be clearly defined, because
there is a higher risk with regard to his decisiaa$ie also manages the liabilities of the others.
Less frequent answers were that a strong mentalcagdor leaving old structures behind needs
to exist, as thinking takes place to evaluate gptthuse daily processes. This is supported by
passive members who are more profit-oriented asd Eentimental regarding changes. The
passive members also implement industrial influsn@xternal experts). It was also said that
more strategic ideas, like marketing strategiesclmse strategies, spraying strategies etc., are
implemented. Also, the usage of computers and tdobg improves (mainly regional
consultants).

On the question of whether the cooperations shauge systems for decision-finding, the
respondents observed that most decisions are nmadeell-prepared assembly meetings and
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supported by planning calculations (regional calasu$ and farmers). It was also stated that
better documentation in cooperations may supperdtision process. Also, the higher level of
information between the members was seen as amntagya for the decision process. The
decision process itself is related to the influentéhe commercial manager. In general, it was
stated that the members try to get agreementsghrparsonal interaction, with little formality.
Only if there are significant disagreements themmfization increases (“Checking the fixed
statements in the contract, is the beginning obl@ms”).

Only a few answers went into the issue that despudsions on investments are held to reduce
misunderstandings and to evaluate the agreed @olulihe regional consultants stated that
decisions in the group are different in comparitmsingle farms. An example of how decisions
are made in their cooperation was mentioned byoreggnt 11: “To arrive at decisions, we
calculate all work processes: which fertilisers ased, what are the real advantages of new
machinery equipment, etc? We also analyse the rharkkehow it will develop in the future, even
before we make investments.” This was not donkeasingle farms.

The respondents were confirmative on the questitvethrer the planning of processes had
improved, when comparing the cooperation to thgioal single farm, with some exceptions of
the regional consultants. Affrmed was the opintbat the cooperation brings advantages, as
there is the need to discuss and that appropriat®ing and solving of problems takes place. The
private consultants and the farmers stated thathewo opinion, it would be ideal if a dynamic
process of development could be built up throughdboperation. A reason for the improvement
of the planning is that when developing the coojp@na, planning is required by the banks.
Principally, the farmers put forward that the cogwear should be planned out very explicitly. In
comparison, single farms do not act explicitly withitten reports. However, their own (inner-
evaluated) feelings or opinions do maintain impaetafor the farmers.

A difficulty on planning, is to find, also in a cperation, a good balance in planning the
individual steps in plant production, as the weatimnditions play a key role in cropping (mainly
regional consultants and farmers).

Less frequent answers were that the planning ofgases is related to the farmer’s personality
(mainly private consultants). The manager needeefier to the cooperative’s plans, and give
reasons why the previously planned expectationsndidrealise. The cooperation’s planning is
influenced by the consultant, which was also mewiibby a small number of interviewees.

The question whether cooperation members shoulodate control systems or not was affirmed,
as the planning of liquidity and its control tak#ace. Interestingly mainly the private consultants
stated that control is provided by them, as theneoi existing explicit control department on the
farms. It was also stated that the co-op farmenk&otively with their balance sheet results. An
initial prognosis of costs and the balance sheesed afterwards to control the decided issues
(private consultants and farmers). Another financaatrol system (mainly regional consultants)
is benchmarking with other farms. To inform the pexation members about planning, the
farmers use written reports; these written updades very important for cooperations.
Furthermore, it was mentioned that the use of enitteports is related to the size of the
cooperation: the bigger the cooperations the mank®require written reports.

A less frequently stated answer was that contrgdpbas also through discussions in the
cooperation-meetings. This may happen when checliedq work together with the fiscal
advisory of the cooperation (mainly the private sudtants). Such control was considered
important, for 1) the defence by the commercial agen of his operational decisions, and 2) the
decision-making on profit allocation by the membeZsntrol is also useful for the planning of
strategy (mainly private consultants). Regardingésting, the hour’s allocation is recorded and
field cards are used to check the plant product@m.the other hand, control was also viewed
critically. It was mentioned that not even in tleggler cooperations corporate control can be
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compared with corporate business standards, se iheoom for improvements. The consultant’s
objective should be to create a yearly business after the harvest to estimate all costs for the
next year (the agrarian fiscal year starts in Gegnen the I of July, then the grain harvest starts,
after that there is more time to do the plannimdjich might be the basis for checks after the year
is over (individual opinion).

Regarding the question focussed on the coopergreeip and whether the members use
previously-defined patterns of behaviour, there waslear consensus between the respondents.
Mainly the regional consultants and the farmersewnadfirmative on this question (5 times yes),
but the private consultants took the opposite éwmes no). The affirmative answers state that
these patterns of behaviour needs to be regulatelei cooperational contract. To prevent old
problems and discussions about old issues re-emdérgs necessary to discuss problems
immediately (mainly regional consultants and farshelFurthermore it was stated that, if a partner
does not want to share a problem with the cooperaioup he should share that problem with
the consultant. The general opinion was that thesatant may act as a mediator and a kind of
psychologist. If the consultant cannot help, arsioiet expert should support the cooperative group
to solve their problem. To maintain trust, it ispontant that discussions are kept internal. The
main focus should be on communication. Exchangesfofmation should take place according
to a previously defined system (mainly regionalzdtants). The 4 opposite answers claim that
objectivity is required by all stakeholders in g@peration (private consultants). When problems
emerge, one-to-one conversations are often negessar

It was also stated that if one member overstep&hmvance to decide for himself” than this and
the reactions of cooperation members needs to $musbed and reasons should be provided.
Then, the group should find a solution should th#irsg potentially recur in the future. The
individual situation needs to be considered andatternatives for the cooperation should be
thought about (most private consultants).

To prevent defiant behaviour, articles should becs@d in the contract to establish space for
related decisions and actions; It is importantgeak about all problems immediately in a group
meeting. Respondent 10 stated: “Prompt discussigprablems is a very important factor in
success. At the beginning of the cooperation itie¢e be done regularly. This costs time, but it is
of advantage to use this time for that purposey@o can recognise success and effects much
more easily. You can only build up trust if you aké¢o each other.”

Next, cooperation members are trying to find a rmlance between private and working life
(mostly regional consultants). That weekend andlhglsubstitution for daily work indeed takes
place was mentioned. Private life and improvemehtitois a primary objective for the
establishment of cooperations. On this issue,fteggient answers were that through cooperating,
farmers can obtain spare time, even in exceptisitahtions, even when the workload is high.
The amount of holidays should increase througtctimperation (private consultants)

The evaluation of that rebalancing of work vs. atéevlife and its influence on the success of the
cooperation was also investigated. The respondsated that satisfaction in your private life
improves working life, and it is likely the coopteom will be more successful through the
rebalancing of private and working life. That Saiision with the cooperation increases if the
social side and the economic sides become comptsnmestiead of substitutes was a frequently
used argument. Being empathic regarding the partvas strongly advised for a cooperation by
the respondents. Interviewee 4: “Members should lmemind that their partner also has his/her
needs and plans”.

Less frequent answers were that the members stakedcare of each other, and this should be
evident for all members. However, caretaking maydbevant for success, but it is not possible to
put a monetary value on that. It was also statedl e family needs to be satisfied with the
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existence of the cooperation. Next, spouses shididdeach other on a personal level as well.
Furthermore, it was stated that it is a sourceaofflct when the coop-members have different
opinions on the work/life balance, for their attiés will not match. The coordination of private
life and working life is important, as nobody withihe cooperation should start to think that the
other is doing less work. This needs immediateusision.

Asked about information-sharing within the groupe trespondents stated that daily business
information is shared via mobile phone. Importarfbimation-sharing takes place via meetings
on a weekly basis. Important information is prodde all cooperation members through plenary
meetings. Furthermore, it was stated that it isartgnt to meet, especially in the beginning,
(about) once a week to discuss all kind of relevapics. When very important information needs
to be shared, it should, according to the respasder provided on a written basis via fax, emalil
etc.

The difference in information status about the ydaiboperative business between passive and
active members of the cooperation is, accordintpéanterviewees, quite considerable. Often, all
members get information during the plenary meetimgyg often, "passives” are not that much
interested in the daily business. However, theipasaembers should have access to information
when they want to. This is a prime task for theegahmanager as he should always be able to
offer that information.

Asked about the atmosphere, and how loosely tleeaation in the cooperation-group should be,
the general opinion was that there is a need fanfanmal discussion style. It is necessary to be
able to have a good relationship (farmers). Bub e consultants stated that, in general, it is
good to have a loose and friendly relationship. Woeking-atmosphere should be nice and loose,
but in regarding that there are also some issuashwieed to be done in a serious way. In
contrast, the assembly meeting should take plaadanmal way.

Less frequently mentioned issues were that th@eaatiembers act in a more informal way with
each other, while interaction with passive memhekes place more formally (mainly regional
consultants). Formality is also related to the sizéhe cooperation; the larger the more formal,
but in general the degree of formality has to twetmembers.

To solve different problems, the interviewees wasked about the number of interactions.
Respondents agreed that this number differs betwbenindividual cooperations (private
consultants). Individual space for decisions ig/verportant (mainly regional consultants): “This
means that it is important if somebody has an afgrrticular competence he needs to have the
authority to decide on his own, when he thinks ihisnportant.” “It is a matter of specialisation”,
respondents stated explicitly. The regional coasit mentioned furthermore, that this should be
written into the contract of the cooperation Demsi should always be taken together if they
influence the future of the whole cooperation.

Partners should make sure that individual decisamasaccepted by everybody in the cooperation.
Communication is “everything” (farmers).

A less frequently stated answer was that the biggerdecisions are, the bigger is the need for
member interaction. The manager should provideienrplan before the economic year starts:
“A well prepared commercial manager makes the pastfeel more comfortable, as they have
something in their hands which they can use ateth@ of the year to make a comparison.
Furthermore, it can be used for improve controlai@es in plans need to be communicated, via
written reports, because other members will ask tiay issue has been changed. All partners
should be good at delegating, to increase the antgrof the decision. But to be able to delegate
the character-cast of the members should allowhiatr

Planning and implementing
In general, if farmers decide to participate iroaperation, their targets are diverse. Farmers, who
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join a cooperation often want to achieve cost-rédncand an economic improvement on their
farm, such as: structure, economic situation, pctdn processes e.g. through specialisation. This
needs time. Another objective may be the expansfdahe farm through the introduction of an
older farmer as a slow takeover when no succesdstsgmainly private consultants). Social
objectives were mentioned mainly by the regionaistdtants. Here, the respondents stated that
reduction of the workload, as well as more spametand holidays, should be achieved in a
cooperation. The farmers stated that their maientndns of participating in a cooperation were
the reduction of dependency on local traders, iwvguloefficiency in cropping through bigger
acreage units, interaction with colleagues for dretiecision-making and the exchange of
experiences, and securing of the acreage.

Less frequent answers were the need to have jaomnuwnication, explicitly stated by
Respondent 8:“l think that farmers like to have p@artners to speak with, to feel more secure
regarding bigger decisions. You can understand thatfarmer does not have another partner to
discuss things with, he is going to call his cotemil” Furthermore, it was mentioned that farmers
may be willing to diversify their farms, which mighe implemented with the intention of co-
financing bigger investments.

The respondents have been asked if they belieaefalmers before joining a cooperation, need
to inform themselves about advantages and disaalgast of cooperations by talking to
colleagues, who have already joined a cooperalibie. consensus was that this is indeed the
usual thing to do. Normally, other cooperations@mesidered as good examples before founding
a cooperation (regional consultants). It was alsadely-held view that important information is
not withheld from colleagues. So, the consultanthis most valuable source of information
(private consultants). Finding the right partnezmae to be a key factor in success, which is more
important than a lack of information in that redpéicwas stated the main factor for success is to
be compatible.

Regarding the question whether consultants advisenaer not to join a cooperative, or not to
choose somebody to participate in the cooperaitomjas agreed by all consultants that this
should happen. The consultant has a key positiaihan process, as he can take an outsider’s
perspective (mainly regional consultants).

Only a few of the respondents mentioned a well-kmowote, as R2 and R5 (private consultants)
stated: “Our job is not to say what the farmerseexpgo hear.” They provided the following
reasons to give such advice:

-if the farms do not fit together on an economisibathe consultants interfere (mainly regional
consultants);

-if the people do not fit together, as good huneations are essential for cooperations; and

-if one farmer is intellectually and morally legsilient than the others.

There was no agreement whether farmers, befor@pecation is established, often are negative
with respect to the internal teamwork, was not edngpon by the respondents. There were 2 main
opinions. It was mainly the regional consultantovatated that this can always be recognised,
and on the other side mainly the private consudtatated that all mistrust is gone if farmers
decide to participate in a cooperation (4:3 votBg)ubts in this respect were seen in a different
way. First, it was mentioned that doubt might befulsas it makes the farmers hold discussions,
and secondly any doubts might provide a good reémoasking the question: Do the potential
partners match? The farmers mentioned that thew kkneir partners in advance and that was why
they were not distrustful.

Less frequent answers were that it also happenstiiee way around, so the farmers may even be
too enthusiastic. Sometimes slow steps and acienbetter, was also an opinion.

Regarding the family’s influence on that point, theerviewees stated that this influence on the
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concerned farmers is very strong. Doubts aboutdloperation by the wife or the predecessor are
bad for the cooperation, was an opinion advancethéyrivate consultants. Another widespread
opinion held by the predecessor is that as he Wigsta manage the farm on his own in the past,
his successor should also be able to work on his tivis was mentioned mainly by the regional
consultants. Potential negative feelings agairesttoperations from within the family need to be
spotted from the outset, was also stated by tleevigwees. It might be problematic if many daily
tasks have to be done during the weekend, wassaa raised mainly by the regional consultants.
To reduce doubt, it is important to provide plerdl information to family members. A
predecessor without any doubts might be usefuhfoooperation, as he might act as a mentor to
regulate emotions.

According to the experience of the respondentsicalifacts in the establishment phase of the
cooperations is that it is important for future tpars to have the same targets and potentials,
which was the general opinion of mainly the privatnsultants. Too little communication on
personal targets was also regarded as an critgsalej mainly mentioned by the regional
consultants. On the other hand, mainly the pricatesultants experienced that a critical factor is
often to get farmers to agree on the directionhaef hew cooperation. Also sharing the same
attitude needs to be done by all members. A prapatysis of the past is rarely done, so the
farmers do not know all the important economic éssabout the partners in advance. Not only the
past but also the status quo of each farm befaned@ation needs to be borne in mind, and this is
not always done. Profit allocation is also an isatéch should be more in focus already before
the start of the cooperation. Another critical ss&ithe evaluation of the assets brought in, mainl
stated by the regional consultants, and the evatuatf the others' work is also a critical issue.
The joint communication was also critically evakttAccording to the respondents the farmers
have, some difficulties in speaking to each othean effective way. Also the question of (8) how
to share the work is problematic in one recentlyugecooperation, as the farmers still need to
agree on the question of who does what.

Regarding the management and whether farmers pspfsial structures in cooperations, the
interviewees agreed. The farmers have prefererem@sding to their personal skills and want to
do things they are good at. There are also sonmeefar who want to develop specialised
departments, other farmers want to keep the steisimple. It was mainly the private consultants
who stated that some farmers want to have a legatiaion in the cooperation.

Less frequent answers were that in small coopermstieading tasks are equally shared,
additionally, it was stated by the respondents tihatbigger the cooperation, the more separation
of assignments, so specialisation takes place nvitiie cooperation. It is also the case that the
legal status has influence on the management stayjcand primarily the private consultants
stated that responsibility is required of the merspand responsible cooperation members
actively influence the structure. It was also stdtg the respondents that it should be a primary
intention of the consultant to develop good managerstructures in the farms.

Whether these structures are defined in advanceareoradjusted during the working processes
after the establishment phase was another queabtanterviewees were asked. It was agreed that
the structures should be developed in advance. Teatbasic concept needs to be defined
beforehand, was the opinion of the respondents,is®ssential to define the positions and tasks
in the beginning. Mainly the private consultantsl &ne farmers mentioned that this is related to
the kind of production within the cooperations,.ear livestock production the tasks are clear
from the outset. To define the structure and to piee tasks beforehand, good self-evaluation by
members is required. So, it is necessary to beeawhpersonal strengths and weaknesses and
there should be no fear about sharing this infolenawith their partners.

Only a few respondents state that it is not necg$edhave an exact and written description of the
tasks. Another issue, which was mentioned mainlpiyate consultants, is that a strong sense of
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communication and information-sharing is necessaigooperations. Regarding the structures in
the cooperations, R15 stated: “The cooperationishaile a formal and an informal aspect. They
have defined the tasks (e.g. cropping and livesfagking) for each member at a formal level,
discussed and defined beforehand, as it is imponmathe starting phase. But it might be that
special situations require structure adjustments, @uring the harvest. There will be special
situations when it is required that a farmer shauidertake the work of someone else e.g. in the
shed. That is the informal part of the agreemehesg informal parts emerge through the forces
of everyday work.”

Regarding the influence single objectives may hawethe planning of the cooperation, the
respondents stated that the influence should bieeteby the cooperative group. Tolerance is
required in this regard, was stated mainly by theape consultants. In the best case the members
should create a line, within which the members khact according to their own and the
cooperation’s objectives. A key factor in this nebés the arrangement of individual objectives,
something which was also stated by all farmerst Ttight be difficult, but on the other hand it is
not possible to force any partner to follow somabel$e’s objective. Here, it is also not possible
that contraire objectives are followed by the caoapen at the same time, compromises about
personal targets are not possible, which was maialied by the private consultants. A result of
that would be more disagreements and problems.dlso important to regard the economic and
social objectives of each member, which was alatedtby all farmers. R11 stated that “a main
objective of mine is to share the work and to de &bhave spare time e.g. even at harvest-time”.
Only a few of the answers were that it is consyan#cessary to evaluate the benefit of the
cooperation as that might be a source of probléntise current situation is not according to the
objectives of an individual member. So, objectiuffitment through a cooperation might have
changed. For example if five years after the estalent the cooperation is not following its
intended objectives. It might happen that it does falfil objectives of all members anymore,
then it might be difficult to keep the cooperatiomning.

The interviewees were also asked if the farmerslghereate a vision for the cooperations before
its establishment. Those consultants who answegeeked and mentioned that cooperations do
indeed have a vision. Mainly the private consuliestated that a general plan should be drawn up
at the beginning of the cooperation in which a a@extlon of intent about actions to be undertaken
after the setting-up of the cooperation be fixedy(B single farms = 3 times the result of the
analysis recognition of effects for each farm). Furthermomgainly the private consultants
stated that often, expansion of the farm productiapacities can be seen as the vision of farms.
To be able to expand, the development of a posithage is needed, as it is necessary to have
such a reputation to be able to get available geseéor rent. Generally, the vision is created by
the individual farmers according to their persot@agets. Mainly, the private consultants stated
that discussions about structural planning forabeperation take place during the establishment
phase. Another issue, mentioned again mainly bypthate consultants is that the achievement
of better economic results is a vision. 2 farmds® sstated that they do not have a vision,
mentioning that an improvement of the economic lteisutheir intention. The farmer (R12)
agreed that he had a vision and mentioned that to@peration’s vision is a merging of their
farms, to reach a more integrated development stagelong term basis.

The externals disagreed that the farmers are dewgla vision. R15 stated that: “Many small
companies do not have a clear and explicitly foated vision and there is no explicit strategy.
This is only built in the mind of the owner of tbempany, but seldom is it defined explicitly, and
so not written down or communicated and shared wiliers. The explicit definition of targets
happens only after the separation of ownershipnaaiagement.”

Regarding the fulfilment of short and middle terangets for the cooperations, the interviewees
were asked if the cooperation members createcategyr before the cooperation’s establishment
and if the cooperations define them explicitly. &greed issue was that new investments are done
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after the setting-up of the cooperation, but it wantioned that this should not happen too fast,
as there is a danger of bigger losses after thaisglup of the cooperation, as the risk of a
cooperation’s failure is higher at the outset @oaperation. This restructuring of the machinery
equipment that is often targeted was also mentiexgticitly, mainly by the private consultants.
All farmers stated that an improvement in the geheonditions of the farms is targeted by the
farm-managers. Issues falling under this headliree ahe expansion, -transfer of knowledge
between the members, -attaining higher yieldseation of a better image, -the optimisation of
structures and management processes e.g. spdémalisaainly mentioned by private consultants,
and through this, workload reduction within the \ehoooperation. It was also mentioned by the
respondents, that the farmers develop a plannelicié)girategy. Furthermore, it was stated that
potential members of a cooperation should be vesithy in an economic way, and that a
cooperation should be well-prepared on a mentaln@wic, and human basis. Another strategy
was, according to the farmers, the integration fafrener into the cooperation who will be retiring
on a mid-term perspective.

Less frequent answers were that in the beginninghefcooperation, new members are very
active. Furthermore, new ideas emerge for achiefdatgr benefit for and through cooperation. It
is also the case that strategies are not workedexpiicitly but that they are, especially at the
beginning of the cooperations, fixed in the mindshe farmers. That the strategies should be
written down and these written reports are veryadrtamt in the establishment phase of the
cooperation, was mentioned mainly by the privatesattants. Another opinion, of an individual
private consultant, was that a written expliciagtgy is not necessary.

Respondent 15 stated: “In general, people areariedoout their short term objectives than about
their long term objectives. Short term targetsraoee accessible for individuals than middle- and
long term objectives. = “emergent strategies”. Strategy of a company can only be recognised
ex-post, after it is developed. Often, this waspiatned, but was a self-developed process.”

Evaluating and institutionalising

The respondents were also asked about the way dbperative group processes the
consultant’s feedback. R4&R15 stated this to beoblpm. R4: “I'm satisfied enough, if the
farmers start to move a bit after my speaking tnh R15: “Appliance of consultancy is a
general problem. Whether that person to whom yea gdvice is going to make use of it is
always questionable.” Generally, according to myathke regional consultants, this is related
to the reason of the customer’s problem, the céasulvas hired to solve. Mainly the private
consultants stated that the discussion starts tifeeconsultant has explained his opinion. It
should be clear to all partners that they have aarup their own minds, which was stated
also by all 3 farmers. The consultant’'s opinionaisnajor influence on the cooperative.
Another issue, mentioned mainly by regional comsu#t, was that the consultant’s feedback
is often not used exactly, but that differs fronoperation to cooperation.

Only a few answers were that the members haveytotse protocol at the end of the meeting
which was written by the consultant.

Asked the question about which changes are the diifisult ones for the farmers to accept,
the respondents stated that it is not easy fordesrto accept a reduction in their autonomy,
which was mainly mentioned by the private consu#taAdditionally, there are difficulties in
accepting the need for discussions which might teapesitive influence on the farm on the
other hand, as the respondents stated that disagssiight be fruitful for the development of
the cooperations. Mainly the regional consultamésesl that the joint decision process is a
procedure the farmer needs to get used to. Newfferaht applications of work processes are
also difficult to accept for the farmers. Anothsesue which is difficult for the farmers to
accept is the required coordination of the difféeraisks of each group member, and also the
coordination of different expectations the farméesve through joining the cooperation,

90

Henrik Schmale



Cooperations & onsultants MME Thesis 2009

which was mainly mentioned by the farmers. It soallifficult to accept the new and stricter
requirements in documentation. It might also bdialift for some farmers to regard all
members as equal partners, especially the pasaneeps, which was mainly mentioned by
the private consultants. Another issue is the diffe usage of the farms after the cooperation
has been set up. Many formerly active farmers thifeulty in accepting the new passive
status, a point made mainly by the farmers.

Regarding the question if that happens often,afdéhare co-op members, who have problems
in accepting changes through cooperation participathe respondents stated mainly that this
takes place. The reasons are often that discusalmmg potential problems do not take place
before and during cooperation, as most responasgfitsied. Other problems may emerge if
the farmer’s successor starts to take over the.farm

The question of whether farmers need new ways wikithg about problems and their
solutions after founding / joining a cooperationsvadfirmed. It was stated that partners need
to communicate and discuss issues with each dthiee more communicative the partners,
the fewer problems emerge. Otherwise a mediatingisdtancy is necessary.”
Communication should not only take place during t@od times, but “also during
disagreements”. A major change for the farmerdas there is now a group they have to
speak to. It is necessary to find compromises witter members, which was also an issue
mentioned by the respondents. It was mainly théonad consultants who stated that it is
necessary to stay open-minded and to recogniseriamicgroup-related things, which they
did not need to think about before. Another newagion is that the farmers are also working
for others and need to defend their decisions ribat: was mentioned mainly by the private
consultants. Another important difference is thattigh joining a cooperation, potential
problems may emerge, such as matters identifiegpdayners, but not by the individual
member: this information needs to be provided tm lais otherwise disagreements might
emerge.

Less frequent answers were that everybody mightlseeveak point of the other partners,
and that mistakes cannot be hidden any more. Alsough the cooperation, attention to
tackling problems and other issues increases. &umibre, it was mentioned that new
problems emerge if responsibility needs to be daterd. Generally, regular meetings should
take place about both, sometimes in a formal, lsat sometimes in an informal manner.
Regarding changes in working processes, the irtenes were asked how these are generally
accepted by the farmers, or if there are doubtd thir benefit is proven. Mainly the
regional consultants stated that discussions anayal necessary. It is important that
everybody follows the same objectives. It may hapipat farmers have the opinion that the
cooperation is running satisfactorily, and so srdeagreements are not discussed, as they do
not want to have arguments right in the beginnthgt was also an issue mainly mentioned
by the regional consultants. If changes in the ggees come via a younger farmer, he has to
prove his intentions first, before he may adjustcpsses: this was the opinion of mainly the
private consultants. Also mentioned, mainly by thewas that decisions about the different
processes and their best execution are necesdacobperation’s advantage is that a rethink
about work processes takes place and bigger chémgesoup had to discuss become normal
in time. The discussions might be difficult if tkbanges are very great and the individual
members have doubts. The farmers evaluated theess@ii3): “We are quite open-minded
regarding new processes and process improvemengguaneed to get new impressions to
reduce the danger of missing blind spots”, whicls wi@ated similarly by the other 2 farmers,
as well.

Only a few (less than 2) of the answers were thatiglisation in cooperations may lead to
problems, as farmers are used to having varied wsokthe monotony caused by the
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cooperation may be a problem. Mainly the privatestitants stated that an ability to accept
changes in working processes is related to thee@smability to make compromises. Also
mainly the private consultants stated that reggrdihanges in processes, a suspicious
predecessor is often a problem.

The interviewees were also asked to assess if farme more active regarding change
processes, and they agreed that they are indeed awbive in starting the processes of
change. A reason for that are group discussionatadroerging environmental changes. Also
the issue that the cooperation asks for more &gtiwia reason, which was mainly stated by
the private consultants. The cooperation membersyare used to initiating and applying
changes as they have already founded the coopgratioch was a major organisational and,
therefore, administrative change, which was mastited by the regional consultants. Also
mentioned, mainly by them, was the issue that toperation develops faster than a single
farm. Additionally, the security of decisions rediaig possible changes or development
stages increases as they are discussed amongsktiiem

Less frequent answers were that the speed of thrgels increases if the farmers join a
cooperation. The ability to initiate change proessand to recognise the need for such
changes is also based on the farmer’'s persondiynly the private consultants stated that
farmers have to adjust their frame of mind; othsewino objective fulfilment in the
cooperation is possible.

Another question the respondents were asked was/¢otheir opinions on whether, in the
cooperative group, the capacity for problem-solvingreases. This question got a "yes",
mainly from the private consultants and the farmassdecisions are better thought through
and developed in larger groups as there is a greats for discussion. Also, there are group
members who each have different strengths whicliinig advantageous when combined.
Only a few of the answers were that, in larger gsyulecisions are easier to arrive at than in
smaller groups, as in larger groups the majorityidis. Then, there was the opinion that the
farmers are not better at solving personal issuesite better where technological issues are
involved. It was seen to be advantageous if thepeion members have the same
educational level. Sometimes groups reach diffedatisions than they would have done
without the group, as respondent 15 stated. ltseas as positive group influence when more
competence and information are taken into condgigdera A negative aspect of group
decisions was that they may be more risk-prone, adsresponsibility is shared with others.
Another question was if it often happened that lgrgn consultation relations were
established through the establishment phase otdbeerations. This was affirmed by the
respondents, and mainly the regional consultardtedtthat there is often one potential
member who is already a customer of the consultaaeg if new customers are involved,
they remain customers. A long-term relationshipthe main aim of their work, as was
mentioned mainly by the private consultants. R4héTconsultants want to support the
foundation and the further development. Also in fieéd of conflict prevention, of good
business planning, and of support of the membatiogl, we can help the farmers somewhat.
We cannot influence it in a broader context, but @@ support them with more or less
intensive care.” One (regional) consultant mentibti&t there are also some better-qualified
experts than him in regard to cooperation.

The question of what kind of assignments the caastiundertakes for the cooperations was
also asked of the interviewees. Here the respoadgated that it was the consultant’s job to
take part in checking, business planning, and gciim a moderator in assembly meetings.
Furthermore, the consultants also function as aemaadr in the establishment phase between
the different consultants (fiscal advisors, lawyets). Also during the establishment phase,
the consultants should analyse the current andgiasttion of the farms, something which
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was mainly stated by the private consultants. Theggording to the respondents, the
consultants participate in the development of theperation-contract. Additionally, they
support the group to define the profit evaluatiwhjch means the allocation key of the profit.
The consultants assist the members if critical aibms emerge and they function as
somebody to speak with, as a neutral advisor afaut-related problems. Regarding the
question of whether the consultants take over aagagement position, there were different
opinions. The private consultants mentioned thaty tlmight do so, and the regional
consultants disagreed, and stated that they dand#rtake any management assignments for
the cooperation. There were only a few less fregaaswers, mentioned twice or less, such
as joining a supervisory board of a cooperatiorenTih may happen that difficult negotiations
to make special arrangements with a bank abouslea® undertaken. Also, writing annual
statements for cooperations is done by consultastsvell as the preparation of plenary
meetings. Then, it was stated that benchmarkinghefeconomic results is done by the
consultant. Another issue, which was seen as a geament assignment for the cooperation,
is the provision of feedback from an outsider’sspective.

The frequency of contact between cooperation mesnéed the consultants was also put to
guestion. The interviewees, here mainly the redionasultants, stated that this is related to
the size of the cooperation if appointments dutimg year are necessary, which shows that
this differs between cooperations. R7: “This depeaod the kind of cooperation. We meet
about 7 to 8 times, if a cooperation is small amdsrwithout problems maybe less often.”
Only a few of the answers were that some coopemtanly meet their consultant at the
plenary meetings, other cooperations meet theiswtant 2 or 3 times supplementary to the
formal assembly meetings. Then it was stated thedtimgs take place if the farmers want
them to. The planning and analysis of these is midg® on the actions of the manager, and
the trust he enjoys from the cooperation.

Then it was also asked how it is possible to meathe success of the cooperation. Answers
were that the economic results have to match upoing to mainly the private consultants
and the farmers, personal satisfaction is an imaporindicator. Then it was stated that a
comparison of the situation before the start anerdhe cooperation’s establishment can be
done. Additionally, a comparison of the currenuaiton with the initial objectives can
measure the success of the cooperation. Mainly pitreate consultants stated that a
benchmark with similar farms is an indicator to swa their success: their image in the
neighbourhood is also an indicator of success.

7.1.2 Closed questions from the interviews

The implementation of financial management systdors information reasons of the
cooperative group was evaluated by the respondsnery important with 11 votes (7 times
very important) whereas 2 respondents stated ligid less important. This should be done
by the commercial manager, by the cooperative gemgby the consultant together as these
were all mentioned in the same amount by the irdemes.

Openness against important changes in the grouptren@nvironment was agreed by all
respondents as being very important (5 times votedpectively important (8 times voted).
This should be done, by the cooperative group whaihed 12 votes by the respondents. The
the commercial manager got 4 votes and the comsultaote.

Integrative skills, that means the ability to cocindifferent opinions and information is seen
as very important by 10 interviewees, respectiwalyortant by 3.

Integrative skills should mainly have the consult@hvotes), but also within the cooperative
group (6 votes) these skills should exist. 4 redpots stated that the commercial manager
should have integrative skills.

93

Henrik Schmale



Cooperations & onsultants MME Thesis 2009

Skills for the selection of information and theldpito evaluate the information’s importance,
agreed on by all respondents as being very impo¢Eawmotes) and respectively important (8
votes). These skills are necessary mainly for thesgltant (8 votes) and the commercial
manager (7 votes). The cooperative group gaineutésy

Skills to steer and define the direction of the pamy are necessary to have. This was agreed
on by all respondents as being very important (8s)o respectively important (5 votes).

These skills the commercial manager should hawe{8s). The cooperative group gained 6
votes and the consultant 1 vote in this regard.

Having skills to develop a “we”-feeling in the coary, is seen as very important (10 times),
respectively important (3 votes). These skills $thaxist within the cooperative group (12
votes); 3 respondents stated that the commerciahgaa should have these skills.

Having skills to develop a financial managementeysto measure the economic factors in
the whole cooperational system is important. Elemanof the thirteen respondents stated that
this very important (4 votes) or important (7 vote$ereas two respondents stated that this is
less important. According to the respondents, rgainé consultant (8 votes) should have
these skills. The commercial manager gained 6 ya@ted the cooperative group gained 4
votes in this regard.

Skills to develop regulation cycles and define taee borders within the cooperation are
seen to be very important (2 votes) or importantd&s) whereas one respondent stated that
this is less important. Within the cooperative grqdO votes) these skills should exist. The
consultant and the commercial manager were stat&de3 each.

7.1.3 Pre-interview with respondent 15

The first question of this pre-interview was if tihespondent ever conducted a research on
farming cooperations, and if he has any researgereence with agricultural cooperations. He
confirmed that this was the case and explained libajave some lectures in symposiums and
wrote some publications on the topic. Currentlyythesre dealing with a bigger project on the
internationalisation of cooperatives. Additionalthey made a comparison of small and bigger
dairy cooperatives.

After that they conducted research on the best &gtus for building a joint biogas-factory.

The following question was about an evaluationamerations on time horizon from the view of
the researcher. The question was if an image dewedat takes place, also through the increased
numbers of cooperations. Without a systematic itiyason, he had the opinion that the
cooperation’s image has improved in recent yeanss & influenced by the structural change of
agriculture. The size of farms has increased antagement has improved. Farms have become
more professional and more open for joining coayama, especially regarding the biogas sector.
In this field, they do not have any problems in kg together. This issue may be a bit different
in the farming cooperations, as there are bigg#udnces on the already existing farm also
concerning strategic decisions. In general, thepemions are seen quite positive nowadays.
Cooperations are seen as a management tool.

The third question consisted in researching theed)s expectation of future developments
regarding cooperations, if the number will increase if another image will be developed. In a
relative way their number will increase, he thoughs in the growing phase of the farms the
manager will ask himself about his core competent&at shall | do alone and in what it is
better to find somebody who can do that as wellt?,”specialisation will be more important, also
personal outsourcing. These considerations aréngetiore and more important, especially for
the so called “extended family farm”. As they haviot of work, they have to find new ways like
the cooperative working. In his opinion, it will hbe anymore like in the past that two small
farms go together. He expects that the cooperamfirfunction as a management tool for the
future and as a faster growing farm to achieve aitipe advantages. Hence the farm managers
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will check if there are not any other people who @ the required work better. Keywords
mentioned by the experts in this regard are: conepetences, and workload.

The next question concerned the agricultural caasay and if the respondent ever did a research
on that. They supervised a master-thesis in whiehlével of satisfaction of farmers with their
consultancy on a private level and on a regionalsuattancy ring-basis was investigated. They
furthermore investigated the differences betweenféinms to find economic differences. On the
whole, the result was that the farmers are a bitensatisfied with the private consultancy than
with the rings. In the expert’s opinion the farnfdlee private consultancies were generally a bit
bigger. Yet the core activities did not differ soch.

Thenext question dealt with the own opinion of &xpert, i.e. what will actually change in the
agricultural consultancy and if there are any teetudbe foreseen. The agricultural consultancy is
a service sector for farmers. From this point @&wi the structural changes of agriculture also
occur in this sector. Therefore the amount of ctiaruies decreases and the consultancy
becomes more professional. The private consultavitynever reach all farmers, but with the
growth of the farms more and more special problemsrge which is mainly solved with the help
of the special consultancies. Furthermore, the cigpacity is increasing, so the farms are able to
pay expensive consultants. Thus, private consuéaneill have a big impact on faster growing
farms.

As the last question the researcher was askedfewvaluation of agricultural management on the
farms in relation to industrial management. Indp#ion this is not an easy question as both are
quite heterogeneous sections. If you consider 0&0B0 farms in Germany you have several
examples for everything. Basically, in his opinioa stated that through the structural change the
importance of management has increased. Regardialifygmanagement and documentation, it
is possible to recognise that this has also beempulated by external influences. In the past,
farmers would have gone insane, and still thegs tiEamers are upset about the high amount of
documentation. Management importance has increastte scale of its increasing importance
for the farms. In comparison with SMC the differea@re maybe not too big. In his opinion It is
remarkable that there is quite a high standard dafcation in agriculture which has surely
increased lately. It is possible to see the infbgsnand the repercussions in, for example the usage
of IT and the increase in professionalism of manseyd.

7.2 Extra information gained from the interviewees

Next to the interviews, some respondents providedesextra information on their work with
cooperations. Respondent 1 and also respondentl gnade a presentation about cooperations
some time before the interviews. These presentateere provided by them to use it in the
analysis. Additionally, respondent 4 handed overesentation held by a psychologist at the same
symposium on the psychology of joint working. Fertimore respondent 4 handed over an
internal benchmark his company developed in 2007.

7.2.1 Extra information gained by respondent 1

After the interview, consultant 1 stated that heeoheld a presentation on cooperations with the
title “Forms of cooperations, the establishment@dperations and the dilution of cooperations”.

Most important issues are mentioned in the follgvihe presentation started with challenges
for agriculture, followed by targets and objectiw#she cooperation and also an analysis of the
farmer and his farm was mentioned.

Challenges for agriculture

In the presentation he mentioned that the problem&erman agriculture are rooted in the
conditions regarding the location. On the one hanel,location is of advantage, as Germany is
the biggest consumer market in the EU. Howeveratpecultural structures are unfavourably
when compared to international competitor countridge economic pressure on the single farms
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is getting stronger. Other problems are, for examgble market conditions as markets are
becoming more and more international. By innovatignamics, it is getting easier to develop
bigger agricultural structures, as in e.g. Brakilere, domestic markets are influenced on a high
degree by acquirers. Another problem was mentionedsed potentials in the communicational
techniques of farmers. There are several new conuaiion opportunities, like mobile phones,
email and the internet.

For cropping, there are other innovations, whicheh@ be taken into consideration, like remote
sensing, GPS-usage and other process automation.

As all these points provide a disadvantage on thkkets for smaller farmers, a cooperation may
help to improve the situation.

Targets and objectives
Targets of the cooperations have been divided @donomic and social objectives. Among
economic targets is the sustainable increase dit,pmwith a simultaneous reduction of the
entrepreneurial risk. Another issue is the redmctbwork expenditures. Besides, a cooperation
has the objective to increase the benefit in kihkis effect can be reached by the input of
specialised technique/equipment, and/or by the exanation of expertise within the cooperation.
Another objective might be the improvement of tharket position in the purchase of goods and
in the selling of produced goods. Another issudésspecialising on defined work processes. The
advantage of this is the reduction of the work Joadd the decrease of the capital-costs per
product-unit. A cooperation might be appropriate ttee future development mentioned by the
company. In an internal research, where the custéanmers have been asked in which sections
the farm might develop in the next ten years, tlagonty saw the biggest potentials in an increase
of the existing production (39%). This was followley the statement that an improvement of the
effectiveness (35%) might be realised as a potenkgvelopment. 26% of the answering
respondents stated the exploitation of new busasedss a résumé, it can be stated that 74 % of
the asked farmers want to grow according to theie competences. They follow the headline:
“Do what you do best”. Chances and risk analysesemsier to evaluate. New business segments
are more difficult to develop and require more ewderrs, as the farmer needs to develop
knowledge, has to invest, and does not know the Tise expanding in acreage is very different
from region to region in Germany. This is influeddey the soil quality and the willingness to
rent the acreage to innovative, also in the fupowerful farms. A cooperation might be seen as
an obstruction, as for elder people, they assodlaeterm cooperation with the former East
German “socialism” cooperatives. Also, a bettetdaatilisation might be an objective. An effect
would be an increased return of the used produdtotors like soil, work, assets and delivery
rights. Also important might be the release of ntawgx for non-farming jobs, an enlargement of
the farmed acreages or of stable-capacities, aptbieation of internal value chains (stocking,
processing, and marketing). Another objective mighthe new usage of farm facilities. Then, it
might be possible to rent to other businessesy asé them for tourist purposes. The cooperation
also might lead to a concentration of the besttiondor the farm and to an investment in better
building facilities. Another important aspect migh¢ the usage of the cooperation, to have
enough work time to optimise governmental subsjdieg). the appropriation of bigger
agricultural investments, and the avoidance of a@ie livestock breeding.
The social objectives are also very important famfers and need to be regarded before the
establishment of a cooperation. Important to meniio this regard is the reduction of the
workload,

through a centralisation of the livestock,

through the usage of more capable machines,

through implementation of the following generations

through insertion, which means to become a passember

through more spare time.
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Another issue is the improvement of social secuiitycase of an accident or disease. This needs
to be discussed in a very intensive way beforectimperation is established. In the establishment
phase this needs to be contracted. Also mentiamedgards to the social factors was the social
image. This is not often discussed, but is regularimotive to join a cooperation. Nowadays,
members of cooperations are often associated wtltipe character attributes as dynamic, open
mindedness, give-and-take ability in the socialimmment. The weak point in this regard is the
loss of autonomy.

Analysis of the farmer

In the beginning of this part it became clear g&f awareness is the first step to entrepreneurial
success. The farmer should ask himself what kinchafacter he has. Ideal for cooperations are
good soft skills such as the ability to be innowatito be tolerant, to work continuously, to
possess willpower, the acceptance of the family athility to act in conflicts, to act calm in panic
situations, to be a team-player and the abilityeal. In a second step, the age of the members and
their “period of life” needs to be regarded to mgise if the farmer fits into a cooperation, such
as the loading capacity, the succession, the agehensex. Also important to investigate is the
asset status of the farmers such as his kind cfuroption, the reserved property for the parents,
liquidations, mentality of investments, the devetgmt of equity and old-age provision.
According to the consultancy, the next step inahalysis of the farmer should be an evaluation
of the qualifications: the education, the econosticcess in the past, the adequacy for farming in
the livestock and in cropping or as a business ri&e. farmer also has his own targets and
objectives which need to be observed. There arenbepreneurial objectives, e.g. the maximal
interest rate on his equity, the security of hismewr the employer’s job position, expansion, or
consolidation, prestige, or spare time.

Also the kind of work the farmer does needs to balygsed. According to the Pareto-principle
20% of the working time is needed to reach 80 dtefresult. Therefore it often happens that the
consultancy realises that before the analysisfahmer thinks that around 65 % of his work is
not delegable, ~ 20 % is only partly delegable, 856 is “bits and pieces”. After the analysis it
becomes obvious that the distribution of his warlactually vice versa, 65 % of the work is “bits
and pieces”, 20 % is partly delegable, and 15 %oisdelegable. Another important thing to
analyse is the personal organisation of the fariew is he organised? How efficient is he? How
big is his loading capacity? How long do decisiongesses need to be realised? How many
“construction” places exist for the farmer? Theealive should be to have as few constructions
as possible and try to execute them consequentBnyMentrepreneurs prefer doing things
properly, which means being activity oriented, lgeefficient (doing all the work correctly),
instead of doing the things right (do the correotky, which means objective oriented, reaching
efficiency.

So, the realistic assessment of the farmer hinmesdtls to be regarded. The type of human with
his inner feelings and thoughts influences stratagy vision. Cooperation does not mean that the
results are improving, but through profiling stréngnd weaknesses a lot can be recognised: that
not everybody is able to do everything, and thatatibbusinesses are profitable in the same way
to everybody. This point of view helps in findirtgetbest solution for the future.

Analysis of the farm
The annual statement is the real figure of the ecwa operations. The motto should be that the
annual statement is the un-manipulated, unadormetth.tlt is the ongoing self-financial
management of:
- the production capacity

the interest yield of the equity

the interest yield of the used factors

the development of capital, and its structure
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the ability to get financed
The objectives of the annual statements, from trswaltancies’ perspectives, are the support for
the farmer’s family to get information on the farnksirthermore, it is used to measure the profit
ratio through target/actual comparison, throughariicial management with extrapolated key-
numbers, and through discussions of the resultsn,Tih is also used as an early warning system
to be able to recognise non-profitable processedsbaisiness branches, bottlenecks in financing
and weaknesses of the entrepreneur. The annuaingat is also used for ongoing development,
as it leads through a dynamic process of improvésnevhich means being faster than the “evil
destiny”. Additionally, the annual statement is taesis for profit allocation during negotiations
before the cooperation is established.
For benchmarking reasons, the analysis of the wfarla and all branches is essential. This
analysis is the basis for a comparison before &edthe establishment of the cooperation.

7.2.2 Extra information gained by respondent 4

This presentatiowas held by respondent 4 on a DLG-symposium onngiate of cooperations in
August 2006. The headline of the presentation Wwagure concepts with limited equity yields
Recognition and usage of potentials through codpemwith a clear strategy”. The presentation
started with three questions, 1. Different objezdiand one strategy, how to solve this issue? 2. Is
it possible to have a cooperation with many pagh&. What kinds of creation-options exist?

Stock-tacking

Only a few farms have stated their objectives omritten basis. Strategies are only partly and
often unconsciously applied, like in the plant pratibn and in the mechanising equipment.
Often, there is a lack of objectives and stratefpeshe whole farm. In how far this applies was
examined by the presenter. Before a cooperati@stigblished there are some basic conditions
which need to be fulfilled: the personal suitapjlithe analysis of the economic ability and
advantages, the objectives of the members, thetegyrafor their fulfilling, and
organisational/legal issues. These issues are tariadysed before the cooperation can be
established.

Establishment phase

In the establishment phase the consultant caniumets a moderator. In the discussion on the
arrangement of the cooperation, the objectivehefsingle potential members become obvious.
Then, it needs to be evaluated if the personalctibgs can be arranged. Also, a joint corporate
objective, a vision, should be created. To read) this necessary to develop strategies with the
company of the consultant. Personal objectives i@ycontrary but not the cooperational
objectives. It is very important to define the foabjectives; the optimisation of the “new” farm,
using and supporting personal skills and interekseloping existing business branches, creating
new branches, taking up new members, and the attegrof new members.

Potential results

Ideally, there are visible benefits:e@nomize on production, facilities and not used
entrepreneurial skills of the farmer. Also, maybere more important, new ideas of the
cooperation members, creation of freedom for newwations may be a result.

But: partners with different objectives for the peaation cannot work together, as this does
not work out.
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Further development

A clear strategy is necessary. The following questishould be regarded: Where are we now?
What are the next steps? Which stages might beulated to reach the next steps? Who does
which assignments? When is the target reached? M/tiagn the next objective?

Using this approach as a strategy, this systenagidication saves money and time, improves
efficiency, develops interest from outside, usesdghkills of all members, develops potentials of
entrepreneurial actions. Without strategy themoiplanned acting possible.

Bigger cooperations

Bigger cooperations can have success if they aenpd precisely, if clear rules exist (with
entrance rules, exit rules, and expansion rulégjansparency exists, if open discussions take
place, if trust exists between the members, ifdbrmmercial manager is sensible to the needs of
others, if compromises can be reached easily widenterests of all partners are considered.

Presentation on the forms and the establishment @aboperations

This presentation was held on the same DLG-symposabout potentials of cooperation in
August 2006, just like the previously mentionedspraation. This was held by a psychologist
who works for an organisational development compdimg second headline was “Cooperations
with a clear strategy-Psychology of the cooper&tion

The psychology of the cooperation entails threenmssues, the non-calculable factor of the
human being, the psychological thesis about cotiperaand seeing and avoiding conflicts.

In cooperations, different variables, like acregdacilities, assets and equipment, are basically
calculable, however this does not apply to the msweho are different owners of the cooperating
farms. How does the ideal partner in a cooperdtiok like?

The theory of equity says that in social relatiopshpeople want fair behaviour in return to what
they have given. If this does not happen, an inzaemerges, which is rebalanced by the
concerned person through different reactions. Toereit is necessary for a cooperation to
develop a balance between input and output. . Whiititiple should be followed, the principle
of performance, the equality principle, or the piobe of needs? The theory of phases of
personality means that there are different phdsefiiman runs through. Until the age of 30, the
human is in a period of energy, with much idealiamd enthusiasm [storm!]. Then, from the age
of 30 to 50, there is the time to develop an ownilfg professional stability and establishment of
oneself happens [crisis?]. From the age of 50 tah&5individual uses the experience, and self
acceptance is achieved more easily [relaxed!?]mFioe age of 65 onwards, experiences are
shared with others, responsibility is given awagrifesting!]. Every cooperation needs to have a
leader, a promoter for the group. Yet conflicts dhée be solved by the whole group. The
presenter mentioned 9 different phases of conflittsannoyances, 2. debates, 3. breaking off
contact, 4. social expanding, 5. strategy, 6. thrstarted violence, 7. breaking the rules, 8.
attacks from behind, 9. total war.

Strategies to avoid conflicts are necessary aneda. First of all, there should be a development
of standards, rules, values, and norms. This sHmeildiscussed within the group, even though not
everything can be contracted. Then, also the opinio other members should be adjusted and
changed. All sides should be regarded by the pastpaint experiences should be shared, and
critical moments should be solved together. Redgekdback processes should be developed that
assess what is working well and what should be gd@dnThen, also a neutral mentor should be
present in order to get neutral feedback if prolslemerge. Important in the feedback process is
the meta-communication, which takes place duriegsiheaking with each other. So, a main issue
of the success of the cooperation is communication.
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7.2.4 Economic benchmark between single farms and ¢ =~ ooperations

One consultancy provided its internal benchmarérédfie interview, to allow us a comparison of
economic data between single farms (n=21) and catpas (n=14). To make the numbers
comparable, we decided to use two main groupsraidavith more than 300 hectares. Here, we
separated them into different soil types, showmheyEMZ (yield measuring number/German soil
points), which shows the quality of the soil. Thestfgroup had medium soil quality, with an
EMZ of more than 45, but less than 75, and thersgegooup had good soil with more than 75 soill
points. Furthermore, we compared only farms, rasgey cooperations, which produced grain
and sugar beets; other production sites were gatrded.

To reduce the amount of numbers, which were vegi m the benchmarking report, we decided
to use only some main economic data. Next to theZEMe chose the employees per 100
hectares, to show the work capacities. Then, tihgehmower per hectare was regarded to show the
tractor capacity. To be able to evaluate the egeifnthe depreciated value of the machinery was
evaluated, and furthermore, to estimate the ag¢hisf technology, its value (as new) was
mentioned.

The hectare yield of the plant production in Eur@svetated next. This needs to be subtracted by
the expenditures for cropping and for the workee the profit per hectare.

After that, the physical yields per hectare of grain and the sugar beets are shown and the
income gained per hectare of these both cropsdbDiyithe latter with the yields, the realised
prices for both goods can be obtained. Then, odwh@fcropping costs, the special costs of the
fertilisers and of the pesticides are shown. Diglig the grain yield, these show the expenditures
of the fertilisers and of the pesticides per 10@ian. This number is not a real number as all the
other crops, the fertilisers and the pesticides roe regarded. This should only show a
direction/tendency about the efficiency in usingsth both cost factors.

Table 7.2.4.1: Benchmark results iaccordini to xi-consultanci, 2008i

Yield measuring number EMZ 45 45 0 75 75 0
Employers per 100 hectares 0,49 0,58 -0,09 0,48 0,49 0,00
Horse powers/hectare 1,16 1,33 -0,18 1,38 0,99 0,40
\Value of the machinery equipment (depreciated) 380,43 € 565,83 € -185,40 € 782,86 € 513,14 € 269,71 €
\Value as new 1.120,38€ | 1.239,50 € -119,12 € 1.526,67€ | 1.184,86 € 341,81 €
Yield plant production 1.092,29€ | 1.379,83 € -287,55 € 1.131,57 € | 1.259,00 € -127,43 €
Expenditures for cropping 397,93 € 477,00 € -79,07 € 399,29 € 430,57 € -31,29 €
Expenditures for work 461,93 € 561,83 € -99,90 € 496,14 € 498,43 € -2,29 €
Profit per hectare 232,43 € 341,00 € -108,57 € 236,14 € 330,00 € -93,86 €
Grain Yield in dt 76,6 82,7 -6,1 79,2 81,8 -2,5
Sugar beets Yield in dt 521,8 554,7 -32,9 501,6 516,4 -14,9
Income per hectare grain 1.012,00 € | 1.194,83 € -182,83 € 994,71 € 1.072,29 € -77,57 €
Income per hectare sugar beets 2.370,36 € | 2.496,50 € -126,14 € 2.381,14€ | 2.274,86 € 106,29 €
Realised prices of the grain 13,09 € 14,48 € -1,39 € 12,44 € 13,13 € -0,69 €
Realised prices of the sugar beets 4,55 € 4,60 € -0,04 € 4,79 € 452 € 0,27 €
Costs / hectare fertilisers 133,00 € 174,33 € -41,33 € 138,14 € 155,71 € -17,57 €
Costs / hectare pesticides 149,86 € 168,17 € -18,31 € 148,86 € 142,71 € 6,14 €
Costs fertilisers per dt grain 1,75 € 2,13 € -0,37 € 1,79 € 1,89 € -0,10 €
Costs pesticides per dt grain 1,97 € 2,07 € -0,10 € 1,90 € 1,76 € 0,14 €
Results

Regarding the first group with the EMZ of more thHs it becomes obvious that the differences
between the single farms and the cooperations iplamrs/100 hectares and the horse
power/hectare are very little. Both scales arétle higher for the cooperations with differencés o

0.09 and 0.18. In the second group, there is rerdifice in the working capacity, but a bigger
difference regarding the horse power with 0.4 neaacity for the cooperations. Regarding the
value of the machinery, in the first group thera wifference of 185,40 € between the value of the
cooperations machinery to the single farm machinkrythe second group it is vice versa, the
single farm’s machinery has on average a higherevat that of the cooperation with a difference
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of 269.71 €. A similar tendency can be monitoredh®y value as new results. In the first group
the cooperations have a higher invested amount ®ithi12 €, and in the second group the
invested amount of the single farms is higher \84l1..81 €. The yield in € per hectare is higher
for the cooperation in both groups. In group 1,itle@me per hectare for cooperations is 287.55 €
higher than for single farms. In the second grdabg,income is 127.43 € higher. In both groups,
the expenditures are higher for the cooperatiohs. cropping expenditures differ in group 1 with
79.07 € and in group 2 with 31.29 € per hectarghscsingle farms have lower costs. Also the
work expenditures are higher for cooperations.rbug 1 the difference is 99.90 € and in group 2
the difference is slight, with 2.29 € lower in thiegle farms. Subtracting these numbers from the
yield per hectare, one can calculate the profithmatare. In group 1 the cooperations made a ,
higher profit than the single farms with 108.57&/im group 2 it was the same with 93.86 €/ha.
The yield in both regarded crops is higher for ¢theperations. In group 1, the grain yield is on
average with 6.1 dt (dt= one tenth of a ton; 10pHigher for the cooperation than for the single
farms. In group 2, the yield is on average 2.5ighér for the cooperations. Regarding the sugar
beets, in group 1 the yield of the cooperationsnsaverage 32.9 dt higher and in group 2 on
average 14.9 dt higher. Regarding the income petate grain, it can be monitored in group 1
that cooperations have on average 182.83 € moregu¢are sold grain. In group 2, the difference
was 77.57 €, the cooperation gained more. In tgarsbeets, the income of group 1 per hectare
differed between the cooperation and single farmis $26.14 € in favour of the cooperations. In
group 2, the difference was 106.29 €, also in favaluthe cooperations. The realised prices
differed also between the different kinds of faim&oth groups. In group 1, the average realised
prices for grain varied with 1.39 € per dt soldigiaetween the cooperations and the single farms.
So, the cooperation gained more ~ 10 percent nogroup 2, the difference was 0.69 € per dt in
favour of the cooperation, which was around 5 parbégher. The average realised price for the
sugar beets in group 1 was 0.04 € higher for treperation than for the single farms and for
group 2, it was 0.27 € higher for the single fariitse costs for the fertilisers per hectare were in
both groups higher for the cooperations. In group was 41.33 € higher, and in group 2, they
were 17.57 € higher per hectare. Regarding useticjples, in group 1 the cooperations had
higher costs with 18.31 €, and in group 2 the grigims had higher expenditures with 6.14 €.
These results allow us to state the costs of itts per dt grain. In group 1 it was with 0.37 €
higher for the cooperation as for the single fararg] in group 2 it was 0.10 € higher for the
cooperations. The costs of pesticides per dt gramwith 0.10 € higher for cooperations in group
1. In group 2 it was with 0.14 € higher for thegdenfarms.

7.3 Conclusion

Having provided the outcomes of the interviews dhd extra information gained by the
interviews, it will be necessary to confront thessults with the theoretical findings. The findings
of the different questions of the interviews haeei put in order according to the structure in the
theoretical part and can be compared straight fiahvim the discussion chapter. After that, the
additional findings will be put in relation andwill be possible to answer research question 2.
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Part 3: Evaluation

After the theoretic section, which is functioning @ basis for this thesis, and the empirical
section which was functioning as a process to gaactical information, the evaluation
section follows. In this section we provide a contation of the both previous sections and
their findings.

In chapter 8 the discussion about the results tplee®. Here, the results of the case study is
confronted with the results of the theoretic settidlso, the differences between the groups
of respondents is evaluated and discussed. Ouhisfit is possible to create the final
framework and to answer the research question Band

In chapter 9 final hypothesises are introducedédonclusion section and recommendations
are given for further research.
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8 Discussion

After haV'ng ShOWﬂ a” I'eSU|tS Of the emplrlcal Theoretical findings on organisatior Confrontingorganisationa
research, it is subsequently necessary to confront development 0) fevelopment (0D wih agrere

these findings with the findings gained in the — ——
theoretha| framework- Thls WI” be done |n the Enviro?rl?grfgl Factorg Systeﬁszféroaches Liter(;?;gnfei;din_gs
following with the interview results. After thidg, will S aetre Dersopner an Aapite s
anne ange ooperations
be possible to answer the research question =2
namely: To which extent the theoretical framework Theoretioa famenirk
holds after confronting it with knowledge gained in
interviews with different stakeholders? conFRONTATION | Giclesion
Empirical research
Chapter Chapter
Case Study Results
Methodology
8.1 Analysis of the results through confrontation w ith theory

Agricultural environment

According to theory, the macro environment of agitioe in Germany consists of different
markets and their stakeholders. The markets arstremts of trade, policy and demand. The
German’s challenges are the increasing food consampn a world-wide level, less and less
farms in Germany, and the higher degree of speei@din. The structure of the German
agriculture underlies an ongoing change, which ra¢hat the number of farms is decreasing. The
markets and the conditions are fast-changing atidypiofluenced. The main markets have been
fast-developing and fast-changing over the last years. Market protection and subsidies have
been reduced, and unstable market conditions haeeged.

The market policy for agricultural products is difént from product to product; there are import-
guotas, the markets are regulated, and energy giiodus subsidised. Hence companies acting in
unstable market environments have a higher chahsearaiving if they operate in a cooperative
way. According to the first presentation businesgrenmental problems of German agriculture
from the practical point of view are settled in tenditions regarding the location. On one hand
the location is of advantage, as Germany is thgasigconsumer market in the EU. On the other
hand the agricultural structures are unfavourablerwcompared to international competitor
countries. These structural disadvantages increasaomic pressure on the single farms. All
market conditions are influenced internationallfyar@ugh innovation dynamics in formerly less
efficient countries, it becomes easier to develmydr agricultural structures, as in e.g. Brazil
where domestic markets are influenced by acquiceashigh degree.

Farm business

According to the theoretic part, the sub-businessethe farm are developed within the triangle
of resources, technology and the skills of the famemager. The farmer has to decide on the
direction of the farm and on its sub-businesses.

The degree of resources which influence the busasesf the farms is related to the manager. He
has to be able to use the resources in the bestovéiging successful and satisfied; this can only
be reached if the required resources are suitabliaé manager.

The degree of technology which influences the lessas of the farms is also related to the
manager. He should find the best degree of tecgada the highest efficiency level. Regarding
appropriate reactions on environmental changesfahaer should have his own strategies to
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develop an efficient and growing business, if tlisnot possible he should, for example,

cooperate to reach this. His question should bev Ean the management of the farms develop
the best structure of the farm to be able to devéhe farm in the best way according to its

resources, technology and skills? The objectivéilfugnt requires the using of resources. An

outcome of the first presentation was that farmtesl problems of the German agriculture from
the practical point of view are the unused potémtia the communicational techniques of

farmers. There are several new communication oppibi¢s, like mobile phones, email and the

internet. For cropping, there are other innovatiovisich have to be taken into consideration, like
remote sensing, GPS-usage and other process aidonidie management of the farms can react
on these environmental changes through the fowmaif a cooperation, which may help to

improve the situation of smaller farms.

Organisational development

If farmers choose cooperating as a new organisatidevelopment step, they want to reach
an improvement of the farm’s situation. The answaentioned by the consultants were
similar to the literature findings. In literaturd, was described that the objective of
organisational development is to increase individunal organisational effectiveness, through
focussing on interactions and problem-solving psses within the organisational group.

If the cooperation still needs to be establishdd¢caurse a higher level of organisational
effectiveness cannot be reached, but internal psaese within the farms have to be
ameliorated. The need to focus on internal prosess®eases a lot through cooperating, as
the new cooperative group emerges. The targetsathig a result of the interviews concern
economic improvements, i.e. organisational perspesit but also the private perspective, as
in our case the cooperation needs to be regardexd lassiness which is intertwined with
private life to a high degree. According to theemtewees an important point was that a
cooperation can have positive influence on thertuwompetitive position and thus on the
overall future success.oFthe lives of the cooperation members’ familig® cooperation can
help to reach the best possible standard of livingportant to mention is that the cooperative
group is seen as a tool to reach better decisions.

Planned change

The planned change process is the company’s reactio environmental and internal
changes. According to theory, these changes carmség by the management for a planned
change approach to make the company more effiaiemt‘'seed” a capability of change. The
requirement for change can emerge through misfitee@ whole company, so there are several
and also interrelated options where to start aret@be the change process, which makes it
possible to use different interventions. During tfkerviews the respondents were asked if a
cooperation membership eases the acceptance ofeland the pro-active behaviour when it
comes to challenges. This was agreed on by thevieteees. The mentioned reasons were that
through the group an ongoing evaluation and devedyp of processes is possible and
accordingly more process improvements and processvation take place. Also the openness
and the flexibility may increase within the grotiperefore the members develop and encouraging
each other. The level of change capabilities vdr@m® cooperation to cooperation and is related
to the personality of the members.

Entering and contracting phase & consultancy

In the theoretical part of this work, an outcomeswhat the consultant should have self-
management competences, interpersonal skills, @mergl consultation skills to support the
company in solving problems.
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According to the interviewees, interpersonal slalle necessary. The consultant should be able to
analyse his customers by listening actively andabiing in an empathetic way. Additionally,
social capabilities are needed. The consultantldizria team player and should have the ability
to create social networks. The interviewees stétatl the consultant should be able to provide
feedback. He should speak out explicit what hekthend should have the ability to be neutral at
any time. The best way to give feedback is thropgisonal conversation; thus on an interactive
basis.

Regarding general consultation skills, the respotedmentioned the experience of the consultant
as an important factor. The consultant should kisaw the current standards in agriculture. He
also needs a basic understanding of juridical aschlf possibilities and consequences of the
farmers’ plans regarding a cooperation. He needsvigdge on issues needing verbal regulation
and on contracts which need to be considered iestablishment phase.

An outcome from theory was that the consultancy@se starts with information exchange and
information collecting. This is used by the conanttto get to know the cooperation. The
company needs to support the consultant and infirmon problems and any important issue
regarding the problems. It is also necessary fercttmpany to give the consultant the power to
get all the information he needs. The respondémis stated that the consultant should know all
the actions which have been taken already to sthigeproblems. Before meetings take place,
information gathering is of importance for the aaditent and existing problems should be
communicated to the consultant beforehand. Thexgibrnis important for the consultant to be
well-informed before he can give advice.

According to the theoretical part, most farms haveonsultancy relation and through personal
networks, specialists can be consulted. Out ofttinee interviewed farmers, all of them had
employed a consultancy in the beginning of the eoafon. The respondents agreed that
consultants are often hired in the establishmerdas@hof a cooperation. The bigger the
cooperation, the earlier a consultant should bedhio make the cooperation process more easily.
The farmers got their consultants through theispeal network, e.g. fellow students and fiscal
advisors. Often, according to the theory sectiorhappens that the farmers already have a
solution for their problems in mind before they seeonsultant. In practice, they often want the
consultant to evaluate the assets, and to develtyanae for profit allocation. An individual
opinion was that most farmers ask consultants &yp,hbut very often too late. The consultant
makes the farmers rethink the development of targed of the farms’ planning. He should
encourage his clients to redevelop their objectieeen if a discussion about objectives already
happened beforehand. It is of high importance todki objectives and to develop a concrete
planning for different possible alternatives. Ferthore, it happens that farmers ask for
contractual information which is not the consulsjab.

In theory an outcome was that both parties, theswdtents and the clients, should agree on the
best way to solve a problem. They need to havendasi understanding of the problem before
signing a consultancy contract. A cooperation carsden as a possible solution of the individual
farmer’s problems. Meanwhile, the compatibilityfafmers who want to join a cooperative group
is an important question stated in the theorepeal. Another outcome of the theoretical part was
that through the building of the cooperation, indidal problems become group problems and
new problems emerge (e.g. internal group problems).

In the interviews, it was stated that after thesuttant got to know the cooperational group, he
should be able to understand the members’ needsslamald collect knowledge on potential
conflicts which might arise in the individual cooatons.

The consultant should also try to support the doattn of work processes between the former
single farms. Regarding the objectives of the fasnthe consultant should be able to recognise
the underlying targets of the individual memberd ahould be able to classify these targets in
dreams and reality to support the compatibilitytred farmers. According to the respondents, the
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members should speak with one voice and shouldsfocutheir shared targets. If one member
follows his own interests, problems emerge, amaight end in a big quarrel.

To support the members of a cooperation in soltivay problems, the consultant should make
sure that a problem does not split the group infi@rént parties with different opinions. Even
though consultants should try to help solving peaid, they are not professionals in problem-
solving. If problems become too big, a professianaldiator and the use of externals should be
advised by the consultanRegarding the way cooperative groups process thsuttant’s
feedback; some consultants are already satisfigdeiffarmers start to move a bit after a
discussion. The appliance of consultancy is a prablGenerally, the feedback processing is
related to the problem of the clients. Discussistast after the consultant has explained his
opinion. It should be clear to all partners thag¢ytthave to decide on their own. The
consultant’s opinion may influence the cooperatona big scale but on the other hand, the
consultant’s feedback is often not used exactly.

Another aspect, covered in the theoretical parts Waat a trustful relationship needs to be
developed. Additionally, it was stated that probdamght occur during the consultancy process if
the consultant does not possess the necessany skithas falsely stated to possess them, or if he
is not able to communicate different action steps.

According to the interview outcome, it is importafdr consultants to develop a positive
communicational basis, but they also need to upenaents and present those properly. Problems
should be communicated to the consultant beforghasmthe manager will see existing problems
before meetings. The consultant’'s experience ig waportant in solving problems. Consultants
need to use appropriate techniques to convincetohgublients, e.g. single conversations with
every member. Along with the necessity of havingoss and open discussions, all members
should be “allowed to speak and to finish, witheateaming, or shouting”. If the discussions
become too emotional, the consultant should aatraederator.

Diagnosing

According to theory, the analysis of the comparyisctioning is possible through analysing the
company as a cybernetic system with a control eeaid its goals, system mechanisms, the
system behaviour, and the feedback provided bysyiseem. From this point of view, the farm
diagnosis is straight-forward, and special regazddnto be put on the role of the family. It is
possible to identify necessary interventions thtoag analysis of the company according to the
St Gallener Model, focussed on the environmentptiganisation and on the management.

All potential members of a cooperation will be aisald by the consultant. According to the first
presentation, before that, the farmer planningto & cooperation, should be aware if he fits into
a cooperation. This is the first step to successshbuld assess his own character and analyse if
he is capable to cooperate with the partners.

The consultant will evaluate the farmers regardhmgr skills and attitudes. Good soft skills are
necessary such as the abilities to be innovatiekerant, to work continuously, to possess
willpower and to accept the family. Also vital tsetability react to conflicts, to act calm in panic
situations, to be a team-player and leadershisskilso the farmer’s “period of life” needs to be
regarded, for example the loading capacity, theession, the age and the sex. Furthermore, the
asset status of the farmers is important, for exanmis kind of consumption, the reserved
property for the parents, liquidations, mentalifyimvestments, the development of equity and
old-age provision.

According to the presented findings, a further gsialof the farmer should contain an evaluation
of his qualifications: education, economic sucdesthe past, the adequacy for farming in the
livestock and in cropping or as a business manitiadlly, the farmers’ own targets need to be
observed. The entrepreneurial objectives e.g. #emmal interest rate on his equity, the security
of his own- or the employer’s job position, the ampion, or consolidation, prestige, or spare
time. The work style of the farmer needs to be ym®al. According to the Pareto-principle, 20%
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of the working time is needed to reach 80% of tbsult. Also an analysis of the personal
organisation of the farmer should be done. Howei®iganised? How efficient is he? How big is
his loading capacity? How long do decision procgesseed to be realised? How many
“construction” places exist for the farmer? A retii assessment of the farmer himself needs to
be regarded. The type of human with his inner fgsliand thoughts influences strategy and
vision.

Not only the members, but also their farms neebetsegarded by the consultants. According to
the first presentation the annual statement isgsf Importance in that regard. It is a real figofe
the farm’s economic situation and can be seenasithmanipulated, unadorned truth. It is the
ongoing self-financial management of the productiapacity, the interest yield of the equity, the
interest yield of the used factors, the developnoérdapital, its structure, and the ability to get
financed. Objectives of the annual statements, ftonsultancies’ perspectives are the support for
the farmer’s family to get information on theirfias. It is further used to measure the profit ratio
through target/actual situation comparison through usage of key numbers and through
discussions of the results. The usage of annugdmsemts as an early warning system is also
common. It is possible to use it to be able to gatse non-profitable processes and business
branches, bottlenecks in financing and weaknedsie @ntrepreneur. Also the annual statement
is used for an ongoing development of the farmsjciwHeads to a dynamic process of
improvements, and which is the basis of the pralibcation during negotiations before the
cooperation is established. For benchmarking resasire analysis of the whole farm and all
branches is essential. This analysis is the basis €omparison before and after the establishment
of the cooperation.

According to the interviewees, an analysis of eviaryn is done before the consultants start to
interact with the members. Visiting the farm helpget impressions on the farm as a whole and
it helps to get a feeling for the future coopernatilt also is important to meet the family of the
future members of the cooperation.

After the visit, the consultant compiles an exawlgsis of the farm. To be able to regard the farm
and the cooperation as a cybernetic system, tle¢ $gtus needs to be considered. According to
the respondents, the legal status chosen by msefa is the GbR with its advantages like an
easy establishment and few administrative diffieslt but, on the other hand, with the full
liability for the members. If a cooperation has m@assive members, the GmbH & Co KG is
seen as a sufficient legal status as it is possibgeparate the liability and to give more libagy
the commercial management.

An outcome from the theory is thaetimanagement can recognise problems through acfalan
management system. It makes it easy to identiflpros and assess the development of
main values for the company like a philosophy antbgporate identity. Also the usage of
integrative management skills to investigate theroconnections of sub-systems is important.
Misfits should be recognised through joint commatian as they will be pointed out by
unsatisfied member#ccording to the interviews, the cooperation membetroduce financial
management systems. The planning of liquidity atsd financial management takes place.
Financial management happens also through diseasssio the cooperation meetings. In the
interviews, the financial management status was saggcally. It was mentioned that not even in
bigger cooperations, the financial management eacdmpared to corporate business standards,
so there is some space for improvement. Finane@aial management is most often done by the
consultants. There is no explicit financial managetrdepartment, neither in cooperations nor in
farms. In general, cooperational farmers work atyivwith their balance sheet results. A
preliminary estimate of costs is developed andodiance sheet is used afterwards to control the
planned issues. Another financial management ®dhe benchmarking with other farms. To
inform the cooperation members about the plannihg, farmers use written reports but this
depends on the size of the cooperation. The biggercooperations are, the more the banks
request written reports. For the financial managemeonsultants work together with the fiscal
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advisory of the cooperation. The consultant’s dibjecshould be to create a business plan each
year, which might be the basis for the financialnagement after the year is over. Financial
management was evaluated to be important, as tihmeccial manager needs to defend his
management decisions and it is necessary to deaidlee profit allocation between the members
and it is also useful for the planning of the &gt

In theory, an outcome was that cooperations argyataon units with integrative connections.
Decision-making processes shift from single farnterthe group. On these decisions, there
might be constitutive influence through pre-coofieral relations between the members.
Interdependence of social and economic relatiomghe other hand, may lead to less logical
and less economic decisions. This may also haugeimée on the group cohesion.

Regarding the decision-making process, the inteses, mentioned that most decisions are made
in well-prepared assembly meetings, supported banrmphg calculations, but are largely
influenced by the commercial manager. Advantagdousthe process is the higher level of
information sharing between the members, for exartimlough better documentation. Generally,
the cooperation members try to come to agreemeanisfdrmal personal interaction; only during
conflicts does formality increase.

Decisions in the group are different in comparismsingle farms, as detailed discussions on large
investments are necessary to reduce misundersgsnaimd to evaluate the agreed solution.

In theory, another important issue in the analisithat within the company and also in the
work with the consultant there needs to be a wus#lationship. The objectives of leading
should be to reach a balanced company as desdribdte 7-S modelWhen asking the
interviewees if the members use defined behaviattems beforehand, there was no clear
affirmation. Agreed answers were that this needsetoegulated in the cooperational contract. To
be sure that no old problems and no discussionstaidd issues emerge, it is necessary to speak
about problems immediately. Furthermore, it wagestahat if a partner does not want to share a
problem with the cooperative group, he should ttedt problem to the consultant. Generally, it
was responded that the consultant may act as aatoedind a kind of psychologist. If the
consultant cannot help, an external expert shouftb@rt the cooperative group to solve the
problem. To keep the trust, it is important thascdissions are kept internal. Objectivity is
required by all stakeholders of the cooperatiopréblems emerge, single conversations are often
necessary. The way information is exchanged neels tlefined beforehand.

In the theory, communication and networks of comication were seen to be important.
Networks consist of different elements. To analygenetwork, individual elements and their
interconnections have to be regarded. The maincespéthe theory on network analysis are
that communication networks need to be regardad fachierarchical perspective, as well as
from a relational perspective. Afterwards, the mies of networks, network links, and the
network roles have to be regarded.

From a hierarchical perspective, the respondemrt®dtthat cooperations are most of the time
managed by a commercial manager, but also influebgehe legal status (GbR/KG). In smaller
cooperations, all members decide together. The geament-structure needs to be developed
together and similarly, specialised departmentsrareduced. It is important that meetings take
place, as they are necessary to define the coop®gastrategy and for the members to speak
with one voice to externals. The general manager @e&ide up to a certain point, according to
contracted rules. Important to see is that the gémeanager still has to communicate everything
to the members, ideally in weekly discussions. Bheicture becomes more formal if more
members participate. Still, problems can emergaly one commercial manager exists.

From the relational perspective, many regional oliasts stated that it is important to see that
many cooperation members try to find a balance éetwprivate and working life. It was said that
weekend and holiday expansion is a main target, tardimprovement of private life is an
important objective for the establishment of theerations.
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Through cooperating, farmers can make room forespare and holidays even in exceptional or
high work-load situations. The farmers were aldedsabout the evaluation of that issue and of
its influence on the success of the cooperationn@@empathetic regarding the partners was
strongly advised for cooperation members by thparedents. Interviewee 4 said that “Members
should have the issue in mind that their partner d&ao needs and plans”. It is important that
satisfaction in your private life improves the wiok life; likely the cooperation will be more
successful through the coordination of these twaspaf life. The comfort with the cooperation
increases if the social and the economic side ma&odoperation members should take care of
each other, which is an important issue for sucdesgs also stated that the family needs to be
satisfied with the situation, for example how themters interact.
Theoretic aspects of high importance regarding oeksv are that through the network
complexity, factor changes might influence othartdes, and indirect changes might follow
direct changes.
Reactions of the cooperation members, if one mengoes above his “allowance to decide
alone”, were also mentioned by the respondentgadtstated that this needs to be discussed in the
whole group and reasons for these actions shougiMea. Then, the group should find a solution
for the future and for recurring cases. The indmaldsituation needs to be regarded and the
alternatives for the cooperation should be conetler
To prevent overstretching of competence, bordeesinie be put in the contract to declare the
space for decisions and actions. It was seen thigt important to speak about all problems
immediately in a group meeting. Respondent 10 dtttat “Immediate discussions of problems
are a very important success factor. In the begmqmf the cooperation, they need to be done
regularly. This costs time, but it is of advantage,one can recognise the success and the effects
more easily. You can only build trust if you spéaleach other.”
According to the theoretic part of this work, theganising process can be defined as being
the reduction of equivocality in the informationahvironment, by means of interlocked
behaviours embedded in conditionally related preegsThe main aspect of the organising
theory is thoughtful support to help the organmas performance, as they exist in
informational environments. The main targets toaoige companies are that a company
should have (1) assembly rules. These are tutdwatgiide organisational members to find
consensus and (2) communication cycles support reesydd the organisation “to introduce
and react on ideas that help to make sense ofjhieazal environment.” Regarding this, new
management processes are necessary through tHepieeat of the cooperations, as through
cooperating independent single businesses unita arger one. Member farms become
dependent on each other through joining the cotipersEmergence can improve the single
member and the group; a higher development level & reached which would not be
possible without the group.
According to the intervieweefhe introduction of new management processes wheéske not
been used in the farms beforehand, leads to praogsevements as more thinking on processes
takes place. The longer the cooperation runs, tbeenmprocesses improve. The planning of
liquidity improves and explicit reports are writtdown. The manager’s assignments need to be
defined clearly, as an increased risk on his dewssiexists. The mental ability to leave old
structures behind is needed, as it is necessayainate and optimise daily processes, supported
by passive members who are more profit-orientedimpiement industrial influences. The usage
of strategic ideas and technology is implemented.
The respondents agreed that the planning of atgases improves after the establishment of a
cooperation. The respondents affirmed that the @@dipn brings advantages, as there is the need
to discuss and that appropriate planning and spleinproblems takes place. According to the
interviewees, it would be ideal if a dynamic praces$ development can be built up through the
cooperation. A reason for improvement of the plagns that in developing cooperations, explicit
planning is required by the banks. It was stated ¢éspecially the following year is planned very
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carefully. In comparison, single farms do not aceaplicit with written reports and their personal
(inner-evaluated) feelings or opinions are impdrfaators for the farmers’ decisions.

The planning of processes is related to the fasg@tsonality. The manager needs to refer to the
cooperation’s planning and give reasons why thereéind planned expectations could not be
met. The cooperation’s planning is influenced l® ¢bnsultant.

According to theory, to reach an appropriate regsuthe diagnosis phase, the management
should analyse and be able to understand the ameectedness of divisions or persons. To
reduce the complexity, ordering is an important agament tool as well as navigating and
regulation to stay in control of the system. Thenagement should also receive informative
feedback out of the system.

Asked about the atmosphere, and how loose the dtitmain the cooperation-group is, the
general opinion was that there is a need for aelaiscussion style. It is necessary to have a good
relationship, which was especially stated by thhen&as. But also the consultants were convinced
that, in general, it is good to have a friendlyateinship. The working-atmosphere should be
positive and mostly informal, but there are alsodees which need to be regarded. The assembly
meeting should take place in a formal manner. & n@t often mentioned that the active members
act more informal with each other, while the worithathe passive members happens on a more
formal basis. The formality is also related to #iee of the cooperation, the bigger the more
formal, but in general the degree of formality tafit the members.

The respondents stated that information sharirtgergroup can take place via mobile phone if it
is related to the daily business. Important infarorasharing takes place through meetings on a
weekly or fortnightly basis. Important informatiaprovided to all cooperation members through
assembly meetings. Furthermore, it is importamhéet, especially in the beginning (about) once
a week to discuss current topics. If very importeribrmation needs to be shared, it should,
according to the respondents, be provided on denriiasis via fax, email etc.

The difference in the information status betweesspe& cooperation members and the active
members is, according to the interviewees, very Oigen, the passive members get information
during the assembly meeting. But on the other hdrapassives are not that much interested in
the daily business. Still, the passive members ldhget information if they want to. This is one
main task for the manager, as he should alway®bleeta offer that information.

To solve problems of different size, the interviewevere asked about the differences in the
frequency of interaction. Agreed opinions were thhis differs between the individual
cooperations. On the other hand, the cooperatianbees need to develop an idea of how to act
in the group and with the individual partners. Vanportant is the individual space for decisions.
There was the opinion: “This means that it is int@or if somebody is specialised in something,
he needs to have the authority to decide on hisibia thinks that something is very important.”
“It is a matter of the specialisation”, some regpemts stated explicitly. Furthermore it was
mentioned that this should be written down in tlatact of the cooperation. Joint decisions
should always be taken together if they influertoe future of the whole cooperation. Partners
should make sure that single decisions are accégtesterybody in the cooperation. The farmers
stated that communication is “everything”.

The bigger the decisions, the bigger the requiréraemember interactions. The manager should
provide a written plan before the economic yeartstdA well prepared commercial manager
makes the partners feel more comfortable, as thgg something in their hands which they can
use at the end of the year to make a comparisanth&more, it can be used for better financial
management. Changed plans need to be communieatdtrough the written reports the other
members will ask for information on why that issues been changed. All partners should be
good in delegating to raise autonomy in decisiokinga This implies that the characters of the
members allow for delegation.
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Planning and implementing

In theory, cooperation stakeholders need to regksesral changes in their environment. Due to
these changes, a reaction needs to be developedy Af dealing with the changing conditions of
farming is the establishment of a cooperation atiogrto the farmers’ economic and social
objectives.

The respondents stated that through joining a catipe, farmers often want to reach cost-
reduction and an improvement of their farms’ ecoiofactors like the structure, the economic
situation, the production processes for exampleutdin specialising. These processes take time.
Another objective is the expanding of the farm,dgample through admission of an older farmer
without successor into the cooperation. The s@iak like workload-reduction, more spare time,
and holidays should also be reached in a cooperatio

In the interview, the farmers’ main intention tati@pate in a cooperation were: the reduction of
dependency on the local traders, the improvemenhefefficiency in cropping through bigger
acreage units, interaction with colleagues for #ebedecision finding and the exchange of
experiences, and -securing of the acreage.

There is also a need to have a joint communicatisrfarmers like to have partners to speak to
and to feel safer regarding bigger decisions. Fesmeay be willing to diversify their farms,
which might be implemented in the intention of mjdinancing of bigger investments.

According to the first presentation the economigéés are the development of a sustainable
increased-profit, simultaneous a reduction of thigepreneurial risk and a reduction of the work
expenditures. Cooperation has the objective toeas® the benefit through input of specialised
equipment for all members, and through concentmatd expertise within the cooperation.
Another issue is the improvement of the market tpwsifor the purchase and marketing of
produced goods. Specialising on defined work pseed$ias the result that there are less work
costs and capital-costs per produced unit can lmedsed. A cooperation might also be
appropriate for the future development and a neagesof farm facilities may be beneficial.
Higher time efficiency may be reached as well as@imisation of processes.

Another main aspect of the first presentation wesdocial objectives, such as the reduction of
the workload and improvement of the social secuddtyexample in case of accidents or disease.
Another issue is the development of a better sagiabe as members of cooperations are often
associated with positive character attributes saghdynamic, open-minded, and possessing a
give-and-take ability in the social environmentwiak point in this regard is that through the
cooperation a loss of autonomy can occur. Accortliinthe second presentation only few farms
stated their objectives on a written basis. This igason why strategies are often only partly
applied. This might result in a lack of objectiasl strategies for the whole farm.

Before the establishment of a cooperation, some lwamditions need to be fulfilled: personal
suitability, economic abilities and advantageseobyes of the members and the strategy for their
fulfilling as well as organisational/legal issud$iese issues also are assignments to do before the
cooperation can be established.

The theoretical part found that not only farms néedbe compatible, but also joining farmers
need to get along well. According to the interviesiefarmers often ask cooperating colleagues
for advice on advantages and disadvantages befimi@g a cooperation. Other cooperations are
considered as good examples to take into accodatebounding a cooperation. The consultant
is the most valid source of information, as negativings are often not told to a colleague. The
personalities of the partners have to match, wingans that finding the right partner is a key
success factor.

It happens that the consultants advise a farmetorjotn or not to choose somebody to participate
in the cooperation. The consultant has a key pwsiti this process, as he can take an outsider’s
perspective. Consultants recognise their job asségn not to tell the farmers what they want to
hear. Reasons for the consultant to advise agaioshdidate are that the farms do not fit together
on an economic basis; in such cases the consultdatéere. There was the opinion that people
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may not fit together, for example one farmer maynib@re intellectual and/ or have different
morals than the other. It becomes clear that humlations are essential for cooperations.

Doubts regarding a cooperation and the internahteark sometimes exist. When evaluating
these doubts, some of them are even regarded fat. #sest of all, doubts might be useful as they
make the farmers discuss a topic more intensety sasondly doubting might be a reason to ask
the question if potential partners match. The fasmeentioned that they knew their partners in
advance which caused fewer or even no doubts. Tdrer&armers who are too enthusiastic about
the cooperation, and therefore slow steps andrectiwe often a better choice. Regarding the
family’s influence, doubts on a cooperation canvieey bad for business. Potential negative
feelings against the cooperation out of the fanm@ed to be seen from the beginning. For
reducing doubts, it is important to provide a higéd of information to the family members.
Concerning interventions from the theoretic pertipec highly important aspects should be
checked before their appliance if they fit into tbempany to reduce the risks of failures.
Important for that is the readiness for changecthis related to change-willingness. Also, the
intra-organisational change capability should besatered, which is related to internal change-
knowledge. At last, the consultant’s change cajiglieeds to be assessed, which is related to the
consultant’'s competences and experiences. Esspairdb during the change process are several
criteria of interventions like the organisationéadiness for change, its current change capability,
its power distributions, and the consultant’s skdind abilities. An important factor is that the
members are able to abolish the mine-and-yourskitign Farmers should be able to make
compromises, able to provide acceptance, be rdaperithers, able to understand the partners,
have collective objectives, and be able to devalopd intra organisational communication.
Farmers must be able to state every point of concethe beginning but also in the future for the
cooperation on a contractual basis (also the letgals).

The interviewees stated that a critical factorhie éstablishment phase of the cooperations is the
importance of the future partners to have the sdargets and potentials. Too little
communication on the personal targets is also probtic for the cooperation. Often, it is critical
for farmers to agree on the direction of the newpavation, and to have similar attitudes for the
future. A proper analysis of the past is rarelyeoso the farmers do not know all the important
economic factors of the partners in advance. Nt tre past, but also the status quo of each
farm before the founding needs to be regarded wikictot always done. Profit allocation is also
an issue which should be regarded intensively. Aerotritical issue is the evaluation of the
brought-in assets, and the evaluation of the pegtmeork. Difficult is also joint communication.
The farmers often have problems speaking to eduér ah an effective way. Also the question
how to share the work is problematic in a justtethrcooperation, as the farmers still need to
agree on the question of who does what.

From the theoretical perspective, during the im@etation-phase, the farmers are often alone
with the inner organisation, and therefore diffte8 might emerge in the working processes
through a lack of allocation of competences betviherfarmers.

The respondents stated that the influence of theglesiobjectives on the planning of the
cooperation is related to a joint definition by ttwoperation which requires tolerance. Ideally, the
members should create a line, wherein the memlbengic act according to their own and the
cooperation’s objectives. A key factor in this nebs the definition of individual objectives. This
might be difficult, but on the other hand it is matssible to force any partner to follow somebody
else’s objective. It is on the other hand not dasdio follow different objectives simultaneously.
Regarding objectives, no compromises are possikisiwould result in fights and problems.
From the theoretical perspective, most importanttie farmers is a favourable balance between
inducements given and contributions expected fitoencboperation. It is also important to regard
the economic and the social objectives of each neemb

According to the third presentation, it is possitdedevelop a successful relationship within the
group. Important is the “psychology” of cooperatiamhich includes three main issues, the non-
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calculable factor human being, the psychologicasit about cooperation, and the regarding and
avoiding of conflicts.

Regarding cooperations, different variables areichfig calculable, like acreages, facilities,
assets, and equipment, but not the human facéorthie relations of the different owners of the
cooperating farms and the "climate” within the ceaive group.

Partners within a cooperation want fair behaviguraturn to what they have given, If not, an
imbalance might emerge, which is rebalanced by d¢bacerned person through different
reactions. Therefore, it is necessary to estalaigtalance between input and output needs in a
cooperation.

Which principle should be followed, the principlé gerformance, the equality principle, or the
principle of needs? The theory of phases of petdgmaeans that there are different phases the
human runs through (Until the age of 30 [stormipnf the age of 30 to 50 [crisis?], from the age
of 50 to 65 [relaxed!?], from the age of 65 onwajtsrvesting!]). Every cooperation needs to
have a leader, a promoter for the group. Yet cctsfineed to be solved by the whole group. There
are 9 different phases of conflicts. Strategiesvimid conflicts are necessary as well as developing
standards, rules, values, and norms. This shoultidseissed within the group, even though not
everything can be contracted. Then, also the opinio other members should be adjusted and
changed. All sides should be regarded by partnpeist experiences, joint solving of critical
moments. Regular feedback processes should beogexdkto discuss well working issues and
necessary changes. A neutral mentor should beniréeeget neutral feedback if problems arise.
Important in the feedback process is the meta-camwation, which takes place during speaking
to each other. Thus a main issue of the succes® @ooperation is communication.

According to the interviewees, it is necessarywalgate the benefit of the cooperation constantly,
as it might be a source of problems if the curguiation is not according to the objectives of a
single member. If the objective of a cooperatiors lthanged, e.g. if five years after the
establishment of the cooperation it has moved afn@y its intended objectives, and does not
fulfil objectives of a certain member anymore, itght be difficult to keep the cooperation
running. In theory, different types of interventsonave been pointed out, for example the change
within the organisation can be separated in hummaogss interventions, structure and technology
modifying interventions, human resource intervemgjcand strategic interventions.

Network complexity can be reduced through trusticviin turn may lower the costs for financial
management and the costs for information gatheriffge decision-making process will be
different, as cooperative decisions have to be conmicated and discussed. New management
behaviour in the cooperation will be necessaryi@i@gs in a strategic way). Specialisation of the
members should take place and a creation of campatantity feeling through a planning process
is desirable.

The respondents stated that when it comes to marmagestructures, the farmers have
preferences according to their personal skills, wadt to do things they are good at. There are
some farmers who want to develop specialised dmeats; other farmers want to keep the
structure simple. In small cooperations, leadingksaare equally shared. The bigger the
cooperation the more separation of assignments tpleee within the cooperation. It is also the
case that the legal status has influence on thegesment structure. Responsibility is required of
the members, and responsible cooperation membé#tenoe the structure actively. A main
intention of the consultant should be to developdgmanagement structures in the farms.

In general, these structures are developed in @eévarhe basic concept needs to be defined
beforehand, as it is essential to declare theipaosiand tasks in the beginning, but it is related
the kind of production within the cooperations. define the structure and to plan the tasks
beforehand, good self evaluation of the membersitatiee own strengths and weaknesses is
required. A high sense of communication and infdromasharing is necessary in cooperations.
Regarding the structures in the cooperations, theeethe formal and the informal part. The
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formal part needs to be defined in the beginnind)thie informal part will influence the structure
modification.

Cooperations develop a vision to fulfil their lotrggm targets. In the beginning of the cooperation,
a general plan is built in which a definition abawtions is established. Often, the expanding of
the farm’s production capacities is named as a teng target. To be able to expand, a positive
image is needed, as it is necessary to have a ggmdation to gain access to available rental
acreages. In most cases, the vision is createldebiyndividual farmers according to their personal
targets. Discussions about structural planning féiee during the establishment phase. Another
iIssue is that the achievement of better econonsiglteefunctions as a vision. A distinction must
be made between a written down vision and a vigiothe mind of each member. Many small
companies do not have a clear and explicit fornedlatision and there is no explicit strategy, as
this is only built in the mind of the owner of tlkempany. The explicit definition of targets
happens only after the separation of ownershipraadagement. The farmers develop a planned
and explicit strategy to fulfil short and mid-tetargets. In the beginning of the cooperation, new
members are very active. New ideas emerge an@nirthrough cooperation, high benefits are
achieved. Strategies which only exist in a farmeriad should be written down, as these written
reports are very important in the establishmenseplwd the cooperation.

An improvement of the general conditions of therfaris targeted by the farm-managers. Issues
belonging to this category are: -expanding, -knolgéetransfer between the members, -reaching
of higher yields, -a creation of a better imaglg-bptimisation of structures and management
processes e.g. specialisation, and through thigkleax reduction within the whole cooperation.
The restructuring of the machinery equipment igmfiargeted. These new investments are done
after the cooperation is established. This shooldhappen too fast, as there is a danger of high
losses after the separation of the cooperatiorerfiat members of a cooperation should be very
healthy in an economic way. A cooperation shouldvie# prepared on a mental, economic, and
human basis. A target might be the integration fafrener in the cooperation who will be retiring
on a mid-term perspective. It might happen thatsthategy of a company can only be recognised
ex-post, after it is developed. Often, this waspiahned, but a self-developed process, as people
are clearer about their short term objectives thlaout their long term objectives, because they
quickly show results.

According to the second presentation in the estarlent phase the consultant can function as the
moderator. Discussions are necessary to be aléetgnise the objectives of the single potential
members. An evaluation if the personal objectivas lwe arranged with a joint corporate objective
needs to be done. If this took place and an agneeimeeached, a vision should be created. To
follow this, it is necessary to develop strategigth the company of the consultant. Personal
objectives may be contrary within the group, buterethe cooperational objectives. The joint
objectives need to be defined, like the optimisata the “new” farm, using and supporting
personal skills and interests, developing exishinginess branches, creating new branches, taking
up new members and the integration of new members.

Evaluating and institutionalising

According to the theoretical section, for the eadilbn of changing interventions, feedback is very
important to test if scheduled targets are reacBe@ can make a distinction between two kinds
of feedback, the implementation feedback, which suess the features of the intervention and
immediate effects, and the evaluation feedbackchvimeasures the long term effects of the
changes.

An outcome of the interviews is that the most difft change to accept for farmers is the
reduction of autonomy. Also, difficulties existaccepting the need for discussions, which can be
fruitful for the development of the cooperation$eTjoint decision process is a procedure the
farmer needs to get used to. New or different appbn of work processes are also difficult to
accept for the farmers. The coordination of théed#nt tasks for each group member needs time
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to get used to, similar to the coordination of eliéint expectations the farmers have in joining the
cooperation. New and stricter requirements in dantation are another request for the farmer. It
might also be difficult for some farmers to regattimembers as equal partners, especially the
passive partners. It is possible that there arpa@dional members who have problems accepting
changes by participating in a cooperation. Thearas often that discussions about potential
problems do not take place before and during c@tiper. Other problems may emerge if the
farmer’s successor starts to take over the farm.

In theory, regarding the communication within th@opgeration, regular meetings between the
members are very important. For ongoing success cib@peration develops a kind of
communication culture between the cooperative pastn

According to the respondents, farmers need new wedyhinking about problems and their
solutions after founding / joining a cooperationiethis most easily done by communication.
“The more communicative the partners, the fewerblemms arise. Otherwise, a balancing
consultancy is necessary. The communication shooticbnly take place during the good times,
but also during quarrels”. A big change for tharfars is that now there is a group they have to
speak to. It is necessary to find compromises wiehmembers. It is also necessary to stay open
and to recognise important group-related issuesthfar new situation is that the farmers also
work for their partners and need to defend thedisiens in front of others now. Through joining

a cooperation, potential problems may arise ifassare recognised by partners, but not by the
single member. This problem needs to be commurmctiehim as otherwise quarrels might
emerge out of it. It is easier to see the weaktpmhthe other partners and mistakes in the daily
work, but this cannot be hidden anymore. Also thlothe cooperation, the attention on tackling
problems and other issues is increasing. New pnoblarise if responsibility needs to be
determined. Generally, regular meetings should pdé&ee in both, a formal and an informal way.
Thus according to the theoretical outcome, growgresses improve the potential of ideas, the
potential of organising, and the potential of swsscewithin the team. For successful
institutionalisation, it is important that the fagms can recognise possible changes in their daily-
working beforehand.

Regarding the interviewees, changes in the worgnogesses, the acceptance by the farmers can
be improved through structured discussions. Imporia that everybody follows the same
objectives. Farmers want the cooperation to rusnsall disagreements are not discussed to avoid
disputes. Younger farmers first have to prove timt@ntions before they can adjust processes.
Decisions on the different processes and their eérstution are necessary. The cooperation’s
advantage is that a rethinking work process takasepand bigger changes, the group has to
discuss, become normal and more time-efficient. dikeussions might be difficult if the changes
are very big and the single members may have dolibis specialisation in cooperations may
lead to problems, as farmers are used to havingriaty of work, so the monotony through the
cooperation may be a problem. The ability to acc@pnges in the working processes is related to
the farmer’s ability to make compromises. Coopeeafarmers are more active to start change
processes. A reason for that are the group dismsson emerging environmental changes,
forcing the cooperation’s members to act. The coaip members are more used to starting and
applying changes in the further course of the coaim, due to major organisational and
administrative change. Thus a cooperation deveiager than a single farm. Additionally, the
security of decisions, regarding possible changedevelopment stages increases as they are
discussed within the group-meetings. The speetafige increases as farmers join a cooperation.
The ability to start change processes and to reseghe need for change is also based on the
farmer’s personality. Farmers have to adjust tea situation otherwise objective fulfilment in
the cooperation is impossible.

In the cooperative group, a higher efficiency gramvsolving problems as the decisions are rather
developed in larger groups as there is a bigged neealiscuss. Another factor is that all group
members have different strengths and it can beradgaous to add them together. In larger
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groups, a decision is easier to find than in smajteups, as in larger groups the majority decides.
This can be seen critically, as mentioned by therurewees, because farmers do not improve
their skills in solving personal issues but teclgatal issues. It was seen as an advantage if
cooperation members have the same educational Begietimes a number of individuals come
to different decisions as they would have withdu group. It was seen as a positive group
influence as more competences and more informadicm taken into consideration. The
interviewees also reported a negative impact ofigrdecisions as they may be more risky since
the responsibility is shared with others.

From the theoretical perspective, institutional@atof interventions is related to four main
characteristics which can be connected to eachr:otinganisation characteristics, intervention
characteristics, institutionalisation processes,d amdicators of institutionalisation. The
institutionalisation is an issue the consultantuth@mbserve and he should ask the farmers about
the working processes. Again, the structure of camoation is of importance.

The interviewees stated that long term consultiejations are established through the
establishment phase of cooperations. Often, onenpat member is already a customer of the
consultancy, and if new customers get involvedy tbigen stay with the same consultant. The
long term relationship is the main intention of dmsultant’s work. The assignments consultants
do for the cooperations are to take part in tharfolal management, the business planning, and
the acting as a moderator in assembly meetings.cohsultants also function as a moderator in
the establishment phase between the different &tanssi (fiscal advisors, lawyers etc). During
the establishment phase, the consultants analgseutiient and past situation of the farms. The
consultants participate in the development of th@peration contract. Additionally, they support
the group in goal-setting for profits and help &velop the allocation key of the profit-allocation.
The consultants assist the members if criticabsibms emerge so they have someone to speak to
as a neutral advisor on farm-related problems. Gltar#s seldom take over management
positions, as they play a supervisory kind of rodother task can be to help in difficult
negotiations, for example to reach special conustiwith a bank about loans. Also the writing of
annual statements for cooperations is done by ttamss, as well as the preparation of assembly
meetings. A benchmarking of the economic result$oise by consultants. Another issue, which
was seen as a management assignment for the cbopeis the providing of feedback from an
outsider’'s perspective. The frequency of the cdntstween cooperation members and the
consultants is related to the size of the coopmratf appointments during the year are necessary,
they range between one time for the assembly ngetmeight times, which shows that this can
differ between the cooperations. Generally, codp®ra meet their consultant 2-3 times next to
the formal assembly meetings. The consultant’smtanand analysing is related to the actions of
the manager and the trust he receives by the catqper

An outcome from theory was that the assessmeriiteofdsults of a cooperation is always related
to the own targets and objectives of the membétbeltargets are not reached, farmers have to
change something, which might be a further devekgnstage. If the problems are too big the
elimination of the cooperation might be the besttsan. It is easy to measure the success of the
cooperation, as the economical results are statethe reports. Personal satisfaction is an
important indicator, which cannot be measured easily. To evaluate it neutrally, a comparison
of the situation before the start and after the peoation’s establishment can be done.
Additionally, a comparison of the current situatisith the starting objective can measure the
success of the cooperation. A benchmark with smfelams is an indicator to measure the success
and also the image of the farm in the neighbourteaodbe seen as an indicator for success.
According to the second presentation the reacheddalts for cooperating farms are visible
benefits straight away, like economising on prouut facilities and not used entrepreneurial
skills of the farmer. Also, new ideas of the co@pen members and the creation of freedom for
new innovations may be a result. But on the otlaedh partners with different attitudes regarding
the objectives for the cooperation cannot work tioge For further development, a clear strategy
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is necessary. The following questions should bandgd: Where are we now? What are the next
steps? Which stages might be formulated to reagt? n&ho does which assignments? When is
the target reached? What is then the next objéttiveing these as a strategy, this systematic
application saves money and time, improves theieffcy, develops interest from outside, uses
the skills of all members and develops potentidlerdrepreneurial actions. Without strategy no

planned acting is possible. Bigger cooperation®haiccess if they are planned exactly, if clear
rules exist (with entrance rules, exit rules, amgamsion rules), if transparency exists, if open

discussions take place, if trust exists betweemtbmbers, if the commercial manager is sensible
to the needs of others, and if compromises caredehed easily while considering the interests of
all partners.

8.3 Conclusion to answer research question 2

Having discussed the above results it has becowiewbthat the theoretical frame of this thesis
is valid. Through this “discussion chapter 8” ipisssible to answer the research question 2.
Research question Z:o what extent does the theoretical framework hadtér confronting it
with knowledge gained in interviews with differestakeholders?

Answer: The framework holds as the results gave deepéghitss and did not provide any

information which makes it necessary to changdtiberetical framework. On the other hand, the

results have become more specified because of ribe/l&dge gained regarding cooperations,
which means that explicit actions and points toriorp cooperations and the consultancies are
possible.

2.1 Which important practical issues from the cooperaperspective have to be added to the
literature findings?

Answer: It is necessary to mention that the consultanftesn hired too late, considering that the
discussion of the problem and an evaluation ofiptessolutions often already took place.
Also the internal financial management status witbboperations still leaves room for
improvement, as most often the consultant doegdbisind the cooperation members do
not put enough attention to their balance sheetsalso stated in the literature part,
internal communication needs always to be improyethther main issue is the fact that
the farmers do not apply the consultant's adviceperly, here an improvement is
necessary. These three issues are the most importeas which are general problems of
cooperations. Others were mentioned, but thesenfd the framework which was
presented beforehand and can be seen as actiae aidaicooperation is planned.

Which important practical issues from the conswyaperspective have to be added to the
literature findings?

Answer: It can be stated that the consultant should alvimysaware that the farmers have to
decide and so he needs to accept that the membenrst cilways decide according to his
advice; on the other hand the consultant shouldotyyersuade the farmers to follow his
advice especially if the group has agreed on th@e@mentation of an action plan, so that
the farmers are forced to be active. The consulshauld lead the farmers in the
beginning as he has experience in handling codparassues. This support of the
coordination through different steps might be verseful for the success of the
cooperation.
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Final Framework

In this section we will provide the knowledge gaine both, out of the literature study as well as
out of the empirical section, to be able to answeearch question 3.

Farm and its environment

Regarding the macro environment of German agriceyltine markets are the main part; these are
constructs of trade, policy and demand increasiod tonsumption on a world- wide level forces
the farmers to a higher degree of specialisatitve. Structure of agriculture underlies an ongoing
change, as the markets and the conditions areliastging and policy-influenced. The market
protections and subsidies have been reduced; mpokey for agricultural products is different
from product to product. Structural disadvantagesasamain problem of the German agriculture,
which is also a factor influencing the farm busseRegarding the farms, an issue is that the
communication potentials and also the process attomare still not used enough which would
improve the farms’ situations. So, the technologysiill not used at its best level, which is
influenced by the farm manager and his skills.

Regarding the organisational development procegsing improvements are required. This can
be reached through cooperating. The cooperativepgi® built, and so the members are able to
support each other and come to better decisions.

In the planned change process the group is alsmdntage. As the members are all farmers,
they are “their” own boss. Through the group disauss, the members participate with their own
experiences, with different educations, and witifedent ages. Hence it is possible that ongoing
evaluation and development of processes take plasbprt emergence can be reached.

Entering and contracting phase & consultancy

During the entering and contracting phase, the wtarscy process starts. Next to general
consultant skills, the consultant should have depee regarding agricultural cooperations,
should know current standards in agriculture, amlkl have a basic understanding of juridical
and fiscal issues.

Starting the consultancy relation, the consultéwoiugd gain all information to handle the client’s
problem; he should consider all actions which halready been taken to solve the problem.
Farmers often have already a conclusion in mindree$tarting a consultancy relation. This is a
wrong approach as a solution should be developgether with the consultant. It is necessary to
develop a concrete plan of possible alternativdschvonly can be developed through a joint
recognition of problems. The consultant shouldide o understand the members’ objectives and
their needs. Then he should try to support the éasnto coordinate the working processes in the
change process and later on.

If a group already exists, the consultant shouléterthe members focus on their shared objectives
and make them speak with one voice to externals. ddnsultant should try to recognise the
degree of the problems so as to prevent that fhreddems split the group.

The appliance of the consultant’s feedback is ofievblematic; the consultant should develop
actions plans to solve this so that his advicepglied as it was agreed together and as it was
mentioned by him. A successful consultancy procassonly be reached if the relation between
its stakeholders is good, for that the consultéwoukl try to develop a positive communication
basis and act as a moderator during discussions.

Diagnosing
For the diagnosis phase the consultant should saalye company’s functioning. He should

conduct an analysis of the company as a cybersgsiem with a control centre and own farming
goals or own cooperational as well as members’ ggo&lurthermore the “system” farm
respectively cooperation has system mechanismstens behaviour, and it provides feedback.
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For the establishment of a cooperation, some basiditions need to be regarded also by the
farmer. His personal suitability for cooperatingsld be examined. Together with the consultant
he should evaluate himself regarding his skills attidudes. For cooperating good soft skills, the
ability to be innovative, ability to be tolerang work continuously, to possess willpower, the
acceptance of the family, the ability to act in ftiots, to act calm in panic situations, to be team
player and the ability to lead are important. Akbe farmer’'s “period of life” needs to be
regarded.

A further analysis of the farmer should containeaaluation of his qualifications: the education,
the economic success in the past, the adequadarfoing in livestock and in cropping or as a
business man. Farmers’ own targets need to bewsasdfarmers should be self-aware if they fit
into cooperation.

The farmer should also evaluate if he will gainvattages through joining a cooperation
according to the analysis of the economical abilitg also needs to evaluate if his objectives fit
with the objectives of the members. Then he needetaware of the strategy for fulfilling these
objectives. Finally he should regard organisaticarad legal issues. Besides for the farms to be
compatible, the joining farmers need to get aloRige consultant is the most valid source of
information regarding cooperations.

The (new) consultant should visit the farms toaeimpression of the opportunities and threats.
A meeting with the family is also important and yides impressions on their attitude to
recognise problems. Then, an analysis of each i&one and an appropriate legal status for the
cooperation is chosen, or the condition of the eoajpon is evaluated.

Within the cooperative group a trustful relatiorsbhould be developed with each other and with
the consultant. The objectives of the group shdedo reach a balanced company, as described
in the 7-S model. Seldom, a defined behaviour-pati&#eady exists beforehand, so the consultant
should try to identify if it exists in already ellished cooperations. For farms who consider
cooperating, it would be good to regulate themriraly before the cooperation starts. Also, the
way information is exchanged needs to be definddréand and here again the consultant
should check this issue in already established e@djpns., The information sharing within the
group differs; daily business information is shamedst often via mobile phones. General
information sharing takes place often through raegoieetings, if it is very important information,

it is provided on a written basis. The communicatemd networks of communication are very
important regarding the cooperations. To analysen#ttwork, namely the group, in cooperations,
one has to regard the individual members and tleétions, respectively interconnections. Pre-
cooperational relations may influence decisiona imegative manner, and may lead to non-logical
decisions. To reach an appropriate result of chanpe management and the consultant should
analyse and understand the interconnectednessisiodis or persons. Changes of cooperational
plans need to be communicated within the group.iruthe assembly meetings all members
should be well- prepared as this makes the parti@mismore comfortable about each other.
Information to passive members is often only predidhrough written reports and assembly
meetings. To solve problems of different size,atéhces in the frequency of interaction can be
recognised. For the problem solving process cotiparenembers need to develop an idea of how
to act in the group and with the individual partneo that no new problems emerge. Generally,
decisions should always be taken together if thByence the future of the whole cooperation.

To develop trust, all stakeholders need to speagatth other. If a cooperation is still in the
planning process, the consultant should encourhgefarmers to discuss; if the cooperation
already exists, he should evaluate the group conwuation. To keep trust, discussions on old
problems and issues should not take place, as imesessary to speak about problems
immediately; if bigger problems emerge, the comsulimay act as a mediator. Also important is
that discussions are kept internal and that the lmeesnspeak with one voice to externals. The
consultant should check in the beginning if thithis case.

119

Henrik Schmale



Cooperations & onsultants MME Thesis 2009

Finding a balance between private and workingitfa main objective for farmers to cooperate.
Willingness to improve the own private life alsks$or empathy regarding the partners, and the
consultant should check the cooperational grougha Only if an empathic level is reached,
satisfaction regarding cooperations can be achieved

A complex issue regarding networks is that singletdr changes might influence other factors,
and indirect changes might follow direct changes. skhall issues can create problems and
problems can grow and lead to a split of the grdune hierarchical perspective is also important.
Often, there is no existing formal hierarchy inaperative partnership, but an informal one also
in just starting cooperational groups.

For cooperation development, the management steioeeds to be developed together, but even
then meetings are necessary to define the coopesastrategy. The consultant should check that
meetings take place on a regular basis, also abkstted cooperations.

As cooperations are production units with integeattonnections, the decision-making process
shifts from single farmers to the group. A restlthat is the need for a high level of information
sharing between the members. On the other hangecations are most of the time managed by a
commercial manager, which is also influenced bylégal status. Still, most decisions are made
in assembly meetings and through detailed discaossluut these may be largely influenced by the
commercial manager. The decision-making competaaeds to be discussed in the whole group;
and to prevent an overstretching of competenceddmsrneed to be established in advance to
define the space for decisions. An issue mightheedegree of a member’'s allowance to decide
alone. If there are specialised members in the eadion, they need to have authority to decide
on their own regarding their work. The consultapeds to diagnose if this was done in the
cooperation beforehand, similar to the issue thatrhanagers’ assignments need to be defined
clearly, as an increased risk on his decisionst®xi8lso regarding this decision-making
competence discussions are important and are asuadess factor.

If discussions are held regularly in the beginratthough time consuming, they will be beneficial
afterwards. The organising process helps to reaeldwaction of equivocality in the informational
environment. The main targets to organise compaaresto develop assembly rules; the
consultant is advised to evaluate their existemcesitablished cooperations. These function as
tutorials to guide organisational members to findnsensus. Furthermore, pre-developed
communication cycles, like rules how to act in esithation, lead to a reduction of equivocality.
Regarding the management, the mental ability tedeald structures behind is needed. New
management processes are also necessary for chopgras the members become dependent on
each other. If dependency is regarded as strengétl lmembers, this may lead to emergence, as
through the group a higher development level carebehed. This level cannot be reached as a
single farmer.

For complexity reduction, ordering is necessarywetl as navigating and regulation of the
system to keep it controlled. The management shalstuireceive informative feedback out of the
system. The introduction of new management proseskBeuld lead to process improvements.
The discussions during this improve the focus @npifocess. As longer the cooperation runs, the
more processes can get improved, and it would & ifla dynamic process of development can
be built up through the cooperation. The consul&rduld diagnose if that already exists in
established cooperations. The planning of all pgses improves through cooperating but is also
influenced by the consultant. In single farms th@nping process is more related to the farmer’s
personality. In cooperations especially the conyiear should be planned carefully. Single farms
often do not act as explicit in written plans. Rethto the size of the cooperation, banks ask for
written reports and financial management systenes adso used more often, but also the
commercial manager needs to be able to defendehisidns and to plan an appropriate strategy.
Within the group, the atmosphere is important. Galhg there is a need for a loose discussion
style to have a good relationship and a good wgrkitmosphere. There are also borders which
need to be regarded, as the assembly meeting teédsheld formally. The degree of formality
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has to fit to the members, and the consultant shioylto advise “new” cooperative groups to find
the best way of formality.

The status of the financial management to cont®icompany is often still in a critical condition.
There are systems, but it is questionable if theyused by many cooperations or farms, so the
consultant should evaluate this and if the groupsdaot have an appropriate system he should
take over this task.

The consultant should analyse the farms in de¢sihecially the annual statement is of high
importance. It can be used for ongoing self-finahecnanagement to evaluate the production
capacity, the interest yield of the equity, thesiest yield of the used factors, the development of
capital, its structure, and the ability to get finad. Also for target evaluation it is useful thghu

a target/actual situation comparison. The usagenofial statements as an early warning system
might push dynamic processes of improvement. Tiiearstatements are the basis of the profit
allocation during negotiations before the cooperais established. For benchmarking reasons,
the analysis of the whole farm and all branchessential.

Planning and implementing

General changes in their environment are forcirggfirmer to react in a certain way because
founding a cooperation is done according to thenéas’ economic and social objectives. Through
cooperating, farmers often want to reach cost-reglucand an improvement of their farms’
economic situation, reduction of dependency on lltaers, improvement of the efficiency
through bigger acreage units, interaction witheagjlues for a better decision finding, exchange of
experiences, and diversifying their farms. The &oeims are the workload-reduction social
image, as members of cooperations are often assdcwith positive character attributes as
dynamics, open mindedness and a give-and-takeyahilihe social environment.

It happens that the consultants, who have the ksjtipn in the establishment phase, advise a
farmer not to join or not to choose somebody tdigpate in the cooperation. The consultant’s
job assignment is not to tell the farmers what tweyt to hear. So, human relations are essential,
if a farmer is intellectual and/or in a moral mand#ferent than the other, the consultant should
advise potential partners not to cooperate, al&oifs do fit together on an economic basis.
Doubts regarding a cooperation and the internahteak sometimes exist, but might be useful as
they make the farmers discuss more intensely.ubtlog is too strong, it might be a reason to ask
the question if potential partners match. Doubtsnfithe farmer’s family regarding cooperating
can be very bad for the whole cooperative group.

Concerning the interventions a reduction of thke offailures can be reached if the readiness and
the willingness, but also the change capability ahdnge-knowledge is regarded before any
actions are done. Also the consultant’s changehilityas of importance, which is related to the
consultant’'s competences and experiences.

To apply changes an important factor is that thenbers are able to abolish the mine-and-yours
thinking. Farmers should be able to make compramiakle to provide acceptance, be respectful
to others, able to understand the partners, halectiee objectives, and be able to develop good
intra-organisational communication. Of importanoe ¢ooperation is that the members have the
same targets and potentials. Too little commuroecatin personal targets is problematic for the
cooperation. The members should agree on the corigpdinection and should develop similar
attitudes.

An analysis of the past but also of the status @fueach farm is necessary to develop a scheme
for profit allocation. In the beginning, an evaloatof the brought-in assets and of the partners’
work is critical. A joint communication needs to teeveloped, as farmers often have problems in
speaking with each other efficiently. The task @dliton can be problematic in a recently started
cooperation.

Problematic is that during the implementation-phthee farmers are often alone with the inner
organisation, which gives ground for difficulties.lack of competence-allocation influenced by
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single objectives can create violent disagreeménteey factor is the arrangement of individual
objectives, which needs to be regarded during ttoperational planning. Tolerance is required,
and members should create a line, wherein the masnsbeuld act according to their own and the
cooperation’s objectives. It is not possible toctorany partner to follow somebody else’s
objective and it is not possible to follow diffetaybjectives simultaneously. A cooperations runs
well if a favourable balance between inducement®rgiand contributions expected from the
cooperation exists. Constant evaluation of the eompn’s benefits for each member is
necessary.

Trust supports the reduction of network complexityough which the costs for financial
management and the costs for information gathexamgbe reduced. The decision-making process
in cooperations is different in comparison to farnas cooperative decisions have to be
communicated and discussed. New management behawithe cooperation will be necessary as
decisions need to be taken in a more strategic ®pgcialisation of the members should take
place whereas the farmers should follow their pegfees and skills. Also a creation of corporate
identity feeling through a planning process is cdse.

Leading tasks are equally shared in smaller cotipesa Otherwise the legal status has influence
on the management structure. During the whole gcef cooperation, development
responsibility is required. Responsible cooperatiembers influence the structure actively. A
main intention of the consultant should be to dewpedood management structures in the farms.
The basic concept of structures is essential ardlsnéo be developed in advance to have an
agreement by all members from the beginning. Tondethe structure and to plan the tasks
beforehand, good self-evaluation of the membersewming own strengths and weaknesses is
required. In cooperations a high sense of commtiaitand information sharing is necessary.
Regarding the structures in the cooperations, theeethe formal and the informal part. The
formal part needs to be defined in the beginnirg) thie informal part will influence the structure
modification.

Cooperations need to develop a vision to fulfiitheng term targets and a general plan to define
single actions is necessary. As vision, jointlyinked according to the members’ personal targets,
often means for the members the willingness to edpéhe creation of a good reputation, the
optimisation of structures and management procesbes knowledge-transfer between the
members, higher yields, specialisation to reduce workload, and the restructuring of the
machinery equipment is often targeted, but biggeestments should not happen too fast. The
cooperation should be very healthy in an econonaig,wo the member farms need to be healthy.
Often a vision only exists in the minds of the fars) through cooperating an explicit definition
of targets is done, which often only happens afegaration of ownership and management.
Through cooperating a better structural plannikgdeplace. After the founding of a cooperation
the new members are very active and new ideas evelaped so that high benefits can be
achieved if objectives are developed and writtewrdexplicitly, as, in comparison on farm level,
only few farms are stating their objectives on @tem basis. This is a reason why strategies are
often only partly applied. This might result inak of objectives and strategies for the whole
farm.

Evaluating and institutionalising

For the farmers it is difficult to loose autonontgy,accept the need for discussions and the joint
decision-making process. Also different applicasiari work processes, the task allocation and
stricter requirements in documentation may be dliffito get used to by farmers. An issue to

regard is the coordination of different expectagidny the members. Problems in accepting
changes through cooperation participating are aftersed by a lack of sufficient discussions on
potential problems.

After founding or joining a cooperation farmers deew ways of thinking about problems and

their solutions. Through the cooperation, the aéenfor handling problems and other issues is
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increasing. Open-mindedness is required and thebmenshould be able to recognise important
group-related issues. The members should share tpnhions and it means the more
communicative the partners are, the fewer probkemesrge. Communication should not only take
place during good times, but also during disagregme\ change for cooperating farmers is the
group they have to speak to and the necessitynh dompromises. Also a need to defend
decisions in front of others emerges through camipeg. The ability to accept changes, to start
change processes and to recognise the need fogelhmamelated to the farmer’s ability to make
compromises.

Problematic might be issues recognised by partmersiot by oneself; these kind of things need
to be communicated. Weak points of each other @ssiple to realise for the partners as these and
also mistakes cannot be hidden in a cooperativapgrbinally, in a specialised cooperation the
monotony of working processes may be a problem.

The assembly meetings should take place in botlorraal and an informal way. The group
processes are good to improve the potential osidis@ potential of organising, and the potential
of success within the team.

For a successful institutionalisation of changasnkrs should recognise possible changes in their
daily work beforehand. The institutionalisationais issue the consultant should observe and he
should ask the farmers about the working proceSdas.acceptance of changes by the farmers
can be improved through structured discussionhaoeverybody follows the same objectives in
the end.

In the beginning it may happen that small disages@sare not discussed to avoid disputes. An
evaluation of changing interventions is necessarytest if scheduled targets are reached.
Implementation feedback measures the featuregda@fention and immediate effects. Evaluation
feedback measures the long term effects of changes.

Decisions on the different processes and their eérstution are necessary. The cooperation’s
advantage is that a rethinking of work processksstplace. Cooperative-farmers are more eager
to start change processes. Group discussions omgagenvironmental changes often take place,
and force the cooperation’s members to act. Onotiee hand they are used to start and apply
changes, due to major organisational and admitistrachange through cooperation
establishment, on the other hand bigger changesd@ame more easily supported by group-
discussions, which become normal in time and sugperdecision-making process.

A cooperation is more efficient in solving problearsd can develop faster than a single farm, as
the security of decisions regarding new developrstamges increases through group discussions.
A key factor is that all group members have diff¢érgtrengths and it can be advantageous to add
them together. It was seen as an advantage if cat@pe members have the same educational
level.

In practice often long term consulting relation® areated through the joint work of the
consultant with the cooperative and the group. @Galye the consultant does or supports the
financial management financial management and #émetimarking of the economic results, the
planning, and the moderating on assembly meetimggd, between different fiscal and juridical
consultants. In the establishment phase consultargl/se the current and past situation of the
farms. Then they support the groups during the -getting and they help to develop the
allocation key of the profit-allocation. The cortsumits assist the members in critical situations and
function as a neutral advisor on farm-related gotd. Normally, the consultants are in contact
with a normal cooperation 2-3 times next to therfarassembly meetings, but it can be more.

The assessment of the results is related to thebmsmtargets. Personal satisfaction is an
important indicator, which cannot be measured #zeily. A comparison of the situation before
the start and after the cooperation’s establishnoamt be done; also comparing the current
situation with the starting objective is sufficieiasy to measure the success of the cooperation,
as the economic results are stated in the re@ss,a benchmark with similar farms can be used
for evaluationIf the objectives are not reached, farmers have to chaogething and a further
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development stage should be tried to reach. Iflprob become too big, the elimination of the
cooperation might be the best solution.

Answer of research question 3
From the introduced final framework answers forbgearch question 3 can be given.

Research question 3:
How does a final framework look like in which yoarc derive information for defining final
statements?
Answer:The final framework was presented above and caneisthe 4 phases introduced in the
theoretical section of this work, which was funotigy as the frame for all sections.
3.1 What are final important subjects from the @afive perspective for a successful
establishment and development of an agriculturapecation?
Answer:
Farm and its environment
Ongoing change in agricultural structure
Markets are fast-changing and policy-influenced
Structural disadvantages are the main problem ain@ey’s agriculture
Communication potentials and process automatioalaeemajor problems of farms
Ongoing improvements are required, cooperation foagtion as management tool for
improvements of situations
Group can function as tool to reach convergencegutih ongoing evaluation and
development of processes

Entering and contracting phase & consultancy

Cooperation members:

- joint recognition of problems
development of plan with alternative solutions
joint finding of solutions with consultants
should focus on the shared cooperation objectives
should speak with one voice to externals
should develop a good communication basis

Diagnosing
Cooperation members:

personal evaluation if a cooperation fits to perand farm

development of a trustful relationship with groupaonsultant

should have the intention to develop a balancedbemy

definition of information exchange within the group

development of a good communication network (reiggrdproblems, changes, &
decisions) within the group

development of trust (empathy, balance between invgike /private life)

joint development of management structure (meetimigstrategy development)
development of a frame of the decision-making caemee and definition of a general
decision-making process (through dependency of mesnlaecisions need to be done
together)

development of assembly rules and communicationtesyto reduce equivocality (are
functioning as tutorials to gain consensus)

try to reach a management level to leave old sirast behind (complexity reduction
through ordering, navigating, regulation)
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try to use the dependency as a strength to gaingemee
development of a discussion culture

dynamic process of development as a main objective
definition and implementation of a financial managat system
development of a future plan

Planning and implementing

Cooperation members:

- should try to fulfil economic and social objectives
should work on the human relations within the grand with the consultant
should evaluate willingness and capability to cleaagd their knowledge on the change’s
influence
should abolish mine-and-yours thinking
should make a self-evaluation through communicatiball members follow the same
targets and the same potentials
should evaluate and develop the company’s, rey@dgtihe group’s attitude
should arrange each member’s objectives
should constantly evaluate the benefit of the coatjpen
should try to develop a strategic behaviour withi& cooperation
should try to develop specialised departments
should create a corporate identity feeling
should develop a mood of responsibility within to®peration
should conceptualise a management structure, dongotd the members’ strengths and
weaknesses
should develop a sense within the group for compatin and information sharing
should be aware of the cooperation’s formal, bsi aif the informal part
should develop a vision and a strategy
should improve the structural planning

Evaluating and institutionalising
Cooperation members:
- should accept the loss of autonomy

should accept the need of discussions
should be aware that coordination between differer@mber’'s expectations is
necessary
should be aware that a lack of discussion canem@ablems
need new ways of thinking
should create attention for handling problems
should communicate also during disagreements
should have the ability to make compromises
should be aware that in cooperations, no hidderkvpeénts exist and inform each
other to avoid problems
should find the balance in assembly meetings betdeenality and loose discussions
should try to develop the ability to recognise afemin their daily work beforehand
should create a structure that allows change
should try to use the group’s strength most effitije
should be willing to assess the cooperation cotigtan

3.2 What are final important issues from the caasul perspective for a successful

establishment and development of an agriculturapecation?
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Answer:
Entering and contracting phase & consultancy
Consultant:

needs to be experienced regarding cooperations

should know current standards in agriculture

should collect all information and knowledge oneably taken actions to solve the
problem

should be able to understand the members objectives

should develop agreed action plans

should develop a good communication basis wittgtioep

should act as a moderator

Diagnosing
Consultant:

should analyse the company’s functioning

analyse the members and the farms

evaluation of behaviour patterns

evaluation of information exchange

analysis of the communication network (regardingpopems, changes, & decisions) within
the group

trust evaluation

advice on management development

evaluation of the decision-making process, of asdemules and of communication
cycles within the group

support the group to have a good discussion culture

prove the need for a dynamic process of development

support of the cooperation in introducing the fiiahmanagement system

analysis past & current status of the farm/ codpmradevelopment of a future plan

Planning and implementing
Consultant:

has a key position in the establishment and dewsdop phase

needs to tell the truth and not follow the opinadrihe farmers

needs to have a good capability of change, relatbts competences and experiences
should develop a scheme with the profit allocafmrthe cooperation

should support the farmers during the implementapioase of the changes

support the competence allocation within the coafpemal group

should recognise if a group member has problentsavgroup decision

should evaluate the benefit of the cooperatiortfermembers

main intention is to develop a good managementisire

Evaluating and institutionalising
Consultant:

should support the members in coordinating théie@int expectations

should observe the degree of institutionalisatibohanges within the cooperation
should support the farmers in structuring theicdssions

should check if disagreements exist, which aredigziussed to avoid disputes
should try to gain implementation feedback of thtervention effects

should try to establish a long term consultancgtreh with the cooperation
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should support the cooperation through doing assegrs, which is problematic for the
cooperation

should make the cooperation members aware to aghessesults of cooperating
constantly
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9 Conclusion

As consultants supervise cooperations in theirbéstanent and their development phase, the
intention of this research was to analyse farmmgganies and cooperations to identify problems
which can occur in the cooperation establishingdeaweloping process.

9.1 Conclusions

The cooperations and the advice given by consultaate been in focus of this research. Through
the answers of the research questions 1, 2, anig 8ow possible to answer the general research
questions. Research question 1 was answered thrauditerature review. Its theoretical
framework was used to develop a questionnaire aslimvestigated through an empirical section
with a case study with different stakeholders afprations. Then, the theoretical knowledge and
the knowledge gained in the case study were cotddorAfter that it was possible to answer
research question 2.

As mentioned in research question 3, the intendicthis research was to develop a framework to
add knowledge about agricultural cooperations drel donsultation process. This framework
could be presented in the last section.

This was an investigation to find solutions for @Wog problems and struggles in the process of
the establishment and the development of coopesatidhis could be provided through
answering the sub-questions of research question 3.

1. How is it possible to discover problems and idertheir nature during the
establishing and developing phase of agricultucalperations and how can the
farmers’ objectives be reached?

The main objective of a cooperation should be taldish a culture within the company
which makes the members willing to follow an ongpprocess of dynamic development.
This requires ongoing evaluation and developmeatlafooperational processes, which is
only possible if a discussion culture is built it the cooperation. Ongoing discussions
are a key success factor for fast development mvithe cooperation and for reaching the
farmers’ objectives. Out of the discussions truserges, and out of trust, motivation can
be developed, which is a basis for success. Ifléwsl is reached, a structure that allows
change can exist. Changes are not seen as proaiehtan be executed faster.

2. What kind of management solutions can be pravitee farmers within the
cooperation to identify and solve these problems?

The management solutions to be able to reachetd Are that the management structure
needs to be developed according to the membegseistis and strengths, so that the group
can use these strengths to improve more than desmgmber could have reached.
Furthermore, a vision and a strategy to reachwisain are necessary. The planning and
financial management needs to be excellent satieanformation level can be kept high
within the group.
3. What can consultants contribute to these solutions?
The consultants have experience regarding coopestithus they should make all
members aware of the possible advantages, bubbtbe necessary issues to be aware of
during the establishment and the development gb@ations. They should try to develop
a good communication basis with the group, shouatdaa a moderator if necessary, they
should recognise intra-group problems and folloe thain intention to develop a good
management structure. Then the consultants shésddry to analyse the most important
processes within the cooperation, the communicatetork, the discussion processes,
and the working processes. Finally, they need fpsu the cooperation in the planning
and the financial management.
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Differences between the groups of respondents

Within the main interviewed group, i.e. the conants, group differences can be pointed out.
These differences became quite obvious in the aisadf the interviews. The private consultants
put more focus on management whereas the regi@masuttants put more focus on the social
factors.

This result can be given as we counted the amduithes that the different groups mentioned an
issue with two respondents more than the othenmgrole private consultants mentioned 14 times
an issue more often concerning management tharegienal consultants, whereas the regional
consultants mentioned 7 times a management issue aften. Regarding economic factors a
similar result could be diagnosed. The private atiaats mentioned an issue regarding economic
factors 7 times more often than the regional cdastd, who mentioned twice an economic issue
more often than the private consultants. Anoth#erdince in the answering behaviour was the
relation from the single farm to the cooperatiod aspecially the group. The private consultants
mentioned an issue 10 times more often than themabconsultants whereas they had this
condition 6 times.

Regarding the social factors this was differerg: bgional consultants mentioned a single answer
6 times more often regarding this topic, and thegpe consultants stated 2 times a social issue
more often than the regional consultants.

Reasons for these differences can only be estimltathy be a reason that clients of the private
consultants do not have social issues in focukast not so much as the clients of the regional
consultants. A difference which might be recognisetiveen the clients of the private consultants
and the clients of the regional consultants is thakeds a more pro-active behaviour to hire a
private consultant. The farmer is often alreadyeanier of the consultancy ring, so it is easier to
hire regional consultants. The private consultaos the other hand live more from their
reputation and image among farmers. So the groupsstomers differ a bit. It might also be that
farms with economic struggles are not so activlite a consultant until the problems emerge,
and then it seems to be logical to go to the nexioomal consultant in their point of view, which
is often the regional consultant.

Maybe the private consultants focus more on managermsues as their customers are often not
the normal family farms anymore, but bigger farmghwften some employees. These farms are
structured differently as the normal ones whereféinmer himself has to do all the work alone.
This would also explain the result that the privatmsultants focused more on the perspective
farm and its relation to the cooperation. The retet in these cooperations differ in the degree of
formality from the farmer’s relations in cooperaisosupervised by the regional consultants.
Another issue which became obvious during the wtgrs was that the regional consultants had
less cooperations as customers. This was mayleesisstock of clients is more settled and on a
regional basis. The private consultants on therdtaad had more cooperations as customers and
are more specialised in supervision of cooperati®he regional consultants are less specialised
but well organised. If they have questions or peoid, they can ask specialised consultants from
a special department. Interviewee 9 was such auttans who is specialised in supervising
cooperations. He also supports other regional dtamgs if they need information or if they need
support during the establishment phase.

Regarding the answering farmers an issue to memtitimat all three had an academic education
which might be an issue to have in mind. Maybeahswers of less educated respondents would
have been different.

Benchmark

Regarding the results of the benchmark, it becamhesus that the average profit per hectare of
the cooperations is in both, in the group with EMdre than 45 and in the group with EMZ more
than 75, higher than of the single farms. In theZeA® group the profit is 108.56 € higher and in
the EMZ 75 the profit is 93.86 € higher. Accordioghe results the main reason for that seems to
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be the higher yields of grain and the higher prities cooperations sold their grain. This can have
a big influence, as the difference in selling 1@0gkain with 1.39 € (EMZ >45), respectively with
0.69 € (EMZ >75) is already a lot. Reasons forlibtter yield of the grain per hectare can only be
estimated, but it seems that the higher expenditarethe fertilisers (both groups) and on the
pesticides only EMZ >45 were the reasons. Follovtinig direction, it is possible to estimate why
the EMZ >75 cooperations “only” had a higher yiefd2.5 dt/hectare grain, as these cooperations
did not have a higher intensity of pesticides. lemnore, it is possible to recognise that higher
intensity is better for the profit, as both coopera groups had higher expenditures in both, for
cropping and for work, but also a higher profitrasntioned above. The reduction of costs is
always mentioned as a target, in this benchmaigknbt so obvious that this has been achieved.
The horse power per hectare, which means the lpanser of the tractors, is only in the EMZ
>75 group lower in the cooperation than in the Igifgrm (- 0.4). In the other group EMZ >45
the horse power of the cooperation is higher (Y#0.A&imilar condition can be recognised in the
machinery equipment’s value as new. In the EMZ gd&up this is higher in the cooperations
than in the single farms 119.12 €, whereas in & E75 group it is lower with 341.81 €. As it
is obvious that a cost reduction is not reachedlyeake objective should be to keep the
machinery up to date. The depreciated machinenyevisl also higher for the cooperations in the
EMZ >45 group with 185.40 €, and lower in the EMZ5>group with 269.71 €. This means that
the machinery equipment in the single farms ofEfMZ >45 group is older (only 34% of the new
value) than in the cooperations (45 % of the vaseiew) and in the EMZ >75 it is vice versa
(Value as new: -single farms: 51 %; -cooperatio#3: %). These key numbers show that
cooperations do not have more modern equipment ti@rsingle farmers. The results of the
benchmark only represent the result of one fisearyso these results are not significant and
provide only a tendency.

Outlook about cooperation

Nowadays the image of cooperations is seen quigiy® by farmers. Cooperations are regarded
as a management tool. In a relative way their numii# increase in the future. A growing
majority of the farm managers will ask themselvbewt the own core competences to evaluate
the things which can be done alone and which thamgdetter to do together. Specialisation will
also be more important. These considerations gvecesly valid for the so called “extended
family farm”. As they have a lot of work, they hate find new ways like the cooperative
working. In the future it will rarely be the casbat two small farms are going together.
Cooperations are going to function as managemaenis tand faster growing farms will try to
develop competitive advantages. Hence, the farmagens will check if there are not any other
stakeholders who can do the required work better.

Outlook about consultancy

Structural changes in agriculture also occur in d¢basultancy sector. As a matter of fact, the
amount of consultancies is decreasing and the tansy is getting more and more professional.
The private consultancy will never reach all farsydyut with the growth of the farms, more and
more specialized problems emerge which are mauilyed by the help of special consultancies.
Furthermore, size capacity is increasing, so thagaare able to pay expensive consultants. Thus
private consultancies will have a big impact ondgagrowing farms.

Outlook about agricultural management

The management importance has increased in the stas increasing importance for the farms.

In comparison with SMC the differences are maybetow big. It is remarkable that there is quite

a high standard of education in agriculture whielk Burely increased lately. It is possible to see
the influences and the repercussions in, for exantpe usage of IT and the increase in

professionalism of management.
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9.2 Recommendations for further research

Recommendations for further research can be gisesome issues were not regarded. It was not
investigated if the findings can be proved in pagtwith a larger amount of respondents. As this
was a qualitative research it is possible that sgaieed results should be investigated by a
gquantitative research. For example, it would beerggting to evaluate the current status of
management within German farms and German coopesitias the consultants always
mentioned their ideal ideas regarding their answAdditionally, a hypothesis to take into
consideration, is that farmers who actively askdonsultancy support, are more active in their
management and accordingly they might be more ss@ideon the whole. Finally, it would also
be interesting to compare the management of Geraams with the management of other
countries.

9.3 Reflection on research

The purpose of this section is to give an evalmata the process and the final result of this
master thesis.

This research was meant to support a consultangtrengthening its position regarding the
management consultancy of cooperations. Unfortlyatiee project failed in being applied for
that purpose. Also no supervising regarding thel goal the direction were given by the
consultancy, so the development of the topic toeestigate and also regarding the research
guestions had to be done on my own supported bgupgrvisors.

The direction of the thesis was therefore changebldeveloped in a different way. The idea of
this work was to provide practical knowledge to moye the management within cooperations,
but also the management consultancy of cooperations

In my opinion a very depth literature chapter cdadddelivered, which can be regarded as too big
for a master thesis on the other hand. For me stfwiilling its function to be a guideline for the
whole thesis in an appropriate way.

Regarding the methodology section of chapter 6 getting obvious that there is still space for
improvement, but concerning the interview desigmould evaluate it as sufficient, but maybe
with a bit too many questions. The interviews hagen very good and | had nearly no problems
in getting the information | asked for. | also thithat the respondents did well and replied in the
manner | asked for.

In my opinion the analysis section is the best pathe thesis, as | liked it most to do the work
and | think it provided also nice results. | ameatd give practical recommendations to farmers as
cooperation members, as well as to consultants.

In my opinion objective of this research projectildobe reached in the end, but the way to reach
this was difficult. | had problems in identifyinghat to do and when to do it. That is why it took
me much too long to finish the project. On the othend sometimes it was close to end in a
failure, so | am regarding this project in otheryveaiound, as it is good that | finished the project
finally. In my opinion the written report is a gooditcome of this project, even if it became too
big.
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