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Introduction times, many management’ recommen’datlons' have to
be tailored to a beef farmer’s or rancher’s specific beef
cow herd to be effective. The focus of this fact sheet is

Whether a beef fa(m or rqqch IS erltlrel%"oshare how beef farmers and ranchers in one state are
dependent on cattle or is diversified into Cropg

wildlife, or recreation, profitability in these toughaillorlng their land grant research and their extension

) . ) . . stervice recommendations to their specific beef cow
times requires that careful consideration be given d

the interactions of production, resource utilization,
and flnancu'?ll performance. Beef farmers and ranchers North Dakota’s IRM Program
frequently find it an overwhelming task to gather and

synthesize all the production and financial informa-

tion needed to formulate a specific management North Dakota’s Integrated Resource Manage-
P 9eMENtnt (IRM) Educational Program will be used to

action plan focused on today’s tough times. TE o .
objective of this fact sheet is discuss the role tfi]aﬁtlsnate specifically hoWRM learning teamsan be

: Used to generate integrated production and financial
Integrated Resource Management (IRMjaming management recommendations tailored to a specific

Teamscan play in helping beef farmers and ranCher%ef cow herd. This learning team concept should be

formg!ate a management action plan deS|gng plicable to any beef farmer or rancher in the U.S.
specifically for the current tough times. and Canada

P " North Dakota’s IRM Educational Program is
PrOdFl; g(e:gsmwneeendd a1t'iac)||!]()sred based on 1) identifying and analyzing the production
and economic “on-farm” facts of the specific herd

under study and 2) assembling a learning team to

, Virually every state Extension Service in thgtudy and utilize these “on-farm” facts to increase
nation now has a state sponsored IRM Educaggn

Proaram or something similar. The orimary advan rofitability of that study herd. Learning teams help
gre g ' pr Y, (‘fevelop twelve-month management actions plans
ment in these educational programs is the integrat

Q , .
of financial analysis and production analysis into{"’IﬂoreOI to the herd manager's ability, goals and

: . . resource base. Let's take a look at how treegmsn
single management information system. The Secoqénsare beingconstructed

advancement in these educational programs is Hid North Dakota’s IRM program consists of three
tendency to tailor management recommendatiQns

toward specific beef cow herds. In today’s tou Rn-farm" fact gathering components. First, ~herd
P ' y gperformance records are generated and summarized




through the Cow Herd Analysis Performance Systemeaknesses, and 4) makes economic projections for
(CHAPS). Second, a detailed range inventory tise herd given the current production practices.
conducted and analyzed, and a grazing system i
designed for the producer. Recommended stockin
rates are also calculated, and a year-long forage
program is presented through the PASTURE Once the *“on-farm” facts are collected,
microcomputer program. Third, economic facts aamalyzed, written up, and understood by the study
gathered and analyzed through the Financial Ahdrd’s manager, this beef farmer or rancher is ready
Reproductive Management System (IRM-FARMS)o call together his unique learning team. We
Written reports for each of the three areas (heetommend that the learning team session be held at
performance, range inventory, and economic analyst® beef farm or ranch around the manager’s own
are prepared and given to the beef herd manager.kkohen tablé. The producer needs to lead off by
interpretation and the management implications dmeefing his learning team on the family’s personal
personally presented to the herd manager. Oncedbals and the goals of the farm or ranch business.
producer understands the facts about his herd, h8esond, the production and economic “facts” need
ready to assemble his IRM Learning Team. to be reviewed by the total team so that everyone is
exposed to the complete set of facts relating to that
Who Are The Learning herd. A major payoff from all of the fact gathering
Team Members? and analysis work done by the beef cow producer and
his Extension Service is right here. The team’s focus
The makeup of each learning team’s membes-on the “facts” of that herd and this is where the
ship is totally up to the herd manager. The hepdobduction and financial “facts” replace “percep-
manager is encouraged to invite anyone that he fdelas” and reality sets in. Once this happens, team
would be helpful in identifying bottlenecks tanembers typically abandon their traditional com-
profitability and in suggesting scientific ways t@etitive stances and work in earnest cooperation on
remove these bottlenecks. We recommend that prefit-enhancing management strategies tailored to
herd manager invite his banker, veterinarian, fettht beef producer’s goals.
dealer, soil conservation specialist or range scientist, As bottlenecks to profitability are identified,
farm business management specialist, extenstbe team needs to determine if the herd manager can
economist, extension animal scientist and, of courde, anything about that bottleneck. If not, the team
his county agent. We also encourage the herd manadpeuld move on to the next bottleneck. For example,
to invite other farmers or ranchers to participate on kasv market prices might quickly surface as a
learning team. The broader the makeup of the learnbajtleneck to profitability; however, there is not
team, the better will be the team’s consensomich thata herd manager can do about current cattle
management action plan for coping with a dowprices. The learning team should move on. The team
market. should put its energies into identifying bottlenecks to
Several of the team members will need to playofitability that the herd manager can influence.
key roles. The county agent is responsible for 1) Once a bottleneck to profitability that can be
helping the IRM Cooperator invite local professionaisfluenced by managementis identified, the learning
to participate in the learning team, 2) writing thieam should focus its energies on identifying a
minutes of the meeting, 3) helping the cooperatseientific approach for reducing that bottleneck.
execute the action plan, and 3) ensuring that all fartdividual team members should propose how their
are again gathered next year to measure progress.dib@pline’s science could be used to reduce that
extension animal scientist 1) chairs the learning teapecific bottleneck. The collection of what these
meeting, 2) conducts the herd performance d&am members propose becomes the range of
review at the meeting, and 3) assists the county ageahagement alternatives available to that producer.
in the organization of the learning team. The extensiloegration occurs as the team collectively arrives at
economist (or farm business management specialst}cientifically-based consensus for reducing that
1) presents the economic and financial facts relatedaitleneck to profitability. The power of this
the beef cow herd under study, 2) compares the heapproach lies in the consensus approach to problem
economic facts to regional and state’s benchmadving.
herds, 3) points out economic strengths and The key tolearning teams is the integration that



occurs as the consensus-building takes place. As jlue can be assured that the IRM learning team’s
scientific process is focused on a specific bottlenadikcussions will lead to some informative manage-
under study, the management refinements in one aremt discussions. Over the past several year, some big
must always be harmonized with the facts of the otlterllars have been made by North Dakota IRM
areas. As each team member discusses the probBmuperators through these learning teams.
under study from his disciplinary perspective, the
other team members gain an understanding of the The Key Is To Involve
other discipline’s approach to problem solving. The Local Professionals
ensuing debate amongst disciplines leads to a
consensus solution built around those disciplines There are two critical components in coping
represented on the learning team. with a down market. First, the management program
Each team member learns from the other teameds to integrate production and financial manage-
members as well as from the herd manager. The hexeht into the current management action plan. To
manager learns form all the team members. Here is tilase, learning teams have been one of our more
the reason why the name of these teams has beféective way’s to develop an integrated management
changed from “management teams” to a moaetion plan.
descriptive term of “learning teams”. Every team  Second, we encourage the use of as many local
member learns from the other team members andtdk®m members as possible. The use of local
herd manager learns from all team members. professionals ensures that a cadre of locally trained
team members will be built in your community which,
in turn, reduces the future reliance on manning your
learning team with State Extension personnel. Having
The last part of the learning team session neéadlsal professional participation on local learning
to focus on developing a 12-month action plan that tiesams will have far reaching impacts on the services
beef producer and his county agent can execute cumed advice that these local professionals offer other
the next 12 months. This becomes the producddemers and ranchers in the future. The ultimate goal
action plan of what is scheduled to be done in tbEIRM has to be to 1) localize the fact gathering and
coming Yyear to increase this specific herdanalysis process and 2) to localize the learning team
profitability. Typically, these 12-month action planemiembership. Now we have an intensive beef farm or
focus on the reduction of one major bottleneck. Thench management system operating primarily with
county agent is involved to ensure that any and laltal people and local resources.
Land Grant resources needed to execute that action

plan are available to that producer. A 12-month action [EERY/eJle=INR=T:1gslIalo M N=T-TgaWaNel=Tolo F:1

plan must be developed before the learning team is

adjourned. A typical learning team session runs 4 hours.
They seldom end early and we insist that they go no

Frequency Of Learning more than 4 hours. A typical agenda follows:
Team Sessions 1:00 — Learning team assembles around the

producers kitchen table. Introduction of team

While beef farmers and ranchers may memembers (Area Livestock Specialist/Animal Scientist
individually with members of their IRM Learningpresiding).
Team through out the year, they should meet wittD5 — IRM Cooperator shares (1) what his long-term
their  total learning team at least once a yegwals are for his family and his farm or ranch business
(preferably, immediately after the annual gatherirmond (2) what are some of the priority questions that he
and analysis of their herd’s facts). We recommendwants to discuss with his learning team. Itis important
annual four-hour learning team session with all of thigat the learning team know the operator’s goals and
IRM learning team members around the hepdiority questions so that these goals and questions can
manager’s kitchen table at one time. Each tedmtaken into accountin the discussions which follows
member needs to hear the complete discussion by(tRM Cooperator leads this discussion).
other team members, and all team members need:fi — Review the herd’s production records so that
feel comfortable in debating the problems arall learning t eam members gain an understanding of
opportunities under study. If these conditions are metat the “herd’s production facts” are. If production
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records are not available, review calving book, saam. Over the past several years, some big dollars
slips, etc. (Area Livestock Specialist/Animal Scientistave been made by IRM Cooperators through these
leads this discussion). learning teams. We strongly encourage beef farmers
1:45 — Review the “economic and financial facts” &nd ranchers to use learning teams designed
the beef cow herd (Livestock Economist leads thepecifically for coping with a down market.
discussion).
2:30 — Discussion of IRM Cooperator's priority
guestions (the total team works through thts  Some producers take 2 or more years of herd
discussion). performance and economic analyses before they elect
3:30 — Bottlenecks to profitability identified ando assemble their learning teams. We have no
discussed (the total team works through thisoblems with this approach other than if the current
discussion). down market is the motivation for forming a learning
4:30 — formulation of an Action Plan for the next yeaeam, then the sooner the better.
(Area Livestock Specialist/Animal Scientist facili® We have experimented with holding these learning
tates this discussion). sessions at the ranch, in the county extension office,
5:00 — Meeting adjourned. and in third party meeting rooms. When a rancher puts
Minutes are taken, typed up and distributed by thes total business (and life) on the table in front of 5-7
county agent as soon after the meeting as possiptefessionals, pressures appear. It seems like the best
These minutes are reviewed at the beginning of negssions are those held at the ranch where the rancher
year’s learning team session. controls the entire session. He decides when we break
for coffee, he decides when he needs to get additional
records, etc. This just seems to work better when we
conduct these sessions at the farm or ranch.
Today’s tough times call for some tough
management actions. Beef farmers and ranchers need
to explore all management tools possible to ensure
that they make it through these tough times. Tough
times call for a special management action plan
tailored to your managerial ability, family goals, and
resource base for your beef cow herd. This fact sheet
discusses the role th&arning teamscan play in
helping you formulate a management action plan
specifically designed for surviving the current down
market.
North Dakota’s IRM Learning Team concept is
described in detail in this fact sheet with the sole
purpose of demonstrating how any beef farmer or
rancher in any state can organize to take maximum
advantage of his state’s and community’s profession-
als in managing through a down market.
The key to learning teams is the integration that
occurs as the consensus building takes place. As this
scientific problem solving process is honed in on a
specific herd problem under study, the management
refinements in one area are harmonized with the facts
of other areas. Integration occurs as the learning team
collectively arrives at a scientifically based consensus
approach to solving the problem or problems under
study. Each team member learns from the other team
members and the herd manager learns from all team
members. We know of no better means of generating
management action plans than through a learning



Today’s Cattle Market
and Beyond

Things to Think About When Trying Something New
In Your Operation

By
Chris Bastian, University of Wyoming

There are a number of alternatives or new strateds. When considering a new production approach,
egies you might consider trying in your operation. A®u should recognize that the learning process will not
a manager you have to establish goals for your buse-instantaneous. Both the quantity and quality of the
ness, inventory your resources, explore the enterpiosgput may not be what you expected for the first few
possibilities, and develop a plan which may inclugears. The amount of learning that is required will
several alternatives. The planning process needprabably depend on how new and different the opera-
identify resources needed, timing of operations ation is for you.

resource usage during the production period. This plan-
ning process should also have a marketing plan to go What Do | Really Need To
with it. Once the plan has been developed, the next Get The Job Done?

task is to implement the plan.

If the planning process was thorough, imple-
Trying Something New mentation of new strategies may be relatively easy. It
is often times those unplanned things that create stress
A plan which includes new strategies or altewhen implementing a plan. Thus, for a plan to be
natives means changing, and along with changes comest effective in achieving goals a detailed calendar
added or different responsibilities for a managef production activities and practices can help you
Implementing the new plan basically involves acquitecide what resources are needed, when they are
ing the necessary resources such as labor and capitdded and whether you need to acquire additional
scheduling and overseeing the work called for in thesources before implementing the plan. This calen-
plan. When new strategies and alternatives are beiiag should also include an estimate of how much re-
considered, implementation means these tasks rsayrce you will need for each activity along with de-
have unknown or different problems than you are ussatibing what and when activities occur. For example,
to. once you schedule an activity and estimate the labor it
If you have never had any experience with thigill take, you can then decide if there are too many
new enterprise you probably want to get as much aémands on your labor resources during that time and
ditional information on how to do it as you can. Favhether to hire additional labor to meet those demands.
example, if you've never retained ownership in theerhaps you will determine a need to purchase ma-
feedlot before, you might want to get additional infochinery or invest in handling facilities which you do
mation on how to pick a feeder that will meet younot currently have. Additional planning of resource



use beyond a budget can help you determine these pter investments or enterprises. The basic question
sible changes in resource needs compared to your becomes whether leasing or purchasing has the high-
rent operation. est financial payoff compared to alternative uses of
Within the course of the year it is important toperator funds, and which method is financially fea-
know not only whether this enterprise pencils out, bsible for the operator.
also whether your cash flow requirements and or fi- Leasing land has the primary advantage of
nancing needs will change. For example, if you hagminating the large capital outlay associated with pur-
decided to retain ownership, you may forgo some satbssing land. Leasing arrangements are often based
in the fall which could cause you to need additionah traditional practices of the area. The lease must
operating capital to get you through until you can sellovide for an equitable sharing of income between
the fed cattle later. An enterprise that provides an the landlord and the tenant. The lease should be in
flow of cash at the right time may defer the need fariting and specify legal protections for both parties
additional financing. This enterprise may have an ad-case of default or nonperformance. The minimum
vantage over a seemingly more profitable enterprigguirements for a written lease should be that it is
that requires cash when resources are tight. signed by both the tenant and landlord, specifies the
time period of the lease, accurately describes the prop-
Acquiring What Is Needed erty, describes the payment amount, specifies the pay-
ment date, and where the payment is made. The lease
Labor agreement should also include procedures, require-
Labor may be one resource you need to anhents and responsibilities for maintenance and im-
when implementing a new strategy in your operatigmrovements by both parties.
You'll need to assess and acquire the kind of labor
that fits your needs. Do you want the labor to be paBrrowed Capital
time or full-time, and do you want this person to be When going to the lender you can increase your
strictly labor or will they need to have some managehances of getting capital by having the information
ment skills? Hiring someone new may mean you hawecessary to answer several questions. Can my op-
to take additional time to train them. You can’t jugration withstand financial losses without being forced
assume the new employee knows what needs tairtte liquidation or insolvency with this new loan? This
done and how to do it. A manager also needs to lisbasically assesses your operation’s ability to bear the
to new employee ideas on how something might bgk of this loan in the event of unforeseen problems.
done. As a manager you will also have to motivateur debt to net worth ratio can help give you a mea-
employees to perform to the best of their abilitiesure of your operation’s risk bearing ability. Also, you
Praise for a job well done, as well as suggestions h@ed to know whether you have the cash flow and or
improvement in performance are important in motike collateral necessary to repay this loan. This helps
vating people. You may also want to consider usidgtermine your operation’s repayment capacity. Along
some type of incentive plan to help motivate employith the assessment of repayment capacity you should
ees in doing their part to see that business goalsdeeelop a repayment plan. This means coinciding
achieved. One type of incentive plan may include glyment dates with cash flows and amortizing the loan
lowing the employee to run some of his or her oWong enough to make the payments affordable for the
livestock on the operation, or allowing the employexeration. It is safer to a pay a little more interest over

to build some shares in the business’s herd. the life of the loan and keep your payments low enough
that your business can still make the payment during
Land unforeseen problems. If you have these things well

Your plan might indicate more land is needetbcumented before going to your banker, your chances
in the operation for such things as growing winter feeflgetting funds will be much greater.
or grazing. The basic choice between leasing or buys
ing land is very important at this point. Owning the Other Considerations
land can mean no risk of losing the lease. Land cafWislElaRinglollEIaalelal s [e N EWASTIEA(ETo [[SE
also appreciate in value which can increase net wort or Enterprises
and possible borrowing power. Purchasing the lanc
however, means substantial capital outlay which can Market considerations also become important
increase debt loads and reduce cash availability for




when considering a new alternative for your business.alternatives may be done because you prefer a cer-

If you're not used to marketing this new product ydain lifestyle or you may gain satisfaction by doing

need to carefully plan your marketing. When devedlemething a certain way. Thus, before adopting some-

oping your marketing plan you need to consider #fling new in your business, you should consider how

your marketing alternatives for the product, set yotlnis change will affect your family’s life and whether

pricing goals and compare your alternatives basediowill help you accomplish your long-term goals.

costs, risk, timing of sale and pricing opportunities

throughout the marketing year. You can start to de-

velop a plan by considering the following items. Will

someone buy what you produce at the price you need? As a manager you must always examine the

Is the market you have targeted appropriate for ghessibilities of changing your operation and adding

timing, quality, and quantity you will deliver? Whahew enterprises or strategies to your operation. If you

about transportation costs? Have you forward cdrave not made any major changes in your operation

tracted this production with a buyer? If so, what afer awhile, adopting something new can sometimes

the terms and implications of the contract? Have ybe difficult. Trying to consider as many of the impli-

adequately protected yourself? cations of this change as possible can help remove
A new enterprise or strategy is unlikely to asome unplanned crises and hopefully increase the prob-

ways to be profitable. Before incorporating this neability of success when implementing your plan.

enterprise or strategy into your operation you need to

consider how risky this will make your overall busi-

ness. The idea behind diversification is that you in-

corporate an enterprise that creates income in tinBegehlje, Michael D., and Vernon R. Eidman. Farm

when your other enterprise is losing money. This may Management. John Wiley & Sons, Inc. N.Y.

not always be possible when dealing with strictly live- 1984.

stock enterprises, but you might consider trying your

new enterprise on a smaller scale until you are use®take, Kent, Gene Gade, Frank Henderson, John P.

managing for it. For example, rather than sending all Hewlett, Jim J. Jacobs, Jay Jenkins and Randy

your steer calves to the feedlot you might consider Weigel. Wyoming Integrated Ranch/Farm

sending a smaller bunch until you see how they per- Education: Notebook. Department of Agricul

form and get comfortable with the management tural Economics, University of Wyoming.

changes required. Perhaps you can change your op- Laramie. 1993.

eration so all of your sales don’t come at just one time

during the year. You might consider selling sonkay, Ronald D., and William M. Edwards. Farm

calves in the fall and feeding steers to slaughter for Management. 3rd. ed. McGraw-Hill, Inc.

sale in the late spring. This type of strategy might N.Y. 1994.

help cash flow and reduce risks associated with hav-

ing your income depend all on one strategy. Althougbv, Larry. “Before Adopting a New Enterprise: A

this approach might reduce some initial risk or im- Checklist of Factors to Consider.” EM8488.
prove cash flow, it may place increased demands on  Oregon State University Extension Service.
your management skills. October, 1991.

Another factor to consider when implement-
ing a new strategy is the government. Will this new
strategy have income tax or regulation implications?
If you have to hire labor for the first time, you may
want to get information concerning government regu-
lations and issues such as withholding taxes and so-
cial security. You may want to consult your accoun-
tant and or lawyer, if you are unsure of any tax impli-
cations or government regulations.

When you decided on your business goals, you
may have decided on goals which were not based
purely on the bottom line. Some production practices



