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PerfCuma: A framework to manage
the sustainable development of
small cooperatives

PHILIPPE JEANNEAUX'*, MATHIEU CAPITAINE' and ANAIS MAUCLAIR'

ABSTRACT
Agricultural cooperatives evolve in a context with complexity and changes of their legal, social and business
environment. Strategic management could be a relevant approach to help cooperative members to improve
the global performance and the social responsibility of their cooperatives. To formalize and to manage
their strategy, we propose as an accompaniment a method entitled PerfCuma. The theoretical framework
is based on the concept of systemic approach to change. The method is organized in four steps: i) an in-depth
stakeholder’s analysis of the cooperative situation (including sustainability) and the cooperative goals;
ii) formalizing the strategy by defining strategic lines. We use the cognitive map approach to model the
complexity to understand the strong drivers of the strategy; iii) drawing up the balanced scorecard and an
action plan to manage the strategy; iv) monitoring the implementation of the strategy. A test of the method
on five Cooperatives for the Use of Agricultural Equipment (Cuma) has been successful. The method is

now unfolded in France.
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1. Introduction

For 40 years in France, the prices of agricultural com-
modities have been falling at an annual rate of close to
2% in constant euros. At the same time, French farmers
have produced more. Production has increased in volume
by just under 25% (from 1980 to 2014) thanks to crop
production (Insee.fr: Annual national accounts). But this
growth has not been enough to stop the downward trend
in French total agricultural income. There has been a
downward trend in the value of farm production (from
Index 100 in 1980 to Index 78 in 2013), whereas the
value of farm expenditure has been constant (from Index
100 in 1980 to Index 100 in 2013). Nevertheless, the
agricultural income per farmer has increased over this
period (from Index 100 in 1980 to Index 160 in 2013).
Farmers have succeeded in improving their income per
worker because they have developed their competitive
advantage through a cost leadership strategy (Porter,
2008). To reduce their production costs, farmers have
developed numerous methods, such as specialization,
extension, and modernization, to increase labour pro-
ductivity (from Index 100 in 1980 to 306 in 2013). Their
main objective has been to fight against the decreasing
French total agricultural income. The number of farmers
has dramatically decreased over the last 40 years. They
have specialized their farms and organized regrouping

of land. In 40 years farm land per worker has risen by
nearly three times. In this context agricultural produc-
tion is becoming increasingly complex. Farm sizes have
increased, and this phenomenon has been accompanied
by a saturation of working capacity (Madelrieux and
Dedieu, 2008). In order to produce more with fewer
workers, farmers have continued to invest in their fixed
assets over the last 40 years. The French gross fixed
capital (GFCF) consists of fixed asset acquisitions and
corresponds to an investment of about 10 billion euros
a year. Because technologies and assets are costly,
farmers try to pool their agricultural equipment to
reduce their average production costs. In France, for a
long time, many farmers have joined cooperatives to
share use of agricultural equipment (Cuma). There are
13,000 Cumas in France, and one in two farmers is a
member (225,000 farmers are involved in this kind of
cooperative). The Cuma gathers farmers together to
buy agricultural equipment, to obtain specific subsidies,
to improve their competitiveness, and to organize their
work for higher efficiency. Every type of farmer is involved
in these cooperatives. However, the biggest farms, those
which have chosen the legal status of company, and those
whose managers are under 50 years of age, are more
involved in Cumas.

Meanwhile, due to environmental, health, and eco-
nomic crises, the supervision of agricultural production
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by the public authorities has intensified. Farms are fac-
ing rapid changes in the Common Agricultural Policy
(CAP) ! with the reorientation of first pillar subsidies to
the second pillar, and the gradual disappearance of sup-
port mechanisms and market regulation. The supervision
of farms by upstream and downstream actors® has also
increased, especially with the strengthening of specifica-
tions and regulations in relation to production, and the
consolidation of contractual relationships between pro-
ducers and collectors/processors. Farmers are operating
in an increasingly competitive environment, one from
which they had previously been relatively protected.
Just as happened in the industrial sector, farms may be
forced to progressively improve their technical, economic,
environmental, and social performance in order to main-
tain their activity (Pretty, 2008); (Darnhofer et al., 2010).
Cooperatives for the use of agricultural equipment (Cuma)
can help them to meet these challenges. The complex
competitive environment poses a number of issues for
both cooperative members and the advisors supporting
them: how to obtain and maintain competitive advan-
tage; how to integrate new developments into every
day business activities; and how to develop the capacity
to guarantee a response to downstream demand while
maintaining or improving the performance level, espe-
cially in the case of a Cuma and its member farms.
The specific issue faced by Cumas is to define and
implement a collective, shared, and structured strategy.
The challenge is to create new collective capabilities to
help cooperative members to remain viable and sustain-
able, i.e. to be able to cope with their changing and
complex environment.

These issues are typically addressed by business man-
agement specialists in terms of strategic management and
strategy of the firm. The challenge is to have a common
approach and a management tool to implement and
to control the strategy (Freeman, 2010); (Kaplan and
Norton, 1996); (Stacey, 2007). The strategic management
approach remains marginal and is poorly developed in
farms and Cumas in France. Often, if it exists, it is not
organized and not formalized. The Cuma is a specific
cooperative, generally without professional staff because
it is small: from 4 to 60 members (average 25 members)
with a turnover of between €10,000 and €200,000 (average
€49,000). Although marginal from an economic point of
view, Cumas have major implications for the competi-
tiveness of farms. We assume that strategic management
could be a relevant approach to help farmers to manage
their Cuma, to improve its overall performance, and thus
the overall performance of the Cuma.

In France, few original studies of farm management
and Cuma management have been carried out in the area
of management science (Jeanneaux and Blasquiet-Revol,
2012), while a large body of literature exists in the English
language on strategic management as it applies to
farming: For example, 15 handbooks dealing with farm
management have been published since the early 1980s

"The EU’s Common Agricultural Policy (CAP) is the system of agricultural subsidies and
programmes. It covers farming, environmental measures and rural development, and
controls EU agricultural markets. It is the EU’s single largest common policy and accounts
for over 40% of the entire EU budget. Since 2003, the CAP has been divided into two
‘Pillars’: production support and rural development.

2 Upstream actors correspond to agricultural input (fertilizers, pesticides, concentrates...)
suppliers. Downstream actors correspond to agricultural commodities processors and/or
purchasers (dairy and cheese processors, millers, slaughterers...). Upstream and down-
stream actors are often the same and have a lot of influence on farmers’ decision.
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(Barnard and Nix, 1979, Kay, 1986, Turner and Taylor,
1998, Casavant and Infanger, 1999, Olson, 2004), but no
French farm management handbook has addressed farm
management as a continuous process (planning, imple-
mentation, control, action). French farm management
academics have ignored this literature for the last 30 years
and have not published in the English language. Agri-
cultural economics is more developed in France than
Farm management science, especially because the French
National Institute for Agricultural Research (INRA)
has paid less attention to this subject. In France, farm
management has been largely influenced by economic
concepts. Even today, farm management methods are
based on an economic diagnosis using a comparative
benchmarking analysis between farms. The best farms
are considered to be those which are the most profitable,
based on the assumption that farmers are only motivated
by profit with a substantive rationality (Simon, 1982).
The objective of the present French system is to iden-
tify the factors which explain how to be more profit-
able, and to give advice to use these levers (Chombart
de Lauwe et al., 1969). Of course, other approaches
consider farmers as agents with bounded rationality
who try to obtain a situation that is not Pareto optimal
(Simon, 1982). In reality farmers can have numerous
goals, which are in competition with each other, and
the advisor in a systemic approach has to make a dia-
gnosis of the whole farm to understand how to help
the farmer to be satisfied (Marshall ef al., 1994). These
approaches based on diagnosis are static, use historical
and obsolete data, and are not designed to help farmers
to be more adaptive. A notable exception in France
is Hémidy et al., (1996) who, in the mid-1990s, pro-
posed the implementation of a strategic management
approach in farming.

To develop strategic management in farming, the chal-
lenge is to be able to give advisors the ability to initiate
and support farmers in their development of strategy.

The objective and originality of this paper is to present
the outline of a methodological framework to assist in
the implementation of strategic management within Cumas
in a complex world where sustainable development is a
main issue; in other words, to help cooperative members
to formalize and to manage a strategy in order to be
more sustainable and more resilient.

As Bossel and the Balaton group consider (Bossel,
1999; Bossel 2000): “Human society is a complex adaptive
system embedded in another complex adaptive system - the
natural environment - on which it depends for support.
These systems coevolve in mutual interaction, and they
each consist of a myriad of subsystems that coevolve in
mutual interaction. There is permanent change and evolu-
tion. Moreover, this ability for change and evolution must
be maintained if the systems are to remain viable (able
to cope with their changing system environment) and sus-
tainable. The sustainability goal translates more accurately
into a goal of sustainable development”.

Sustainability is a dynamic concept. Societies and their
environments change, technologies and cultures change,
values and aspirations change, and a sustainable society
must allow and sustain such change, ie. it must allow
continuous, viable, and vigorous development, which is
what we mean by sustainable development.

This methodological framework has been developed
as part of 2 research projects named PerfEA (i.e. overall
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Figure 1: The strategy is the overall approach which allows the achievement of cooperative members’ objectives

farm performance), and more recently, PerfCuma (i.e.
overall performance of Cuma)’.

Before presenting this research, we review the con-
ceptual framework that governs the project in section 2.
Then we present the research system in section 3 and
the methodological framework in section 4. Finally,
we review the implications that such a study can have
for farming advisory services in section 5.

2. Analytical framework of the strategic
management approach

2.1.The conceptual framework underlying the
project

We chose to build on a framework that is well known in
management science: a continuous improvement cycle
(Deming or Shewhart cycle). We used this cycle in order
to organize the thinking around the building of our
methodological framework to support strategic manage-
ment. The concept of continuous improvement involves
a number of sequential steps:

(1) Planning the strategy requires the definition and for-
malization of a general policy, broken down into
strategic objectives and action areas, and then the
construction of an action plan;

(2) Implementing the action plan brings the ‘“‘as is” or
current situation to the “to be” or future situation;

(3) Monitoring the results allows the assessment of the
desired performance and the action plan;

(4) The examination of the strategy as part of this
assessment should include the adjustment of strategic
objectives as necessary and the modification of the
action plan. Based on the analysis that the members
of the cooperative perform of their specific situation
and the changes in their environment, the strategic
management approach allows them to establish and
implement a cooperative management project. It is a
question of being able to build a strategy and obtain

3 PerfEA is a research project about the issues surrounding farm management carried out
from 2009 to 2012. PerfEa is centered on the commitment and participation of numerous
and different stakeholders to co-construct a method to help farmers to plan and to
implement and to monitor their strategy. PerfEa was supported through European Regional
Development Fund, French National Development Fund, Auvergne Regional Fund and
Ademe funds. PerfCuma, based on PerfEA but dedicated to Cuma was conducted in
2014/2015.
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the necessary elements to make choices and adjust
the priorities of the different objectives. The approach
must be able to give members the means to manage
their activity and to engage them in a process of
continuous improvement (Figure 1).

2.2. Two conditions for acceptance by the
decision makers in cooperatives

We chose to use the strategic management approach
and took into account two extra requirements. The first
requirement is the desire not to produce normative
recommendations, but to work within a methodological
framework that produces an appropriate and relevant
strategy taking into account the specific situation of each
cooperative and its specific environment. The second is to
go beyond the definition of strategic objectives and
to give members the opportunity to develop manage-
ment tools and performance indicators that are relevant
to a continuous assessment approach. This approach
allows the members to build tools that can help them
take stock of their strategy and their ability to achieve
the defined objectives.

3. Research with public agricultural school
farms and ahe cuma

We chose to work with 7 farms owned by public
agricultural education institutions based in the Massif
Central region (central France) to create the PerfEA
method. These farms play an experimental and develop-
mental role which is an appropriate framework for our
research. They also enable an initial design activity that
would not be supported by private farms (risk-taking
and freeing-up time for design activities). Farms owned
by agricultural education institutions are complex struct-
ures. In addition to the need to ensure economic balance,
they must be a powerful teaching aid. These farms are
dependent on the institutional environment and local
agricultural policy, and may at times be caught in the
middle of power games. There are often many stakeholders
associated with what currently happens in the Cuma.
To build a farm management project therefore requires
real strategic thinking. Indeed, farm managers are faced
with methodological difficulties in relation to the successful
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management and control of the farm: how to mobilize
employees, manage the processes, facilitate discussion,
prioritize objectives and actions, and define the evalua-
tion process.

We carried out the PerfCuma research program
in 2014 and 2015, with the 4 following aims. 2 main
criteria for success for the PerfCuma project were stated:
(1) the first was to educate Regional Cuma Federation
advisors so that they could help Cumas to implement a
strategic management process based on PerfCuma. (2)
The second was to adapt the PerfEA methodological
approach for Cumas using the PerfCuma research project
in the Auvergne region (central France). 3 advisors
were trained and the methodological process adapted to
Cumas is now operational, and numerous Cumas have
benefited from this scheme.

To adapt the PerfEA methodological approach to
Cuma, 5 Cumas and their cooperative federations were
involved in the project. A third objective (3) was, for the
Cuma members, to define their strategy themselves and
to have a balanced scorecard (BSC) to implement and
manage the strategy for the next 5 years (cf. section 4.
and Appendix to get an overview of the BSC). The
Cumas were volunteers and had to respect 2 conditions:
They had to want to take part in collective strategic
thinking by including, if possible, all their members;
due to the financial support they had to be located in the
Auvergne Region. The implementation was successful.
PerfCuma is a success story because Cuma members are
satisfied. Participant satisfaction surveys were organized.
The members appreciated having the opportunity to
express their opinions and to have been listened to. They
also appreciated the advisor’s behavior, because the atmo-
sphere was respectful, sympathetic, and constructive. They
felt that everybody was at the same level. They appreciated
the quality of the discussions, and enjoyed the originality
and the wide range of the topics covered. Finally, they
appreciated deciding their own strategy, and having a
Balanced Scorecard to manage it. Both the PerfEA and
the PerfCuma approaches are now used by numerous
stakeholders: farms owned by public agricultural educa-
tion institutions, private farms, and Cumas all over France.
A new educational program within Agricultural High
Schools has implemented PerfEA and PerfCuma, and an
ongoing training for agricultural teachers, Cuma advi-
sors, and agricultural advisors was created 3 years ago.

The final objective (4) was stated by the funding
authorities who financed the PerfCuma research project
and who allocate subsidies to help Cumas to be more
efficient, related to the new part of regional policy
dedicated to supporting Cumas. The regional political
authorities wanted to take into account new criteria
related to management (without knowing exactly what
kind of criteria). At the end of the PerfCuma research
programme, the regional authorities, in agreement with
the Regional Federation of Cuma decided, starting in
2016, to make their financial assistance (to fund equip-
ment) dependent on the implementation of a strategic
management process like PerfCuma. Since 2016, the
same strategy has been implemented by the French
ministry of agriculture in collaboration with the French
National Federation of Cumas.

The Cuma methodology uses specific tools to collect
the individual point of view of each cooperative member.
This method helps the group to decide collectively in

International Journal of Agricultural Management, Volume 7 Issue 1

PerfCuma: A framework to manage small cooperatives

a participative and consensual way. The aim is to have
a project shared by all the stakeholders in the Cuma.
The framework is now formalized as a guidebook, and
3 cooperative advisors were trained in the PerfCuma
method. They can use it to respond to the needs of Cumas.
The guidebook helps them to integrate social innovation
and strategic management to improve overall perfor-
mance in their business models. The method can be
deployed in other cooperative federations because we
have developed a curriculum to train cooperative advisors.

4. A methodology for the implementation of
strategic management in a cuma

4.1. Three successive steps
The methodology has to support cooperative members in
a process that is broken down into three successive steps.

The first step (Figure 2) is based on an analysis of the
future of agriculture, the environment, and the motiva-
tion of the cooperative’s members. This strategic thinking
approach typically involves several areas for considera-
tion, each representing different goals. A review of past
successes and failures, the expression of a vision by
projecting into the future (4 to 5 years), and the
expression of the values that drive the organization.
Cooperative members must also discuss missions. The
internal and external analysis is necessary for the
strategic approach, because it allows the organization
to agree on the goals to be achieved and actions to be
implemented.

To illustrate it, we give below an example based on the
Cuma Smith. Cuma Smith is one of the largest in France.
The cooperative has 60 members with 16,500 acres
and 5,900 Livestock Units (See Appendix 1). The main
collective value defined by Cuma Smith members is
mutual assistance and solidarity. A mission is to provide
low operating cost equipment, and the vision is to stay
on course: to always move forward in satisfying members
by keeping a good atmosphere in the Cuma, and by the
development of the equipment. The simplistic measure of
success is to succeed in growing, which would mean the
members are satisfied. But the main issue is to maintain a
good atmosphere, low cost, and commitment.

Because the challenge is to help cooperative members
to deal with complexity, we carried out a theoretical
methodology based on the concept of a systemic approach
to change. The discussion with cooperative members is
based on the capacity of the cooperative to deal with its
environment and unforeseen circumstances.

We use the framework from Bossel and the Balaton
Group (1999) to encourage cooperative members to
discuss the overall performance of the cooperative. This
methodology is based on the systemic approach and
considers the Cuma as a system which has to deal with its
environment (Figure 3). We postulate that sustainable
systems necessarily meet certain conditions as determined
by the relationship between the system and its environ-
ment. From this perspective, the framework defines a set
of 6 basic features which characterize the various types of
relationships that define the sustainability of a system in
its environment: existence, effectiveness, security, adapt-
ability, freedom of action, and co-existence.

Cooperative members have to discuss the sustain-
able development of the Cuma. Several indicators are
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1.1 Workshops to debate the values and the vision of
the organisation

Figure 2: First step: From the workshops to a causal map
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Figure 3: Fundamental properties of system environments and their
basic orientor (Source: Bossel 1999)

scrutinized. For each basic feature, questions are posed
to members (Figure 4).

For example, for the security of the Cuma, we ask
members if they think their Cuma is secure, safe and
stable, what shocks could drastically affect the Cuma,
and what members can imagine as actions to become
more resilient. We ask members to bring together their
perceptions about resource scarcity in order to discuss
the effectiveness of the cooperative. Figure 5 presents an
overview for Cuma Smith of all answers the members
gave in a collective workshop.

This first step needs an advisor, a facilitator (Schuman,
2005), to organize the discussion in such a way as to collect
the information necessary for the next step, a causal map.

ISSN 2047-3710

1.2 A causal map to formalize individual and collec-

tive representations of the organisation

The causal map formalizes individual and collective repre-
sentations about what members want to do together. The
causal map is presented below (section 4).

From an epistemological point of view, this method
takes its roots in the socio-constructivist paradigm
(Vygotsky, 1978). The interactions between the actors
and the tools used to help to design a collective represen-
tation of the behaviour of the system are also articulated
in order to support individual and collective learning.
Following Kaplan and Norton (1996), we consider that
there are some central ideas linked to various causal
idea chains, and the challenge is to identify them, and
to focus the farm management on what has become a
specific strategic target. This is the objective of the next
step (2).

The second step (Figure 6) is to formalize the strategy,
and to support the strategic management and the evalua-
tion of the performance obtained. This step involves sup-
porting cooperative members in the definition of strategic
areas, and the selection and prioritization of business
objectives. It is based on the creation of a balanced score-
card as a primary tool (Chabin, 2008). This scorecard
can be multi-dimensional, integrating criteria that are
financial and non-financial, short and long term, quali-
tative and quantitative, retrospective and prospective.
Using the measurements produced, the Balanced Scor-
ecard reflects the degree of success of the strategy. It also
aims to integrate non-financial indicators that are expected
to provide a prospective overview of the company and
its environment, which explains why we talk about a
balanced scorecard (Kaplan and Norton, 2004); (Noell
and Lund, 2002).

Following Kaplan and Norton (2004)’s point of
view, we consider that measurement is fundamental to
managers. If companies try to improve the management
of their intangible assets, they have to integrate the
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Figure 4: General scheme for identifying indicators of viability (Source: Bossel 1999)
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measurement of intangible assets into their management
systems. The first step helps us to take into account
these strategic intangible assets. But contrary to Kaplan
and Norton, we do not impose the 4 topics raised by
them, because PerfCuma is not a normative approach.
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Thus, indicators of sustainable development are needed
to guide strategy and decisions, and they are chosen by
the members. Each selected measure must be an element
of the causal relationship string, expressing the strategic
direction chosen by the Cuma. The number of indicators
based on the central ideas should be as small as possible,
but with as wide a coverage as possible.

The third step (Figure 7) is to define an action plan
which presents the means (financial, technical, human, etc.)
necessary to implement the strategy, and then to support
the monitoring of the implementation of the strategy.
The balanced scorecard includes the action plan and helps
the monitoring of the roadmap over a 4-5 years period (see
Appendix 2 for an example of such a balanced scorecard).
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The balanced scorecard focuses on less than 10 indi-
cators, to allow Cuma staff members to monitor clearly
the implementation of the strategy. For each strategic
target based on the central ideas of the causal map, there
is a SMART strategic indicator (Doran, 1981): Specific;
Measurable; Assignable; Realistic; Time-related. And
for each indicator, there are between 1 and 3 actions to
complete.

For Cuma Smith, a central point concerns the ability
to stay a step ahead. After discussion, Cuma members
chose collectively a “Regular investment” indicator. In fact,
they decided that it should be to spend 100,000€/year
to finance equipment, and they wanted to maintain this
effort for the next 4 years (it is a SMART indicator),
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so the action plan includes both ‘“‘to renew equipment
as soon as it is amortized”” and ‘‘to keep a watchful eye
on robustness of the equipment at purchase’.

4.2. A causal map ensures the link between steps
The link between the first two steps is ensured by a tool
used to build, represent, and negotiate strategy: the causal
map. This is a tool which has not been used in France
previously to define strategic choices in relation to farming.
The use of a causal map to explore the cognitive structures
of an organization is now widespread in management
research (Huff, 1990; Laukkanen, 1998). Particularly suit-
able for strategic approaches (Eden, 1988; Cossette 2003),
a causal map helps to formalize individual and collective
ideas. The cognitive approach allows company manage-
ment to gain a greater understanding of their strategic
situation, and facilitates the identification of problems
and their interrelationships. It also helps to develop new
ideas for possible directions for the company, in order to
facilitate decision-making in relation to strategic choices.
The causal map has been used to study the cognitive
representations of different actors in various different
contexts, some similar to those studied here, such as the
performance of cooperative wine makers, or the model-
ling of perception with regard to the socio-ecosystem of
farming among farmers (Fairweather, 2010), or with the
Strategic Options Development and Analysis framework
(SODA) which has been used extensively with organiza-
tions public and private, large and small (Ackermann and
Eden, 2010). In practical terms, it is a graphical repre-
sentation of defined concepts based on causality links
which are identifiable by the statements that unite them.
The causal map is relevant for representing the complexity
of a system by creating links between all the concepts
which are involved in the context studied.

The representation of elements in a map can help
to clarify meaning. It shows the causal relationships and
the reasoning behind the decisions taken. The causal map
is both a tool for communication, and an analysis tool
(Cossette, 2003). The causal map is a mediation support
tool that clarifies thinking and decision making, and faci-
litates agreement on a strategy and the creation of a vision.

The structure of the map is an analytical support.
It identifies causal links between different ideas and thus
facilitates the identification of the processes represented
by the map. It is possible to identify multiple links (more
or less interdependent, more or less competitive, more or
less contradictory, more or less important) that lead to
the achievement of the same objective. These links form
part of different coherent sets from which the strategy can
be developed. In a Cuma, coherent sets of goals emerge
that are focused around economic, social, and local devel-
opment themes. The links can also identify the strategic
areas that form the basis for the implementation of the
cooperative’s management project.

In practical terms, in our project, a causal map is itera-
tively established with the assistance of a data processing
software expert, experienced in the use of suitable soft-
ware (Decision Explorer™ — Banxia™ Software), based
on the elements provided by each of the tools used in the
first step. The different maps produced are presented for
discussion, amended, and validated by the stakeholders of
the strategic approach. For a Cuma involved in the pro-
ject, the stakeholders are, for example, farmer members,
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employees, members of other Cuma, members of admin-
istrative boards. The final map obtained is used to
support the definition of the strategic objectives, the
actions agreed, and the indicators to be used to assess
performance.

In addition, the causal map provides multiple analyses
that can be used as part of a strategic approach. There-
fore, it is possible to perform statistical analysis based on
the map. One possible analysis can highlight the concepts
that are essential to the strategy. The software helps the
analyst and the cooperative members to identify the goals,
the key ideas, the driving forces, and the performance
measures from the mass of ideas (Figure 8). We accept that
the causal map is unreadable, but our objective is to show
how we represent complexity. Complexity comes from the
Latin word “Complexus” that means “what is weaved.

Next the analysis indicates strategic targets, and
cooperative members have to select 8 to 10 key issues
on the causal map. They are key because they are nodes
at the heart of the map and, as a result, they are the
relevant strategic issues. If any of these issues is magni-
fied it has an impact on the whole system. Then Cuma
members have to define an indicator for each of the §
to 10 selected key issues to drive the strategy, and they
have to define the goal for each indicator to build the
balanced scorecard.

Causal mapping takes a central place in the proposed
methodological journey because it is:

(1) a support tool that acts as an intermediary, facilitat-
ing the cognitive process (Vinck, 2000);

(2) an aid that provides a representation of the processes
implemented in an organization, and facilitates the
identification of the core elements of the strategy;

(3) a tool that takes complexity into account without
removing it (Axelrod, 2015);

(4) a mediation tool that helps to ensure that a group
has a shared vision of a given strategy (Eden, 1988).

5. The place of advice and the conditions of
transferring the approach to the cuma

The effectiveness of the strategic thinking is dependent
on the relevance of the processes involved. Strategic
thinking cannot be satisfied with a single individual
thought; it requires an external, distanced, and independent
perspective. This observation is not new (Hémidy ez al.
1996); it requires the involvement of an advisor. The
advisor plays an important role in ensuring that all partic-
ipants understand the thought processes involved, and
in facilitating communication (Von Korff and Guetta,
2005); (Schuman, 2005).

The implementation of strategic management requires
the support of an advisor, and requires some consideration
as to the organizational arrangement for such advice.
Starting with the idea that a successful strategy is not
only defined by the degree of achievement of the objectives
set, but also that it is the result of a collective vision
that has its foundations in individual propositions which
each person develops from his own organization and
strategy, we suggest that structuring advice around
groups of farmers and collective groupings will help to
achieve the required results (Pervanchon e al., 2007,
Compagnone, 2009).
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Figure 8: The causal map of the Cuma Smith

At the beginning of our research project, by taking
into account academic literature (Jermann etz al., 2001),
we postulate that the advisor is responsible for guiding
the participant in the process toward effective collabora-
tion and learning. He is a facilitator who is able to
address collaboration issues as well as task-oriented
issues. Collaboration issues include the distribution of
roles among members, equality of participation, and
reaching a common understanding and a shared point of
view without neglecting divergent opinions, while task-
oriented issues involve the understanding and applica-
tion of key domain concepts. Based on this definition of
the advisor position, we have built our ongoing counsell-
ing methodology to implement management strategy for
farms and cooperatives (Cuma).

After numerous experiences of PerfEa and PerfCuma,
the following lessons were learned: The function of the
advisor is to ensure the smooth implementation and effi-
ciency of strategic processes. The advisor relies on the
methodological itinerary to identify the content and per-
forms a synthesis and analysis function. His only interven-
tion in relation to content is to reformulate or summarize it.
The advisor should have a good knowledge of the tools
used in the methodological journey in order to be able to
adapt them at any time according to the group’s outputs.
Collective and individual expectations are not the same;
some participants already have established strategic think-
ing abilities, others do not. This is where the advisor’s role
is essential: he must be able to immediately adapt the
processes he wishes to implement with the group to support
its thought processes, adjusting them to the group’s specific
stage of development.

ISSN 2047-3710

The relevance of the proposed methodological frame-
work relies heavily on the capacity of the advisor to
create satisfactory conditions for its use, and the advisor’s
capacity to mobilize actors according to the different
stakeholders involved in the operations of each coopera-
tive. That is why one of the objectives of our research
was to train advisors to deploy the method.

6. Conclusion

Based on the view that cooperative members can identify
their own situation with the help of a third party, the
strategic management approach we propose allows farmers
to establish a cooperative management project, and set
up the continuous improvement of their projects. The
methodology is suitable for any kind of cooperative.
The test on the Cuma was successful and we think that
the framework is flexible enough to be adapted to other
contexts and to other cooperatives. It is currently formal-
ized as a guidebook, and we have developed a curricu-
lum to train advisors in Cuma and farm management
strategy.

This paper is a contribution to the discussion about the
support of the strategic management process in agricul-
ture. We discuss how the ongoing counselling methodology,
as exemplified by PerfEA and PerfCuma to implement
management strategy and its tools, is a learning support to
facilitate the transition towards sustainable development.
This learning is individual, collective, and organizational.
According to loop-learning theories, this learning addresses,
to different extents, improvements in practices, revisiting
assumptions, and reconsidering values and beliefs.
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This work might be extended to the expected develop-
ment in the environmental certification of farms, or the
increased focus on sustainable development and corporate
social responsibility. The strategic management approach
could emerge as a lever for action with regard to public
agricultural and environmental policy, both in terms of the
adaptation of farmers to changing public policies, and in
terms of the conditionality of public support.

The approach of providing advice to farmers and agri-
cultural cooperatives in the area of strategic management
should be considered as a learning aid that will strengthen
the capacity for the strategic thinking of individuals and
collective groupings, as well as strengthening their ability to
integrate sustainable development issues into their activity.
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Appendix 1: Strategic paper (recto) of the cuma smith

CUMA Smith
Contact details

Presentation

60 adherents : 100 FTE

+5 CUMA members

14 towns

Total cultivated area = 16 560 ac with 14 580 ha
meadows

dairy, suckler and mix dairy-suckler cow, sheep,
horses

5900 UGB

turnover : 172 000 €

Activities distribution

W harvest

M soil amendment

m handling
traction

mtillage

M land settiement

mfood factory

W compact
excavator

mother

M neighbouring
Cuma benefits

Missions

To respond to the needs of all adherents

To offer reliable, efficient and adapted equipment
To offer a reasonable operating cost for equipment
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Values
Mutual assistance,

adherents

of our work tool

adherents

solidarity, guarantee for
Involvement and control

Listening and respect of

Philippe Jeanneaux et al.

« All together
in the service of performance»

Vision

To stay on course: to always move
forward to satisfy adherents by keep good
atmosphere in the CUMA and by the
equipment evolution

To have a building and an employee

Strategic lines:

enables collective projects achievement

a building and hire of an employee

Line 1: The CUMA have to continue to master its destiny, through generations, and
enable the improvement of the technical, economics and social performances
Line 2: By the good mind and the right of expression of the adherents, the CUMA

Line 3: The CUMA have to be identified on its territory by the other actors to erect

Design : CUMA Smith adherents — 2015 — PerfCUMA project

Sowroe| 3 | B @
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Appendix 2: Strategic paper (verso) with the balanced scorecard of the cuma smith

STRATEGY BALANCED SCORECARD ACTION PLAN
Line | Strategic target Indicator .Pre.se A o Wiskind st.ate Main actions
indicator and deadline
-Global activity of | -turnover = 170 000€ ALl. To deal with the variations of turnover/tool and identify the meanings in
The equipment respond the CUMA “turnover/tool (refer | To preserve case of decrease, every years in Dgcember flunng the |r)v0|C|ng
to the adherents needs | _ Activity /tool to accounting) A2. To ensure the respect of starting commitments until the end of tool
il 8 amortisation
To stay on course (to Regular . A3. To renew equipment as soon as it is amortized and there are costs
stay a step ahead) investments 100000€/year o preserve A4. To be watchful on the tool robustness at the time of purchase
AS. To let adherents know when a tool is under-employed and encourage
them to use it
1 | Todecrease the -Adherents number | > adherents A6. The maintenance is made by the adherent after each operation
production costs of the Uniies hismber - Unities number To preserve A7. The tool responsible checks the maintenance of the tool after each a
adherents (refer to accounting) return
A8. To raise awareness among adherent to they feel actors of their CUMA
(meeting with adherents, communication in meeting)
-5 to 10 meetings A3. To keep the frequency of the meetings
To dm:mrthe control ¢ The board is Jyear T A10. To plan the next meeting at the end of the last meeting
and theanagement d dynamic -All the attendees opreseve All. To be vigilant on the dialogue in meeting
the CUMA arahére A12. To keep the motivation of the board members
. e A13. To have 2 general assembly/year : in spring and in autumn with a meal
To have a good mind in Pamcupatlor.\ rate 20% 100% Al4. To organise a yearly meal outside general assembly, < 2 years
the CUMA to the meeting Now A15. The executive board is vigilant on the good mind in the CUMA
2
All adherents have an I PP —— A16. The president goes around the table during each meeting
opportunity to express £ 8 Y |10 preserve A17. To invite each new comer to a meeting of the executive board before to
themselves of exchange fyear integrate him in the CUMA
Municipal A18. To meet the mayor and invite him to the general assembly of May 2015
To have the plot The spot is located decision is taken | A19. To meet the president of the federation of municipalities during 2015
To have a building (2400t0 3600 sq. | (0,6 mi around to acquire the A20. To put a figure on the project during 2015
yd.) Soubizergues) plot A21. To evaluate the financial impact for the CUMA and its adherents during
3 <5 years 2015
An enough hours A22. To acquire the plot for the building as soon as possible
An enough hours numberiorsn A23. To conduct a survey of adherents to estimate the needs of labour (hours
To hire an employee Nothing number) after the erecting of the building
number FTE " £ 5 - —
A24. To define precisely the skills of the employee when the hiring decision is
<Syears taken
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