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Identifying farm/ranch 
and family goals 

Paul H. Gessaman 

This is one module of the 
Business Management in Agri- 
culture series and is intended to 
be used with its corresponding 
videotape. The script may vary 
from the actual videotape text. 

Paul H. Gessaman is an agricultural finance economist 
for the Nebraska Extension Service. He has taught 
agricultural economics at the University of Nebraska since 
1970 and has written more than 80 publications on goal 
identification, goal-directed management, in-service 
education, and community development. 

He was a project director for a series of regional and 
national Extension in-service education programs, and he 
hosted a "GOALS" conference in 1985 for Extension 
personnel. 

Gessaman holds a B.S. in agricultural science and an 
M.S. in agricultural economics from Montana State 
University. He received a Ph.D. in agricultural economics 
from Cornell University. 

Before enrolling in college in 1962, he produced dryland 
grain and cattle in north central Montana. He retains 
ownership and management interests in that farm. 

Purpose 
The purpose of this module is to introduce you to the 

major concepts and approaches of goal-directed 
management Topics include: 

1. the nature of goals and their importance in life, 
2. the nature of goal-directed management, 
3. use of a recently developed process for goal 

identification, and 
4. techniques of priority setting and management plan 

development 

Videotape script 
By Paul Gessaman 

Imagine that you just won a lottery with a big payoff. 
For the first time in your life you're able to do almost 
anything you want without worrying about the cost So you 
take a vacation - maybe a second honeymoon — and you 
spend two glorious weeks on Waikiki with sun and surf, 
good food and relaxatioa 

Now the two weeks are over. You've said goodbye to 
beach, sun, stariit nights and warm breezes. Your airplane 
has just taken off from Honolulu Airport for a nonstop flight 
to the mainland. You hear this announcement: 
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"Ladies and gentlemen, this is your captaia As you 
know, we just left Honolulu and now we are traveling east 
across the Pacific Ocean. If all goes well, in a few hours we 
should be able to look down and see land. If we do, well 
huntforacity. If the city we find has an airport thafs large 
enough, well land and find out where we are. Then well 
decide where we are going on the next leg of this flight 

"Meanwhile, just sit back, relax and enjoy the flight 
The jet stream is behind us, and well soon be traveling at 
more than 550 miles per hour." 

Would you want to ride on that airplane? How confident 
would you be that you would arrive safely and on time? 
Would you wonder what you gained by traveling more than 
550 miles per hour when you couldn't identify your 
destination? 

Do you ever fed that your life is going by at 550 miles 
per hour, but you don't know the destination? Are you a 
chatter member of the "non-directed rural rat race?" If so, 
you may be like our fictional airplane and pilot -- moving 
fast making noise, but uncertain about your direction and 
without a place to land. 

If you want to be an effective manager of your home and 
farm or ranch, you need to know where you are going, haw 
you intend to get there and when you intend to arrive. Those 
insights come directly from goals - your statements of what 
you want to achieve in life. 

If you've never identified goals, or if you've identified 
goals but don't know how to attain them, you're not alone. 
Most people hope for a better future, but few identify goals 
that describe the future they want Even fewer consistently 
manage for goal attainment 

In this module well deal with five closely related topics 
that can help you be a better manager. They are: 

1. goals and their importance in life, 
2. the nature of goal-directed management 
3. identifying goals, 
4. priority setting and 
5. developing a management plan. 

Goal questions 
Have you and your family ever pondered questions like 

these: 
• What do we really want in life? 
• What can we do that will be most productive and 

worthwhile? 
• What should we do to capitalize on the interests and 

abilities of family members? 
• What are we really trying to achieve as we use our 

time, effort, money and management skills? 

GOAL QUESTIONS 

• Where are you going? 
• How will you get there? 
• When will you arrive? 
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GOOD MANAGEMENT 
IS A GOAL-DIRECTED 
ACTIVITY 

• When should we be able to achieve these things? 
• How do we resolve the inevitable conflicts of life? 
These are fundamental questions of life that are not easily 

answered. They are goal questions concerned with die 
hopes, dreams and ambitions of you and your family. 

Goals are personal; they reflect your values and beliefs, 
the resources you have to woric with and die opportunities 
and limitations you face. Goals are unique personal 
statements. They are visions of the future held by each 
person, family and business unit 

If goals are this personal, you may wonder why I talk 
about them as pan of a general discussion of family and 
business financial management I talk about them because 
individuals and families are much more likely to achieve the 
things they want in life if they know their goals. They are 
more likely to succeed when they know what they are trying 
to accomplish, how they want to carry out their actions or 
decisions and when these actions or decisions are to be 
completed. 

Since goals are statements of the things individuals and 
families want to achieve, it follows that goals can provide 
direction and guidance for management Good 
management is a goal-directed activity. 

If s impoitant to recognize that goals, priorities and 
management plans are not final and unchanging. The 
human, physical and financial resources that can be used for 
fanning or ranching and personal life may change. When 
market prices change; when family members many; when 
death claims a spouse, parent or partner, when land is gained 
or lost, you'll be working under new conditions. 

Some of your original goals will continue to be 
important Others may become unimportant or infeasible. 
New interests and goals will emerge, priorities will be 
updated. Management will change as goals and priorities 
are revised and updated. Despite die time and effort 
required, updating is important It reconfirms or modifies 
your goals, adds to your personal goal commitment and 
improves your capability for effective management 

Goal-directed management 
Too often we act as though business activities are 

managed only to maximize profit that the highest possible 
profit ensures we'll attain important conditions and 
possessions. However, casual observation and careful 
study indicate there is more to business and personal life 
than profit maximization. 

It's not that profits should be ignored; we all know 
profits are vital to any farm or ranch business. But neady all 
persons, families and business managers want to achieve 
things other than more and more profits. The 64-dollar 
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question then is: What are we, or what am I, managing to 
achieve? 

If we have identified goals that represent our hopes and 
dreams, it seems only reasonable to manage for goal 
attainment Thafs not really a revolutionary idea. Nor is it 
one that many people would argue with. But following that 
idea requires that we think in a different way than we 
typically have. It requires that we think first about goals, 
then about the enterprises and activities needed for goal 
attainment, and then about the resource base required for 
those enterprises and activities. 

Goal-directed management recognizes that each person 
on a farm or ranch has a set of goals. It also recognizes that, 
though some of those goals may be widely shared, it's likely 
that there will be many person-to-person differences; within 
most families and operating units, goal conflict will be 
present For most families and farm or ranch units, having 
many goals, and the resulting goal conflicts, creates a need 
for discussion, negotiation and compromise so that high- 
priority goals can be selected. 

Attainment of high-priority goals takes precedence in 
management decisions. A management process in which 
high-priority goals determine management decision criteria 
- where goals provide focus and direction for management 
- is called goal-directed management 

Should management goals emerge from a pattern of 
decisions over time? Or should goals be openly identified, 
discussed and prioritized before management decisions are 
made? The second approach provides a reasonable basis for 
goal-directed management 

By goal-directed management, I mean a situation where 
these conditions are present 

• People are more motivated and do better work if they 
like their work and management responsibilities. 

• Family members are more willing to support and 
work with goal-directed management if they 
participate in a formal goal identification and priority- 
setting process. 

• All adult or near-adult family members are involved 
in farm or ranch decision making. 

• The farm or ranch business unit and the family unit 
are closely linked and interact with each other. 

• Business operations and family life put competing 
demands on physical, financial and human 
resources. 

• Goal conflicts and resource limitations can best be 
dealt with through priority setting. 

With these assumptions in mind, well start a goals 
process similar to the "GOALS" process I use in financial 
management workshops. Well use a shortened version 
because the complete "GOALS" process requires more time 
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GOALS PROCESS 
STEPS 

1. Self assessment 
2. Goal identification 
3. Priority setting 
4. Management plan 

than is available today. If you want to know more about the 
"GOALS" process and materials, your facilitator has more 
infonnatioa 

The goals process includes four interrelated steps: self- 
assessment, goal identification, priority setting and 
developing a management plaa 

Self-assessment 
Is there anyone in fanning or ranching who hasn't asked 

at least once, "Why did I ever want to be a fanner or 
rancher?" If s only human nature to ask that question 
immediately after a hailstorm has destroyed your crop; or 
one or more young stock have broken through ice and 
drowned; or the vet said, "Well have to quarantine your 
herd"; or grain must be sold to make a debt payment, and for 
two weeks the price has gone down; or snow is falling and 
an already late harvest is just starting. 

Under these conditions, "Why did I... ?" is a typical 
human response that carries little real meaning. However, if 
"Why did I... ?" is part of your thinking even when things 
are going well, it may be a signal that life would be more 
satisfying if you made major adjustments or changed jobs. 

No one but you, or you and your family, can know 
whether you really want to be a fanner or rancher. Even if 
you do want to be a farmer or rancher, it may not be feasible 
to continue. However, you may find that alternative 
opportunities are limited; staying in farming or ranching may 
be the best choice for now. 

It's important to recognize that the goals process will get 
you thinking about many things - including the feasibility 
and desirability of continuing in agriculture. 

Agricultural production and family life interact 
constantly. They reflect the same values because they are 
carried out by the same persons. They draw on the same 
resources and use die skills of the same persons. The self- 
assessment exercise recognizes these interactions and 
focuses on the interests, skills, abilities, motivations and 
satisfactions of all members of the family and business unit 

Before you receive more complete instructions from your 
facilitator, I'd like to talk about the following important 
aspects of self-assessment 

• There are no right or wrong answers. The correct 
answer is the one that most accurately describes your 
objective response. 

• Each person should complete the self-assessment 
exercises without discussing the questions or 
answers. 

After you've answered the questions, discuss your 
responses with others in your family and farm or ranch 
operatioa In that discussion, observe three ground rules: 
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Be open and honest with one another, resist the temptation to 
make value judgments about each other's statements and 
hold your reactions until the other persons have fully 
expressed their ideas. 

When disagreement occurs, discuss the differences. If 
your discussion does not result in agreement, record the 
range of perspectives so you have a more complete inventory 
of the interests, skills and abilities within the family and 
business unit You'll use those insights later when you 
identify goals, set priorities and develop a management plan. 

Keep in mind that self-assessment is not intended to tell 
you that you should or should not stay in fanning or 
ranching. Self-assessment will help identify family 
members' interests and motivations. It will also help you 
identify the person or persons best able to cany out each 
major farm or ranch management or production 
responsibility. 

Now it's time for your facilitator to take over and 
provide instmctions for self-assessment Exercises 1,2 and 
3. 

Part II 
By now you probably win have completed the self- 

assessment exercises. 
The first two exercises demonstrate the potential and 

power of responding to questions about your life experience, 
sharing those responses with others and writing down 
insights drawn from the responses and discussion. 

Exercise 3 generates insights that you may find useful as 
you think about your future. Such insights may make you 
aware of potential opportunities, or help you identify reasons 
to continue in present circumstances. Whatever your 
situation, I hope you found it useful to systematically dunk 
about your knowledge and skills. 

Now lef s move on to goal identification — a brief 
discussion period and some exercises that will provide 
insights for the second step of the goals process. 

Shaping your future 
Let's review die goal questions: Where are you going in 

life? How are you going to get there? When do you intend 
to arrive? What do you hope to achieve with your time, 
effort, money and management skills? 

Answers to these questions, and the nature of your 
future intentions, can be found in your choice of goals. To 
emphasize that, rd like you to use your imagination for a 
few minutes. Think of a time line. Well mark the left end 

GROUND RULES 

1. Be open and honest 
2. Don't make value 

judgments 
3. Listen before reacting 
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Your 
Future 

— 

NOW 
i 

THE 
FUTURE 

"now" and the right end "the future." Tbs lire represents all 
the tomonows that lie ahead - your lifetime, your children's 
lifetimes and on and on into the future as far as your 
imagination can cany you. 

If you look at that line and think about any particular 
point on it, there are several things you know. 

That arbitrarily selected time is your future. This is the 
future that will come to pass if you do nothing differently 
from what you would have done had you not seen this 
videotape. Well symbolize it with a box. You know some 
things about that box - your future. You know your future 
will include food, clothing, shelter and other necessities. 
Undoubtedly, it will contain some source of economic 
support — woik or retirement pay - though you don't know 
the exact amount of economic support It seems almost 
certain that your future will contain other people though you 
don't know who they will be. 

Think of the future represented by that box as what 
would come down the pike if today had never happened. 
It's the future that will come about without your doing 
anything differently as a result of viewing this videotape. 

Now think of all the unused space on this figure as 
territory for a host of alternative futures. Like the future that 
happens without effort on your part, these alternative futures 
have sources of food, clothing, shelter and economic 
support Each also contains other people. However, there 
is a key difference between an alternative future and the one 
that will come about if you do nothing differently after 
viewing this videotape. The characteristics of the alternative 
future are specified by goals, goals that describe the future 
you want. 

You will probably have goals that define more than one 
alternative future. And some of those alternative futures may 
conflict Such conflicts are pan of life. Just go on. 
Recognize that goal conflicts exist and that through priority 
setting you give preference to certain goals. Your set of 
priority goals identifies the alternative future you want 

Once you've selected a first-choice future, how do you 
go about reaching it? Picture a line from "now" to your 
"first-choice future." That line represents your goal-directed 
management plan, the path you'll follow from the present to 
the future, identified by your goals. 

Short and long-term goals 
All of us have goals, such as debt-fiee ownership of a 

farm or ranch or "burning" the mortgage on the family 
home, that we work toward over many years. Some goals 
require most or all of a lifetime to achieve. These are long- 
term goals. Goals that can be attained in a month, a year or a 
few years are short-term goals. 
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In farming and ranching, short-term goals often identify 
hoped-for achievements such as securing a lease on adjacent 
land or attaining certain levels of crop production or feed 
conversioa In family life, short-term goals may identify 
improvements of your home or other property, the 
completion of family members' education, or other 
personally important qualitative aspects of life. 

If possible, short-term goals should support attainment 
of long-term goals. When this happens, the stage is set for 
more effective management of family, finances and business 
operations. However, real-life goals are often at least 
somewhat in conflict Business goals and family-life goals 
may compete for die same resources. When goals conflict, 
try not to worry. Well talk later about setting priorities to 
resolve most goal conflicts. 

Wording goals 
What does a goal statement look like? What ideas should 

it contain? The following guidelines may help you express 
your goals in writing: 

• Write goals as action statements. For example,'To 
complete..." or 'To earn..." introduces a 
typical goal 

• Long-term goals usually specify when die goal is to 
be attained. "To pay off the real estate mortgage by 

ft 

• When long-term goals do not have a specific time of 
completion, they usually specify qualitative aspects 
of life. To make it possible for each of our children 
to secure a college or university degree by providing 

tf 
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• Long-term goals should be believable. They should 
describe situations or conditions you can believe in 
and make a commitment to achieve. Avoid pie-in- 
the-sky long-term goals because you won't believe 
in them. And not believing, you won't attain them. 

• Short-term goals have a clearly identified time of 
completioa "To replace our present tractor with a 
125-horsepower model by..." 

• Short-term goals should be attainable. They should 
describe situations that you can make happen with 
diligent efforts under normal conditions. Avoid 
"impossible" short-term goals thai you know can't 
be attained, or you win become discouraged. 

As you write goal statements, you are expressing your 
hopes, dreams and ambitions for the future. You express 
them by identifying where you are going (what you want to 
achieve), how and when you intend to achieve each desired 
outcome. 

Now let*s do Exercises 4 and S. 

CHARACTERISTICS 
OF GOALS 

1. Statements of action 
2. Completion time 

spedfied in most 
cases 

3. May be qualitative 
4. Long-term goals: 

believable 
5. Short-term goals: 

- time spedfied 
-attainable 
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PRIORITY QUESTIONS 

Which goals: 
1. are most important for 

family well-being? 
2. are most important for 

well-being of the farm? 
3. if attained, will aid in 

reaching other goals? 
4. conflict with attainment 

of other goals? 
5. are so important they 

must be attained? 

Part III 
I assume you have completed Exercises 4 and S and have 

written, discussed and rewritten some goal statements for 
farming or ranching and family life. 

Identifying goals does not ensure their attainment Its 
only the vital first step on the road to goal-directed 
management Like travel along a real road, application of 
goal-directed management requires the first step and all the 
steps that follow. Now it's time to take the next step ~ 
priority setting. 

When goals conflict 
If your situation is similar to that of most persons, there 

will be at least some conflict among the goals you identified 
in Exercises 4 and 5. For example, if all goals were to be 
attained at the same time, the claims on your time and 
physical resources probably would exceed the time and 
resources available, so conflicts would arise. Goal conflict 
can arise when wodc toward attainment of two or more goals 
cannot occur at die same time. 

Conflicts also result from having short-term goals that do 
not support attainment of long-term goals. In such cases, 
attainment of a short-term goal may actually impede progress 
toward attainment of a long-term goal. This can happen 
when a family has a long-term goal of increased investment 
in their farm and short-term goals that prevent savings and 
investment 

Since the family unit and the farm or ranch are 
interdependent priority decisions must reflect your best 
thinking about questions like these: 

Which goals are most important for family well- 
being? 
Which goals are most important for the well-being of 
the farm or ranch? 
Which short-term goals, if attained, would aid 
attainment of long-term goals? 
Which short-term goals conflict with, or impede, 
attainment of long-term goals? 
Which goals are so important that they should be 
attained even when attaining them will prevent you 
from reaching other goals? 

Setting priorities 
As you start to set priorities, keep in mind that there are 

no right or wrong answers to priority questions. Like goals, 
priorities reflect your preferences. You need priority-setting 
decisions you can believe in and use to guide management 

Keep in mind that assigning priorities need not mean 
high-priority goals receive all the attention and resources 
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while other goals are ignored. It usually means that, based 
on priorities, your resource allocation decisions give 
preference to activities and enterprises directly linked to your 
high-priority goals. In some cases, you may limit resource 
commitments to one high-priority goal so you can commit 
time, labor, funds and management skills to other goals you 
want to attain. 

When goal conflicts are severe, it may not be that simple 
to set priorities. One person's great ambition might be 
represented by one goal, while a different goal represents the 
lifetime interest of another persoa But you dont have 
enough resources to achieve both. Before hiring an attorney 
or reconciling yourself to never achieving a favorite dream or 
ambition, consider these aspects of priorities: Priorities need 
not be completely either/or decisions, and priority decisions 
need not be permanent 

These flexibilities are illustrated by the second and third 
of the following three approaches to priority ranking. 

In the first approach, goals are ranked in absolute 
numerical order, the first-priority goal is attained before the 
second-priority goal receives allocation of resources and so 
on. Obviously, this approach is not very flexible and has 
limited usefulness. 

In the second approach, goals are ranked in limited 
numerical order; numbers represent priority, but efforts 
toward attainment of high-priority goals are limited so that 
partial or complete attainment of lower-priority goals is also 
possible. This approach provides some flexibility. 

In die thud approach, side-by-side rankings are used. 
Goals of about equal priority are placed in groups, with 
groups ranked in (usually) limited numerical order. This 
approach provides flexibility for most interpersonal goal 
conflicts. 

Ifs not easy to make priority decisions, but well- 
completed priority decisions can have a high payoff. 
Generally, the second and third approaches are used because 
die first, absolute numerical order, is usually too restrictive. 

Priorities can provide clear guidelines for management 
decisions and make possible a level of consistency that 
otherwise would be difficult to maintain. 

As you become involved in priority setting, remember 
the ground rules: Be open and honest with one another, 
resist the temptation to make value judgments about each 
other's statements and refrain from reacting until the other 
persons have folly expressed their ideas. 

Just as it is important to write your goals down, it's also 
important that you make a record of your priority decisions. 
An important part of priority setting is having someone write 
down priority decisions when they are made. In addition to 
the obvious advantages of having a written 

PRIORITY-SETTING 
FLEXIBILITY: 

1. Absolute numerical 
order, least flexible 

2. Limited numerical 
order, more flexible 

3. Side-by-side, most 
flexible 
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EXAMPLE 
ENTERPRISE: 

Activity: Remodel kitchen 
Timing: Dec/Jan 19X1-X2 
Labor:   2 persons @ 

3wks = 1-1/2 mo. 
Funding: $10,000 with 

$6,000 loan 
Management: Consult with 

housing specialist 
Payoff:  More living space, 

lighting, storage, 
efficiency 

record, the act of putting priorities in writing will help build 
commitment to these decisions. 

Now it's time to woik on Exercise 6, the final exercise 
of this module. 

Part IV 
Goal-directed management is relatively simple. You'll 

remember from Pan I that I described goal-directed 
management as a management process where high-priority 
goals determine management decision criteria, where goals 
provide focus and direction for management 

Sounds good. But what does it mean? How do you put 
together a plan for goal-directed management? 

Fm sure there is more than one way of doing this. The 
approach I'm going to describe is one I've used for a while, 
m use a diagram to illustrate the relationships I think are 
important. 

As a start, develop a list of enterprises and activities you 
intend to cany out during the year. It may include woridng 
on the kitchen, raising com, or other important things you 
intend to do. Start by identifying the activity or enterprise 
and when it's to take place. 

For each entry in the list, estimate resource commitments 
- the effort (labor), funding and management skills required 
to carry out die activity. Here's an example of a list you 
might make for remodeling the kitchea 

Activity: remodel kitchen 
Timing: December and January, this winter 
Effort (labor): two persons for three weeks each, or 

1-1/2 months labor 
Funding: $10,000, with about $6,000 from a loan 
Management skills: Get advice from housing 

specialist 
When your list is complete, it's time to total up 

foreseeable claims on resources and estimate your ability to 
supply those resources when they're needed. 

If s important at this point to look for times when 
resources may be over-committed. Shortages of funding, 
labor supply or management capability can wreak havoc with 
planned activities or enterprises. An over-commitment 
identified in advance can be dealt with by taking needed 
action before the crunch occurs. If you find an over- 
commitment you cant deal with, beware! You may need to 
change goals, priorities, or enteiprise and activity choices. 

Most farm and ranch enterprises have tangible returns 
that can be easily estimated. For example, you can estimate 
the yield you expect from a certain crop. Many family-life 
activities have less tangible returns. But don't let lade of 
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tangible returns keep you from identifying expected returns. 
When completed, the kitchen remodeling we talked about 
may mean more living space, more storage and better work 
surfaces. And that will make the kitchen a more pleasant and 
efficient woric space. 

When you add die payoff information, your addition to 
the list might look like this: 

Payoff: more living space, better lighting, more 
storage, improved efficiency. 

When developing your list, be sure to indicate 
intangibles. Many of the payoffs you want from life are 
intangibles (independence, self-respect, reputation for 
honesty), so include than in your list 

For the next step in developing your goal-directed 
management plan, you'll need a large sheet of paper (Woik 
sheet, p. 32). At die top of the paper, list your high-priority 
long-tenn goals. Put fanning or ranching goals on die left 
and family-life goals on the right Use words that convey 
the essence of each goal without making it long, complicated 
and difficult to recoid. 

Now classify high-priority shoit-tenn goals by putting 
each goal in one of these categories: 

• short-tenn goals that support attainment of long-term 
fanning or ranching goals, 

• short-term goals that support attainment of long-tenn 
family-life goals, 

• short-term goals that support attainment of long-tenn 
fanning or ranching goals and support attainment of 
long-tenn family-life goals, or 

• short-tenn goals that do not support attainmait of 
any of your long-tenn goals. 

If you have one or more short-tenn goals that do not 
support any long-term goal, carefully consider whether they 
are appropriate. Are you sure they are of high priority and 
should be retained? If most or all of your short-term goals 
do not support your long-tenn goals, you probably won't be 
able to put together a coherent goal-directed management 
plan. It also suggests that you have a problem that only you 
can solve. 

When you've classified your short-term goals, write 
abbreviated versions of them on your work sheet Indicate 
links to long-tenn goals by writing each short-term goal 
under the long-tenn goal(s) it supports. If you have short- 
tenn goals that arent really related to your long-term goals, 
write them on another sheet undo* the heading "Other short- 
tenn goals." 

Now do die same with the activity and enterprise 
information in your initial list Indicate links between goals 
and activities or enterprises by location on the work sheet 
Again, if there arent any links, you need to do some serious 
thinking. Change is probably needed. Ignoring the problem 

CATEGORIES OF 
SHORT-TERM GOALS 

1. Those that support 
attainment of: 
• long-term farming/ 

ranching goals 
• long-term family-life 

goals 
• long-term farm/ 

ranch and family 
goals 

2. Those that do not 
support attainment of 
any long-term goals 
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will not remedy a situation where current and planned 
activities are not consistent with your goals or do not support 
goal attainment 

Throughout the year, use your woik sheet to guide your 
thinking and as a reference when you make management 
decisions. To the extent that you make the intended 
relationships happen, you will have implemented goal- 
directed management 

Identifying goals • 13 



References 

Hie Nebraska Cooperative Extension Service goals materials are: 

Down the Cowpath of Life — Micro Decisions Influence Direction. Supporting document for use with CC 
313 (Revised July 1985). 

Gessaman, Paul H. and Kathy Prochaska-Cue. 1985. Goals for Family and Business Financial 
Management, Part I: Overview and Self-Assessment.  CC 312 (Revised July 1985). 

Gessaman, Paul H. 1985. Divorce? No - Murder? Maybe!! Supporting document for use with CCS 12 
(Revised July 1985). 

Gessaman, Paul H. 1985.  Goals for Family and Business Financial management. Part II: Identifying 
Your Goals. CC 313 (Revised July 1985). 

Gessaman, Paul H. 1985. Goals for Family and Business Financial Management, Part III: Your Priorities 
and Management Plan.  CC 314 (Revised July 1985). 

Gessaman, Paul H. 1985. What Are Sam's Priorities? Supporting document for use with CC 314 
(Revised July 1985). 

Gessaman, Paul H. 1985. Goals for Family and Business Financial Management, Instructor's Guide for 
Parts I, II, and III. CC 315 (Revised July 1985). 

14 •  Identifying goals 



Beginning survey 

Identifying farm/ranch and family goals 

Complete this survey and retum to your facilitator before viewing the videotape and completing 
Exercises 1-6. Indicate your answers in writing or with a check in the appropriate space. In question 4, 
check the answer that is most nearly correct 

1.   What are your principal agricultural production activities? (e.g. cash grain, range livestock, firuit 
production, dairying, livestock feeding.) 

2. Do you regularly identify goals: 
for your farming/ranching operation? Yes No 

for your family life activities? Yes No 

If "No" to both, skip to question 7. If "Yes" to either, complete questions 3-10. 

3. Are your goals in written form?  Yes No 

4. What other persons are involved with you in identifying goals? 
      My spouse       I dont involve others, as I identify 
      My business associates our goals and make all management 
      All interested family members decisions 
      My spouse or family members        Other 

and my business associates 
      No one, as I'm single and work 

without business associates 

5. Do you regularly use your goals as a basis for management decisions? 

6. Do you think it is difficult to identify goals? 

7. Have you ever prepared a written management plan? 

8. Do you prepare a writtoi management plan each year? 

9. Do you compile a yearly financial summary and a summary of major 
farm/ranch and family life accomplishments? 

10. Are you satisfied with the results of your present approach to 
management? 

iions? Yes No 

Yes No 

Yes No 

Yes No 

lajor 
Yes No 

Yes No 
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Exercise 1 

Self-assessment: interest and motivation 

Hie 17 questions in this exercise ask you to identify sources of satisfaction and motivation related to one 
dimension of family life and two dimensions of fanning or ranching. In Exercise 2, you will write 
summary statements of insights drawn from your responses to these questions. Exercise 3 will help you 
inventory knowledge, experience and skill resources that might be used in part-time or full-time employment 
to supplement or replace your present work. 

Answer these questions without discussing the questions or answers. If you come to a question that 
doesn't apply to you, skip it and go on to the next After completing this exercise, there will be time to 
share and discuss your responses before you complete Exercise 2. 

Be as accurate and objective as possible in answering these questions. As best you 
can, ignore your worries and concerns and focus on the real you. Do your best to 
respond with the plain unvarnished truth. You need facts as the basis for your efforts in 
goal-directed management 

Circle the answer that most closely describes your response to each question. The abbreviations mean: 
SA = strongly agree 
A = agree 
U = undecided 
D = disagree 

SD = strongly disagree 

Skip any question(s) that do not apply to you. 

1. ftn glad my (our) home is on a farm/ranch. SA A  U  D SD 

2. Most days, I look forward to doing whatever is to be done. SA A U  D  SD 

3. I'm satisfied with fanning/ranching as my (our) principal source SA A U  D SD 
of income. 

4. I enjoy the variety of challenges presented by life on a farm/ranch. SA  A U  D SD 

5. I think living on a fann/ranch is the best living situation that I (we) SA A U  D SD 
could have. 

6. Fm pleased with my (our) home as a place to live and work. SA A U  D SD 

Identifying goals  •  16 



7. I enjoy the office woik (keeping records, paying bills, etc.) that's SA A  U  D SD 
required in fanning/ranching. 

8. I like to buy and sell livestock and/or livestock products. SA A  U D SD 

9. I like to buy and sell grains, hay, produce, etc. SA A  U  D SD 

10. I enjoy trying to keep costs down when purchasing supplies, small SA  A  U  D  SD 
equipment and other inputs. 

11. I enjoy the business dealings required when purchasing or selling SA A U  D SD 
vehicles and equipment, or negotiating with lenders and dealers. 

12. I enjoy looking ahead, gathering infonnation and making SA A U D SD 
long-range management decisions. 

13. Compared to others in the community, I think I (we) get better crop SA A  U  D SD 
yields and/or higher production of livestock and livestock products. 

14. Compared to others with similar operations, I think my (our) net SA A  U  D SD 
income usually is greater. 

15. Compared to others with similar operations, my (our) debt level SA A U  D SD 
is less. 

16. Compared to others in the community, I believe I (we) work more SA A U D SD 
and manage better. 

17. Compared to others in the community, I (we) have less difficulty SA A U D SD 
recruiting and retaining capable employees. 

Before going to Exercise 2, share your responses to these questions with your family and business 
associates. Remember to be open and honest with one another, resist the temptation to make value 
judgments about each other's statements and refrain from reacting until the other persons have fully 
expressed their ideas. 

If you want, use a copy of this exercise to record responses of family members and/or business 
associates. When disagreement occurs, discuss the differences. When your discussion identifies more than 
one response, record the range of perspectives so you have a more complete inventory of the interests, skills 
and motivations of the persons in your discussioa 

In the next exercise, you will develop written statements summarizing insights gained fiom your 
responses to these questions and those gained fiom your discussion with your family and/or business unit 
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Exercise 2 

Self-assessment: interest and preference 

In this exercise, you will develop three statements about your family life, and fanning or ranching 
interests and preferences. Your statements will be based on your responses to the 17 self-assessment 
questions in Exercise 1 and on discussion of those responses with family members and/or business 
associates and any others involved in your fanning or ranching operatioa 

This will be easier and the discussion more useful if you consider die questions and responses in three 
groups. Questions 1-6 of Exercise 1 make up the first group. Questions 7-12 make up the second 
group, and questions 13 -17 make up the third group. 

You and your spouse and/or business associate(s) should share and discuss responses to the three 
groups of questions. This will give each person as complete a perspective as possible of the interests and 
motivations of those involved in the fanning or ranching operatioa Be sure to follow the ground rules for 
discussion: Be open and honest with one another, resist the temptation to make value judgments about each 
other's statements and refrain from reacting until the other persons have fully expressed their ideas. Keep in 
mind that the objective of these efforts is to express in your own words the interests and preferences of all 
persons involved in the operatioa 

When you have shared and discussed questions and responses, move to a location where you are not 
sitting next to a person you live with or work with. In your own words, write down what you understand 
to be the interests and preferences of persons involved in farm management Indicate the nature and 
importance of differences of opinion in your statement 

You will have one statement for each of the three groups of questions (one aspect of family life and two 
aspects of fanning or ranching). 
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Statement one - Questions 1-6 focus on your feelings and reactions to living and working on a fann or 
ranch. Recall your responses to these six questions and die discussions you had with others involved in 
your operatioa Read the example, then write two or three sentences that sum up the related interests and 
motivations of those involved in your operatioa 

EXAMPLE: I enjoy living on our fann more than my spouse does, but we both enjoy farming or 
ranching and generally look forward to our work. Despite current financial conditions, we are satisfied with 
what we are doing and want to continue. 

Statement two - Questions 7 -12 ask for your reactions to a number of management responsibilities. 
Discuss your individual responses to these questions. Do those responses help identify persons who are 
particularly interested in certain aspects of management? In your own words, sum up the insights gained 
from responses and discussion, and include than in two or three sentences. 
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Statement three - Questions 13 -17 ask you to compare the results of your farm or ranch management 
with results achieved by others with comparable farms. After discussion, be as objective as possible in 
summarizing your responses to these questions. 

When you've completed these statements, you and others involved in your farming or ranching 
operation can share and discuss each other's statements. Remember to observe these ground rules: Be 
open and honest with one another, resist the temptation to make value judgments about each other's 
statements and refrain from reacting until the other persons have fully expressed their ideas. 

Use a copy of this exercise to record composite statements that summarize insights gained from 
Exercises 1 and 2. These three statements provide you with example insights generated through self- 
assessment and sharing. When completed, use than as background for goal identification and priority 
setting - steps toward goal-directed management of your farming or ranching operation. 

If you are interested in employment off the farm or ranch, complete Exercise 3 before you watch Part n 
of the videotape. If you want another type of employment. Exercise 3 will help you identify possibilities for 
part-time or frill-time employment off the farm or ranch. If you are not interested in such employment, go 
on to Part II. 
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Exercise 3 

Self-assessment: resources and alternatives 

This exercise is for persons considering employment off the farm or ranch as a supplement to or 
replacement for their present agricultural employment If such information is not of interest, skip this 
exercise. Completing the exercise will help you identify special skills and experience or knowledge that 
could be used in future management and employment 

Complete this exercise after you have finished Exercises 1 and 2. Answer the questions without 
discussing than with your spouse and/or business associate. Be sure your answers reflect your full range 
of experience and employment history. Duties while in the military, volunteer work, experience gained 
through exchanging work with neighbors, part-time or full-time employment - are all important work 
experiences. If you come to a question that doesn't apply, skip it and go on to the next 

Be as objective as possible when responding to these questions. You need fully 
accurate background information to identify goals and set priorities. 

Indicate die most nearly correct answer by a check in the blank to the left of a response or by entering 
appropriate information. 

1.   What is the highest level of schooling that you've completed? 

 grade school  high school  some college 

 two-year degree  B.S. or B.A.  graduate degree 

2.   Which type of vocational or specialty education have you completed? 

 vocational/technical training in  

at (school) for years 

vocational/technical training in- 
through on-the-job or in-service training 

2.   What part-time or fiill-time jobs have you held during the last 10 years? 
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3.   Are you now, or have you ever been, licensed or registered for any occupation such as nursing, 
barbering, plumbing, etc? 
 Yes    No   If yes, what?  

4. If yes, is the license or registration currently valid? 
 Yes    No 

5. Would you be willing to go to school or to take on-the-job training to establish or renew your 
qualifications for off-farm/ranch employment? 
 Yes    No 

6. If you could shift from fanning or ranching to another type of woric, what would you do? 

7.   In what city and/or state would you like to live while doing this type of work? 

8. Would you be willing to move from your present home to secure employment? 
 Yes    No 

9. How much income would you and your family require to meet present and foreseeable needs? 

$    per month or        $    per year 

10. How much pay would you require for job satisfaction and family needs? 

$    per month or        $    per year 

11. What are die most impoitant reasons you would find it difficult to change your type of employment if 
you wanted to do so? (What barriers to change do you face?) 

1.    

2.  

3.     

4.     

5.     

6. 
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11. How might those barriers be reduced or eliminated? 

Barrier 1 

Barrier 2 

Barrier 3 

Barrier 4 

BanierS 

Barrier 6 

When you've answered these questions, share your responses with your family or business associates. 
Remember to observe the three ground rules for discussion: Be open and honest with one another, resist 
the temptation to make value judgments about each other's statements and refrain from reacting until the 
other persons have fully expressed their ideas. 

Use a copy of this exercise to record the responses of family members and/or business associates. 
Make note of differing perspectives and responses, so you'll have a more complete inventory of die human 
resource potentials within your fanning or ranching operation. 

As you think about your employment alternatives, develop goals and set priorities, you may want to add 
infonnation or modify some of the things you have previously writtea If so, make the changes as you 
think of them. You will need insights and infonnation that accurately reflect your best judgments about the 
work and family life resources available within your farm or ranch unit 

Any additional notes can be entered below. 

For the next step in goal-directed management, go on to Part n of the videotape. 
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Exercise 4 

Identifying farm/ranch goals 

Each person should initially complete this section without discussing it If possible, base your goal 
statements on insights gained from completing and discussing Exercises 1 and 2, and if you completed it. 
Exercise 3. As you identify goals, try to capitalize on the interests, motivations and abilities of family 
members and/or business associates. 

When you have identified goals, share what you have written with your family members and/or 
business associates. Then develop versions that represent the combined thinking of all persons involved in 
the farm or ranch operatioa Remember to observe these three ground rules for discussion: Be open and 
honest with one another, resist the temptation to make value judgments about each other's statements and 
refrain from reacting until die other persons have fully expressed their ideas. 

Use a copy of this exercise to record goals that reflect the combined thinking of family members and 
business associates. 

What comes first to your mind as an important long-term goal (important over the next 10 to 20 or more 
years) for your fanning or ranching operation? 

What are other important long-term goals for your fanning or ranching operation? List at least two. 

How important is attainment of these goals to the long-run well-being of the farm or ranch? In the 
blanks next to the left margin, assign numbers that reflect the importance or urgency of each. Number them 
"1," "2," and so forth. 
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What comes first to your mind as an important short-tenn goal (important over the next one to a few 
years) for your farming or ranching operation? 

What are other important short-tenn goals for your fanning or ranching operation? List at least two. 

In the blanks next to die left margin, assign numbers that reflect your view of the importance or urgency 
of each goaL Number them "1," "2," and so forth. 

When you have identified and ranked these goals, share your results with family members and/or 
business associates. Use an extra copy of this exercise to record the results of your combined thinking. 
Remember to observe the discussion ground mles when you share and discuss your goal statements. Then 
go on to Exercise S. 
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Exercise 5 

Identifying family goals 

Each person should initially complete this section without discussing it with other family members. If 
possible, base your goal statements on insights gained from completing and discussing Exercises 1,2 and 
3. As you identify goals, try to capitalize on the interests, motivations and abilities of family members. 

When you have identified goals, share what you have written with your family. Then develop versions 
that represent the combined thinking of all family members. Remember to observe these three ground rules 
for discussion: Be open and honest with one another, resist the temptation to make value judgments about 
each other's statements and refrain from reacting until the other persons have fully expressed their ideas. 

Use an extra copy of this exercise to record goals that reflect the combined thinking of family members 
as reflected in your discussioa 

What comes first to your mind as an important long-term goal important over the next 10 to 20 or more 
years) for your family or for family life? 

What are other important long-tenn family life goals? List at least one or two. 

How important is attainment of these goals to the long-nm well-being of family members? In the blanks 
next to the left margin, assign numbers that reflect the importance or urgency of each goal 
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What comes first to your mind as an impoitant short-tenn goal (impoitant over the next one to a few 
years) for your family or for family life? 

What are other important short-term family life goals? List at least one or two. 

In the blanks next to the left margin, assign numbers that reflect your view of the importance or urgency 
of each. 

When you have identified and ranked these goals, share your results with your family. Use an extra 
copy of this exercise to record the results of your combined thinking. Remember to observe the discussion 
ground rules when you share and discuss your goal statements. 

For die next step in goal-directed management, go to Part m of the videotape. 
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Exercise 6 

Priority setting 

This priority-setting exercise provides a sequence of activities demonstrating the priority-setting 
approach by applying it to the goal listings you developed in Exercises 4 and 5. It presumes that persons 
working with the exercise are family members. 

Start by answering the questions in this exercise. Then share your responses with family members 
and/or business associates. Use insights from the responses and sharing to develop a version that represents 
the combined thinking of all family members. 

Remember to observe these three ground rules for discussion: Be open and honest with one another, 
resist the temptation to make value judgments about each other's statements and refrain from reacting until 
the other persons have fully expressed their ideas. 

Use an extra copy of this exercise to record goals that reflect the combined thinking of family members 
as reflected in your discussioa 

When you worked with Exercises 4 and S, you were asked to record goals based on your sharing and 
discussioa If available, use those sets of goals to complete this exercise. If you used all the spaces in each 
exercise, you identified 12 goals, three in each of four categories. 

Step one: Number your goals as indicated below, placing these numbers in the right margin of the goal 
listings. 

Category of Goals Numbers 
Long-term goals for fanning or ranching 1,2,3 
Short-term goals for fanning or ranching 4, S, 6 
Long-term goals for family life 7,8,9 
Short-tenn goals for family life 10,11,12 

Step two: As appropriate to each goal, consider these four questions. Examine each goal individually, 
using the first four numbered spaces to record your responses for each goal. (Leave the priority line blank 
and use it later to record priority-setting decisions.) 

1. Is this a goal I can believe in and work to attain? 

2. If a short-term goal, will attainment of this goal contribute to attainment of one or more long-term 
goals? 

3. Will attainment of this goal conflict with attainment of any other goal on my list? 

4. If a conflict exists, how can it be resolved? 
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My responses to the questions for Goal 1 are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 2 are: 

Question 1:        Question 2: 

Question 3:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 3 are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 4 are: 

Question 1:        Question 2: 

Question 3:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal S are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 
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My responses to the questions for Goal 6 are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 7 are: 

Question 1:        Question 2: 

Question 3:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 8 are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 9 are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 10 are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 
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My responses to the questions for Goal 11 are: 

Question 1:        Question 2: 

Questions:        Question 4: 

My priority for this goal is: 

My responses to the questions for Goal 12 are: 

Question 1:        Question 2: 

Question 3:        Question 4: 

My priority for this goal is: 

Step three: For each goal, look again at your responses to the four questions. Where appropriate, 
consider these three priority-related questions mentioned in the videotape discussion: 

• Which goals are most important for family well-being? 
Which goals are most important for the well-being of the farm or ranch? 

• Which goals are so important that they should be attained even when attaining them will prevent you 
from attaining other goals? 

Then, for each goal, enter on the "priority line" your answer to this final question: What priority 
(importance or urgency) do I give to attainment of this goal? 

Remember the three approaches to ranking priorities and use the most appropriate approach. 

1. Goals are ranked in absolute numerical order. la this approach, the first-priority goal is attained 
before the second-priority goal receives allocation of resources and so on. 

2. Goals are ranked in limited numerical order. Numbers represent levels of priority, but efforts 
toward attainment of high-priority goals are limited so that partial or complete attainment of lower- 
priority goals is also possible. This approach provides some flexibility. 

3. Goals of about equal priority are placid in groups, with groups ranked in (usually) limited 
numerical order. This approach is more flexible than the others. 

Step four: When each person has completed this exercise, share and discuss your responses to the 
priority questions for each goal Use an extra copy of this exercise to record priorities that reflect the 
combined thinking of family members. 

This concludes the exercises. For the next step in goal-directed managemnet, go to Part IV of the 
videotape. Before leaving, please complete the ending survey. It will help your facilitator plan for future 
educational meetings. 
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Work sheet 

Goal-directed management plan 

High-priority long-term goals 

For fanning/ranching For family life 

High-priority short-term goals 

Support fann Support Support family 
lops-tetm goals both \w%-\$m goals 

Activities and enterprises 

Support fann Support Support family 
long-term goals both long-term goals 
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Ending survey 

Identifying farm/ranch and family goals 

Complete this survey and return to your facilitator after you have viewed Parts I, n, m and FV of the 
videotape and completed the six exercises. Indicate your answers in writing or with a check in the 
appropriate space. In question 4, check the answer that is most nearly correct 

1. What are your principal agricultural production activities? (e.g. cash grain, range livestock, fruit 
production, dairying, livestock feeding.) 

2. Based on the videotape and exercises, would it be feasible and useful for you to identify goals: 

for your farming or ranching operation? Yes No 
 I already do 

for your family life activities? Yes No 
 I already do 

If "No" to both, skip to question 7. Otherwise go on with questions 3-10. 

3. Are you interested in identifying written goals and using them in your management? 
 Yes         No 

If "No," skip to question 7; if "Yes," answer the questions below: 

4. What persons would be involved with you in goal identification? 
  My spouse     I don't involve others, as I identify 
  My business associates our goals and make all management 
   All interested family members decisions 
  My spouse or family members     Other      

and my business associates 
  No one, as Tm single and woik   

without business associates 

5. If you identified farm or ranch and family life goals, would you expea to use them as the basis for 
management decisions?  Yes No 

6. Would you be interested in attending a series of woikshops in which you could complete the 
"GOALS" process described in the videotape? Yes No 

7. Do you think you could improve your management by preparing a written management plan? 
Yes         No 

8. If "Yes," how and when would it be best for you to learn about doing so? 
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