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1. Executive summary

My study was inspired by a personal desire to be more professional as a business person, and by my
perception that many businesses in the wider agricultural industry could be more enterprising in
expanding or diversifying their business activities.

| am adairy farmer, so the emphasis of my study was weighted towards the dairy industry. | wanted
to understand what people in similar circumstances to me had done to develop both themselves and
their businesses. My travels took me to Ireland, the USA, Chimsrafia and New Zealand. | was
therefore able to assess differences in cultural attitudes to business between these countries and
the UK.

The focus of my investigation was entrepreneurship. This | viewed in its broadest sense. It involved
the ability to ecognise potential opportunities, but must also be aligned with the capabilities to
exploit them.

On my travels | tried to visit and learn from as many enterprising business people as | could. In doing
so | tried to identify what it was about them that mha them successful. | found it useful to break
these characteristics down into four headings.

The first two characteristics | have callattivation and outlook. These encapsulate the internal

drive mechanisms of the individuals and their ability to redeg opportunities. The other attributes

| calledbusiness skillendleadershipandL F¥Stf i GKSAS 6SNB O2yRdzOA @S G2
to successfully drive their businesses. Using these headings | established the key learning points
from the ndividuals | met and interviewed.

Any mechanisms to encourage entrepreneurial thinking, | felt, had nottorityelp cultivate these
desirable traitsl identified in the people | interviewedout should also seek to mitigate various

factorsthatlsawl & A YLI ANRY 3 LIS2L) SQa FoAfAGe G2 LINPINBaA
AYAaLIANB O2yFARSYOS IyR SyKIFIyOS LIS2L)X SQa oAt AdGA
gl a G2 Ayadiat I WOlyYy R2Q F3INROdzZ GdzN¥ f o6dzAaAySaa

| consideed and discussed various means to encourage en¢reeurship that | came across my
travels. These included financial incentives, youth and adult training programs, peer support
mechanisms, and | concluded by looking at entrepreneurship in a sociaktonte

| developedaction points in relation to these areas. None of the measidentified were radically
new or gamechanging. Changing culture was a ldegn play and required more diligent
application of much that we already have at our disposal. ifithestry required inspiring leadership
that was prepared to challenge inbuilt negativity.

I conclude my report by discussing the impact of my study on my personal and business
development. To do sodonsidermy personal circumstances against the bestrabteristics | had
identified in the enterprising people | met.
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2. Introduction

| cannot overstate how fortunate | feel to hebeen giverthe opportunityto undertake a Nuffield
ScholarshipMy studyhas been a fascinatirend stimulatingpersonal journeyThis report gives me
the chancedo capturefor posterity much that have seen and learned.

It can be difficult to appreciate and objectivelgsess the impact of such an experierSemetimes
you need to go bacto the beginning and thik about how things looked from there.

I have thereforestarted by copyingbelow my originalapplication to Nuffieldn November 2009This
sets out my initial rationale and objectives and providasbasisto reflect on my learning and
experienceof the last 18 months

My original application to the Nuffield Farming Scholarships Trust in November 2009

Proposed Study Title : Attributes of Enterprising Rural Businesses

Study Rationale:
| have gained considerable satisfaction from my achievements within my core farming enterprise.
However, as a businessman, | have to be prepareditically appraise whether | am making best
use of the physical, financial andrhan resources available to més we progress our motivations
evolve. Increasingly | am drawn towards more entrepreneurial business activities. This, howeyer,
creates variouspersonal and business dilemma&s an industry | feel we need to be more

enterprising, whether that is throughdding value to what we produce or diversifying our business
interests. It is questionahléhough, whether the culture or acumen exists to support this.

Study Objectives:

To understand how highly successful business people think and operate. What nsothexte?
What are their attitudes towards risk and reward? How do they identify, assess and exploit busingss
opportunities? How do they resouraaed develop their businesseS€@mpare and contrast attitudes
towards business and entrepreneurial activitiesdifferent regions and countries. What can be
learned that might facilitate greater enterprise amongst UK rural businesses?

Personal Study Goals:
| am seeking a fresh challenge and to further broaden my perspective on life. | want to gain
inspiration andseek out fresh ideas and business approaches. By networking with stimulating people
| believe | can become more professional and focused in my own business activities.

Wider Industry Goals:

I would like to act as a change agent or facilitator to helpeashbenefit from my learning and
experience. My involvement with discussion groups, particularlyPtaening to Succeedetwork,
provides an ideal platform for this. | have valuable contacts irEttterprisenetworks and can help
shape and promote ruranterprise initiatives. | have benefited considerably from their support, anc
they are always keen to trumpet evidence of their success.
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3. Who Am 1?

It is appropriate to paint a picture of my
background, sice it is important tosetthe context

of my study and the basis fahe rationak and

objectives describedbove.l am currently 4645

at the time of my Scholarshipdo clarly very
grateful for the lastgasp oppominity to be

involved with Nuffield | am a dairy farer. My

wife Joyce andhave three children; Christine (21
Carolyn (19) and Rosg16). We live at Nether
Affleck Farm, near Lanark in thHeeautiful Clyde
Valley of Scotland.

| have been verjortunate that my father was,
and still is, érward thinking, andpas®d on

decision makingesponsibility to myself and my
brother from a relatively early age. | hav
therefore been a partner in the family busine
virtually all of my working life. Throhgut that
period the business has been perpetually on t
front foot. We have worked towards a wlefined
goal of developing two dairy units with th
capacity to operte independently and profitably

The result of our endeavaes is a business milking around B4ows on two moden dairy units
covering 180 ha. We hawonsistently performed in the top quartile of the industry in terms of
profitability. The units operatén tandem, sharing cows, machinery amgood team of full time and

relief staff The cows are mainly crebsed, autumn block calved and run on a largely forabpased
system. The synergies and efficiencies achieved from operating the business in this fashion, at
present, tempersiny desire to divide the busineessy R ¢ R2 2dzNJ 26y GKAy 3§

Before re@urning to the business,tbok aDegree in Agriculture at Edinburgh University (1985). Much

more recently (2005) | gained a Masters in Business Administr@i@d)r & { G N} G KOf 8 RS | vy
Graduate School of Businesdiave always been a strong supporter of farmer cooperation asd, a

well as my core businedsam involved in an advisory capacity witte dairy cooperativé=irst Milk,|

am on the Scottisidvisory Board for th&lFU Mutuainsurancecompany and| have recently been

appointed to the Board ahe dairy farmer levy bodpairyCo.

| therefore have a broad set of interests at different levelshe agicultural industry, for example:

e dairy production

e cooperative milk marketing

e dairy researctand knowledge transfer
e boardgovernance structures

e renewable energy

Thisreport focuses on entrepreneurial business activitieat myNuffield Scholarship allowed me to
explore and expand my knowledge on all of these aspects. Indeeche, they are all pieces the
samepicture.
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4. Personal dilemma ?

At the heart of myNuffield study is a dilemma regarding where my personal and business
motivations shoud take me. At the centre of thalebate is a mix of personal, family ahdsiness
issues which | feel | need tesolve.

Takinga step away from the business halbowed methe time and spac¢o take an outward and
holistic view and to reference it againdt that | have seen around theosid.

| could work within the framework of the existing businésisthe next 20 yeas and there would be
no shame toit. We have @undamentaly sound and progressive busigse8ut the reality is that |
would not be fulfilled by thaénd | have a desit® challenge myself further

I gain considerable stimulation from my roles outside the business. Indeed my appointment to the
Boad of DairyCo has added an extra dimension to my Nuffield study, particularhationgb how
to facilitate a more business focused perspective within the dairy industry.

It could be agued that my study haan unnecessary bias towardsdairy farming context That
howeveris the reality of where | am coming frorhwanted to understand what people gimilar
circumstances to mbhad done to develogphemselves andheir businesses.

My Nuffield experiencehas been an opportunity tanalyse andathallerge my personal situatiomAs
such ithas beernvery much an exercise in selfvareness.tlhas forced me to ask some searching
guestions of myself
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5. What is entrepreneurship ?

The study proposal above is broad to say the ledstet out witha viewthat this was not a thesis

whereby | was settig out to prove or disprove aypothesis. Instead | viewed it more as an
adventure Ay 6 KA OK LknowWwhirg wiould\tEke mdlt vasinad @ 2dz R2y Qi 1y 26
@ 2 dz R 2w Spilit. I(wginted my perspective to be broadened and | wanted my preconceptions
challenged so | felt it wouldbe wrong to put too narrow a set of parameters on the scope of my
investigation.

My study was about érepreneurship.But again chose not® be too prescriptive or constrictivas
to what thatmeant to mefor the purpose of my study.came acrosmany definitions of the term
entrepreneurship The one that best captured thebroad essencd sought,| came by in the
USA:

GOYGUNBLINBY SdzZNE  LISNDSA@PS ySs
@Sy G dzNBa | NRdzy R adzOK 2 LJLJ2 NIi dz

This was sufficiently loose as to not constrain my study, but at the sameeticagpsulated the two
key elements of entrepreneurship.

o Firstly there was the ability to recognise potential opportunities.

¢ This had then tde followed with the capacitjo create am grow a business ventuteased
on that.
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6. Who did | m eet?

In my Nuffield interview | had been asked how | would identify the type of pdopénted to study.
This question caught me edfuard at the timeasit was a poinl. ~ KtipiRpedy considered

In actual factthis identification did not proven any way difficult. The type of individuals | sought
stand out from the crowd. lisked any d us could easily propose a handfulmbminentpeople in
our areawho are growing their businesses anhinking innovatively. These were the people |
wantedto speak to.

As well as practical business pegpl made a point of seeking oatademics and advisers in the
field of rural entrgoreneurship who could providme with cutting edge theoretical thinking this
area | also found iwvaluable to interviewagricultural lendersas theywere able to give an insight
into cultural attitudes to debt and business performance.

As well as interviews and practical observatiohave donea substantial amount of background

research into entrepreneurship. | havetrhowever drawn heavily on that in this report. To my mind
Nuffield is not about literature reviews, but @bout the experience and the people, and what |
learned from hem. It is the essence of thisiave tried to capture in this report.

In the courseof my foreign travels alone | interviewed around 10€ople AppendixA gives an
outline of the people | met in each of the countries | visitdd. keeping with my loose research
methodology | did not flow a defined interview process dixed line of iestioning. | had areas
that | set out to explee, but eachinterview was allowed to take stown direction. In this way
subjects and pointsf interestemerged that potentially would not have@one sohad | pursued my
own agenda singtenindedly.

| recognise that my observations are derived from meeting people in an interview situation or over a
relatively short time frameand as such have limitation§hat said, | believe that my Nuffield
experience has developed my abilities to conngquickly with people and has heightened my
perceptiveness to understanshat makes them tick
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7. Bite size entre preneurship

The alencompassingnature of entrepreneurshi@s a subjegtcombined with mywishto keepmy
study as broad as possibleearly presents considerable challenges in refining and presenting my
findings. | have therefore attempted to breakthe subject down into a logical sequence. This
provided a framework to analyse the information | collected during my study.

My analysisand reporttherefore drawswidely, but not deeplyfrom the people and perspectives |
came acrossl have backed up my discussion with quotations from people | that were
particularlyinsightful andrelevantwithin each section of the analysis

Country Attributes of Enterprise Encouraging Personal
Overviews the Best Blockages Enterprise Challenge

e | havechosen to firstly give a brigiverview of myNuffield experience. In so doing | hope to
give a flavour of the cultures of the countries | visited and some of the aspecss
significantto my study.

¢ |thenlook at what it wasabout the enterprising pege | metthat set them apart andvhat |
felt was behind their ability tarive their business&To do sd have tried to break these
into four key areas of competence.

e |t seemedrelevant then tobriefly examinewhat | viewed as thenost commonmpediments
to entrepreneurial thinking.

¢ | then go on to highlight and discuss some of the means | came across that can potentially
encourage greater enterprise within a rural setting.

e This leads me to considdghe implications of my findings in challengimgy personal
situation.
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8. Where have | been?

In this section | hopao give a briefflavour of the countriesl visited andmy percepions of my
experience | stress the wordperceptionand | try to be as aware as | can be of my personal
baggage anthe limitations this placeson my frame of vision. That said, | tried to approach my study
with as open a perspective as possible, and | enadery effort through talking to people and
visiting museums and cultural events grasp the essence of each country.

Severalcommonthemes emerged in my travels.was struckby the factthat similar issues were
LINEYAYSY(l Ay LiSfuestsBiD as a@igtyfad Sidkility, Bncodraging the next
generation, environmental sustaindlity and welfare regulation Different countrieswere at
different points on thesgourneys, but all were unquestionably heading in the same direction. It was
enlighteninghow different cultures perceived and responded to these challenges.

L OFyQil 2 @SN&I loficBiturdiok $he dtitadldd Niiund/t@ards entrepreneurial
activities. Culture seema pervasive power thatugelyshapes and constrains peo@ethinking It
wasat timesdifficult to defineand, | was toldeven more difficulto change. When | raised the issue

of culture with interviewees they generally framed their responses in a historical context. Ethnic or
religious background was fundamentalculture, aswere specific or symbolic points in history that
hadshaped the prevailing psyche.

It is dangerous to generalise about any courdgnd | encountered significant regionariations in
culture. | will try howeverto give my take omthe countries within mystudy.

8a. United Kingdom

My assessmenbf the UK is that there are significamariations in the enterprising spirit between
businesses and regions.used my Nuffield year as an opportunity to network and get to know as
many UK Scholars as | could. In that time | have come across many fantastic businesses run by
tremendously motivated and talented individual§he positivity | have come across Muffield
Conferences anthe Nuffield Dairy and Businessogps make me realisét will be a challengdor

me to advancentrepreneurialthinkingamongst UK Nuffield Scholars

Nuffield Scholarsare not typicahowever, and my study wamspired by my feelig that there was a

lack ofa cando spirit amongst many Ugriculturalbusinessed. know from my experience witthe

dairy cooperative First Milk that there are a lot of businesses that are stagnating. | found it
frustrating how many people were happy tomplainabout the milk price or blame the cooperative

or supermarkets, buappearedunwilling to ask what theyhemselvescould change or dbetter. |
would even go so far a® assert thatthere is a cultural psyche in many areas that positively
discourages peopledm attemptingto be enterprising.

| feel | should be upfront and say thabh&ve never been comfortable withgriculturalsubsidies.
Nothing | have seen during my study has changed that vidwlieve they have a significant adverse
impact on entrepreneurial culture. They dinghithe impetus to innovatehey protect inefficiency
and therefore reduce busineshiidity. Subsidy values beconmapitalised in the value of lanand
assetsand therefore create a higcost of entry for nevar expanding businesses.
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Decoupling of supporfrom productionthrough the Single Farm Payment system was intended to
encourage a more market orientated mentality, but this has generally not been borne outly.rea
Often subsidies skew peo@efocus and | could cite many examples of peoplesgharimary driver

is to farm the subsidy systenOn a deepetevel | believesubsidies create a kind of guilt complex
within the agricultural industry that damages our ability to establish healthy relationships with our
customers and consumers.

In generalin the UKthere is a focus on commoditypdd production and relativelfew businesses
interface with consumers or consider valadding possibilities beyond the farm gate. We are
fortunate to have a concentrated and largely wealthy population on our doorstep. These are
sophisticated consumers with a range of buying prefereraebthis offers significant potential to

add value or market to specifamistomersegments. A significant factor within the UK grocery sector
however,is the dominance of major retailerand this arguably hasdetrimental effect on the flow

of information and the level of trust within food supply chains.

Interestingly evenwithin Scotlandthere are quitedistinct regional variations in cultural attitudes
amongst agricultural businesses towards business development. In my immediaté aneakshire

for example, mny agricultural businessémve not moved forward in recent times. By comparison
areas like Aberdeenshire and South West Scotland have many more dynamic businesses and have
seen significant expansion.

| believe to some ernt the type offarming hasan impact. In arable regions such as Aleenshire

the seasonal nature of the work patterns creates slack periattiere perhaps people have
underused resources anghore time to consideralternative opportunities tharmdo individuals in

more tying dairy and livestock farming systemfrguably alsothe volatility of cereal commodity
prices hagriven many to spread their exposure to risk.

Business models also have an impdata dairy context for exampld,anarkshire businesses are
traditionally owneroccupied perhaps smaller units, with individuals generally milking their own
cows. By comparison, in the South Wemtsinesses arkarger, perhaps more tenanted, but certainly
much more inclined to employ others to do therd management.

Succession is of huge siligance in business developmer@ertainly by comparison witmost of
the countries | visited,aimily rootsin the UKvery often run deep. Sometimes many generations
havefarmed the same land. This creates an emotional tie argijage which can prevent individuals
from taking decisions based l@&lg on businessriteria.

8b. Republic of Ireland 22-25 August 2010

My visit to Ireland waselatively brief and served as a kind of dry run for the travels that were to
follow. The individualsl visited were unquestionablyot representative of the general farming
population so myobservations should therefore be viewén that context.Furthermore, | have to
dedare a genuine respect for the pragmatisoh the Irish and an appregiion of their sense of
humour. The issughat stood outwas undoubédly the impact of the burst in the property bubble
that followed the boom¥/ St (i Ndars.THis@#&S B@more pronouncedas the main purpose of
my visit wado meet the leading ligis in theWealth Creatiofrourse. It wasncredible to see ghost
housing estates andobering to see the impadf the downturnon individuals businesses and the

Attributes of enterprising rural businesses
A Nuffield Farming Scholarships Trust report by Jim Baird



10

economy. | was grateful for the honesty of interviewees in telling what were in some pasgsl
stories.It was extremely valuable for me to see the potential pisfaif entrepreneurship.

In the agricultural context, the Irisippear tosee milk production as one of their core competences
and have set ambitious growth targeds milk quotas are being phased outould see the basis for
this assertion.| was impressedy the focus andsimplicity oftheir farming systems. Withheir
reliable climate and theiability to grow and utilise gragbey can compete withmost countres in

the worldon cost of productionl was even impressed by the standard of the agricultural media and
the extent to which it encouraged a business focus.

Various structural and cultural factors are however working against their atailitg world beaters.
Family succession practices have led to fragmented land ownership structures which make it difficult
for progressive businesses &xpand andcreate sufficient area of grazinglatform to sustain
significant cow numbers. As well as thand in contrast to the individuals | mdtwas told that

there is still a formidable undercurrent of conservatism amongst many Irish farming businesses that
might not readily embrace forward thinking practices.

8c. United Sates of America: 6- 20 September 2010

The US is suchvastcountry withso muchdiversty that a two week, two centredtrip cannot begin

to do it justice. My first week centred onColumbia Missourj where the Centre for Rural
Entrepreneurship is based at the UniversityMifssouri. | visited academicshiversity extension
officers and businesses and communities they work wighA & & 2 dzZNRA  AMiddI&@/Anieic® Y dzO K
traditional corn and soyacropping country. t was interesting to seend feel the culture and
understandthe issues of predominantiural communities.

My second week wabasedin Pennsylvania, which gave a fascinating contrast. This areads

more metropolitan with a large percentagd the US population within a three hour driieancaster
County, wkere | was based, is real Amish country so it was illuminating to see the impact of ethnicity
and religion on enterprise and business attitsde

My time in Pennsylvaniallowed me to build on contacts | had established during our Nuffield
Contanporary Schlars Conference whicasbased in Washington and Gettysburg. This had been a
tremendous experience and had given us the best possible lapagHor our Nuffield travels. My
week was predominantly dairpiased and | visited a host ehterprising units ad leading lights
within the dairyindustry.

| have to confesshat | wasmore taken with the UShan | evenexpected to bel found a genuine
welcome and friendliness and, despite being a dour Scotsman and therefore unused tgesiah
behaviour ldR Yy 2 G TAYR (K Sultuiekd b8 fakellhe Y dd&s nd® hagetn Nuffield
pedigreeso | did find some initialeserve but on the whole | found it easy testablish a rapport
with people and they could not have been more open and helpful.

Thatsaid, there were some things that | found slightly disconcerting. | felt Americans were incredibly
patriotic. While this is to be admired, it did concern me that this is combined with, in my opinion, a
lack of seHawareness as a nation, and a lack of perdive on the world. Their news had a very local
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A classi@dmish homestead in Lancaster County

bias anda large proportionof the population hasnever travelled beyond thie own borders. If any

country would benefit from a Nuffield program it is the USvas also troubled by extremes of their

political systemThere was no apparent middle grounithe medidacked any political objectivity or

analysis. Rather they pedalled tabldike propaganda for oneoolitical persuasion or another.

Added to this was the promimee of religionin US societyYou could not travel any distance

without coming across churches @frious persuasions. My first hire car was tuned to a 24/7

religious radio stationMany of thepeople | interviewed thanked God for their succddelt a slight
uneasewith the lack of pragmatismofFt SEAO0Af A& Ay Ylyeée LIS2LX SaQ OAS

| was struck by the contrast in attitudes to production agriculture between the USarape Both
regions benefit fronsignificantsubsidy supportbut the emphasis was starkly differefithe head of
the US Rural Policy Research Instifpgehapsbestencapsulatedt:

GThe B has become so preoccupied with environmental and public good issues th:
jeopardising its competitiveness. The US by contrast, if it keeps on its current path, will
LINE RdzOS A (i & SHudk Flinartvlk RS & SNI &

This isbest exemplified by the cotrast in attitudes to Genetic Modification technologies. US
producers couldot reconcile our situationd | 2 g | NB ¢S 3 DAdywEhoull VT S6SIRA (1 K S
a standard responséVe have fallen 10 years behind them in the use of this technology. However,

would saythat the USare around 10 yeardehind us in many enwdnmental and welfare issues. |

could see signs though that these issw@ae quickly moving up the agendand are beginning to

impact on farming practices
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Atypical largescaleUS dainparn

USmilk producers weréighly output drivenA typical system involvebligh yieldingHolstein cows,
yearround calving, 368ayhousing, high infrastructure costs, intensiegeignlabour input and big
machines. Many farmers | visited looked like they were on a treadnfitard so many timeéwe
g2 NJ &.2A reBehtgdRidd ofow milk price had significantly erodettie equity, and the morale,
of many businesses.

In terms ofentrepreneurship, many intervieweeasserted that the US hagery mucha WandoQ
culture. Certainly, nlike the UK there seems to be no stigma attached to failure business
endeavour One of my key reasons for visiting the US wmakok at the impactof US government
initiatives to encourage rural enterpriséds | will discuss more fully latethe US were more
sophisticated in their view of entrepreneship as a means taral sustainability and development.

The United State®epartment of Agriculture had a plethora of grants and incentives aimed at
encouraging business delopment. Business advice was available free of charge throlgh
University Extension services. | was envious of this link between academic work andcalracti
application. However, many of the business people | met appeared to take this for granted, and
uptake of these extension services and the value that businesses placed upon them was patchy.
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8d. China: 18 ¢ 280ctober 2010

/| KAY Il Qb&cultGréslk & K 2 F

The picture above encapsulates China for me. It captures the tensions in a country that is
modernising and changing atfaster pace than any in the world, bustill hasone foot firmly rooted
in itssubsistence past.

| visitedChina agart of a group of eightNuffield ScholarsGoing as a groupllowed us greater
accessand helped to justifyinterpreters and a more extensive travel pléman we could have
achievedalone. It also let us bounciedleas around regarding what we hagen orlearned from
meetings, especially helpful as Chisaai country of such compliéx and contradictions. Eveso, |
felt we were onlyreally scratchingat the surface.

My first experience in China quickly brought it hometoim& I & G KA & &l & 'y | tfASY
play by our rules. Tired after a long flight, | arrivechatery wetBeijing Airport, only for it to take so

long to progress through the system that | did not make my connection to Zeng 4teva wewere

all meeting up. With adrenalifevels elevated, mfirst realisationwas that almost nene spoke my

language. The second challenge wasissess whether those offering help and advice truly had my
interests atheart. This was a modern Chirighadall the bestcommunication tebnologyat hand

but I still ended up on astressful taxi ride in Beijing with &actious driver who could not
comprehend a change in destinatiohhe situation was resolvedyt it was as near as | felt to being

out of my depthduring ny Nuffield travels Thiswas a sharp realisation &l | was the outsider and |

had to learn quickihow things worked.
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