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:Contents ~ Ready for Winter? 
Ill 

: 1 : If you work a bit now to get "all systems go," 
"' Ready for @! you won't be out fixing them in 30 below 
@ 0 

"' Winter? o The summer's winding down, and you're no 
® Ill 

® 0 doubt plenty busy with things that need doing 
: 2 : right now. Still, you'll be doing yourself a favor if 
® Make Good >1> you can carve out just a bit of time for some pre-
: Corn Silage : winter housekeeping. By taking care of a few 
<:> " details before the snow flies, you will increase the 
</} 3 ;> 
$ '" odds that your operation stays in good shape 
: What to do 0 through to spring . 
.::, with Immature w Extension veterinarian Jerry Olson offers the 
: Corn : following suggestions for things you can do now 
"" * to make your winter run more smoothly: 
"' 3 "' 
:: : Inventory your feed. 
~ It Worked for ,, Start by tallying up the quantity and 
"' Us: Bunker · "' quality of feed on hand. Then decide 

Silos ! how you'll allocate it among your 

4 
'~> herd. If you think you are going to corrie up 
'I> 

f!'> 

"" Silo Choices 
,., short, you can save yourself money and stress 
* later on by figuring out now what you need and 
® ® 

@ 

@ 

Ill where you can get it. 
8 

<) Give your equipment the once-over. 
Go, Team! Ill b 

-t, Look at silo unloaders, arn cleaners, 
: milking systems, and other mechanical 
o fb equipment to make sure all the parts 

Advice at a •> 
<a> are in good working order. (If you're thinking 
11> about putting this one off til later, just remember 
® 

10 

Price 

,, how your fingers felt the last time you had to 
;~ 11 : loosen bolts when it was a breezy -15°.) 
"' Prepare Your ,,, Check your barn ventilation systems. 
: Alfalfa for ~· Good ventilation is not just a summer 

Winter "' 
~, concern. See that.intakes are clear, 
: 8 fans are functional, and thermostats 
<~> can still tell temperature. 
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Watch your water. 
Check for corrosion and leaks and test 
whether you have good flow through 

• your pipes. Water is just too cheap to 
become the limiting factor in your production
and once again, problems are much easier to 
correct now than in the dead of winter. 

we tnil'\ K You should 
\.Vi f\ter Yovr herd 
if\ Flor\«1~ in\s 'feOtr. 

Make sure vaccinations are up to date. 
As animals move into closer quarters, 
the likelihood of disease transmission 

S increases. If you go over vaccination 
. records with your veterinarian, you can plug any 

gaps before they cause problems. 

Catch up on your paperwork. 
Perhaps you've let DHI and financial 
records slip a bit during the busy 
summer months. If so, now's the time 

to get back on track. This is particularly impor
tant if you've had a good year. By finding out 
now where you stand with profits, you can do 
some strategic planning to minimize your tax 
bite. W 





Want Good Milk Production? Chop between 1/4 and 1/2 inch. 

Make Good Corn Silage The drier the silage, the shorter the cut you 
should make. Don't try to chop the silage fine 
enough to break up all the kernels-this doesn't 
make the forage any better for the cows, and 
might even cause a drop in milk fat. 

Forage 
Quick Tip: 
You can use corn si
lage as the only for
age for milking cows 
if the ration contains 
at least 45 percent 
corn silage on a dry 
matter basis and you 
have balanced the 
ration for all nutri
ents. However, the 
best ration contains 
both legumes and 
corn silage-each 
has nutrient strong 
points to make up for 
the other's weak
nesses. • 
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For some Minnesota dairy producers, it's been a 
great year for alfalfa. For the many who lost 
whole fields to winterkill, however, things may 
be a little roomy in the mow. If you're feeling 
short on forage, a good way to compensate is to 
put as much of your corn crop as possible into 
silage. 

Extension dairy nutritionist Jim Linn offers 
the following advice for making the best quality 
and quantity corn silage: 

Harvest at the right stage. 
One of the most common pitfalls Minnesota 
dairy farmers run into when making corn silage 
is harvesting too late. For top silage, you've got 
to chop when the moisture content is between 60 
and 70 percent. The quick and accurate "milk 
line" method (see below) is the best test around 
for determining moisture content. Use it to check 
several spots in the field. If you need two weeks 
to harvest, start at the 112 milk stage. If you can 
get the corn harvested in one week, begin when 
the corn is between 1/2 and 114 milk. 

Add nitrogen. 
Corn silage ferments easily, so in most situations 
you won't need additives to help the process 
along. However, addition of nonprotein nitrogen 
(NPN) as you fill the silo can reduce protein 
feeding costs and improve silage quality. Several 
types of NPN-containing materials, including 
ammonia, urea, and commercial NPN molasses 
mixes, are available for mixing with corn silage. 
Your goal is to increase the crude protein from 8 
percent to 12 percent (dry matter basis). Follow 
the instructions provided with the product to get 
the right mix. 

Store it right. 
The way you fill your silo makes a big difference, 
too. Chop silage and fill the silo as quickly as 
possible after harvest. Pack the silage well to 
exclude air, which can affect fermentation and 
reduce quality. Finally, seal the top of the silo 
with plastic or other material to keep air and 
excess moisture out. pf 

Is my corn ready to chop? 
THE QUICKEST and most accurate way to answer that question is to use the "milk line" test as follows: 

1. After the kernels have dented, 
take a cob and break it in two 
about a third of the way from the 
butt end. 

2. Look at the kernels along the 
break. You should see a "milk 

Jl ~ 
M\ \,I( n ~MilK 

~Y. Mill\ 

3. Use the position of the milk 
line to determine the moisture 

line," a line that shows where the content of the corn. Immature 
liquid starch ends and the solid corn starts at "full milk." As the 
begins. corn ripens, the milk line moves 

toward the tip of the kernel. The 
line is about halfway up from the 
kernel tip at 70 percent mois
ture, and a quarter of the way up 
at 60 percent. • 
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Frosted Com. 
IF A GOOD freeze gets to your corn before you do, 
you may need to change your harvesting strategy to 
get the most nutrient value out of the crop. 

If the corn Is already mature (near 65 percent 
moisture) when frost hits, get it into your silo as 
soon as possible to minimize field losses. If it Is 
still green, however, leave frost-killed corn on the 
field until it dries to 62 to 68 percent moisture. 
Frost speeds the drying process, so you'll have to 
keep a close eye on the corn to make sure you bring 
it in before it gets too dry. • 

What to do with Immature Corn 

• It Worked for Us: 
• 
: Bunker Silos 
• 
• l<ipland Vale Farm in Stearns Co. , 
• Minn., is one of an increasing 

number of Minnesota farms that 
• • have chosen bunkers as the way to 
• go when adding silo space. Just • • over a year ago the operators of this 
: 100-head dairy added 700 tons of 
• silage capacity to their 1,000 tons 

of upright silo space in the form of 

• 
a 60-foot by 55-foot bunker silo 

• • • 
If you had planned on filling your corncribs • 

• with a good crop of corn this fall, you may find • 
yourself frustrated by the weather. In many parts • 
of the state, cooler-than-normal temperatures 
have reduced the chances that corn grain will 
reach maturity before harvest time. Fortunately, 
you can still harvest and use immature corn if 
you make some adjustments in your storage and 
feeding plans. 

Storage. High-moisture corn is best pre
served if ensiled between 24 and 28 percent 

vative on alfalfa and barley
the same as what he puts in his 
upright silos. He drives a tractor 
across the crop to pack it down 
as he is filling, then covers it 
with plastic and old tires to keep 
the weather out. A skid loader 
handles the unloading when it' s 
time to feed. 

Right now the Bechtolds 
have first-crop alfalfa in one 
half of the bunker and barley in 
the other. Last year it was corn 
silage and barley. They have 

found the quality 
of the forage 
equal to what 
they get out of 
their upright 
silos . 

moisture. Immature corn is often higher, but it Roger Bechtold of Klpland Vale Farm unloads silage from one of 

Bechtold says 
that, while 
overall they ' ve 
been happy with 
their choice of a 
bunker to store 
silage, the system 
can have its down 
side, too. "If you will still ferment and preserve well. If you ' re • the farm's two bunker silos. 

• 
Corn kernel Acid rate short on silo space, you • 
moisture (%) (% wet weight) can use the acid preser- • divided the long way into two 

20 0·50 vation method to separate storage areas. 
24 0

'
70 temporarily store high- "We needed someplace else to 

26 0.80 

28 1.00 moisture corn. Propionic store silage," says Mark Bechtold, 
so 1.10 acid at the rates given at one of the owners, in explaining the 
35 1.40 left will preserve corn decision to install a bunker. "We 
40 1

•
75 for up to six months if it used silage bags for several years. 

is kept dry . Store the corn in wooden bins (put They were fine in the winter but in 
plastic on concrete floors first to prevent acid the summer it got pretty muddy. 
etching) or outdoors under a waterproof cover. And compared to an upright silo, 
Do not store acid-treated corn in metal bins! the bunker is a lot cheaper and you 

Feeding. Immature corn will have a higher • can unload so much faster." 
protein content and about 10 percent lower net : The Bechtolds bought a prefab-
energy that normal mature corn. You will need • rica ted bunker. They prepared the 

• to increase the amount you feed to compensate • site, had the bunker installed, then 
for the lower energy content. If you feed corn : poured the wall themselves. 
that was ensiled above 30 percent moisture, you To fill the bunkers, Bechtold 
may see a drop in milk fat tests and an increase • dumps the crop in front, then starts 
in off-feed problems. Adding dry corn to the • filling the space with a front end 
ration often helps if this problem occurs. Replace : loader. Once the bunker is a little 
20 to 35 percent of the wet corn with dry . ,. fuller, he uses a regular silo blower 

to finish up. He add some preser-

only have a little 
bit to chop, it' s harder because 
you have to pack and cover it, 
where with an upright you can 
just put it in," he says. He also 
points out that correct sizing is 
important, since you have to 
take off enough silage to keep it 
fresh but don ' t want the bunker 
so narrow that you can ' t drive 
over it to pack it down. ,. 
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Planning to add 
silo space? This 
article can help 
you pick the style 
and size that are 
right for you. 
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Silo Choices 
If you're thinking about expanding your herd or 
changing your feeding or cropping strategy, 
you're probably also thinking silos. But before 
you put your money where your mind is, be sure 
you've looked over your options. A little re
search can help you avoid getting stuck with an 
expensive system that doesn't maintain forage 
quality. 

PROS AND CONS 
The two main silo types are tower (vertical) and 
bunker (horizontal). Both produce high-quality 
corn silage or haylage if they are properly sized 

Tower Silo Bunker Silo 
ADVANTAGES: 

+ Feedstuff is sheltered 
from weather as soon 
as it is stored 

+ Requires less manage
ment than bunker to 
maintain silage quality 
if properly sized 

ADVANTAGES: 

+ Lower cost per ton of 
silage than tower silos 

+ Can be filled quickly 
and easily using 
wagons and trucks 

+ Front-end loader 
unloading makes 
feeding quicker 

+ Frozen silage Is easier 
to handle 

+ Safety problems 
associated with silo 
gases, electric shock, 
and falls are eliminated 

N E. W $' L E T T .'E R 

to minimize spoilage. Each has its advantages 
and disadvantages: 

COMPARING COSTS 
As the list above shows, you have many angles 
to think about when choosing a silo type. How
ever, if you're like most dairy producers, a major 
factor in your decision probably will be the 
relative costs of the two systems. 

To compare costs you need to do a few 
calculations to determine your anticipated feed 
needs and corresponding silo space. To illustrate 
how you would do so, let's use a hypothetical 
example of the John Smith farm. 

John Smith has a total herd of 45 cows. He 
stores silage and haylage in two tower silos that 
are 14 feet in diameter and 56 feet high. Each silo 
can store 70 tons of dry matter, which corre
sponds to 200 tons of silage at 65 percent mois
ture. 

Wetvs. Dry. 
YOU'LL NOTICE THAT all of the calculations here are done 
on a dry matter basis, even though what you're actually 
dealing with is wet feed. This is because the sizing of any 
type of silo is more accurate if it is done on a dry matter 
basis. To convert from dry matter values to 65 percent 
moisture "as fed" values, simply multiply by 2.86. 

Smith plans to expand his herd to a total of 100 cows 
(lactating plus dry). At the same time, he will switch to a 
Total Mixed Ration (TMR) feeding system. He will buy a 
mixer wagon so that all young stock over four months of 
age can be fed with a TMR. 

; ~ ') ' ' ' ,. ' 

1. Determine Your Silage Needs. 
The first step in calculating what new silos would 
cost you is to figure out how much silage you're 
planning to store. 

Smith wants the forage dry matter intake for 
his cows to be 40 percent corn silage, 50 percent 
haylage, and 10 percent high-quality dry hay. He 
estimates his 100 lactating and dry cows will 
need 24 pounds of dry matter each per day, and 
his young stock (another 100 head), about 12 
pounds per day. Based on this information, Smith 
figures he will need 263 tons of dry matter 
(TOM) of corn silage and 329 TOM of haylage 
per year. 



2. Factor in Your Current Capacity. 
Smith decides to use his existing tower silos to 
store haylage because haylage is more prone to 
rain damage and can be stored more quickly in 
tower silos. The two silos can hold a total of 140 
tons of dry matter. This means that he needs to 
add silo space for an additional (329- 140) =189 
TDM haylage and the entire 263 TDM corn 
silage he needs for his TMR. 

3. Choose Silo Dimensions. 
The goal in sizing a silo is to make sure that you 
can remove enough silage each day to prevent 
spoilage. In a tower silo, you should remove at 
least 4 inches (113 foot) of silage each day. In a 
properly sized bunker silo, you will remove 6 
inches (112 foot) of corn silage or 12 inches (1 
foot) of haylage per day. To make sure you meet 
the needed removal rates, you need to calculate how 
much dry matter silage you will feed each day. 

Buyer Beware. 
IT MAY BE true for walleye and ice cream cones, but 
bigger is not always better in the world of silos, warns 
extension agricultural engineer John Chastain. "When 
selecting tower silos it is often less expensive to purchase 
a single silo with a large diameter. However, the thick
ness of silage removed each day is less with a larger 
diameter of silo," Chastain says. "Select a silo with a 
diameter that allows you to remove at least 4 inches each 
day. You will feed ahead of the spoilage" this way. This 
will improve both silage quality and improve milk produc
tion. • 

In the example, Smith will be feeding (329/ 
365) x 2,000 pounds per ton = I ,803 pounds of 
haylage on a dry matter basis per day. For corn 
silage, he will feed (263/365) x 2,000 = 1,441 
pounds of dry matter per day. 

Based on these daily removal rates, Smith 
calculates the dimensions of the silos he would 
need as follows: 

I've beeY\ 
Y\~ \J \ Y'\Cj p r 0 b \ems 
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A. Tower Silo Option 
For haylage, Smith would add a single silo with 
a diameter (D) of 22 feet and a height of 60 feet. 
This silo will hold about 190 tons of dry matter. 
The volume of dry matter in a 4-inch slice is the 
area (0.785D2) times the depth (1/3 foot), or in 
this case, 126.7 cubic feet. Based on a dry matter 
density of 14 pounds dry matter per cubic foot, a 
4-inch slice contains 126.7 x 14 =1,774 pounds 
of dry matter. Since Smith will be removing 
1,803 pounds per day, he will be removing just 
over 4 inches, and the silo is appropriately sized. 

For corn silage, Smith would add two 18-
foot diameter by 64-foot high silos. A 4-inch 
slice of an 18-foot diameter silo contains 1,188 
pounds of dry matter (calculated as we did above 
for haylage). Since Smith will be using 1,441 
pounds of corn silage per day, this diameter 
meets the minimum removal rate requirements. 

B. Bunker Silo Option 
For haylage, Smith would choose a pair of 7.5-
foot by 20-foot by 105-foot bunker silos. The 
depth of the silage after settling will be 6.4 feet, 
calculated by dividing the wall height by a 
settling factor of 1.176 (assumes 15 percent 
spoilage). If a 1 foot slice of haylage is removed 
each day, then the total amount removed is: 6.4 
feet x 20 feet x 1 foot x 14 pounds of dry matter 

Continued Oil page 6 
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Silo Choices 
Continued from page 5 

per cubic foot. The 105-foot length was chosen 
because 210 days' worth of haylage space is 
needed each year to supplement to existing silo 
space. With a removal rate of 1 foot per day, 
that would mean 210 feet total of bunker. How
ever, the maximum recommended length for 
bunkers silos is 120 feet. Therefore two bunkers 
that are 105 feet or slightly longer will satisfy 
Smith's needs. 

For corn silage, Smith determined that two 
10-foot by 20-foot by 120-foot bunkers would 
provide the required storage volume and daily 
removal rate. He would remove 1,441 pounds of 
dry matter (103 cubic feet) of feed per day. 
Again using the settling factor of 1.176, we have 
a face area of 8.5 feet (1 0/1.176) by 20 feet, or 
170 square feet. The slice removed each day is 
103 cubic feet/ 170 square feet, or 0.6 feet (7 .2 
inches). Therefore the minimum removal rate of 
6 inches/day will be slightly exceeded. Two 
120-foot bunkers will provide just a little more 
than enough storage for 365 days (0.6 x 365 = 
219 feet). 
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Figure 1 

4. GO SHOPPING. 
Once you know the dimensions of the silos you 
need, you can start talking with sales people to 
get an idea of the costs of your various alterna
tives. 
In Smith's case, the numbers add up as follows: 

Tower Silos 
Silo Size Silo Cost Unloader Cost Total Cost* 
22' X 60' $24,000 $9,700 $33,700 
18' X 64' $23,000 $7,000 $30,000 
18' X 64' $23,000 $7,000 $30,000 

*costs do not include freight charges for transport to 
farms far from production plants or any site complica
tions. 

Including Unloader Cost: 

Total Cost: $93,700 Cost Per Ton of Dry Matter: $207 

Not Including Unloader Cost: 

Total Cost: $70,000 Cost Per Ton of Dry Matter: $155 

Bunker Silos 
Bunker Size Initial Cost 
pair of 7 .5' x 20' x 1 05' $13,000 
pair of 10' x 20' x 120' $20,000 

Total Cost: $33,000 
Cost per Ton of Dry Matter: $73/TDM 

By calculating his forage needs and costs of 
options ahead of time, Smith has found that 
concrete tower silos would cost him 2.8 times 
more than bunker silos (2 times more if he 
doesn't figure in the cost of unloaders). After 
weighing the other advantages and disadvantages 
of the two systems, he decides to add bunkers as 
shown in Figure 1. f1f 
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Klpland Vale Farm bunker silo. 

Bunker Bits 
If you decide to install a bunker, remember 

• the following points: 
• • >-It's better to install several short bunkers 
• 
• • • • 

than one long one. This allows you to keep 
different qualities of feed separate so you 
can balance rations better 

• • >-Provide drive ways all the way around the 
• • • 

bunker so you can fill it by blowing over 
the side . 

• • >-To keep the bunkers dry, slope bunker 
: floors toward the entrance and slope drive 

ways so runoff is carried away from the 
bunker . 

• • 
• • • >-For safety reasons, don't use a tractor with 
• a front-end loader to compact silage. 
• 
• )1- Cover the bunkers with 6 mil polyethylene 
• • plastic as soon as possible after filling and 

• • • 
• 

compacting to keep out the rain. Use tires to • 
keep the plastic in place. • 

• >-Form a "gutter" in the plastic along the top 
: edge of the bunker walls and keep tires out 
• of the way so water can run freely off the 
• • cover. W 
• • 

• 
: Over the past several years, sausage-like silo 
• bags have become increasingly popular for 
: storing silage. Most bags hold about 120 to 150 
• tons of silage-the equivalent of 42 to 52 tons 
• • of dry matter. 
• Like just about anything else, silo bags 

have their pros and cons. The haylage or silage 
quality is as good as what you would get out of 
other storage systems. They also do a good job 

• 

• • 

• of protecting the forage from weather. • 
On the flip side, the bags can only be used • 

once, so you'll need to buy new ones each • 
• year. You'll also need to rent a bagging • 

machine. The average cost per ton of dry • • matter is $15-but remember that that is an • 
: annual cost, so it can quickly add up to the cost • 
• of a more permanent system. • 
• The best use for bags, Chastain says, is for 

• • temporary haylage or silage storage near • • • young stock buildings or for dairies that are in • 
: transition. Once you have your long-range 
• plans in place, he recommends, consider more 
: permanent facilities instead. W 
• • • 

• • • • 
• 

Dairy Initiatives 
Ag Professionals Workshop 

Planning New Dairy Facilities 
SESSIONS (5:30 TO 9:30 PM) FIRST SECONb 
Rochester (Olmsted County Extension Office) September 8 September 15 
St. Cloud (Technical Institute) September 9 September 16 
Fergus Falls (Otter Tall Power Company) September 1 0 September 17 

TOPICS: Free stall facilities, natural ventilation, milkin1g centers, using flat parlors as a transition strategy, 
youngstock housing, waste management (how to get an MPCA permit) 

REGISTRATION: $25.00. Make checks payable to Dairy E!xtenslon/Unlverslty of Minnesota. Send to Jim Linn, 1364 
Eckles Ave., 101 Haecker Hall, Universtly of Minnesota, St. Paul, MN 55108. Register no later than August 26. 

LEADER: John Chastain, Extension Agricultural Engineetr, University of Minnesota, 612/625·3701 1 
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Go, Team! 
If you work as a team, both your farm 
business and family life come out ahead 

In a farm family, you're more than 
just a bunch of relatives. Each of you is 
affected by decisions made about the 
farm business, and each of you has 
important skills and perspectives to 
contribute to making those decisions. 
The key to bringing all those indi
vidual outlooks and opinions together 
to build a strong family and a prosper
ous farm is teamwork. 

Teamwork means communicating 
about goals. It means taking into 
account the various family members' 
values and roles. It means sharing 
responsibilities. It might mean improv
ing individual team members' knowl
edge, attitudes, or skills. 

Farm families that operate as teams 
communicate openly, share decision
making responsibility, and make long
range plans together. Such families 
handle stress better than those with 
closed communication, authoritarian 
decision making, and day-to-day 
planning. They also tend to come out 
ahead at times when resources are 
scarce and careful management is 
crucial to use all resources to the 
fullest. 

A successful farm family 
team has three key 

ingredients: 
ROLES-Team members recognize and respect 
the various roles that each holds. 

GOALS-Team members set both business and 
family goals and communicate about them. 

BUSINESS MEETINGS-Team members meet 
regularly to communicate, make decisions, 
and establish long-range plans. 

:.'; 
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DECISIONS, DECISIONS 
A good indication of whether your farm 
family is working as a team lies in how 
you make decisions. If decisions are 
made by an autocrat (one family mem
ber making a decision for the entire 
family) you are not working as a team. 

Good decisions on a family farm 
need to involve all family members. If 
you make a major economic decision 
but all members are not included in the 
decision or they are not all are willing to 
become involved, it's going to be pretty 
tough to meet your goals. True, it's hard 
enough to make decisions on your own, 
let alone doing it with the involvement 
of everybody. But if you look at the 
payoffs in both family and farm busi
ness well-being, it's well worth what 
might seem at the time to just be extra 
work. 

Ideally, the decisions your team 
makes will meet the needs of all mem
bers. In real life, that's not always 
possible. But if you give everybody a 
chance to have a voice in making major 
decisions, they will at least have had an 
opportunity to work out any value or 
role conflicts. 

YOU'RE RICH! 
One advantage to working as a team is 
that you have many more resources 
available to you than if just one or two 

I 
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people were making all of the deci
sions on their own. 

If you were to list the resources 
that are available to your farm opera
tion, you probably would include time 
and money. But don't forget that each 
team member has much to offer in 
terms of human energy, skills, ability 
to learn new skills, and attitudes. The 
more members you involve in your 
operation, the richer you will be. 

LISTEN UP 
In making decisions as a family farm 
team, you'll need to make sure you 
have your ears in gear. Good listening 
is essential to good family team 
decision making. Good listening is not 
letting someone's words go in one ear 
and out the other as your mind is off 
thinking about something else. It is 
devoting your energies to what that 
family member is saying. 

One way to polish your listening 
skills is to ask the person who's 
speaking a question about what he or 
she said to clarify what you heard. 
This technique is useful because 
sometimes there is an unstated need 
being expressed. The speaker may 
even still be in the process of figuring 
out what that need is. By asking 
questions, you can help him or her in 
this task. 



D A 
,, 

R ,, y J< ;J't 

WHEN THE HEAT IS ON 
Tensions will arise as your family 
works to make decisions as a team. 
That is normal, but you'll need to 
make sure it doesn't get out of hand. 

Give yourselves some time-outs. 
That may mean taking a walk, or it 
may mean delaying the discussion 
until tomorrow. Either way, be sure to 
make a specific commitment to get 
back together at a certain time before 
you call it quits. 

WHEN YOUR TEAM gets together, do you find 
yourselves clenching your teeth-or your 
fists? Extension publication HE-FS-3104, 
Solving Family Problems Involves Social 
Decision Making, can help you resolve 
tensions caused by value or role conflicts. 
Contact your county extension agent if you 
would like a copy. 

SETTING GOALS AS A TEAM 
An important task of your farm family 
team is setting goals for your farm 
operation. 

Goal-setting involves two stages. 

I 

The first, getting to the point where the 
goal can be stated, is not always done 
on a conscious level. This step in
cludes identifying important values, 
investigating alternatives, and resolv
ing conflict by working on value 
differences. It means blending oppos
ing solutions to meet the needs of 
several people at the same time. 

Your farm family team will be 
stronger if you work through this first 
step on a conscious level, communicat
ing about differences. Bring the 
conflicts out in the open. Address them 
and manage them as best you can. 

The second stage of goal-setting 
involves the more concrete task of 
allocating resources to the goals. Be 
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careful to complete the first step before 
moving on to this one. Until you figure 
out exactly what is most important to 
your family and then resolve the value 
differences, family goals are not clear. 
'When farm family goals are not clear, 
you will not be able to ~se your re
sources as well as they could be used. 

YEAH, TEAM! 
Strengthening your farm family team 
is a continuous process. Some things 
increase team members' motivation 
and satisfaction. Others decrease their 
motivation toward working on agreed
upon goals. The following lists of 
"Motivaters" and "DEmotivaters" 
provide some good ideas of things to 
do to build your team-and things to 
avoid if you don't want to tear it apart. 

Motivaters: 
.A. Giving recognition and praise (pat 

on the back, smile) 

.A. Increasing challenges, responsibil
ity, and freedom 

.A. Supporting and encouraging new 
and creative ideas 

.A. Involving team members in solving 
problems 

.A. Increasing skills and abilities 

.A. Letting team members know how 
their work or activity contributes to 
overall achievement of goals 

.A. Mediating conflicts that limit team 
performance 

OEmotivaters: 
Strongly criticizing performance 
(yelling, being unpleasant, ignoring 
accomplishments) 

Supervising too closely or not at all 

Not giving or getting answers to 
team members' questions 

'?" Having one person make decisions 
alone 

·~,Not being open to new ideas and 
approaches 
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For farm family 
team goal-setting to 

succeed, it must 
contain four elements: 
COMMITMENT. 
Team members must be willing to set 
goals and recognize the importance of 
goals 

PLANNING. 
Team members must communicate with 
each other to agree on goals, resolve 
conflicts about goals, set priorities, list 
steps and measures of achievement for 
both long-term and short-term goals, 
and note short-term goals on a planning 
calendar. 

REVIEW AND FEEDBACK. 
Your team must periodically look at 
where you are going and revise your 
goals or plans as needed . 

RECOGNITION AND REWARD. 
Team members must feel a sense of 
recognition for achieving both the big 
goal and the individual steps it takes to 
get there . 

Not trusting team members 

Not praising or encouraging others 
for performance 

Continually assigning boring tasks 

Working as a family team is not 
always easy in the short run. It can 
take a lot of time. It can sometimes be 
frustrating. But in the long run, it will 
help your family achieve what it wants 
to achieve on the farm. It can help you 
find the path that truly is best for your 
farm and your family. W 

Next issue: Farm business meetings 
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Advice at a Price I15 not tha.t I 
dor\1- VOt\ve. Your Consultants cost money up front, but 

they can save you big bucks in the long 
run. Here are some suggestions for 
turning their knowledge into your gain. 

EARL FULLER 

There has been an explosion of 
knowledge in our time. It can make 
you feel like you need a Ph.D. just to 
get along. You need to manage your 
whole farm business as well as your 
life-that is what being a entrepreneur 
is all about. But to do so in the face of 
this information explosion, you are 
going to have to delegate and commu
nicate. 

One way of delegating that more 
and more producers are finding works 
for them is to hire a consultant. There 
are lots to choose from: financial 
consultants, herd health consultants 

' 
nutritionists, counselors-at-law, 
engineers, crop specialists. Then there 
are agricultural educators, extension 
staff, and vocational agriculture 
teachers who have developed expertise 
in one or more of the above topics. 
There also are sales representatives for 
various products and services who 
offer knowledge along with the 
product. 

What can consultants do? They 
can provide services such as getting 
your soil or feed tested. They can 
interpret the results for you. They can 
evaluate your options and provide 
recommendations based on their 
understanding of you and your busi
ness. 

What's a person to do about all 
this? First off, recognize that there are 
no free lunches. That means that all 
these people have to make a living, 
too. It means that sales representatives 
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charge enough for their products to 
cover the ~osts of the consulting time 
and services they provide. It means 
that agricultural educators can only 
provide services as long as they are 
funded to do so. And it means that 
those who charge you directly for their 
time need to charge enough to feel that 
they are making the best use of their 
time compared to the other alternatives 
they have. 

Working with a consultant takes 
your time too; time to help the consult
ant gather data, and to discuss the 
problems and alternatives. You need 
to tell the consultant your objectives 
and goals and what your management 
style is. You might not save any time. 
But the results may be better than if 
you had gone it alone. 

There are things you should be 
able to expect of consultants and there 
are some things that you can't. You 
should expect them to recognize the 
big picture of how you farm well 
beyond their particular specialties. 
They might be good at micro-manag
ing particular small parts of your 
business, but if the business in total 
fails both they and you are going to be 
worse off. 

How do you find a good consult
ant? You ask a lot of questions of 
people currently working with a 
consultant. Does the consultant really 
understand how your farm works? Is 

he or she responsive? How fast? Does 
he or she give you alternatives? Or is 
he or she prescriptive without giving 
you the options? How well will this 
person work with the other members 
of your management team? Is he or she 
prepared to argue with you without 
being argumentive? Some folks get too 
defensive, too quickly if you don't 
accept everything they say. That can 
be a disadvantage in a consultant. 

Of course, you need to recognize 
that there are some things consultants 
expect of you also. Unless you are 
open to alternatives, to new ideas, 
many consultants will not feel much 
satisfaction in working with you. They 
won't feel that they are being produc
tive in providing you with options if 
you don't take them seriously or you 
are not of a mind to actually put them 
into practice. A good consultant will 
be frustrated by a producer who does 
not follow through and make some
thing happen between contacts. It is a 
two-way street. 

Some consultants are willing to 
work on a partial incentive basis as 
well as on a flat fee. That can make 
sense. It provides additional incentive 
to the consultants to pay attention to 
your business. If you reach the goal, 
then rewarding the consultant accord
ingly leads to improved communica
tion between the two of you with 
respect to what happened, what you 
can learn from it, and how to do it 
better next time. 

In the fast-moving dairy business, 
specific information in many different 
areas-nutrition, genetics, animal 
health, finances, engineering, and so 
forth-is essential. As the manager, 
your job is not to know it all, but to 
blend the knowledge of experts into a 
customized formula for success on 
your farm. Consultants who are 
knowledgeable can help you select 
strategies to maximize your potential 
and increase your efficiency without 
destroying your lifestyle. f1(' 
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Preventing Alfalfa 

Winterkill 
As many dairy farmers have found out first-hand in recent 
years, alfalfa and Minnesota winters don't always get along 
real well. A mild winter with good snow cover is usually 
pretty tolerable. But we all know that there's no guarantee 
that's what we're going to get. 

With major losses recorded during three of the last four 
years, the evidence points to a strong need to pay more 
attention to preparing alfalfa fields for winter. Some things 
you can do to help increase the odds that your alfalfa fields 
will make it through the coming cold are: 

Feed 'Em. 
Just as a long-distance runner stocks up on carbohydrates 
before a big race, your alfalfa fields need to be "fed" with 
the proper soil nutrients before they head into what could be 
a marathon winter. Apply potassium this fall following soil
test recommendations to give your alfalfa the boost it needs. 

Plan Your Fall Cut Wisely. 
The potential for winter damage should be a major factor in 
deciding whether to take another cut this fall. Fill out the 
accompanying Risk Quiz using your current plans for fall 
cutting. If you score 13 or more, select a different cutting 
option (#5 on the quiz) to reduce your score to a safer 
number. 

If you do choose to make a final cut in October, be sure 
to leave a six-inch stubble and uncut strips in the field. 
These will trap snow, which then can help insulate the plant 
during the frigid months ahead. 

Regardless of how you score on the Risk Quiz, do not 
take an October cut if it turns out to be a cool, wet autumn. 
Such weather tends to leave alfalfa in a weakened state 
heading into winter, and a late cutting will only make 
matters worse. 

Plan for the Future. 
If you have had winterkill in the past you need to use a 
more winter-hardy variety. Varietal Trials of Selected 
Farm Crops (Minnesota Report 223), available through 
your county extension office, gives winter survival ratings 
for alfalfa varieties. As with anything in life, there are 
trade-offs, and you need to consider other characteristics 
(yield, forage quality, and pest resistance, for example) as 
well as winterhardiness. 

Youth also pays. Keep your stands three to four years 
and be sure your fields represent a mixture of ages. And 
when you do plant new stands, use well-drained fields to 
help increase the alfalfa's ability to stand up to Old Man 
Winter. W 

RISK QUIZ 
Calculate your risk of alfalfa winter injury due to fall cutting. 

>3 yrs 
2-3 yrs 
<1 yr 

a. What is the winterhardiness (fall growth 
Moderately winterhardy 
Winterhardy 
Very winterhardy 
b. What is the disease resistance? 
Moderate resistance to only bacterial wilt 
Moderate resistance to bacterial wilt 
plus either Phytophthora root rot, Fusarium 
wilt or Anthracnose 
Moderate resistance to all 
above-mentioned diseases 
Alfalfa variety total score (multiply ax b) 

Points Score 

4 
2 
1 

3. WHAT 

5. 

Low (<199) 
Medium (200-299) 
High (>300) 

Poor 
Medium 
Excellent (sandy soils) 

Four cuts by Sept. 1 
Four cuts by Sept. 15 
Four cuts by Oct. 15 
Three cuts by Sept. 15 
Three cuts by Oct. 15 
Three cuts by Sept. 1 
Two cuts by Oct. 15 
Two cuts by Sept. 15 
Two cuts by Sept. 1 

LEAVE >6-INCH STUBBLE? 
No 

Yes 
Determine your score 

4 
3 
1 

3 
2 
1 

5 
5 
2 
4 
3 
1 
1 
1 
0 

1 
0 

(the sum of points from questions 1-6) 
---~----------·----'--------~------.--L 

If you score: 
--~-----3=7 ___ _ 

8-12 
13-17 
18 or more points 

Source: C.S. Shaeffer, University of Minnesota, 1990 

Your risk is: 
------iowliielow-aviirage 

moderate/average 
high/above average 

very high/dangerous 
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Extension Specialized 
Dairy Agents 

Sheldon Erickson 218/463·1 052 
Roseau County 

Lee Raeth 800/862·3760, ext. 123 
Carlton County 

Denzil Cooper 218/346·5750 
E. Otter Tail County 

Larry Zilliox 612/762·2381 
Douglas County 

Francis Januschka 612/255·6169 
Stearns County 

Dan Martens 612/968·6254 
Benton County 

Harmon Wilts 612/235·1485 
Kandiyohi County 

Vern Oraskovich 612/442·4496 
Carver County 

Tim Dolan 612/237-5531 
Sibley County 

David Kjome 507/285·8250 
Olmsted County 

Neil Broadwater 507/457 ·6440 
Winona County 

Kendall Langseth 507/373·1475 
Freeborn County 

Wayne Schoper 507!794· 7993 
Brown County 

Vince Crary 218/563·2465 
East Polk County 

MINNESOTA EXTENSION SERVICE 

UNIVERSITY OF MINNESOTA 

Dairy Initiatives Program 
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University of Minnesota 
St. Paul, MN 55108 
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