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Summary 
Consultation is an important part of industry and local body preparations for 
managing the future.  Consultation is made more difficult for these organisations 
when it involves people who are largely ‘free-agents’ able to act independently of 
any of the planning results.  That was the situation for Dairy InSight in 2002, when 
they initiated a project called Future Focus, to establish industry priorities for 
investing their farmer member levies in industry good activities such as research, 
development and extension.  

Dairy InSight first held an industry workshop to identify four contrasting and 
mutually exclusive dairy scenarios for the year 2012.  At a subsequent series of ten 
producer Scenario Workshops these scenarios were used by almost 300 farmer 
participants to express their ideas for potential Dairy InSight roles and investment 
themes. 
Participant feedback about this approach was that it provided an excellent way to 
consult with farmers about matters of strategic importance to them.  This particularly 
applies in areas where the future involves highly uncertain elements and complex 
interactions. 
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Introduction 
“Scenarios are not prophecies or preferences.  They are challenging, coherent, and 
credible alternative stories about the future, incorporating a spectrum of ideas.  They 
are designed to help us challenge our assumptions, focus on key uncertainties, 
understand drivers and dynamics, and test our strategies and plans”1.   

 

                                                   
1 Philip Watts, Chairman of the Committee of Managing Directors (Shell International, 2002). 
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Policy Background 
Dairy InSight Incorporated is an independent industry-good organisation established 
under the Commodity Levies Act (1990) to secure and enhance dairy farming in New 
Zealand.  “Its focus is to make dairy farming more profitable and sustainable in the 
future” (Dairy InSight New Zealand, 2002).  Farmers themselves voted for the 
establishment of Dairy InSight, and will vote again every five years about its 
continuance.  From 2003, any farmers producing milk from bovine animals will pay 
a levy to Dairy InSight on their production through their dairy company.  From June 
2003, Dairy InSight will then allocate around $40 million from this dairy farmer fund 
for industry good activities.   

Dairy InSight’s investments inherited from the now defunct New Zealand Dairy 
Board, included industry good projects on biological and human systems, and on 
research, communication, education, promotion, and technology transfer activities.  
To assist them to manage the fund, Dairy InSight instigated a project (called Future 
Focus) to identify the dairy farmers’ priorities and ways for evaluating possible 
(financial and non-financial) returns for both current and future farmers. 

The dairy industry has a long history of farmer consultations for research priorities.  
A previous consultation by Dexcel staff in late 2001 identified a number of priorities 
from farmer meetings (Dairy Exporter, 2001) including: staff and employment, 
profitability and financial security, having healthy and well-fed cows, maintaining 
high reproductive performance, time management, business planning, environmental 
sustainability, and information management. 
The consultative process to be used in the Future Focus project was required to build 
upon established consultation theory so as to ensure that the results would be robust 
and defensible.  The Scenario Workshop process already being used elsewhere for 
public consultation provided the basis for the Future Focus consultation. 
 

Background to Scenario Workshops 
The use of scenarios has been central to story telling for much of human history and 
during the middle-ages’ miracle-plays built upon religious and historical themes to 
expand the thinking of their audiences as well as to entertain (Clopper, 2001).  
Reflecting the political and religious tensions of the time, they provided moral 
examples and educational plots about possible destinies for mankind (Ibid). 
The use of scenarios in the disciplined thinking and problem solving approaches of 
the modern age has been traced back to computer simulation in the early 1940s and 
the Manhattan project for developing nuclear weapons (Schoemaker, 1993).  In 
corporate planning they have often been used since the 1980s to characterise the 
ranges within which the future is likely to evolve. (Huss, 1988). 

The human mind is limited in handling complexity, and scenarios decompose 
complexity into distinct states (Schoemaker, 1993).  They provide a way of 
overcoming human biases such as overconfidence (in the future being positive) and 
anchoring (remaining restricted to what worked in the past). 

Unlike traditional forecasting or market research, which extrapolate current trends 
from the present, scenarios provide alternative images of possible futures.  The 
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application of scenarios in policy planning is not to test which alternative future is 
the most likely, but rather to recognise that the future will contain elements of all of 
the scenarios selected.  The scenarios that are used, should “pin down the corners” of 
a range of plausible futures (Jungermann & Thuring, 1987). These corners are going 
to be exaggerated in the scenarios to indicate the outer limits of what is plausible.  
Rather than providing a set goal or vision and planning the most direct way possible 
to achieving it, scenarios are used to develop a way forward that maximises 
adaptation to pressures for change.   
Scenarios can be used to instil greater realism, deeper understanding, and better 
calibration (Ibid).  Scenarios can describe a chain or sequence of events (Kahn, 
1965), or the depiction of a situation at a specific time period (Mitchell et al., 1979).  
Scenarios can be exploratory (projecting forward) or anticipatory (identifying a 
situation’s preconditions).  They can be descriptive (describing a neutral future) or 
normative (describing a desirable future).  They can be a ‘trend scenario’, building 
upon existing courses of action, or a ‘peripheral scenario’, depicting an unprobable 
course of events (Ducot and Lubben, 1980). 
Traditional methods of planning, present one model with uncertainty nested within it 
(Schoemaker, 1993).  To develop these models requires consensus and they are not 
suitable for futures largely determined by highly uncertain influences.  As a way of 
managing planning in areas of high uncertainty and high complexity, scenarios 
present several models which bound the range of uncertainty, downplaying 
probabilities, problem solving and choice and instead they focus on learning and 
understanding (Ibid).   

The purpose of scenario planning is to highlight large-scale forces that push the 
future in different directions. It’s about making these forces visible, so that if they do 
happen, the planner will at least recognize them.  It is extremely difficult for 
managers to break out of their worldview while they are operating within it. When 
they are committed to a certain way of framing an issue, it is difficult for managers to 
identify possible solutions that lie outside the framework to their worldview.  By 
providing other ways of viewing the world, decision scenarios allow managers to 
break out of a one-eyed view.  “Scenarios give managers something very precious: 
the ability to re-perceive reality…” (Shell International, 2002). 
In Europe, scenario workshops are associated with political changes to build a more 
democratic, fair and economically, ecological and socially sustainable society 
(Andersen & Jaeger 1999).  European planners distinguish between representative 
democracy and participatory democracy.  To elect a government, representative 
democracy provides a basis for bargaining among rational citizens who can pursue 
their self-interest within set rules of governance by the majority.  Participatory 
democracy is used for local decision making on issues closely connected to the 
everyday life of the participants.  It is based upon reasoning citizens following 
decision rules to discover the will of the people and the best option for improving 
their general welfare within the context of shared social values (Andersen & Jaeger, 
1999).  Both scenario workshops and consensus conferences have been used to 
realise and integrate issues of representative and participatory democracy.  Although 
scenario workshops are not the voice of the whole people, they have provided an 
opportunity for interested people to present their ideas in a more open way and so 
influence their own behaviour (Kluver et al., 2000; Andersen & Jaeger, 1999). 
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Scenarios have been used for planning policy interventions in South Africa, Kenya, 
Guatemala, and Canada (Whole Earth, 2000).  In New Zealand, they have been used 
in community seminars and a website forum, to describe the kind of country that 
New Zealanders would want to inherit in the new millennium (New Zealand Futures 
Trust, 2002).  They have also been used in science planning by the Ministry of 
Research Science and Technology (2000). 
For Dairy InSight, a scenario method of consultation could assist them to provide a 
participative democratic approach to setting industry investment priorities.  It would 
avoid the necessity of having to describe a single probable future (or establish a 
single goal) for the industry, and would encourage learning and adaptation in an 
industry exposed to highly uncertain external pressures. 

 

Method 
The project involved four groups of people.  The AgResearch team commissioned by 
Dairy InSight met regularly with a steering committee of Dairy InSight staff , which 
ensured that the process was constructive, and had direction, and logistic support.  A 
group of industry professionals (30) were involved in building scenarios and a group 
of farming professionals (300) in the identification of industry priorities. 

Step 1 
A workshop was held with Dairy InSight, AgResearch, and Fonterra to describe the 
components of a dairy industry value-chain.  This was to provide a reference for any 
subsequent industry discussions and scenario building (Mitchell et al., 1979). 

Step 2 
A workshop was held (9th September 2002), with dairy industry participants from all 
parts of the dairy value chain.  At the workshop, the participants worked in separate 
professional groups (or Practices), these being farming, manufacturing, marketing, 
on-farm research, and farming-systems research, to identify the events and activities 
that could be occurring in the New Zealand dairy industry in 2012.  The steering 
group then met and reviewed the results from Step 1.  To develop a framework for 
the industry scenarios, each scenario element was positioned as an alternative to a 
contrasting element (e.g. ‘Increased Restrictions on Trade’ with ‘More Liberal 
Trade’).  The content of each scenario was developed by taking one element from 
each contrasting pair and linking it with likely elements from the other pairs. 
A large number of combinations were possible (16) and the steering committee 
meeting selected four scenarios that they considered would most assist farmers.  The 
scenarios were then written to be plausible, and to provide sufficient detail so that 
farmers could determine the possible consequences of each scenario for managers 
like themselves. 

Step 3 
Ten farmer workshops were held at centres of dairying throughout New Zealand.  
The selection of workshop sites was determined by a combination of steering group 
knowledge and regional requests from farmers.  All farmers in the industry (18,000) 
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were invited to attend a workshop near them through industry magazines, and radio 
talks.  The aim was to involve farmers in the workshops who were interested in the 
issue and wanted to make a contribution.  Stakeholders and special interest groups 
were advised not to attend. 
At the farmer workshops in Step 3, the farmers’ were divided into different groups.  
The groups were guided by facilitators through a semi-structured format using the 
scenarios (created in step 2) to prompt for farmer ideas about the impact that the 
future could have upon managers like them.  The ideas from individual farmers were 
written by them onto various coloured post-it notes and could be added to at any 
stage in the workshop process.  Each group then put their post-it notes together on 
large sheets of blank paper.  Various colours were used to reflect the question being 
answered (Figure 1).  The notes in the blue section identified both the threats and the 
opportunities to the industry that were associated with a scenario.  The notes in the 
pink section listed the tools and resources that could assist farmers respond to the 
threats and opportunities, and prepare them for managing their properties in the 
future scenario.  The green section identified other additional investment 
opportunities that farmers wanted Dairy InSight to consider.  The notes (irrespective 
of colour) were clustered together around common themes.  At the top in yellow, and 
completed last, were put titles for each of the clusters of notes.   

The example in Figure 1 may clarify this further.  It may be apparent that for this 
group of farmers, most of the threats and opportunities to the future of the industry 
(blue section) came from the need for ‘animal and land friendly systems’, and from 
having an ‘educated workforce’.   

The farmers in this group (Figure 1) then identified ‘technologies’ (in the pink 
section) that would enhance their performance through labour saving devices and 
increased input efficiency.  They also wanted ‘new profitable products’ from milk 
and non-milk farm production.  The farmers in this group also wanted industry 
investment in additional areas (in the green) into developing ‘animal and land 
friendly systems’ and ‘new profitable products’.  When it came to voting (shown at 
the top), most of the votes in this group went to having an ‘educated workforce’ as 
the top priority. 
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Figure 1:  Results From Timaru farmers’ consideration of the scenario on low-cost 
dairying for the year 2012. 

Step 4 
Workshop results were analysed using Nonnumerical Unstructured Data and 
Indexing Searching and Theorising (NUD.IST) software to identify common themes. 

The workshops were evaluated by those attending using a seven point scale to 
answer set questions and an open question.  The results are summarised in Figures 2-
4. 
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A summary of the steps involved in Future Focus is provided in Table 1. 

 

Table 1.  A Description of the Steps in the Future Focus Project 

Step Description Activities 

1 A model of the dairy industry describing the key 
stakeholders and their relationships. 

Industry workshop 

2 Scenarios describing possible futures for the dairy 
industry in 2012. 

Steering Group 
Conference 

3 Farmer derived investment themes that describe how the 
dairy industry could increase its capability for managing 
the likely, but currently uncontrollable, conditions in 
2012. 

Farmer workshops 

4 Analysis of Results. Desktop analyses 
and discussions with 
the steering 
committee 

 

Results 
Four scenarios were developed by industry forums to describe a range of extreme 
possible futures for the year 2012 (Parminter, 2002), Scenarios 1 - 4.  It is expected, 
but not required that the actual future will lie somewhere within the four scenarios.  
Each scenario identified possible international trading conditions, product mixes, 
industry structure, community expectations, and technology utilisation.  The selected 
scenarios were developed and characterised by naming them according to the 
farming systems that could best fit the resulting operating environment.  The four 
scenarios were described as: low cost dairying, niche product dairying, efficient and 
intensive dairying, and quality assurance dairying. 
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Scenario 2:  Niche product dairying 
International Trade 
The year is 2012 and the sustained pressure on the World Trade Organisation from Australasian economies has resulted 
in open trade for food and agriculture products.  The flip side is that South America, China and Ireland are free to 
compete with us and have now established large pastoral-based dairy herds.  Increased travel and trade is associated 
with greater risks for the industry from the transfer of diseases and pests. 
Product Mix 
Wealthy sophisticated consumer markets have developed.  This has resulted in the production by New Zealand dairy 
farmers of a wide range of niche market products (eg organic milk, milk products for treatment of diabetes, and milk with 
high iron content for infants). 
Structure of the New Zealand Dairy Industry 
Milk prices range from $4.00 kg milksolids for commodity milk to $14.00 per kg for niche milk.  There are now 20 dairy 
companies of varying sizes and most farmers have a choice over which dairy company they supply.  To meet the tight 
specifications for niche products, many farmers supplying milk for these markets have an individual supply contract.  
Farm systems will be diverse in order to cater for the diverse product range and pricing systems.  The return to farmers 
reflects the risk involved in their system.  In the commodity based farming system ($4.00 per kg milk solids) the farms are 
large and average farm costs are low ($2.60 per kg milk solids) with low capital costs.  The niche product system ($14.00 
per kg milk solids) has higher farm working costs ($11.00 per kg milk solids), high capital costs, and a greater need for 
farm labour, which means that most farms are small in size.   
New Zealand Community Expectations 
The previous urban-rural divide over environmental, biodiversity, and animal welfare issues has narrowed because the 
dairy industry has demonstrated responsibility through the development of good practice standards and the application of 
industry guidelines.  The ability of new dairy farmers to manage their farms in a sustainable and clean-green way 
successfully supports the industry’s branding of New Zealand dairy foods and health products.   
Technology Utilisation 
Significant government investment in biotechnology has seen large increases in on-farm productivity and the ability to 
produce designer health foods from milk.  Such designer health foods have required the adoption of innovations at both 
the farm and factory levels.  New technologies have provided farmers with the tools to select cows, and then produce, 
and harvest a variety of proteins.  This investment into innovation has been coupled with increased funding in agricultural 
management and food technology education.  As a result, skilled staff are readily available to implement these 
technologies on farms and along the value-chain.   

Scenario 1: Low cost dairying 
International trade 
It is now 2012 and the World Trade Organisation (WTO) has been unsuccessful in negotiating a reduction in food and 
agricultural tariffs.  The European Union have actually increased trade tariffs and imposed strict environmental, food safety 
and animal welfare regulations.  For example dairy farmers are no longer able to tail dock, induce cows or discharge any 
effluent into the environment.  Efficiency and cost of milk production are New Zealand’s key competitive advantages. 
Product mix 
International trading barriers have resulted in commodity only products being exported from New Zealand and Australia.  
South American countries are able to produce milk at a similar price as New Zealand, which means that New Zealand 
farmers must continue to have lower farming costs in order to stay competitive.   
Structure of the New Zealand dairy industry 
New Zealand’s large dairy co-operatives remain competitive in the world market.  By 2012 they are able to directly charge 
farmers for the costs of collection and time and volume of supply.  Farm-gate milk price varies to reflect the commodity milk 
price for the month of pick-up.  New Zealand farms have become more efficient by increasing in size from a national 
average of 96 ha and 251 cows to an average 125 ha (an increase of 30%).  The milk price now averages $4.20 per kg 
milk solids (over the whole year with monthly variations).  Transport costs have increased to 70 cents per kg of milk solids. 
New Zealand community expectations 
Urbanised New Zealanders have been able to restrict rural landuse through regional plans to ensure that ecologically 
significant areas remain “free” of dairying.  Farmers have to operate within strict regulations associated with the 
implementation of the Resource Management Act (1991).  
Technology utilisation 
Lack of confidence in the political process has led to the continuation of the moratorium on genetic engineering.  Combined 
with a lack of investment in science, this has led to a reduction in the number of scientists working on agricultural, food and 
health research in New Zealand.  Being a commodity-based industry with low levels of investment, dairying is seen as an 
unattractive employment and career option.  The reduced student numbers in agricultural courses has resulted in a lack of 
education opportunities and has further exacerbated a skilled labour shortage in the dairy industry.  The lack of skilled 
labour means that most farms are unable to adopt new and sophisticated technologies to enhance their performance. 
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Scenario 4:  Quality assurance dairying 
International Trade 
It is now 2012 and the World Trade Organisation (WTO) has been unsuccessful in negotiating a reduction in nontariff 
barriers.  The European Union has established strict environmental, food safety and animal welfare regulations.  For 
example dairy farmers can only use a restricted range of chemicals on-farm for weed and pest control and cleaning dairy 
plant.  Nitrogen applications and stocking rates are restricted (maximums of 100 kg per ha and 3.0 cows per hectare 
respectively) to reduce methane emissions and all cows must be feed a minimum of 2.5% of their live weight throughout the 
year.  To maintain its competitive advantage in the face of widespread trade restrictions New Zealand dairy farmers have 
had to implement their own farm quality assurance and environmental management systems that are regularly audited by 
independent agencies. 
Product Mix 
Wealthy sophisticated consumer markets have developed this, which has resulted in the production by New Zealand dairy 
farmers of a wide range of niche market products (eg organic milk, milk products for treatment of diabetes, and milk with high 
iron content for infants). 
Structure of the New Zealand Dairy Industry 
Milk prices range from $5.00 kg milk solids for commodity milk to $15.00 per kg milk solids for niche milk.  There are now 20 
dairy companies of varying sizes and most farmers have a choice over which dairy company they supply.  Farm systems will 
be diverse in order to cater for the diverse product range and pricing systems.  A range of Quality Assurance and 
Environmental Management Systems will be available to farmers and they will be able to choose the scheme that best suits 
them and the markets they are supplying.  It will take 1-3 years for farmers to change between schemes depending upon the 
significance of the differences in the changes.   
New Zealand Community Expectations 
The previous urban-rural divide over environmental, biodiversity, and animal welfare issues has narrowed because the dairy 
industry has demonstrated responsibility through the development of good practice standards and the application of industry 
guidelines.  The ability of new dairy farmers to manage their farms in a sustainable and clean-green way successfully 
supports the industry’s branding of New Zealand dairy foods and health products.   
Technology Utilisation 
Significant government investment in biotechnology has seen large increases in on-farm productivity and the ability to 
produce designer health foods from milk.  Such designer health foods have required the adoption of innovations at both the 
farm and factory levels.  New technologies have provided farmers with the tools to select cows, and then produce, and 
harvest, a variety of proteins.  This investment into innovation has been coupled with increased funding in agricultural 
management and food technology education.  As a result, skilled staff are readily available to implement these technologies 
on farms and along the value-chain.   

Scenario 3:  Efficient and intensive dairying 
International Trade 
It is now 2012 and the World Trade Organisation (WTO) has been unsuccessful in negotiating a reduction in food and 
agricultural tariffs.  The European Union have actually increased trade tariffs and imposed strict environmental, food 
safety and animal welfare regulations.  For example dairy farmers are no longer able to tail dock, induce cows or 
discharge any effluent into the environment.  Efficiency and cost of milk production are New Zealand’s key competitive 
advantages. 
Product Mix 
International trading barriers have resulted in commodity only products being exported from New Zealand and Australia.  
South American countries are able to produce milk at a similar price as New Zealand, which means that New Zealand 
farmers must continue to have lower farming costs in order to stay competitive.   
Structure of the New Zealand Dairy Industry 
New Zealand’s large dairy co-operatives remain competitive in the world market.  New Zealand farms have become more 
efficient and more intensive.  They have increased in size from a national average of 96 ha and 251 cows to an average 
of 125 ha and 350 cows.  The national average level of production is 400 kg milk solids per cow.  The milk price now 
averages $5.00 per kg milk solids and transport costs have increased to 70 cents per kg of milk solids. 
New Zealand Community Expectations 
The previous urban-rural divide over environmental, biodiversity, and animal welfare issues has narrowed because the 
dairy industry has demonstrated responsibility through the development of good practice standards and the application of 
industry guidelines.  The ability of new dairy farmers to manage their farms in a sustainable and clean-green way 
successfully supports the industry’s branding of New Zealand dairy foods and health products.  
Technology Utilisation 
Significant government investment in biotechnology (e.g. new grass species) has seen large increases in on-farm 
productivity from intensification and the use of new information technologies and farm robotics have increased farming 
efficiency.  This investment into innovation has been coupled with increased funding in agricultural management and food 
technology education.  As a result, skilled staff are readily available to implement these technologies on farms and along 
the value-chain.   
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The workshops collected over 10,000 ideas from individual farmers (Table 2).  These 
were clustered together into similar subjects by the workshop participants 
themselves.  Many of these subjects were repeated at the various workshops and so it 
was straight forward for the project team to identify 12 common issues across all the 
workshops and then to group these into 4 investment areas.  This process has meant 
that every farmer’s individual and unique contribution can (if necessary) be traced 
and linked to specific generic outcomes.  It also means that every outcome can be 
decomposed into its constituent parts all the way back to the original contributions. 

Each group within a workshop completed their chart of ideas independently from 
each another.  Some similar ideas were apparent in the results from all of the groups 
despite differences in region and their starting scenarios.  At the workshops, farmers 
described important roles for Dairy InSight in initiating an overall industry strategy 
to growth and development, providing industry oversight, and managing industry 
good investments.  

 

Table 2.  Farmer Ownership of Workshop Results 

Workshop 
Stage 

Number of 
Ideas 
Generated 

Example 1 

Hamilton 

Example 2 

Stratford 

Example 3 

Winton 

Individual 
farmer ideas 

10,000 
approx 

robotic 
milking 

industry suffers 
from too much 
information 

take into account 
different farming 
districts and 
product suitability 

Farmers cluster 
and provide 
headings 

260 easy care 
farming 

useable 
information for 
dairy farmers 

market led 
research 

Project team 
group clusters 
into themes 

12 easy care 
farming 
systems 

useable and 
accessible 
information 

farmer led 
research and 
extension 

Themes 
grouped into 
investment 
areas 

4 on-farm 
research 

industry policy industry policy 
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The farmers generally considered that Dairy InSight should lead an industry dairying 
strategy. 

Dairy InSight needs to work with other companies to coordinate an across 
industry strategy2. 

They expected Dairy InSight to provide an industry watchdog role. 

Dairy InSight should be a watchdog for international industry trends and 
production systems. 

Farmers identified key investment areas for the industry to provide outcomes in a 
number of areas.  These included:- 

New high-value farm products. 
Efficient milk transport. 

Sustainable high-profit systems. 
Low-cost farming systems. 

Easy-care farming systems. 
Environmental and animal welfare standards and practices. 

Organic farming systems. 
Regional farming issues. 

Information services. 
Effective biosecurity and disease control. 

Evaluation of rural services. 
Industry promotion. 

On-farm industry training. 

 

As an optional question at the end of the workshops, farmers were asked to rank the 
scenarios that they had been given (Table 3).  Of those providing feedback about the 
performance of the workshops, 79% answered this question as well. 
Table 3.  Farmer ranking of dairy scenarios for 2012. 

Scenarios Ranking Percentage 
ranking this first 

Low cost dairying 1 37% 
Efficient and intensive dairying 2 30% 

Niche product dairying 3 18% 
Quality assurance dairying 4 14% 

 

                                                   
2 Quotes from the farmer material gathered at the workshops are identified in italics. 
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The farmers ranked “low cost and intensive dairying” as the scenario that they 
“would most prefer the industry’s future to be?”  Both this scenario and the next 
most preferred – “efficient and intensive dairying” featured commodity milk 
products and a few large processing co-operatives.  The scenarios based upon niche 
products were ranked the lowest in farmer preferences, and the scenario with on-farm 
quality assurance was least liked.   
That farmers preferred the scenarios likely to provide the industry with the least 
profit (although perhaps with more commercial risk) was a surprise to the project 
team.  It may be that many farmers actually ranked them instead based upon their 
expectations of the industry’s most likely future, as the following farmer comment 
suggests: 

“I don't think there is a choice – we are most likely to be forced into the low cost 
scenario” 

 
From those people attending the workshops 159 chose to complete the feedback 
forms.  Most of them indicated that the workshop approach was a “useful” way of 
involving farmers in providing industry direction (Figure 2) although some found the 
scenarios conflicted with their own views of the future. 

The scenarios provided a framework giving direction to farmers and so we 
produced better ideas - farmers were educated without anyone having to put 
words in their mouths 

Approach good, but scenarios were a poor method to achieve the result 
They said that the workshops had “achieved their purpose” (Figure 3). 

Good process for generating ideas 
 

 
 

 
 

Figure 2.  The Value of the Scenario 
Workshop Approach to Industry 
Consultation 

Figure 3.  The Level of 
Fulfilment of the Workshop 
Purpose 



 

Terry Parminter, Irene Nolan and Peter Bodeker 2003. Use of Scenarios in Industry 
Consultation: Dairy InSight’s Future Focus Project. Proceedings of the Ninth Annual 
Conference of the New Zealand Agricultural and Resource Economics Society (Inc).  
AERU Discussion Paper No. 150, pp164-170. 

And that they would “participate in this sort of workshop again” (Figure 4) as long as 
they are not too often. 

The amazing results reflect what the industry needs from here on in 

Need better attendance. We will work on it, but keep coming to this region 
 

 

 

Conclusions 
Scenario workshops can provide a useful tool for policy planners, assisting industry 
and policy agencies to consult with their suppliers and publics, and for them to 
develop strategies for the future.  This particularly applies when the future is 
expected to be mainly determined by forces with very uncertain effects and resulting 
from many complex interactions.  Traditional approaches of decision analysis seek a 
single truth and representation of reality; scenarios can accommodate contradiction 
and paradox, “they combine art and science, deduction and induction”.  Scenario 
workshops can assist planners to overcome biases towards considering the future to 
be an extension of the present and from being overconfident about the effects of 
change. 

This paper describes an approach to using scenario workshops for industry planning 
developed by AgResearch, which enabled Dairy InSight to consult with its members 
in an open, transparent, and fair way, consistent with the principles of participatory 
democracy.  The workshop results are now being used to guide industry investment 
and to develop a framework for evaluating the performance of service providers.  
Like the workshop participants in Europe, the farmers involved in the Future Focus 
project considered that the process provided a way for them to make their 
contributions equally, and to learn about industry strategy while they were doing so.  
Participating in the workshops increased farmers’ confidence in the future 
investment decisions of Dairy InSight.   
 

 

Figure 4. Willingness to 
Participate in Similar Scenario 
Workshops 
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