Thank you to the Red Meat Profit Partnership (RMPP) Partners.
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1. PROGRAMME OVERVIEW
1.1 Programme objectives
Understanding Your Farming Business (UYFB) aims to equip farming women with the business
knowledge, skills and confidence to better engage as critical farming partners.
You will gain a better understanding of:
• the key drivers and language of your farming business,
• how to measure farm performance and potential, and
• the value you can add in the business as a more engaged critical farming partner.
You will return to your business with fresh eyes and be able to:
• participate more fully in business planning and management discussions with farming
partners/advisors using appropriate frameworks, and
• use new communication and change-making skills to help improve your business.
It is the combination of these aspects working together that will make a difference for you.
The programme’s main goal over the next three months is for you to gain the business knowledge,
skills and confidence to better engage as a critical farming partner.
You are all farming women, you are all involved in farming businesses, therefore, you are all
businesswomen. We all have different starting points in this programme and that’s good because it’s
going to make our learning rich.

1.2 Structure
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1.3 History
Understanding Your Farming Business began in 2012 as a focus group led by AWDT Executive
Director, Lindy Nelson, two Escalator Alumni, Ruth Rainey and Kirsten Bryant, and the (then) Chair of
the Taranaki Women in Farming Group, Bronwyn Muir.
AWDT ran the first pilot programme in 2012 drawing women from Taranaki, Whanganui and
Taumarunui.
Following participation in the pilots:
•

100% introduced KPIs

•

95% understood how the bank assesses risk

•

80% made budget changes.

By the end of 2016 AWDT had delivered UYFB to 500 women in rural areas throughout New Zealand.
Our facilitation team has grown to over 20 from the original four – (Lindy Nelson, Charmaine O’Shea,
Sam Orsborn and Justine Kidd), and now includes a mix of technical experts and experienced farming
women, many of whom are also AWDT graduates.
We continually strive for excellence and the programme has been updated annually to remain up-todate, accurate and relevant. We conduct regular surveys to seek feedback and suggestions for
improvements. In 2016 RMPP funded an independent research study by UMR which showed that
99% of women who attended UYFB rated the course either good or excellent.

1.4 Results
Evaluation surveys (2015) have shown:
•

100% of programme participants said UYFB had increased their confidence and knowledge
and helped them see themselves as critical farming partners.

•

87% of participants now want to make changes to the way they budget.

•

96% of participants now have an understanding of and/or confidence in their risk assessment
factors and how they can influence these.

•

67% identified a lack of training as their top barrier to budgeting before doing the programme.

•

Before the programme 68% of participants were not involved at all in budgeting, did the
cashbook only, or read the budget and had some input. After the programme 83% wanted to
do the budget with their farming partner, or be the main budgeting person.

But what did the women themselves find?
•

Graduates were more confident to engage within their farming business.

•

They started to see the value of their role within the business and what was possible.

•

They started to recognise what this looked like and gain insight into their strengths
operationally and strategically.

•

They gained independent ‘expert’ knowledge.

•

Their view of the farm changed into a business where change could result in improved
profitability.

•

They implemented new systems.

No part of this may be copied or reproduced without permission from AWDT © 2017
4

This is what some of them had to say:
“I knew I had value, but now I know what that value is.”
“I feel more empowered. Excited to have a focus to go forward.”
“Re-affirming that as women we bring something to the business.”
“ I realise I can contribute more; I feel a lot more confident.”
“I now have the self-belief to take on more.”
“Inspired – no knowledge is fear and holds you back.”
“I need to be more involved rather than just being the silent partner. Learn
more and get involved.”
“I do have some skills that are useful.”
“I now know that I can contribute.”
“There is definitely a place for me in the business and there is a lot I can do.”
“This training has made me feel equal with anyone in any situation and able
to talk with anyone.”
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Our farming partners
As UYFB has been rolled out over the last two years, we have noticed how much farming men,
extended family or those who we have a business partnership with have valued this development
programme.
Partners of the women have told us that they really value having them understand the business more.
Things like: “I can talk to her more”, “I feel her support more” and “I enjoy the confidence”.
Farming men have appreciated the support of having a more engaged partner. “We are dealing with a
severe drought and after UYFB Sarah is much more involved, asking questions and making
suggestions – it doesn’t change the drought, but I don’t feel like I am doing it all alone anymore.”
“Since Claire did UYFB I now feel we are much more a business partnership, she sees things
differently and has supported and encouraged me to make changes.”
Some men have said the programme introduced new things for them. Their partners did the
programme and took home the material, they then worked through it together and they can now apply
that new knowledge together.
“Initially I was resistant to the idea of KPIs and benchmarking – they were things I knew we needed to
do, but since the programme I feel we are thinking about this together, and together we have agreed
the value it will add to our business.”
We encourage you to invite your farming partner to learn with you. If it feels right, talk with him about
what you are learning. Get his views. Ask him to show you how he does it.
Industry
The Red Meat Profit Partnership (RMPP) is a collaboration between the Red Meat Sector and
Government through the Primary Growth Partnership programme. Its objective is to drive sustainable
productivity improvements in the sheep and beef sector to deliver higher on-farm profitability.
Industry and Government are right in behind UYFB and want you to develop as informed farming
partners. Ultimately this will lead to stronger farms, a stronger sector and a stronger economy for
New Zealand - that’s how much difference you can make.
The industry partners involved in UYFB are the members of the RMPP. UYFB is one of the RMPP’s
first on-farm investments that directly benefit farming businesses. Since 2012 RMPP has seen the
difference that engaged, confident and skilled women are making to their businesses as critical
farming partners and has agreed to fully fund UYFB until 2020 to reach 2,500 women.
Industry partners in the Red Meat Profit Partnership are:
•
•
•
•
•
•
•
•
•
•

Alliance Group
ANZ
ANZCO
Beef + Lamb New Zealand
Blue Sky Meats
Greenlea
Progressive Meats Ltd
Rabobank
Silver Fern Farms
Ministry for Primary Industries

AWDT Trustees
The AWDT Trustees know that through UYFB and other AWDT programmes that giving women
increased business skills and knowledge helps them not only connect to their farms but also to their
wider community/sector. It is their aim that by growing the business, leadership and governance skills
of women in the sector, that the AWDT’s vision of growing and strengthening NZ’s Primary Industries
will be realised by supporting women to achieve and grow their potential.
No part of this may be copied or reproduced without permission from AWDT © 2017
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2. MODULE ONE OVERVIEW
The focus of Module One is helping you understand the basics of how to measure farm performance
and potential. By the end of today you will have significantly more core knowledge of and a far better
understanding of the words and measures that farming businesses use.
Here are the six objectives for today’s module:
•

Better understand the strengths you bring as a woman in business. It’s now well-proven that
women bring unique and much needed ways of working to high performing businesses. The
way we think, work and relate naturally brings an x-factor to business success. We’ll get into
that later but suffice to say for now, we are essential to better profitability in our businesses.

•

Learn three types of farm budgeting - financial, stock and feed.

•

Learn the principles of benchmarking and how to find benchmarking information.

•

Identify five KPIs for use in business planning.

•

Identify key questions to ask business partners/advisors to better understand your business.

•

Learn to overcome barriers to new conversations with farming partners.
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3. SESSION ONE: Getting started
3.1 Introductions
About me

What I want to achieve on this programme

Something in the business I want to have the confidence to improve or change in the
next 12 months
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3.2 Working together
Effective groups take the time to sort out their ground rules – the expectations that
they all commit to focus the group and build trust.
What are our group rules for working with one another over the next three months?
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3.3 Why women?
One very strong theme in the business improvement world at the moment is diversity - having the
widest possible range of people, skills, experiences and networks involved in a group. Historically,
businesses have tended to seek and attract “people like me”. That’s the old story of business. We
can all think of examples of companies, boards and farming teams where the faces all look the same.
Is it not uncommon to find large farming businesses run by a cluster of middle-age, European men
from similar lifestyles. It’s not wrong, but business improvement science says that over time this
keeps a business working within a narrow set of ideas because “we all think the same.” The research
is very clear that a business benefits from having a wider range of ideas and experiences put into
decision making and the day-to-day life of the business.
Women bring many strengths that are essential to business. Strengths that need to be in the mix, in
balance with other strengths. Too many men working alone – something is missing. Too many
women working alone – something is missing. Too many of any particular age group, ethnicity, world
view working alone – something is missing.
So, the message here is simple. The wider the skill and input base, blended well, the better the profit.
The face of farming is changing - and that’s good news.
Yet in the same way we have some particular strengths, we also have some collective mindsets that
hold us back.

We bring essential strengths:

And yet we can be held back by:

•

relationship skills

•

variable/lower confidence

•

collaborative approaches

•

prone to underrate and understate

•

strong organisers, copers

•

low or unformed aspirations

•

stronger sensing abilities

•

less comfortable with tension

•

more empathic, therefore more likely to
stop, look and listen

•

risk aversion

•

‘peace keeping’ at own expense

•

better listeners

•

•

more off-farm connections

investing in others first thinking “our
time will come”

•

more self-aware/self-caring

•

more lateral thinkers – outside the box
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What changes have you noticed about women's participation in our industry over the
last 10 years?
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4. SESSION TWO: Financial budgeting
We look at:
•

Why do we want to make a profit? What does success look like?

•

Budgeting and barriers to budgeting.

•

The Upside-Down Budget.

•

Risk assessment indices.

What I would like to learn today
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4.1 Why do we want to make a profit? What does success look like for
me?

PHYSICAL

PERSONAL &
FAMILY

CULTURAL &
SOCIAL

FINANCIAL

ENVIRONMENTAL

No part of this may be copied or reproduced without permission from AWDT © 2017
13

4.2 Budgeting
“A budget is a mathematical confirmation of your suspicions.”
- A A Latimer
“A budget tells us what we can't afford, but it doesn't keep us from buying it.”
- William Feather
Firstly, we need to have an understanding about the budgeting that is already occurring on farms. In
2009 Sam Orsborn of Baker & Associates completed a Kellogg’s study on the effect budgeting had on
sheep and beef businesses.
His assumption was that there would be a 50/50 split of budgeters and non-budgeters, and his
investigation would support the theory that the budgeters would make more profit. He started the
project by talking with bank managers and farm consultants. It very quickly became clear that there
were actually three categories of budgeters, so he expanded the research and worked with 15 bank
managers to categorise more than 200 clients into expert budgeters, budgeters and non-budgeters.
Your notes:
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Budgeting skill levels
Expert budgeters:
•
•
•
•
•
•

own their budget
know their expected financial results well in advance
very rarely exceed banking limits
know their cashflow and profitability
know key sensitivities in their business
assess risk management when they are planning.

%

Budgeters:
• limited ownership of budget
• budget but are not observing variances between
budgets
• do not make budgeting a priority over farming
• mainly use cashflow budgeting.

%

Non-budgeters:
•
•
•
•

no ownership of budget
budget produced once a year by financier
are most prone to surprises
believe that they do not have the ability to
influence profitability.

%
Proportion of farmers represented
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4.2.1 Barriers to budgeting
Sam discovered there were three barriers to budgeting:
1

Time
•
•
•

Budgeting is not working or generating income.
Takes too much time.
Not perceived as a priority over other physical farming activities.

Cost to get someone to work physically in your business - $20/hr
e.g. paying someone to input invoices for GST.
Cost to get someone to manage your business - $200/hr
e.g. paying a farm advisor to set the annual budget.
Value to your business of working strategically on your business planning, setting goals &
monitoring - $2,000/hr e.g. the value of having a 5-year plan to meet goals.

2

Technology
•
•

Lack of confidence on computers.
Using the budgeting programs, but making them too complex by over-coding.
e.g. in a stock rec having codes for ram lambs, store lambs, prime lambs when in
fact what you need to know is what did we make from lambs?

Rule of thumb is that the computer program needs to be a management tool – if you aren’t
using it, you don’t need it. Ask:
• what ongoing support is there?
• what are other people with similar businesses using?
• do I need to access the budget online – offline?
• who else needs access?
• is it a program that works for you? (Not just one the accountant uses).
3

Training
•
•
•
•
•
•
•

Focus on profitability, not just cashflow.
Stock reconciliations.
Coding and budgeting structures.
Monitoring and reporting on a regular basis.
Identify the drivers of your business.
Management programs, not accounting/ IRD programs.
Better Budgets Better Business Workshop.

Your notes: What holds you back?
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4.3 Financial budgeting
Why budget?
•
•
•
•
•
•
•

Failing to plan is planning to fail.
Know your financial result.
Informed decision making.
Avoids surprises.
Communicate to stakeholders.
What ifs?
Quantities, changes in sales dates, fertiliser application etc.

Exploring budgeting
•
•
•
•
•

What is in a budget?
Where do I start?
Where can I get information from?
How do I estimate things?
Once I have a budget what do I do with it?

Creating a plan or target for the business
•
•
•
•
•
•

Income
Expenses
Physical performance
Human resource
Land use
Succession

What good looks like - top performers have good planning and management
•
•
•
•
•
•
•
•

Focused on what they can influence.
Match policies to land platform and personal competencies.
Set realistic goals and targets.
Own their plan.
Monitor and benchmark.
Utilise the ‘Team’.
Finger on the pulse.
Essentially very good business people.
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What is in a budget?
Gross Farm Income:
How do we make our money?
• Stock Sales
• Wool
• Crops
• Grazing
Farm Working Expenses:
The expenses incurred to generate the income.
• Wages; animal health; electricity; contracting; fertilizer; weed & pest; vehicles; admin;
repairs and maintenance
Farm Surplus = Gross Farm Income – FWE
Used for:
• Tax
• Drawings
• Capital Expenses
• Development
• Debt servicing
(As a rule of thumb FWE are 50% of the farm surplus, but you will have a more accurate figure
if you benchmark your own farm.)
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4.4 The Upside-Down Budget
Starts with what the farm needs to generate as a farm surplus. Looking at your KPI, what does your
farm need to achieve this year to succeed?
e.g.
Taxation
Drawings
Debt Servicing

$20,000
$60,000
$50,000

Capital & Discretionary
Debt Reduction
Holiday
Mower
Scales
Motorbike
New Kitchen
Total Capital

Priority
1
2
3
4
5
6

Annual Farm Surplus required

$20,000
$20,000
$15,000
$5,000
$10,000
$10,000
$80,000
$210,000

Therefore, to reach the farm goals:
Farm Working expenses (50%) need to equal $210,000
Gross Farm Income needs to equal $420,000
Use these figures to guide your annual budget and to monitor cashflow as the season progresses.

Your notes:
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4.5 Cashflow
If you don’t monitor your cashflow it is like trying
to drive forward while looking in the rear vision
mirror.
Forward looking and backward looking should be in
similar proportions to the windscreen and rear view
mirror.

Monitoring cashflow
Who does this now? Why do you do it? What decisions does it help you make?
What to do:
• Record actual transactions at least monthly.
•

Reconcile to your bank account.

•

Look at any variances of actual to budget.

•

Review your budget to ensure the months ahead are still accurate:

•

o

stock numbers and prices

o

timing of key expenses

o

can we still afford what is in the budget?

Review the annual result and communicate with your banker and accountant.

Use your budget as the spending plan - How?
When choosing a software programme consider the following:
•

Who do I know using this programme? Talk to them.

•

Can my accountant work with it?

•

What back up support and /or training is available?

•

Is it online?

Can I generate these reports?
•

Revised Cashflow.

•

Stock Flow report and Stock Reconciliation.

•

EFS with Stock Adjustment.

•

Variance Full Year: Revised vs Original Budget.

•

YTD comparison for the last month and year to date.
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Good Planning = Efficient Use of Time
Key dates to have on a Monthly plan:
•

bill payments

•

GST payments

•

bank reconciliation

•

revising cashflow

•

Monthly reporting (if required)

Example:

Your notes:
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My Monthly Planner:

Mon

Tues

Wed

Thurs

Fri

Sat

Sun

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

26

27

28
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4.6 Annual Cashflow Planning Process with Cashmanager RURAL
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4.7 Risk assessment
4.7.1 What is risk assessment?
Banks measure the risk of each customer. This affects:
• ability to borrow money
• interest rates.
Risk is reduced by:
• good financial management
• operating profitably
• having an appropriate debt level.
All banks operate under international and national rules, requiring them to hold sufficient capital to
protect the banks against risk. This protects the banking system from a number of bank customers
failing at the same time. You may have heard comments from the Reserve Bank about farm debt as a
source of risk to the banking system from time-to-time. What they mean is that if too many farms
have too much debt and markets fail, banks may fail as a consequence, putting the banking financial
system at risk.
This means borrowers are graded on viability and security scales. Banks hold capital reserves
appropriate to the risk. Bankers have to rate all clients this way and it is based on security, viability
and personal factors – the riskier the client, the more funds the bank has to keep in reserve. Because
it’s expensive to hold capital, this affects the cost of lending – your interest rate on your mortgage.
These aren’t arbitrary, but have been assessed from analysis of actual loss experience.
When you are an expert budgeter you have better financial practice, improved profit and reduced
gearing, thereby reducing the risk in your business, as well as improving the banks risk assessment.
The benefit of this is that your business is more bankable and this will work to reduce your interest
cost.

4.7.2 Businesses with low risk tend to:
•

have good management practices
–

stay within credit limits

–

complete financial accounts on time and provide them to the bank

–

prepare budgets and monitor them regularly and take action when things change

–

proactively communicate with key stakeholders and the bank.

•

have made a profit consistently in the past

•

plan and budget, so they know how they will make and spend money – debt reduction, capital
expenditure, drawings

•

manage their cash well - they know what is affecting their results and respond when things
change

•

have an appropriate level of equity in the business, and provide lenders with adequate
security.
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Your notes:
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4.7.3 How do banks assess a credit proposal?

To decide on lending to a business, bankers follow the same process you should follow to invest in a
business. Bankers want to know that the business has the ability to meet its operating costs and
service and repay debt.
They look at:
•
•
•
•

The industry economic outlook and industry competition factors. Bank economists are a
service to bank customers, but also provide the information for banks to assess industries and
businesses.
The efficiency and productivity of the business - in farming things such as lambing percentage,
meat and fibre produced per hectare, milk solids per hectare etc. A business which is
productive may or may not be profitable, but if it isn't productive it is unlikely to be profitable.
Profit history - the earnings of the business. Banks look at profit levels and profit ratios –
expenditure-income ratio, EBIT, EFS, EBITDA etc.
What budget forecasts are saying about the outlook. If the business is expanding (e.g.
investing in irrigation or looking at the farm next door), then understand how financial results
are likely to change after the investment.
-

-

To do this, banks will look at both the medium-term cashflow, and long-run or “status
quo” type budgets which isolate short-term factors from the underlying profit of the
business. These budgets include required maintenance and normal drawing levels,
and use an assessment of long-run product prices and interest rates.
From these short-term and long-run projections, banks assess the ability of businesses
to service and repay debt over time. This is the debt capacity of the business.

Farmers sometimes consider a break-even result as good enough, but debt needs to repaid as well
as interest serviced. Why?
• Because owners’ circumstances change – they get older, they need to retire and succession
needs to be financed.
• Assets depreciate (fences, cowsheds etc).
No part of this may be copied or reproduced without permission from AWDT © 2017
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•
•

Industry circumstances change – volatile commodity prices, interest rates.
You need capacity to reinvest in the business and innovate, requiring additional capital.

Debt needs to reflect the profitability of the business. It’s not about being able to borrow a certain
percentage of assets, but having a debt level appropriate to the ability of the business to service and
repay debt.
In considering this, bankers look at both risks and mitigants i.e. what will offset the risk? For
example:
•
•

if a farm is likely to be affected by drought or flood, what are the options to respond? And
how significantly an event (commodity prices, interest rates) may affect the business outlook
(sensitivity).

Every business is different, and businesses can increase profit through better management and
investment. Demonstrated good cashflow management is the key factor though. Bankers are looking
for business managers who understand and will respond to change - be it climatic, if commodity
prices fall or interest rates rise. Managers understand the effect on profit, and what else could be
done to offset the effect and take action. The best indication of that is past financial results.
Security for bank loans is also important, but profit and cash management is the most significant
factor.

4.7.4 Key indices
•
•
•
•

Ratios are useful to compare businesses and industries.
It is useful to use ratios alongside benchmarks.
You need to consider the less tangible factors along with ratios.
No one ratio tells the whole story – it’s a matter of building up the whole picture.
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Expenses: Income ratio – how efficient is the business?
Compared with others in the same industry, what does it cost to make money? You can also look at
expenses per unit of production and compare them – i.e. expenses to produce a kg of meat and fibre
etc.
EBITR – earnings before interest, tax and rent
•
•
•
•

Similar to EFS (Economic Farm Surplus). EFS/ hectare is used by Beef + Lamb New Zealand
in calculating profit.
Drawings are a cost to most farm businesses, so you need to allow a wage of management
to be a calculation in the returns of your business.
This is what is available to service debt after running the business, providing a living to the
owners, maintain productivity, depreciation of assets etc.
EBITR is more typically used in a commercial business – the difference being they have rents
as an operating cost.

Interest Cover – Interest and Rent/ EBITR
•
•
•

Looks at the debt servicing and rent in relation to returns.
Need to look at what it has been, and then think about long run production, incomes,
expenditure and interest rates.
A good interest cover is a buffer to accommodate income falls, interest rate rises etc.

ROA – Return on Assets (EBIT/ Assets)
•
•
•
•

How effectively do assets generate returns?
Do all the assets tied up in the business show reasonable return? Compared to other options
using these assets or the money tied up in them.
Related to ROE (Return on Equity).
Allows a comparison of one business to another as an investment.

Loan to Value ratio - % of business assets financed by loans
• Indicates gearing - how much of the business is financed by owners v. others?
• If ROA is low, more of the business needs to be financed by the owners.
• Debt levels always need to be considered in light of earnings.
Your notes:
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Your notes:
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What is in a good software program?
The rule of thumb is that the computer programme needs to be a management tool – if you aren’t
using it, you don’t need it.
•
•
•
•
•

What ongoing support is there?
What are other people with similar businesses using? Talk to them.
Do I need to access the budget online – offline?
Who else needs access?
A program that works for you, not just one the accountant uses.

Your notes:
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Next steps and commitments
• What budgeting category are you in?
• How will you get to where you need to be?
•

What is your businesses risk margin?

•

How will you find out? When?

•

Think about where you placed yourselves on the continuum and where your business
needs you to be.

•

What budgeting is happening currently in your business, what would you like to
change?
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5 SESSION THREE: Stock reconciliation and feed budgeting
We look at:
•

Budgeting for stock

•

Profit or price?

•

Stock reconciliations

•

Useful tools and technology

•

Feed budget and monitoring

5.1 Budgeting for stock
You cannot work out a profit in your business without a stock rec, it is the one thing that causes most
headaches at the end and beginning of the financial year.
What role does stock reconciliation play?
In budgets - working out the income from sales, estimating how many lambs will be sold, the amount
and cost of crops required.
In financial statements - the stock have an individual value that impacts on the total worth of the
business.
In farm management - will I have enough grass to feed the stock numbers? Will I need to purchase
more? When?

5.2 Profit or price?
Which farm is more profitable?
The difference could be as simple as FARM A
having 1,200 ewes on-farm at balance date
and FARM B having 900. 300 more stock at
$150/head would mean that FARM A has
made $45,000 more PROFIT than FARM B.
At the end of the year the stock adjustment will
tell you as much, if not more, than the bank
balance about the profitability of any
agricultural business.
A stock adjustment is when a value is assigned
to the stock on hand. This is where a stock
reconciliation comes in, both for accurate end
of year figures and also for setting the budget –
how much feed do I need to feed these
animals?
How many will I need to purchase and when?
It all starts with the stock reconciliation.
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5.3 Stock reconciliation
All stock reconciliations are based on the following formula:

With a double check formula of:

Best practice principles are:
•

in financial terms an animal remains the same stock class for the whole year

•

lambs and calves are never on hand in the opening numbers (this box will always equal zero)

•

animals change classes just before midnight at the end of the financial year (only ever one
birthday in the year!)

•

the process of changing an animals stock class is called Aging

•

before inputting in to Cashmanager RURAL (or similar) you must translate whatever is on the
killing sheets, sales docket or farming diary

•

no matter what is on the farm notebook, killing shed or sales docket, stock remain the same
class of stock on your stock reconciliation until the end of the financial year.
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SHEEP RECONCILIATION EXAMPLE

MA Sheep

1500

+0

1500

+0

+0

- 200

- 50

= 1250

+ 50

+ 1250

With a double check formula:

+0

1500

=

200

=

1500
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The equation is:

A
Opening

+C

+B
Born

Purchased

-D

- E

=F

Sales

Deaths

Year end
tallies

MA Ewes

1500

200

50

1250

2th Ewes

500

50

20

430

Ewe Hoggets

400

20

380

30

350

54

0

Ewe Lambs

Always = 0

Mixed Lambs
NB: Double check This must Balance

380
2020

Opening
+

Born
+

2400 +

2400 +

2066

100

Age up

430

This year
closing =
Next year
opening

1680
(1250 + 430)

380
350

380
350
Always = 0

Must
Sales Deaths
Purchased Equal
Year end
+
+
=

4900

100

=
=

2316 174

2410

4900
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Cattle Stock Reconciliation
The equation is:

Stock Class

A

Opening

+B

Born

+C

-D

Purchased

- E

Sales

=F

Deaths

Closing

Age up

11
Breeding cows

10

R2 Heifers

12

R1 Heifers

8

Calves

NB: Double check This must Balance

5

9

Opening +

Born +

Purchased

Must
Equal
=

30

9

20

=

14

1

11

23

23

23

4

4

59

5

=

4

Sales + Deaths +

5

25
(14 + 11)

1

15

Always = 0

This year
closing =
Next year
opening

2

Always = 0

closing

52
59
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Your notes:
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SHEEP STOCK RECONCILIATION

Stock Class

Opening

Born

Purchased

Sales

Deaths

Closing Tally

Age up

Next year
opening

Ewe
2th Tooth
Ewe Hogget
Ewe Lamb
Trade Lambs
Trade Hoggets
Rams

Totals
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BEEF STOCK RECONCILIATION
Stock Class

Opening

Born

Purchased

Sales

Deaths

Closing Tally

Age up

Next year
opening

Breeding Cow
R2 Heifer
R1 Heifer
Heifer Calf
Bull Calf
R1 Bull
R2 Bull
Sire
Steer

Totals
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5.4 Aging Stock

When working out an end-of-year stock adjustment you want to know - are they worth the same price
each year? No, because they are older. An R1 steer is not worth as much as an R2 steer. This is
aging of stock.
The danger time is when that animal is aged. What are they described as on the invoice you receive
from the sale yard, freezing works, stock agent, and farm or stock manager on-farm? If you are
entering invoices you have to translate this invoice to code it correctly. A best practice guideline is to
ask yourself, “What was this animal at the beginning of the financial year?” and enter that code into
the financial program until 30 June the following year when it will age to the next class of animal.
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Stock reconciliation exercise
Scenario One
•

at the start of the year you have 10 in-calf cows

•

they calve at 90% calving rate (9 calves - 5 bulls & 4 heifers)

•

during the year, you purchase 5 more cows

•

you sell 5 bull calves at the weaner fair

•

you decide to keep the 4 heifer calves as replacements.

Class of stock

Opening

Natural increase
(born)

Purchases

Sales

Deaths

Closing Tally

A

+B

+C

-D

-E

=F

Mixed Age Cows
R2 Heifers
R1 Heifers
Heifer calves
Steer & Bull Calves
R1 Steers & Bulls
R2 Steers & Bulls
Mixed age Steers
Breeding Bulls
A+B+C

equals
=

D+E+F
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Scenario Two
•

you start the year with 1000 in-lamb MA ewes, 300 in-lamb 2ths and 350 dry ewe hoggets

•

at docking, you have 1200 lambs from the MA ewes (half male, half female) and 400 lambs from the 2ths (half male and half female)

•

50 ewes and 15 2ths die over lambing time

•

you sell all your male lambs to the works

•

you purchase 50MA ewes at the ewe fair

•

you sell the bottom 450 of the ewe lambs to reach your replacement numbers.

Class of stock

Opening

Natural increase
(born)

Purchases

Sales

Deaths

Closing Tally

A

+B

+C

-D

-E

=F

Mixed Age Ewes
2th Ewes
Ewe Hoggets
Ewe Lambs
Trade lambs
Rams
totals
A+B+C

equals
=

D+E+F
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5.6 Budgeting for feed
How does feed budgeting add value to farm business performance?
By monitoring feed you can anticipate problems/opportunities and do something about it; identify a
feed shortage coming up, be aware of what this means at critical times of the year and act in a timely
way - de-stock, apply nitrogen etc. The difference between a good farmer and a bad farmer is two
weeks. Seeing the feed shortage or surplus two weeks before means you have time to do something
about it.

5.6.1 Tools and technology
•

Farmax

•

AgHub

•

Other Feed budgeting tools?

•

Smart Phone Apps?

•

Beef + Lamb New Zealand website

•

Interactive tools - Beef + Lamb New Zealand
http://www.beeflambnz.com/information/interactive-tools/

5.6.2 How many lambs do I buy?
Intake required – 1kg dry matter per day per lamb for 30 days
Crop 1 – 5ha @ 9000 kgdm/ha = 45,000 kgdm in paddock ÷ 30 days = 1500 lambs
Crop 2 – 10ha @ 5000 kgdm/ha = 50,000 kgdm in paddock ÷ 30 days = 1667 lambs

How will you use a feed budgeting and monitoring programme on your farm?
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5.7 Planning tool - Farm Management Plan
This is a practical way to bring your budget ‘alive’ in a way that is accessible for the whole team.
A farm management plan assists:
•

planning

•

monitoring

•

communication.

It can be used as a starting point at monthly budget meetings, weekly team meetings - keeping it
visible.
On the following pages, there is an example Farm Management Plan that can be modified to meet
your business needs.
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Farm Management Plan 2017/18
July

Aug

Sept

Oct

Bull sales &
purchases
Sheep sales &
purchases
Animal Health &
drenching
Grazing
Cropping
Feeding
out/supplements

Fertilizer

R&M

Admin
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Nov

Dec

Jan

Feb

Mar

April

May

June

Total
for
year

Next steps and commitments
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6 SESSION FOUR: Benchmarking and KPIs
We look at
•

Benchmarking

•

Key industry measures

•

What are KPIs?

•

Your top 5 KPIs
What do you measure on your farm?
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6.1 Benchmarking
“80% of farmers believe they are in the top 20%”
- Red Meat Sector Strategy Report

Why benchmark?
•

Know where your business performance lies.

•

Know what you do better than most.

•

Know what your weaknesses are.

•

Develop a plan to leverage your strengths and eliminate your weaknesses

•

Business planning – KPIs.

What is benchmarking?
•

Comparing your business to industry averages.

•

Not just financial
o

physical

o

HR

o

governance.

•

SWOT analysis versus average and top 10%.

•

Needs a high level of disclosure.

•

Benchmarking Tool Analysis - Beef + Lamb New Zealand
http://www.beeflambnz.com/information/on-farm-data-and-industry-production/benchmarkingdata/
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6.2 Industry measures
Beef + Lamb New Zealand
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The productivity gap is also significant.
Beef + Lamb New Zealand's Sheep and Beef
Farm Survey showed that the difference in
'price per head' is quite small when
comparing the upper quintile (top 20 percent)
to the second-to-lowest quintile. But the
difference in 'output per hectare' is
substantial – around 135 percent in the
volume and total revenue from lamb sales.

Your notes:
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BakerAg FAB Economic Report 2014.2015
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6.3 Your top KPIs
Identify the top KPIs for your business that you will measure each year.
•

Key performance indicators are used to measure your progress towards achieving success.

•

These indicators will tell a business if it is on track to succeed. Or

•

Identify when it is going off track.

Identifying annual KPIs gives a business a clear idea of what it needs to achieve each year and
becomes the driver for your budget and the first step in creating your Upside Down Budget
Looking back at what you defined as success, you can now add numbers that will allow you to
measure your progress towards achieving that success. These are your top KPIs.

PERSONAL &
FAMILY

PHYSICAL

CULTURAL &
SOCIAL

FINANCIAL

ENVIRONMENTAL
No part of this may be copied or reproduced without permission from AWDT © 2017
53

Next steps and new questions
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7 SESSION FIVE: Overcoming barriers to new conversations
Many women go home from these sessions energised and fired up. We’ll be encouraging you to
share your enthusiasm and your learning with your farming partner, business partners or the people
who are significant decision makers in your business as you begin to build your knowledge, ask more
questions about your business and name things you would like to improve or know more about. This
session will help you get ready for those conversations.
We look at:
• new questions and conversations
• four types of conversation
• resistance - causes, tips for rolling with it
• planning to talk to partners.
Working independently, jot down some of the questions you’ll be asking over the next
few days once you are back in your farming business. These might be questions
about tax, stock budgets, who decides this or that, questions about your farm goals
and KPIs - whatever you now see you need to know more about. Note the question and who
you’ll be asking. Give some thought to how you think the conversation will go. For some of
you, it might be easy, for others not.

Question to ask

Who will I ask?
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7.1 Four types of influencing conversation
Whenever we are introducing a new idea (like benchmarking or GPS-ing our farm vehicles) or trying
to get someone to buy-in to something we want, one of four types of patterns will be going on under
the talking. In fact, these four patterns are going on in every human interaction where people are
sharing or discussing ideas, needs or wants. When communicating, we are continually moving
toward or away from agreement with the person we are talking to. This can be in very subtle ways
that we hardly notice or it can be much more obvious. Think back to your last conversation with your
teenager or your mother-in-law. Which patterns were showing up? Which patterns are happening
here right now? Coming together or moving apart?

1

Persuasion effect
Where you introduce an idea to someone and through discussion and information sharing,
they move from their initial view and end up agreeing with you. They see it your way. They
have shifted, you have not. Communication on the issue is maintained.
You
Others

2

Negotiation effect
This effect happens when you and the person who you are talking with start with different
views and neither can shift the other easily. Through discussion and information sharing
each person shifts to a modified view. Each has contributed to the new agreed view and
each has to move from their initial position. Communication on the issue is maintained.
You
Others
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3

Fixation effect
Each person starts with a different view and does not move. They either are not open to new
information, do not feel compelled to consider the other’s views or dismiss the other’s views
as not being worth very much. Each is sure they are right and digs in. Communication on the
issue is strained.

You

Receiver
Others
Influence
r
4

Polarisation effect
Each person quickly moves away from any similar view and takes on a radically different
view. Causes can include being offended, major change in circumstances or needs,
frustration, feeling a desire to block the other person in some way. Communication on the
issue is breaking down.

You
Others

Your notes:
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7.2 Resistance
Long story short - if either the fixation or polarisation effect is going on, resistance is present and
closes communication down and can close us down too. Both parties can go into a closed, negative,
self-protective state for a period as they defend their own points of view.
Resistance (think of it as blocking each other) has a powerfully negative effect on our relationships.
• It blocks any real listening so shuts down any real talking.
• It can escalate quickly if you push back.
• It can become a defend-attack spiral quite quickly if we feed the argument and emotions flare up
(which is so much more likely when we are tired, hungry, stressed, surprised or unwell).
• It is really about self-protection if you dig deep enough. Resistance, or push-back, is a threat
response and stops us really exploring any new ideas. Resistance keeps us set in our ways
and closed to innovation, other opinions and new approaches.
The fixation effect

The polarisation effect
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7.2.1 What is a defend/attack spiral?
In short, a defend/attack spiral is like an off-ramp from a conversation to an argument. It’s that flareup point when we start digging in and begin to defend ourselves/our views and attack the other
person and their views.
1. A doesn't like what they are hearing/feeling so attacks B.
2. B defends herself and attacks A back.
3. A defends herself and attacks B again.
4. B defends herself and attacks A again and so on with the tension spiraling to conflict if neither
of them stop the attacking.
Here is a simple example:
Jim:

“The quote for replacing the irrigation has come back much higher than we budgeted for. We
can’t afford to tidy up the kitchen and bathroom after all."

Anne: “What? You promised. We have put that off for five years in a row already and I’m sick and
tired of the house falling down around my ears. You don’t care."
Jim:

“I've told you – it’s alright how it is. The irrigation is far more important. Money on the house is
just a waste.”

Anne: “So anything I want is a waste of money? Your hunting trip was fine and of course your new
ute was fine. Meantime I have to cook in a shack."
Jim:

“You don't understand priorities and it’s been a constant battle to get you to see that.”

Anne: “What I understand is that me and the kids aren’t your priority and never have been since we
got here. I'm sick of it"
Resistance, particularly in business, is a big handbrake working against forward movement.
Sometimes it’s in us, sometimes it’s in our partners, sometimes it’s held in the closed mindsets of
groups or communities we are a part of.
Wherever it is, resistance is the enemy of good teamwork and positive change. It wastes energy,
time and money in your business. It erodes trust. It makes a business slow to move and can cause
low morale because of negative talk. Do you recognise this? The bad stuff? Sometimes we get used
to having a lot of resistance around us and think it’s normal.
Resistance is a need being expressed in a negative way – someone is letting you know that they
need something to help them move forward.

With new ideas comes resistance.
People don’t resist change however.
They resist the loss they fear the change means for them.
When we understand and work with that loss (real or imagined)
resistance shrinks.
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Some resistance is pretty normal when others around us come up with new ideas that are going to
impact us. It’s pretty normal to have a knee-jerk reaction when we think (or more accurately ‘imagine’)
that our world is about to be changed.
It’s not uncommon to see this pattern: Idea > resistance/push back > strained relationship > idea is
discarded and cannot be explored, i.e. resistant mindsets.
A more effective pattern is: Idea > explore the idea (concerns, questions, benefits) > keep the
relationship positive > make a decision about the idea together, i.e. open mindsets.
Farming industry research tells us that the resistant mindset is quite embedded at the grassroots of
our industry and this is stopping improvements that could lead to more profitable farms and better
farming lifestyles. So, one thing we can do as agri-women is to get much better at helping our
farming partners and communities have more open mindsets. We don’t do this by thinking we can
eliminate all resistance/push back. We do this by being much better at rolling with resistance when it
turns up in our new conversations and helping people get past it.
Let’s understand what's happening when a person starts resisting or pushing back. Let’s imagine you
go home from a day like today and suggest we should move to a new accounting software package
immediately. Upon hearing this, you partner may go straight to thoughts like:
• we can’t afford it
• I'm not very good at computers and they make me feel like I’m dumb
• we don’t need it – things are ok as they are.
Notice - there are no questions here. These thoughts have gone straight to a ‘no’ position and it’s
likely that the fixation or polarisation effects will be showing up in the conversation at that point. And
that’s pretty normal, albeit not very helpful.
So, it’s likely that resistance will show up - but we need to understand that although it might be
caused by the suggestion of new software, it’s generally not about the suggestion of new software.
The point here is that until we understand what someone is making of new ideas/change when
suggested, we do not have the essential information to help them take on the idea and grow into it.
We need to stand in their shoes, see what they’re seeing and feel what they’re feeling to help them
ease the resistance. It’s normal to contract when we feel uncomfortable, out of our comfort zone, or
unsure. With the right help, information and time we can pass through resistance quite quickly.
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7.2.2 Exploring resistance blocks

This simple continuum presents the range of ways people respond when faced with new ideas.
It’s great when those we are working with are open and curious about new ideas such as better
farming practices. With good support, those open-minded people generally mature into getting on
board with change. An idea is suggested - like having job descriptions for farm workers - they are
open to the idea, we explore it - benefits, costs, how it will help, what they look like, how we could
develop them etc. They then get on board with the idea and its benefits. Change happens. Within a
few weeks or months, job descriptions are normal for everyone in the business and roles are much
clearer.
Sometimes however we meet these closed minds that we know are also in our industry. We make
the positive suggestion - job descriptions for farm workers - and they are immediately uncomfortable
or disinterested or worse, opposed without even understanding how it could make life better. They
resist and make the idea of introducing job descriptions difficult. They go on to undermine the idea
and it never really takes off. Business improvement is obstructed.
This of course is not to say that every new idea is a good idea or that it’s for everyone. A closed mind
refuses to explore the idea - therefore it never actually gets properly evaluated to find out if or how it
could improve the business. Closed mindsets are the enemy of growth, innovation and a positive
business culture.
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Common causes of resistance
1.

Surprise … knee jerk reaction to an idea out of the blue.

2.

‘Difference’ effect …high need for comfort zone/sameness.

3.

Overwhelm … it’ll mean more work for me.

4.

Lack of belief in ‘why’ or the benefits that will come.

5.

Loss. Certainty? Control? Tradition? Social order?

6.

Self-doubt …can I do it? I don’t know how.

7.

Fear of hidden agendas.

8.

Strongly connected to something or someone else.

9.

Low trust/respect for the person suggesting.

10. Past referenced - doing what we always have.
11. Fixation on a single issue e.g. cost, pet hate, old resentment.

Your notes:
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7.2.3 Go mining for the block together
Are you a peace-keeper or confronter/aggressor type? Some of us are good at both.
Neither of those approaches are effective for your business - wasting energy against each other
instead of against the problem or toward the goal.
The big message here is to go toward the tension, go toward the resistance, get involved with
resistance, get to the root of it to help your mate move forward. It can be bold work - you’ll need
courage and self-control. But think of it this way - if your partner was caught in a huge spider web that
was holding him down and strangling him you’d help wouldn’t you? Mindsets are much the same.
When our negative thinking is holding us down and strangling our potential - shouldn't we help each
other? So how do you do that? How do you find the root of resistance and try to bring more light and
balance to that thinking? You go toward it together. You go mining for the block together.
Our NZ culture doesn't help a bit sometimes. Men in particular don’t get encouraged to talk about
fears and concerns. We kiwis use put-downs more than help-ups. Sometimes we too quickly oppose
and knock down the guy - their idea, their experiments, their different approach. We think we are right
and we are pretty sure the other guy is wrong. Our farming culture can be like that too.
But bringing change and become critical farming partners who get it, require us to be much more
constructive and help our partners who have got caught in closed mind sets. When we do that,
people shift. The kind of shifts that you can see along the continuum we have been working with.
In short, we “go in” to understand what they are, often unconsciously, afraid of or worried about, and
work those concerns through. This takes empathy and patience but it is the way forward.
We have to understand the perceived loss they are caught up in and gently move them to a more
positive, realistic and benefit-based picture.
Effective change-makers work to understand the roots of resistance and that promotes movement.
If you ignore or resist resistance, it will cause defend-attack spirals and eventually lead to break down
and nothing can change.
Your notes:

No part of this may be copied or reproduced without permission from AWDT © 2017
63

7.2.4 Tips for rolling with resistance
It’s not always easy to keep yourself open and helpful when others are resisting. Here are some tips
to help you stay on track while you get them on track.
1. Surprise attacks don’t work - choose your moment.
2. Expect resistance of some sort and when it shows up, go mining. Don’t back off or close
down. Keep the conversation alive.
3. Move toward concerns and value them. Enquire supportively about concerns, needs, causes.
4. Stay open - don’t harden. It’s possible you’ll hear things that aren't comfortable. It’s vital to
accept what's being shared (you don’t have to agree with it) and keep the conversation open
as you share concerns and hopes as well.
5. Focus on what will be better. A shopping list of complaints doesn't inspire change but getting
clearer about what will be different and how things will be better (more efficient, more
sustainable, more enjoyable, more marketable, lower costs, stronger team, meeting industry
benchmarks, improved value etc).
6. Slow down, one thing at a time. It’s overwhelming to be presented with too many
improvement ideas all at once. Prioritise and work on the one or two that will give you
greatest advantage first.
7. Don’t force your view - ask for what you need. Ultimatums don’t work. Forcing your view is
likely to invite your partner to force theirs and pretty soon, the fixation effect is in action.
State your view and what you need. “I'm very clear that job descriptions will help our staff. I
am going to collect some examples for us to look at over the next couple of weeks and we’ll
talk about it more when we can see what we’re talking about. I need you to think about getting
on board with this over the next month.”
8. Plenty of Vitamin A. Plenty of positive acknowledgement, appreciation and affirmation are
good things that really help people change. Noticing where they have taken on new ideas,
talking about what difference that made and how much better things are because of the shifts
they are made is fundamental to a keeping healthy, forward-focused relationships alive.

Your notes:
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7.2.5 Seven steps to starting this conversation
1. Invite: “I’d like to share what I’m learning and thinking about with you. I think it can help our
business.”
2. Choose a good, unpressured time.
3. Plan the core of what you want to share, say and ask before you talk.
4. Show what you have done in the first workshop including your homework list. Share the
things you are thinking about and the questions/changes you want to raise. Don’t overcommunicate.
5. Be interested in any concerns and resistance. Listen. Go mining. Allay any fears. Make
time for his questions and give honest explanations.
6. Tell him how important his support is. Ask for the support you would like. Tell him how
important being united in making change is and what changes you want to make.
7. Focus on agreeing one or two actions/steps you will take.

7.2.6 Preparing to talk
1. Review the 7-step process. Can it work for you?
2. Sort out your questions (you already have some from our opening exercise in this
session, things you want to say and any change (big or small) that you are wanting to
make (if any).
Questions I want to ask

Things I want to say

Changes I want to make

3. Think about him – What might he need to listen and talk well?
What might you need to stay in the conversation?
No part of this may be copied or reproduced without permission from AWDT © 2017
65

4. Think about barriers (time, place, other people, distractions, certain issues etc) that

might get in the way and how you can overcome them.
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9. WRAP-UP
•

Homework

•

Reflections

•

Thank you

•

Group networking

10. INTER-MODULE WORK

Before we meet again you have homework to complete.

1

Investigate and complete business improvement actions you identified in your Next Steps/
Commitment pages.

2

Practise talking with your farming or business partner(s) using the 7-step process.

3

Read through the Beef + Lamb New Zealand Economic Service Sheep & Beef Farm Survey
for your region farm type.

4

Benchmark your farm.

5

Complete the evaluation survey.

6

Get ready for Module Two – what do the numbers say?

Taking a new skill and putting it into practice is a vital part of learning and mastering something.
Remember a new skill won’t always go right the first time but with practice and relfection you will get
better.
Below is some development we woud like you to undertake before the next workshop.

1. Investigate and complete business improvement actions identified in your Next Steps pages
• Read through your workbook with your farming partner(s) and discuss the actions you
identified.
• What can be done now? Later? What are our priorities?
• How will it happen? What’s the first thing to do….then….
• Who is resposible for getting this done?
• When will it be done by?
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2. Courageous conversations
•
•
•
•
•
•

Spend a few minutes reviewing the template and planning your conversation.
Think about why it’s important to you to have this conversation.
What information do you think the recipient of the conversation might need / what emotions
might come up for them?
What information do you need to impart / what emotions might come up for you?
Spend time identifying three things you want to achieve or that will be improved by having this
conversation AND identify what barriers might get in the way of achieving these.
Good luck but most of all, good planning!

3. Read through the Beef + Lamb New Zealand Economic Service Sheep & Beef Farm Survey
for your region farm type
This is accessible from: https://beeflambnz.com/data-tools/sheep-beef-farm-survey
Economic Reports
https://beeflambnz.com/data-tools/economic-reports

4. Benchmarking your farm
Using the form on page 51, put some of your figures into this to see how you compare. Again, it’s
important to have a go at doing this and put the new knowledge into practice.
https://beeflambnz.com/data-tools/benchmark-your-farm
5. Evaluation
You will have been emailed the link to the Evaluation in the week after completing Module 1. It is
really important that you do this evaluation. This helps us shape the programme in the future and
know what we are good at and areas were we can improve. It will also help us gain valuable
information so this programme can continue to be fully-funded by RMPP and more NZ farming
women get the benefit.
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What we need you to bring to Module 2
Describe or draw your existing business structure:
Trusts, companies, partnerships. Who owns what? Use words or pictures.
1. Bring along a revised 2017/18 cash flow, with actual transactions to date, and budget
for the rest of season
Either from Cash Manager Rural, or whatever system you are using. If no budget in place, then actual
transactions for Year to Date.
2. Bring along a copy of your most recent Financial Statements (all relevant entities –
Trust, Company, Partnership)
We ask you to bring a copy so that you can write notes on them
You will also be provided with a mock set of accounts for use on the day
Can you identify which livestock scheme you are on? Or if you made a profit?
3. Trusted teams
With your farming partner, map your trusted team.
These could include but are not limited to your: Farm consultant, accountant, banker, lawyer, family
Discuss how these people came to be in your team.
How well is this current team working?
What would a dream team look like to you? What is the sort of relationship you might have with
them?

Draw Your current business structure: (Some may need more paper)
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Reflecting on today
What has been most worthwhile about today? How are you feeling?
What have you learnt today – something new or something about yourself?
What are you going to do? What are you wondering about?
Your thoughts about yourself as a critical farming partner?
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One more point: Change is hard
(Source: Jeanette Long, Ag Consulting Co - an experienced Australian facilitator working with farming families)

Change is hard. We resist change and whether we like it or not change brings an emotional cycle,
the grief cycle. Sometimes we can move through this very quickly and not even be aware that it is
happening, at other times we will get stuck in the process somewhere along the way.
It takes time to adapt or accept a new situation or circumstance. From an agricultural or natural
resource management perspective when we present farmers with new data, new information and new
ways of doing things we are asking them to undergo change. We are often excited by the opportunity
and wonder why they don't jump on board and get excited too.
We need to particularly careful when the change is forced as this tends to cause immediate
resistance - it’s not wanted or expected.
However, if you’re the one making the change, this emotional cycle is much simpler because of
acceptance.
Reactions to change are often unconscious and there are three basic elements.
•

The head element, the thoughts or logic that apply to the situation.

•

The heart element, the beliefs and emotions you feel toward the change.

•

The gut element, the reaction to the change.

Depending on the scope of the change, people may feel their basic needs are being attacked.
•

Distortions of perception: “Did he say what I think he said?”

•

Previous experience: “Do you remember the last time they did this?”

•

Fear of the unknown: “How will this affect me?”

•

Need for knowledge: “Must I relearn everything again?”

These factors form the core of resistance to change. Change won’t be accepted until a good deal of
effort has been expended on providing both information and dealing with the emotional reaction. Until
this is dealt with people who resist change will expend a great deal of effort resisting.
Involving people from the outset of any change process is the best way to create lasting change and
early acceptance.
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