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1. PROGRAMME OVERVIEW
1.1 Structure

Module One focused on farm performance and covered foundation work on budgeting,
setting KPIs, benchmarking and resistance. This was reinforced with inter module homework
and readings to deepen your thinking on the critical things women bring to business and how
we make a key difference.
Module 2 built on what you have discovered, and moved onto understanding financial
information, looking at topics like profitability, taxation and reading annual accounts. We also
continued with our communication skills development.
Module 3 focuses on improving your farm performance. Our focus is business planning how to create a business plan and having a go at planning. We are also going to deepen
our skills as change makers.
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1.2 Module Three Objectives
The four objectives for today’s module:
1. Understand the fundamentals of the business planning process.
2. Begin developing business vision, goals and KPIs.
3. Develop an action plan to get yourself, other farming partners and advisors involved
in the business.
4. Learn communication strategies that help make change.

2. REVIEW OF INTER-MODULE WORK

How did you get on?


What happened?
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What did you discover?
Any surprises in your new conversation with your partner(s)?
What’s already changing?

Your notes:
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3. SESSION ONE: Critical Farming Partners
3.1 Changes
My changes:

A clear picture of who you are
becoming

Support and encouragement (your
network, coaching, vitamin A, selfbelief, role models, inspiration)

Others’ changes:

Intentional effort over time (good
plan, buy-in, perseverance)

Lots of new conversations (asking,
planting seeds, surfacing resistance,
coaching)

Here are some practical things that making change requires - particularly when you are
trying to change, or grow yourself and others in the business.

My changes
Developing a clear picture of who you are becoming is key. In your mind’s eye, can you see
yourself using your voice more? Engaging with farm advisors more? Asking the hard
questions? Saying when you need more information? Insisting on new practices - like
budgeting or networking with farming leaders to open up thinking? Having and holding that
picture of your more developed self to guide you is essential.
You will need plenty of support and encouragement - the places to talk about what you are
noticing and doing, to be affirmed/noticed for the growth. This role of encouraging each other
is powerful and is like fertiliser for soil - it causes a growth spurt. If you haven't got it at
home or nearby you will need to work out how you can put this in place for yourself.

Helping others change
Knowing what you are going to change, having the good plans and the buy in. Keeping
going through the hard and 'stuck' bits. But that alone does not make change.
Change requires lots of new conversations – helping people take on new attitudes and
behaviors. Getting them on the bus. Talking about KPIs, developing them together, setting
annual performance targets, getting them to take safety seriously, choosing to invest in
better software - whatever it is.
Getting good at asking great questions and having powerful coaching conversations really
naturally is powerful business leadership. Growing your people to be better happens
through conversations.
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Your notes:
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3.2 Farming women as critical farming partners
Last module we met the Critical Farming Partner concept - both the inner knowledge
required to step into that role and what you ‘do’.
What she knows
This is the essential self-knowledge that is needed to step into being a Critical Farming
Partner. It is likely that you are seeing or feeling some of this growth in yourself as your
business knowledge and confidence increases.







I know how this business works.
I know my opinions and skills add value - to our team and our business.
I participate strategically to add value - the big picture.
I participate operationally to add value - the day-to-day running and supports.
I am confident that my women's ways make a critical, positive difference.
I have the communication skills needed to make the most of our husband and
wife/partner/family dynamics.

What she does
This is participation at the strategic, bigger-picture level in the business and being involved in
the business planning, monitoring and decision making that helps drive the business. It is
likely you do some important operational things that keep your farms running, but the shift
we are really after is coming up a level to take your place, and bring your essential women’s
ways to the strategic level. The planning, monitoring and decision making - co-driving the
business.
Strategically
Actively participates in:
 strategic decision making
 business planning
 overseeing business performance.
Operationally
Assists with:
 the running of the business
 active with the trusted team
 on-farm and in-office tasks.
The two rings = the balancing act
The rings around ‘What she knows - having the communication skills’, and ‘What she does strategically’ highlight the critical balancing act we are all involved in – we have these
delicate husband and wife/partner/family dynamics to manage as we grow new space for
ourselves in the strategic conversation.
Our generous and competent communication skills will open new spaces and help
others/ourselves become comfortable to help drive the business. Roles, responsibility and
power all get reassigned - for the better, although it might not feel like that to everyone at the
start.

No part of this may be copied or reproduced without permission from AWDT ©
2017
9

Your notes:

3.3 Strengthening your business
Critical Farming Partners driving the business together with:
1.

A robust business plan

2.

Expert budgeting

3.

Active monitoring of KPIs and benchmarking

4.

High-performing, trusted team

5.

Positive change-making & communication skills i.e. coaching

When you do these things, your business is stronger - better run, more profitable, more
satisfying. It’s as simple as that.
When you aren't doing these things - your business is less well run, less profitable and less
rewarding. Stuck in second gear, well below its potential.
Now that you know about them, it’s these practices that will help strengthen your business working ‘on’ your business together as Critical Farming Partners.
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3.4 Three buses to the future
1st Bus
(15%)
• Quick off the mark
• Excited by the idea of new ways of doing things and
benefits
• Need little convincing
• Zealots!
2nd Bus
(65%)
• Need time and information to buy-in
• Will move under their own steam when convinced
• Provide talk, support and feel-good factor
• Work through issues and objections
• Make it practical i.e. what will it look like? What would we
need to do? What will it cost/make?
3rd Bus
(15%)
• Don’t like bus trips!
• May need close supervision and support to work in new
ways
• Watch for avoidance, resistance, sabotage even if they
say they will
• Likely to be past-referenced or afraid or close to a tipping
point.

Remember at the bus stop, not everyone is coming.
When it comes to improving farm management practices budgeting and business planning,
which bus are you on? Which bus is your farming partner on? Which bus are your team
members on? What do they need?
Traps: the first bus has to make sure it is hooked up to the second bus or they will be left
behind. Put your efforts into the second bus, not the third bus. Lots of coaching is required
for people on the second and third buses.
All partners need to do the work of being on the first bus together - or at least appearing so
in front of the team. You can’t lead convincingly from the second or third bus.
Your notes:
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4. SESSION TWO: Business Planning

“Success is the SUM of SMALL efforts repeated
day in and day out.”
Robert Collier

A business plan is an incremental plan rather than instantly transformational.

4.1 Why plan?
1

Setting Goals = Achieving goals
If we don’t set a goal, then how do we know what we are trying to achieve?

2

Communication
Having a plan allows you to clearly communicate what you are doing to key
stakeholders (banks, lawyers), your family, your business partners and your staff.

3

Clarity
Writing it down will help you to get clarity on what and why you are doing all of this.

4

Commitment
Writing things down and sharing them will increase everyone’s commitment to the
end goals.

5

Completion and Success
You can monitor your progress and celebrate wins along the journey because you
know they are wins!

6

Sustainability

7

Repeatability

8

Succession

9

For your business & family future
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4.2 What is business planning?
Simply put, it is creating a clear picture of
some future point (Point B or tomorrow)
and then working out how you get from
where you are today (Point A) to where you
want to be.
You won’t ever get there in a straight line
but a business plan will help you align the
decisions you have to make along the way
with the goals and future you want for
yourself, your business and your family.
Some people can create a vision that is multigenerational, others may be able to see 10 to
15 years and other may be able to see 5 years
in front.
You might only be clear about where you want to be in a few years’ time.
Often we are clear about what we don’t want and not so clear about what we do want. We
can use the what we don’t want to build from.
There is no right or wrong; the important thing is to have clarity about what you are doing
and why you are doing it.
The first plan is always the hardest to create. Subsequently, the process is simpler as
you review, adjust and update the existing plan for changing environments .

4.3 Elements of your Business Plan
Strategy
Strategy is the foundation of the annual business planning process. If you do not have a
strategy this is your first step. Each subsequent year, revisit your strategy to measure
progress and to recalibrate. Changes do occur in the market place, competition and
economy, new products and technology are introduced and your staff move on. Your
strategy must be reviewed to reflect these changes regularly.
Vision and Mission Statements
What do you aspire to be? What are you ultimately looking to be? Do? Achieve? How do you
want to be known?
Business Analysis





SWOT - strengths, weaknesses, opportunities and threats. Internal forces.
PESTE - political, economic, social/cultural, technology, environmental. External forces.
Financial - profitability, balance sheet, revenue streams, costs, returns.
Productive history - production levels, revenue per ha/stock unit/cow, margin per ha,
kgLWT, kgMS.

Market Analysis


Part of the review of 'where are we today?'
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Review the industry and market situation including assessing your position within the
market place.
If you are producing and selling product directly to customers, review your customers,
how many are in your territory, how long have they been your customer, what products
do they use, what level of profit do they generate for your business, how many new
customers did you add in the last year, how many did you lose?

Critical Focus Areas
In what areas of your business is performance critical to deliver to your mission and vision
statements. What do you have to be really good at?
You will need to set a goal for total performance in each critical focus area selected.
Three focus areas that must be included are:
 people
 performance - product and services
 profitability.
Key Performance Indicators (KPIs)
These are the most important indicators of performance that you will measure to track your
progress against your plan. They should be items that are easily measured, monitored and
reported on. Performance in these areas will track you towards your goals.
You can set immediate key performance indicators (KPIs), medium and longer term. Usually
you want to set targets that you think are achievable in the next 2 to 3 years.
Action Plans
Your plan needs to end with the action plans, that when put together will see you reach your
goals and when your goals are achieved reach your vision/mission.
Action plans will require a timeframe, a person responsible and small first steps to take.
Your notes:

Process
Spend some time creating your 2 to 5-year plan, approach and goals. This can be done by
attending a workshop, taking a weekend away by yourself or with your key management
staff.
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Creating the annual business plan from your 2 to 5-year plan is best done with involvement
from your staff. You will need to dedicate time and effort to this process. It is generally
recommended that you have a first meeting, dedicate an entire day to this process. The
meeting might be off-site or over a weekend, importantly you need to allow everyone to get
away from the daily business activities and phones.
Following this initial planning meeting regular meetings will be required to complete the
annual business plan, you might schedule 2-hour meetings every week until the team has
finalised the plan.
Involving your staff in the planning process will add real value to the process. They have
excellent insight into the current business, farm needs, strengths and limitations and where
things should go in the short-term. This involvement also ensures a sense of contribution
and value supporting a more satisfying work environment.
The final business plan also needs to be shared with staff. Ultimately your staff are
responsible for implementing and making the plan happen.
Review your business plan every month. Ask questions including what progress is being
made towards goals set? What changes need to be made to get back on track? Do any
goals, targets or business practices need to change? Remember the PLAN, DO, REVIEW
process.

4.4 Your business plan will underpin your business decisions





Operational Systems
Budget
Growth
Succession or transition

Longer-term goals tell you what shorter-term decisions need to deliver. It will help you set
your operational system, your budget, your requirement for growth and how you will work
towards succession or transition out of your business ultimately. It helps you to align the
decisions you have to make in the short-term with the goals that you are trying to make in
the longer-term.
Your business plan should drive your budgeting - not the other way around!
If you know where you are going, you are clear on your Point A and your Point B and how far
away you want your Point B to be……2 years, 5 years, 20 years……. then you know what
you have to do year-on-year to get there.
For example, if I know I want to go to Europe for six weeks in two years’ time, I can do a
budget for how much that is going to cost me and how much money I need at the point I
leave NZ. Then I can work out how many weeks between now and then, I can break it down
to how much money I need to save each week and each month to have enough in my
account when I leave NZ.
I can then track my progress and make sure I’m on target.

No part of this may be copied or reproduced without permission from AWDT ©
2017
15

It is the same in your business. If you know what it
will take to get to your Point B then you can work
out what your business needs to do each year.
This becomes the output of your Farm Budget.
Then you work out how you will farm your farm to
get that output. So, your business plan drives your
budget which drives your operational system, what
stock, how many, do you trade or breed etc.
It isn’t the other way around; you don’t just put in
what your farm will do and then try to figure out
what to do with what is left or not.
In summary:
A Strategic Plan looks at where your business will be 5 to 20 years and to achieve this you
have a Business Plan looking at where your business needs to be in 2 to 5 years and this in
turn decides what needs to be in the Annual Budget and Farm Management Plan
Strategic Plan 5 to 20 years
Determines

Business Plan 2 to 5 years

Determines

Annual Budget (Upside-Down Budget)
Annual Farm Management Plan
Your notes:
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4.5 The model
This model originated in NASA where it was used to plan missions.
It is simple, applicable to our needs as farm business owners and it is adaptable to be used
however you want to use it.
The model has four key elements:
1. Vision / Purpose/ the ‘Why’
2.

Critical focus areas or strategies

3.

Goals and Key Performance Indicators

4.

Action plans

The bigger picture - our vision or purpose. This is the WHY you do what you do. It is the big
question. This usually takes a few years to get to, but we start with something and as we
work our plan over time your WHY will become clearer and clearer. The more you talk about
it, the more you make conscious decisions, the clearer your WHY will become.
Then we’ll identify CRITICAL FOCUS areas. These are the areas that you will define as
being critical to the achievement of your purpose. We will aim for between 5 and 7 critical
focus areas. We ask the question - if we are trying to get to our ‘vision’ what do we have to
be really good at?
Then we need to set our goals and KPIs.
These are the things you set out to achieve each year or over the next couple of years.
They are the key things that you can measure to tell you if you are on track or not.
Finally, the last part is to identify the ACTIONS you need to take in the short-term to start
making the first steps towards your goals.
Your notes:
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4.6 The Process
Set the
purpose/bigger
picture.

Use the purpose to set
short & medium term
goals

Review the plan

Use the short-medium
term goals to drive
the priority activities
and therefore budget

Review your progress
against the goals

Use the budget to
drive the farm system,
performance and
projects

Monitor the financial
results & progress of
projects

Monitor the farm
performance

The process is a top-down and then a bottom-up approach. Firstly, we set the “bigger
picture” and then we use this bigger picture to set the short and medium term goals. These
short and medium-term goals will drive the priorities for actions and therefore will help you
define what your budget results need to be.
You then use the budget and actions identified to drive the farm system, required
performance and the projects that you might need to complete. This happens at the start of
the year.
Then during the year, month-to-month, you monitor the actual farm performance, the
financial results and the progress of projects. At the end of each season or end of the year
you review your progress against the goals set and the year’s plan.
You then review the total plan every couple of years and make sure the purpose is still
current and the critical focus areas are still relevant.
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1

What?
What are you trying to achieve?
What is your desired outcome or preferred future?

2

Current Position?
What is your current situation?
Involves a description of your current business, structures and performance. Usual
areas of performance assessment are financial, efficiency, customer satisfaction,
internal systems, staff and staff development. Financial assessments might
include profit, revenues, debtors, creditors, margins, balance sheet.

3

How?
How will you shift from the current position (point A) to the preferred (point B).
What options are available to you? Seek advice, input, brainstorm ideas, look at
competitors, look in other industries for examples.
This is the process of selecting the strategy or strategies you will pursue and
deciding what performance you will target within each strategy.

4

Who and When?
What actions are you going to take? Who is going to take action?
When is the action going to be scheduled and completed by?

5

Results
What has been achieved? How does this compare to the targets set?
How well did the plan come together? What was unexpected? What did you do
well? What would you do differently next time around?

6

Adjustments
What needs to change to remain on track with the strategy and the targeted
outcome or preferred future?
Is the strategy still sustainable? What action plans need to be implemented next?

4.7 Be creative
•
•

The model will guide you through process.
Your final presentation of the plan can be however it makes most
sense to you.

Examples
• Vision boards
• Performance plan
• Simon Sinek’s Golden Circles
Your notes:
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4.8 Vision / Purpose / Mission
4.8.1 Stating your purpose
A vision statement or purpose statement describes what the business wants to be. It
concentrates on the future and is a source of inspiration.
For the creation of your “personal plan” this is about YOUR purpose or your vision for
YOURSELF. What do you want to be doing, able to do, contributing at some future point?
A mission statement describes what the business wants now. It usually concentrates on
the present, defines the customers, critical processes and establishes a desired level of
performance.
For the creation of your “personal plan” this might be how you want to be operating in your
business or how you want to be working in your business or how you want your family to be
functioning.
Having clarity of your Vision/Purpose/Mission is a critical element to success. The other two
elements are being passionate about what you do and taking action to do it.
Vision

Action

Passion
Success

4.8.2 Steps to creating your vision statement
Adapted from Extra Dimensions NZ – Christine Milicich

1

Using a Metaphor to represent your thoughts:
 Draw a picture of where you would like your life and business to be. What
is your business doing and achieving? How would you like your life to look?
 What is your ideal? What are YOU doing? Who is involved with you?
 Wouldn't it be great if.................
 Use symbols and pictures - NO WORDS.
 Remove objects of time and money.

2

Discuss your picture - what is being represented in your drawing?
Capture key words and key phrases used to describe your metaphor - listen
carefully.

3

Talk about, ask and answer questions and discuss priorities to decide on the 4 - 6
phrases or words which cannot be lost. The things that are ‘non-negotiable’ for you
to capture somewhere in what you are doing.

4

Use the Vision Statement Starter to help 'wordsmith' your Vision Statement.
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1

Your picture:
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2

Key words from my metaphor
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3

The FOUR words or statements that I don't want to lose
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4

Vision statement starter
Source: Extra Dimensions NZ
The purpose of .......................................
(who are we? why do we exist?)………
(The purpose of “Farm Name” is…, My purpose…, Our purpose…, We…., I will…..)

Is to...........................................................
(what do we do?)
(provide………create………lead……..ensure………)

For............................................................
(For who do we do what we do?)
(our family future……..prosperity……repeatable/sustainable………the next
generation…..ourselves……..)

To create..............................................
(Why do we do what we do?)
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4.8.3 Steps to creating your mission statement
Ask yourself what your business needs to be and be doing in order to deliver to your vision
statement or purpose.
For your “personal plan” think about what you need to be doing and achieving in order for
you to be making progress towards your vision for yourself
What is the Economic Driver - the one measure of performance that if you only focused on
that and nothing else would make the biggest difference to the success of your business?
What is your Hedgehog Concept - the one thing that you know you must do exceptionally
well to generate a lasting, successful business? For example, Apple = Innovation, Disney =
Making People Happy
Source - Jim Collins, "Good to Great"
For your “personal plan” this will be about drilling down to the really fundamental things you
need to have in place, what you really, really need to be achieving. Think about it in the
same terms - if you could only be really good at one thing what would be the one thing that
would make the biggest difference? What is one thing you absolutely must do exceptionally
well and have ‘ingrained’ in you/your family/your business in order for your vision to be real
year-in year-out.
Use the Mission Statement Starter to help wordsmith your Mission Statement. Your mission
statement must be measurable, that is you must at some point be able to say "yes we did
that” or “yes we are doing this".
Mission Statement Starter
What is it that we must do reliably year in year out to be successful?
What is our key performance measure of financial prosperity?
What is that we actually do?
What do we want to be best in the business/industry at?
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4.8.4 Our mission statement
I/We will........................
(What will we do really really well?)

From or for..........................
(From what resources will we do what we are doing or for who will we do it?)

To create....................................
(What is the end result? What will we achieve?)

Your notes:
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4.8.5 Your vision for you – in words
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4.9 Values




The non-negotiables
Behaviour-based
Short statements (in words you would normally use) capturing:
– how you do things
– the standard
– what others can count on in you, and you expect in others.

Ask yourself:



When the pressure is on what can people count on me to be?
When the pressure is on what do I always put first?
Your notes:
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4.10 SWOT Analysis – reality check: Where are we NOW?
A Strengths, Weaknesses, Opportunities, and Threats analysis is an open and honest
assessment of your business. The SWOT analysis is designed to identify current and future
elements within your business that will impact on your strategic plan.
It allows you to review and then consider what actions to take in your plan to maximise the
strengths and opportunities whilst minimising or addressing the threats and weaknesses.
To help you out some broad topic areas for you to look at are:


production history - how does my farm business perform? Relative to budgets?
Relative to others?



staff (who are my best staff and why?)



competitors/markets for product



marketing – what do we do to market our product? Is there more we could do?



financial – how financially robust is the business? What is our balance sheet like?
What areas do we need to do better in?

On the next page is your SWOT template. There are also some tips to help you source the
kind of production and financial information you are going to need to put this together.
Focus on gathering the main information and creating some headlines in the analysis so that
you have a starting point.
For your personal plan you could consider things like:


skills



experiences



training



networks you have.

People you know
Personal WOF - socially, physically, work life balance, spiritually…..
Your notes:
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Strengths

Weaknesses

1

1

2

2

3

3

4

4

5

5

6

6

7

7

8

8

Opportunities

Threats

1

1

2

2

3

3

4

4

5

5

6

6

7

7

8

8
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4.10.1 Production history
Kg Liveweight
Kg Wool
Breeding sales
Crop yields
Other
Other
Other
You might want to show these productive items as per ha, per stock unit or per cow ratio’s.

4.10.2 Financial Information
No strategic or business planning process is complete without an understanding of the key
financial drivers in your business. These key financial ratios are also important to calculate
for the previous 2 to 3 years:
Gross profit/trading surplus - this is your gross income less your direct operating
expenditure.
EBIT - this the money available (surplus) before you pay interest and tax. It stands for
Earnings before Interest and Tax. You take your income and deduct from it all expenditure
related to generating that income excluding interest, tax, asset replacements (vehicle or
machinery purchases etc) or capital development.
Net profit - this is your gross profit less all other expenditure such as interest costs and
depreciation. Think of this as the amount of money that you pay tax to the IRD on.
Debt : Equity Ratio - this is simply how of your total asset is debt and how much is equity?
Taking your total debt and dividing it by your total asset value gives you the percentage of
debt. The remainder will be equity.
If you have $1,000,000 of total asset and $250,000 of total debt, your Debt: Equity ratio is
25% Debt : 75% Equity.
Return on Equity - this is how much your business returns on what it owns. You take your
Net Profit and divide it by your business equity (Assets - Liabilities = Equity) then multiply by
100 to give you a percentage. You can also do a Return on Investment to calculate how
much your business is returning on what you have invested in to it. Divide your Net Profit by
the investment you have made, depending on how your business is structured this might
show up in your accounts as a 'shareholder loan' or 'partners equity'.
Expenses as a % of Income - take your total operating expenditure and divide it by your
total income.
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Interest Cover – take your Gross Profit and divide it by the interest and leases that you pay.
Your accountant or bank representative will be able to help you with these calculations - just
give them a call.

4.11 PESTE - Political, Economic, Social, Technology, Environmental
A PESTE analysis is designed to define changes in the environment external to your
business that could have an impact or effect on your business performance, opportunities or
threats for growth and sustainability. It allows you to review and then consider how these
events might impact on your business future.
Take some time to consider your business, the internal and external influences that you are
facing right now and in the next 2 to 5 years. What is changing, what do you think might
change and what opportunities and threats do these actual or potential changes bring to
your business?
Review the diagram below to help you get a context of the potential factors that will affect
your business - internal business environment, the industry within which you operate and
factors external to your business.

4.11.1 Analysis
Political

Any changes in the political or legal environment in which you
operate. Effects of changes of government, changes in law or
legislation, local and regional government approaches or
priorities.

Economic

Inflation, deflation, availability of funding, growth of economy,
changes to tax rates and laws. Anything locally, regionally,
nationally or internationally that affects the economic
environment within which you are doing business.

Social and cultural

Your workforce, your customers, the people you do business
with now and in the future. What are the things going on in our
communities, families, country that affect the way we think, what
we think, how we respond to change. Factors that affect the way
we make sense of things.

Technological

New systems, processes, products and materials. Changes in
the way we do things. Computing, communications and robotics.

Environmental

The impact, perceived and real, that our business has on the
physical environment we live in. How is this changing, what are
people looking for, what are the changes to compliance
standards.
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Date:

Issues

Opportunities

Threats

Political

Economic

Social/Cultural

Technological

Environmental
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4.11.2 A Tool for Market/Business Environmental Analysis
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4.12 Critical focus areas
4.12.1 Your vision


What will you need to be good at?



What will help you get there?



What will you need along the way?
Your notes:
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4.12.2 Your purpose



Why are these the MOST important things?
What will you SEE or EXPERIENCE when this focus is nailed?

Some examples are:





The purpose of my UP-SKILL focus area is to increase my business skill, confidence and
ability to contribute.
The purpose of my EFFICIENCY focus area is to create systems and ways of working that
gets more done faster.
To free up time for family and personal interests.
To make me feel in control.
Your notes:
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4.13 Goals
Now that we have our critical focus areas and a statement that reminds us why they are the important
things, we are ready to start looking at our goals.
When we are talking goals in this sense we are talking about:


the HOW - how will we deliver this critical focus area?



looking out 3 – 5 years rather than this year.



what are the bigger things you want to achieve in this area?



remember to make all goals SMART:
•

Specific

•

Measurable

•

Achievable

•

Results focused and real

•

Time bound.

Your notes:
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4.14 Key Performance Indicators (KPI)
These are the things that will tell you if you are on track or not. Remember our Point A to Point B
arrow? KPIs tell us if we are tracking towards our Point B.
Think back to the first two days – what were Sam and Lawrence saying about KPIs?
You just ask yourself – what things can I measure that will tell me I’m doing better? I’m on track? The
question is what things if I added them all up would have me achieving the purpose of this focus area.
These are the things that keep you on track. You can measure them monthly/ quarterly/ yearly.
Get really specific:




What will you see happening, what does it look like?
What might your first target be towards your bigger goal?
For this step focus on the 1 to 2-year horizon – what movement do you want to see in the next
year or two?
Your notes:
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KPI

Purpose

Where will the data come from?

Frequency

Who’s
responsible?
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Financial KPIs and other early warning signs
We need to be aware of what will put our plan at risk. It is important to have some ‘early warning signs’ in
place so that you can front foot any potential issues and take remedial action quickly.
What are early signs of danger and how do we monitor these so we:


can take early action



know when we are at risk/secure



know when we are on plan



know when we are off plan.

Fill out the table below:
Warning sign?

How do we monitor?

How do you prevent?
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4.15 Action plans


How do you figure out what to do?



Where do you start?



How do you keep momentum?



Biggest priority to knock off?



What are the first three things you need to do?

4.15.1 Implementation – Action Planning
Setting your purpose, values and strategic focus areas is the essence of any strategic business plan.
Identifying actions to be taken is the foundation to making your plan real.
The action planning component of your strategic business plan is about identifying the things that you need
to DO in order to progress towards achieving your Key Performance Indicators, your Goals and your
Mission.
Some of these actions will be quite big things that will take several months to implement, some will be small
things that you can knock off straight away. Some of these actions will be about changing culture, changing
systems or changing direction and will require research, consultation, communication and time. Others will
be about changing something you do, how you use your time or where you put your energy. Some of these
changes will need to be communicated with staff, customers and suppliers; other changes will be more
powerful to just do and allow others to experience.
It is important that you keep a balance between what you promise and what you can deliver. Always err on
the side of caution; under-promise and over-deliver.
For each of your strategic focus areas consider these questions:
1

What things could you go home right now and do that will move you towards achieving
the KPIs in this focus area?

2

What resources do you need to have available to achieve your KPIs? What resources
do you need immediately? What resources do you need to develop?

3

What things do you think you might have to do in the future to shift your business
towards consistently delivering results at the standard of your KPIs?

a)
b)
c)
d)

Capture your ideas onto post-it notes. One idea per post-it.
Shuffle and organise your ideas on your plan until they sit under the 'right' Focus Area.
Make sure the meaning of the idea or action is clear - when you come back to your work in a month
or six months will you still understand what you were meaning?
Check that any actions that are about measuring and monitoring outputs are focused on measuring
and/or monitoring the KPIs that you have identified as critical to achieving your mission. This will
avoid the temptation to 'measure everything'.
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Your notes:
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Action Planner
Strategy focus area:
Performance measure:
KPI targeted:
Action Plan for:
(WHAT IS IT YOU ARE
DOING?)
Purpose of Action Plan
(WHY ARE YOU DOING
IT?)

Action Steps

Person
Responsible

Completion
Date
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4.15.2 Using the action planner forms
The action planner forms are a very useful tool to support your ongoing planning, engagement and
consultation with staff.
The action planner forms help you to clearly identify what needs to be done, why you are doing it and
who is going to take responsibility for making it happen.
Getting the most out of your action planning

1

Have plenty of spare copies on hand all of the time.

2

Note what strategy/focus area you are completing the action plan for - this helps keep the
big picture in focus and ensures everyone refers back to the original strategic plan to
ensure a consistent approach.

3

Name the action plan - what is it you are doing?

4

State clearly the purpose of the action plan - what are you wanting to achieve? What are
you wanting to happen?

5

Brainstorm all the relevant steps that need to happen to complete the action plan - chunk
down the action plan into small steps that can be easily delegated to individuals.

6

For each step name the person that will be responsible for making that step happen. This
does not necessarily mean they will "do" the step, but it does mean they are responsible
for ensuring it happens as planned.

7

Decide on a realistic completion date, this gives the person responsible a deadline. Make
sure that your deadlines for different actions align if they are linked, i.e. if one thing needs
to happen before another can be started make sure the completion dates allow for this to
happen.

4.15.3 Working your plan
You now have a strategic business plan. To deliver results you need to work on this plan so that what
you do every day contributes to achieving the overall purpose, vision and mission that you have set.
Ideas to help you work the plan:
 Keep you plan visible - put it on your office wall, in your in-tray, on your desk, in the front of your
diary, wherever makes sense to you so that you will refer to it at least weekly.
 Copy your vision, mission and values to a place of regular viewing - fridge, toilet door, above the
sink. Perhaps put a copy in each office space, on your office and farm dairy notice board.
Make sure your vision, mission and values are overtly obvious to everyone in the team.
 Make one person responsible for keeping the plan current. If this is not your strength give it to
someone who is enthusiastic and committed to your business success. This job involves
holding the current action planner sheets, bringing to your attention when plans are on or off
target timelines, adding new action planner sheets and storing the completed ones.
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 Establish a team to meet with regularly to review, monitor progress and update your plan. A
monthly session is ideal. This only needs to be 30 minutes to an hour.
 Celebrate your success regularly.

4.16 Plan, do, review
Business Planning is the same as Business Management.
It’s a cycle.
It is a cycle of Plan/Do/Review – you do this at the strategic and at the day
to day operational levels of your business.
Firstly, you put in place a plan, then you do something and then you review
how you are going and make any changes you need to make to stay or get
back on track with your plan.
The process of Business Planning is one of the best tools you can use to
insure the continuous improvement and profitable growth of your business
in today’s competitive environment.

4.16.1 Benefits
1

Allows you to plot your course for the upcoming year.

2

Assists you in identifying those areas of your business that generate the greatest
profit or have latent potential. Allowing you to focus your attention and efforts on
specific higher return areas rather than a scatter-gun approach.

3

Supports the creation of financial budgets, forecasts and analysis allowing greater
prediction of future cash results and funding needs.

4

Allows you to predict future growth and probable staffing requirements, supporting
planning of recruitment, training and development needs.

5

Allows you and your staff to set reasonable performance goals and objectives.

6

Identifies the best return on investment option for you to put your time, effort and
money into.

7

Helps to organise and prioritise your efforts.

8

Creates a standard of performance against which progress can be tracked, measured
and reviewed.

The suggested approach to Business Planning is to set a 5-year picture and plan, then follow this with
annual reviews and annual plans that give your business an annual focus within the context of a
'bigger picture'.
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4.16.2 What is strategic management?
Moving from A to B
Strategic management is all about a process of identifying where you want to be (your vision, mission
or purpose) and how you are going to go about getting there.
Strategic management is a lifelong process, it is ongoing, affected by different stages and phases of
your life and your business. The constant is where you are going. The things that change are in and
around the how you are going to get there.
There are just three simple questions to answer.
1

Where do you want to be?





2

Where are you now?





3

What do you really want out of life?
What is really important to you?
What does your business need to deliver to provide what you are wanting?
What is non-negotiable along the way?

Review and assess your life and your business - what are the areas on target
and off target?
Analyse current and potential performance.
Benchmark performance against industry, best practice, other business.
Look around your business - what are your opportunities, threats, limitations,
risks, both internal and external. SWOT, PESTE and other review tools.

How will you move from where you are now to where you want to be?






What is your first next step?
Where will you put your focus and your energy?
Where are your biggest opportunities?
What resources do you need to move forward?
What strategies, goals and action plans will best deliver the results you are
seeking?
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4.17 Business leadership
Business planning is a leadership function. It is something we do in our governance space - working
on the businesses future.
We have three functions that we need to operate in to be successful in business:

Operational

Tactical

Strategic

• doing the doing,
the 'what'

• management,
planning
resources, dealing
with issues, the
'how'

• planning,
reviewing, setting
the direction, the
'why'

For a business to be successful the business leader must be able to operate efficiently and effectively
in all three areas.
Operational

Tactical
Management focus
Resources, decision
making, planning,
reviewing

Strategic
Leadership
Visionary, inspiration,
new opportunities,
direction setting
Influence

Function

Technical focus
Day-to-day jobs

Power comes
from

Expertise

Authority

Focus

The ‘how’
Your hands
Involves the doing

The ‘what’
Your head
Involves organising

Keeping up to date
Handling the too hard
basket
Putting out fires
Doing the daily as tasks
efficiently as possible

Planning resource use
Organising staff
Performance
management
Quality control
Problem solving
Consistently producing
key results
Responding to change

Adds value
to business
by:

The ‘why’
Your heart
Involves dreaming and
creating
Commitment to a
shared vision
Mobilising and inspiring
others
Seeing new
opportunities
Asking the big
questions
Handling uncertainty

Source: Peter Blyde, Centre of Vision and Leadership
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4.17.1 You need all three
The three types of leadership, strategic, tactical and operational go hand in hand. You can't remove
one and you can't remove yourself from one.
1. Strategic Leadership
Requires you to:









stand back from the day-to-day operations
set a long-term business direction
give direction to tactical and operational activities
identify the business systems and philosophies that are right for your business.
set goals
monitor goal achievement
communicate your direction and vision
set targets and budgets.

2. Tactical Management
Requires you to focus on:






achieving production, quality and performance targets
responding to changes in market place, economy, industry
analysis of options and budget revisions
time and resource management
giving direction to operational management.

3. Operational Management
Requires you to focus on:





day-to-day business operations - servicing customers, making sales, completing work
commitments
implementing strategies and plans, taking action
payment and generation of invoices, cashflow monitoring, debtor and creditor management
organising staff and delegating tasks.
Your notes:
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4.17.2 Activity
If you reflect back over the last week what are some examples of activities you have
completed in these three areas?
Operational

Tactical

Strategic

What proportion of your time do you spend in Operational Mode?

What proportion of your time do you spend in Tactical Mode?

What proportion of your time do you spend in Strategic Mode?

If you could choose the ideal mix of time for yourself and your business what mix would you
choose?
Strategic:

% Tactical:

% Operational:

%
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4.17.3 Business meetings
Having regular meetings are essential for all high performing businesses. Spending time on your plan
is critical to its success.
Features of successful meetings are:








Planned in advance
A clear purpose and focus
Regular and repeated
Have a set agenda
Keep to time
Records kept of what is discussed and decided
Result in clear actions, stating who is responsible

Things to keep out of planning meetings:





Operational issues that aren't relevant to the current action plan.
Industry, economy or market place changes that DON'T impact on the plan.
Human resource issues, unless it is specifically affecting completion of an action plan.
Excuses for non-performance - discussion must focus on what can be done and what needs to
be done. Accept the situation and focus on what needs to change to get performance back on
target, what needs to be done differently going forward, what everyone learnt from the
process.
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Examples for strategic, tactical and operational meetings

When

How Long

Who attends

Focus

To discuss:

Approx 8hrs

Business owners and
stakeholders (if appropriate)

Strategic
Planning

Review the Year completed
Look at the business plan and annual KPI
Did we achieve them?
Celebrate those you achieved
Review and reassess that that weren’t achieved

4 hrs review

Annually

4 hrs planning

Review Business Plan & Strategic Goals
Are they still appropriate, achievable and relevant?
Do we need to add new ones?
Update Business Plan

Risk/Opportunities
What is happening climatically?
What is happening in the market place?
Has anything happened on farm or in the industry, economy that
needs to be discussed because it affects the achievement of
Goals?
Plan the year ahead
Set new annual KPI
Fill out an action sheet
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Tactical / Management Meetings

How Long

Who attends

Focus

Agenda

Approx 2hrs

Farm Management Team

Tactical

Health & Safety
a. Has Health & Safety been discussed at weekly meetings
b. Any accidents or near misses? Paper work filled out?
c. New hazards on the farm – make a plan for dealing with it
d. Review included in Monthly report

Monthly

When

Review
a. Review last month’s action plan
b. Is the budget on track?
c. Are production goals being met?
d. Any examples of things happening?
e. Any feedback on how things are going generally?
f. Any successes?
Risk/Opportunities
a. What is happening climatically?
b. What is happening in the market place?
c. Has anything happened on farm or in the industry, economy
that needs to be discussed because it affects the achievement
of KPIs?
Plan the month ahead.
a. Who is doing what
b. What supplies/resources are needed
c. Fill out an action plan so everyone knows what is happening
and who is responsible
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Operational Meetings
How Long

Who attends

Focus

To discuss:

30 mins to 1hr

The whole farm team. All staff
and employers

Operational

Health & Safety
a. Any accidents or near misses? Paper work filled out?
b. New hazards on the farm – make a plan for dealing with it.
c. Any potential hazards in activities planned for the coming week?
d. Does everyone have the skills & training for tasks they have
been assigned?

Weekly

When

Reviewing Current Actions:
a. What activities are underway?
b. Are there any road blocks? Enough resources? Enough
support? Enough clarity?
c. Is this action plan still a priority?
Only have 3 - 4 action plans being worked on at any one time.
Add a new Action Plan:
d. If an action plan is completed go back to your plan, review your
priorities, select the next most important action plan to complete.
e. Fill out an action planner sheet.
Plan the week ahead.
d. Who is doing what
e. What supplies/resources are needed
f. What contractors will be on the farm
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What could get in the way of having successful
meetings?

Solutions
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Your notes:
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4.17.4 Agreement to take action
Name:
From:
Subject:

Commitment to take action

The most important or significant ideas I learnt during this business planning workshop were:

As a result of these ideas I am going to do the following things:

By doing these things I will have achieved:

The most important focus area from my strategic business plan to action immediately is:

Signed:

________________________________________________

Date:

____________________
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4.17.5 Commitment
Until one is committed, there is a chance to draw back, always ineffectiveness.
Concerning all acts of initiative
(and creation) there is one elementary truth, the
ignorance of which kills countless ideas and splendid
plans - that the moment one definitely commits oneself,
then providence moves too.
All sorts of things occur to help one that would not
otherwise have occurred. A whole stream of events issue
from the decision, raising in one's favour all manner of
unforeseen incidents and meeting and material
assistance which no man could have dreamed
would come his way.
Whatever you can do or dream you can begin it.
Boldness has genius, magic and power in it.
BEGIN IT NOW
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5. MEET MY BUSINESS
In this session, we get to hear from 14 business women introducing their business and talk about
changes they are makings.
It’s a chance to practice introducing your business succinctly, to voice some of the commitments you
have been working on throughout the programme and for the group to be inspired by your intentions,
your sharing - it’s an important reflection of our journey together.
Format:
1.Introduce yourself and give a brief profile of your business.
I am (name) and I farm with (partners name) at ……. (where you farm and what you farm).

2. State your intentions for your role.
My intentions for my role as a critical farming partner in the business is/are to:

3. State your key learnings or something significant you learnt from the UYFB programme.
My key learnings from UYFB are:

4. State the changes that you are committed to implementing for your business.
The business changes that I’m committed to making are:

Two tasks for your partner
1. A probing question - extra detail, extra commitment, extra depth.
2. A follow-up contact in the next week - active support and feedback.
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Graduation pre-work
We need you to complete the following and email to admin@awdt.org.nz:
1. The name you would like on your certificate
2. Third party Introduction
As each participant comes up to graduate and receive their certificate of completion we will read a
small piece about you and your farming business.
This introduction covers:
 where you farm and what you farm
 your intent as a farming partner, or
 something significant you learnt on this programme
 and if you like – something you want the audience to know about you.
A suggested format to convert your introduction above into the third party:

(Your name) and her partner(s) (their name), describe what you do ....

(Your name/s) intent as a critical farming partner is to ....

Her key learnings after completing UYFB are ....

(Your name/s) is committed to these...(business changes)

Here’s an example of what this could look like:
Lindy Nelson farms with her husband David in Alfredton. They farm a 900-hectare sheep and beef
farm and have spent the last 30 years growing this business. Her intent as a critical farming partner is
to support better governance of their farming operation particularly as they look at succession. Her
key learnings from this programme have been how valuable and needed her contribution is for their
farming business to be successful. She has loved the humour and comradery shared with the women
in the group. She wishes this programme was around 30 years ago when she started farming and
she wouldn’t have made as many mistakes!
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Your notes:
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6. WHAT’S NEXT FOR THIS GROUP?
Ongoing support & development is essential to embed the changes you plan to make in your
businesses - and yourself!
1. An evening get-together with partners? Without?
2. On-going development?
3. Regional networking group?
4. AWDT’s other programmes?
Your notes:
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Your notes:
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7. 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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Next steps:

Actions:
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Commitments:
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APPENDIX
Examples of what others have put in their Business Plans:
Vision
Strategic
Focus Area
Purpose

Values
Financial

.

Goals

By 2026 we will
have a total worth of
$1.7 million as:
 $1 million in free
assets
generating a 10%
ROI
 mortgage free
house
 two cars.
KPIs 1 - 3 years
Year 1
 add $150,000 for a
total of $350,000
savings
Year 2
 add $150,000 for
a total of
$500,000
Year 3
 add $150,000 for
a total of
$650,000
Key Actions
required

Year 1
 Set monthly
savings plan.
 Monitor saving
monthly.
 Set operational
plan that delivers
budget.
 Investigate best
options for
investment.

Personal & Health

Farm Profit

Because family & our
health are the most
important thing.

Increase profit to
reach our goals.

To achieve each year:
 1 x 2wk family holiday
 4 x family weekends
 2 x extended family
weekends
 To be as healthy at 60
as I am today.

Year 1
 Health check (WOF)
to create health
benchmark
 Family weekends and
holidays annual goal
achieved
Year 2
 Annual health check
 Annual Holiday goal
achieved
Year 3 +
 Repeat year 2
Year 1
 Book Drs apt.
 Book weekends away
in calendar/diary.
 Create vision board
for what we want to
do on.
holiday/weekends
away.
 Advertise for casual
farm worker.

In 5 years’ time, we
will have achieved*:
 EFS of $000/ha
 ROI = xx%
 Farm Working
Expenses = 50% of
GFI
 equity of xx%
 To reduce debt by
$000,000.
Year 1
 Complete financial
analysis and
confirm financial
goals & annual KPI
 Join the local B+L
Profit Partnership
 Complete CCM
course
Year 3
 Complete
Agribusiness
Diploma
Year 1
 Contact B+L rep to
discuss profit
partnership.
 Book Cash
Manager course.
 Engage farm
consultant or B+L
rep to set
benchmarks.

Farm Production

We need a high performing farm to
achieve our farm profit goals.

In 5 years’ time, we will have
achieved*:
 Pasture renewal on xx% of the farm
 Producing a GFI of xxx/ha
 Stocking rate of xxkg liveweight/ha
 Weaning xx%.

Year 1
 Complete production analysis and
benchmarking to identify.
opportunities for improvement.
 Set clear and realistic production
goals.
 Attend 5 x B+L discussion groups.
Year 2
 Monitor KPI.
Year 5
 Win a “Glammie” award.

Year 1
 Find out when next B+L discussion
group is.
 Sign up for B+L ediary.
 Establish current production indices
– LW/Ha, weaning %, scanning %.
 Decide on pasture species to suit
our farming operation.
 Set pasture renewal plan for next 5
years.
 Improve feed budgeting skills.

Environment

To be a good example of farming
sustainably and responsibly.

In 5 years’ time, we will have
achieved*:
 Xx% of waterways exclude stock
 Xxkm of riparian planting
 Planted xx poplar poles
 Achieved merit award in BFEA.

Year 1
 Waterways are mapped and a fiveyear plan for fencing and planting
established.
 Attend local BFEA dinner and
winners’ open days.
 Nutrient management plan completed
and kept up to date annually.
Year 2
 Update overseer.
 Talk to BFEA entrants.
Year 4
 Enter BFEA.
Year 1

Investigate which native
plantings will grow in my area.

Contact local council to see what
subsidies/grants are available.

Find out when BFEA is on.

Contact Fert rep and get
overseer completed.

Team

For us to achieve time off farm we need to have
confidence in our team.
Our farming operation is too big for us to run by
ourselves and it is important to us to have the
right people working with us.
 The farm continues to be well run when we are
away and we do not receive any phone calls.
 Everyone makes it home to their family
everyday.
 The only reason staff leave their employment
with us is to grow beyond what we can offer.
 To be able to be audited by work & income
and pass.

Year 1
 Have a high-performing team in place that
includes a Stock Manager, junior shepherd
and regular casual.
 We have a strong culture of keeping everyone
safe and all health and safety documentation
is in place.
 Compliant recruitment and employment
processes in place.
 Year 2
Achieve ACC 10% workplace safety discount.

Year 1

Attend AWDT Protecting Your Team and
B+L workshops on H&S.

Investigate options for attending an
employer workshop or training in my area.

Weekly team meetings that are recorded.

Create a file for all employment documents.

.

* Actual realistic financial figures can only be determined after an assessment of where you are now/ what you are achieving and knowing what is possible for
your farm type, topography and climate by benchmarking.
No part of this may be copied or reproduced without permission from AWDT ©
2017
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