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Before we start…
Dear Learner - This Learner Guide contains all the information to acquire all the
knowledge and skills leading to the unit standard:
Title:
US No:

Participate in the development and management of an agri business plan
116291

NQF Level: 4

Credits: 3

The full unit standard will be handed to you by your facilitator. Please read the unit
standard at your own time. Whilst reading the unit standard, make a note of your
questions and aspects that you do not understand, and discuss it with your
facilitator.
This unit standard is one of the building blocks in the qualifications listed below.
Please mark the qualification you are currently doing:
Title

ID Number

NQF Level

Credits

National Certificate in Animal Production

48979

4

120

National Certificate in Plant Production

49009

4

120

Are you enrolled in a:

Please mark the learning program you
are enrolled in:

Learnership?

Your facilitator should explain the above
concepts to you.

Short Course?

Y

Mark

N

Skills Program?

This Learner Guide contains all the information, and more, as well as the activities
that you will be expected to do during the course of your study. Please keep the
activities that you have completed and include it in your Portfolio of Evidence.
Your PoE will be required during your final assessment.

What is assessment all about?
You will be assessed during the course of your study. This is called formative
assessment. You will also be assessed on completion of this unit standard. This is
called summative assessment. Before your assessment, your assessor will discuss
the unit standard with you.
Assessment takes place at different intervals of the learning process and includes
various activities. Some activities will be done before the commencement of the
program whilst others will be done during programme delivery and other after
completion of the program.
The assessment experience should be user friendly, transparent and fair. Should
you feel that you have been treated unfairly, you have the right to appeal. Please
ask your facilitator about the appeals process and make your own notes.
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Your activities must be handed in from time to time on request of the facilitator for
the following purposes:
The activities that follow are designed to help you gain the skills, knowledge
and attitudes that you need in order to become competent in this learning
module.
It is important that you complete all the activities, as directed in the learner
guide and at the time indicated by the facilitator.
It is important that you ask questions and participate as much as possible in
order to play an active roll in reaching competence.
When you have completed all the activities hand this in to the assessor who
will mark it and guide you in areas where additional learning might be
required.
You should not move on to the next step in the assessment process until this
step is completed, marked and you have received feedback from the assessor.
Sources of information to complete these activities should be identified by
your facilitator.
Please note that all completed activities, tasks and other items on which you
were assessed must be kept in good order as it becomes part of your
Portfolio of Evidence for final assessment.

Enjoy this learning experience!
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How to use this guide …
Throughout this guide, you will come across certain re-occurring “boxes”. These
boxes each represent a certain aspect of the learning process, containing
information, which would help you with the identification and understanding of these
aspects. The following is a list of these boxes and what they represent:
What does it mean? Each learning field is characterised by unique terms and
definitions – it is important to know and use these terms and definitions correctly. These
terms and definitions are highlighted throughout the guide in this manner.

You will be requested to complete activities, which could be group activities, or individual
activities. Please remember to complete the activities, as the facilitator will assess it and
these will become part of your portfolio of evidence. Activities, whether group or individual
activities, will be described in this box.

Examples of certain
concepts or principles to
help you contextualise
them easier, will be shown
in this box.

The following box indicates a summary of
concepts that we have covered, and offers
you an opportunity to ask questions to your
facilitator if you are still feeling unsure of
the concepts listed.

My Notes …
You can use this box to jot down questions you might have, words that you do not understand,
instructions given by the facilitator or explanations given by the facilitator or any other remarks that
will help you to understand the work better.
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. . . . .
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
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What will I be able to do?
When you have achieved this unit standard, you will be able to:
Pro-actively participate in the analysis, planning and management of a
sustainable agri-business within a volatile and competitive business
environment.
Be well positioned to extend the learning and practice into other areas of
strategic management.
Understand the importance of the application of business principles in
agricultural production with specific reference to planning.
Operate farming practices as businesses and will gain the knowledge and
skills to move from a subsistence orientation to an economic orientation in
agriculture.

Learning Outcomes
At the end of this learning module, you must is able to demonstrate a
basic knowledge and understanding of:
The general management functions within an Agri-business.
A systems approach to structure an Agri-business plan.
Structure a rolling Agri-business plan.
Structure and Agri supply chain to optimize the production to marketing
flow
Implement an information system as planning and management support.
Risk planning and implementation within the monitoring process.

What do I need to know?
It is expected of the learner attempting this unit standard to demonstrate
competence against the unit standard:
NQF3: Interpret factors influencing agricultural enterprises and plan
accordingly.
NQF3: Explain costing and the viability of an agri-business.
NQF3: Supervise the collection of agricultural data
Be able to demonstrate a good understanding of the agricultural value and
supply chain. In addition sound communication will assist in this unit
standard. Record keeping, meeting procedures and marketing principles will
also be of value and assistance.
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Introduction
Let’s talk about designing a business plan.
Agri-Business plan

Agri-Business plan is a detailed short term and long-term
goal plan, which includes activities and outcomes within a
certain time frame to produce a viable income within a
specific agricultural environment.

What kinds of aspects would we consider to formulate a business plan?
Available land
Available finance
Available labour and equipment
Available market
Transport
Occurrence of pest and disease infestations.
Weather and climatic information – year on year.
Costs of agricultural inputs
Yield data
Prevailing economic conditions in the sector, country and internationally.
Production costs per crop.
Soil and fertilisation costs and applications.
Pest and Weed Control application programs and statistics
Collection of Non-target species data
Crop quality margins
Agronomic data
Profit margins per cultivar / per crop / per block / per orchard / per Hectare
Good comprehension of Risk factors: natural (hail, flooding etc) and artificial
(unexpected pest incidences, unexpected prices / crop margins, labour issues
etc.).
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G e n e r a l ma n a ge me n t
f u n c t i on s w i t h i n a n a gr i busi ne ss
After completing this session, you should be able to:
SO 1:Have good comprehension concerning management
activities and responsibilities involved in running an
agribusiness

In this session we explore the following concepts:
An agricultural set up
Activities in an agricultural set up

1.1

An agricultural set up
The farmer should be motivated, diligent and not too old. He must be equipped with
certain skills e.g. literacy (not crucial), ability to plan, disciplined to keep records and
observe the timeliness of farming operations. He must be dedicated towards farming
for profit in a sustainable manner to ensure the viability of farming for future
generations.
Basic activities in an agricultural set up include:
The basic activities in an agribusiness is determined by how big the business is,
if it is a long established business,
The type of produce produced (crops, packaging, poultry, small animal
husbandry etc.),
The number of inputs required making the business function successfully and the
availability of infrastructure, finances and labour.
In the case of a potato crop manager, one would expect the manager to
organize and delegate certain activities to a supervisor, who will in turn delegate
these tasks to the labour or technical staff.
Depending on the level of authority, a person doing this unit standard is most
probably responsible for delegating tasks to minors and to see that all activities
continue regularly as required within the set up.
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In the case of a potato manager the following activities need to take place:
•

Deliver inputs in the business plan of the business if it is not your own design, and
suggest changes to the planned activities for the particular season.
• Check your involvement in the production cycle with regards to the production
activities.
• Planning starts one year prior to planting:
• Select the most suitable cultivar
• Order certified seed potatoes for planting – consider the long term crop
rotation system involved.
• Start preparing the soil, take decisions and delegate tasks to prepare the soil.
Before planting:
• Take soil samples and send it for analysis
• Do pre-planting fertilisation when required.
• Do tillage of fields to control weeds and volunteer plants.
• Clean and sterilise storage and seed potato handling equipment before the
delivery of seed potatoes.
• Organise seed potato delivery
• Do inspection on seed potatoes
• Treat seed potatoes with fungicides and/or sprouting stimulants.
With planting:
• Prepare seedbed and furrows
• Apply fertiliser and granulated pesticides
• Plant at correct temperatures (e.g. 13-16 C)
• Start nematode control if necessary
• Vegetative growth period:
• Apply irrigation as required
• Apply post-emergence herbicides
• Apply surface fertilisation and ridge before canopy closes
• Monitor pests and diseases
At tuber initiation period:
• Control soil-water content
• Continue spraying
• Check nutrient status of plants by leaf analyses if necessary.
Tuber bulking period:
• Control irrigation – reduce to strength tuber skin,
• Continue leaf spraying – pest and diseases
• Schedule foliage killing practices
• Control soil tillage to limit tuber moth damage
Harvest:
• Train and control staff during harvest
• Harvest in the prescribed manner
• Select and sort potatoes in the storage shed
• Pack and market all potatoes
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Activities in an agricultural set up
The activities of a person in an agri-business would not be only to see that the
above actions take place, but often also to organise or facilitate the processes that
will see to the functioning of the above activities. These would include those
processes one can consider as management processes. A manager in an
agribusiness would not only supervise and delegate, but also often also organise and
plan and facilitate the activities. These include:
1.

Purchasing stock (seedlings, seed etc) and making important decisions
about the crop cultivars.

2.

Finding finance to produce the crop, after being involved in the planning
and budgeting of the season’s produce.

3.

Selecting labour and negotiating payment to do the job or to farm the crop,
if it is new or additional labour.

4.

Organising servicing of equipment.

5.

Organising and paying service providers, e.g. contractor to work the land –
ploughing, planting etc.

6.

Organise transport for labours.

7.

Delegating tasks concerning planting, pest control and harvesting to a
supervisor or labourers.

8.

Manage labour issues like UIF, leave, pension, medical, incentives, bonuses
etc for labour or staff.

9.

Pay levies to the authorities, e.g. SDL levies,

10.

Pay rent of land, electricity, water, diesel, petrol etc.

11.

Control and facilitate the financial management of the business which
would include the updating of a cashbook, invoices and payments made,
communication with a bookkeeper to provide a financial statement at the
end of the financial year, complete tax returns, pay dividends as required
and keep an asset register in communication with the book keeper.

12.

Purchase or rent equipment.

13.

Purchase packaging material.

14.

Monitor markets and when the best time will be to deliver to the market.

15.

Communicate with staff, market agents, transport people, extension
services, agricultural suppliers and agents.

16.

Keep ahead on the available resource material on the crop.
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Keep record of the harvest.

18.

Advise on packaging and storing of produce.

19.

Arrange for packaging and storing of produce.

20.

Arrange transport and pay therefore.

21.

Manage the delivery to the market.

22.

Keep records to calculate net-profit.

23.

Manage the payback of loans and interest to the financial institution.
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Please complete Activity 1:
Practical activity
Discuss within your groups the activities in an agri-business within your own context.
Dot these down on a flip chart, and rehearse in front of the group. Underline those, which
involve the management process.

Concept (SO 1)
Management activities

I understand
this concept

Questions that I still would like to
ask

Management activities and
responsibilities involved in
running an agri-business are
describe and explained.
Basic activities involved in the
agri-management process are
explained by providing
examples and/or scenarios.
Tasks required of managers at
all management levels are
identified and explained.
An understanding of the
general management functions
in an agri-business is
demonstrated.
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A s y s t e m a ppr oa c h t o
s t r u c t u r e a n a gr i - b u s i n e s s
pl a n
After completing this session, you should be able to:

SO 2: Identify the components of the agri-value and supply
chain and explain the necessity of a total farm strategy in
an agri-business plan, as well as the structure and
components of the plan
In this session we explore the following concepts:
A business plan
Reasons for a business plan
Aspects to be included

2 .1

A business plan
In order for an agri-business to function successfully, it is necessary that the
manager, entrepreneur and/owner of the farm have a business plan. If you are not
able to compile a business plan, it is important to obtain assistance to set up a
project proposal of each crop or produce on the farm that will form part of the
overall business plan. It would be easier to compile a project plan for each crop, and
a final income statement can then be done accordingly.
Preparing a business plan helps to develop a clear and precise description of all the
different aspects of the farming operation. In the business plan, the farmer can
determine the potential profitability of the planned activities and explain it to other
people, e.g. when applying for a money loan. The available market for your produce
needs to be sourced and determined on what basis you are required to supply the
produce.
For example with cotton, the market is an “always available market” since South
Africa produces less than the required amount of cotton on demand by Spinners and
textile companies. Cotton farmers are in the lucky position that cotton is a cash crop
and that they can always sell their produce. The price they would receive is
unfortunately in some instances, related to the international market, and they do not
always obtain a good price, per kg. for their produce.
In the case of other crops like vegetables, the grower needs to determine which
time would be the best time for him to sell his crop and plan accordingly, otherwise
he/she would have an excess of produce and may run at a loss. Source different
types of packaging, since this would not only influence your input costs, but also the
Version: 01
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price you could get for your produce. A neat well-packed produce will often get a
higher price. Consider different private markets or communal markets, like vegetable
stalls, local greengrocers or start your own offset platform. Discuss storage of
produce at silos and obtain the necessary documentation therefore.
Reasons for business planning:
Planning guide
Proof of management skills
Communication tool
Complete cost calculation
Identification of good / bad points related to the farming operation.
Aspects to be included in business plan:
Business overview
Name of person/s who prepared the documentation / business name / type of
business / background summary
Marketing plan
E.g. type of industry involved and where operation fits, pricing, trends, etc
Human Resource
E.g. diagram of management and employees, number of employees,
compensation and benefits, training of labour, etc
Production activities
E.g. land, buildings, equipment needed for operation, material and supplies,
timing of activities, soil conservation and maintenance, etc
Financial Plan
E.g. Income, cash flow summary, loan summary, possible risks, etc
Objectives
Short-, Medium- Long-term objectives and related problems
Attachments
Documents to support business plan calculations, e.g. farm map, photos,
previous financial statements, Identification book, etc.
The farmer should set up an outline of how much cotton he would like to produce on
what size of field.
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He must be able to recognise the infrastructure available to himself, and what inputs
are needed, financially and support services. The available workforce (labour) is an
important factor to recognise, since he needs labour to plant, for weeding and
harvesting. Will his family contribute or will he make use of association members,
friends etc.?
In addition, a general business plan should contain: the area fenced in and
measured; inputs required; infrastructure available (tractors, implements, spraying
equipment and irrigation equipment); infrastructure shortcomings (how is he going
to compromise or fulfil his needs?); funding available; dates and format of
application and extending facilities; availability and access to Chemical depots;
delivery to markets (market availability) and the possible outcome reflected in yield.
The business plan should also contain: variety of produce, pest control, weed
control, training, contractor services, a physical budget and rational budget, reflect
possible savings and include a winter programme to manage his fields.
Please complete Activity 2.
Discuss
Discuss within your groups the elements of a business plan and compile a short business
plan within your own context, mentioning only the main aspects.

Concept (SO 2)

I understand
this concept

The components of the agri value
and supply chain (including local
and export marketing) as a
system’s approach, planning and
management reference model are
identified.
The necessity of a total farm
strategy in an agri-business plan is
explained.

The structure and components of
an agri-business plan is explained.
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S t r u c t u r e a r ol l i n g a gr i b u s i n e s s pl a n
After completing this session, you should be able to:

SO 3: To identify and evaluate Critical success factors (CSF)
per value and supply chain elements and support services in
the business.
In this session we explore the following concepts:
Critical success factors
Clear and measurable goals
Actionable business case and performance measures
Well designed execution and continuous improvement plan
Issues analysis

3.1

Critical success factors
Critical success factors (CSFs) imply the identifying of those matters that must just
work out to ensure that the organisation will achieve its mission. The advantages of
identifying CSFs are; they are simple to understand and they intensify the focusing
on major concerns; they are easy to communicate to co-workers; they are easy to
monitor and they can be used in concert with strategic planning methodologies.
Using critical success factors as an isolated event does not represent critical strategic
thinking, but when used in conjunction with a planning process, identifying CSFs is
extremely important because it keeps people focused. Clarifying the priority order of
CSFs, measuring the results and rewarding superior performance will improve the
odds for long-term success as well.
D. Ronald Daniel of Mc’Kinsey and Company’s “Management Information Crisis,” in
the Harvard Business Review of Sept.-Oct. 1961 addition, developed the concept of
“success factors”. This process was refined by Jack F. Rockart in, "A Primer on
Critical Success Factors" published in the “The Rise of Managerial Computing: The
Best of the Center for Information Systems Research”, edited with Christine V.
Bullen, Homewood, IL: Dow Jones-Irwin, 1986.
There are four basic types of CSFs according to Rockart. They are:
Industry CSFs resulting from specific industry characteristics;
Strategy CSFs resulting from the chosen competitive strategy of the business;
Environmental CSFs resulting from economic or technological changes; and
Temporal CSFs resulting from internal organisational needs and changes.
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Things that are measured get done more often than things that are not
measured. Each CSF should be measurable and associated with a target goal.
You do not need exact measures to manage. Primary measures that should be
listed include critical success levels (such as number of transactions per month)
or, in cases where specific measurements are more difficult, general goals should
be specified (such as moving up in an industry customer service survey).

Example of Critical Success factors for Company XYZ:

Critical Success Factor

1. Increase customers

Source of

Primary Measures

CSF

& Targets

Industry

2. Install PC-based customer service
hot line

Strategy

95% customer retention rate;
15% new customers per year
90% of customer queries
answered in 1 hour

3. Increase customer service reps

Strategy

4. Restructure capital structure

Environmental Lower cost of capital by 2%

5. Raise employee morale and
productivity

Temporal

3 reps per 100 customers

Increase employee retention
rate to 95% / year.

When setting standards, raising standards often raises results (and the reverse is
also true).
Critical Success Factor (CSF) is a business term for an element which is necessary
for an organization or project to achieve its mission. For example, a CSF for a
successful Information Technology (I.T.) project is user-involvement. A company
may use the critical success factor method as a means for identifying the important
elements of their success.
The term 'critical success factor' was first coined by Rockart (1979). He defined it as
“the limited number of areas in which results, if they are satisfactory, will ensure
successful competitive performance for the organisation.”
A plan should be implemented that considers a platform for growth and profits as
well as take into consideration the following critical success factors.
Money factors such as positive cash flow, revenue growth and profit margins
that is applicable in all agribusinesses. (In animal husbandry, field crops, poultry,
piggery etc.)
Acquiring new customers and/or distributors -- your future.
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Customer satisfaction -- how happy are they?
Quality -- how good is your product and service? (Important in an agribusiness.)
Product and/or service development -- what's new that will increase business
with existing customers and attract new ones? -your customers can be the
available market or people you sell your produce to.
Intellectual capital -- increasing what you know is profitable.
Strategic relationships -- new sources of business, products and outside revenue.
Employee attraction and retention -- your ability to extend your reach.
Sustainability -- your personal ability to keep it all going
A critical success factor is not a key performance indicator or KPI. Critical Success
Factors are elements that are vital for a strategy to be successful. KPIs are measures
that quantify objectives and enable the measurement of strategic performance. For
example: KPI = number of new customers and CSF = installation of a call centre for
providing quotations, if you render a service as an agribusiness, or the centre can be
installed as a communicative channel with people interested in your products. So
many important matters can compete for your attention in business that it’s often
difficult to see the “wood for the trees”. What’s more, it can be extremely difficult to
get everyone in the team pulling in the same direction and focusing on the true
essentials. That’s where Critical Success Factors (CSFs) can help.
CSFs are the essential areas of activity that must be performed well if you are to
achieve the mission, objectives or goals for your business or project. By identifying
your Critical Success Factors you can create a common point of reference to help
you direct and measure the success of your business or project. As a common point
of reference, CSFs help everyone in the team to know exactly what’s most
important. And this helps people perform their own work in the right context and so
they pull together towards the same overall goal. D. Ronald Daniel first presented
the idea of CSFs in the 1960’s. It was then built on and popularised a decade later
by John F. Rockart, of MIT's Sloan School of Management, and has since been used
extensively to help businesses implement their strategies and projects. Inevitably,
the CSF concept has evolved and you may have seen it implemented in different
ways. This article provides a simple definition and approach based on Rockart’s
original ideas.
Rockart defined CSFs as:
"The limited number of areas in which results, if they are satisfactory, will ensure
successful competitive performance for the organisation. They are the few key
areas where things must go right for the business to flourish. If results in these
areas are not adequate, the organisation's efforts for the period will be less than
desired."
He also concluded that CSFs are “areas of activity that should receive constant
and careful attention from management.”
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Critical Success Factors are strongly related to the mission and strategic goals of
your business or project. Whereas the mission and goals focus on the aims and what
is to be achieved, Critical Success Factors focus on the most important areas and get
to the very heart of both what is to be achieved . It is never as simple as setting and
achieving new performance targets. You should already appreciate the value of a
foundation in proper planning, preparation and design efforts before starting any
process improvement program. You should also understand that the most important
element of any business system transformation is to identify the business drivers for
change and the Critical Success Factors (CSFs) early in the program. You must
acknowledge that successful transformation (change) programs require careful
planning and preparation.
The five Critical Success Factors listed are based primarily on leadership
effectiveness, clear performance management goals and well-designed
Transformation (Change Management) plans. The following bullets provide a short
description for the five CSFs:
CPI Critical Success Factors:
Strong Executive leadership and alignment
•
•
•

Executives/farm managers/owners must communicate the reason(s) behind
the Transformation program and establish a sense of urgency.
Executive leadership and support must be visible early in the Transformation
program stage and be reinforced throughout.
Executive leadership must clearly define the program or farming objectives.

3.2 Clear and measurable goals
Goals of the Transformation program must be in line with the organisation’s
strategy, and they must be measurable.
Executive leadership and support must clearly define the criteria for measuring
progress toward program objectives.

3.3 Actionable business case and
performance measures
Program benefits and returns on investment must be clearly defined and
approved of by the key stakeholders.
Organisational and individual performance measures must be aligned to the
objectives of the Transformation program.
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3.4 Clearly defined roles and responsibilities
Key stakeholders, internal and external, must be identified early in the program.
Roles and responsibilities need to be clearly defined.

3.5 Well designed execution and
continuous improvement plan
Transformation (change) Management must be an integral part of the program.
The execution strategy and implementation plan must be well defined and clear
to all stakeholders.
Program milestones must be designed to deliver programmed goals and
objectives.
Impact-individuals need to be trained and ready for their new assignments.
The following table lists the transformation Phases, and discusses their benefits and
effect on the transformation program. Details for each phase and its associated tools
and templates are provided:
Phases

Effect on the Transformation

Benefits

Program

Define Business

Identifies business drivers and

Identifies program champions and

Drivers

reason(s) for change early in the

develops the foundation for

program or farming business

organisational buy-in.

These drivers can be key staff e.g.
managers, bookkeeping, share holders
etc.
Architect & Align

Align Transformation program goals

Ensures early alignment of the

with the organisation’s business

initiative with the existing

strategy.

organisational strategy, and
capabilities.

Vision Develop

Identifies the key business drivers,

Reduces the risk of initiating

organisational goals and performance

Transformation programs without

measures.

clearly defined performance
measures.
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Current State

Provides a clear map of the existing

Understanding

processes and identifies potential areas behind process bottlenecks early
for improvement.

Identifies root causes and reasons
and the key features of future state
processes.

Future State

Defines the renewed processes and

Design

identifies required organisational assets develops the foundation for

Confirms the Business Case and

needed to enable continuous

developing the Implementation

improvement e.g. consider harvesting

Road Map.

equipment or any other infrastructure in
the form of capital items.
Road Map

Defines in detail the Future State

Reduces program management

Development

Implementation Road Map such as

risks and identifies required steps to

critical milestones and early wins.

accomplish key milestones.

Execution

Delivers the early and ongoing benefits Delivers business objectives and
of the Transformation program

secures the organisational buy-in.

Continuing

Initiate the required processes to

Institutionalise steps and

Improvement

improve, monitor and control the new

procedures needed to continuously

and renewed processes on continuous

improve the renewed processes.

bases.

Please complete Activity 3:
Brainstorm in groups
Learners should discuss the transformation of an agribusiness and list the critical success
factors they would involve in a transformation programme.
Use the flipcharts to present it to the class.
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3.6 Issues analysis
What is issues analysis?
Issues analysis

Issues analysis is an assessment of the external
and internal environmental factors that are likely
to have the greatest impact on the future of your
organisation.

External factors include market segments, technology, competition, industry
structure, and strategic opportunities and threats. Internal factors include financial
resources, products and/or services, internal capabilities, and strategic strengths and
limitations. Issues analysis is not an in-depth analysis of organisational functions
such as marketing, services delivery, or finance. It is a rather broad-based analysis
of those critical issues that affect the total organisation. As such, it forms a large
portion of the database for the strategic planning process.
During the analytical process, the following questions should be kept in mind:
Is the analysis bringing to the surface the truly critical issues facing the
organisation?
Is the selection of issues based on sufficient information and judgment?
Are these issues being thoroughly analysed and discussed in terms of their root
causes?
Is the analysis producing conclusions about these root causes?
Are these major conclusions clearly defensible both inside and outside the
organisation?
Why use critical issues analysis?
It is relatively easy to identify as many as twenty or thirty issues that need to be
addressed by the organisation. Critical issue analysis reduces issues to the few
critical issues that will make the greatest contribution to your organisation’s future.
This is done early in the process in order to avoid the possibility of your team being
inundated by extraneous information and analysis. It also helps your team to focus
on the areas that require in-depth analysis and ensures that there are no significant
gaps between your strategic desires and operational requirements.
A critical issue is usually a complex situation, event or trend that is likely to
affect your organisation’s performance. Although there are many important
factors or trends that might influence your organisation’s overall performance,
there are usually only a few truly critical issues that will make a difference to its
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long-term success. Typically, critical issues might include such things as product
lines that have substantial long-term profit potential, major changes likely to
take place in the market and significant competitors’ strengths or weaknesses
that might be exploited. The key is to follow a process that ensures a
comprehensive analysis is undertaken with the active involvement of your
managers and the core planning team. This analysis should be carried out in a
systematic manner that allows for both in-depth analysis and sufficient dialogue
among team members.
The best starting point is to surface critical issues that presently reside in the minds
of members in your planning team. This initial free-flowing approach creates a
climate that is open and encouraging, and that relies as much on intuition and
judgment as it does on facts and figures. Everyone on the team is able to contribute
to the analysis process. This prevents the analysis from turning in to a fill-in-theblank-forms driven exercise.
Factors that might identify critical issues include:
Size of gap between past/present performance and future required performance.
Impact on profitability and/or growth. Another guideline for determining a critical
issue is to focus on those areas that have an impact of 25 percent or more on
future profit/growth. For example: A potential technological development may
render an entire product line obsolete, resulting in a substantial sales decline.
Special requirements for accomplishing the organisation’s mission? For example:
What are the important accomplishments needed to fulfil the mission? What
barriers stand in the way of these accomplishments?
A major advantage of using an issues-oriented approach to strategic planning is that
people will see the relevance between the planning process and the types of issues
they are facing. Furthermore, this approach minimises the amount of analysis
required. By concentrating on the issues, the analysis is primarily limited to
information that helps your managers understand and address their critical business
problems.
Conducting critical issues analysis
There are four primary steps in conducting an issues analysis:
Identify issues;
Prioritise issues;
Analyse issues; and,
Summarise issues.
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Please complete Activity 4.1:
Group activity
As a team, develop a comprehensive list of those issues likely to have significant impact
on or contribute to operational performance in the near future. Consider the following
questions:
•
•
•
•
•
•
•

What are the most critical issues facing your organisation and what might their
impact be?
What issues are likely to have the greatest effect on profitability or short-term
results?
What issues are likely to have the greatest effect on long-term success of your
organization?
What changes have taken/ will take place affecting your organisation’s
performance in the coming year?
What cross-functional problems or opportunities are likely to have impact on your
organisation’s performance?
What are major impediments to performing your mission?
What budget, funding, and/or revenue impacts are likely to affect your
organisation’s performance in the future?

Issues may be drawn from a number of sources: conceptual and long-term issues from
the strategic plan, specific and short-term issues from the previous operational plan, and
current operational issues from actual performance.

Please complete Activity 4.2:
Group activity
Write short and long term objectives and alternatives for your business in groups. Use the
flipcharts to present it to the class.

Version: 01

Version Date: July 2006

Participate in the development and management of an agri business plan
Primary Agriculture

NQF Level 4

Unit Standard No: 116291

24

Identify issues
Strategic Plan
1. Need for new product focus – new products, cultivars/varieties.
2. Sources of future funding – financial institutions
3. Changing management-styles
Current Operational Plan
4. Declining margins
5. Decrease in client population - markets
Performance Problems/Opportunities
6. Poor delivery performance – staff?
7. Unanticipated increase in demands for service.

When a relatively large number of issues are identified, it may be useful to group
those that are related in order to reduce overlap and to aid in the prioritisation step.
For example; declining margins, competitive price pressures and increased raw
material costs might be addressed as a single issue, such as "need for improved
margins." The intent is to reduce the number of issues to a manageable size—no
more than ten to fifteen. Often the elements of the issues that are consolidated form
the basis for addressing and solving the grouped issues.
Prioritise issues
The next step is for the team to agree upon the most important operational issues,
those that are likely to have the greatest impact on the total organization prioritise
them and reduce them to a manageable number. Experience indicates that a limited
number of truly critical issues stand a higher chance of receiving the attention
necessary to ensure effective resolution. Issues that do not make the final list may
be delegated to a particular department, retained for periodic review and
appropriate action in the future, or been eliminated.
Analyse Issues
Once agreement has been reached on the most important issues, team members
need to develop supporting information necessary to clearly understand the nature
and scope of each critical issue. In doing so, the following questions should be
addressed.
What is the real issue? Does the issue need to be restated?
What data/information is available (or needed) to resolve the issue?
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What appear to be the factors causing this to be an issue for the organisation?
What types of results are needed in this area?
Summarise and Consolidate issues.
Using the information generated during issue analysis, specific conclusions and
alternative courses of action required to resolve the issues should be documented for
consideration.
The following is an example of a critical issue analysis for an agribusiness.

Critical Issue Analysis

Issue: We have excess service capacity of human resources for declining client
population – i.e. available markets.

Data/information:

Actual available markets for a specific product have declined at an average rate of X
percent a year for the past three years. Revised forecast shows that this will continue
for at least the next three years.
Average cost per kg produce has increased from X to Y over the past three years.
(Funding is based on a cost per kg produce e.g. seed cotton delivered to the gin). The
established standard for next year’s funding will be extended based on current
projections.

Causes:

Capacity has been developed to handle a certain forecast level of clients.
Client population or available markets has declined owing to changing demographics.

Results needed:

Average cost per kg produce produced must not be increased but rather search for
cheaper production costs.
Use of current capacity needs to be optimised.
All current personnel should be retained if possible.

3.7

Conclusions
Conclusion 1:
Available markets related to cost per kg, e.g. seed cotton, has been declining at an
annual rate of "X" percent for the past three years. The same rate of decline is
projected for the next three years.
Additional uses for service capacity of human resources need to be established or
the cost of maintaining that capacity needs to be reduced.
Alternative strategies:
1.

Find new sources or clients to deliver the product to, e.g. export of cotton
and contract ginning, or else, move from conventional farming methods
towards organic methods that sell at a better price.
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2.

Develop new services for current clients in the form of a variety of farm
produce.

3.

Subcontract to other similar organisations or make use of service providers.

4.

Retrain current service personnel or other duties.

5.

Downgrade or terminate selected personnel.

6.

Close or consolidate selected activities.

Conclusion 2:
A substantial portion of market share loss has been to competitor "X" and needs to
be regained or abdicated.
Alternative Strategies:
1.

Improve customer research

2.

Upgrade production line and service capability

3.

Provide sales incentives (or incentives) for delivery of produce.

4.

Drop the product line, cultivars or market delivery point which has proved
not to be successful.

With the desired results, conclusions, and alternative strategies in hand, it is time to
establish objectives.
When looking at the resources required and likelihood of success, the preferred
objective will become clear. Remember, you must separate what you desire from
what is possible. For example; regarding conclusion 2 above, you may like to
upgrade your service capability in some quantitative way (response time), but you
may not have the resources to do this in a competitive manner. Remedial action
could include: To drop a product line by December 200X may be a better objective.
The appropriate objective, once selected, needs a specific action plan. The action
plan will describe specific tasks to be accomplished, time schedules, assignments of
responsibilities and resource requirements.
•

Issues analysis is one of the first elements in developing your strategic direction. It is
the step that ensures integration of strategic and operational plans by formally
identifying, prioritising, analysing and summarising critical issues affecting the future
of your company.

If your organisation’s planning process proceeds to the next steps in the planning
process, those steps leading to a formal strategic plan, the desired results,
conclusions, and alternatives of the critical issues analysis will form the basis for your
plan’s objectives and action plans. If your organisation’s planning process bypasses
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the development of a strategic plan, you will have the basis for establishing
objectives. The business plan should then be adapted before the season to make
room for modifications and alterations. Revise the short term and long term
objectives.
Participation in the monitoring process of the implemented business and risk plans
are effected. Remedial action plans within a changing business environment are
identified and implemented, should it become necessary.
Networking with other businesses and farms are necessary to determine which risks
you can avoid as part of your farming practices. Some of the risks are related to
equipment, infrastructure, costing of products, dealing with the same distributors,
transport, farm unions, etc. The farmer should keep close contact with association
meetings, farmer gatherings and information days to be updated with risks that may
occur and associated developments.
Strategic issues and goals are usually identified near the end of the strategic analysis
activity (which usually includes doing an environmental scan and SWOT analysis.)
This would entail participation and monitoring of the business as it is implemented
and determine how the risks are affected.
Identify issues by addressing questions such as:
a

“What external changes could effect the organisation?” Consider changing
demographics of stakeholders, including numbers, values, resources, power,
etc.; changing rules and regulations; take in consideration expectations and
resources from customers and vendors, etc.; consider expected shifts in
needs for products and services, the availability of leadership and staffing
and other current or new organisations provide similar services?

b

“What could be the effects of these changes in terms of threats or
opportunities?”

c

“What changes must we make to address these threats?”

d

“What strengths can we build on to take advantage of these opportunities?”
(If planners seem reluctant to address these questions, allocate half an hour
for a highly focused discussion around their reasons for not addressing these
questions.)

Use a round-robin technique to collect and organise members’/ farm workers
input.
Decide with each issue whether it’s “important” or “urgent.” Issues often seem
very important when they're actually just urgent. For example, changing a flat
tire is an urgent issue, but you'd never put "changing a tire" in your strategic
plan. Only attend to the important issues and not to the urgent issues. Facilitate
to gain consensus on the top three to five issues and goals, and then prioritise
them.
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Issues and goals usually come from strengths to be built on; weaknesses are
opportunities to be strengthened and threats to be avoided.
Many issues are based on gut feeling or intuition rather than on extensive,
external and internal assessments.
Limited issues do not guarantee planning and issues that are too far-reaching
will bog you.
Deal with issues that you can do something about.
Aid planners to realise that they can overcome pending issues. Too often,
because of shortage of resources, planners tend to be highly reactive, rather
than proactive.
Issues should be clearly articulated to enable other members of the organisation
to understand the description of the issue.
It helps to temper ideas, i.e., verify ideas against reality by having someone in
the group assigned to be the “devil’s advocate.” Their role is to ask
straightforward questions in an effort to get group members to adequately
examine the current suggestion or idea, before accepting it.
Be careful not to ignore current major issues in the interest of pursuing more
creative and forward-looking goals. Many organisations have faltered because
their planning focused too far down the road and they ended up falling over their
feet.
Have someone reward issues to goals. Note that goals should be worded such
that, when they are reached, they will have addressed an issue. Planning
members should review wording of the goals to ensure all members understand
the goals and that the goals, when reached, will address each issue.
Remedial actions will be specific for every other farming set up and must be
communicated as such to co-farm workers. On managerial level, the above points
need to be considered and the business plan adapted accordingly. In the example
under “conclusions 2” above, some remedial actions were designed to fit these
farming practices. Another example would be the change from conventional cotton
farming to farming practices under organic conditions. This would entail the:
Restructure a business plan to apply for organic certification.
Adapting farming practices to fit organic system by using compost and bioproducts instead of chemical products.
Re-budget.
Communicating and bargaining with market agents in the supply chain and
cotton pipe line for delivering organic cotton.
Bargain with ginners and spinners to purchase this type of cotton at a higher
price.
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Negotiate subsidizing.
Export opportunities as a long-term goal can be investigated.
Staffs needs to be trained and restructured
Critical success factors can be determined and implemented for the
transformation process.
Critical Success Factors (CSF) in an Agribusiness would include:
Availability of funding.
Few farmers have the cash resources to grow a crop, therefore all or part of their
production funds have to be borrowed. A number of institutions will provide
production credit in advance if the borrower has some security to cover the loan.
The form contains many questions relating to the personal details of the
applicant as well as of the farm on which the cotton will be planted. The quantity
of (ha) dry and irrigated land has to be given and confirmed by GPS
measurement. Cotton production statistics of the past five years are requested.
For this purpose it is important and essential to keep the delivery notes from the
ginnery in a safe place as it will frequently be referred to. The amounts and cost
of production input materials have to be specified for seed, weed killers,
insecticides and diesel. The yield to cover this loan, the interest over a six-month
period and any carry-over debt has to be given. The form also requires a list of
assets as follows:
•

•

Fixed assets:
• Value and size of farm.
• Irrigation equipment.
Movable assets:
• Tractors, implements, bakkies.
•

Livestock and other crops.

Memorandum of Agreement (Contract)
Once the production loan has been approved, the grower enters into an
agreement (contract) with a financial institution. The agreement is a document
outlining the conditions of the loan, the terms or repayment, where the crop is to
be delivered and the steps to be taken in the event of non-repayment. The
borrower also signs an acknowledgement of debt as part of the contract as well
as a deed of guarantee.
The Land Bank. The Land and Agricultural Development Bank of South Africa, called the
Land Bank, is the main development finance institution, which specialises in financial
support of the agricultural sector. The Land Bank is prepared to finance individual growers
and requires them to visit the Bank’s offices in order to fill in a form representing the
information required to advance loan money.
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Adequate Production skills
Successful crop production will enable the farmer to receive cash in return for
delivering a marketable crop. The farmer needs to be able to produce his crop
economically and show a profit, in order to enable him to repeat the process the
next season. Crop production for each farmer will vary according to his or her own
circumstances and needs, available inputs and infrastructure. The farmer must have
the ability to plan ahead and be disciplined to keep records and observe the
correctness of farming operations.
The decision to farm with, for example, cotton should depend on the availability of
suitable land in a favourable climate, access to funds, and dedication and skills of
the farmer himself.
A Suitable piece of land indicates an area where cotton will grow successfully with 2
crucial elements which includes sufficient heat units and moisture in the case of
cotton. The farmer should consider the crucial elements for production for his/her
produce.
1.

Access to labour and equipment and/or contractors.

2.

Access to suppliers and resources.

3.

Sound financial management background.

4.

Available market.

For an agri-business to produce to its full potential it is necessary that the
Agricultural Manager possesses certain qualities as an entrepreneur. Some of these
include strong characteristics such as:
i.

Good communication skills.

ii.

Good organisational abilities.

iii.

A sound basic financial background and understanding of the financial
environment for the business.

iv.

A thorough agricultural knowledge about the crop being produced and access
to additional resource information.

v.

Access to market information.

vi.

A good comprehension and interest in the value chain or pipeline of his/her
produce.

vii.

Good health, a keen interest, a tenacity to pursue the initiative and of high
integrity.

viii.

Regarding human relationships as important.
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Weaknesses would include:
a

A dominant non co-operative uncommunicative person.

b

Unskilled in basic farming practices.

c

Unskilled in financial management.

d

No appreciation for human relationships.

e

No interest in keeping up with market trends.

Threats:
a.

Environmental: Temperature (weather conditions).

b.

Functioning of equipment.

c.

Unresolved labour issues.
Concept (SO 3)

I understand
this concept

Critical success factors (CSF) per value
and supply chain element and support
services in an agri-business are
identified and evaluated.
Entrepreneurial and management
potential of the agricultural manager
and identify strengths and weaknesses
are appraised.

External environment is appraised and
opportunities and threats to which the
agribusiness should respond to are
identified.

Processes to prepare an integrated
business plan relevant for the selected
sector is participated in.

Participation in the drafting of a
local/export market plan relevant for
the selected sector is performed.
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An a gr i s u ppl y c h a i n t o
opt i mi s e t h e pr od u c t i on t o
ma r k e t i n g f l ow
After completing this session, you should be able to:

SO 4: Identify planning, implementing and management
structures of the sourcing, production, delivery/marketing
aspects relevant to the sector
In this session we explore the following concepts:
Organisation of the pickers
Administration arrangements
Co-ordinating team size
Organisation in the field
The learner doing this unit standard should be able to identify aspects about the
production cycle and delivery of the crop. He/she should have an implementation
strategy and appoint a manager if it is not the learner self to source a market and
delivery arrangements for the crop. The farm manager should be able to supply a
list of all management activities to perform a particular task. The workers and farm
manager should be briefed about the particular activities in a staff meeting or during
a training session. Each activity for each crop or production will have different
important aspects that need to be emphasised e.g. the picking of cotton. The
following aspects need to be dealt with in the picking of cotton.

4.1

Organisation of the pickers
Organisation of the whole labour force will contribute greatly to smooth running and
high productivity.

4.2 Administration arrangements
An efficient bookkeeping system must be used to record the cotton picked and the
earnings of each picker. An accurate mass meter that can be hung and can indicate
the mass of the cotton separately from the mass of the picking container is essential.
The labourers' confidence can be gained by daily checking the calibration of the
mass meter in their presence.
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A numerical system of identification of pickers works well. Recording is kept to a
minimum and the problem of more than one labourer with the same name is
eliminated. The allocated number is then used to identify the bags of picked cotton.
A card system, with the name, identity number and picker number on each card, is
sometimes used. The daily mass of picked cotton and the earnings are recorded on
this card. Alternatively this information can be recorded in a suitable book.
However, the day and date must be clearly recorded to avoid any uncertainty at a
later stage.
Since the record of the labourers' earnings is in the producer's possession, the books
or cards must be kept in a safe place. It is assumed that the cotton producer will
carry out any other administrative duties concerning the recruitment of labourers as
required by law.

4.3 Co-ordinating team size
The size of the team influences discipline and productivity. A team that is too large
becomes chatty and this affects the picking rate. A team of about 40 is ideal.
Collect a team from among individuals who have about the same work rate. Better
supervision is possible if the slow pickers are grouped together. Special training and
encouragement of these workers will also lead to a better picking rate. As the best
pickers are then not inclined to wait for the slower ones, they also pick more.

4.4 Organisation in the field
Before picking commences, each picker should understand exactly what is required
of him as unnecessary talking and walking about wastes time and energy. Where
the field is far from the living quarters, the labourers should be transported to the
field. Each labourer is given containers or a number of empty plastic bags to pick in.
Tickets marked with the labourer's number are issued so that each bag with cotton
can be labelled.
A factor, which requires careful consideration, is the time when the picking should
start and when it should stop. Traditionally the pickers start work soon after
sunrise. At this stage the cotton is usually still damp from dew and it must first be
dried out before it can be weighed and baled. In the early morning the picking rate
is slow due to the cold and wet conditions.
Unnecessary walking about in the cotton fields wastes time and unpicked cotton is
knocked down. Where row lengths are short it is advisable to allocate a number of
rows (4 to 8, etc.) or blocks to each picker as his daily task. Each block is then
allocated to a picker. Fields with very long rows can be picked from both sides to
reduce yield losses and make better use of labour.
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The practice of overfilling and compressing the bags with seed cotton is a waste of
good picking time. Use three or four bags rather than one bag. The loosely filled
bags are also carried and emptied easier. Dry leaves and pieces are crushed into
fragments if the cotton is over compacted. Cotton containing too much of these leaf
fragments can be downgraded. As soon as a bag is full and has been lightly
compacted (7 to 10 kg per bag) a numbered identification ticket is attached to it.
During the course of the day the supervisor carries these full bags to the end of the
field and places them in the row of a particular labourer. In the late afternoon only
the cotton that was put out into the sun to dry, needs to be collected and bagged.
In the case of large teams it is impossible to store the cotton overnight to measure
the mass the following morning. The only way to prevent the various pickers' cotton
from mixing is to measure the mass in the late afternoon. However, if the team size
permits, the mass of the day's harvest should be measured the following morning
while the cotton in the field is still too wet to be picked.
•
•
•
•
•
•
•
•
•
•
•
•

Labour for cotton picking is becoming more difficult to obtain and available labour
must therefore be used more efficiently.
Teach the labourers ways to improve their productivity.
Train labourers to work with both hands.
Not more than four bolls should be picked at a time and deposited immediately into
the picking container.
Train the labourers to pick only the inside halves of two adjacent rows.
Use containers that stay open and ensure that they are always close to the picker.
Wearing the picking bags attached to the body increases the picking rate.
Pick cotton carefully so that it remains as clean as it was on the plant, thereby
retaining its good grades.
Do not waste time trying to clean seed cotton by hand.
Picking should commence as soon as three or more bolls per plant are open. To
leave the cotton on the field for longer than necessary results in a lowering of the
grade and increases yield losses.
Determining the mass of the previous day’s harvest in the early morning is less time
consuming. Big teams sometimes make this impracticable.
Keep efficient records of cotton harvested and look after these records carefully. A
picking team of more than 40 are too big to manage. Where possible, group the
labourers so that those with the same picking ability work together. This makes
better supervision of poor pickers possible and improves the output of the better
pickers.

The farmer should assign a responsible person to co-ordinate these activities.
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Please complete Activity 5:
Group activity
Make a list of the activities a farm manager or responsible person should take care of in
your learning environment. Discuss this in groups and complete the activity in your learner
workbook.

The planning of farm production activities can be done with an activity sheet by
matching the activities within a specific time frame that the activity should be done.
In order to assign different activities to a specific person or labourer, a column can
be designed where the appropriate person would sign on completion of the activity.
Study this log table as an example for cotton production. The learner should be able
to design a similar production sheet for his/her own crop. In the template below, the
first division is completed so that the learner can get an idea how a log table must
be used. This table can be put up on a flip chart (or a black board) for the whole
management to observe. The evaluation of the activities can be done after all
activities are completed or on a monthly basis.
LOG TABLE to monitor
activities for cotton
production

Farm No:
________
________
Region
______
______ Responsi Check
Check
(Instructi Task
______ ble
on given) Completed
_____ Person

Farmer: Mr. TJ.
Buthelezi.____________________
_______
Item:

Sept

1 Slash and Burn cotton stalks

X

2 Apply for funding

X

3 Sign an agreement for loan

X

4 Measure field

X

5 Take a soil sample

X

Oct.

6 Rip (if yes, state depth)

X

7 Plough (if yes, state depth)

X

8 Disc

X
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Activities performed total:

Farm Manager rating (1-10)
(8)
Comments: Farm Manager
performed satisfactorily. All
activities done on time.
9

All
All done Done
Oct.
Nov.

Dec.

Jan.

Nov.

Dec.

Jan.

Feb.

April

May

June

July

Order chemicals & fertiliser

10 Chemical weed control
11 Cultivar selection
12 Planting
Control of soil humidity and
13 temperature
14 Fertiliser administered
15 Thinning of cotton
Roundup on RR cotton sprayed at
16 correct times
17 Hand weeding
18 calibration of knapsack
Activities performed total:
rating (1-10)- for each person
involved
Comments:

19 bollworm control chemical
20 Irrigation
21 Scouts per month completed
Inspection to fields for plant
22 damage
23 Secondary pest control
24 Spray on threshold
25 Training to labourers
26 Safety instructions to workers
rating (1-10)- for each person
involved
Comments:
27 Correct Picking bags purchase
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Instruction to labourers for
28 picking
29 Control picking procedure
Stacking and weighing of cotton
30 bales.

31
32

33
34

Monthly budget up keeping:
Maintain cashbook
Source transport for delivery of
cotton to gin.
Organise labour leave,
remuneration of human resources
Organise and communicate with
different ginneries that would buy
seed cotton from farmer.
Recording of yield for each plot or
farm

34 Budgeting for coming season
35 Staff meetings
36 Co-ordinate winter programme.

Performance indicators can be designed for each group of activities e.g. for weed
control, pest control, land preparation, financial management etc. These indicators
would include criteria to which the worker has to comply with:
Was the activity (harvesting) performed in good time?
Was the activity performed correctly?
Were instructions to workers given satisfactorily?
Was reporting on the activity done to management
Did the person use all available tools to his/her availability?
Did the person show dedication and responsibility?
Overall rating: (1-10)
The learner should be able to discuss and design performance indicators for a
specific job or activity.
It is a good idea to choose a “staff member of the month” and put his/her
photographs up in the staff room or in the shed on the wall, in order to praise staff
members and create a feeling of appreciation for their work. Some award is
recommended in the form of financial gain, or even in the form a giving a labourer
an afternoon “off”. Check with the Department of Labour for labour legislation
concerning contractual requirements.
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The specific environment of the industry influences the distribution of the cotton that
was harvested in this example. A number of ginneries or markets are available in
different regions. The farmer or learner doing this unit standard should have a good
understanding of the available markets and how to reach these markets. Transport
should be arranged via contractors and the cost should have been included in the
original budget. On delivery to the gin, the farmer would obtain a quality grading for
his/her cotton and be paid accordingly.
Please complete Activity 6:
Group activity
Study the log sheet above and describe, in a group, a number of points/ aspects you
would consider when compiling a log sheet for your production cycle. Compile an
organizational chart or log sheet for your production practice.

Concept (SO 4)

I understand
this concept

Planning, implementation and
management structures of the
sourcing, production,
delivery/marketing aspects of the
relevant agricultural sector supply
chain are identified.
Suitable performance indicators to
evaluate the sourcing, production
and distribution aspects of the
chosen agricultural sector supply
chain are designed.

The general supply chain
management principles to an agribusiness with the dynamic nature
of its environment in mind are
adapted.

Version: 01

Version Date: July 2006

Questions that I still would
like to ask

Participate in the development and management of an agri business plan
Primary Agriculture

Session

5

NQF Level 4

Unit Standard No: 116291

39

An i n f or ma t i on s y s t e m a s
pl a n n i n g a n d ma n a ge me n t
s u p p or t
After completing this session, you should be able to:

SO 5: Communicate and implement a strategy for the
operationalisation of the business plans at all levels.
In this session we explore the following concepts:
Implementation of a business plan
What is benchmarking and how does it work
Good agricultural practices and the protocol

5.1

Implementation of business plan
The implementation of the business plan or operationalisation of activities will be
listed in the business plan under “outputs”. The farm manager can then assess these
activities. The initial implementation and outcomes of the assessment on
performance should be communicated to labourers and farm managers involved.
A business plan in an agribusiness for mentorship training in cotton production
would include the following aspects:
Mentorship of a farm-training programme.
Project justification.
Background Information.
Description of the mentorship implementation plan.
Time allocated.
Support by the Institutional Framework.
(Mention institutions involved, e.g. S ACPO as well as the ginners, spinners and
other processors, ARC etc.
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Project justification - Describe
•
•
•
•
•
•

Present situation.
Expected results of the project
Target beneficiaries
Development objectives
Long-term objectives
Immediate objectives

Activities
•
•
•
•

Output
Output
Output
Output

1:
2:
3:
4:

Technical training:
Practical training:
Mentor -learners will be assessed
Dissemination & publication

Co-operation with other institutions/individuals
Inputs
Assumptions and risks (discuss risks of the crop) e.g. cotton,
Farmers depend on rain to produce. The estimated yield of the crop can
therefore be influenced by natural phenomenon.
The crop can be ruined by natural causes or by illness or diseases that can affect
the learners’ performance.
Project review, reporting and evaluation
Describe when the production practice will be reviewed e.g. twice per year and
reports on progress will be compiled annually.
Market analysis
Discuss what was presently done and produced in the crop environment, e.g. how
many hectares produced, biggest competitors, time of the season etc.
Market value indicates the production income, profit etc. Training by applying
the “Best Management strategies” can enhance yields and income per capita, as
well as the size of the annual cotton harvest.
Market value & return imply and discuss the return on investments. These can
be found as a result of a cotton training programme, the market value reflecting
the number of small-scale farmers trained and increased production and the
possible 20% increase in value of profit of crop with applying of best
management principles.
Existing competitors: None, as the infrastructure for training already in place.
Alternative products: Discuss whether other cultivars should be tried or follow a
crop rotation system instead.
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Market penetration: Consider and discuss different market possibilities.
Accounting and auditing: Discuss Auditing during a financial year.
Project implementation plan: Discuss the development and implementation of
the project plan.
Assessment Process: – discuss the introduction of a Quality assessment plan for
your farm by means of:
•
•
•

Keeping record of yields
Attendance lists of labourers and activity sheets (log sheets) to stipulate
when activities are done.
Performing an initial assessment on the farm, looking at level of skills training
of farm workers and labourers, infrastructure, available chemicals, service
providers, finance etc.

Assessment refers to “the process of collecting sufficient evidence about the
performance and the related understanding of a person and making a judgment
about whether it conforms to the needs of the production cycle. These should be
communicated to the farm staff.

My Notes …
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. . . . .
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
..................................................................................
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Proposed budget e.g. cotton training on site:
Mentorship Implementation Programme.
Mentors: cost for visits to farmers
Makhathini Group 1 mentor:
Coordinator:
Costs: 700km@ 2.38 x 2 trips
Service fee @ R1500 per day (2) x 2 trips
Costs:

Rate

Cost

Unit

Expenses

Summary/locality

Total
Madikwe: North West Group 2:
Coordinator: x 2 trips 250km
Service fee @ R1500 per day
7 trips x 250km
Total
Tech training
Makhathini
Catering @ R45 per day * 15*10days
Makhathini
Training fee @ R2500 per day
Km trainers 2 visits * 700km x 2.38/km
Acc. Trainers Makhathini Guesthouse @ R10
per night 2 people* 10 days

Total
Madikwe)
Catering @ R45 per day * 20 people*10days
Training fee @ R2500 per day
Km trainers 2 visits * 700km x 2.38/km
Acc. Trainers Loskop Vallei lodge @ R300 per
night 2 people* 10 days

Total
Vat: + 14 %
Total incl. Vat

Business information systems exist for each crop. The appropriate product
suppliers or research institutions usually recommends cultivars. In South Africa
information on cultivars are presented by various institutes of the Agricultural
Research Council, e.g. information on dairy farming and breeds can be obtained
from the Irene Institute and information concerning tobacco and cotton can be
obtained from the Institute of Industrial Crops. Present price margins can be
obtained in the media and is listed in agricultural magazines (Landbou Weekblad,
New Farmer, Cotton SA magazine and SAGIS market information on Soya beans
etc.). Market related information on field crops and most vegetable crops can be
obtained from the SAFEX index for the specific crops. The tendencies for these
prices to fluctuate should be studied before a decision is made whether to
produce a crop for that specific season.
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5.2 What is Benchmarking
Benchmarking is the process of determining who is the very best, who sets the
standard, and what that standard is.
What can I Benchmark
You know you need to benchmark, but you are just too busy doing other
unimportant things. Well, if you don't benchmark and implement improvements
based on it, you will find yourself out of business! (Then you'll have plenty of time to
benchmark, but it will be too late). Most of the early work in the area of
benchmarking was done in manufacturing, like the example above. Now
benchmarking is a management tool that is being applied almost anywhere, even in
agriculture.
Who is the best sales organisation?
Is it the most responsive customer service department or the struggling
manufacturing operation?
Is it a farmer running his farm according to best management practices or a
farmer with no skills trying to produce something on his farm?
How do we quantify that standard?
Related Issues
Once we decided what to benchmark and how to measure it, the objective is to
determine what do we have to do to achieve that?
Benchmarking systematically compares one organisation's business practices and
standards to another industry leader in order to create new and improved business
practices and standards that lead to a better product or service. Benchmarking can
help your business become an industry leader in a farming practice as well.
There are four types of benchmarking; internal, competitive, functional and generic.
Internal refers to benchmarking between business units within the same company
while competitive benchmarking compares one business with its competitor.
Functional benchmarking involves comparing similar processes within an industry
and generic benchmarking compares business operations between industries that
are unrelated. In most cases, benchmarking refers to the competitive type of
benchmarking, measuring products, services, and practices against competitors.
How does benchmarking work?
Businesses of all sizes can benefit from benchmarking, but it is especially useful for
small to medium sized businesses. Smaller businesses benefit because benchmarking
can help them avoid reinventing the wheel. By examining the standards and
practices of leading industries, the small companies can adapt these to suit their own
needs. More on benchmarking can be found on: www.agribusinessonline.com
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In 1997 the Euro Retailer Produce Working Group (which includes most of the
supermarket chains in Europe) started working with the goal of setting the rules and
procedures necessary for setting the Good Agricultural Practicas (GPAs) applicable to
their suppliers of fresh fruits and vegetables. They focused on decreasing the food
safety risks and ensuring an objective tracing system to verify the implementation of
the GPAs.
Nowadays it is quite common to find a wide variety of fresh produce in supermarkets
without knowing what their different origins are. This, plus concerns about “mad
cow” disease and the use of transgenic, has led supermarkets to assure consumers
about the safety of the food they consume. The Eurepgap protocol was created with
the purpose to guarantee this. It is a norm recognised by international certifying
standards, and it is aimed at producers to focus on key production aspects that will
ensure the sustainability of safe products.
It is estimated that currently 70% of European buyers demand this certification.

5.3 Good Agricultural Practices and
Protocol
The protocol focuses on 5 major areas, which include 15 chapters and a total of 257
control points, of which 167 are mandatory (40 major and 127 minor) and 90 are
recommended (as shown on picture 1):
Demonstration Elements
Crop Planning
GAPs in the crop
GAPs in the harvest
Responsible handling and improvements.
Most requirements are found in chapter 8, Crop Protection, which includes:
phytosanitary selection, product type and amount recommendation, application
record, safety and formation, personal protection equipment, post-application safety
waiting periods, product residual handling, residue analysis, storage of phytosanitary
products, empty product container, expired phytosanitary products; and chapter 10,
Post harvest Treatment, which includes: terms, products, lists, competence, records,
wash water quality, analysis, water re-utilisation, and corrective measures.
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Chart 1. Eurepgap Protocol for Fresh Fruits and Vegetables
Area
Demostration Elements
Crop Planning

Crop GPA

Harvest GPA

Responsible Handling
and Improvement

#

Chapter

1
2
3
4
5
6
7
8
9
10
11
12
13
14

Traceability
Records
Variety and Seeds
Lot History
Soils and Substrates
Use of Fertilisers
Irrigation
Crop Protection
Harvest
Postharvest
Waste and Pollution
Safety and Health
Environment
Complaints
and
Suggestions
Internal Audits
Totals

15

Control Points
Mandatory
Major
Minor
Recommende
d
1
1
2
7
5
2
5
0
1
7
6
3
18
13
1
16
13
61
19
6
10
7
6
4
1
15
13
1
8
2
3
40

127

90

The Certification process is carried out by a certified and approved accreditation
organism, which verifies 100% of the major mandatory control points (in red), and
95% of the minor mandatory control points (in yellow). The recommended control
points have no incidence on the certification score.
You may find copies of the complete list of control points and compliance criteria at:
http://www.eurep.org/sites/
All producers certified under EUREPGAP must be able to prove their commitment to:
Holding the consumers’ trust regarding quality and safety
Reduce the negative impact on the environment (conserve flora and fauna)
Reduce the use of farm chemicals
Improve their effiency in the use of natural resources
Ensure a responsible attitude towards workers’ health and safety.
The producers may be certified as independent producers or as members of a PMO
(Produce Marketing Organisation). The alternatives depend on the particulars of
each case, since both have advantages and disadvantages.
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As in the case for fruit, there are other quality standards for crops or produce. You
should keep in line with the requirements and prescriptions of the South African
Bureau of Standards for certain products and residue levels. Quality standards are
also determined by all crop industries, e.g., quality standards for cotton are
measured in laboratories where cotton is graded on colour, texture and
contamination levels. The cotton grower/producer should determine which
benchmarking initiatives are important in his or her own environment.
Please complete Activity 7:
Explain
Give an explanation of the following terms:
1.
Benchmarking
2.
Business information systems.

Concept (SO 5)

I understand
this concept

A communication and
implementation strategy for the
operationalisation of the business
plans at all levels is identified.

Local/export market and business
information systems are interpreted
and selected.

Benchmarking is integrated into the
planning, monitoring and
management process.
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Im p l e m e n t r i s k p l a n n i n g
w i t h i n t h e m on i t or i n g
pr oc e s s
After completing this session, you should be able to:

SO 6: Demonstrate an understanding of and implement risk
planning within the monitoring process.
In this session we explore the following concepts:
Risk planning
Critical success factors (CSFs)
Issues analysis

6.1

Risk planning
Risks in an agribusiness may vary from uncontrollable, controllable and business
specific risks and the producer should have a good knowledge to which risks he or
she would be exposed.
Controllable risks
Controllable risks would be issues like:
Unexpected labour issues: – sick leave of workers, unavailability of supplies from
a specific supplier, unskilled labour force, etc.
Alternative decisions should be taken to counteract the impact of such risks that
may occur. For example, provide alternative labour for periods where long sick
leave is an issue. Have a list of available suppliers or Agricultural depots so that
equipment or supplies can be ordered and obtained before it becomes a crisis.
Uncontrollable risks
Uncontrollable risks would include weather conditions, death of workers,
unavailability of stock, seed, petrol, diesel etc.
Business risks
Business risks are those that are specific to a crop, such as fluctuation in prices and
also include:
Further decline in the size of the crop will affect the viability.
Farmers often depend on rain to produce.
Natural causes that can ruin the crop.
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When any of these risks occur, the farmer should be able to adapt his budget
accordingly. It can have a small effect on the budget where a change in chemical
product has to be made, due to the unavailability of a product. It can also have a
major impact when service providers for ploughing and planting are not available in
the area and have withdrawn from the area. This might then indicate that the
grower must now hire more labour, or buy equipment such as a plough and planter,
which in turn indicate a much larger expense. By having a database on hand, either
in writing or in a digital form, the farmer now has a resource of contacts he can turn
to in order to assist him to negotiate a plan to work through the risks. Access to the
internet and e-mail communication will also assist the farmer to be able to perform
networking and so improve his business.

6.2 Critical success factors (CSFs)
Critical success factors (CSFs) are those things, which must go right for the
organization to achieve its mission. Identifying the things that really matter for
success.
The advantages of identifying CSFs are that they are simple to understand; they
help focus attention on major concerns; they are easy to communicate to coworkers;
they are easy to monitor; and they can be used in concert with strategic planning
methodologies. Using critical success factors as an isolated event does not represent
critical strategic thinking. But when used in conjunction with a planning process,
identifying CSFs is extremely important because it keeps people focused. Clarifying
the priority order of CSFs, measuring results, and rewarding superior performance
will improve the odds for long-term success as well.
D. Ronald Daniel of McKinsey and Company, “Management Information Crisis,”
Harvard Business Review, Sept.-Oct., developed the concept of “success factors”
1961. The process was refined by Jack F. Rockart in, "A Primer on Critical
Success Factors" published in, The Rise of Managerial Computing: The Best of the
Center for Information Systems Research, edited with Christine V. Bullen,
Homewood, IL: Dow Jones-Irwin, 1986.
There are four basic types of CSFs according to Rockart. They are:
Industry CSFs resulting from specific industry characteristics;
Strategy CSFs resulting from the chosen competitive strategy of the business;
Environmental CSFs resulting from economic or technological changes; and
Temporal CSFs resulting from internal organizational needs and changes.
Things that are measured get done more often than things that are not
measured. Each CSF should be measurable and associated with a target goal.
You don't need exact measures to manage. Primary measures that should be
listed include critical success levels (such as number of transactions per month)
Version: 01

Version Date: July 2006

Participate in the development and management of an agri business plan
Primary Agriculture

NQF Level 4

Unit Standard No: 116291

49

or, in cases where specific measurements are more difficult, general goals should
be specified (such as moving up in an industry customer service survey).
Example of Critical Success factors for Company XYZ:
Critical Success Factor

Source of
CSF

Primary Measures
& Targets

1. Increase # of customers

Industry

95% customer retention rate;
15% new customers per yr

2. Install PC-based customer service
Strategy
...hot line

90% of customer queries
answered in 1 hour

3. Increase # customer service reps Strategy

3 reps per 100 customers

4. Restructure capital structure

Environmental Lower cost of capital by 2%

5. Raise employee morale and
...productivity

Temporal

Increase employee retention
rate to 95% / yr.

When setting standards, raising standards often raises results (and the reverse is
also true).
Critical Success Factor (CSF) is a business term for an element which is necessary
for an organization or project to achieve its mission. For example, a CSF for a
successful Information Technology (IT) project is user involvement. A company may
use the critical success factor method as a means for identifying the important
elements of their success.
The term 'critical success factor' was first coined by Rockart (1979). He defined it as
“the limited number of areas in which results, if they are satisfactory, will ensure
successful competitive performance for the organization.” 1
A plan should be implemented that considers a platform for growth and profits as
well as take into consideration the following critical success factors:
Money factors: positive cash flow, revenue growth, and profit margins. –
applicable in all agribusinesses, be they in animal husbandry, field crops, poultry,
piggery etc.
Acquiring new customers and/or distributors -- your future.
Customer satisfaction -- how happy are they?
Quality -- how good is your product and service? Important in an agribusiness.
Product / service development -- what's new that will increase business with
existing customers and attract new ones? _ your customers can be the
availiable market or people you sell your produce to.
Intellectual capital -- increasing what you know that's profitable.
Strategic relationships -- new sources of business, products and outside revenue.
Employee attraction and retention -- your ability to do extend your reach.
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Sustainability -- your personal ability to keep it all going
A critical success factor is not a key performance indicator or KPI. Critical Success
Factors are elements that are vital for a strategy to be successful. KPIs are
measures that quantify objectives and enable the measurement of strategic
performance. For example: KPI = number of new customers CSF = installation of a
call centre for providing quotations, if you render a service as an agribusiness, or the
centre can be installed as a communicative channel with people interested in your
products. So many important matters can compete for your attention in business
that it’s often difficult to see the “wood for the trees”. What’s more, it can be
extremely difficult to get everyone in the team pulling in the same direction and
focusing on the true essentials. That’s where Critical Success Factors (CSFs) can
help. CSFs are the essential areas of activity that must be performed well if you are
to achieve the mission, objectives or goals for your business or project.
By identifying your Critical Success Factors, you can create a common point of
reference to help you direct and measure the success of your business or project. As
a common point of reference, CSFs help everyone in the team to know exactly
what’s most important. And this helps people perform their own work in the right
context and so pull together towards the same overall aims. D. Ronald Daniel first
presented the idea of CSFs in the 1960’s. It was then built on and popularised a
decade later by John F. Rockart, of MIT's Sloan School of Management, and has
since been used extensively to help businesses implement their strategies and
projects. Inevitably, the CSF concept has evolved, and you may have seen it
implemented in different ways. This article provides a simple definition and approach
based on Rockart’s original ideas.
Rockart defined CSFs as:
CSFs

"The limited number of areas in which results, if they are
satisfactory, will ensure successful competitive performance for
the organization. They are the few key areas where things must
go right for the business to flourish. If results in these areas are
not adequate, the organization's efforts for the period will be
less than desired."

He also concluded that CSFs are “areas of activity that should receive constant and
careful attention from management.”
Critical Success Factors are strongly related to the mission and strategic goals of
your business or project. Whereas the mission and goals focus on the aims and what
is to be achieved, Critical Success Factors focus on the most important areas and get
to the very heart of both what is to be achieved . It is never as simple as setting and
achieving new performance targets. You should already appreciate the value of a
foundation in proper planning, preparation and design efforts before starting any
process improvement program.You should also understand that the most important
element of any business system transformation is to identify the business drivers for
change and the Critical Success Factors (CSFs) early in the program. You recognize
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that successful transformation (change) programs require careful planning and
preparation.
The five Critical Success Factors listed are based primarily on leadership
effectiveness, clear performance management goals, and well-designed
Transformation (Change Management) plans. The following bullets provide a short
description for the five CSFs:
Success Factors
Strong Executive leadership and alignment
Executives/farm managers/owners must communicate the reason(s)
behind the Transformation program and establish a sense of urgency.
Executive leadership and support must be visible early in the
Transformation program stage and be reinforced throughout.
Executive leadership must clearly define program or farming objectives.

•
•
•

Clear and measurable goals
•
•

Goals of the Transformation program must be in line with the
organization’s strategy, and they must be measurable.
Executive leadership and support must clearly define the criteria for
measuring progress toward program objectives.

Actionable business case and performance measures
•
•

Program benefits and returns on investment must be clearly defined and
approved by the key stakeholders.
Organizational and individual performance measures must be aligned to
the objectives of the Transformation program.

Clearly defined roles and responsibilities
•
•

Key stakeholders, internal and external, must be identified early in the
program.
Roles and responsibilities need to be clearly defined.

Well designed execution and continuous improvement plan
•
•
•
•

Transformation (change) Management must be an integral part of the
program.
The execution strategy and implementation plan must be well defined
and clear to all stakeholders.
Program milestones must be designed to deliver program goals and
objectives.
Impacted individuals need to be trained and ready for their new
assignments.

The following table lists the transformation Phases, and discusses their benefits and
effect on the transformation program. Details for each phase and its associated tools
and templates are provided:
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Effect on the Transformation

Benefits

Phases
Define Business
Drivers

NQF Level 4

Program

Identifies business drivers and

Identifies program champions and

reason(s) for change early in the

develops the foundation for

program or farming business

organizational buy-in.

These drivers can be key staff –
managers, bookkeeping, share holders
etc.
Architect & Align

Vision Develop

Current State
Understanding

Align Transformation program goals

Ensures early alignment of the initiative

with the organization’s business

with the existing organizational

strategy.

strategy, and capabilities.

Identifies the key business drivers,

Reduces the risk of initiating

organizational goals and performance

Transformation programs without

measures.

clearly defined performance measures .

Provides a clear map of the existing

Identifies root causes and reasons

processes and identifies potential areas behind process bottlenecks early and
for improvement.

the key features of future state
processes.

Future State
Design

Defines the renewed processes and

Confirms the Business Case and

identifies required organizational assets develops the foundation for developing
needed to enable continuous

the Implementation Road Map.

improvement. – consider harvesting
equipment, or any other infrastructure
in the form of capital items.
Road Map
Development

Execution

Continuing
Improvement

Defines in detail the Future State

Reduces program management risks

Implementation Road Map such as

and identifies required steps to

critical milestones and early wins.

accomplish key milestones.

Delivers the early and ongoing benefits Delivers business objectives and
of the Transformation program

secures the organizational buy-in.

Initiate the required processes to

Institutionalize steps and procedures

improve, monitor and control the new

needed to continuously improve the

and renewed processes on continuous

renewed processes.

bases.

Version: 01

Version Date: July 2006

Participate in the development and management of an agri business plan
Primary Agriculture

NQF Level 4

Unit Standard No: 116291

53

6.3 Issues analysis
What is Issues Analysis?
Issues analysis

Issues analysis is an assessment of the external and
internal environmental factors that are likely to have
the greatest impact on the future of your
organisation.

External factors include market segments, technology, competition, industry
structure, and strategic opportunities and threats. Internal factors include financial
resources, products and/or services, internal capabilities, and strategic strengths and
limitations. Issues analysis is not an in-depth analysis of organizational functions
such as marketing, services delivery, or finance. Rather, it is a broad-based analysis
of those critical issues that affect the total organization. As such, it forms a large
portion of the data base for the strategic planning process.
During the analytical process, the following questions should be kept in mind:
Is the analysis bringing to the surface the truly critical issues facing the
organization?
Is the selection of issues based on sufficient information and judgment?
Are these issues being thoroughly analyzed and discussed in terms of their root
causes?
Is the analysis producing conclusions about these root causes?
Are these major conclusions clearly defensible both inside and outside the
organization?
Why Use Critical Issues Analysis?
It is relatively easy to identify as many as twenty or thirty issues that need to be
addressed by the organization. Critical issue analysis reduces the issues to the
critical few issues that will make the greatest contribution to your organization’s
future. This is done early in the process in order to avoid the possibility of your team
being inundated by extraneous information and analysis. It also helps your team
focus attention on the areas that require in-depth analysis and ensures that there
are no significant gaps between your strategic desires and operational requirements.
A critical issue is usually a complex situation, event, or trend that is likely to
affect your organization’s performance. Although there are many important
factors or trends that might influence your organization’s overall performance,
there are usually only a few truly critical issues that will make a difference to its
long-term success. Typical critical issues might include such things as product
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lines that have that have substantial long-term profit potential, major changes
likely to take place in the market, or significant competitors’ strengths or
weaknesses that might be exploited. The key is to follow a process that ensures
a comprehensive analysis is undertaken with the active involvement of your
managers and the core planning team. This analysis should be carried out in a
systematic manner that allows for both in-depth analysis and sufficient dialogue
among team members.
The best starting point is to bring to the surface critical issues that presently reside
in the minds of your planning team members. This initial free-flowing approach
creates a climate that is open and encouraging, and that relies as much on intuition
and judgment as it does on facts and figures. Everyone on the team is able to
contribute to the analysis process. This prevents the analysis from turning in to a fillin-the-blanks forms-driven exercise.
Factors that might identify critical issues include:
Size of gap between past/present performance and future required performance.
Impact on profitability and/or growth. Another guideline for determining a critical
issue is to focus on those areas that have an impact of 25 percent or more on
future profit/growth. For example: A potential technological development may
render an entire product line obsolete, resulting in a substantial sales decline.
Special requirements for accomplishing the organization’s mission. For example:
What are the important accomplishments needed to fulfil the mission? What
barriers stand in the way of these accomplishments?
A major advantage of using an issues-oriented approach to strategic planning is that
people will see the relevance between the planning process and the types of issues
they are facing. Furthermore, this approach minimizes the amount of analysis
required. By concentrating on the issues, analysis is primarily limited to information
that helps your managers understand and address their critical business problems.
Conducting Critical Issues Analysis
There are four primary steps in conducting an issues analysis:
Identify issues;
Prioritise issues;
Analyse issues; and,
Summarize issues.
Identify issues
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Please complete Activity 8:
Class activity:
List remedial actions for an agricultural business in your environment, and take note of CSF
for your business. Have a class discussion and list these activities on the blackboard or on an
overhead projector. Mention the steps that you would take to ensure the implementation of
these alterations.
1.
Use the Learner Guide as a guide to the answers: (If you need assistance ask your
facilitator to explain again.)
CSF

Remedial actions
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Issues may be drawn from a number of sources: conceptual and long-term
issues from the strategic plan, specific and short-term issue from the previous
operational plan, and current operational issues from actual performance.

Strategic Plan
1. Need for new product focus – new products,
cultivars/varieties.
2. Sources of future funding – financial institutions
3. Changing management-styles
Current Operational Plan
4. Declining margins
5. Decrease in client population - markets
Performance Problems/Opportunities
6. Poor delivery performance – staff?
7. Unanticipated increase in demands for service.

When a relatively large number of issues are identified, it may be useful to group
those that are related in order to reduce overlap and to aid in the prioritization
step. For example, declining margins, competitive price pressures, and increased
raw material costs might be addressed as a single issue, such as "need for
improved margins." The intent is to reduce the number of issues to a
manageable size—no more than ten to fifteen. Often the elements of the issues
that are consolidated form the basis for addressing and solving the grouped
issues.
Prioritise issues
The next step is for the team to agree upon the most important operational issues –
those that are likely to have the greatest impact on the total organization – prioritize
them, and reduce them to a manageable number. Experience indicates that a limited
number of truly critical issues stand a higher chance of receiving the attention
necessary to ensure effective resolution. Issues that do not make the final list may
be delegated to a particular department, retained for periodic review and
appropriate action in the future, or eliminated.
Analyse Issues
Once agreement has been reached on the most important issues, team members
need to develop supporting information necessary to clearly understand the nature
and scope of each critical issue. In doing so, the following questions should be
addressed.
What is the real issue? Does the issue need to be restated?
What data/information is available (or needed) to resolve the issue?
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What appear to be the factors causing this to be an issue for the
organization?
What types of results are needed in this area?
Summarize and Consolidate issues
Using the information generated during issue analysis, specific conclusions and
alternative courses of action required to resolve the issues should be documented for
consideration.
The following is an example of a critical issue analysis for an agribusiness.
Critical Issue Analysis

Issue: We have excess service capacity – human resources for declining client
population – i.e. available markets.

Data/information:

Actual available markets for a specific product have declined at an average
rate of X percent a year for the past three years. Revised forecast shows that
this will continue for at least the next three years.
Average cost per kg produce has increased from X to Y over the past three
years.
Funding is based on a cost per kg produce delivered e.g. seed cotton delivered
to the gin. The established standard for next year’s funding will be extended
based on current projections.

Causes:

Capacity has been developed to handle a certain forecast level of clients.
Client population or available markets has declined owing to changing
demographics.

Results needed:

Average cost per kg produce produced must not be increased – search for
cheaper production costs.
Use of current capacity needs to be optimized.
All current personnel should be retained if possible.

6.4 Conclusions
Conclusion 1:
Available markets related to cost per kg, e.g. seed cotton, has been declining at an
annual rate of "X" percent for the past three years and is being projected at the
same rate of decline for the next three years.
Additional uses for service capacity – human resources need to be established or the
cost of maintaining that capacity needs to be reduced.
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Alternative strategies:
Find new sources of clients to deliver the product, e.g. export of cotton, and
contract ginning, moving from conventional farming towards organic to sell at
better price.
Develop new services for current clients – new farming systems
Subcontract to other, similar organizations – make use of service providers
Retrain current service personnel or other duties
Downgrade or terminate selected personnel
Close/consolidate selected activities
Conclusion 2:
A substantial portion of market share loss has been to competitor "X" and needs to
be regained or abdicated.
Alternative Strategies:
Improve customer research
Upgrade production line/service capability
Provide sales incentives - or incentives for delivery of produce.
Drop the product line/ or cultivars or market delivery point, which has proved not
to be as successful.
With the desired results, conclusions, and alternative strategies in hand, it is time
to establish objectives.
When looking at the resources required and likelihood of success, the preferred
objective will become clear—remember you must separate what you desire from
what is possible. For example, regarding conclusion 2, above, you may like to
upgrade your service capability in some quantitative way (response time, for
example), but you may not have the resources to do this in a competitive manner.
Remedial action could include: Drop the product line by December 200X may be a
better objective. The appropriate objective, once selected needs a specific action
plan. The action plan will describe specific tasks to be accomplished, time schedules,
assignments of responsibilities, and resource requirements.
Issues analysis is one of the first elements in developing your strategic direction. It is the
step that ensures integration of strategic and operational plans by formally identifying,
prioritizing, analyzing and summarizing critical issues affecting the future of your company.
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If your organization’s planning process proceeds to the next steps in the planning
process – those leading to a formal strategic plan – the desired results, conclusions,
and alternatives of the critical issues analysis will form the basis for your plan’s
objectives and action plans. Or, if your organization’s planning process bypasses the
development of a strategic plan, you will have the basis for establishing objectives.
The business plan should then be adapted before the season to make room for
modifications and alterations. Revise the short term and long term objectives.
Participation in the monitoring process of the implemented business and risk plans
are effected. Remedial action plans within a changing business environment are
identified and implemented, should it become necessary.
Networking with other businesses and farms are necessary to determine which risks
you can avoid as part of your farming practices. Some of the risks are related to
equipment, infrastructure, costing of products, dealing with the same distributors,
transport, farm unions, etc. The farmer should keep close contact with association
meetings, farmer gatherings and information days to be updated with risks that may
occur, and associated developments.
Strategic issues and goals are usually identified near the end of the strategic analysis
activity (which usually includes doing an environmental scan and SWOT analysis.)
This would entail participation and monitoring of the business as it is implemented
and determine how the risks are affected.
Identify issues by addressing questions such as:
a)

“What external changes could effect the organization?” Consider,
e.g., - changing demographics of stakeholders, including number,
values, resources, power, etc.; - changing rules and regulations;
expectations and resources from customers, vendors, etc.; - expected
shifts in needs for products and services; availability of leadership and
staffing; and - what other current or new organizations provide
similar services?

b)

“What could be the effects of these changes in terms of threats or
opportunities?”

c)

“What changes must we make to address the threats?”

d)

“What strengths can we build on to take advantage of the
opportunities?” (If planners seem reluctant to address these
questions, allocate half an hour for a highly focused discussion around
their reasons for not addressing these questions.)

2.

Use a round-robin technique to collect and organize members’/ farm
workers input.

3.

Visit with each issue, whether it’s “important” or “urgent.” Often, issues
seem very important when they're only urgent, for example, changing a
flat tire is an urgent issue -- but you'd never put "changing a tire" in your
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strategic plan. Attend only to the important issues and not the urgent
issues. Attend to the important issues and not the urgent issues.
4.

Facilitate to gain consensus on the top three to five issues and goals, and
them prioritize them.

5.

Issues and goals usually come from strengths to be built on, weaknesses
to be strengthened opportunities to be taken, and threats to be avoided.

6.

Many issues are based on gut feeling or intuition, rather than on extensive
external and internal assessments.

7.

Issues that are too narrow do not warrant planning and issues that are too
broad will bog you down.

8.

Deal with issues that you can do something about.

9.

Help planners realize they can overcome pending issues. Too often,
because of shortage of resources, planners tend to be highly reactive,
rather than proactive.

10.

Issues should be clearly articulated so that another outside of the
organization can understand the description of the issue.

11.

It helps to temper ideas, i.e., verify them against reality by having
someone in the group assigned to be the “devil’s advocate.” Their role is
to ask straightforward questions in an effort to get group members to
adequately examine the current suggestion or idea before accepting it.

12.

Be careful not to ignore current major issues in the interest of pursuing
more creative and forward-looking goals. Many organizations have faltered
because their planning focused too far down the road and they ended up
falling over their feet.

13.

Have someone reword issues to goals. Note that goals should be worded
such that, when they are reached, they will have addressed an issue.
Planning members should review wording of the goals to ensure all
members understand the goals and that the goals, when reached, will
address each issue.

Remedial actions will be specific for every specific farming set up, and be
communicated to co-farm workers. On managerial level, the above points need to be
considered and the business plan adapted accordingly. In the example under
“conclusions 2” above, some remedial actions were designed to fit these farming
practices. Another example would be the change from conventional cotton farmingto-farming practices under organic conditions. This would entail the:
Restructuring of a business plan to apply for organic certification,
Adapting farming practices to fit an organic system, like using compost, bioproducts instead of chemical products,
Re-budgeting,
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Communicating and networking with market agents in the supply chain and
cotton pipe line for delivering organic cotton.
Networking with ginners and spinners to purchase this type of cotton at a higher
price
Negotiating subsidizing
Export opportunities as a long-term goal can be investigated.
Staff needs to be retrained and restructured
Critical success factors be determined and implemented for the transformation
process.
Concept (SO 6)

I understand
this concept

The impact of uncontrollable,
controllable and business specific
risks and the basic approach to
handling each are described.
The strategic intelligence process
and illustrate the tools of Critical
Success Factors (CSF) and Strategic
Issue Analyses (SIA) as pro-active
risk management tools are
defined.
The use of the scenario
methodology to structure
alternative outcomes of risks is
illustrated and thus best planning
and remedial options are
identified.
The impact of alternative risk
outcomes on budget and business
plans are evaluated.
Networking, linkages, and
outsourcing as part of risk planning
are appraised.
Participation in the monitoring
process of the implemented
business and risk plans are
effected.
Remedial action plans within a
changing business environment are
identified and implemented, should
it become necessary.

Version: 01

Version Date: July 2006

Questions that I still would
like to ask

Participate in the development and management of an agri business plan
Primary Agriculture

NQF Level 4

Unit Standard No: 116291

62

Am I ready for my test?
Check your plan carefully to make sure that you prepare in good time.
You have to be found competent by a qualified assessor to be declared
competent.
Inform the assessor if you have any special needs or requirements before
the agreed date for the test to be completed. You might, for example,
require an interpreter to translate the questions to your mother tongue, or
you might need to take this test orally.
Use this worksheet to help you prepare for the test. These are examples of
possible questions that might appear in the test. All the information you
need was taught in the classroom and can be found in the learner guide that
you received.
1.
2.

I am sure of this and understand it well
I am unsure of this and need to ask the Facilitator or Assessor to explain what it means
Questions

1. I am sure

1. Explain and list the functions and duties of the
general management within an agri-business
2. Structure an agri-business plan for a new business
by using a systems approach
3. Structure an agri supply chain to optimise the
production to marketing flow for the new business.
4. Implement an information system as planning and
management support for the new business.
5. Explain what you understand of risk planning within
a monitoring process.
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Checklist for practical assessment …
Use the checklist below to help you prepare for the part of the practical
assessment when you are observed on the attitudes and attributes that you need
to have to be found competent for this learning module.
Answer
Yes or No

Observations

Motivate your Answer
(Give examples, reasons, etc.)

Can you identify problems and deficiencies
correctly?
Are you able to work well in a team?
Do you work in an organised and
systematic way while performing all tasks
and tests?
Are you able to collect the correct and
appropriate information and / or samples
as per the instructions and procedures that
you were taught?
Are you able to communicate your
knowledge orally and in writing, in such a
way that you show what knowledge you
have gained?
Can you base your tasks and answers on
scientific knowledge that you have learnt?
Are you able to show and perform the
tasks required correctly?
Are you able to link the knowledge, skills
and attitudes that you have learnt in this
module of learning to specific duties in
your job or in the community where you
live?

The assessor will complete a checklist that gives details of the points that are
checked and assessed by the assessor.
The assessor will write commentary and feedback on that checklist. They will
discuss all commentary and feedback with you.
You will be asked to give your own feedback and to sign this document.
It will be placed together with this completed guide in a file as part
of you portfolio of evidence.
The assessor will give you feedback on the test and guide you if there are
areas in which you still need further development.
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Paperwork to be done …
Please assist the assessor by filling in this form and then sign as instructed.
Learner Information Form
Unit Standard

116291

Program Date(s)
Assessment Date(s)
Surname
First Name
Learner ID / SETA
Registration
Number
Job / Role Title
Home Language
Gender:

Male:

Female:

Race:

African:

Employment:

Permanent:

Non-permanent:

Disabled

Yes:

No:

Coloured:

Indian/Asian:

Date of Birth
ID Number
Contact Telephone
Numbers
Email Address
Signature:

Postal Address

Version: 01

Version Date: July 2006

White:

Participate in the development and management of an agri business plan
Primary Agriculture

NQF Level 4

Unit Standard No: 116291

65

Bibliography
Books:
Cotton Management guide for Growers. (IIC-ARC)
Basics of Identifying Strategic Issues and Goals
Carter McNamara, MBA, PhD | Applies to nonprofits and for-profits unless
noted
Jack F. Rockart in, "A Primer on Critical Success Factors" published in, The
Rise of Managerial Computing: The Best of the Center for Information
Systems Research, edited with Christine V. Bullen, Homewood, IL: Dow
Jones-Irwin, 1986.

1999 Carnegie Mellon University, Charles P. Sitkin.

World Wide Web:
agribusiness.com
agribusinessonline.com
eurep.org

Terms & Conditions
This material was developed with public funding and for that reason this material is
available at no charge from the AgriSETA website (www.agriseta.co.za).
Users are free to produce and adapt this material to the maximum benefit
of the learner.
No user is allowed to sell this material whatsoever.

Version: 01

Version Date: July 2006

Participate in the development and management of an agri business plan
Primary Agriculture

NQF Level 4

Acknowledgements
Project Management:
M H Chalken Consulting
IMPETUS Consulting and Skills Development

Developer:
Ms A Bennett

Language Editing:
Mr D Erasmus

OBE Formatting:
Ms P Prinsloo

Design:
Didacsa Design SA (Pty) Ltd

Layout:
Ms A du Plessis
Ms N Matloa

Version: 01

Version Date: July 2006

Unit Standard No: 116291

66

All qualifications and unit standards registered on the National Qualifications Framework are
public property. Thus the only payment that can be made for them is for service and
reproduction. It is illegal to sell this material for profit. If the material is reproduced or quoted,
the South African Qualifications Authority (SAQA) should be acknowledged as the source.

SOUTH AFRICAN QUALIFICATIONS AUTHORITY
REGISTERED UNIT STANDARD:
Participate in the development and management of an agri business plan
SAQA US ID

UNIT STANDARD TITLE

116291

Participate in the development and management of an agri business plan

SGB NAME

NSB

SGB Primary
Agriculture

NSB 01-Agriculture and Nature
Conservation

PROVIDER NAME

FIELD

SUBFIELD

Agriculture and Nature Conservation

Primary Agriculture

ABET BAND

UNIT STANDARD TYPE

NQF LEVEL

CREDITS

Undefined

Regular

Level 4

3

REGISTRATION
STATUS

REGISTRATION START DATE REGISTRATION END
DATE

SAQA DECISION
NUMBER

Registered

2004-10-13

SAQA 0156/04

2007-10-13

PURPOSE OF THE UNIT STANDARD
The learner achieving this competence will be able to pro-actively participate in the analysis, planning and
management of a sustainable agri-business within a volatile and competitive business environment.
In addition the learner will be well positioned to extend the learning and practice into other areas of
strategic management. The profession will benefit from the strategic thinking required from learner who
achieved competence in this unit standard.
Learners will understand the importance of the application of business principles in agricultural production
with specific reference to planning.
They will be able to operate farming practices as businesses and will gain the knowledge and skills to move
from a subsistence orientation to an economic orientation in agriculture. Farmers will gain the knowledge
and skills to access mainstream agriculture through a business-orientated approach to agriculture.
LEARNING ASSUMED TO BE IN PLACE AND RECOGNITION OF PRIOR LEARNING
It is assumed that a learner attempting this unit standard will demonstrate competence against the unit
standards or equivalent:
• NQF3: Interpret factors influencing agricultural enterprises and plan accordingly.
• NQF 3: Explain costing and the viability of an agri-business.
• NQF3: Supervise the collection of agricultural data
A learner attempting this unit standard must be able to demonstrate a good understanding of the
agricultural value and supply chain. In addition sound communication will assist in this unit standard.
Record keeping, meeting procedures and marketing principles will also be of value and assistance.
UNIT STANDARD RANGE

Whilst range statements have been defined generically to include as wide a set of alternatives as possible,
all range statements should be interpreted within the specific context of application.
Range statements are neither comprehensive nor necessarily appropriate to all contexts. Alternatives must
however be comparable in scope and complexity. These are only as a general guide to scope and
complexity of what is required.
UNIT STANDARD OUTCOME HEADER
N/A

Specific Outcomes and Assessment Criteria:
SPECIFIC OUTCOME 1
Demonstrate an understanding of the general management functions within an agri-business.
OUTCOME RANGE
Apply to all types and sectors in agriculture, both small-scale and commercial.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Management activities and responsibilities involved in running an agri-business are describe and explained.
ASSESSMENT CRITERION 2
Basic activities involved in the agri-management process are explained by providing examples and/or
scenarios.
ASSESSMENT CRITERION 3
Tasks required of managers at all management levels are identified and explained.
ASSESSMENT CRITERION 4
An understanding of the general management functions in an agri-business is demonstrated.
SPECIFIC OUTCOME 2
Use a systems approach to structure an agri-business plan.
OUTCOME RANGE
Apply to all types of agri-business and the total value and supply chain.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
The components of the agri value and supply chain (including local and export marketing) as a systems
approach planning and management reference model are identified.
ASSESSMENT CRITERION 2
The necessity of a total farm strategy in an agri-business plan is explained.
ASSESSMENT CRITERION 3
The structure and components of an agri-business plan is explained.

SPECIFIC OUTCOME 3
Structure a rolling agri-business plan.
OUTCOME RANGE
Integrate total agricultural value chain components of the relevant agricultural sector.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Critical success factors (CSF) per value and supply chain element and support services in an agri-business
are identified and evaluated.
ASSESSMENT CRITERION 2
Entrepreneurial and management potential of the agricultural manager and identify strengths and
weaknesses are appraised.
ASSESSMENT CRITERION 3
External environment is appraised and opportunities and threats to which the agribusiness should respond
are identified.
ASSESSMENT CRITERION 4
Processes to prepare an integrated business plan relevant for the selected sector is participate in.
ASSESSMENT CRITERION 5
Participation in the drafting of a local/export market plan relevant for the selected sector is performed.
SPECIFIC OUTCOME 4
Structure an agri supply chain to optimise the production to marketing flow.
OUTCOME RANGE
Integrate total agricultural supply chain components of the chosen agricultural sector.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Planning, implementation and management structures of the sourcing, production, delivery/marketing
aspects of the relevant agricultural sector supply chain are identified.
ASSESSMENT CRITERION 2
Suitable performance indicators to evaluate the sourcing, production and distribution aspects of the chosen
agricultural sector supply chain are designed.
ASSESSMENT CRITERION 3
The general supply chain management principles to an agri-business with the dynamic nature of its
environment in mind are adapted.
SPECIFIC OUTCOME 5
Implement an information system as planning and management support.
OUTCOME RANGE
Apply to all components of the agricultural value & supply chain and includes budgeting, marketing and
human resource allocation.

ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
A communication and implementation strategy for the operationalisation of the business plans at all levels
is identified.
ASSESSMENT CRITERION 2
Local/export market and business information systems are interpreted and selected.
ASSESSMENT CRITERION 3
Benchmarking is integrated into the planning, monitoring and management process.
SPECIFIC OUTCOME 6
Demonstrate an understanding of and implement risk planning within the monitoring process.
OUTCOME RANGE
Apply to all components of the value/supply chain.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
The impact of uncontrollable, controllable and business specific risks and the basic approach to handling
each are described.
ASSESSMENT CRITERION 2
The strategic intelligence process and illustrate the tools of Critical Success Factors (CSF) and Strategic
Issue Analyses (SIA) as pro-active risk management tools are defined.
ASSESSMENT CRITERION 3
The use of the scenario methodology to structure alternative outcomes of risks is illustrated and thus best
planning and remedial options are identified.
ASSESSMENT CRITERION 4
The impact of alternative risk outcomes on budget and business plans are evaluated.
ASSESSMENT CRITERION 5
Networking, linkages, and outsourcing as part of risk planning are appraised.
ASSESSMENT CRITERION 6
Participation in the monitoring process of the implemented business and risk plans are effected.
ASSESSMENT CRITERION 7
Remedial action plans within a changing business environment are identified and implemented, should it
become necessary.

UNIT STANDARD ACCREDITATION AND MODERATION OPTIONS
The assessment of qualifying learners against this standard should meet the requirements of established
assessment principles.

It will be necessary to develop assessment activities and tools, which are appropriate to the contexts in
which the qualifying learners are working. These activities and tools may include an appropriate
combination of self-assessment and peer assessment, formative and summative assessment, portfolios and
observations etc.
The assessment should ensure that all the specific outcomes, critical cross-field outcomes and essential
embedded knowledge are assessed.
The specific outcomes must be assessed through observation of performance. Supporting evidence should
be used to prove competence of specific outcomes only when they are not clearly seen in the actual
performance.
Essential embedded knowledge must be assessed in its own right, through oral or written evidence and
cannot be assessed only by being observed.
The specific outcomes and essential embedded knowledge must be assessed in relation to each other. If a
qualifying learner is able to explain the essential embedded knowledge but is unable to perform the specific
outcomes, they should not be assessed as competent. Similarly, if a qualifying learner is able to perform
the specific outcomes but is unable to explain or justify their performance in terms of the essential
embedded knowledge, then they should not be assessed as competent.
Evidence of the specified critical cross-field outcomes should be found both in performance and in the
essential embedded knowledge.
Performance of specific outcomes must actively affirm target groups of qualifying learners, not unfairly
discriminate against them. Qualifying learners should be able to justify their performance in terms of these
values.
• Anyone assessing a learner against this unit standard must be registered as an assessor with the
relevant ETQA.
• Any institution offering learning that will enable achievement of this unit standard or assessing this unit
standard must be accredited as a provider with the relevant ETQA.
• Moderation of assessment will be overseen by the relevant ETQA according to the moderation guidelines
in the relevant qualification and the agreed ETQA procedures.
UNIT STANDARD ESSENTIAL EMBEDDED KNOWLEDGE
The person is able to demonstrate a basic knowledge of:
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Strategic analysis.
Business plan development.
Budgeting.
Human resource allocation.
Marketing.
Identification of internal strengths.
Identification of internal weaknesses.
Identification of external opportunities.
Identification of external threats.
Risk planning.
Critical success factors.
Bench-marking.
Remedial actions.
Information systems.
Communication of business plans.
Scenario planning.

UNIT STANDARD DEVELOPMENTAL OUTCOME
N/A
UNIT STANDARD LINKAGES

N/A

Critical Cross-field Outcomes (CCFO):
UNIT STANDARD CCFO IDENTIFYING
Problem solving: relates to all specific outcomes.
UNIT STANDARD CCFO WORKING
Teamwork: relates to all specific outcomes.
UNIT STANDARD CCFO ORGANIZING
Self-organisation and management: relates to all specific outcomes.
UNIT STANDARD CCFO COLLECTING
Information evaluation: relates to all specific outcomes.
UNIT STANDARD CCFO COMMUNICATING
Communication: relates to all specific outcomes.
UNIT STANDARD CCFO SCIENCE
Use science and technology: relates to all specific outcomes.
UNIT STANDARD CCFO DEMONSTRATING
Inter-relatedness of systems: relates to all specific outcomes.
UNIT STANDARD CCFO CONTRIBUTING
Self-development: relates to all specific outcomes.
UNIT STANDARD ASSESSOR CRITERIA
N/A
UNIT STANDARD NOTES
N/A

All qualifications and unit standards registered on the National Qualifications Framework are public property. Thus the only
payment that can be made for them is for service and reproduction. It is illegal to sell this material for profit. If the material is
reproduced or quoted, the South African Qualifications Authority (SAQA) should be acknowledged as the source.

