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1. ORGANIZATIONAL FRAMEWORK INTRODUCTION 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Organizational framework introduction 
 

 

You complete many activities to achieve your farm business goals. Each activity both requires and produces 
information. An example is harvesting hay. You need information to know how and when to harvest. As a result of 
harvesting the hay, you will have information such as the number of bales and the quality of the hay. Your 
knowledge base is a collection of all this information which may be in your head or in a physical form such as paper 
or electronic documents.  
 
This Organizational Framework Guide presents a structure that will help you think about and understand all your 
farm business activities in a simple yet comprehensive way. You can also use this framework to store your 
information so that you can easily retrieve it. 
 
In this guide, Four major activities, describes a high-level view of all farming activities. Then there are four 
sections which each go into more detail for each of these four activities. 
 
Appendix A: Verification tool example:  This shows how the organizational framework can be used to 
comprehensively examine each farming activity, focusing on its particular specifics. This example shows the 
possible impacts of organic certification on all farming activities.  
 
Appendix B: Document storage example:  This offers examples of information and documents related to each of 
your activities and suggests where they could be usefully stored in the framework. 
 
NOTE: This organizational framework is based on work done by Dr. Brian Wilson, in particular, his Enterprise Model (Wilson, B. 

[2001], Soft Systems Methodology – Conceptual Model Building and its Contribution, John Wiley, Chichester). 
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2. THE 4 MAJOR ACTIVITIES 

 
 
 

Four major activities 
 

 
There are four major groups of activities involved with running a farm.  
 

[1] PLANNING, MONITORING AND CONTROL 
 
These activities ensure that your farm business can be adapted to your particular farm vision and take into account 
any constraints imposed by the outside world (e.g., regulations concerning taxes and food safety). 
 
Examples of activities are: 

 Planning and scheduling 

 Getting insurance 

 Completing budgets and cash flows 

 Insuring your property 

 Monitoring and controlling progress and performance  
 

[2] PRODUCTION 
 
This is the core group of farming activities.  These activities examine everything you need to know and do in order 
to make or create your products and services to a defined standard of quality. 
Examples of activities are:  
 

 Recording detailed information about your products and services 

 Defining how you are going to make or create them 

 Making and creating them 

 Storing them, if this is required before selling them 

 Ensuring that they meet your defined standards of quality
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Four major activities (continued) 
 

 

[3] LINKING 
 
These are the activities which link your farm to the outside world which includes your markets and customers.  
 
Examples of these activities are: 

 Getting information and knowledge about farming, business planning etc. 

 Determining possible markets 

 Identifying competitors 

 Promoting products and services 

 Establishing and maintaining customer relationships 

 Managing contacts with people, organizations and communities important to your farm 
 
 

[4] SUPPORTING 
 
These are the activities that support or facilitate all your farming activities. 
 
All your farming activities require resources such as humans, animals, land, buildings, equipment and supplies. 
These resources need to be acquired and maintained. 
 
You need to maintain your knowledge base. It holds all the information you need to plan and operate your farm. 
 
You can improve the productivity of many of your farming activities by finding better ways to do things, and you can 
include ideas for improvement in your knowledge base. 
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[1] Planning, Monitoring and Control 
 

 
The analogy of a ship on a voyage illustrates the concept of Planning, Monitoring and Control.  
 
[1.1] Planning 
You plan the route which will get you from your current position to your desired future position. Planning includes: 
having a vision; evaluating your options; defining your objectives and how to achieve them; determining all your 
requirements in terms of labour, resources and costs; completing forecast budgets and cash flows; and completing 
schedules for both your production and non-production activities. 
 
[1.2] Constraints  
You need to ensure that you are aware of constraints (such as shipping lanes) that may be imposed on the route 
you wish to take and what you must do in order to comply with these constraints. 
 
Constraints can be externally or internally imposed. External constraints are everything imposed by the outside 
world such as labour laws, legal requirements, insurance and organic certification. Internal constraints are those 
you have chosen such as practicing sustainable farming. 
 
[1.3] Finances 
Finances are anything to do with money, such as cash flows, budgets, receipts, payments, etc.  
 
Your finances may dictate the optimum route to take. For example, will the price of fuel mean that you will have to 
go more slowly than desired?  So that you know clearly what finances are available, you estimate expenses and 
revenues. Recording actual expenses and revenues is a monitoring activity which helps you take control actions 
which will ensure that your objectives are met. 
 
[1.4] Performance  
You monitor your actual progress for deviations from your planned route. If you deviate, you take control actions to 
get you back onto the planned route.  
 
You could try to identify possible risks, such running into an iceberg. You could be pro-active and identify ways to 
avoid this risk or, reactively, you would identify what you would do should you encounter such a risk. 
 
Some risks could also influence your planning. For example, you could plan your route to ensure that you avoid any 
possibility of encountering an iceberg. 
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Feedback 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

[2] Production 
 

 
Production comprises the group of activities required for making or creating your products and services to a defined 
quality standard. 
 
To start with you need to have information about your products and services.  
For example, if your product is wheat: 

 What kind of wheat will you grow? 

 How do you know what good-quality wheat is? 

 When does it grow? 

 How do you grow and harvest it? 

 How do you store it before selling it? 

 What resources do you require? 
 
Now you can decide how you will produce your products and services.  
 
Some products may require storage before you sell them. You will need to know where to store them and under 
what conditions. 
 
Your products and services information will help you decide what your standard of quality will be and how to monitor 
it. The information will help you determine whether or not your products and services are, in fact, meeting your 
standards. Your own observations, together with customer feedback, will also help you monitor the quality. And you 
need to consider what you are going to do with products and services that do not meet your standards. 
 
Your products and services information may also be used for other activities. For example: 

 determining the overall resources needed as you plan for all your farm business requirements  

 completing your production schedules when doing your planning 

 creating promotion material 
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[3] Linking 
 

 
This is your interface with the environment outside your farm. 
 
[3.1] Intelligence 
Intelligence is the “exchange of knowledge, information, opinion, etc.” (Oxford English Dictionary). You gather  
intelligence from the world outside your farm for many reasons, such as finding out how to do something. Having a 
specific subject to focus on and sources of information to explore will facilitate your search for intelligence. Sources 
of intelligence could be books, websites, conferences, experts, or people you know. 
  
When you hear of useful subjects and sources, a useful intelligence-gathering activity could be to record these in a 
document.  
 
[3.2] Selling 
You sell your products and services to get revenues. To whom are you selling them? How will they find out about 
them? What price will they be paying? How will you get your products and services to them? How will you package 
your products and services? The selling activities are all concerned with finding answers to these questions. 
 
[3.3] Customers 
This concerns all the activities involved with establishing and maintaining relationships with your customers. What 
are their requirements? How will you confirm that you have understood their requirements?  How will you know that 
you have satisfied their requirements?  
 
Getting feedback from your customers will help you control your quality and could give you ideas for new products 
and services. You may also find out about potential customers. An activity here would be to record information 
about these potential customers. 
 
[3.4] Contacts 
You already know about a number of companies, organizations and people who may be useful to your enterprise, 
and about others whom you may want to contact. Perhaps some of these could provide you with services. We 
suggest that you record contact details, such as telephone numbers and address, all in one place (this means that 
any changes necessary will only have to be made once).  It can also be useful to record related background 
information (such as fees and availability). 
 
You could also consider tracking the communications you have with your contacts, such as a list of people to whom 
you have sent your latest brochures. 
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[4] Supporting 
 

 
Resources are required for not only your production activities but also all the NON-production activities related to 
your farm business. 
 
[4-1] Resources: Human 
This group of activities involves anything related to the people who will be involved with your farm, whether they are 
full or part-time workers, or professionals such as veterinarians or book keepers. You will need details of all these 
people: names, skills, wage rates and hours available. There are many activities associated with managing your 
human resources: tracking their time, ensuring that they get the training they require, paying them, and completing 
government documents related to their work. 
 
[4-2] Resources: Animal 
This group of activities involves anything related to the animals that provide products or services on the farm. For 
example, chickens can not only be used to produce eggs but can also help maintain the land. Once they have 
stopped producing eggs and are sold as meat, they become products themselves. Horses may be used to offer 
riding lessons, pull farm machinery, or provide manure. 
 
As well as documenting details about the animals and their feed and care requirements, you could also keep 
records to monitor their health. 
 
[4-3] Resources: Land 
This group of activities involves anything related to the land that you use, whether it is owned, leased or rented. The 
land includes everything that is on it such as plants, water and soil. Documenting details of the land could include 
historical information as well as acreage and plant species. You could track weed and insect control, soil quality and 
crop rotation. 
 
[4-4] Resources: Building 
Buildings are not only barns and out-buildings such as greenhouses. They are also any premises that you use: for 
example, the office where you do your paperwork or store information. As well as providing descriptions of these 
buildings and premises, you may also record details of maintenance required and completed.

 

[2] 

PRODUCTION 

[1] 

PLANNING 

MONITORING 

CONTROL 

 

[3] 

LINKING 

[4.1] 

Human 

[4.2] 

Animal 

[4.3] 

Land 

[4.4] 

Building 

[4.5] 

Equipment 

[4.6] 

Supplies 

[4.7] 

Productivity 

[4.8] 

Knowledge 

base 

RESOURCES 



GUIDE 4.8 Knowledge base Organizational Framework Guide (4) Supporting 

Guide Organizational framework V1 FarmOrganizer™ 8 of 12 

[4] Supporting (continued) 
 
 
[4-5] Resources: Equipment 
Equipment includes not only farm machinery and vehicles used on the farm but also other equipment such as fax 
machines and computers that are used for completing paperwork. Besides describing these items, you may also 
wish to record details of maintenance required and completed. 
 
[4-6] Resources: Supplies 
Your supplies are not only parts and materials but also services you receive, such as water, electricity, telephone 
etc. One activity would be to maintain an inventory. Another could be to keep track of supplies or parts needed and 
when the next order has to be made.  
 
[4-7] Productivity 
For many of the activities on your farm, both production and non-production, there may be ways of improving how 
you do them. For example, sowing seed or book keeping may be done manually but could be completed more 
efficiently by using a seeder for the former and a computer for the latter.  
 
One activity would be to keep a record of the tasks that you want to do more efficiently and to suggest possible 
ways to achieve those improvements. It would also be worth determining whether or not those alternative solutions 
are feasible. 
 
[4-8] Knowledge base  
 
Your knowledge base is the information you need to plan and operate your farm. Knowledge-base activities address 
the maintenance of the information in a physical form such as paper and electronic documents. 
 
Think of your knowledge base as a library. How are you going to organize it so that you can easily store and 
retrieve documents? How and where are you going to store your documents, both electronic and paper-based? 
Have you thought about backing up your documents, not only the electronic ones but also important paper 
documents? Some people photocopy very important documents and keep them in a safe box at their bank.  
 
There are two major types of information: that which you will use as reference material (never updated); and that 
which you use to plan and operate your farm (continually being updated).  
 
We believe the organizational framework given in this guide will help you organize your own information. However, 
it is very important that you have a filing system that suits your particular needs: that is, one which helps you easily 
store and retrieve documents. 
 
If more than one person is working with the information, you need a filing system that everyone can understand. In 
this case, we suggest that you all agree on a filing system and create a guide for using it. If there is information 
which could logically be stored in more than one place, it may help to note this information, where it is stored, and 
why it is stored there. 
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Appendix A: Verification example 
 

Activity Impact of organic certification 

1.1 Planning Include in the farm planning all activities required to become certified. 

1.2 Constraints 
When completing tax returns, include costs of certification. Check if any insurance 

is required. 

1.3 Finances 
Costs of certification. 

Find out if any financial assistance is available for certification costs. 

1.4 Performance What standards should be met? What monitoring and data recording is required? 

2 Production Consider production methods required for organic certification. 

3.1 Intelligence Find out about the organic certification body and organic certification companies. 

3.2 Selling 
Promotional material to include “organically certified.” 

Pricing should reflect that products are organically certified. 

3.3 Customers 
Inform customers, e.g., restaurants, so that they too can benefit from and promote 

your certification 

3.4 Contacts Record contact information of certification bodies. 

4.1 Resources-Human Get training on organic certification. 

4.2 Resources-Animal What organic practices must be followed when raising animals? 

4-3 Resources-Land What land maintenance practices should be followed? 

4.4 Resources-Building What standards must you comply with in order to get organic certification? 

4.5 Resources-Equipment What equipment cleaning practices must you comply with?. 

4.6 Resources-Supplies Ensure water sources, seeds and feed comply with certification standards.  

4.7  Productivity 
What would be the most efficient way to record data required for organic 

certification? 

4.8 Knowledge base Easy retrieval of documentation that will be required by the certification inspector. 
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Appendix B: Document storage example 
This table provides examples of documents and where they could be used in the framework. 
 

ACTIVITY Operational documents Reference documents 

[1] PLANNING, MONITORING, CONTROL 

[1.1] Planning 

 Vision 

 All possible products and services  

 Shortlist of products and services 

 Objectives  

 Production requirements  

 Non-Production requirements 

 Production schedules 

 Non-Production schedules 

 Literature on how to plan 

[1.2] Constraints  

 Tax returns 

 Property taxes 

 Company incorporation 

 Reporting to gov’t re employees 

 Insurance policies 

 Legal – e.g., wills 

 Organic certification application 

 Organic certification permit 

 Conservation practices 

 Information about any of the 

subjects under operational 

documents used in[1.1] Planning 

[1.3] Finances 

 Business plan for obtaining funding 

 Completed funding applications 

 Completed loan applications 

 Cash-flow forecast 

 Detailed costs (yearly) 

 Revenue details 

 How to do a business plan 

  What is required to get funding 

   How to do book keeping 

[1.4] Performance 

 What will be monitored and  how 

 Risk management  

 Success criteria  

 Daily diary 

 Evaluation and lessons learned 

 

[2] PRODUCTION   

Production 

 What must be done to produce 

products and services and how it 

must be done 

 Records of product/service quality 

 Customer feedback  

 Organic farming 

 Crop statistics: e.g., seed/acre, 

yield/acre 

 Information on products 

 Information on services 

[3] LINKING   

[3.1] Intelligence 

 Sources of information being used 

e.g., OMAFRA or associations like 

EFAO 

 Sources of intelligence 

 Subjects (filter to focus search for 

intelligence) 

 Information about the sources e.g., 

OMAFRA web site etc. 
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ACTIVITY Operational documents Reference documents 

[3.2] Selling 

 Industry 

 Markets 

 Competitors 

 Comparative pricing 

 Advertising flyers etc. 

 Information about marketing etc. 

[3.3] Customers  

 Potential customers 

 Customer tracking 

 Customer orders 

 How to handle problems with 

collecting payments 

[3.4] Contacts  

 All people with their contact details 

(e.g., name, address and phone 

number). (This includes customer 

contact details.) 

 

[4] SUPPORTING   

[4.1] Resources: Human 

 Partner bios 

 Existing HR assessment 

 HR people details 

 HR strategy 

 Time sheets 

 Payroll sheets 

 How to manage interns 

 Labour sources 

 Training opportunities 

[4.2] Resources: Animal 
 Animal details 

 Animal monitoring 

 Information on looking after 

animals 

[4.3] Resources: Land 

 Land details 

 Land maintenance  

 Land monitoring e.g., soil tests 

 Soil management 

 Weed management 

 Composting 

 Conservation 

 Crop rotation 

[4.4] Resources: Building 
 Building details 

 Building maintenance/upgrades 

 Information about types of farm 

buildings (e.g., greenhouses) 

[4.5] Resources: Equipment 
 Equipment details 

 Equipment repairs & services 
 Equipment repair manuals 

[4.6] Resources: Supplies 
 Suppliers and their prices 

 Make-or-buy viability 
 Supplies sales literature 

[4.7] Productivity 

 Tasks that could be done more 

efficiently 

 Viability of alternative ways of 

doing tasks 

 Alternative energies 

[4.8] Knowledge base 
 Filing index 

 Backup procedures 

 Information on how to organize 

your documents 

 

 

 
 

 

 
 

 

 
 


