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Executive Summary: Case Study at a Glance

Core Challenge

Consulting Approach

Seven Focus Dimensions

Core Interventions

Key Improvements

Long-Term Objective

Operational inefficiencies, fragmented daily execution, weak record-keeping,
high asset downtime, and limited visibility into cost-performance dynamics
despite substantial capital investments.

Holistic farm diagnostic + systems architecture + operational SOP
restructuring + digitized activity tracking + proactive management advisory.

People & Accountability | Environment & Biosecurity | Production &
Nutrition | Technology (LightAgriOS) | Soil & Natural Resources | Market
Alignment | Financial Management

Engineered standard operating procedures (SOPs), role accountability
matrices, multi-tiered activity verification chains, preventive equipment
maintenance registers, and data-to-decision frameworks.

Shifted management posture from reactive crisis response to proactive
variance mitigation; boosted routine task execution to 94%; cut feed waste
drastically; established rigorous gross-margin analytics.

Establish a standardized, measurable, institutionally resilient, and
commercially scalable agribusiness model capable of seamless succession
and multi-facility expansion.

1. The Challenge: Resource Abundance vs. Systemic Coordination

A pervasive paradox observed across the commercial agriculture landscape is that farms do not necessarily

struggle because their proprietors lack financial capital, land, or modern inputs. Rather, enterprise decline

and underperformance regularly occur because capital assets, biological stock, and personnel are not

integrated within a coordinated, disciplined operating system.

This fundamental operational hurdle was precisely what Light Agribusiness Consultancy Limited encountered
during an intensive diagnostic review of an operating commercial farm enterprise in Nigeria. The farm had

productive assets, personnel, livestock/crop activities, and existing infrastructure, but the overall

performance of the enterprise could be significantly improved through better coordination, monitoring,

documentation, and operational discipline.

Core Engagement Hypothesis

"The fundamental question for commercial viability was not merely: 'How do we produce more?'
The decisive institutional question was: 'How do we create an interconnected system that enables the farm to

consistently perform better with the resources already deployed?""
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Several critical operational areas required urgent systemic attention, including:

Inconsistent implementation of routine farm activities: Daily feeding schedules, watering routines, and
pen cleaning were executed haphazardly, driven by informal habits rather than timed operating
benchmarks.

Gaps in activity monitoring and follow-up: Absence of structured supervisory checkpoints allowed
operational shortcuts and omissions to go undetected until physical stock loss or biological distress
occurred.

Limited standardization of farm procedures: Operational knowledge existed only in the subjective
memories of individual attendants, creating erratic execution whenever labor turnover occurred.

Weak documentation and record-keeping: Production inputs, veterinary treatments, mortality tallies,
and fuel distributions were logged irregularly or captured on loose paper sheets without systemic
consolidation.

Maintenance issues affecting productivity: Tractors, feed mills, water boreholes, and processing
equipment suffered recurring breakdowns, causing expensive downtime and inflated repair bills.
Inadequate coordination with management decisions: Enterprise leadership lacked timely visibility into
the relationship between daily operational activities, input costs, and farm performance.

Need for clearer staff responsibilities and accountability: Ambiguity surrounding specific job
responsibilities led to missed routines, blame-shifting, and delayed management responses.
Opportunities to optimize existing infrastructure: Substantial investments in housing, storage, and
processing machinery remained underutilized due to scheduling logjams and uncoordinated logistics.

Rather than treating these issues as isolated, disconnected problems, Light Agribusiness Consultancy Limited

approached the farm as an interconnected business system.

2. Our Approach: From 'Farm Activities' to 'Farm Systems'

Light Agribusiness Consultancy Limited believes that sustainable farm performance requires far more than

technical production knowledge. A commercial farm is simultaneously:

e Biological System: Living crops, ruminants, and
soil biomes governed by nutritional dynamics,
growth kinetics, climatic stress, and disease
pathology.

e Operational System: Daily routines, standardized
workflows, inventory handling protocols, quality
control checkpoints, and SOP compliance.

e Market System: Off-taker specifications, seasonal
pricing windows, commercial contracts, customer
requirements, and delivery logistics.

e People System: Human capital, leadership
hierarchy, technical capabilities, operational
culture, and transparent accountability structures.

e Financial System: Cost allocation, working capital
velocity, procurement optimization, revenue cycle
management, and gross margin discipline.

e Technology System: Data tracking architectures,
automated sensors, communication channels, and
digital management platforms such as LightAgriOS.

Our intervention assessed the farm across key operational dimensions:

1. People: Who is responsible for what?
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2. Environment: Is the farm environment supporting efficient operations?

3. Production: Are production activities being properly planned and monitored?

4. Technology: Where can appropriate technology improve monitoring, efficiency, and decision-making?

5. Soil and Resources: Are natural and physical resources being properly managed?

6. Market: Are production decisions connected to market realities?

7. Management & Business Performance: Are farm activities translated into measurable business outcomes?

This systems perspective helped move the conversation from individual problems to overall farm
performance.

3. Farm Assessment: Understand Before Prescribing

The first stage involved an operational review of the farm. Rather than immediately recommending new
capital investments, our team examined what was already available. The diagnostic assessment rigorously
examined:

e Farm infrastructure and physical civil assets

e  Production units (ruminant fattening pens, fields, storage)

o Staff daily activities, shift patterns, and supervisors

e Routine operations and daily workflow sequences

e Animal and crop management practices

e Equipment status, operational run-hours, and maintenance records
e Input management, feed formulation, and storage hygiene

e  Workflow bottlenecks and labor productivity

e Resource utilization across land, water, and power

e  Operational risks and biosecurity vulnerabilities

e Management practices and executive oversight

e Existing opportunities for immediate efficiency improvement

Diagnostic Objective

"The objective was simple: Understand the farm before recommending what the farm needs.

This prevented unnecessary capital investment and allowed recommendations to be grounded directly in the
farm's actual operational situation."

4. Identifying the Root Causes: Treating Causes, Not Symptoms

One of the decisive findings from the assessment was that several visible farm problems were actually
symptoms of deeper system gaps. For example:

¢ A delayed farm activity could be caused by: unclear responsibility, poor scheduling, inadequate supervision,
lack of communication, or absence of a monitoring mechanism.

¢ A recurring maintenance problem might not simply be an equipment failure. It frequently reflected the
absence of preventive maintenance schedules, equipment registers, inspection routines, designated
maintenance responsibilities, or escalation procedures.
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Visible Farm Problem

Delayed Morning Feeding & Routine
Chores

Recurring Milling & Borehole
Breakdowns

Feed Inconsistency & Trough Spoilage

Cost Overruns & Thin Operating
Margins

Underlying System Gap

Unclear attendant duties, lack of timed
checklists, reliance on verbal memory.

No preventive maintenance calendar;
absence of equipment logbooks; no
asset custodian.

Attendants using uncalibrated
containers; unmonitored leftovers; poor
ingredient storage.

Operational expenses tracked weeks
late; disconnect between daily chores
and financial ledgers.

Systems-Driven Solution

Standard morning SOP checklist with
scheduled supervisor sign-off before
08:30 AM.

Run-time maintenance schedules + daily
equipment inspection logs + parts
buffering.

Weight-based ration batching + daily
feed bunk scoring + FIFO inventory
control.

LightAgriOS digital tracking + weekly
operational-financial review meetings.

5. Systems Improvement Intervention: The Architecture of Discipline

A. Farm Activity Monitoring

A structured approach to monitoring routine activities was introduced. Farm activities were organized around

six core operational questions:

¢ What needs to be done: Specific target and standards defined.

¢ Who should do it: Clear role assighnment eliminating ambiguity.

¢ When it should be done: Scheduled time windows for execution.
¢ How it should be done: Step-by-step Standard Operating Procedures.
¢ What should be recorded: Data capture parameters logged at point of activity.

¢ Who verifies completion: Management supervisory sign-off.

This created complete visibility across daily farm operations. The objective was not to create unnecessary

bureaucracy, but to ensure that important activities did not depend entirely on memory or verbal

instructions.

B. Clearer Roles, Accountability & The Management Chain

Farm performance is strongly influenced by the people operating the system. Responsibilities were reviewed

to enforce accountability. Rather than having responsibilities exist informally, activities were linked to specific

roles within a simple management chain:

The Management Chain

Responsibility —> Activity —> Monitoring —> Verification —> Feedback

This closed-loop structure empowers management to immediately identify where an operational problem
originates and take rapid corrective action.
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Figure 4: Operational Architecture: Reactive Firefighting vs. Closed-Loop Systemic Management
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Figure 4: Operational Architecture: Transitioning from Reactive Firefighting to Closed-Loop Systemic Management

6. Standard Operating Procedures: Codifying Repeatable Success

Another critical milestone was standardizing recurring activities. Routine farm activities were structured into
simple, field-level SOPs covering:

¢ Feeding and nutrient delivery

¢ Water management and sanitation

¢ Cleaning and biosecurity

¢ Animal handling and health protocols

¢ Crop management, irrigation, and field scouting

e Equipment operation and preventive maintenance
¢ Stock management and input warehousing

¢ Waste management and composting

¢ Record-keeping and daily farm inspections

Core Purpose of SOPs

"The purpose of SOPs was not to create complicated manuals.

It was to answer one vital question: 'lf another competent person had to perform this task tomorrow, would
they know exactly what is expected?'

This creates operational consistency and reduces reliance on individual memory or personal interpretation.”

7. Improving Farm Records: Transforming Paperwork into Management
Intelligence

A farm cannot be effectively managed when leadership lacks reliable, timely information. The intervention
established a robust record-keeping framework across four operational categories:

Record Category Operational Parameters Tracked

Production Records Number of animals, mortality rates, liveweight growth (ADG), harvest
output, egg production, feed intake, and crop yield.
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Input Records Feed batches, seeds, fertilizers, veterinary drugs, agrochemicals,
packaging materials, and general production supplies.

Financial Records Purchases, sales revenues, labor payroll, utility outlays, equipment
maintenance costs, unit production cost, and net margins.

Operational Records Daily chore completion, tractor/equipment run-hours, service logs, staff
shift attendance, incident logs, and facility audits.

8. Connecting Records to Strategic Decisions

Recording information is only the first step. The real commercial value emerges when data is leveraged to
drive management decisions:

¢ Instead of simply recording feed usage, management asks: Is feed consumption within the expected
nutritional range, or is feed conversion declining?

¢ Instead of simply recording mortality, management asks: Is mortality increasing in a particular production
unit, and what biological vector is responsible?

¢ Instead of simply recording sales, management asks: Which products or production units are generating the
strongest returns and cash flow?

¢ Instead of simply recording expenses, management asks: Which costs are increasing without producing a
corresponding increase in marketable output?

The Data-to-Decision Progression
Data —> Information —> Analysis —> Decision —> Action —> Result

This management progression ensures that every recorded data point directly informs an executive action that
protects or grows farm margins.

9. Maintenance and Infrastructure Management

Farm infrastructure represents significant capital investment. However, infrastructure alone does not create
productivity—it must be properly operated, maintained, and monitored. The assessment highlighted the
critical importance of structured maintenance practices.

A practical, proactive maintenance system was instituted, comprising:
e Equipment inventory with unique asset identifiers

¢ Routine daily/weekly inspection checklists

¢ Preventive maintenance schedules tied to run-hours

¢ Centralized maintenance logs and cost tracking

e Fault reporting and immediate escalation workflows

¢ Designated technician responsibility and custodianship

e Critical spare parts inventory and replacement planning
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This transformed maintenance from a reactive fire-drill ('Something has broken; fix it') to a proactive
governance process (‘What can we identify, lubricate, and address before it causes a costly production
disruption?').

10. Resource Optimization: Sweating Existing Farm Assets

Another vital focus was maximizing the utilization of existing farm resources. Before recommending major
capital expansions, the intervention examined every available asset:

¢ Available land and pen layout configuration

¢ Buildings and post-harvest storage facilities

e Machinery, irrigation pumps, and milling equipment

e Labor allocation and shift timing

e Water boreholes, storage reservoirs, and reticulation systems

¢ Energy sources, generator loading, and fuel efficiency

¢ Feed raw materials, agro-industrial by-products, and waste streams

Capital Optimization Rule
"The governing principle was: Optimize what exists before unnecessarily expanding what exists.
This is particularly vital for agricultural enterprises operating within capital constraints."

11. Introducing a Performance Management Mindset

The intervention encouraged a profound shift from measuring farm activity alone to measuring true farm

performance. There is a fundamental difference between being busy and being profitable:

Activity-Based Thinking (Traditional) Performance-Based Thinking (Systems-Driven)

"We fed the animals." "Was feed conversion improving, and was intake within
target?"

"We cleaned the pen." "Did mortality and morbidity remain strictly within the

expected range?"

"We planted the crop." "What was our plant population density and projected yield
per hectare?"

"We bought feed." "What was our marginal cost per kilogram of gain?"

"We sold some products." "What was our gross margin and net cash contribution per
unit?"

"We repaired the machine." "What was the mean time between failures and total

downtime cost?"

"Staff worked all day." "What was the actual task completion rate and labor output
per worker?"
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12. Technology as an Enabler: Aligning with LightAgriOS

Technology was considered not as an end in itself, but as a practical tool for improving enterprise
management. Where appropriate, digital systems supported:

e Farm activity tracking and shift dispatch

¢ Production and biological records

¢ Feed and input inventory control

e Staff task assignments and completion verification

¢ Real-time monitoring and alert escalation

e Executive performance reporting and indicator analysis

e Multi-unit and multi-farm management

This approach aligns with Light Agribusiness Consultancy Limited's broader development of LightAgriOS, a
practical farm and agribusiness operational support system designed specifically around the realities,
infrastructure constraints, and labor dynamics of African farm businesses.

Core Technology Doctrine
"The principle remains simple: Technology should simplify management, improve visibility, and support better
decisions—not create another complicated system for farmers to manage."

13. The Seven-Dimension Performance Framework

The intervention fits seamlessly within Light Agribusiness Consultancy Limited's broader 7-Pillar Framework
for Better Agribusiness Performance:

e PEOPLE: Developing the knowledge, skills, leadership, and accountability required to operate the farm.

o ENVIRONMENT: Creating a productive, safe, biosecure, and sustainable operating environment.

e PRODUCTION: Improving production planning, nutrition, technical practices, efficiency, and physical
output.

o TECHNOLOGY: Adapting appropriate technology for monitoring, productivity, and evidence-based
decision-making.

e SOIL & RESOURCES: Managing soil fertility, water supplies, land, and other productive resources
responsibly.

e MARKET: Connecting production schedules to customer needs, pricing windows, demand, and off-taker
opportunities.

e BUSINESS: Connecting farm operations directly to costs, profitability, capital allocation, and long-term
sustainability.
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Figure 1: 7-Pillar Agribusiness Maturity Radar
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Figure 1: 7-Pillar Agribusiness Maturity Radar — Baseline Diagnostic vs. Post-Intervention System State

14. Key Improvements Achieved

The intervention established a far stronger foundation for commercial farm management through concrete

operational gains:

Better Operational Visibility: Management gained an immediate, clear understanding of daily chores,
stock levels, and feed utilization across all enterprise units.

Improved Accountability: Responsibilities became easy to assign, monitor, and verify through structured
morning and evening check-ins.

More Structured Operations: Routine activities were codified into clear Standard Operating Procedures
rather than relying on informal directives.

Better Record Management: Essential biological, input, and financial data was systematically captured
and translated into executive intelligence.

Improved Maintenance Planning: Machinery and infrastructure were managed proactively, preventing
costly operational bottlenecks during critical farm windows.

Better Resource Utilization: Existing pens, feedstuffs, water, and labor were optimized before
committing unnecessary capital to expansion.

Stronger Management Decisions: Management was equipped to connect daily operational records
directly to financial results and strategic adjustments.
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15. Measurable Performance Framework & Quantitative KPI Uplift

A major outcome of the engagement was establishing a framework through which farm performance is

monitored over time. Rather than relying solely on subjective observations, the enterprise now tracks

rigorous Key Performance Indicators (KPls):

Performance Area

Tracked KPI Metric

Baseline Status

Post-Intervention

Net Operational

Impact

Production

Livestock

Poultry / Feed
Crops
Labour

Finance

Sales

Profitability
Inventory
Maintenance

Records & Tech

Output per production cycle
(Liveweight)

Mortality rate (Small ruminants &
herd)

Feed conversion ratio (FCR)
Yield per hectare (Maize / Forage)
Task completion rate & shift output

Production cost per unit (kg
liveweight)

Revenue per product line (Finished
Bulls)

Gross operational margin
Stock variance & shrinkage
Critical equipment downtime

Record completeness & verification

The Measurement Credo

18.5 tons / cycle

5.8%

2.12:1
2.5tons/ ha
48%

NGN 1,450/ kg

NGN 14.2M / mo

14.2%
11.2%

38 hrs / mo
28%

27.2 tons / cycle

1.6%

1.69:1

4.6 tons / ha
94%

NGN 1,073 / kg

NGN 21.8M / mo

31.8%
2.1%

7 hrs / mo
96%

"The specific KPIs should always be adapted to the farm's operating model.

+47.0% increase

-72.4% reduction

-20.3% feed savings
+84.0% yield uplift
+95.8% execution

-26.0% cost savings

+53.5% revenue growth

+17.6% margin gain
-81.3% loss reduction
-81.6% downtime

+242.8% data coverage

The overarching objective is to institutionalize a corporate culture where: 'What gets measured can be

understood, managed and improved.""
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Figure 2: Operational Performance Uplift Across Critical Metrics
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Figure 2: Operational Performance Uplift Across Critical Metrics (Pre vs. Post Systems Implementation)

16. From Reactive Management to Proactive Management

One of the most consequential changes achieved by this intervention is the decisive transition from reactive
to proactive farm governance:

REACTIVE FARM OPERATING CYCLE SYSTEM-DRIVEN PROACTIVE CYCLE
Problem occurs unnoticed Plan according to SOPs
N2 N2
Management discovers it late Monitor daily execution
N2 N2
Emergency response & crisis panic Detect minor deviation early
N2 N2
Additional repair/loss costs Investigate root cause
N2 N2
Production disruption & repeats Correct, record and improve system

The second approach does not claim to eliminate every potential agricultural problem. Instead, it equips

management with the systemic capability to identify variances earlier, mitigate losses, and continuously learn
from operational feedback.

17. Quantified Business Impact & Commercial Value Creation

The ultimate value of systems improvement is not merely having neat binders of records or formal

procedures. It is creating a farm that is demonstrably easier to manage, commercially profitable, and built to
scale.
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A properly structured operating system contributed directly to:

¢ Reduced avoidable production losses and feed shrinkage

¢ Better operational discipline and worker morale

e Improved resource and fixed capital utilization

¢ Consistent, high-quality production outputs meeting off-taker specs
e Unambiguous accountability across all farm tiers

¢ Faster management response to biological and technical variances
e Clear visibility into unit production costs and enterprise cash flows
¢ Streamlined staff training and seamless onboarding

¢ Improved institutional scalability for multi-site replication

¢ Heightened investor, lender, and commercial partner confidence

Figure 3: Value Creation Drivers in Enterprise Systems Restructuring
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Figure 3: Value Creation Drivers — Core Sources of Margin Expansion in Systems-Driven Agribusiness Restructuring

18. Lessons from the Engagement: Insights for the Industry

o Lesson 1: More investment does not automatically mean better performance. A farm can acquire more
tractors, stock more animals, or clear more hectares and still hemorrhage money if the underlying
operating system is fragile and undisciplined.

e Lesson 2: Farm problems are deeply interconnected. A sudden drop in livestock weight gain or crop
output frequently originates from supervisory laxity, improper feed storage, delayed maintenance, or
uncalibrated equipment rather than disease alone.

e Lesson 3: Records are strategic management tools, not historical logs. A logbook or spreadsheet that is
never analyzed provides zero value. Data must be interrogated to drive tactical interventions.

e Lesson 4: SOPs create operational consistency and protect asset value. Clear procedures reduce
reliance on individual memory, immunize the enterprise against labor turnover, and make high
performance replicable.
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e Lesson 5: Technology works best when it solves a specific operational problem. Digitalization must
simplify farm management, empower field attendants, and deliver transparent reporting—never
complicate the daily routine.

e Lesson 6: Performance improvement should always start with what already exists. Optimizing the
productivity of existing infrastructure, personnel, and feed resources unlocks substantial margin gains
before risking fresh capital expenditure.

19. Light Agribusiness Consultancy Limited's Role & Advisory Philosophy

Our role was not simply to identify what was wrong. It was to partner with the client to systematically answer
seven pivotal business questions:

. Where are we now?

. What is limiting performance?

. What systems are missing or weak?

. What can be improved with existing resources?

. What should be measured?

. What should management do differently?

. What systems are required for sustainable growth?

N oo AW N

Our Core Consulting Philosophy
"We do not simply advise farms on what to do. We help build the knowledge, systems, and structures that
enable better decisions and better performance."

20. The Bigger Picture: Transitioning to Scalable Agribusiness Systems

A successful farm should never depend entirely on the physical presence of one person. It must have systems
that allow knowledge, responsibilities, records, and operating discipline to continue uninterrupted even as
staff and managers change.

This institutional robustness is particularly vital as agricultural enterprises in Nigeria and West Africa navigate
two historic evolutions:

¢ From Owner-Managed Farms —> Professionally Managed Agribusinesses

¢ From Individual Enterprises —> Scalable Agribusiness Systems

The ultimate objective is not merely to keep the farm busy. It is to make the enterprise organized,
measurable, efficient, profitable, and commercially bankable.

Conclusion: Systems Make Good Practices Repeatable

Improving Farm Performance Through Better Systems demonstrates a foundational principle of modern
agricultural management: Good production practices are important, but good systems make good practices
repeatable.
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Farm performance is influenced by much more than what happens inside the production pen or crop field. It
depends on people, processes, resources, technology, records, infrastructure, markets, and management
decisions working together as a harmonious whole.

At Light Agribusiness Consultancy Limited, we approach farm improvement from this integrated perspective.
Our work is designed to help farmers and agribusiness leaders transition from activity-driven chores to
performance-driven, high-margin commercial businesses.

The Transformation Methodology
Assess —> Understand —> Structure —> Implement —> Monitor —> Improve

Because better farms are not built only by producing more.
They are built by creating systems that make better performance possible.

Q” LIGHT AGRIBUSINESS CONSULTANCY LIMITED

Lightening Your Path in Agriculture

Strategic Agribusiness Advisory | Operational Systems Engineering | Turnaround Advisory
Developers of LightAgriOS — Practical Digital Management for African Agriculture
Corporate Profile & Advisory Desk: Nigeria & West Africa

Website: www.lightagribusiness.com | Email: info@lightagribusiness.com
+234 707 915 4039, +234 703 887 4959
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