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Dear Farm Owner/Manager, 

Are you looking for ways to reduce your farm costs and increase 

your bottom line? 

Or how about improving your product yield? 

Or would you like to speed up your processing time and delivery 

to your customer? 

If you’re interested in any of those three scenarios, then this will be 

the most important information you’ll ever read. 

Here’s why: we want to share with you what we believe to be the 

single greatest secret in all of business. 

When you use these strategies, healthy profits will never be a 

problem again. 

These are proven strategies that have been used in countless 

industries, are responsible for generating billions in cost reduction 

and additional profit and can build empires that stand the test of 

time and outlast economic conditions. 

These strategies will also allow you to dominate your market and 

beat your competition while creating goodwill and buzz around 

your business. 

  

INTRODUCTION 
 



 

 

  

Because these battle-hardened strategies for generating higher 

profits are the most powerful secrets I’ve ever discovered from 

literally hundreds of applications in many of the largest, most 

successful companies in Australia. 

We’ve consulted and advised businesses in 10 different industries – 

and we’ve used these exact strategies to generate in excess of 

$20 million additional profits. 

In this report, you’ll learn: 

• How to use “Value Stream Mapping” to uncover hidden 

gold nuggets on your farm that you can turn into profits; 

• About the 8 types of waste which you can turn into profits; 

• How to differentiate value adding from waste  

• What it takes to deliver real improvements in a busy 

environment 

• The proven methods to get the most out of your people 

These strategies have worked for us. We’ve made them work for 

our clients. And now, we’re here to teach you how to make them 

work for you. 

If you’re ready to discover the best kept secrets in business - the 

secrets that will help you double your profits - then keep reading. 

How do we know? 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

If you want to double your profit, you need to get to a new level 

of intimacy with your processes. 

You need to understand what is really happening vs. what you 

think is happening out there in the field or in the packing shed. 

What is it that you do? How are you doing it? How should you be 

doing it? 

Knowing your current processes inside and out, through close 

observation is key to doubling your profits. Once you know the 

problems, you can find a solution. 

  

1. 

 

 

Get to a new level of 

focus on your 

processes 

 
 



 

 

How to use a Value Stream Map to reduce 

costs within a fruit / Vegetable grower 

 

Application: These techniques are particularly useful for growers 

with a high labour component, that are processing medium to 

high levels of fruit or vegetables. The techniques will also be 

effective in a small volume facility, but the benefits may be more 

difficult to realise, and the constraints can be very different. 

Scope: The VSM can be applied to all the activities that consume 

labour on your farm. Everything from paddock preparation, 

seeding, crop management, harvest and pack. Most importantly, 

the VSM focusses on the management methods that are 

employed to control these processes. 

Method: 

A value stream map is designed to identify the eight wastes. So, 

the person that is completing the Value Steam Map, must first be 

intimately aware of the eight wastes that are present in all 

processes. 

Waste: Consumption of resources (Time, money, consumables 

etc.) without adding value. The unique nature of the Agriculture 

industry is that in most instances, once the product is picked, 

plucked, pulled or harvested, the grower can add no more value. 

Would you agree that your produce tastes best straight out of the 

paddock? 

I have found that most growers spend more time, money and 

resources on their crop after it has been harvested, than they do 

when it is growing. Often the grower is trying to recover a sub-

standard crop, or make it more presentable. When the crop is still 

in the ground and growing, is when value is being created. 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

So, you think that you know what waste is, yeah? Well it is not just 

what you put in the bin or bury in the back paddock. Waste is 

anything that consumes time, money or consumables without 

adding value. Value is something that makes your product, 

something the customer wants. 

You are going to learn how to look at your farming methods in a 

completely different way. This will open your eyes to new 

possibilities and have you creating innovative ways to reduce 

your cost, and wow your customers. 

These are the eight things that you spend 50% of your time doing, 

that do not add any value to your product, but cost you 

thousands of dollars every single year! 
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Becoming intimate 

with the 8 wastes 



 

 

Defects 
Anything that is not right the first time. The biggest opportunity for 

most growers is the proportion of B grade product. How much 

control do you have over your grower? Are the pickers taking an 

active interest in sending only good product to the pack house? Is 

the crop as good as it can be, or is it contaminated, full of leaves, 

bruised product, dirt etc? 

Over Production  

Sending in more product than is required for the current order. 

Does your process have a link between what is picked and what is 

ordered, or does the grower just send in what they have without 

consideration for what the pack house needs? 

Waiting  

Are your staff waiting for the product to come in or the tractor to 

arrive? Are they waiting for orders to be finalised, or the machine 

to be set up? 

Non-utilised Talent 

We are all using labour that is very mobile, and often struggle with 

English, but how you engage with your work-force, and develop a 

good rapport will determine their willingness to participate in 

discussions about how to make your processes and business 

operate better; lower cost, less defects. 

  



 

 

Transport 

This is a critical part of any regionally located business. How do 

you get your product to market? This is a waste that causes much 

division with clients. It is a necessary evil, but how can you reduce 

the total cost of transport. Think about the fact that ideally, your 

crop does not degrade during transport; at best it remains the 

same, so the cost of transport can be much more than just the 

logistical cost. Reduction in transport costs will hit the bottom line, 

and also improve product quality, if done well. 

Inventory 

How many dollars’ worth of packaging, pesticides, herbicides, 

PPE, wrapping, pallets etc. are piled up around your farm. Do you 

keep track of the cost of inventory, would that money be better 

used to pay off the overdraft? 

Motion 

How far do your staff have to walk to get the job done? Walking is 

not working, it is consuming time without adding value. Get the 

team to wear a pedometer for a couple of weeks. It takes about 

an hour to walk 10,000 steps, so that could be an additional hour 

of work that you can get back. 

Excessive Processing  

Are you putting more work into your product that the customer 

requires? Are you applying a Coles Specification to a product that 

is going to a farmer’s market? Is your inspection process 

downgrading good product because of a tolerance that is too 

tight? 

  



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

A Value Stream Map is most powerful at looking for waste in the 

way that the process is governed. Start by planning to spend 

several hours watching what is going on. Let your staff know what 

you are doing, that you are not interested in how hard they are 

working, in fact you want to make their jobs easier. 

Ask your staff; “what frustrates you, slows you down, or stops you 

from doing what you need to do?” If you ask these types of 

questions with integrity and genuine interest in their answers, you 

will be surprised at what you will find. 
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Uncovering the eight 

wastes – your gold 

nuggets 

 
 



 

 

When process mapping, there are three types of scenarios that 

you will come across: 

 

1 

The process that you think exists, that is the 

one that you would create if you mapped 

the process while sitting at the kitchen 

table.  

 

2 

The process that actually exists. This is the 

one that has all the “work arounds” in it. 

The in-process rework and adjustments 

and assumptions. 

 

3 

The process that should exist, once the 

waste has been removed. 

  



 

 

Some tips for conducting a process map: 

• Every step needs to have a trigger to start. Is this robust or a 

guess. Is that trigger linked to customer consumption? The 

customer can be either internal or external. Does the 

operator know what and how much to make? 

 

• What are the critical inputs to the process step, are these 

inputs controlled? This means can you rely on the inputs 

being up to standard, or are you relying on a person to do 

the right thing? This goes all the way back from the farm 

gate, to when you prepare the soil. 

 

• Can the process achieve the requirements of its customer, 

consistently? What does the customer complain about? 

How often do they complain? Do you try to reduce the 

complaints by introducing more inspection, or can you rely 

on the process? 

 

• Collect detailed process data. My favourites are to 

determine the amount of time each process step spends on 

Value Adding Work, Non-value Adding Work, Total Cycle 

time and Defect %. This will help to highlight which steps 

add no value, which ones are the bottle neck, and which 

ones contribute the greatest number of defects. 

 

• Look for situations where the team are not sure of what to 

do. This is highlighted by team members asking other team 

members what to do. The best process is able to look after 

itself, it is obvious what needs to be done. If a team 

member asks for direction, determine why they don’t know. 

All the required information to complete a task should be 

available. If they need to ask, then they have stopped 

working, and they have stopped whomever they asked as 

well. 

 



 

 

Example of a Value Stream Map 

 

 

  



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

So, what does it mean to be Value Adding? The Cost of 

Production is made up of Value adding, business value adding 

and waste. Most of what we do is waste: 

 

 

  

4. 

 

 

Understanding  

“VALUE ADD” 

 



 

 

Three simple rules determine if something is adding value. 

1 

The work is changing the product. You can see that most of this is 

done in the paddock. What changes occur after the paddock? 

Perhaps size grading, or waxing, but not much else that actually 

changes the product. Mostly it is cleaning, sorting downgraded 

product, and then putting it into packaging. What happens to 

packaging after the product is removed – in the bin. 

2 

The customer would be willing to pay for that activity to be done. 

Be brutally honest here, what does the customer value; quality, 

fresh produce that is in the expected condition. 

3  

The task is completed right first time. Sure, you can sort, but it 

makes sense that the more defects that are produced in the field, 

the more that will get to the customer. No inspection is 100% 

effective. 

When mapping your value stream consider this; the product 

should be touched only once. Now go and look at how many 

times each piece is picked up and put down. Use the same 

strategy for the packing materials and tools. All these actions are 

motion waste. 

Give yourself plenty of time to observe, talk about and critique 

what is going on. I normally allow two days to monitor a medium 

sized farm. Never underestimate how much your staff know about 

what goes wrong, and what they need to fix. 

  



 

 

Review your production data for further clues on where the 

opportunities are. Has your pick rate per man hour been 

increasing or decreasing year on year? Are there some paddocks 

that create more yield than others? Does your team have a sense 

of urgency, and understand the current quality standards? 

 

Learnings: 

Incoming product quality has a huge impact on throughput and 

effort required to get the product up to the customer 

requirements. A perception that the next step in the process will 

filter the good from the bad means we don’t stop defects when 

they occur. 

No link between harvest numbers and customer orders. This will 

either create a situation where crates will need to be double 

handled for labelling, or produce will be stored in bulk until a 

suitable order is received and processed 

Double handling of produce to get the required outcome. How 

many times does a single piece get picked up and put down 

through the process. The most efficient method is that one person 

picks it, cleans, inspects and packs. 

Large amounts of movement to get the job done. Long drives to 

paddocks, large storage sheds, not getting the job done first time. 

The farm layout needs to be strategically designed so that staff 

can do the job with the minimum of movement. 

Moving goal posts for product quality is not well communicated. 

As market demand changes, so does the quality specification, but 

how is this communicated to the team to get a robust outcome? 

We all know that the spec we use today, is not the same as 

tomorrow, so how do you keep you team informed as to the 

critical features that will determine the quality of today’s product? 
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Getting the Most out 

of your People 

 

 



 

 

Given the labour-intensive nature of growing, picking and packing 

or fruit and veg. there are many opportunities to make the process 

more cost efficient and reliable. I have employed these methods 

to reduce cost of production by more than 10% of the labour. With  

practice, you can achieve these savings also. I have applied 

these methods to small teams with three people on the farm, as 

well as 23 people; the principles are the same. 

Often finding the waste is easy, how do you then find the time to 

develop strategies to reduce the waste and then implement 

those strategies? Change does not happen accidentally, you 

need to plan for about two hours per week to implement 

changes, and don’t think that you will just find two hours per week, 

it needs to be scheduled into your diary. 

Create a team board that shows the Key Performance Indicators 

(KPI) for the team, probably showing cost and quality, include a 

list of all the team members and what skills they have, and finally 

create an action log that shows all the concerns that the team 

have with the current process. What are the things that slow them 

down, stop the process or produce low quality? Review this board 

on a fortnightly basis with the whole team. 

People love to solve problems. So let them. Give them a KPI such 

as crates per man hour, or tonnes per hour. Then give them a 

target that is SMART 

S – Specific  

M – Measurable 

A – Attainable 

R – Relevant 

T – Time based 

 

Give them the time, the interest and the motivation, and they will 

implement changes that improve your business, and gives them a 

thrill, so will improve their morale.  

 



 

 

A manager tells 

somebody what to do, 

and they will do it 

because they have to.  

 

A leader inspires 

people to do the things 

that need to be done 

because they want to. 
  



 

 

This is Good! Where to 

from here? 
I bet you have read this and are thinking, Yes this is exactly what 

we are currently doing, how did he know? Now you are thinking, 

where to from here? 

1 

Use this document to identify your specific opportunities and 

create a strategy from the recommendations in this white paper. 

Implement and monitor the impact of these changes. Identify 

more opportunities and implement more changes. Do this well into 

the future. 

2 

Ask me to develop and implement a strategy for you. There are 

significant Government Grants available to make it very 

affordable for your business to get my services, on your site, 

looking at your challenges. Currently, there are Grants that make 

a $7,000 service available to you for $280. Yes, you could get 

more than 20 days of my services over a twelve-month period, 

and instead of paying $40,000, you would pay a little over $3,000. 

 

CLAIM YOUR NO-OBLIGATION FREE 

30-MINUTE STRATEGY SESSION NOW 

WORTH $550 

 



 

 

WARNING:  

Before you claim your free strategy session you must understand 

that this is only for people serious about improving their business for 

long term success. We’ll do the bulk of the work, but to truly get 

your costs down and profits skyrocketing we need your 

commitment and dedication. If you’re not ready for that please 

don’t waste your time or ours. 

But if you are ready to kick your business into overdrive and 

skyrocket your profits then call to book your FREE strategy session 

now. 

By the way we recommend you book quickly. Our Digital 

Strategists only have a limited number of slots available for free 

sessions each month and they’re filling up fast. Not to mention 

that our head of accounting is NOT happy we’re giving away 

these sessions for free and wants to shut this offer down. Get in 

now before we have to start charging again. 

 

 

 

 

 

 

 

Toby Cook 

Principle Consultant 

Agribusiness 

Lean 6 Sigma Solutions 

0430 008 298 
 

GET A FREE 30-MINUTE STRATEGY SESSION 

CALL 0430 008 298 

https://www.lean6sigmasolutions.com.au/book-online
https://www.lean6sigmasolutions.com.au/book-online

