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About Resilient Organisations
Resilient Organisations is a New Zealand social enterprise carrying out public good science research
with global reach. We aim to make organisations future-ready to navigate and thrive in any
disruptive environment through the power of our ideas. We are a vibrant group of like-minded
people that has fun working in a positive, inclusive and respectful environment.
Resilient Organisations has a two-component structure: one a legal entity and the other virtual. The
first provides structure for employing a trans-disciplinary team of exceptional scientists (both social
and engineering/physical) who want to make a difference through the soundness of their science –
translated to actionable practice. The second builds a close-knit network that is trans-disciplinary
and trans-institutional working together through joint research projects, graduate student
development and a shared vision of a New Zealand where change is embraced and volatility
leveraged for a thriving nation.
We believe that organisations (private, public and not-for-profit) are the keystone species in the
ecology of modern society, cities and nations, and that resilient people willing to take the lead and
build a trust based learning culture are the heart of resilience in these organisations. In an age of
turbulence one of the greatest assets an organisation can have is the agility to survive unexpected
crises, to seize opportunity in adversity and to thrive in the face of extreme change. The ability to
manage the impact of volatility is now a strategic imperative, one that makes the most of engaged
human capital, differentiating the successful from the mediocre on the world stage. This resilience is
typified by world class leadership, a trust based learning culture, strong and diverse networks, a
unity of purpose and 20/20 situation awareness that makes it change-ready.
To find out more about our work see: www.resorgs.org.nz.

Workshop Summary
On June 9th, 2017, the North Canterbury Drought Response Committee, in collaboration with
Resilient Organisations and Fraser Pastoral, held a workshop for a select group of farmers in the
Hurunui District of Canterbury. The workshop was entitled “Future Ready Farm Business” and
focused on how farmers could build their capacity now to navigate future turbulence.
The purpose of the workshop was to give farmers who have recently faced serious adversity the
opportunity to take some time out from the day-to-day operations of their farm to focus on the
capacities and strategies needed for the future. The workshop was intended to facilitate farm
businesses’ shift from response and recovery to proactively investing in assets and capacities that
will improve their outcomes now and through future challenges. With a resilient outlook, North
Canterbury farmers can begin to transform their perspective on future disruptions from setbacks to
opportunities for innovation and growth. The 25 attendees came with open minds, generated
thoughtful discussion, and demonstrated a clear readiness and growing capacity to lead their
businesses into the future.
The day began with an introduction by Hurunui District Mayor Winton Dalley. Mayor Dalley outlined
the work done by the North Canterbury Drought Response Committee over the last few years. He
highlighted the struggles faced by local farmers in the face of severe climatic conditions,
earthquakes, and shifting public perceptions of farming. Mayor Dalley explained that the ongoing
challenges in the region led the North Canterbury Drought Committee to explore resilience and its
importance for farmers facing both natural and manmade shocks. This exploration resulted in the
trial of the Future Ready Farm Business Workshop.
Next, Joanne Stevenson, a Senior Research Consultant with Resilient Organisations and partner in a
Cheviot-based sheep and beef farm, presented “Organisational Resilience: What is it and how do
you build it?”. This presentation focused on how the three attributes of organisational resilience –
1. Leadership and Culture, 2. Networks and Relationships, and 3. Change Readiness – can be applied
in the lives and businesses of Canterbury’s farmers.
Workshop attendees then had the opportunity to explore how these concepts will help them
navigate future disruptions. Five groups were given a sealed envelope each describing different
disruptive future scenarios. The groups were asked to consider several key questions:
What are the likely impacts of this scenario on your business? On the industry, generally?
1) If you imagine your business navigating this scenario successfully, perhaps even benefitting, what are
the factors that contributed to this success?
2) Who will you need to work with to manage this scenario? Do you have a relationship with them yet?
How can you initiate and/or build the relationship today?
3) What skillsets will you or your team need to get you through this scenario?
4) Is there anything you can do now to minimise the negative impacts of this scenario or optimise the
opportunities? Are there any options that benefit your business now as well?

Following small group discussion and planning, workshop attendees came back together to discuss
the scenarios and explore how they might develop capacities now that will enhance their ability to
deal with these and other disruptions in the future.
Participants discussed the ways that various disruptions may affect their farms from increased
competition (generated by synthetic meat) to the need for improved information management and
documentation in all areas of their farm when responding to regulatory and consumer demands for
stricter controls on farmers. When examining how they might successfully navigate these challenges,
participants offered practical suggestions for building flexibility into management systems,
integrating innovate technologies, and engaging with a range of people and organisations who could
help (or hinder) adaptations. Participants also noted critical skillsets that would be helpful to
maintain or develop including self-awareness, outside the box thinking, and the ability to manage
diverse and complex systems. In addition to the scenario discussions, participants also drew on their
experience of the drought and earthquakes to identify practical steps that can be implemented now
to enhance their farm business’s resilience.
The second part of the day was guided by Tom Fraser of Fraser Pastoral. Tom and the Red Meat
Profit Partnership are helping sheep and beef farmers tackle core challenges at various stages of the
productivity process from scanning percentages to post-weaning weight gain. Tom facilitated an
exercise in which attendees worked collaboratively to identify management practices that may
address their most pressing production challenges.
Grouped together with others facing challenges at the same point in their production process,
participants explored the reasons for less than optimal outcomes and proposed possible solutions.
Some solutions included scanning for triplets and ensuring that every lamb is mothered-on where
possible. Participants also discussed when to emphasise feed quantity and when to emphasise feed
quality and how to budget feed appropriately for pre- and post-lambing and post-tailing. Ideally,

such groups would continue working together over time, refining their ideas, and holding each other
to account.

The remainder of this report captures the ideas discussed during the workshop. The first section,
summarises the introductory presentation on organisational resilience. The second section captures
discussion points from the future scenarios exercise. The third section, concludes with ‘homework
assignments’ for the workshop participants.
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Organisational Resilience Overview
Organisational Resilience is the ability to survive a crisis and thrive in a world of uncertainty and
change. It is a set of capacities that a business can develop and maintain through vigilance and
practice. Resilient Organisations has developed a model of organisational resilience that identifies
thirteen indicators organised into three attributes. These indicators can be used to assess a
business’s resilience and identify areas of strength and weakness.

In the workshop, we discussed how this model applies in farm businesses. Some of the discussion
points are summarised below.

Leadership & Culture
“Having all the answers is less important than knowing what to ask”
– R Kaplan

Even in an organisation with only one or two employees, leadership is essential. Don’t try to lead on
your own. Empower those around you, including partners and managers, to demonstrate leadership
and make decisions.
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Stay true to your core values. Making marginal gains now at the expense of your wellbeing or the
long-term health of your farm will put you in a vulnerable position in the face of the next crisis.
Hold yourself to account. It’s ok to try new things and it’s ok to fail, but you must own and learn
from your failures and get feedback where you can on how to improve.

Networks and Relationships
Connect – Cultivate – Prune
Farmers have lots of competing demands and limited time. Not every relationship is worth the same
and you need to manage those connections strategically.
Take some time to think about the people in your network that you trust: Who wins when you win
and loses when you lose? Who are your “3am friends”? Who will show up in your moment of need?
It is important to cultivate and maintain these connections!
When you’re going through tough times, it’s important to maintain your ability to scan the horizon
for opportunities. Relationships that only offer negativity or criticism without presenting solutions
can compromise your ability to do this. You may want to “prune” these relationships back.
Finally, there’s a lot to be gained from participation in community and industry events, farm
discussion groups, and other collective activities. When you’re navigating a challenge, groups can be
a great way to pool resources, efficiently exchange information, and get support from people who
understand where you’re coming from. However, too much participation can drain your resources.
Try to identify the events you and/or your business gain the most from and prioritise these. Be
strategic – Can you identify someone that you trust who is well plugged into the networks you want
to engage with? It might be a better use of your time to engage with this person, rather than attend
five different events.

Change Ready
People rarely rise to the occasion. They fall to the level of their training.
- J. Willink, U.S. Navy Seal Commander
Being adaptable and agile doesn’t mean that you don’t plan. It is important to develop the
capacities now to deal with challenges in the future, even if you don’t know what those challenges
will be.
Farm businesses are influenced by many factors that are out of your control: the market, the
weather, environmental regulations, and invasive species. There are, however, many elements you
can control, capacities and strategies that will give you the tools to successfully manage challenges
coming from any angle. You can’t control the market, but you can control your position in it. You
Future Ready Farm Business
June 2017

Page 2

can control how well fed your stock are. You can monitor and approximately budget how much feed
you will have at different times of the year. You can build relationships with more than one meat
processor and fertiliser or seed rep. You work to improve your physical and mental health when
times are good so you’re ready for action when times get tough.
In your farm business dedicate most of your brain space to the areas you can control. Remain
curious about, but slightly detached from, all the areas you can’t control. Monitor things like
probable changes to environmental regulations or disruptions to international markets. Think about
how they might affect your farm. Imagine the worst-case scenario. Then imagine your business
coming out successfully on the other side of that worst-case scenario. Answer the questions “How
did I get there?” and “What could I do now to improve the likelihood of successfully navigating that
worst-case scenarios?”

Skills & Resources for Future Readiness
In the workshop, attendees split into five groups, each of which received a sealed envelope with
information about a scenario that North Canterbury farmers may face in the future. The groups
discussed their businesses’ and the industry’s vulnerabilities to this challenge and brainstormed
solutions. The groups then reunited to discuss their thoughts with everyone.
The scenarios dealt with a range of possible futures listed, in brief, below:
• Increasingly stringent environmental regulation
• A predicted pattern of frequent drought in coming decades
• A serious disruption to the supply chain at a critical time of year
• Widespread international adoption of synthetic meat products
• Strong market pressure to cease the use of glyphosate
This summary cannot capture the depth of the conversation that came from the group discussion,
instead the following sections capture the key points that emerged across many of the scenarios.
The notes point to several areas that farmers can develop to enhance their capacity to respond to,
avoid, or even benefit from a range of future disruptions.

Likely impacts associated with disrupted futures
•
•
•
•
•

Increased competition
Decreased demand for sheep and beef
Increased costs
The need for increased consumer interaction
The need for increased information management and documentation
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•
•

Increased wear and tear on farm equipment if more intensive management is required
Uneven or disrupted cashflow

Factors that contribute to success in the face of challenge
Enhancing integrity and accountability in farming practices, supported by good record
keeping and monitoring
• Invest in active reputation management
• Develop positive marketing strategies
• Capture important data across your farm system
Building in flexibility to management systems
• Explore how your farm can establish supply consistency, being able to supply
product all year
• Have supplements on hand
Once an issue becomes relevant make decisions early
• Identify triggers for future calls that need to be made (e.g., when to sell stock,
when to buy in more supplements)
The adoption of innovative technologies or use technology in new ways
• Virtual fencing
• Solar pumps
Support research and development
Reach out to younger generations
Capture funding when it’s available for farm improvement, innovation etc.
Be on the lookout for new markets, new crops, opportunities

Important relationships to help navigate challenges
Where possible and practical build relationships now with those that you will likely need to work
with during future disruptions. Relationships built on a foundation of trust, respect, and mutual
understanding are more effective during disruption.

Partners and Suppliers
•
•
•
•

Family
Agronomists
Seed reps
Bankers
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•
•
•
•
•
•
•

Stock agents
Forestry advisors
Farm advisors or consultants
Meat companies
Insurers
Landcare groups
Other farmers (e.g., places used for grazing during the drought)

Regulators and potential disruptors
•
•
•
•
•
•

Ministry of Primary Industries
ECan
Local Councils
QE II Trust
Forest and Bird
Green Party Representatives

“Warriors”
•

People and groups who will fight on your behalf – advocacy groups, industry
representatives, local politicians

Skillsets for managing disruption
Participants identified a range of skillsets they would need to successfully work through the
scenarios. All skillsets identified can (and should) be developed and practiced in the day-to-day
operations of the farm.
• Self-awareness (e.g., the ability to see your strengths and weaknesses, acknowledge
things that did not work and make changes, knowing when to ask for assistance and
what kinds of assistance to seek)
• Record keeping and information management
• Outside of the box thinking
• Project management
• Integrity
• Flexibility
• Quick decision making
• The ability to manage diversity
• People skills (e.g., knowing who to trust, building bridges with regulators, engaging with
consumers)

Practical steps that can be implemented now
•

Improving the reputation of farming and holding others in the industry and your
neighbours to standards of excellence.
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•

Write down the lessons you’ve learned from the drought and earthquakes. What did
you do? What worked, what didn’t.

•

Know as much as possible about your farming system. Keep good records and set
management targets.

•

Make connections with those groups or people that are pushing for change in the
industry. Explore direct consumer interaction.

Next Steps
This workshop was designed to begin the resilience conversation, but like anything important,
resilience needs to be actively built and maintained. A helpful analogy is to think of resilience as a
business’s immune system. Crises can come along and knock the immune system. Businesses then
recover and incorporate the lessons from those crises to improve their immunity to future
challenges. There are many ways businesses can build ‘healthy habits’ into their daily operations to
support their business’s immune system.
As a practical first step toward promoting ongoing resilience development, attendees were given
two homework assignments. These are outlined below.

Homework Assignment 1
Read the newspaper every day. Look out for articles on issues that might impact your organisation.
When you find something interesting chat about it with your farming partners at morning tea. This
will strengthen your ‘situational awareness’ muscle. It will make you more aware of where your
organisation sits within the world – the significance of what you’re doing, things that could impact
your business and opportunities for your business. For staff, it can help develop a sense of
connectedness with your organisation and a responsibility to be on the lookout for threats and
opportunities.
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Homework Assignment 2
Get a map of your farm and three different coloured stickers or markers. Set aside half an hour to sit
down with your farming partners and ask these questions:
1. Which tracks or farm infrastructure could be affected or cut off by a landslide?
2. Which tracks or farm infrastructure could be affected or cut off by a flood?
3. Is there anything you can do now to reduce these or any other vulnerabilities on your farm? Can you
make these improvements in a way that benefits you even if there isn’t a crisis?
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Appendix A: Workshop Agenda
Future Ready Farm Businesses
Farmers are busy people in an industry facing pressures on many fronts, but there are unprecedented
opportunities to position your business to thrive in the face of future uncertainty. North Canterbury
Drought Committee in collaboration with Resilient Organisations Ltd. (ResOrgs) are putting on a
workshop for farmers who are interested in strategic thinking and leading the primary industry toward a
more resilient future.
“Resilience” offers a whole-system perspective to examine key organisational characteristics that enable
better business-as-usual performance and future readiness for all the challenges your business will face.
Resilience integrates the concepts of risk, crisis management, business continuity planning, and
organisational learning and development to provide a platform for developing more robust and agile
businesses.

The Workshop
This half day event will provide farmers with the concepts and tools they need to begin working on
their businesses’ resilience. We encourage attendees to bring their critical farming partners (e.g.,
spouses, adult children, managers, etc.)
Venue: Cheviot Hotel
Date: 9 June 2017
10am
Welcome & Introductions
Winton Dalley (Hurunui Mayor)
10:30
Organisational Resilience: What is it and
Joanne Stevenson
how do you build it?
11
Morning Tea
11:30
Scenario Exercise: Intro & Overview
Joanne Stevenson
11:45
Scenario Exercise
People split into three or four groups. Each group receives a sealed envelope with
information about a scenario that North Canterbury farmers may face in the future.
Groups discuss their business/the industry’s vulnerabilities to this challenge and
brainstorm solutions.
12:05pm Reconvene and discuss the scenarios & other challenges and opportunities facing the
industry
1pm
Lunch
2pm
Identifying your challenges and enhancing
Tom Fraser
productivity
(Exercise + Discussion)
2:45pm Final discussion and closing
James Hoban
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Partners and Presenters
Resilient Organisations is a research and consulting group focused on helping organisations,
industries, and economies to thrive in any environment. As a social enterprise, it aims to maximize
the positive social impact its work. Resilient Organisations’ work is built on more than 10 years of
original research and engagement with businesses in many industries in New Zealand and abroad.
We believe that resilience can be systematically understood and developed.
Dr Joanne Stevenson is a Senior Analyst with Resilient Organisations Ltd.,
adjunct faculty in the Department of Management, Marketing, and
Entrepreneurship at the University of Canterbury, and farms in
partnership with her husband and his parents on their 920ha sheep and
beef farm in North Canterbury. She also co-leads the Resilience
Trajectories stream of the Resilience to Nature’s Challenges – National
Science Challenge. Joanne is a social systems researcher; her work
explores vulnerability, recovery, and resilience of social-ecological and
economic systems. She has published widely in international journals
and contributed to several books on business and community recovery
and resilience. She can be reached at joanne.stevenson@resorgs.org.nz.
Dr Tom Fraser is a farm systems scientist with 44 years in forage
research with DSIR Grasslands and AgResearch Ltd. He has conducted
research and extension in the areas of pasture establishment and
management on sheep and beef farms throughout New Zealand.
He has over 50 published papers. Tom is a past president New Zealand
Grassland, a life member New Zealand Grassland, and a recipient of the
Ray Brougham award for excellence in research and extension. He is
currently working with sheep and beef farmers throughout New Zealand
and thinks it is currently enjoying working with people at the ‘coal front’.
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Appendix B: New Research Programme
for Rural Resilience
The workshop development received input and assistance from the Rural Laboratory research team
associated with the Resilience to Nature’s Challenges – National Science Challenge. More
information on their research agenda is included here.

e

Overview
“Resilience to Nature’s Challenges – Kia manawaroa – Ngā Ā kina o Te Ao Tū roa” (RNC)
(http://resiliencechallenge.nz) is one of 11 National Science Challenges recently funded by New
Zealand’s Ministry of Business, Innovation and Employment. The challenges are strategic (10-year)
and targeted science investments focused on issues of national significance.
The overall aim of the Resilience Challenge is to enhance New Zealand’s capacity to anticipate, adapt
and thrive in the face of ever-changing environmental and geologic hazards. It is focused on the
development, discovery, and implementation of new research-based solutions for society, culture,
infrastructure, and governance to address factors that will enable a step-change in the way we
anticipate, plan for, and respond to risks and hazards.
RNC seeks to work collaboratively with government, iwi, industry, communities and other
stakeholders to build shared understanding of natural hazards and risks, and to develop practical risk
reduction solutions that informed by and relevant to stakeholder needs and priorities.

Resilient Rural Backbone programme
New Zealand is strongly reliant on primary economic activities such as forestry and farming for
economic growth and development. Together, primary industries contribute almost 10% of GDP,
and account for over 50% of export earnings. Rural New Zealand also occupies an important place in
the social and cultural life of the nation. Agricultural production is often the dominant economic
activity for large regions, and the well-being of tertiary activities and local populations is dependent
on its viability.
A ‘Resilient Rural Backbone’ is one of four co-creation laboratories (Rural, Urban, Maori, Coastal)
within RNC. We aim to enhance rural resilience through:
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•

Development of an integrated framework for assessing resilience to natural hazards
(including earthquakes, rural wildfire, drought, and tsunami) across rural value chains:
from households to regions and small to global-scale agribusinesses

•

Producing tools for resilience-interventions through comprehensive engagement and
scenario activities with key sectors, communities and regions

•

Building a researcher-stakeholder co-creation team and outreach network to act as
‘honest brokers’ for policy and practice leadership, through the development of new
networks and by linking existing land care and disaster management initiatives

These objectives are being realised through three work programmes: Resilience solutions for rural
New Zealand, Multi-level Resilience, and Wildfire Resilience. These programmes are focused on the
Kaikō ura district, the Canterbury/West Coast region, and wildfire risk in Northland respectively.

1 Resilience solutions for rural New Zealand
This programme is working with CDEM, Environment Canterbury, Kaikoura and Hurunui District
Councils, MPI and primary industry bodies to identify relevant rural stakeholders to build trust,
establish relationships, and support community agency. Over the next two months (July-August
2017) meetings with community and industry groups and local government aim to catalyse
participation in the research program, and identify key research needs to support resilience building
initiatives.
A recently produced report reviews the published literature on rural resilience in NZ to date. The
report has two aims. The first is to better understand the nature of exposure to risks and hazards:
Who and what is vulnerable in rural areas, to what stresses, and in what way? And what is the
current capacity to cope with unexpected shocks? The second aim is to determine the current state
of research, to target gaps in the knowledge base. Alongside this report a recently produced
inventory of Kaikoura-related research has been developed to inform our research program there.

2 Multi-level resilience
This programme is focused on resilience at multiple scales across rural value chains, and analyses the
economic impacts of natural hazard events on agribusinesses and tourism along the CanterburyWest Coast corridor and in Kaikoura and Hurunui districts. State-of-the-art hazards and economic
modelling are being used to gain new insight into post-event recovery through analysis of logistics
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and flow on effects for transportation and other lifelines infrastructure following a disaster. New
scenarios of a large-magnitude Alpine Fault event are being developed to better understand systemcritical vulnerabilities, and develop strategies to better manage those impacts.
Working with the community of Frans Josef, we are also developing new initiatives to enhance the
resilience of remote communities, dependent on tourism and primary industries, to respond to
disaster, and develop pathways towards greater self-determination of resilient futures.

3 Wildfire Resilience
This programme seeks to improve at-risk communities’ readiness to respond to, and recover from,
rural fire events. Working with rural communities in Kaikoura-Hurunui and Northland, the research
is developing strategies to enhance and maintain awareness of fire risk, safe use of fire, and support
preparedness for wildfires, as well as develop new understanding of Māori traditional use of fire.
The aim is to reduce losses from wildfire hazards through new community-based planning processes,
and enhanced probabilistic modelling of wildfire risk.
The ‘Resilient Rural Backbone’ research team involves academics, researchers and post-graduate
students from the University of Canterbury, Landcare Research, Lincoln University, University of
Otago, SCION, and University of Waikato. For more information on the Rural programme, please
contact Associate Professor Tom Wilson: thomas.wilson@canterbury.ac.nz
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