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PREFACE
Whole Farm Planning is a process of integrating the many factors that must be considered for successful and sustainable management of a farm.  It is something that all farmers do, if not formally than surely in an informal manner.  Whole Farm Planning is a way of preparing to make decisions on a day-to-day basis, as well as in the longer term.  

Farmers or people interested in getting started in farming have resources at their disposal for help in creating a Whole Farm Plan.  For beginning farmers the New England Small Farms Institute in Belchertown, MA maintains a library and web-based resources, and also provides workshops and training on many aspects of planning.  For help, contact NESFI at P.O. Box 608, Belchertown, MA 01007 or call (413) 323- 4531; Fax (413) 323-9594; or send an email to gnf@smallfarm.org.   A list of other sources of assistance may be found in Appendix A. 

 While there are many ways to approach the process of Whole Farm Planning, we have chosen to use the Holistic Management framework for decision-making as one of the most likely to help farmers and farm families make decisions which move them toward short-term success and long-term sustainability.  The Holistic Management framework allows farmers to consider the many factors that influence decisions such as financial objectives, environmental constraints, and family needs.  While other planning processes also consider these multiple objectives, Holistic Management has the most robust process for helping move a farm or family toward those attributes of life that they truly desire.  

The key to the Whole Farm Planning using the Holistic Management decision-making framework is the creation of a Holisticgoal.  This work, that is done by the farm family describing “what it is that we truly desire,” may be the single most important step in Whole Farm Planning, yet it is often not given adequate attention in other planning processes.  

In addition to forming the Holisticgoal, decision-makers are asked to thoroughly describe the system that is being managed, including the land base, financial resources, personal attributes, and community resources.  This description, called the Whole Under Management, is a necessary step in helping a farm family to make decisions holistically.  

Finally, Holistic Management provides users with a clear set of testing questions to be answered while making management decisions.  This threefold process, of creating the Whole Under Management, developing a Holisticgoal, and using formal test questions in making decisions, is the “guts” of Holistic Management. This workbook was designed to introduce farmers to the process of Whole Farm Planning using the Holistic Management framework for decision-making.  It does not pretend to be a complete guide to Holistic Management.  Other tools and resources are available from the Allan Savory Center for Holistic Management to help farmers improve their decision-making and manage farms more sustainably.  These may be obtained from The Savory Center for Holistic Management, 1010 Tijeras NW, Albuquerque, NM 87102, or call (505) 842-5252, Fax: (505) 843-7900, or email savorycenter@holisticmanagement.org.  

MAKING DECISIONS HOLISTICALLY

Farmers would not need a process to help them make decisions if they it was easy, or if they always made good decisions.  Most of us, at the individual, organizational and even national levels have observed seemingly rational decisions that “backfired.”  The best intentions of intelligent, well-meaning people often go awry.  The founder of the Allan Savory Center for Holistic Management, Allan Savory, noticed how human decision-making often produced unintended results.  In fact, quite often the results obtained from decisions, whether on the farm or the national policy conference table, were exactly the opposite of that intended!  Mr. Savory along with co-author Jody Butterfield, wrote about this in their book Holistic Management: A New Framework for Decision Making (See Appendix A).  

Over many years, Mr. Savory developed a framework for human decision-making that has been successfully used to manage farms and ranches, businesses and organizations, and families and personal lives.  One of the key differences between holistic and conventional decision-making is the employment of a Holisticgoal, toward which all progress is measured.  Holistic Management uses many of the same tools for decision making as conventional decision-making, such as; expert opinion, past experience, scientific research, peer input, intuition, common sense, cost/benefit analyses, laws and regulations etc.  In addition however, Holistic Management includes seven key test questions that ensure all decisions are made considering ecological principles, economic factors and social constraints, as they impact movement toward the Holisticgoal.  This workbook guides the user in the development of the Whole Under Management and a Holisticgoal, and using the testing questions for holistic decision-making.  

USING THE WORKBOOK

This brief explanation is probably not adequate to help readers fully appreciate the power of Whole Farm Planning using the Holistic Management framework.  However, in order to learn the process, it is best to “just get started.”  More explanations and examples will be provided throughout this workbook.  For now, we recommend jumping right in and giving it a try!  

The workbook will help you describe your Whole Under Management, create a temporary Holisticgoal, and begin testing decisions.  As you use the Holisticgoal for decision-making, it is likely to change (which is why the first one is called “temporary”).  Additional resources are provided both within the chapters as well as in an Appendices at the end.  Finally, if you would like further guidance, feel free to contact John M. Gerber, Professor of Plant and Soil Sciences, UMass Extension, 210 French Hall, Amherst, MA 01003, or call (413) 549-6949; FAX (413)549-3075, or email jgerber@pssci.umass.edu.  Additional information is also available on a web page at: http://www.umass.edu/umext/jgerber/hmpage/hmpage2/mainpage6.htm.

So, lets begin……

Whole Farm Planning with Holistic Management



Whole Farm Planning offers new and established farmers the management tools they need to help make decisions that move them toward short-term success and long-term sustainability (we define sustainability as economically viable, environmentally sound, and socially just).  There are many versions of Whole Farm Planning available today.  This workbook is a guide that will help farmers begin the process of Whole Farm Planning using the Holistic Management® framework1.  This framework brings current management theory and practice to the natural resource management situation by: 

· encouraging farmers to a create a Holisticgoal;  

· carefully examining and assessing all of their personal, financial, social and natural resources; 

· developing comprehensive short and long term plans; 

· making decisions on a daily basis; and 

· monitoring their progress towards meeting their Holisticgoal.  

Getting Started
Whole Farm Planning using the Holistic Management framework includes three basic steps: 

1) defining the "whole" to be managed; 

2) creating a Holisticgoal; and 

3) testing decisions against that Holisticgoal.

Each of these steps are described in this workbook.  Before getting started, you may want to read more about Holistic Management and decision-making.  If not, you may skip ahead to the section on page 4 titled “Whole Under Management.”  

1  Holistic Management is a registered trademark of the Allan Savory Center for Holistic Management
	FROM: http://www.holisticmanagement.org/ahm_nuts.cfm
Changing the Way We Make Decisions with Holistic Management

Wondering whether to change jobs? Why your land can’t produce a decent crop? How to save your city’s water supply?

Holistic Management can steer you to the answers. It requires no elaborate technology or specialized knowledge, but rather a new decision-making process that gives us the ability to design and to plan the future we want while ensuring that the environment can sustain it. 

The new decision-making process can serve to manage a farm, a national park, or a city’s water supply, or one’s personal life, a household, a corporation, or organization of any kind. It also can be used to diagnose the underlying cause of many problems, to assess a variety of policies, and to make research more relevant to management needs.

In brief, you begin by defining the entity being managed in terms of the people responsible for its management and the resources available to them. These people then form what we refer to as a holistic goal that describes the quality of life they collectively seek, what they have to produce to create that quality of life, and a description of the resource base they depend upon as it will have to be, far into the future, to sustain what they must produce to create the quality of life they envision.

Making Decisions Based on Seven Simple Questions

All the decisions they make in planning how to reach the holistic goal, or in addressing problems or opportunities that arise along the way, are evaluated according to the same criteria they have always used. In addition, however, they finally ask seven simple questions to ensure their decisions are socially, environmentally and economically sound and will lead them toward the holistic goal. In other words, any action taken to deal with a problem, to reach an objective, or to meet a basic need, should accomplish what is required, but should also enhance progress toward the holistic goal. To ensure that this happens, a feedback loop is established so that if monitoring shows the decision is not taking you where you want to go, you can act immediately to correct it.

This might seem a lot with which to concern yourself just to make a decision, and it is. However, once the idea is grasped, and as people become increasingly committed to the achievement of their holistic goal, making decisions this way is no more time consuming than before. In fact, the process often enables you to reach a decision more quickly, particularly when the decision is a difficult one.

Those working in leading-edge corporations today will find much in this process that is familiar to them. The quality of life portion of the holistic goal is similar to corporate mission statements when those statements genuinely reflect shared values. The next two parts of the holistic goal are just as critical, and are a new development. Feedback loops are also used routinely in many quality-conscious corporations, and have been written about extensively. One or two of the seven questions might also be familiar and, in some cases, routinely used in corporate decision-making.

There will be much that is genuinely new, however, largely because these ideas originated in a drive to restore deteriorating environments, rather than to enhance the corporate bottom line. We soon found, of course, that it was impossible to make any real progress on the land unless we consistently examined the financial and social consequences of any decision, just as corporations increasingly find that black ink turns red when they don't consider the environmental and social consequences of their decisions.

Reconnect to the Land With Holistic Management

If you are one of many who feel disconnected from the land, our hope is that through Holistic Management you will re-establish that connection. We can guarantee that you will never view the land the same way again. Most of our experience thus far has been gained in working with people living on the land and attempting to make their living from it. Much of what they struggle with in attempting to do that, is what people everywhere struggle with in making a living or a life together. In that sense, Holistic Management speaks to everyone.

Those who are looking for the way to solve the ever escalating problems we face, won't find it in Holistic Management. There is no one way, and no one answer, to any problem, and never can be. There are millions of answers and potential solutions, and these have to be worked out case by case, situation by situation, by people who are driven by a desire for something better. Holistic Management merely empowers people to identify and achieve what is best for them.

For more information contact; 

The Allan Savory Center for Holistic Management

1010 Tijeras NW

Albuquerque, NM 87102

Tel: (505) 842-5252

Fax: (505) 843-7900 

savorycenter@holisticmanagement.org
http://www.holisticmanagement.org



The “Whole Under Management”


The first step in developing a Whole Farm Plan using Holistic Management is to describe the “whole being managed.”  While this might seem obvious, careful thought and a little work with pencil and paper will most likely show you that the system you are managing is larger and more complex than you think.  For example, is the “whole” you are managing a farm?  If so, where does the farm end?  You might think the farm ends at the farm gate.  If so, ask yourself  “are you managing a relationship with people beyond the farm gate?”  What about your suppliers, buyers, neighbors, competitors?  Your “whole” is probably much larger than the immediate land area you farm.

You might also ask yourself, who are the key decision-makers involved in your “whole under management?”  Yourself, to be sure.  But what about family members?  What about your financial lenders?  Partners?  Do they have “veto-power” over any of your decisions?  If so, they are key decision-makers too.  So, before we get too far along in planning, it is a useful early step to define your “whole under management.”  There are three components of the whole under management that we will look at carefully.  

1. The decision-maker

2. The resource base, and;

3. The money available.

Think about these as your “whole”….



If you feel “stuck,” try the Mind Mapping tool in Appendix B.

1. The Decision-Makers

So who are the decision-makers in your “whole under management?”  Lets list them, starting with yourself….

· Me

· Spouse and/or partner

· Children

· Other family members

· Key management staff

· Board of Directors (if you are a non-profit)

· Others….

To decide who is a decision-maker in this framework, ask yourself the question “who might help make the decisions some of the time or who has veto power over decisions made in this whole?”  So, list them…

For now, if a person comes to mind, just put their name down on paper.  Don’t be too judgmental or critical of the list at first.  You will probably change it later.  Just get some names down on paper.  A person who is a decision-maker for some aspect of your farm may or may not be a decision-maker for another aspect.  For now, lets just make the list!

2. The Resource Base

Now comes the more interesting part.  Lets look at the people and things that make up your resource base.  These are the things you have to manage which can move you toward or away from your Holisticgoal.  People who are key but not decision-makers go here, because while you probably don’t manage them, you do manage your relationship with these folks.  So, lets start with the people…

a. Who influences decisions in your whole under management?  This might be anyone you considered above, but then decided probably don’t really have veto power.  Whom do we rely on?  Who do we affect or influence and might be considered in decision-making?  

b. What major possessions do we have that are important to our “whole under management?”  This might be quite an extensive list, so lets start with some broad categories of buildings, equipment, land.  These are pretty obvious.  The resources on this list do not have to be owned, but are available for your use.  If you want to do a thorough job of this, we suggest that you create a mind map of your resource base. 

For now if it comes to mind, just put it down on paper.  Don’t be too judgmental or critical of your first list.  Just try it!  If you feel a bit stuck, try the “mind map” technique described in Appendix B.  

3. Money

Finally, lets list the money you have available.  This would include savings, credit, inventory that is easy to liquidate (not farm equipment, but farm products still in storage for example).  While money is obviously part of your resource base we are listing it separately for now.  When you develop your financial plan, you will need to know how much money you can invest in income-generating activities.  So, we list it here.  Think about:

· Income

· Savings

· Bank credit

· Friends and family 

· Investments

· Inventory

And then make your own list:

Now, go back and review all three components of the Whole Under Management.  Don’t be too particular about what to keep and what to cut for now.  Just get a “big picture” view of the whole system you are managing.  

It might be helpful to put it all on a single piece of paper, as on the next page.  This is your first draft of your Whole Under Management.  If you are not satisfied with your first attempt just move along and return to it later.  The tools in Appendix B might help.  You can always try, try again!

Here is an example of a Whole Under Management diagram.  Try your own!
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FROM: At Home with Holistic Management: Creating a Life of Meaning by Ann Adams. 

The Holisticgoal



Central to Whole Farm Planning using the Holistic Management framework is creating a Holisticgoal.  The Holisticgoal is used as the “measure of success” as farmers and the farm family work to balance the need to improve their overall quality of life, including financial security, social and community harmony, and the quality of the surrounding land and environment.  All farmers plan all the time.  Sometimes these are formal written plans, other times not.  Among the many planning factors farmers consider are:

· Financial

· Production plan

· Marketing plan

· Land use plan

· Biological or conservation plan

Each of these considerations is generally factored into decision-making (with financial success often outweighing other considerations).  Competing objectives always seem to plague decision-makers, including farmers, but Holistic Management allows you to evaluate all decisions and all plans against the standard of that which you truly desire.  Decisions and planning should always move you toward your Holisticgoal.  For this reason, if you do nothing else in whole farm planning, do create a Holisticgoal.  

If you are ready to get started, go ahead to page 10 titled “Worksheets to Create a Holisticgoal” and just do it.  If you’d like some guidance first, you may read the next page and and/or try out some of the tools in Appendix C.  

Appendix C includes:

1. A Few Guidelines for Forming a Holisiticgoal.

2. Your “Wheel of Life”

3. Key Words for writing a Quality of Life Statement

They may be useful.  Why not give one of them a try?

FROM: http://www.holisticmanagement.org/ahm_goal.cfm

	Goal Setting: What Do You Genuinely Value and Hope to Accomplish?
           From time immemorial, human goals have driven human actions: to make a spear,

           build a dwelling, buy a car, get an education, reach the moon. Yet when these  

           goals were met, it was often at the long-term expense of other factors we failed to

           consider. None of our goals seemed to provide the guidance needed when it came

           to managing the whole of a situation. What was really needed was a goal that

           catered for immediate and long term needs, human values, economies, and

           the environment.

           The holistic goal meets these requirements. Much of what is expressed in its first 

           two parts — quality of life and forms of production — speaks to immediate needs:

           people want a better life now and to produce the things that lead to it. But both 

           these parts also contain idealistic elements that may not be achieved in a single 

           lifetime.  The future resource base always speaks to the long term, as it must if it is

           to sustain the rest of what the holistic goal encompasses.

           The first step in forming a holistic goal is to define the whole your management

           encompasses: The decision makers involved (who will form the holistic goal), the

           resources available to them, and the money they have or can generate. All of the

           decision makers — and it is important that all of them be included — then form 

           the holistic goal. It’s important that it be done in the following order because each 

           part of the goal builds on the previous one: 

           Quality of Life – an expression of the way people want their lives, in this 

            particular whole, to be, and what they ultimately want to accomplish together, 

            based upon what they value most;

           Forms of Production – what the people need to produce to create that quality of

           life and to run the business or entity;

           Future Resource Base – what the resource base must be like far into the future in

           order to truly sustain the forms of production specified.

For more contact; The Allan Savory Center for Holistic Management


The following worksheets were adapted by John Gerber from a worksheets developed by Rio de la Vista, Chair of the Board of the Allan Savory Center for Holistic Management.  
Worksheets to Create a Holisticgoal
Introduction: 

A Holisticgoal is the heart of Holistic Management. For any given whole (the decision makers, resources and money being managed), it provides personal direction and can pull a group of people together through shared values and desired lifestyles   It gives us a way to evaluate our decisions and actions to ensure that we are using our time, resources and money to move us toward what we value most—for both the short and long term. 

A Holisticgoal is distinct from what we conventionally think of as a goal or objective. While it is a single, comprehensive statement, it is formed in three parts.  It begins with…
1) the desired quality of life, based upon what people value most deeply; then it…
2) addresses the ways to actually produce that quality of life; and finally it answers the questions….

3) what will sustain this desired quality of life far into the future.

Remember, this is a living document. Just as we change and circumstances change so does every Holisticgoal change and evolve.  To see a few guidelines to help you think about your Holisticgoal, see Appendix C.  

Part One of your Holisticgoal: Quality of Life 

Essentially, this first part of the Holisticgoal answers the question: "How do we want our lives to be, based upon what we value most, in the context of the whole we are managing?"   Remember, this need not be how things are now, but how you wish them to be and what you are willing to work toward. How do you want to feel, how do you want to be, most of the time?

Quality of Life refers to all aspects of your life experience within this particular context, including but by no means limited to the questions below. You may want to take time individually to write your answers to the following questions. These questions are simply designed to get your mind engaged in the process. Anything that is important to you should be included.

Do try to articulate the qualities you want and value, rather than how you will attain them. There are many ways to achieve things and no reason to limit you in that regard now.  Now, answer the following questions – in writing!  It is best to do this individually at first.

· What are the three things that you really like about your life right now?

· What three things about your life would you like to change if you could?

· Name several talents or skills that you have and that you enjoy contributing to your farm, family and community.

· What are three talents or skills that your spouse (or parent, child, hired person, or business partner) contributes to the farm, family and community that you really appreciate.

· What would you like to be doing 10 years from now?  What sort of changes would be necessary to bring that life to reality?

· What was the biggest change on your farm in the last five years?  How did that change affect you?  How did it affect your spouse, child, hired person, business partner, or neighbors?

· What is the best part of your day?

Once you have some writing done, take phrases from your QOL statement and list them in the left column of a table like this one.  

	Quality of Life phrase
	What will that give me?
	What will that give me?
	Now, what will THAT give me?

	1. 


	
	
	

	2. 


	
	
	

	3. 


	
	
	

	4. 


	
	
	

	5. 


	
	
	

	6. 


	
	
	

	7. 


	
	
	


Now for each phrase, ask yourself “what would that give me?”  Ask it again and again, until you are sure the phrase is truly fundamental to your desired Quality of Life.  This is the beginning of a really fundamental QOL statement that expresses your core values.  Once you have ten or twenty phrases that seem truly fundamental you can rewrite your Quality of Life statement more clearly.  Start with  “I want…”  

When each decision-maker has written a Quality of Life statement, you should work together to create a combined statement.  You may want to go back and use these tables again for the combined statement.  Don’t be too hard on yourselves.  Get a draft statement written to use for making decisions.  You will probably change it later.  

If you are stuck here, have a look at some of the tools in Appendix C to get you started.  Once you have a draft Quality of Life Statement, move on to Part Two.  You may want to read some of the guidelines in Appendix D. 

Part Two of your Holistic Goal: Forms of Production
“What must we produce in order to create the quality of life we want?”
This question refers to all of the aspects described above: the human relationships, the working environment, financial well-being and achieving the ideal life you have expressed.  If certain qualities already exist, consider how we are already producing them and be sure to include that in this section.  If other qualities are desired but are currently not being fulfilled, ask yourself: “What has to happen in order for you to experience this quality?  What are we doing or not doing now, or what don’t we have now, that is preventing us from achieving this aspect of the quality of life we want?”  Note that often one form of production will produce numerous qualities.  It may be helpful to begin your sentences with the words:  “We will produce....”  

Think about “what do you have to produce materially as well as interpersonally in order to move toward the desired QOL?”  For example, if you said time with your family or friends was important to you, then you must produce something (time, ritual, commitment) to spend time with them.  Other Forms of Production may include things like; a debt-free life, open communication with my neighbors, a steady income, trust in my co-workers, a healthy lifestyle, a sense of inner peace, etc.  Try to keep it essential.  

For EACH of the QOL statements in the table above (left column), answer the question “what do I have to produce to get this?”  You can use another table, if it helps.

	Quality of Life phrase
	What do I have to produce to get this?

	1. 


	

	2. 


	

	3. 


	

	4. 


	

	5. 


	

	6. 


	

	7. 


	


Make sure you have a Form of Production for each main statement from your QOL.  Rewrite, edit, and change the QOL components as needed.  

Now you can edit your quality of life statement once again.  If one Form of Production provides more than one Quality of Life component, maybe those components are not really that different.  Often you will be able to simplify the Quality of Life statement using this tool.  

Again, make sure you have a Form of Production for each main statement from your QOL.   If you are not sure you have it right, review the suggestions in Appendix D.

Take a breath before you move on to Part Three.  This is a lot of work!

Part Three of your Holistic Goal: The Future Resource Base:
“If we are to have the Quality of Life we desire, produced by the Forms of Production we identified, what must the resources we depend upon be like far into the future?”  

The final step is to describe the Future Resource Base needed to sustain your desired Quality of Life.  It may be helpful to review the suggestions in Appendix D before getting started.  

Ask yourself “what do I need to sustain these forms of production, and thus my QOL over time?  Look at who and what currently supports you now.  Make sure to include these things in your assessment, as they will have to be in the future.  Make sure you include the following three components of the Future Resource Base:

1. Yourself – what must you be like in the future?  Describe yourself as you hope others might describe you.

2. The landscape – what must the land be like in the future to support the quality of life you desire?  Describe the physical landscape that you hope to live nearby.  Describe the natural resources either immediately under your management in your region.

3. Your community – what must your community be like in the future to support the quality of life you desire?  Describe the attributes of the community you hope to live in.  Consider things like common values, civic activities, health services, schooling, recreation and other community resources.  

Again, review the suggestions in Appendix D if you are confused.  Then, just do it!

SUMMARY:  When you complete this section, you have a temporary Holisticgoal.  You may want to change some statements as you begin using the Holisticgoal to test decisions.  But for now, be sure to celebrate!  

When you are ready, you may begin testing decisions against your new temporary Holisticgoal.

Testing Decisions Toward Your Holistic Goal
Now that you have a Holisticgoal, you need to “do something” to move you toward it.   Holistic Management testing questions are tools that will guide you along the way.  Decision-making can be stressful, especially when you’re in crisis or when the decision is really important.  If you look at how people or businesses get “off track” and wonder what happened, it usually not any one big decision but a series of small decisions that they made over time (each apparently rational) that resulted in the current situation.  

Prior to making major decisions most of us consciously choose to do some research, follow our intuition, ask for advice, think about past experiences or respond out of habit or instinct.  And often times, little unconscious decisions can lead us to big unconscious ones that take us in a direction we never intended. 

With Holistic Management, you can more consistently make conscious decisions because you have a reason to take that extra effort.  You have  clear destination (your Holisticgoal) and you have the tools (the testing questions) to help you move in that direction.  

So lets give it a try.

How to Use the Testing Questions
Anytime you’re ready to make a decision, big or small, think about your Holisticgoal and ask yourself the series of testing questions listed in the box below.  If it’s a complicated situation, put your written Holisticgoal in front of you.  If the answers to the questions suggest that this decision will move you toward your Holisticgoal, you may want to act on it.  If the decision doesn’t’ pass most of the tests, then:

1. don’t do it

2. rethink the action

3. rethink your Holisticgoal

NOTE: This section was adapted from: At Home with Holistic Management: Creating a Life of Meaning by Ann Adams. 

	Testing Your Decisions: Are They Economically, Environmentally and Socially Sound?

You might be deciding how to rid your home of pests, whether to grow organic or conventional apples, or whether to add a staff member. How can you be sure that what you decide is best for you both short- and long-term? Run that decision through seven simple tests before you make up your mind.

When asked and answered in quick succession, the testing questions enable you to see the likely effect of any decision on the whole you manage. You don't want to dwell on any one test to the point that you lose sight of the picture formed by scanning them all. With this picture in sight, you can be fairly sure that any decision tested is not only economically sound but simultaneously environmentally and socially sound, both short- and long-term.

The tests are:

· Cause and Effect – Does this action address the root cause of the problem?

· Weak Link
· Social – Have I/we considered and/or addressed any confusion, anger, or opposition this action could create with people whose support I/we need in the near or distant future?

· Biological (used only when dealing with problem organisms) – Does this action address the weakest point in the life cycle of this organism?

· Financial – Does this action strengthen the weakest link in the chain of production?

· Marginal Reaction (used only when comparing two or more actions) – Which action provides the greatest return, in terms of my/our holistic goal, for the time and money spent?

· Gross Profit Analysis (used only when comparing two or more enterprises) – Which enterprises contribute the most to covering the overheads of the business?

· Energy/Money Source and Use – Is the energy or money to be used in this action derived from the most appropriate source in terms of my/our holistic goal? Will the way in which the energy or money is to be used lead toward my/our holistic goal?

· Sustainability –If I/we take this action, will it lead toward or away from the future resource base described in my/our holistic goal?

· Society and Culture – Considering all the questions and my/our holistic goal, how do I/we feel about this action now?

Some tests will not apply to certain decisions, and can be skipped. Some tests will raise points you will again consider in other tests. This testing should take you minutes, rather than hours. Once you are familiar with the tests and have internalized the questions, the testing will be accomplished in seconds, and will be something you begin to do subconsciously.  See Appendix E for help and further information on testing.  


ADAPTED FROM: http://www.holisticmanagement.org/ahm_test.cfm.  

This record sheet might be helpful. From: At Home with Holistic Management: Creating a Life of Meaning by Ann Adams. 
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Proposed Action:
Problem (if dealing with a problem):

Alternatives being compared: 1. 2. 3.
Cause and Effect: Does this action address the root cause of the problem?
Weak Link

Social: Could this action, due to prevailing attitudes and beliefs, create a weak link in the chain
of actions leading toward your holistic goal?

Biological: (problem organism)
Does this action address the weakest point in the life cycle of this organism?
Are we dealing with too many or too few organisms?
What is the weakest point in its life cycle?

Does this action deal with it at this point?
Financial: Does this action strengthen the weakest link in the chain of production?

Marginal Reaction (Comparing two or more actions):

Which action provides the greatest return, in terms of your holistic goal, for the time and
money spent when compared to the alternatives?

1. 2. 3.

Estimate of dollars spent:

Estimate hours of labor:

Gross Profit Analysis (Comparing two or more enterprises):

Which enterprises contribute the most to covering the overheads of the business?

Energy/Money, Source & Use:
® s the energy or money to be used derived from the most appropriate source in terms of
your holistic goal?

® Will the way in which the energy or money is to be used lead toward your holistic goal?

Input testing for: Energy Money
Source of input

Is it consumptive?

Does it create dependency?

Sustainability:
If you take this action, will it lead toward or away from your future resource base?

Society & Culture:

How do you feel about this action now?
® Will it lead to the quality of life you desire?

® Will it adversely affect the lives of others?

Result of this testing:

Fail

Monitoring*:

If this possible action passes, assume it’s wrong if it affects the environment.
How will we know if it is a mistake (early warning criteria)?

1.
2.
3.

* Monitoring is covered in Chapter Seven.





Other resources on testing are found in Appendix E, including:

1. Testing Your Decisions – more information on how to test decisions and use the testing questions.

2. Decision Testing Worksheet and Record – a “long form” to guide you through the testing questions.  

And finally….

The key to making holistic decision-making work for you is to try it.  

Appendices

The following materials have been included in this workbook to help you learn and practice holistic decision-making:

Appendix A – Additional Resources on Whole Farm Planning

Appendix B – Mind Mapping Your Whole Under Management

Appendix C – Tools to help you create a Quality of Life 

Statement

Appendix D – Future Resource Base and Forms of Production

Appendix E – Testing Your Decisions and A Worksheet

Appendix F – Holistic Management: A Whole-Farm Decision 

Making Framework 

Appendix A

Additional Resources on Whole Farm Planning

Or, where do I go next?

One of the questions people ask about Holistic Management, is okay I get it (well, sort of) but NOW WHAT DO I DO?

If you want to talk with someone about your ideas, questions or goals, contact a Holistic Management Certified Educator or a member of the Northeast HM Certified Educator Class through The Allan Savory Center for Holistic Management.  

Another way to keep learning is to form a small study group and begin helping each other.  Of course, there are some resources available on Holistic Management if you want to take this practice to your farm, business, or family.  The best are probably:

· At Home with Holistic Management: Creating a Life of Meaning by Ann Adams.  This very practical workbook. will help you get started with HM and particularly get into managing your finances holistically.  

· The more comprehensive manual for businesses (especially those managing land) is; Holistic Management: A new Framework for Decision-Making by Allan Savory and Jody Butterfield.  

Both of these books may be ordered from the Savory Center.  Check out the web page for these resources and others at:

http://www.holisticmanagement.org
At this web page you will find free on-line resources and writings, a list of workshops on HM around the world, and a way to purchase videotapes, audiotapes, books etc.  

We encourage those interested in Whole Farm Planning using the Holistic Managmement framework to examine the following web resources learn more.  

· ATTRA page describing Whole Farm Planning using a Holistic Management framework: http://www.attra.org/attra-pub/holistic.html (also included here).
· Kansas State University webpage on Whole Farm Planning: 




 http://www.oznet.ksu.edu/library/hort2/MF2403.pdf
· Kansas State University webpage with a list of lots of planning tools: 



 http://www.oznet.ksu.edu/kcsaac/Pubs_kcsaac/ksas3.htm
· University of Minnesota webpage comparing different whole farm planning frameworks: http://www.extension.umn.edu/distribution/businessmanagement/DF6985.html
Who to call
I am a participant in the Northeast Holistic Management Certified Educators program.  I’m available for individual consultation on Whole Farm Planning using the Holistic Management framework on a limited basis at no charge.  

Dr. John M. Gerber
Professor of Plant and Soil Sciences

UMass Extension
210 French Hall
University of Massachusetts Amherst
Amherst, MA 01003
(413)545-5301
jgerber@pssci.umass.edu
http://www.umass.edu/umext/jgerber/
The principle organizational partners in this work are:

The Allan Savory Center for Holistic Management
1010 Tijeras NW

Albuquerque, NM 87102

Tel: (505) 842-5252

Fax: (505) 843-7900

savorycenter@holisticmanagement.org
http://www.holisticmanagement.org/
The New England Small Farms Institute
275 Jackson St.

Belchertown, MA 01007

413-323-4531  (voice) 

413-323 -9594   (fax) 

info@smallfarm.org 

http://www.smallfarm.org/
Appendix B
Mind Mapping Your Whole Under Management

To help you realize the full extent of your Resource Base, the Mind Mapping tool might prove useful.  It also helps when you “just can’t get started.”  Here are some instructions and a very simple example.  

[image: image3.png]exercise 4-1.

mindmapping
your whole

purpose:

what is our
“whole”

Look at the sample mindmap on the following page to see what a
mindmap can look like. This exercise will show you how you
influence or are influenced by the whole you have defined. In the
empty space below the example, map out your family’s whole (or
any other whole that you might be trying to manage—business,
ity, individual, etc.). ¥

yone that is a decisionmaker in the bubble in the middle of
the page. (Decision makers are those who are currently making
decisions, have veto power, or who make decisions within the
whole at least some of the time—in a family that might include
children or elderly parents).

2) Now, list all the resources (people or assets) available to you on
a separate piece of paper, or just start weaving them into the

1) Put anyo

mindmap you are creating. When you do this, make sure you draw
lines between the bubbles to show the relationship or connections
between the various resources.

3) Consider who and what you already have that are important to
you and to the quality of life for the whole you are managing.
Think about who or what contributes to your emotional, financial,
physical, social, intellectual, spiritual, and aesthetic well-being,
Also think about all those who impact you or are impacted by you.
These are additional resources you have in your resource base.

The purpose of this exercise is to help you define what it is you are
managing and (o recognize what resources you, as an individual or
as a family, already have that you can use to increase the quality
of life. This exercise also helps you realize all of the resources that
you affect o can influence. The mind map helps you see what
resources are most important in your life, which ones you have
more control over than others, and which ones affect you the most.
‘This is important information to remember when you are making
plans and decisions later. 3





FROM: At Home with Holistic Management: Creating a Life of Meaning by Ann Adams, available from The Allan Savory Center for Holistic Management.
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Now try your own….

Appendix C
Tools to help you create a Quality of Life Statement

If you feel a bit stuck here, these tools may be useful.  Try one!

A Few Guidelines for Forming a Holisticgoal

 A.  The decision-makers (as defined in the Whole Under Management) should be the ones creating the Holisticgoal.

Use your best judgment who to include here.  If someone has veto power over your farming operation (such as a parent or partner), even though they are not involved in daily decision-making, they must be included.  If someone will be directly and significantly impacted by decisions made on the farm (such as a spouse or teenage child), they should be included. 

B. The holisticgoal should be stated in the positive!

Strive to state 100% what you want and 0% what you don’t want. Avoid referring to any problems in your holisticgoal, unless you want

more problems!

C. The holisticgoal should have 3 interrelated components.

They are: 1) a Quality of Life statement; 2) Forms of Production (that is what you need to produce to create the desired Quality of Life); and 3) Future Resource Base (what the future must look like to sustain your desired Quality of Life).
D. While all of the decision-makers need to be involved in creating the holisticgoal, there may be times when you need to work alone.    

Take your time to develop the holisticgoal and remember that your first draft should be considered temporary. Creating the holisticgoal is

an iterative process in which you will do some writing, some thinking, some talking, and then do it all over again.   
These guidelines were adapted from worksheets developed by Rio de la Vista. 

Your Wheel of Life

The purpose of this exercise is to begin clarifying a personal (temporary) Holisticgoal.  Put your name in the hub of the wheel, then put an “X” in relation to your satisfaction on each of the spokes of your life.  (“1” being not satisfied, and “10” being very satisfied with your accomplishments in that spoke.)  
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The next page provides some guidelines to help you make your decisions.


FAMILY
- Do you enjoy your relationship with your family?

COMMUNITY  - Are you an active participant working for something or 

somebody, rather than opposing people and issues?


EDUCATION 
   - Comprises all learning experiences and is more than formal 

classroom activities.  The pursuit of education should be a continual, life-long  process enjoyed for itself, not only as a necessary requirement for a specific goal.


CAREER
 - Are you in, or working toward, your desired career goal?  The 

big question here is, do you generally look eagerly forward 

to Monday - or Friday?  If your answer is “Friday”, then 

maybe you should consider re-evaluating your career 

choice.


FINANCES
 - Finances are not about possessing tremendous net worth - or 

sizable current income, but are about providing adequate 

income for today, tomorrow, and for years to come, in 

which you feel financially comfortable.


HEALTH
- Optimal health positively affects all areas of your life, and makes 

every endeavor possible.  Health refers to both your 

physical and mental well-being.


LEISURE
- Leisure time is a reprieve from the normal routine.  Are your 

pastimes fulfilling, stimulating, pleasurable and relaxing?  

Leisure time may be combined with other “quality of life” 

factors which provide a balanced life.  Whether an activity 

is leisure or work depends largely on your own perception.



SPIRITUALITY - Spirituality has to do with your personal beliefs, and ethical 

practices.  Spirituality need not be the same as religion.  

Some religious people may not really be “spiritual” and 

some spiritual people may not necessarily be “religious”. 

There are many ways to help others, but offering a “helping 

hand” instead of a “handout” produces longer lasting 

results.

After you have placed “X’s” on each spoke, connect the “X’s” with a line that will represent your wheel.  As you roll through life, how will your ride feel?  - bumpy?   -smooth?  If it’s round, but small - how fast will the hub (you) have to turn to keep up?  Now go back to the worksheets and try to write a Holisitcgoal.

This exercise was borrowed from Bill Burrows, a Certified Educator of the Allan Savory Center for Holistic Management.  

Key Words for Writing a Quality of Life Statement

It may be helpful to select some words that you can incorporate in your Quality of Life Statement.  First, cross of the words that you don’t want in your statement.  Next, circle the ones that “feel right” and you may want to include.  Finally, try to cut the list to 10 or 12 that will be used to begin writing your QOL statement.  

debt free


comfortable


freedom/opportunity

health



fun



financial security

spiritual fulfillment

community connection
challenge

personal growth

contribution


recognition

close family


open communication

connection with neighbors

family work together

time for rest


meaningful work

learning


companionship

welcoming home

excited about work

excited about play

live simply

content



secure



serene

happy



joyous



satisfied

good relationship

productive


stable

without restrictions

wealthy


successful

ethical



change



famous

helping others


honest



independent

adventure


privacy



service

religion


reputation


sophistication

status



wisdom


order

tranquility


loyalty



integrity

physical challenge

pleasure


affection

creativity


expertise


fast-paced

excitement


cooperation


knowledge

leadership


inner harmony


nationalistic

compassion


truth



patriotic

idealistic


laughter


open

promote


fun environment

options

breathe



grounded


redefined success

soul



eat well


community self-reliance

live free


connected


love

power



respect



ecological balance

diversity


culture



ambition

Now, try writing….

Appendix D
Suggestions for developing the Future Resource Base and Forms of Production of the Holisticgoal 1
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Defining Forms of Production

by Arne Vanderburg & Allan Savory

he things you have to produce

to create the quality of life you

envision will take many forms,
and thus we refer to this second part of
the holistic goal as forms of production.
Many of these “products” will be derived
from the resource base defined in your
whole, as well as from the money you have
or can generate. Others will be derived solely
from the creativity and skills of the decision-
makers. If the resource base changes—land
is sold or bought or a business diversifies or
is sold—then all aspects of the holistic goal
generally change.

Each of the needs or desires expressed
in your quality of life statement will have to
be met by some form of production. This
doesn't mean that you merely go through
each phrase in your statement and create a
“product” to match it. It takes a little more
thought than that. It becomes helpful if you
ask the question:

“What don’t we bave now, or what
- _aren’t we doing now), that 1s preventing us

from achieving this””

Rephrase the answer in positive terms
and you will know what you have to
produce. One form of production might meet

several of the needs described, and vice versa.

If yours is an organization formed for a
specific purpose, you will need to ensure
that what you must produce to meet that
purpose is included here. At least one form
of production will be to produce what you
were specifically formed to produce, but
other forms of production are likely to be
influenced, and clarified, if your stated
purpose is taken into account when
expressing them.

If any of the desires included in your
quality of life statement will require money
to produce—to be debt free” for instance,
or “financially secure’—then profit from
whatever source(s) you specify, will need to
be a form of production in most cases. In
specifying the sources for that profit, it is
important to do so in very general terms,
The details of what you produce are
decisions that should be tested toward
your holistic goal.

People often have trouble seeing beyond
what is familiar and comfortable. Being
creatures of habit, well often continue to do
things because we're used to doing them,
even when they prove detrimental. In
defining your forms of production then, don't
be limited by what you currently do. Expand
the possibilities into new and different areas—
areas that are consistent with your values.
Most people leave the door open for future
forms of production by simply listing,
“anything that does not conflict with our
values” When you later create a holistic
financial plan and brainstorm new sources
of income, new forms of production often
come to light and begin to make that phrase
more specific.

Things to Avoid

m Don't skip the forms of production and
go directly to describing the future resource
base. Tt is important to develop the three
aspects of the holistic goal in a specific order.
Just as the forms of production support the
quality of life statement, the future resource
base supports the forms of production. What
you describe in the future resource base
must sustain what you have to produce,
indefinitely. Therefore, any time you describe
a future resource base before you know what
you have to produce, the description is
meaningless.

B Keep “how t0's” out of the forms of
production. This usually happens when
naming items you will profit from. A rancher
might list “profit from Beefmaster calves”
when it should be simply “profit from
livestock.” How he’s going to do it—the kind
of livestock, the breed, and the stage of sale
(calves versus older animals)—should be fested
toward the holistic goal, and therefore cannot
be in the holistic goal.

These first two parts of the holistic goal
speak largely to immediate needs in that
you want these results as quickly as you
can begin to achieve them. Now move on
to the final part of the holistic goal, which
addresses long term needs—looking to the
future, and largely ignoring the present
situation.
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Describing the Future Resource Base

n describing your future resource base
you need to consider how it must be
many years from now if it is to sustain
what you have to produce to create the
quality of life you want. When you later
make decisions that deal with some of
the immediate needs described in the first
two parts of your holistic goal, you will
be weighing them also against this long-
term vision.

There are several different elements to
consider in describing your future resource
base. Two that always should be addressed
are the people you included in the resource
base when defining your whole, and the
land, even if you did not make reference to
it when defining your whole, and even when
you operate a business that has no direct
connection to the land. Other elements that
you should consider, if they aren’t already
listed in your resource base, are the
community you live or work in and the
services available in that community. There
are likely to be more elements depending on
the circumstances and the whole defined.

The People

Most businesses, organizations, and
families, with few exceptions, will have
clients, customers, suppliers, supporters,
members, advisors and/or others who in one
way or another are critical to the health and
future of that entity. You will have listed
many of these people in the resource base
defined in your whole. You may now need to
add others as well

How can you describe such people far
into the future? You can't. Would it help you
1o make better decisions if you could? Not
really. What is more critical is to describe how

The Land

When what you produce to meet your
quality of life or stated purpose does not
come directly from the land, or when the
whole defined does not include land under
your management, you may wonder why
land should figure at all in the description
of your future resource base. It needs to be
simply because in the long term, the well-
being of any family, business or community
is dependent on the stability and productivity
of the land surrounding them.

Some people might feel inadequate to the
task, but you don't need a scientific
background to be able to express a need
for surroundings that are stable, productive
and healthy, with clean and clear-running
rivers, covered—rather than bare—soils,
and prosperous, healthy rural and urban
communities. And this would be enough of a
description to begin testing decisions toward.

When what you have to produce to
create the quality of life you envision comes
directly from land you manage, you need to
provide a fairly detailed description of what
that land must look like far into the future.
You must also describe how the fundamental
processes at work in any environment—water
and mineral cycles, community dynamics and
energy flow—will have to function. As with
the rest of your holistic goal, you will refine
how you describe the land in your future
resource base over time as you learn more

you must be far into the future, not them. So,
when describing the people in your future
resource hase, you describe how you and
your business, organization, family, or
whatever, will have to be perceived, far into
the future, for these people to remain loyal to
you, respectful, or supportive, or whatever is
required. Vary the attributes according to the
people you are concerned about, whether
they are clients and suppliers, extended
family, environmental groups, or a
representative from a regulatory agency.
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by Jody Butterfield

about that land and what it is capable of
producing, and as testing decisions forces
you to become more specific.

The Community You Live Or Work In

It is also important to_describe the type of
community you want to live in, or in which

your business is located, since many of your

future resources may be derived from that
community and what you produce may
depend upon them. Though many of the
decisions you make will not have a direct
bearing on the future of your community,
many will indirectly, and cumulatively they
will be felt.

The Services Available In
Your Community

In some cases, you might want to list
the services that you would need in your
community. Although you may lack the bank,
the library, or the medical services you need
today, you know that the future health and
well-being of your community, your business
and family are dependent on them. What you
have to produce may be dependent on these
services as well, or unable to be sustained
without them.

Once you have thought through and
described all the elements that make up
your future resource base, you will have
a holistic goal. ¥

I SO

L e





1 These page are from a Special Edition of In Practice, the quarterly magazine of the Allan Savory Center for Holistic Management
Appendix E [image: image8.png]Testing Your Decisions

he next few pages describe seven

simple tests in the form of one or

two questions you ask yourself prior
to implementing any decision. When asked
and answered in quick succession, the testing
questions enable you to see the likely effect of
any decision on the whole you manage. You
don't want to dwell on any one test to the
point that you lose sight of the picture
formed by scanning them all. With this
picture in sight, you can be fairly sure that
any decision tested is not only economically
sound but simultaneously environmentally
and socially sound, both short and long term.

Some tests will not apply to certain
decisions, and can be skipped. Other tests
may have to be bypassed if you lack enough
information to form an opinion (return to
them if you still have doubts after passing
through all the other tests). If the decision
passes most or all of the tests that apply, you
should feel fairly confident in implementing
it. If it fails one or more tests, you may want
to modify the decision, abandon it altogether,
or, in some cases, go ahead anyway, having
been warned of the dangers you may face.
Once you are familiar with the tests and
have internalized the questions, the testing
will be accomplished in seconds, and will be
something you begin to do subconsciously.
Think of the testing process as the needle

on a compass, and the holistic goal as the
magnetic north that, no matter how much
you twist and turn, the needle always points
to. The testing will ensure that even though
the needle deviates as you deal with changes
in markets, technology, weather, family, staff,
or emergencies of any kind, it will always be
pointing you in the general direction you
want to go.

Cause and Effect

—Does this action address the root
cause of the problem?

The cause and effect test is one that carries
considerable weight when a decision is taken
to address a problem. This test seeks to avoid
non-solutions by first asking you to think
carefully about what might be causing your
problem. If the decision under consideration
addresses that cause, it passes this test.

Identifying the cause of a problem can
sometimes require considerable probing,

In most situations, this is a relatively
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unstructured exercise. You merely pose and
answer the same questions over and over
again: “What is the cause of this?” and when
you have your answer, “Well, what is the
cause of that?”” You may have to ask this
question three or four or more times—peeling
away layers of symptoms—before you find the
cause you should address.

Testing Questions
Cause & Effect:
Does this action address the root cause of the problem?
Weak Link:

—Social: 1f you take this action, will you encounter or create
a blockage to progress?

—Biological: Does this action address the weakest point in
the life cycle of this organism?

—Financial: Does this action strengthen the weakest link
in the chain of production?

Marginal Reaction (Comparing two or more actions):
Which action provides the greatest return, in terms of your
holistic goal, for the time and money spent?

Gross Profit Analysis (Comparing two or more enterprises):
Which enterprises contribute the most to covering the
overheads of the business?

Energy/Money, Source & Use:
—Is the energy or money to be used in this action derived from
the most appropriate source in terms of your holistic goal?
—Will the way in which the energy or money is to be used

by Allan Savory

Be wary though, because in practice this often
results in draining resources from the most
efficient action. Remove the cause first and see
what happens. Most often the symptom
disappears at no additional cost.

Weak Link
A chain stretched to breaking will, by

definition, fail at the
weakest link. At any
moment in time every
chain has one, and only
one, weakest link that
alone accounts for the
strength of the entire
chain, regardless how
strong other links
might be.

The undetected weak
link can cause mighty
undertakings to fail
outright or suffer continual
setbacks. Thus, we have a
test that compels us to
check our actions to
ensure they address the
link that is weakest at any
moment. The test applies
in three different contexts:

lead toward your holistic goal?

Sustainability:

If you take this action, will it lead toward or away from the
future resource base described in your holistic goal?

Society & Culture:
How do you feel about this action now?
~Will it lead to the quality of life you desire?
—Will it adversely affect the lives of others?

social, biological, and
financial

Weak Link: Social

—Could this action, due fo
prevailing atitudes or
beliefs, create a weak link
in the chain of actions

If the problem concerns the environment—
soil erosion, a plague of grasshoppers, a
decrease in the number of ducks—look first to
the four ecosystem processes for an answer,
particularly community dynamics. Then
consider the tools—rest, fire, grazing, animal
impact, living organisms, technology—that may
have been used in the past. How they have
been applied will affect how the ecosystem
processes are functioning now.

When the problem is related to human
behavior you should generally look first to
how your organization is structured, how
management functions and how it is led.

It may be sensible at times to remove a
cause and treat the symptom simultaneously.

leading toward our
holistic goal?

You, and the future you envision in your
holistic goal, are linked by a chain made up of
all the actions you will take to get there. What
you are asking in this test is if the decision
you are making now is likely to offend or
confuse people whose support you will need,
in the near or distant future, in order to
achieve your holistic goal. Any action that
runs counter to prevailing attitudes and
beliefs, is likely to meet with resistance,
creating a blockage that, if not addressed,
will at some point become the weakest link
standing between you and the achievement
of your holistic goal.

When you suspect that the




[image: image9.png]implementation of a decision is likely to
result in a reaction that blocks further
progress, you will fail the weak link test if
your decision does not also include a plan for
dealing with the blockage. If there are no
foreseeable obstacles in implementing the
action, you of course pass this test.

Weak Link: Biological

—Does this action address the weakest link
in the life-cycle of this organism?

In the biological context, the weak link
test applies when you are dealing with
populations of plant or animal organisms that
have become a problem, either because they
are t00 many or too few in number. Before
any action is taken to increase or decrease
their numbers, you need first to ensure that it
addresses the weakest link in the organism’s
life cycle. In doing so, you are likely to
maximize the effectiveness of the treatment
and ensure the results will be lasting,

Every organism in its life cycle has a point
of greatest vulnerability, a weakest link. Most
plants, for instance, are most vulnerable
during their initial establishment when the
seed has germinated, and root and leaf must
find sustaining conditions in a limited time,
Insects and amphibians that produce a mass
of eggs, appear to be most vulnerable while
still in the egg or larval stages. The aduit stage
of the life cycle is rarely the point of greatest
vulnerability in any species.

When the tool or action addresses the
weak link in the organism’s life cycle it passes
this test.

Weak Link: Financial

—Does this action strengthen the weakest
link in the chain of production?

Each vyear, in conjunction with Holistic
Financial Planning, you need to identify the
weak link in the chain of production that
stretches from the raw resources you work
with to the money you receive for the
products produced.

The chain of production has three links to
which human creativity is applied: resource
conversion, product conversion, and
marketing (or money conversion). The first
link involves the use of human creativity and
money to convert resources that differ
slightly depending on the type of business
or enterprise, of which there are two broad
categories:

® Sunlight Harvesters. This first category
includes those businesses whose primary
production is based on the conversion of

sunlight energy (through plants) to a saleable
or consumable product—food, fiber, lumber,
wildlife, and so on.

m Resource Enbancers The second
category includes businesses that are one
step removed from the sunlight-conversion
business—a shoe store, bakery, accounting
firm, etc. Their primary production is based
on the conversion of raw materials and
energy to a saleable product—goods or
services.

In the product conversion link, the
sunlight harvesters render the plants grown
in the first link into a marketable form—
crops for humans, fodder for livestock,
wildlife, fish, etc. The resource enhancers
convert the resources in their first link into
a plethora of goods, services or marketable
skills. In the marketing (or money
conversion) link, the products or services
of the second link are marketed and money
is finally derived from the sunlight captured,
or the raw materials and energy utilized,
in the first link.

Obviously, whenever strengthening the
chain of production requires money, and
profit is included in your holistic goal, the
proposed investments should pass the weak
link test. No amount of money invested in
advertising (marketing link), for example,
will profit a business that turns out a poor
product (product conversion link). Only
investment in the weak link will result in
more profit at the end.

Marginal Reaction

—Which action provides the greatest
return, in terms of our holistic goal, for the
time and money spent?

The marginal reaction test assures that
your commitment of time, effort, and money
provides the maximum possible thrust

toward your holistic goal at any moment. In
applying the test you are essentially asking
yourself which of two or more actions will
result in each additional dollar or hour of
labor being invested where it provides the
highest return in terms of your holistic goal.
No two actions can possibly give you the
same return for each unit of effort (money
or time) invested at that moment. Thus,
when resources are limited you want to
select the one from which you gain the most.
In doing so you will end up spending less
time or money, and achieve what you want
more quickly.

This test should be used any time
expenditures are to be made and there are
alternatives to choose from. In practice that
will most often occur in conjunction with
Holistic Financial Planning. But emergencies
do arise and money may have to be
allocated to address them.

Naturally the marginal reaction per hour
of effort figures in Holistic Financial Planning.
The cost of most actions contemplated will
naturally be influenced by the amount of
labor or hours of effort involved in
implementing them. So will your judgments
about how much each maintenance expense
can be trimmed.

The marginal reaction test is always in the
end a subjective one. It has to be, because you
are not just comparing actions in order to
reap the greatest return in terms of profit, but
also in terms of everything else included in
your holistic goal. There will be times when
profit is secondary to other needs and desires,
particularly those relating to quality of life,
and this will be reflected in your judgment
of where the highest marginal reaction is to
be found.

continued on page 12

Resource Product Marketing
Conversion Conversion (Money Conversion)
Sunlight and/or Products Marketing of

Raw Resources and/or Services Products and/or
Including Money Services

The Chain of Production
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\ Gross Profit Analysis

—Which enterprises contribute the most
10 covering the overheads of the business?

In the gross profit analysis, you simply
look at the income likely to be derived from
each enterprise and deduct the additional
money you will have to spend to bring in
that income—the difference between money
in and money out is the gross profit. The
additional money to be spent is that money
you would not spend unless you undertook
the enterprise. Through the analysis and
comparison of many possible enterprises with
this test, you are selecting the best enterprise,
or combination of enterprises, to create profit
and minimize risk.

In most businesses a great deal of money
is tied up in overheads, or fixed costs—land,
buildings, machinery; equipment, salaries, and
so on. While essential to the business, most
fixed costs do not generate income, and thus
the wherewithal to keep the business going.
That is generally done by the various activities
that actually lead to the sale of a product or
service. To be most profitable you need to
find that enterprise or combination of
enterprises that brings in the most income for
the least additional non-overhead costs each
year. The greater the spread between income
per year and additional non-overhead costs,

the greater the contribution of that enterprise

or combination of enterprises to covering
overheads and producing the surplus that
becomes profit.

Energy, Money—Source and Use

—Is the energy or money to be used in
this action derived from the most appropriate
source in terms of our holistic goal?
—Will the way in which the energy or
money 1s to be used lead toward our
holistic goal?

In this test you need to examine both
the sources and patterns of use of the energy
and money involved in implementing a
decision. We lump money and energy
together because any action contemplated
usually requires one or the other, and
often both.

Sources of Energy

In terms of availability, energy sources
fall into two categories—sources that are
abundant or unlimited, and sources that are

12 HOLISTIC MANAGEMENT IN PRACTICE

continued from page 11

limited in supply. The sunlight energy used

to grow the farmer’s crops is unlimited in that
supplies are inexhaustible until our sun burns
out; but the petroleum he uses to fuel his
tractor is limited because it took millions of
years to produce, and we will eventually run
out of secure and affordable supplies. In terms
of their effects on the environment, energy
sources also fall into two categories—sources
that are benign or potentially damaging. This
depends on the rate at which they are
consumed and the methods used to harness
and distribute them. Obviously, we stand a
better chance of long-term success by favoring
the energy sources in unlimited supply, but
only if we can assure their effects on the
environment are benign.

Sources of Money

The money used to implement any
action can be derived either from internal or
external sources. The source is internal if the
money is taken from your own earnings, what
the business or land generates. Any time you
can rely on an internal source you are likely
to be better off, but there will be many
occasions when money will have to come
from outside the business in order for you to
move forward.

When the money to be invested is
derived from an external source, you need
to be wary of the strings attached to it. If the
outside source is a bank or other lending
institution, interest will always be included.
Philanthropic organizations are another source
of external money, and a common one for
nonprofit organizations. Only in relatively few
instances are philanthropic grants or gifts
made without strings attached, often in the
form of influence or bureaucratic red tape
or, on occasion, outright interference in
management. If the influence or interference
that comes with the money in such situations
will cause you to deviate from your holistic
goal, you will likely fail this test unless you
can negotiate more favorable terms.

Energy and Money Patterns of Use

In the second part of this test, you look
at the specific way in which the energy or
money will be used, and whether it will take
you toward your holistic goal. There are no
rules that tell you what is right or wrong,
but there are some questions that will help
you decide:

m s the proposed use providing
infrastructure that will assist in reaching
your bolistic goal?

Infrastructure refers to the sort of things
that are essential to running your business
more effectively: knowledge, skills, trained
staff, buildings, roads, equipment, machinery,
transport. If energy or money are used to
create infrastructure and all the materials or
other aspects involved pass the other tests,
you would tend to say the proposed
infrastructure passes. If you are creating
infrastructure that is not needed this year, and
it does not pass the other tests, you would
likely fail this test too.

m s the proposed use merely
consumptive, with no lasting effect?

A use of money or energy is
consumptive if it is consumed in a one-time
use. If the same action were to be undertaken
again, it would require new money and/or
new energy. Many of the running costs
involved in a business are consumptive
uses—the fuel required for your vehicles,
accounting fees, salaries, and so on. So are
many of the services you might purchase
relating to a particular action, such as legal
fees or consulting advice. If the source of
the money or energy used is in line with
your holistic goal, and the action passes
most of the other tests, a consumptive use
automatically tends to pass this one as
long as it moves you toward your
holistic goal.

m s the proposed use cyclical in that
once initiated, it would not require more
money, or the purchase of more energ)?

A good example of cyclical use would
be the single expenditure of money to install
a hydraulic ram for pumping water. Since
falling water provides the energy that drives
the pump, all water is thereafter pumped at
10 cost, assuming you ignore the minimal
maintenance it takes to operate the ram,
which has few moving parts.

Using animal impact to break down
crop residues is another. This might require
an initial expenditure of money for the
temporary fencing that confines the animals
in any one place. But each year thereafter,
it would merely require planning,
implementation, and reuse of the moveable
fences to have the animals do the job
using only solar energy.

A cyclical use of money can be achieved
in a number of ways. When money is used
for 2 community revolving loan, for instance,
it is cycling constantly and, if employed




[image: image11.png]wisely, it is growing too. So is the money
you invest to purchase equity in a
growing business.

Generally, a cyclical use that makes your
money grow or enables you to forego further
purchases of energy is highly desirable, but
again, the answer will depend on what you
have specified in your holistic goal.

m s the proposed use addictive in that
once initiated, you risk an undesirable
dependence on further inputs of energy
or money?

It is usually wise to avoid an addictive
use of money or energy. An addictive use is
one that obliges you to take the same action
again and again, possibly with increasing
frequency and/or increasing cost.

The most obvious example of energy used
in an addictive fashion is the fossil-fuel-based
economy we live in today. Our dependence
on these finite energy sources is frightening
and possibly lethal. We are consuming ever
greater amounts of fossil fuels, and spending
more and more money to do so. Money is also
being used addictively when you become
dependent on government subsidies or cost-
share programs. Their sudden withdrawal
could spell your financial ruin.

Sustainability

If we take this action, will it lead
toward or away from the future resource
base described in our holistic goal?

This is one of the few tests that asks you
to focus on a specific aspect of your holistic
goal—the future resource base. The
sustainability test assures that all the decisions
you make to meet short-term needs also
provide lasting gain—that they are socially,
environmentally and economically sound in
terms of the future, as well as the present.

The People Affected By Your Decisions

No matter what type of business you are
in, you need to consider how the perceptions
of the people included in your future
resource base—clients/customers and suppliers,
extended family, advisors, and so on—are
affected by the decisions you make. If you
have described yourselves as honest, reliable,
and professional, you want to make sure that
the actions you take reflect this behavior.

The Community You Live In

If the success of your efforts is dependent
on the community you live in, you need to be
sure that the actions you take promote what

your holistic goal envisions and espouses or
at least does not adversely affect it.

Community Services

If the future resource base in your holistic
goal includes a description of the sort of
services that will need to be available in your
community to provide the kind of life you
aspire to, you want to assure that your
decisions gradually lead to those services
being available. In this case, your decisions are
likely to play only an indirect role, but then
again your holistic goal might compel you to
reshape certain decisions that could lead
directly to the desired result.

The Future Landscape

If you are in a sunlight-harvesting
business—farming, ranching, wildlife or forest
management, you will have described a future
landscape in terms of how each of the four
ecosystem processes—community dynamics,
water cycle, mineral cycle and energy flow—
should function. When any of the decisions
you test deal with one or more of the tools
cavered on page 15, you need to consider how
the proposed tool(s) is likely to affect the four
ecosystem processes relative to the brittleness
of your environment. Is the likely result going
to take you toward or away from the future
landscape described in your holistic goal?

If you are not specifically engaged in
land or resource management, you probably
only have a fairly general reference to the
environment in your future resource base
that refers to the landscape surrounding the
community in which your business or home
is located. Although you may find it difficult
to see how your actions affect land you
are not directly responsible for, your
consumption of raw materials manufactured
into a product, and your use of technology,
have a tie back to the land and affect the
functioning of the four ecosystem processes.

The majority of actions taken in a
manufacturing business will involve the
tool of technology. Although it may not be
used directly on the land, it will impact the
environment at various stages: when the
raw materials to be used in manufacturing
are extracted or produced, during the
manufacturing process itself (and the wastes
it generates), and in the final disposal of the
manufactured products. In this test, you are
considering how actions relating to any one
of those three stages will affect the ecosystem
processes relative to the future resource base
you have described. Those effects are most

obvious when you look at community
dynamics. The waste produced in the
manufacturing process, and many of the
materials used in the products themselves,
may not break down.

Not only does the company manufacturing
products need to concern itself with the
pollution it creates, but so do the people who
purchase, use, and then discard the products.
If an action you plan to take involves the
purchase or use of a product that, once
discarded, will not be consumed by living
organisms, you may want to substitute it for
another or find ways to recycle it.

None of what is described in your future
resource base will be attained quickly and
with only a few actions. Yet every action,
however small, that takes you in the direction
you want to go is progress, and cumulatively
small actions add up to a big difference.

Society & Culture

—How do we feel about this action
nouw?

—Will it lead to the quality of life we desire?
—Will it adversely affect the lives of others?

The society and culture test is normally
performed last, because it should take into
account the mental picture that has formed
after passing your decison through all the
other tests. But where each of the other
tests asked what you think, this one asks
how you feel.

How you feel is in large part going to be
based on the values reflected in your quality
of life statement. And these, in many respects,
are a reflection of the traditions, customs, and
culture shared by those who have formed
the holistic goal.

This test also asks you to consider how
an action could affect the lives of those
outside your immediate whole—from the
society you live in, to the greater society all
humans comprise. Pleasing everybody may
seem impossible, but you can go a long way
by embracing the holistic principle that the
health of your particular interest is not distinct
from the health of the greater whole.

The questions asked in this last test can
only be answered by those who formed the
holistic goal. While outsiders can often help
with advice or expertise on many of the other
tests, it is counterproductive in this one. You
are considering decisions in this case based
on your own cultural and social values, and
it would be close to impossible for anyone
else to understand them as well as you do.
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Decision Testing Worksheet and Record
Compiled by Rio de la Vista, Holistic Management Certified Educator, February 2002 Version

Participant’s Name(s): Date:

Proposed action(s) and purpose:
(Note: Be sure everyone is very clear about what is being tested before proceeding)

Problem is: (If dealing with a problem, go to “Cause and Effect” test first:)

Alternatives to be compared:
1.

2.

3.

First, ask: Is this action/decision/expenditure likely to lead toward our Holistic Goal?

Testing Questions: Result: Pass/Fail/NA/Don’t Know

1. Cause and Effect:
Does this action address the root cause of the problem?
How could it be refined to be even more effective at addressing the root cause?

2. Weak Link

a) Social:

If you take this action, will you encounter or create a blockage to progress?
How could you use your strengths to enhance this action, to further strengthen
this link, to enhance progress, effectiveness, relationships, increase enjoyment, etc.?

b) Biological:

Does this action address the weakest point in the life cycle of this organism?

How can it most effectively enhance the organism we are seeking to protect?
How can it most effectively impact the organism we are seeking to diminish?
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Weak Link (cont.)

c) Financial:

Does this action strengthen the weakest link in the chain of production?
What is the strongest link and how can it be used to strengthen the rest
of the chain?

3. Energy/Money -- Source/Use:
Is the energy or money to be used in this action derived from the most
appropriate source in terms of your holistic goal? Will the way in which
the energy or money is to be used lead toward your holistic goal?
What other sources and/or refined uses of this energy or money could be
used to enhance and amplify the effectiveness and increase sustainability?
Energy Money

Source of:

Use of:

4. Sustainability:

[f we take this action, will it lead toward or away from the future resource base
described in our holistic goal? How will this action affect the whole environment?
What can we do to increase and enhance the prospects for long term sustainability
and ecological health?

If only considering a single action, or if you wish to test each proposed option individually before comparing
them—then skip to Question #7. If comparing two or more items, ask the following questions as they apply:

5. Marginal Reaction: (Comparing two or more actions)
Which action provides the greatest return, in terms of your holistic goal
for the time, money and effort expended?

6._Gross Profit Analysis: (Comparing two or more enterprises)
Which enterprise contributes the most to covering the overhead of the business?

7. Society and Culture:

How do we feel about this action now? Will it lead to the quality of life we desire?
Will it adversely affect the lives of others? How could it further enhance and amplify
the beneficial and positive results we strive for?

Result:
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Given the above results, and given that we still agree that this is likely to create progress towards our Holistic Goal,
what specific action, decision, expenditure are we now choosing and with what additional conditions applied, if any?
(See also “Further Action/ Research Required” below.)

Monitoring Indicators:

What indicators will we track to determine if this action is indeed leading us towards our holistic goal and producing
the desired outcome? Ask:

1) If we are wrong, what will be the most subtle indicators we can track in order to make the earliest possible
corrections?

2) If we are right, what will be the indicators so that we can amplify our efforts to enhance the desired results?

Social Indicators:

Economic Indicators:

Ecological Indicators:

Further Action/Research Required:
What additional information, knowledge or research must we have or do -- or what additional steps must be taken
prior to determining the appropriateness of this action or proceeding with it:
1) In order to refine it and make it more likely to lead towards our Holistic Goal,
2) To make it even more economically, ecologically and socially sound, and
3) For consideration in regards to future actions?





Appendix F

This is included in the hard copy.  It is a background piece from ATTRA on Holistic Management and may be found at:

http://attra.ncat.org/attra-pub/holistic.html
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