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Executive Summary

The Opportunity

A structured process framework is the multiplier
that reduces cost overruns, accelerates ROI, and
ensures adoption across diverse agricultural teams.

70% of digital
transformation
projects fail.

For farmers and agribusinesses, where timing,
compliance, and traceability are mission-critical,
process discipline is the difference between wasted
pilots and enterprise-scale success

Not because of poor
technology,

out due to weak
process execution.

The Payoff (ROl + adoption)

30%-4 25x + 20-40%

Cost overruns Likelihood of ROI Productivity when
with structured when discovery scaling follows a
execution. is done right. phased approach.

In agriculture, technology alone doesn’t deliver transformation, process
discipline does. It's the difference between one-off pilots and enterprise-

wide success.
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Step 1: Define the Problem
Clarity at the start = ROI at the finish

The first step in any successful digital transformation is clarity. A structured discovery phase is
the single most reliable predictor of project success, projects with strong upfront assessments
are 2.5x more likely to deliver ROI.

Common Findings in Agriculture s

U
e Duplicate SaaS tools draining budgets =

e Siloed agronomy vs. sustainability datasets Define the Research &

Problem

e Technical debt from legacy ERP extensions f
Identify specific
risk, ir:";if_fht, or

Flrediction needed
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Why It Matters for
Agriculture?

Unlike other industries, agriculture cannot afford
trial-and-error discovery. Seasonal planting
windows, carbon reporting cycles, and insurance
deadlines make clarity at the start the difference
between compliance and costly failure.

Deliverable

A diagnostic map comparing
current state vs. desired future

- state, with’'quantified gaps: This
ensures all stakeholdérs are
aligned on the problem being
solved and the value of solving it.
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Step 2: Research & Adapt

A clear scope definition in the design phase can reduce budget variance by
up to 45%. At this stage, the focus shifts from diagnosing problems to

identifying which proven approaches can be adapted and where new
solutions need to be created.

Key activities include

e Translating business requirements into clear technical
specifications
e Designing integrations and system architectures that eliminate

duplication

e Creating scalable data models that unify agronomic, operational,
and sustainability layers

SO

Research & Identify Data Develop
Adapt Requirements “W:‘n

Evaluate existing Determine
approaches, adapt | optimal data P
proven inputs and
methodologies, © Sources
develop novel
solutions
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Agricultural transformations often

Why collapse when off-the-shelf templates

° are forced into highly specialized
It M atte rs workflows. This step ensures solutions
are adapted to field realities from
seasonality to traceability requirements,
rather than retrofitted after costly
failures.

for Agriculture?

Deliverable

An agreed roadmap with scope,
timelines, and predictable costs that
leadership can align behind.
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: Identify Data Requirements

Digital transformation success is
inseparable from data discipline.

~ommon failure pattern in agriculture is launching models on incomplete or siloed
atasets, only to discover later that critical variables were missing or misaligned.

&

Identify Data
Requirements

Determine
optimal data
inputs and

sources
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Key activities include

e Determining optimal inputs: Soil health tests,
telematics data, satellite imagery, climate feeds,
and ERP records.

e Data maturity assessment: Evaluating quality,
accessibility, governance, and integration
readiness. Many agribusinesses discover that 30-
50% of their operational data is trapped in legacy
ERP extensions or spreadsheets.

e Gap analysis: [dentifying missing datasets
required for predictive performance, such as
sub-field variability for yield forecasts or
emissions baselines for Scope 3 compliance.

Why It Matters for Agriculture

Data silos don't just delay insights, they directly
erode ROI. For example, yield prediction models
that ignore localized soil variability or
sustainability platforms missing fertilizer
application records can undermine entire
business cases. Structured data requirements
prevent these failures from cascading
downstream.

Deliverable

A comprehensive data blueprint specifying
sources, quality standards, ownership, and
integration pathways.
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Step 4: Develop

Once data requirements are

- - mapped, the first iteration of
I n Itla I MOdeI the model must demonstrate

proof of value.

Key activities include Here, the goal is not
perfection but a working

prototype that is accurate
enough to inform decisions
and flexible enough to evolve.

e Prototype construction: Developing a
Mminimum viable model (MVM) that can
process chosen datasets end-to-end.

e Balancing accuracy and usability:
Models must provide outputs that are
explainable to agronomists and
decision-makers. Black-box algorithms
are a leading cause of poor adoption.

w8

Define the Research & Identify [
Problem Adapt Requiremg DEVE|0p Initial
. r 4 4 Identify specific Evaluate existing [)Eltermi Mode |
¢ Modular design: Building architecture orodsctionmeded | T s [
methodologies, o source ~onstruct a
that can scale across crops, deveiop novel prototype that
geographies, or regulatory regimes processes
. . appropriate
without wholesale rewrites.
\_
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W h It Field realities quickly expose weaknesses
y in design. A model that cannot adjust to
seasonality, crop diversity, or

M atte rS fo r sustainability reporting complexity

should fail fast at this stage, not after

Ag r i C U |t U re ? costly enterprise rollout.

Deliverable

An initial prototype aligned to high-value use

cases, such as yield forecasting, input
optimization, or carbon intensity scoring.

<FarmersEdge
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Step 5: Validate through Ground-Truthing

Model credibility depends on its alignment with real-world outcomes.
Without rigorous validation, even sophisticated systems risk collapsing
under field conditions.

Key activities
include

Historical back-testing Comparing
predictions against past yield, weather,
or claims datasets.

Real-world field validation Running pilots with
agronomists, sustainability staff, and insurers to
confirm model performance in live environments.

Stress-testing integrations Ensuring smooth data
flow between farm equipment, labs, ERP systems,
and compliance platforms. Failures at this step
often create integration costs that balloon
budgets by 25-40%.
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Why It
Matters for
Agriculture

Unlike retail or finance, farming
doesn’t allow multiple test cycles
in a year.

& -

Identify Data Validate Against Scale
A model that misjudges nitrogen Requirsme Ground Truth jrodw
needs or underestimates hail risk Determine Tt modal Transfor
during planting cannot be corrected i predictions against e
mid-season, it directly impacts sources real-world scalable pi

agricultural
outcomes

profitability and compliance.

Deliverable

A validated solution with quantified accuracy, error margins,
and adoption readiness.
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Step 6: Calibrate &
Refine

Validation shows whether a model works;
calibration ensures it performs consistently
across contexts. This step fine-tunes the system
for scale and stability.

Key activities include

Continuous

Error . !
feedback loops enrichment

adjustment

Incorporating agronomist
insights, farmer adoption
data, and sustainability
metrics into iterative
model improvement.

Expanding coverage by
layering new sources (e.g.,
advanced satellite
constellations, lab test
APIs, loT soil probes).

Refining parameters based
on misclassifications or
performance gaps across
regions and seasons.

ﬁ—"‘":*h,
b
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Identify Data Develop Initial
Requirements Model
Determine Construct a
optimal data prototype that
inputs and processes
sources appropriate

.

Calibrate &
Refine

Fine-tune
parameters to
optimize
predictive
performance

Why It Matters for Agriculture

Models trained in one region often underperform elsewhere.
Calibration avoids geographic bias, ensuring a model built in the U.S.
Corn Belt remains accurate in Western Canada or Brazil. It is the
difference between localized success and scalable adoption.

15

Deliverable

A refined model optimized for predictive stability, ready for enterprise deployment.
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Scaling is where a validated model becomes an
Step 7: Sca Ie for enterprise-grade capability. This step transforms
: prototypes into robust, repeatable systems that
Production

deliver ROI at scale across geographies, business
units, and partner networks.

Key activities include

Operationalizing the pipeline: Moving from pilot environments to hardened, cloud-based
or hybrid infrastructures that can process data continuously at enterprise volumes.

Embedding governance: Establishing standards for monitoring, auditability, and
compliance, particularly for ESG, food safety, and insurance use cases.

Phased rollout: Expanding adoption in waves, beginning with high-impact use cases (e.g.,
input optimization, claims forecasting) before layering broader applications (e.g., Scope 3
measurement, global supply chain traceability).

Change reinforcement: Building on early adoption by embedding training, KPIs, and
accountability structures so usage becomes business-as-usual.
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Why It Matters
for Agriculture

Scaling too early is one of the most common
failure points in ag-tech.

Enterprises that bypass phased deployment
often end up with fragmented adoption, regional
mismatches, and hidden costs. B

In contrast, organizations that follow
structured scaling frameworks report 20-40%

higher productivity gains and more reliable ROI e

timelines.

For agriculture, this means moving beyond @

one-off pilots to building a digital backbone that

supports entire growing seasons, geographies, Oevelop NN Scale for

and regulatory regimes without rework. Production

Construct a
prototype that

processes Iransform the

De | ive ra b | e appropriate

A production-grade model integrated into
core operations, with predictable IT operating
costs, measurable ROI, and the flexibility to
evolve with business priorities.

validated model

scalable pipeline
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Why Process is the Multiplier

Digital transformation in agriculture fails far too often.

Less than 30% of initiatives succeed in delivering
sustained performance improvements. In asset-heavy
industries like AgChem, success rates drop into the single
digits.

The root cause is not technology itself, but the absence
of a disciplined process to guide it.

The 7-step framework outlined here provides a structured
path to reduce cost overruns, accelerate ROI, and drive
adoption across diverse teams.

If your organization is ready to move beyond pilots and
fragmented systems, now is the time to apply process
discipline to your digital transformation.

In AgTech, success isn’t about Connect with Farmers Edge to explore how our
the latest tool, it's about the proven frameworks, agronomic expertise, and data

discipline of process. With the
right framework, platforms can help you scale faster.

transformation moves from .
risky pilots to lasting ROI. Email partners@farmersedge.ca
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