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Replacing Legacy Systems in 
Agriculture: An Operational Playbook 
for Agribusiness Leaders

Guide to how modern agribusinesses can 
replace outdated systems without disrupting 
their operations.
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Introduction

Most agribusinesses don’t have a technology problem; they have a compounding 

operational debt problem created by the systems they’ve relied on for years. The feedlot 

that still runs feed conversion on a 2009 Excel model. The crop operation that only 

understands true cost per acre after the season closes. The grain elevator whose 

"system" is a combination of a 1990s-era DOS terminal, handwritten settlement sheets, 

and one employee who knows where everything lives. These aren’t edge cases. 



According to a 2023 Purdue Center for Food and Agricultural Business survey, over 60% 

of mid-size agribusinesses ($10M–$250M revenue) identify data silos and manual 

workflows as their primary operational constraint. What feels like margin pressure from 

input costs and commodity prices often includes a hidden layer of operational 

inefficiency being absorbed daily. These inefficiencies are not random; they are a direct 

result of legacy systems that were never designed to handle today’s operational 

complexity.

The question is no longer whether to replace your legacy stack; 
it’s whether you can afford to wait one more cycle to do it. Question

Knowledge that outlasts staff Real-time margin visibility
Data lives in the platform, not one 

person’s memory brain chart-line
See P&L by lot, pen, or field daily — 
not at close

Live inventory accuracy
Eliminate weekly manual 

counts; catch shrink before 
it ships

boxes-stacked sack-dollar

$0.50–$2/cwt 
recovered
Margin leakage made 
visible through better 
data capture

30–45 days faster
financial close cycle and 

reporting

rocket clock
12–18 hrs/week 
returned
per location recovered 
from manual data work

Zero manual re-entry arrows-rotate gears Auto-settlement
One source of truth across all 

locations and systems
Scale, contracts, and GL 
reconciled automatically
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Agriculture Has Scaled. Systems Haven’t.

Over the past two decades, the scale of agribusinesses has increased dramatically. The 

systems running them, in most cases, have not. According to the American Farm Bureau 

Federation, the average U.S. farm generated approximately $192,000 in gross cash 

income in 2000. By 2022, that figure exceeded $280,000, a 46% increase in real terms, 

driven largely by expansion in operational scope rather than price alone. Yet the USDA 

Economic Research Service notes that technology adoption in farm management 

software among mid-to-large operations still lags well behind other capital-intensive 

industries, with fewer than 35% of operations over $1M in revenue running an integrated 

management platform as of 2023.



The numbers tell a story that most operators already feel in daily operations:

46% <35% 3–5x
Revenue Growth Integrated Platform Use Locations Per Operation

avg. mid-size agribusiness, 2000–

2022 (AFBF)

among $1M+ revenue operations 

(USDA ERS, 2023)

avg. multi-site expansion, last 15 

years

Understanding why legacy systems are now a liability requires understanding the three structural shifts 

that reshaped how agribusiness actually operates.

F rom Single-Site to Multi-Location Operations

Legacy farm systems were built for single-site operations. Today, most agribusinesses 

operate across multiple locations, with animals, inputs, and contracts moving as a routine 

part of the business. The result is that legacy systems either require duplicate data entry 

across sites or operators resort to a shared spreadsheet to bridge the gap. Neither 

approach scales without introducing errors, delays, and reporting blind spots.

F rom Seasonal Cycles to Continuous Financial Pressure

Agribusiness used to tolerate information latency because decisions were seasonal. 

Planting decisions, cattle procurement, and input purchasing followed predictable
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annual cycles that gave operators time to reconcile data before the next major decision 

point. That rhythm no longer holds. With input costs rising, fertilizer increased over 200% 

between 2020 and 2022, and feed making up 65–70% of the cost of gain, decisions that 

used to wait until month-end now need to happen at the pen level, on the day.

From Functional Silos to Interdependent Operations

The third shift is perhaps the most consequential: the operations themselves have 

become deeply interdependent. In feedlots, procurement, feeding, health, and finance 

impact each other simultaneously. In crop operations, inputs, equipment, yield, and 

marketing are tightly linked. legacy systems, built around functional modules that 

operate independently, were never designed to reflect this kind of operational 

interdependence. They manage functions. Modern agribusiness requires managing a 

system.

Then: Legacy System Reality Now: What Modern Operations Demand

Cost per acre/cost of gain calculated post-season
Real-time cost visibility by field, pen, or lot — 
updated daily

Inventory reconciled weekly via manual count or 
spreadsheet

Live inventory accuracy across all locations and SKUs

Financial reporting built from exports across 3–5 
disconnected systems

Single source of truth; reports generated directly 
from operational data

Decision-making based on last month's data at best
Decisions made against the current operational and 
financial position

Institutional knowledge concentrated in 1–2 key 
employees

Operational data lives in the platform, available to 
the whole team

System access limited to the office; field teams 
working on paper

Mobile-first workflows; field data captured at the 
point of activity
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The Limits of Legacy Systems at Scale

Vendor Abandonment 
Risktriangle-exclamation user-slashThe Customization Trap

Years of patches, bolt-ons, and workarounds 

create systems that are difficult to maintain 

and nearly impossible to upgrade. Each 

customization adds dependency and 

complexity, making even small changes risky. 

Over time, the system becomes rigid, unable 

to evolve with the business without significant 

disruption.

Many legacy platforms used across 

agribusiness were built decades ago and are 

no longer actively developed. Support is 

limited, updates are infrequent, and 

compatibility with modern infrastructure 

continues to decline. Businesses running on 

these systems face increasing exposure to 

downtime, security vulnerabilities, and the 

risk of being forced into urgent replacement 

with little preparation.
70% of IT budgets are spent maintaining 
legacy infrastructure rather than improving it 
(Forrester, 2024).

45% of CIOs are actively reducing investment 
in legacy infrastructure (Gartner).

Talent Friction & Key-
Person Dependencyuser-lock

Legacy systems create operational 

dependence on individuals rather than 

processes. Critical workflows often rely on 

employees who understand undocumented 

workarounds and manual steps. At the same 

time, modern talent expects intuitive, 

efficient tools. This creates both retention 

challenges and knowledge risk; when key 

individuals leave, operational continuity is 

directly impacted.

The Integration & Innovation 
Ceilingarrows-up-to-line

Legacy architecture was not built for API-

driven ecosystems. It limits the ability to 

connect with modern tools, whether 

predictive analytics, precision ag platforms, 

or advanced reporting systems. As a result, 

businesses are unable to adopt new 

capabilities without significant effort or 

workarounds, slowing innovation and 

reducing competitiveness.

65% of CIOs cite legacy systems as the 
primary barrier to adopting advanced 
technologies (Gartner, 2024).
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How This Breakdown Shows Up in Critical 
Areas

Crop & Grain Operations

Legacy systems force crop operations into rigid, function-specific workflows that 

cannot reflect how modern farming actually runs. Seasonal planning, input procurement, 

compliance documentation, equipment scheduling, and grain marketing remain 

structurally disconnected, creating operational friction, compliance exposure, and 

scalability ceilings that compound every season.

Livestock Operations

Running a livestock operation, like a commercial feedlot, on legacy software means 

managing procurement, animal health, nutrition, and finance as four separate businesses 

that never speak to each other. Workflow bottlenecks, poor mobile access, inability to 

scale across yards, and zero integration with modern health monitoring tools make every 

operational decision slower and riskier than it needs to be.
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Ag Input & Distribution

Legacy distribution platforms were designed for simpler, lower-volume businesses. They 

cannot handle multi-location inventory complexity, seasonal demand volatility, or the 

compliance traceability requirements that now govern fertilizer and chemical 

distribution. Workflows break, workarounds multiply, and the IT cost of maintaining aging 

infrastructure quietly crowds out investment in growth.
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How Agribusinesses Are Moving Beyond 
Legacy Systems
The operations that are successfully moving beyond legacy systems share one insight 
that shapes every decision they make in this transition: the problem was never the 
software itself. It was the architecture on which it was built. Replacing a fragmented, 
function-specific legacy platform with another generic ERP does not solve the problem; 
it resets it. The operations that have made this shift successfully have made it to an 
agriculture-specific platform, and they have done so for structural reasons, not feature 
reasons.



The market data reflects what operations leaders are increasingly concluding on the 
ground. The global agribusiness ERP software market reached $4.21 billion in 2024 and is 
projected to reach $11.46 billion by 2033, growing at 11.7% annually. This is not a 
technology trend. It is an operational reckoning. The agribusinesses driving that growth 
are not early adopters chasing innovation. They are mid-to-large operations that ran the 
numbers on their invisible tax, assessed their compliance exposure, and concluded that 
the cost of staying exceeded the risk of changing.

Global Agribusiness ERP Market — Growth Trajectory

Market value in USD billion | Source: DataIntelo Research, 2024

2024 $1.2B

2026 $1.6B

2028 $2.1B

2030 $2.8B

2033 $4.2B+

11.7% CAGR projected through 2033 — driven by operational necessity, not technology enthusiasm
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Why Generic ERP Is the Wrong Answer

This is the most common first step: selecting a modern, well-supported ERP and 

attempting to adapt it to agricultural operations. It is a logical approach. It is also 

consistently misaligned.



Generic ERP platforms, even well-architected ones, are designed around stable 

inventory, standardized cost structures, and predictable production cycles. Agricultural 

operations operate under entirely different conditions—biological variability, seasonal 

production, location-based execution, and cost structures that connect operational 

activity directly to financial outcomes.



The issue is not configuration. It is architectural fit.



Attempting to force a feedlot, crop operation, or ag input business into a manufacturing-

oriented system introduces layers of customization, workarounds, and parallel 

processes. Over time, this recreates the same fragmentation and operational friction the 

transition was meant to eliminate—only within a more modern interface.


Generic ERP — Designed For
Systems Built for Agriculture — 
Designed Around Operations

Static inventory and SKU-based tracking
Dynamic, perishable inventory with lot-level and 

location-based tracking

Standard cost centers and delayed financial 

reporting

Operationally linked financials (cost of gain, cost 

per acre, lot-level performance)

Linear, predictable production cycles
Seasonal, variable, and biologically driven 

workflows

Limited support for multi-location operational 

coordination

Native multi-site, multi-entity operational 

structure

Closed architecture requiring heavy 

customization

Integration-ready systems that connect with 

field, livestock, and analytics tools
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What It Takes to Transition Towards an 
Agriculture-Specific System

Most agribusiness transitions from legacy systems fail not because the technology was 

wrong, but because the approach was. The system gets replaced. The fragmentation 

does not. Understanding what separates transitions that work from those that simply 

move the problem to a newer interface is what this section addresses.

1. Defining the Scope of the Transition

The first decision is not which system to implement, but how much of the operation 

needs to change together.



Agribusinesses that treat this as a partial fix, replacing one function while leaving others 

disconnected, often recreate the same fragmentation in a new system. Successful 

transitions begin with clarity on whether the objective is improved reporting, operational 

control, or full system unification.
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What Leadership Needs to Clarify

Which parts of the business must operate in a single system (operations, 

finance, inventory)


Where lack of visibility is currently impacting margin or decision-making


Whether the goal is incremental improvement or structural change

2. Selecting a Partner That Understands Agricultural Operations

The outcome of the transition is heavily influenced by the partner leading it.


This is not a standard system deployment. It requires an understanding of how 

agricultural businesses actually run, how data flows across locations, how costs are 

calculated, and how variability is managed.

What to Evaluate in a Partner

Experience working with similar agribusiness models (livestock, crop, 

distribution)


Ability to align systems with real operational workflows


Approach to handling multi-location complexity


Proven outcomes, not just technical capability

3. Ensuring the System Reflects the Business, Not the Other Way Around

A common failure point in transitions is forcing operations to adapt to system limitations.



Successful implementations ensure that workflows, feed management, field execution, 

and inventory movement are structured in the system the same way they occur in reality. 

This reduces reliance on workarounds and improves adoption across teams.

What Leadership Should Validate

Whether the system design reflects actual workflows across locations


If teams can operate without relying on spreadsheets or manual tracking


How well the system supports variability in operations
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4. Establishing Confidence in Data Early in the Transition

Trust in the system determines whether it gets used.



If financials, inventory, or performance metrics are inconsistent during or after 

implementation, teams revert to old processes. Successful transitions prioritize data 

accuracy and reporting consistency early, even if it limits initial scope.


What to Prioritize Early

Accuracy of core metrics (cost, inventory, performance)


Consistency between operational data and financial reporting


Clear ownership of data structures and reporting logic

5. Managing the Transition Without Disrupting Operations

Agribusiness operations continue regardless of system changes.



Transitions must be planned around operational cycles and executed in phases. The goal 

is to improve control without introducing risk to daily operations.

What to Expect from the Transition Approach

Phased rollout across locations or functions


Minimal disruption to ongoing operations


Clear adoption plan for teams on the ground


Ongoing support post-implementation
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Folio3's Approach to 
Transitioning Agribusinesses Off 
Legacy Systems

AgTech

Agribusinesses don’t replace legacy systems in 

isolation, they transition entire operational 

environments while the business continues to 

run. Folio3 approaches this transition as a 

system-level redesign, aligning technology with 

how livestock, crop, and ag input operations 

actually function across locations.


Rather than forcing operations into predefined 

software structures, the focus is on rebuilding 

system architecture around real workflows, 

ensuring consistency, usability, and scalability 

without disrupting ongoing operations.



Single system across all locations and 

functions


One system of record for operations, inventory, 

and finance, eliminating data silos that legacy 

systems inherently create.



System-driven workflows, not user-

dependent processes


Execution moves into the system, removing 

reliance on spreadsheets, manual coordination, 

and individual knowledge.



Scalable architecture that grows without 

added complexity


Add new locations, entities, or operations 

without multiplying processes or increasing 

coordination overhead.



Real-time inventory and input visibility


Inventory reflects actual movement as it 

happens, no manual counts, no reconciliation 

gaps, no blind spots.



Open, integration-ready system design


Connect with external tools, data sources, and 

future technologies without rebuilding your 

system each time.


Your Operations Have 
Outgrown Your Systems

Legacy systems can’t keep up with how 

agribusiness operates today. Folio3 rebuilds 

systems around your operations, so you gain 

control, speed, and scale.

Book a Free Consultation
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Case Study

Cactus Feeders: 
Modernizing Cattle and 
Pork Operations at Scale
Cactus Feeders operates large-scale cattle 

feedlots and pork production systems 

across multiple locations, producing more 

than 56 million meals each week. Daily 

operations rely on precise, real-time 

tracking of animal movements, feeding 

programs, health treatments, and 

shipments. However, the systems 

supporting these processes were 

beginning to limit operational efficiency. 

Pork operations depended on a legacy 

KENDO-based platform that was slow and 

difficult to navigate, while cattle operations 

lacked a unified system, resulting in 

fragmented workflows across 

procurement, feeding, animal health, and 

financial tracking.



Across both environments, a shared 

constraint became increasingly evident: 7 

to 10 second screen load times and 

inefficient data handling that slowed down 

routine tasks at scale. Folio3 addressed 

these challenges by rebuilding both 

platforms on modern web and mobile 

architecture, unifying animal lifecycle 

management, feed operations, inventory 

reconciliation, expense tracking, and 

veterinary workflows into a single 

connected system accessible across all 

locations.

Read Full Case Study
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Case Study

Indiana Crop Improvement 
Association: Digitizing 
Field Inspections Across 
Indiana

Indiana Crop Improvement Association 

conducts crop certification and field 

inspections across Indiana,  work that is 

precision-dependent, compliance-critical, 

and entirely reliant on the accuracy of data 

captured in the field. Their existing web-

based application was no longer capable of 

supporting that standard. Inspectors 

completed field visits on paper, manually 

entering findings after the fact with no 

location verification, no automated 

calculations, and no visibility into task 

history or performance. Management had 

no real-time view of field activity, and the 

absence of bulk data handling made 

reporting time-consuming and error-prone.



The operational gap between what a 

modern inspection program required and 

what the legacy system could deliver had 

become unsustainable. Folio3 responded 

by building a mobile-first inspection 

platform with GPS-verified field capture, 

automated calculation logic, smart 

notifications, task history tracking, real-time 

dashboard visibility, and bulk import and 

export capability, replacing paper-based 

workflows entirely and giving both 

inspectors and management accurate, live 

operational data for the first time.

Read Full Case Study
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Conclusion

Legacy systems have supported 

agribusinesses for decades, but they were not 

built for the scale, speed, and interconnected 

nature of modern operations. As businesses 

expand across locations and face increasing 

pressure on margins and decision-making, 

the limitations of these systems become 

structural, not temporary. Replacing them is 

no longer a question of modernization; it is a 

necessary step toward maintaining control, 

accuracy, and operational efficiency.



Transitioning away from legacy systems 

requires more than selecting new software. It 

demands a shift in how systems are designed 

to support real operations. Agribusinesses 

that approach this transition with clarity, 

focusing on architecture, workflows, and 

scalability, position themselves to operate 

with greater visibility, consistency, and 

confidence in every decision they make.



AgTech

About Folio3 AgTech
Folio3 AgTech is a trusted technology partner to the global agriculture industry, 

with over two decades of experience delivering custom ERP, compliance, and 

farm management solutions. We specialize in bridging the gap between 

agricultural operations and enterprise systems, helping businesses manage 

complexity, improve visibility, and scale with confidence. 



With more than 310 successful ERP customizations across Microsoft Dynamics 

365 and Oracle NetSuite, our team understands both the architecture and the 

field realities. From cow–calf management to crop traceability, we’ve helped ag 

businesses in North America, Australia, and beyond modernize how they work, 

without disrupting what already works. At Folio3 AgTech, our goal is simple: build 

software that gets out of the way, solves the right problems, and helps 

agriculture move forward.
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