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Everdale is a farm-based not-for-profit charity that provides hands-on, solution-based food 
and farming education to build and engage healthy local communities. To accomplish this, we 
offer a wide range of programs on food and farming to people of all ages and backgrounds. 
One of our program streams is farmer training. The Farm Planner Program is a classroom 
based seven session program designed to teach participants everything they will need to 
know about running an agricultural business besides the production of an actual 
good(s)/service(s).  The sister program of the Farm Planner Program is the Sustainable Farming 
Certificate, a part field part classroom-based program where participants spend seven months 
living at Everdale while learning about sustainable agricultural practices in Southwest Ontario.  

Information about Everdale and its educational programs and activities is available at 
www.everdale.org. 
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Who This Manual Is Written For 
 

We hope that this manual will be helpful to those who want to start or modify similar 
farmer training programs. We are happy to be part of a very large group of people all 
across the world who believe that well-trained locally adapted farmers will play a 
positive role in the bright future of human societies and of our shared planet. We 
believe that home-grown, mentorship-based, programs like The Farm Planner and 
Sustainable Farming Certificate, can play a role in training a new generation of 
amazing farmers.  

This manual does not represent an end product. Rather, it is a snapshot of where the 
program currently is. The Farm Planner program has been improved in all kinds of 
ways since 2008, mainly thanks to great feedback from past participants. In all 
likelihood, an end product will never be reached.  The program will continue to 
change based on who takes the program, their interests, and their feedback.  
Curriculum development and delivery also depends, in large part, on the program 
coordinator and on the network of farmers who act as teachers in the program.  Just as 
each participant has particular strengths, interests and desires so will each coordinator 
and farmer presenter.  For the program to be successful, for it to breathe, it is 
important that we are always mindful of this. 

Context and History of the Farm Planner Program 
 

Everdale has been a teaching farm since 1998.  Shortly after the farm was founded, it 
became a charitable organization with a focus on using the production farm to further 
food and farming education.  In addition to the vibrant youth education programs, it 
made sense to offer farm internships to people interested in learning how to farm 
using certified organic methods in a community context.   

By 2008, Everdale had hosted dozens of interns who were excited to come to the farm 
to live in a rural setting and learn about organic farming practices.  Many of Everdale’s 
past interns then went on to start their own businesses.  After graduating, we felt 
confident that we had given them the basic tools to get started growing the highest 
quality annual vegetables.  We eventually realized that in order to be successful 
entrepreneurs there was a whole other skill set that Everdale wasn’t teaching them: 
how to run a business!   

In the fall of 2008, Everdale ran its first Farm Planner Program (then called Farmers 
Growing Farmers) with support from a large grant from the Canadian arm of Heifer 
International.  This grant allowed Everdale to pay staff to develop and deliver the 
program.  It also offered incentives to participants who completed the program, 
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submitted a comprehensive farm plan for review and could demonstrate some 
measure of financial need.  These incentives were reimbursements for farm-based 
expenditures to help participants start their businesses.  This was a big incentive to 
draw participants to the course.  At this point, the course consisted of ten full day in-
class sessions plus two days of farm tours.   

The financial incentives available through the Heifer grant are worth elaborating on as 
they had a significant impact on participant registration.  Participants who met the 
criteria listed in the paragraph above could claim up to $4000 in farm expenses from 
the grant.  That money then had to be ‘paid back’ in an innovative ‘pay-it-forward’ 
type model.  Participants who received financial support could do this in a number of 
ways, but most chose to offer their services in the form of presentations and farm 
tours.  This financial incentive made it easy to get participants into the course.  At the 
time, the tuition fee was $1400.  This means an engaged participant who followed 
through with producing a farm plan could recoup their tuition fee plus $2600 in farm 
expenses if they took advantage of the full incentive.  Most participants had a 
community focus to their farms and were planning on hosting groups and giving 
presentations anyhow so paying-it-forward was relatively easy.  Once the funding 
expired there was no more financial incentive to take the program.  This proved to be 
the biggest challenge in maintaining a sustainable program and getting enough 
participants to make the program financially feasible.   

Many prospective participants found the $1400 tuition fee to be a barrier.  Everdale 
began to change the structure of the course to make it more affordable.  There were a 
few different versions of how we offered the course but eventually we settled on 
seven in-class sessions with no farm tours.  This reduced the cost of the course to $625.  
A more detailed explanation of the course finances will follow. 

Another major component of the first versions of the course was the expert farmer 
mentorship.  The idea was that participants who submitted their farm plan would have 
it reviewed by a farmer who had experience in offering similar products and/or 
services.  That mentor would track the time they spent reviewing the plan and 
providing feedback, both written or by phone/in-person if desired and be 
compensated for their time.  This was an incredibly useful part of the program but 
surprisingly few participants took up the offer (beyond those obligated to in order to 
receive the $4000 Heifer Gift).  Everdale still recommends participants seek some 
guidance and advice but no longer offers it as a structured part of the course.   
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As stated earlier, the course continues to evolve.  Hopefully this information provides 
some insight into how we arrived at our current offering.   

 Initial version Current version 
Tuition $1400 $625 
Program length 10 sessions 7 sessions 
Farm Tours 2 days of farm tours No farm tours 
Presenters Up to 15 presenters As few as seven 

presenters 
Mentorship Built into the course Not a structured part of 

the course 

Desired Outcomes 
 

Everdale has found that participants take the course for many different reasons.  This 
ranges from people who have almost zero experience on a farm and are exploring 
what a career switch might look like to people who have spent a few seasons on a 
farm and are committed to running their own business but recognize they lack the 
necessary entrepreneur skills.  We welcome all types of participants, but it is important 
for them to understand that the course does not cover production related topics.  This 
can be a challenge with newcomers to farming.  There are many technical terms 
(names of tools, structures, methods, crop families, etc) to learn and if you are 
unfamiliar with them it can be a steep learning curve.  On the flip side, those with lots 
of experience often have very specific production questions they would like to ask 
presenters that might not apply to their fellow participants.  It is important to manage 
everyone’s expectations for what the course can provide and for the facilitator to 
intervene if class discussions get off topic.   

Ideally, each participant would exit the course with a farm plan that 
works for them.  The course is designed to tackle one section of the 
plan at a time to make it easier for participants to assemble it in a 
stepwise manner.  Some past participants have been kind enough to 
share their plans as examples for current participants to see what others 
have done.  However, some participants have been clear that it is not 
their intention to write a farm plan while taking the course.  They come 
for information.  To hear from presenters about what has and hasn’t 
worked for them.  Many take good notes so that when they are ready to 
assemble their own plan, they have all the necessary tools.   

It is important to check in with all participants regularly to 
ensure that their needs are being met and their expectations 
fulfilled.   

Cover page of farm plan submitted by Shannon 
Jones and Bryan Dyck of Broadfork Farm 
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Participant Recruitment 
 

Everdale works hard to ensure we have enough participants in the course to make it 
financially sustainable.  We have found that the course draws from a fairly small 
geographic range.  This limits the population we can draw from but allows us to target 
our advertising of the course.  To date, we have never had a year where the course has 
been in demand enough to turn people away.  For this reason, we don’t have a 
rigorous application process.  If someone expresses interest, the coordinator will get in 
touch with them to ensure they know what the outcomes of the course and discuss 
whether the expectations of the participant are realistic.  The program must break 
even financially in any given year so it’s important that enough participants enroll to 
make the course sustainable.  We haven’t cancelled a course due to low enrollment 
yet!   

Presenter Recruitment and Management 
 

Over time, we have built quite a roster of presenters to draw on for the various 
sessions.  We are in a stable place now where it is often the same presenters coming 
back for the same session year after year.  This is mutually beneficial as it’s less 
preparation work for a presenter after the first year and it allows the coordinator to 
make recommendations based on previous presentations.   

Presenters are compensated for their time and travel (see course finances section).  We 
are currently settled on having a total of nine presenters in addition to the 
coordinator.  This is our only out of pocket expense outside of the coordinators time 
(for more information see the Course Finances section).   

Presenters need to be scheduled well in advance of their session.  At least two months 
is ideal.  First time presenters need to be coached through the development of their 
presentation.  We have developed lists of questions that we send to each presenter 
prior to their talk (see appendices).  Participants also get the question list to prime 
them for the presentation.  During the presentations themselves, both participants 
and presenters need to be reminded that the focus should remain on the business 
topic they are discussing.  It is easy for people to get excited and start to ask about the 
details of a presenter’s production systems.  It is also easy for presenters to get caught 
up in this.  The focus can shift very quickly from a high-level business discussion to a 
detailed production discussion.  The main issue with this is that production details will 
only apply to part of the class whereas the high-level business information should 
apply to everyone.  It is impossible for presenters to refer to their businesses without 
mention of what they offer, but we’ve found it is something that needs management.   
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Resource Management for Participants 
 

Early on, it became apparent that we needed a way to share resources with 
participants.  This includes notes from the day as well as other items we’ve gathered 
over the past twenty years.  We started by using shared online folders but, after one or 
two courses, they became disorganized and hard to navigate and find what you are 
looking for.  For the next version of the course, we will have an operational online 
database that we can add to over time.  Our hope is that some of our friends doing 
similar work to us can help us populate and maintain this database.   

General Session Schedule 
 

The seven sessions that make up the current version of The Farm Planner take place 
over a period of four months.  Sessions are spaced two weeks apart on Saturdays with 
a longer break over Christmas and New Year’s.  We usually start in mid-November and 
have three sessions before the longer break.  We reconvene the first week of January 
and finish in mid/late February.  The main reason behind this timing is to 
accommodate the busy summer schedules of the farmer presenters.  It also allows a 
participant to develop a plan over the winter (if they choose) and put it into place 
immediately upon course completion. 

Sessions start at 9:30 am and run until approximately 4:00 pm with an hour break for 
lunch.  The first session is unique in that there is no guest speaker invited to the 
course.  The remaining six sessions all have the same general schedule.   

• A general review of the last session.  The facilitator takes lots of notes to 
generate discussion if the participants are having trouble recalling the 
previous session. 

• A check-in to see where everyone is at.  As the plan is built piece by piece 
it’s important for the facilitator to have regular check-ins during the course 
to make sure everyone is on track to complete a plan. 

• Any relevant updates to the resources that participants should be aware of. 
• The facilitator keeps track of participant questions as they come in between 

sessions.  Many of them are relevant to the whole class so time is taken to 
bring them up and discuss.   

• A primer presentation to get participants ready for the guest speaker(s) in 
the afternoon.  It is useful to cover basic terminology and other minutia in 
order to free up more of the afternoon. 

• Lunch from noon to 1:00 pm. 
• The presenters start at 1:00 pm.  We always leave time for questions at the 

end of a presentation.  If it is a single presenter, aim to finish at 3:00 pm for 



   
 

Page 11 of 44 
 

questions.  If two presenters, give them 45 minutes each and leave plenty 
of time for discussion/questions.  Be generous with timing as presenters 
usually go over their allotted time. 

• All facilitator session outlines from the 2018 course are included in the 
appendices. 

Session Descriptions 
This is the information posted on our website to explain the course to potential 
applicants.  You can also find the following information in the appendices. 

Session One: Farm Foundations  
This session will cover much of the bigger picture issues surrounding the development 
of a farm plan. Where are you now and where are you headed? How will an 
agricultural business fit with the rest of your life and in your community? What will be 
your enterprise of focus and how do you determine the scale of your business? You 
will also get the chance to meet other prospective farmers who are asking themselves 
the same questions that you are. Topics covered in this session will impact all 
subsequent decisions made concerning your business.  

Session Two: Planning for Production  
Having a product or service to sell is the first step in running an agricultural business. 
Learn the steps needed and tools available to begin developing a production plan. 
You will also hear from a panel of experienced farmers. They will discuss how they 
chose their current enterprises and scale as well as their production planning process.  

Session Three: Marketing and Distribution  
This session will look at the factors that can lead to a successful marketing campaign 
for your business. How do you conduct market research? How do you evaluate market 
opportunities and possibilities? How do you price your product and effectively 
promote it? All these questions will be addressed as well as appropriate distribution 
channels and methods for your goods/services. Hear from a diverse group of farmers 
on how they tackle selling their products.  

Session Four: Financial Basics  
This session will focus on key financial information that every small business owner 
should know. Moving from terminology into different ways of organizing your 
businesses monetary information. An expert farmer will open and present their books 
to you so you can see how it happens on a real farm.  

Session Five: Meeting Requirements  
How do you ensure you are doing everything you need to be doing as a business? Are 
you registered? Are you taking advantage of everything you should be? Is it better to 
be a sole proprietorship or to incorporate? A small business expert will join the class to 
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let participants know what they should be doing in order to meet all requirements and 
best practices.  

Session Six: Data Management and Advanced Finances  
Small businesses have an incredible amount of date to keep track of. The first half of 
this session will explore a variety of methods and tools that can be used in a wide 
range of applications. In the second half of the session an expert panel of farmers will 
share some more in depth financial data with you related to their businesses.  

Session Seven: Regulations, Risk Management and Record Keeping  
In the final session we will cover some minor but still very important pieces of a 
complete business plan. First, what regulations do you need to be aware of, both farm 
specific and not. Second, how to identify, assess, and manage all risks associated with 
your business. Finally, hear from a farmer about how their record keeping system 
works, from collection, to organization to use. 

In-Depth Session Descriptions 
Session One: Farm Foundations 
The work done in this session should impact all subsequent farm business decisions.  
The goal of the session is to remind participants why they are here.  What are their 
reasons for wanting to start a farm business?  What is important to them?  This applies 
not only to their farm business but their life in general.  It is important for participants 
to think about how the farm business will impact their lifestyle. The homework at the 
end of the session is to have participants construct a vision that captures both the 
short and long term.  This vision should contain both what the business looks like and 
the participants’ life.  They should choose an enterprise or two that the rest of the plan 
will focus on.  Many mature farm businesses rely on a diversity of enterprises to make 
the whole but narrowing the focus for the duration of the course makes planning 
more achievable.  Participants are also introduced to the idea of building a plan 
section-by-section.  They are encouraged to complete the opening sections of their 
plan between this session and the next.  They are provided with both examples from 
past participants as well as a template (see appendices). 

Session Two: Planning for Production 
Entering this session, participants should have an idea of what enterprise(s) they 
would like to construct a plan for.  These are usually very high-level ideas (e.g., attend a 
local farmers markets with vegetables, raise pigs and chickens, host weddings at the 
farm, etc.).  In this session, they are asked for more detail.  Scale of enterprise is the 
main one.  How much/many of your product(s)/service(s) will you offer?  Participants 
are also introduced to checklists in this session (more information in the next section 
‘Work Between Sessions’).  There is often confusion about what a production plan is.  
Using annual vegetables as an example, participants will think this refers to a crop 
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plan.  In reality, we cover everything but the crop plan.  A crop plan generally has what 
crops you will grow, how much of each, dates for planting, and sometimes where you 
will plant them.  The larger production plan will have all of the ‘support’ needs to make 
the crop plan happen.  How will you produce seedlings, how will you cultivate your 
fields to get them ready, how will you water, harvest, wash, etc.  Over a few years, with 
the help of participants, we have constructed a series of checklists for various 
enterprises to ensure that each participant has thought about all of these other needs.   

In the afternoon of this session, two farmers are invited to present.  The focus of their 
presentations is on how they chose their enterprises and what scale works for them.  
Depending on how mature their business is, they can also explain how things have 
changed over time to work better.  The focus should be on their decision-making 
process.  Why their chosen enterprise mix and scale works for them, their family, and 
their community.  By focusing on how and why decisions were made it should keep 
the presentation relevant for all participants, regardless of what product(s)/service(s) 
the presenter offers. 

Exiting this session, participants should take their chosen enterprises and decide on a 
scale for their first year.  They can then begin to think about all the production 
supports they will need to have in place in order to produce their product(s)/service(s).  
By following the checklists, they should know where to direct their efforts. 

Session Three: Marketing and Distribution 
This session will cover everything about getting the chosen product(s)/services(s) into 
the hands of the consumer.  The marketing discussion starts as a broad whole farm 
strategy (how are you going to tell the story of your farm) and ends up focusing on the 
marketing of an individual product or service.  It quickly becomes apparent at this 
stage that the lines blur between the different sections of the plan.  For example, once 
you harvest your kale, will you be bunching it or leaving it loose?  This type of 
information could easily go into the ‘Planning for Production’ section, but the decision 
could also be based on the demands of the chosen market.  Participants should also 
think about how they will physically store and move their product(s).  There is another 
checklist for the marketing and distribution of farm product(s)/service(s).   

The afternoon sees another two presenters attend to discuss all aspects of their own 
marketing strategies.  These presentations begin by starting at a high level (farm 
name, farm website) and narrowing in on their product specific strategies.  Just like 
the previous session, it’s important to get presenters to speak to the evolution of their 
marketing plan over the life of their business. 

The homework coming out of this session to prepare for session four is to start 
building a list of what the farm will need to buy.  By following the checklists for the 
production plan and for marketing, they should be able to identify what assets they 
will need.   
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Session Four: Financial Basics 
Typically, there is a three-week break between sessions three and four.  The hope is 
that participants will have a solid start on their plan at this point with an introduction, 
vision, and marketing plan in place.  After the usual morning review, the facilitator will 
cover some of the basic terminology associated with a financial plan (see appendices).  
This frees up the afternoon presenter to focus on the more detailed information.  A 
good exercise to get participants thinking about organizing their finances and a chart 
of accounts is to get them to make a personal or household budget.  There are many 
templates online for this kind of budget and the experience is valuable.  The current 
facilitator has a personal household budget they find useful to share as they can talk 
about how/why it works for them and what changes have been made over time as 
well as the reasons for those changes.   

The afternoon has one presenter speak in-depth to more basic financial information.   

Exiting this session, participants should be taking the list from the previous session 
and start to build a budget for their first year.  Using their marketing plan, they can 
also start to put numbers into their budget for revenues.   

Session Five: Meeting Requirements 
Some of the most common questions that come up in the course pertain to setting up 
a business.  Some are farm specific and some would apply to any entrepreneur.  We 
have found that these are difficult questions for a farmer presenter to answer. They are 
all entrepreneurs but not experts in setting up a business.  Often, they made decisions 
several years ago and have trouble recalling what decisions they made and why.  Or 
they consulted an expert themselves and went with their advice without knowing 
what the other options were.  For this reason, we decided to stray from the farmer 
presenter theme and turn to a small business expert.  Someone who has either set up 
their own business(es) or has helped others too.   

Depending on where participants are at, the morning of this session is usually left 
open to cover what the participants require.  Usually this means either looking at 
business requirements before the presenter arrives, talking about the assembly of the 
larger plan document, or doing some in-depth work on their financial strategies. 

Session Six: Data Management and Advanced Finances 
Data Management used to be its own session.  We replaced it with the ‘Meeting 
Requirements’ session a few years ago.  Presenters struggled with the data 
management topic for all sorts of good reasons.  The main one being that there is 
usually a wide range of experience among participants when it comes to using 
Microsoft Excel, which many farmers rely heavily upon.  Presentations ended up being 
too complex and confusing for some, and not enough detail for others.  Now, the 
facilitator covers the topic in an abbreviated morning session.  Examples are used from 
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Everdale, but the goal is to get participants thinking about all the data they will need 
to track and how they will accomplish it.   

For the afternoon, two farmer presenters attend and dive right into their business 
finances as all the basics and terminology have been covered.  Ideally, the presenters 
are willing to be as transparent as possible with their business finances.   

Session Seven: Regulations, Risk Management and Record Keeping 
The final session of the course.  Regulations and risk management are covered by the 
facilitator in the morning of the session.  Regulations is a difficult topic for any 
presenter to cover as they tend to only be an expert in one specific area whereas 
participants are interested in knowing a little bit about everything.  We do a brief 
overview of the major relevant regulations and then a more general discussion on 
how to keep yourself up-to-date on what is most pertinent to each individual.  Risk 
management is also a small topic.  Most of the participants are already looking at 
highly diversified farms.  The topic is still relevant but does not require very much 
discussion.   

Record keeping is more important.  The most difficult part for most participants is to 
write a farm plan without any previous information to go on.  Setting themselves up to 
keep good records during their first season is important for them to analyze and 
improve upon as they move into year two.   

Work Between Sessions 
Ideally, all the presenters for the course are booked before the first session.  There is 
still some communication that happens in order to prepare each presenter for their 
session, but it’s quite minimal thanks to the question sheets presenters are sent prior 
to their talk. Presenters receive follow up thank you email and the facilitator uses this 
opportunity to request any materials the presenter used (PowerPoint presentations, 
hand-outs, etc.) as well as provide an invoice for their time.   

As the course happens, the facilitator takes notes on a printout of the daily outline for 
each session.  Immediately following the session, the facilitator can make any desired 
changes for next year’s version of the course while the ideas are still fresh in their 
mind.  This means very little preparation time before the actual session itself in terms 
of updating the content.   

Each participant is contacted individually to check-in on where they are at and if they 
are struggling at all with their plan.  Individual check-ins are important as each plan is 
unique.  The facilitator ensures they have enough time set aside to review anything 
any of the participants would like looked at.  There is also a more general email that 
goes to the whole class to remind them of the next session, what the topic is, who the 
presenter is, and where they should be in their plan.   
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Course Finances 
The current course can be run with minimal financial inputs.   

An important note to make here is that the course is not run at Everdale’s rural farm property.  
Winter access can be a challenge and most of our community-oriented facilities are not 
properly winterized.  For these reasons, we usually run the course in nearby Guelph (although 
past courses have happened in Toronto as well).  Space rental had been a major cost in the 
past but through a partnership with another organization in Guelph we have been granted 
access to a suitable space free of charge.  This has been key in making the program affordable 
for participants.  There are a few things we looked for when trying to find a spot to run the 
course: 

- Sufficient parking and nearby transit access for those coming from out of town. 
- Easy to find for participants and presenters. 
- Internet access and the ability to set up a computer and projector. 
- Kitchen access. 

Without having to pay to rent a space, it leaves us with two main costs. 

1. Presenter honorariums.  We pay all presenters a $150 honorarium for speaking and 
$0.41/km for mileage.  Guelph is a fairly central location for us and it has been 
relatively easy for us to find enough presenters in a smaller radius to keep travel costs 
down.  We usually have a total of nine presenters come in at various points through 
the course.  Combining honorariums and travel this cost is normally between $1600 - 
$1900.   

2. Facilitator time.  The in-class time is ~63 hours (7 sessions x 9 hours/session).  Outside 
of this there are planning meetings, course promotion activities, presenter bookings, 
space bookings, curriculum revision and writing, participant recruitment activities, and 
communications with participants during the course.  Everdale has made predictions 
for how much time each of these tasks takes and would be happy to share those 
numbers upon request.  The cost would also be dependent on the hourly wage paid to 
the facilitator.   
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Conclusion 
As the demand for locally sourced and sustainably (environmental, financial, and socially) 
produced food increases we anticipate even more people to turn to farming as a viable career 
path.  If past trends are any indication, many of those people will come from non-farming 
backgrounds.  Everdale feels strongly that entrepreneurial skills are a key part of any small 
business’s longevity.  Our hope is that we can share this work with other organizations doing 
similar work in their own communities.  We see two main benefits to this: 

1. Our geographic reach is limited.  We often field requests from prospective 
participants who live too far away to attend the in-person classes through the 
winter.  Everdale is well positioned to run this course in our community as we 
are well known and have a large network of peers to draw on.  Other 
organizations running this type of program for their own community members 
would be ideal. 

2. Everdale is not aware of any other organizations running a program similar to 
The Farm Planner.  We imagine a future where multiple organizations are all 
running similar programs in their own communities, sharing best practices and 
resources to make all of our programs stronger.   

If you or your organization is interested in starting your own business planning course 
for farmers, we hope you will be in touch! 
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Appendices 
A – Session Descriptions 
 

Everdale’s Farmers Growing Farmers Programs 
 

The Farm Planner 
 
Session One: Farm Foundations 
 This session will cover much of the bigger picture issues surrounding the development of a farm 
plan.  Where are you now and where are you headed?  How will an agricultural business fit with the rest of 
your life and in your community?  What will be your enterprise of focus and how do you determine the scale 
of your business?  You will also get the chance to meet other prospective farmers who are asking 
themselves the same questions that you are.  Topics covered in this session will impact all subsequent 
decisions made concerning your business.   
 
Session Two: Planning for Production 
 Having a product or service to sell is the first step in running an agricultural business.  Learn the 
steps needed and tools available to begin developing a production plan.  You will also hear from a panel of 
experienced farmers.  They will discuss how they chose their current enterprises and scale as well as their 
production planning process.   
 
Session Three: Marketing and Distribution 
 This session will look at the factors that can lead to a successful marketing campaign for your 
business.  How do you conduct market research?  How do you evaluate market opportunities and 
possibilities?  How do you price your product and effectively promote it?  All these questions will be 
addressed as well as appropriate distribution channels and methods for your goods/services.  Hear from a 
diverse group of farmers on how they tackle selling their products. 
 
Session Four: Financial Basics 
 This session will focus on key financial information that every small business owner should know.  
Moving from terminology into different ways of organizing your businesses monetary information.  An expert 
farmer will open and present their books to you so you can see how it happens on a real farm.   
 
Session Five: Meeting Requirements 
 How do you ensure you are doing everything you need to be doing as a business?  Are you 
registered?  Are you taking advantage of everything you should be?  Is it better to be a sole proprietorship or 
to incorporate?  A small business expert will join the class to let participants know what they should be doing 
in order to meet all requirements and best practices.   
 
Session Six: Data Management and Advanced Finances 
 Small businesses have an incredible amount of date to keep track of.  The first half of this session 
will explore a variety of methods and tools that can be used in a wide range of applications.  In the second 
half of the session an expert panel of farmers will share some more in depth financial data with you related 
to their businesses.   
 
Session Seven: Regulations, Risk Management and Record Keeping 
 In the final session we will cover some minor but still very important pieces of a complete business 
plan.  First, what regulations do you need to be aware of, both farm specific and not.  Second, how to 
identify, assess, and manage all risks associated with your business.  Finally, hear from a farmer about how 
their record keeping system works, from collection, to organization to use.   
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B – Session One Outline 
 
The Farm Planner:  Session One – Farm Foundations 

9:30 – 9:50 am 

- Course introduction 
o Facility.  Kitchen, washrooms, parking, building access etc.   
o Everdale intro.  Three main pillars of work.  Facilitator’s role at the organization. 

§ Mention how our vision shapes our work (or vice versa).  “Everdale’s 
mission is to be a farm-based organization that provides hands-on, 
solution-based food and farming education to build and engage healthy 
local communities. To accomplish this we deliver a wide range of hands-
on learning programs on food and farming to people of all ages and 
backgrounds.” 

§ An important marketing and decision making tool.   
§ Grant chasing can cause Everdale to stray from its mission at times. 
§ Revisioning work that happens periodically.  Dropped ‘sustainable living’ 

focus.  Dropped workshops.  Replication becoming more prominent.  
Potential new social justice focus. 

o Facilitator introduction. 
o Course History.  Mention Farm Organizer. 
o Participant introductions.  30 seconds each. 

9:50 – 10:00 am 

- Discuss the general structure of each session.   
- Emphasize the desire to ‘review’ at the start of each session. 
- Do homework, send facilitator questions.  Prepare for upcoming sessions so you have 

questions in mind.   
- Session run down 

o Visioning – will guide all further decisions. 
o Planning for production – not a production plan necessarily, but all the supports 

that will make your production plan possible. 
o Marketing – this is the part visible to the outside world. 
o Finances 1 – terminology and overview. 
o Data Management – how to organize large amounts of information.  Mention 

we may not construct an actual production plan as mentioned in the session 
descriptions. 

o Finances 2 – see some real world finances. 
o Risks, Regulations and Record Keeping – small (but important) pieces of the 

plan. 

10:00 – 10:15 am 

- Discussion around numerous resources.   
- Please send anything you think relevant to the facilitator. 
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o EFAO (conference), COG (library), OSCIA/OMAFRA 
o Social media, print resources (Growing for Market) 
o What do you like? 

- How to best organize?  How to know what’s good/useful? 
- Discuss how we are going to get information to participants 

10:15 – 10:45 am 

- Overview of the planning process – ‘Chain’ the plan together 
o How and where to start? 
o What is the end product?  How do you know when you are ‘finished’? 
o How do you use it once you’ve got it?  Discuss this more.   
o Show various formats/templates on the course website. 
o Read through the first page of the pre-made template. 

10:45 – 11:15 am 

- Let’s start visioning! 
- Brainstorm reasons to farm, why it’s great! 
- Follow up with why it will be difficult and reasons you wouldn’t farm.   
- Hold these close.  This is going to set the stage for visioning. 
- Spend some time discussing backcasting.  How important it is to revisit your vision of the 

future often. 

11:15 – 12:00 pm 

- Fill out the vision sheet with participants on the projector.   
- Take this sheet or some version of it and modify to suit your needs/personality.   

o Can add/remove rows to split certain themes or add relevant ones of your own. 
o Can break out the timeline in whatever way will be the most useful for you.   

- Fill it out entirely, even if some of it is guesses.   
- Send it to the facilitator before the marketing session.   

12:00 – 1:00 pm 

- Lunch Break 

1:00 – 1:15 pm 

- Revisit vision sheet quickly.  Will you use this?  If not what will you use? 

1:15 – 1:45 pm 

- After you ‘finish’ your vision, then what?  When is your vision finished? 
- You can use the vision to create a Mission Statement and set of Guiding Principles.   
- Mission Statement – summary of the aims and values of a company/organization. 
- Guiding Principles – set of ‘rules’ you follow to ensure you fulfill your mission. 
- Show some examples and talk about how the information in your vision can help you 

write both of these.  This is somewhat related to marketing so will leave it here for a few 
sessions.   
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1:45 – 2:15 pm 

- After your vision, the next thing to look at is what products and services you will be 
offering. 

- This is where building the plan gets tricky as one section may drastically affect another.  
For example, if you know you want to do a CSA type model that could really affect what 
you produce. 

- In addition, what you currently have available to you could have a large impact.  How to 
evaluate what you currently have available?  Both physical and non-physical (ie. Human) 
resources.  Seemingly simple things matter!  (do you have a vehicle?) 

- Everdale example. 
o In 2010, organization underwent some re-visioning.  Trying to be everything to 

everyone and (personal feeling) were doing an ok job at a lot of things.  Picked 
the things we were good at and already had the means to continue doing and 
focused in on them. 

o For example, workshop coordinator was going on maternity leave and not 
returning.  Workshops were under attended and many other organizations were 
doing a great job of this already, so we dropped them.  Also allowed us to drop 
the sustainable living theme (making soap, biodiesel, etc) and focus on 
food/farm related tasks.   

- Peace Ranch example.   
o Taken directly from the website – ‘Peace Ranch is a community mental health 

agency offering supportive housing and social recreational rehabilitation 
programs to individuals with serious mental illness as well as those who are 
dealing with co-occurring addiction challenges.’   

o Farmer who was staff there wanted to have a CSA style project for the residents 
and day program participants to engage with.  Became apparent that the 
production plan for a CSA operation had limitations that clashed with the 
varying mental exceptionalities of the residents.  So CSA model was abandoned.  
Chose to focus instead on a handful of crops like potatoes, melons, peppers, etc 
and market them in a wholesale style format.   

o There was also a greenhouse built before the farmer came on board with the 
organization.  Cost hundreds of thousands of dollars.  All glass and automated 
but had a concrete floor.  The farmer had to figure out what could be produced 
in the greenhouse that could still fulfill the mission of the organization.  They 
landed on hydroponically produced lettuce.  Good example of using what’s 
already available to you.   

o There is likely very few (if any) participants that will have anything as obvious as 
this to take into consideration, but a relevant example nonetheless.   

2:15 – 2:45 pm 

- Many of you probably have a pretty good idea of what your main enterprise will be.  But 
for a business plan, you need to start thinking of all the specifics. 

- In addition, most small farms make up their entire revenue from a variety of different 
enterprises. 
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o Enterprise 
o Product 
o Service – Will discuss more in marketing?  How different is offering a service 

over a product?  My feeling is that even when selling your product you will have 
to include a certain level of ‘service’ to go along with it.   

- Brainstorm some alternative products/services.  Start with the usual but really push the 
extraordinary. 

o Guy who ‘grows’ furniture. 
o Katie’s example for the Christmas themed farm. 
o Brenda and her wreath making.   
o Spend some time talking value added.  Can use Landman as an example.  She is 

also a good example of using what’s available on the property (Blackhouse 
mainly).   

o Everdale’s commercial kitchen example.  Can also relate this back to fulfilling 
our mission.   

2:45 – 3:00 pm 

- How do we start to capture the specifics of what your offerings will be? 
- 2018 Vision sheet replaces the old products/services sheet.  Difference is no expenses.   
- So, starting with the vision sheet to brainstorm 
- If you don’t use that sheet, the main things you want to focus on are 

o What is it? 
o What scale are you doing it at? 
o How much work will it be (labour)? 
o Capital costs? 
o Operating costs? 
o Revenue? 
o Distribution? 

3:00 – 3:30 pm 

- Start the plan in the next two weeks.  Vision is the spot to start.  Fill out the sheet (or 
some version of it).  After that, write a few summary paragraphs.   

- Have a look at the Farm Plan template.  Stress again that this is just a template, use a 
format that will work for you.  Read through the example introduction and vision work.   

- Work will start to pile up very quickly so keep chipping away as often as you can! 

NEXT SESSION 

- We will spend part of the time reviewing the work of today.  
- Planning for Production 
- If you have any good questions, please send them in!  We can cover people’s questions 

at the beginning of the next session.   
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C – Session Two Outline 
 
The Farm Planner:  Session Two – Planning for Production 

9:30 – 10:00 am 

- Walk through list of questions compiled from communications with participants 
between sessions.  If few/none came in, move on. 

10:00 am – 10:10 am 

- Walk through course website and make sure everyone has access 
- Discuss best way to organize 

10:10 am – 10:30 am 

- Review from previous session 
o Vision 

§ Where is everybody at? 
§ Did anyone make modifications to the worksheet? 
§ Did starting at the long term make sense for everyone?  Why or why 

not? 
o If you are unsure of your enterprise it makes it difficult to determine marketing 

channel and labour needs.  Core values, lifestyle, income, location and possibly 
community engagement may be the place to start. 

o Don’t allow a lack of clarity around enterprise to hold you up.  Choose the most 
likely scenario and make a plan for it.  You are allowed to change your mind at a 
later date. 

o Remember that the vision could be a powerful tool for making any/all business 
decisions. 

o It would be great if participants could share their visions among the group as 
well. 

o Show how the vision can be written into the plan.  The Farm Plan Example 
document. 

10:30 am – 10:40 am 

- Has everyone thought about what enterprise they are going to pursue as their main 
focus?   

- Do you have any minor enterprises you are planning? 
- Do you have an idea of what scale each of your enterprises will be?  Scale can be in 

terms of acreage, time needed, or a percentage of revenue generation (any others?). 

10:40 am – 11:00 am 

- Once you’ve made some progress on your vision and have chosen an enterprise you 
need to start planning how you are going to produce your product or offer your service. 

- Many vegetable growers often mistake this for a crop plan. 
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o Crop plan – a way to temporally and spatially plan what gets planted when and 
where (can play a whole host of other functions but those are the most 
common) 

o Production plan – for your production plan, think of everything that needs to 
happen in order for you to produce your product or offer your service.   

§ Make a list for both market garden scale vegetable production and 
livestock farming.  Compare lists to the checklists. 

o Thinking about every stage of the production on your farm will help you to 
compartmentalize the process and think about steps individually.  You can start 
to assess labour and asset needs associated with each step. 

§ An example is many market gardeners will have someone else start 
seeds for them in the spring in their first few years (or just buy plants).   

§ An especially challenging scenario is urban farm operations (where to 
wash, store, access to water, etc) 

o Can be described as going from the ‘What’ to the ‘How’.  Looking at your 
business as a bunch of specific ‘steps’ should help you start planning. 

11:00 am – 11:15 am 

- Brainstorm a list of all steps involved in vegetable production. 
o Pick one specific step/stage and start to make a list of all things needed for that 

step. 
- Do the same with livestock.   

11:15 am – 11:45 am 

- Show both the pre-existing vegetable and livestock checklists and compare to the 
brainstorm lists.   

- There are also the overall business supports that are needed.  Things you’ll have to do in 
order to offer any product or service and not necessarily specific to your idea.  (Non-
production tasks?) 

- These lists can drive further research and decisions.  You can also start to create a 
budget for what it might cost to start your farm.   

11:45 am – noon 

- Can do a brief primer on marketing.  Circle back to mission statement and guiding 
principles.   

- There are three articles on the course website now.  Have a read to get you thinking 
before the next session. 

12:00 pm – 1:00 pm 

- Lunch Break 

1:00 pm – 3:30 pm 

- Enterprise/scale selection presentation 
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D – Session Two Presenter Questions 
 
Questions for Session 2 of Planner for presenters 

The first session is spent visioning and trying to narrow down what these prospective farmers 
would like to do.  We talk a lot about what not only their businesses might look like but also 
their lives.  The purpose of the farmer presentation in the second session is to hear from people 
who have had to make those decisions first hand.  The important thing to remember is not just 
to give a picture of where you are at now.  We are more interested in where you started, how 
you got to this point, and where you hope to eventually be if it’s different than it is right now. 

- Give a brief bio on yourself.  How you first got involved in farming and ended up where 
you are today. 

Farm Enterprises 

- What are your current major enterprises?  Big question is WHY those enterprises?  Do 
they make the most money?  Are they the one’s you enjoy the most?  Did you find 
property that already had infrastructure to support that enterprise?  Chosen because 
you saw others doing it successfully?  Blind luck? 

- If you were given a blank slate to start all over again would you choose the same 
enterprises you currently have?   

- What scale is each of your enterprises at?  How does this compare to when you started 
them?  Again the WHY questions.  Why is your business the scale it is? 

- Do you plan to scale up (or down) any of your existing enterprises?  Are you done 
growing as a business? 

- Mention any minor ones and if they generate income.   
- Do you plan to add any new enterprises? 
- Have you had other enterprises in the past that you’ve dropped?  If so why were they 

dropped? 
- What is your long term enterprise strategy, specifically as you more towards retirement 

age (even if it’s 50 years away)? 
- Discuss the labour needs of your various enterprises and how you meet them.  How 

have these changed over time? 
- Do you feel that your enterprises are complimentary to one another?  (their main labour 

requirements are at different times, they use the same piece of equipment, a waste 
product from one can be used in the other, etc).  The labour part here is especially 
important.   

-  

Personal Life 

- Do you have what you consider to be a healthy work/life balance?  Why or why not? 
- How much of your business decision making in the beginning was influenced by the type 

of lifestyle you wanted for yourself/other important people?  Were those other 
important people involved in the decision making?   

- Do you have any lifestyle goals you are working towards? (ie. Taking a summer vacation) 
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Financial 

- Do you (or your family) have a source of non-farm income?  Is your goal to be a ‘full-
time’ farmer at some point? 

- If you are comfortable discussing any of the economics around your enterprises that 
would be great.  Mainly the gross/net revenues. 

General Questions 

- Do you have any really unique ways/ideas/products/services to generate income? 
- What do you think is a manageable scale for just one person (with reference to your 

main enterprise(s))?  
- How much time do you spend marketing?  (this includes at markets/CSA drops, etc) 
- How much time on office ‘stuff’ in general? 
- The above questions are looking at a labour budget of sorts.  During a typical week, can 

you break down how much time you spend on various tasks? (ie. X hours at market, X 
hours in the office, X hours in the field, etc.) 

- If you could go back and tell yourself something when you were just getting started 
what would it be? 
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E – Session Three Outline 
 
The Farm Planner:  Session Three – Marketing and Distribution 

9:30 am – 12:00 pm 

- Two farmer presentation 

12:00 – 1:00 pm 

- Lunch 

1:00 – 1:20 pm 

- Walk through list of questions compiled from communications with participants 
between sessions.  

- Debrief EFAO conference 

1:20 – 1:40 pm 

- Have a discussion on presenters and topic from the previous week.  Use notes to guide 
conversation. 

- Have a discussion about the presenters from the morning of current session. 

1:40 – 2:00 pm 

- Revisit course website again.  Make sure that the new link is working for everyone.   
- Talk about check-ins, no participant is under any obligation to reply. 
- Reminder about the differences between a production plan and the production 

supports.  Can apply to many enterprises, not just vegetables/livestock.  Agritourism 
examples like parking, washrooms, signage, etc.   

2:00  – 2:30 pm 

- Marketing is the main part of your business that is meant to be visible to the public.  You 
don’t market for yourself, you do it for your customer (or more correctly to engage a 
customer). 

- As you build a marketing plan you may (probably will) circle back on your vision and 
production sections.   

o The way you market will have an effect on your lifestyle (especially distribution 
methods). 

o Your desired income will also have an effect on marketing strategies. 
o It could affect your geographical location. 
o If you are determined to market in a certain way, it will have an effect on your 

product and production strategy.   
- Building a production plan from a marketing idea is an option.  Give an example (CSA is 

the easiest).   
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2:30 – 3:00 pm 

- SWOT analysis.  A good way to evaluate how to sell something.  SWOT can be used in all 
sorts of business decisions but personal feeling is that it is particularly useful when 
developing a marketing strategy.   

- Look at how Everdale sells vegetables.  Compare Harvest Share, markets, and wholesale 
by which channel gets 1) best quality 2) best price 3) most engagement 

3:00 – 3:30 pm 

- What’s in a marketing plan? 
- What are the 4 P’s?   
- What are the 4 E’s? 

o Product becomes Experience 
o Place to Everyplace 
o Price to Exchange 
o Promotion to Evangelism 

- Parts of distribution should be thought about separately.  Especially the logistics of how 
the product/service will get to your customer.   

- Talk about some logistic challenges with distribution.   

3:30 – 4:00 pm 

- Some lessons learned at Everdale 
o Website and social media – lots of stale farmer blogs out there…  Everyone has 

good intentions, but underestimates amount of time needed. 
o Talk about what we do, not what we don’t 
o Branding – we’ve paid for this 
o Who are we competing against?  What can we offer than they can’t?  Back to 

SWOT analysis. 
o Trying to drive more traffic to our website, significant time/money spent 

developing systems to streamline membership arrangement. 
o What is our ‘ideal’?  How are we going to get there?  Backcasting. 
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F – Session Three Presenter Questions 
 
Marketing Session – Questions for Presenters 

At this point in the course the participants have laid out what their vision is for their farm 
business (and life) and have tried to zero in on what their exact products and services they will 
be offering and on what scale.  We are going to turn their attention towards selling and 
distribution now.  That’s where you come in.  Please start the conversation with your story.  Talk 
about how you got started, where you are now, and where you are headed.  Really important to 
talk about the beginning of your business as that’s the stage the participants are at.   

Below are some examples of questions you could focus on for the talk.  Feel free to add, 
subtract, edit, etc. from this list. 

- What are you different marketing channels?  CSA/subscription, markets, online, 
wholesale, restaurants, etc.  A really big question is WHY you chose those channels.  I’ve 
been getting participants to think more about decision making processes and any insight 
you can offer into how you make decisions would be very helpful.   

- Does how you market depend on the product/service you are offering?  Why? 
- What is the breakdown of percentage of revenue per channel? 
- Through which marketing channel do you move the most volume? 
- How do your marketing efforts change with the season? 
- Which of your marketing streams requires the most time and effort?  Why?  Which 

requires the least? 
- How many hours/week do you spend on marketing? 
- What sort of special infrastructure have you had to acquire?  Including things like set-

ups for a farmers market, vehicles, freezers, etc. 
- Do you distribute off-farm?  Why?  Do you have a special vehicle?  How much time does 

it take each week (time off-farm).  Any other special equipment/costs associated with 
moving product off-farm? 

- What sort of consumable marketing supplies do you use?  (bags, pints, elastics, boxes, 
etc) 

- Do you use any signage in your marketing efforts?  Explain. 
- Do you market directly from your farm property?  What considerations have you had to 

make in order to do this?  (Parking, washrooms, snow removal, etc) 
- Do you have an online presence?  Website, social media, blog, etc.  Did you set it up 

yourself?  Do you maintain it? 
- Do you have/use any printed marketing materials?  Brochures, posters, flyers, etc.   
- Do you have a specific customer retention strategy?  A way to ensure their satisfaction? 
- Do you survey your customers?  Have the results changed the way you market? 
- How important is telling the ‘story’ of your farm?  If you do try to do this, how do you do 

it? 
- Do you enjoy marketing?  If so what parts specifically? 
- Have you ever provided incentives in order to encourage word of mouth? (‘bring a 

friend and get 10% off’) 
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- When you were first getting started and you had no customers, how did you get your 
name and product out there?   

- How has your marketing strategy changed since then?  Do you have any new marketing 
plans upcoming? 

- Any special tricks to introducing a new product or service? 
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G – Session Four Outline 
 
The Farm Planner:  Session Four – Finances Part One 

9:30 am – 10:00 am 

- No questions from after the third session… 
- We already did a marketing review in the afternoon of the previous session but check in 

to see how people feel and cover notes facilitator has. 
- Worth checking in with each individual? 

10:00 am – 10:15 am 

- How does finances fit in with the larger plan?   
- Paragraph on broad financial goals. 

o Stay out of debt. 
o Gross $X. 
o Spend no more than $X. 
o Net $X. 
o What are you building towards? 
o What is the minimum the business HAS to make? 
o What is your cost of living? 
o Will this be yours/your families only source of income? 

- The ‘spreadsheet’ can go into the appendices. 

10:15 am – 10:45 am 

- Look at budgets versus cashflow.  Can show examples of each. 
- Pull up personal budget.  Talk about how some expenses make sense to budget monthly 

for (hydro, internet, fuel, daycare, groceries) but some work better as annual lines 
(vacation, vehicle maintenance, natural gas fluctuates, etc).  How to balance and plan 
expenses. 

- Show Everdale Chart of Accounts.  Talk about cash flow monitoring.   
- Must make sense for you and those who look at it, but can make your life easier if it can 

also satisfy CRA needs.   
- You also need a way to separate personal from business, especially if living on the farm. 

10:45 am – 11:15 am 

- Define fixed and variable expenses.   
- If my household needed to make drastic changes to our finances (lose my job), the first 

step would be to separate our fixed from variable and figure out what can be cut.   
- Do a brainstorm of expenses, first for fixed then variable.  Will list many that could fall 

into either category. 
- Could any of the listed expenses be classified as overhead?  Are they usually fixed? 
- Discuss the ‘overhead trap’.  Be wary taking on new overhead expenses!  This can apply 

to capital expenditures if you will be financing them.   
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11:15 am – 11:30 am 

- Pricing talk.  Work through both of the break-even analysis exercises in the finances 
notes sheet.   

- Bring up the David Cohlmeyer PDF.  Talk about how it affects pricing. 
- Paul and Sandy Arnold sheet as well.   

11:30 am - noon 

- Prime class for next session on Data Management in the morning.  Will just be the 
facilitator working through a bunch of different strategies used at Everdale. 

- Also, the small business presenter will be coming in to speak about business basics so if 
you have any specific questions please send them along.   

- Also talk about how we will address finances again in four weeks.  Will get to see some 
real examples so would be very beneficial to have your budget ready.  It will also be 
February so should be done anyhow! 

Noon – 1:00 pm 

- Lunch 

1:00 pm – 3:30 pm 

- Finances presentation by Graham Corbett 
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H – Session Four Financial Terminology 
 
The Farm Planner Part II – Finances Part I 
Purpose of creating a budget 

- Estimate profitability 
- Project cash flows 

- Provide a basis for credit 
- Assist in farm planning

 
Variable Costs:  vary with output within a production period 

- seed 
- fertilizer 
- compost 
- marketing costs? 

- chemicals 
- water 
- packaging 
- fuel 

- repairs 
- labour 

 
Fixed Costs:  generally remain the same within a production period, do not vary with 
production levels 

- depreciation 
- taxes 
- interest on investment 

- land charges 
- insurance 

 
Capital Expenses 

- useful for more than one year 
- can be sold as assets 
- will generally depreciate 

 
 
 

Overhead 
- all costs NOT included in crop 

budgets 
- can be fixed (mortgage/lease) or 

variable (utilities) 
- exist even if there is NO 

production
 
Break Even Values 

- Break even volume:  minimum production volume necessary to cover costs 
 
 BE volume = overhead expenses / (market price/unit – direct expenses/unit) 
 
Overhead = $5 000, Can sell eggs for $7/dozen, Cost $4.50 to produce.  2000 dozen to break 
even.   
 

- Break even value:  if volume is fixed can calculate market price to cover costs 
 
 BE value = (overhead expenses + direct expenses) / production volume 
 

Overhead = $5000 ($1250 for ¼ year), Winter spinach production costs = $2500, Can produce 
150 lbs 
BE value would be $25/lb 
 
Profit Margins 

- percentage of your profits you get to keep 
- profit margin = (revenue – costs)/revenue 
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I – Session Five Outline 
The Farm Planner:  Session Five – Data Management 
9:30 – 10:00 am 

- Walk through list of questions compiled from communications with participants between 
sessions. 

- Review and debrief last week’s farmer presentation.   
- If few/none came in, move on. 

10:00 am – 10:20 am 

- Open updated farm plan example.  Show how the different pieces have been added in after the 
relevant sessions.   

- Would it be useful to have participants read through the plan and try to find holes?  Or is it more 
useful just as an example?  Or is it not useful at all?   

- Should appendices be added to make it complete?  Would ‘real’ financial information help? 

10:20 am – 10:40 am 

- Start of the Data Management discussion 
- This session will blur the lines with record keeping.   
- What are the different types of data a farm business would need/want to collect?  Brainstorm 

with the group. 
o Customers/constituents 

§ Contact information 
§ Historical records of purchases/interactions 

o Crop information
§ Yields 
§ Dates 
§ Popluarity/sales 

§ Spacings 
§ Lots in here 

o Financial information 
§ Budgets and cashflows most common 

o Scheduling 
§ Possible to make a list of dates that can be managed 

o Other miscellaneous 
§ Rainfall/irrigation 
§ Inventory of anything 

10:40 am – 10:50 am 

- What are the different stages to Data Management?
o Collection 
o Storage 
o Organization or compiling 

o Analysis 
o Decision making 

- Brainstorm different methods for each.  Discuss everything from paper to paid/purchased 
software.   
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10:50 am – 11:00 am 

- What sort of data do I manage at Everdale? 
o Lots of member info.  Both personal info and historical. 
o Lots of crop info, sort of like record keeping.  For the CSA, it’s mainly volumes used.  

Have in past years done very basic crop plans for a student garden. 
o Scheduling.  For the Harvest Share and for the SFC curriculum. 
o Financial. 

§ Harvest Share budget and prediction 
§ Farm Planner course budget 
§ SFC program budget 

11:00 am – 11:15 am 

- Discuss the benefits of creating your own system.   
- As an example, open an Everdale points list from mid-2013.  This was the version I inherited.  

Worked ok but after using for almost 2 years I knew what I liked and what I didn’t. 
- Complete rewrite for 2014.  Small changes since that time.   
- Reboot every calendar year and previous year’s version can be used to analyze.  Show 

limitations with this by opening 2016 ‘evaluation’ version.   
- If you have an idea of what you want to do in excel, there is probably a short YouTube video on 

how to do it.   

11:15 am – 11:35 am 

- Everdale constituent data has seen a big shift in past 3-4 years.  Previously, everything stored on 
excel sheets.  Each program coordinator had many different files with contact info stored.   

- Two major shifts occurred at once 
o All files moved into ‘the cloud’.  Had a physical server at the farm previous to this.  Cloud 

means accessible from anywhere and keeps versions automatically.  Also gives 
Microsoft perks (latest version of office programs, one drive, etc).  $120/month.   

o Purchased a CRM (constituent/customer relationship management) software.  CiviCRM 
is open source but we paid a developer to customize.  In hindsight, keep customization 
out as means editing can’t happen in-house.  Continue to pay ~$75/month for the 
service.   

- Benefits of the CRM 
o Keeps all the ways Everdale interacts with someone in one place.   
o Ensures that contact info is all in one spot and is up to date. 
o Anyone in the organization (with access) can see all the details about a constituent.   
o Acts as the registration form for Harvest Share and some other programs. 
o Includes a payment processor. 
o Stores financial information (although right now it’s also being entered into Quickbooks 

– drawback?). 
o Can send emails to contacts individually or in groups.  Group emails can be specified to 

include/exclude many groups.   
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§ This is huge, has changed the way we communicate with people.  No more 
double emails, makes sure people can opt out easily (CASL), can target people, 
can use tokens to personalize, fancy templates, etc. 

o Now that we’ve had the system for a few years, starting to see the benefits of getting 
raw data in there versus imported information.   

 
11:35 am – Noon 

- Data collection is something we focus a lot on.  Can use the PDF of all the various records 
Everdale keeps. 

- For the Harvest Share and the farm in general 
o Usually, there is one or two people managing an aspect of the operation, but data is 

being collected by many more people, most new or seasonal staff/apprentices.  How to 
ensure we are getting people to collect the data we need? 

o Having well thought out and simple systems makes it easier.  Make it easy for the 
collector. 

- Have seen much evolution in the collection of member data (and youth program info collection).   
o Paper forms originally.  Manual entry into spreadsheet of all data.  Very time consuming. 
o Starting using a free survey software where the questions were contact info, share size, 

etc.  Exports from the software were messy but faster than paper.  All data ended up in 
an excel file.  **Were already using the survey software to poll members** 

o Moved to a paid version of Event Espresso.  Similar to above but with a few more 
features.  Still transferred all data to excel.   

o Last step was using ‘gravity forms’ on our website.  Simple plugin that allows you to put 
text boxes and other types of questions.  Again, exports transferred to excel.   

o Problems with all of the above was the season to season, year to year comparisons.  
Never came up with a good way to do it in excel.   

o Now, Everdale has the previously mentioned CRM that stores all historical data.  
Incredibly useful.  Show how to compare year to year, and how to target emails with 
mailings.   

Possible files to have open

- Old points list 
- New points list 
- Old member spreadsheet 
- New member spreadsheet 
- HS revenue tracking – old and new 
- SFC schedule 

- SFC crop plan 
- Some sort of web export, either from 

survey gizmo or excel 
- Website backend? 
- CRM backend 

Noon – 1:00 pm 

- Lunch 

1:00 pm – 4:00 pm 

- Farmer presentation on Data Management 
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J – Session Five Presenter Questions 
Questions for Session Five of Planner for presenters 

Participants have had four sessions so far.  They’ve thought a lot about their vision (both for their farm 
and life), what they will produce/offer and on what scale, how they will market their farm and their 
products/services, and some of the basic financial terminology they will need to build a financial 
strategy.  Most of them are not coming from a business background and being an entrepreneur might 
be a relatively new thought for them.  The hope is that this session will cover everything they need to be 
aware of and point them to some resources on how/when/why to get it all done. 

- Give a brief bio on yourself.  How did you get to where you are today? 
- Why you should/need to register a business. 
- How to register a business. 
- Any associated fees. 
- How to register a farm business.  How and why is this separate/different then registering any 

other business?  Do they have to register twice?  Once as a business and once as a farm? 
- How to file taxes as a business.   
- How to file taxes as a farm. 
- How to structure their business (sole proprietorship, partnership, corporation, etc).  What are 

the options and the pros/cons of each? 
- How do I register a website and other online presence? 
- What sort of insurance should they be looking at? 
- What is an HST number?  Why should I get one?  How do I get one? 
- What do I need to be aware of if I’m going to hire staff?  What are my legal requirements (WSIB, 

health and safety, payroll, etc.).  How is running an ‘internship’ different? 
- What are the different tax write offs available to small businesses?  How does it work when 

running a business from your residence? 
- What kind of funding opportunities exist for small start-up businesses?  What sort of loan 

opportunities are there? 
- What is a recommended next step to further one’s business management training? 
- Why should or shouldn’t I hire a bookkeeper?  Is there any recommended software that will 

help me manage that aspect of my business? 
- How and why should I set up a business bank account?  Do I need a business credit card and/or 

cheques? 

 

- Why should they register a business? 
- What would happen if they didn’t register?  Is it illegal? 
- What are the benefits of registering?  What are the drawbacks? 
- What is the set of steps for this to happen, how long will it take, and should they wait until they 

are actually producing something to register? 
-  
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K – Session Six Outline 
The Farm Planner:  Session Six – Finances Part II 

9:30 – 10:00 am 

- Walk through list of questions compiled from communications with participants between 
sessions. 

- Feedback on last session. 
o Morning looking at Everdale Data Management 
o Afternoon with the Small Business Centre presenter 

- Review the Guelph Organic Conference 

10:00 am – 10:20 am 

- Set up the final session 
- Record Keeping 

o Left to the end on purpose, hopefully by this point you should know what you don’t 
know, set up records to collect that information.  Might be some overlap with Data 
Management.  Will look quickly at some Everdale records but most of it will be from 
another farmer in the afternoon. 

o Doesn’t just apply to production records.  Financial, member info, etc, all the other stuff 
we talked about last session. 

- Risk Management 
o An important topic, but by taking this course you are already addressing a major risk.  

We’ll talk more next session. 
- Regulations 

o Left to the end as regulations are usually very specific to your business.  If you have any 
specific questions pertaining to your business then try to let facilitator know over the 
next two weeks.   

o Will do a quick overview in the morning of the final session. 

10:20 am – 10:40 am 

- Look again at the plan template.   
- Show how the appendices act for ‘raw information’ while the plan itself can be more 

conversational and explanatory.   
- Most participants only focus on the first year or two in their explanations.  You can plan for the 

future as well.  Vision already contains some of the longer term info and can do a ‘future goals’ 
section somewhere in the plan to explain what you are working towards. 

- Most important is that it will work for you.  How do you think you’ll use the document?  From an 
operational standpoint, you’ll probably use the documents in the appendices most often 
(production plan, budget, etc).  How will you use the larger plan document though?  Most 
successful past participants I’ve talked to review theirs on an annual basis.   

10:40 am – 11:00 am  

- In preparation for second finances presentation, get back into financial discussion. 
- Show fabricated budget example.   
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o This can be a point to discuss how to organize a budget. 
o Do participants agree with the classification of costs? 
o How will actuals be tracked to ensure you are remaining within budget?  Can it be done 

directly in the budget document?  If you buy software like Quickbooks it will have this 
feature.   

o Show some other budget examples 
§ Farm Hack folder 
§ Any other templates on shared drive – LARGE FARM BUDGET 

11:00 am – 11:40 am 

- Use some time to talk cost of production.   
- Re-visit David Cohlmeyer and Arnold’s files. 
- Go through parts of John Hendrickson presentation – WHAT IS THIS?? 
- Show Fertile Ground Chicken COP 
- Show Peanut COP 
- Show Everdale COP 

11:40 am – 12:00 pm 

- Take any specific financial questions from participants. 
- If none, then talk about regulations and the next session. 
- Participants should make a list of risks for next session. 
- Encourage participants to do as much work as possible in the next two weeks so they are well 

set up for RK presentation. 
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L – Session Six Presenter Questions 
Session 6 – Finances Part II 

Questions for Presenters 

Where the participants are currently at.  We’ve had five sessions.  Visioning, production planning, 
marketing and distribution, introduction to finances and data management.  In the intro to finances 
session they were introduced to all the financial terminology.  Stuff like budgets, cashflows, fixed vs. 
variable expenses, etc, etc.  In the data management session, we looked at farmers uses for software 
like excel and quickbooks and how they can help with finances (among many other things).  For this 
finances session, we were hoping to dig a little deeper.  Participants should have had some time to start 
putting together their own financial documents.  My hope is that through this process they will have 
come up with some detailed questions about the organization of their own numbers. 

For your specific talks, start with a general introduction.  Who you are, what your business looks like (at 
start-up, now and where you are headed), and how you got into agriculture.  Talking about how your 
business has changed is a big piece, and how finances may have had an influence on those changes and 
the decisions you’ve made.  It’s often hard for participants to imagine how their own businesses will 
progress, hearing how it has happened for real life farmers is really valuable information. 

Ideas for questions you can focus on.  Feel free to add/delete/modify this list as it suits you. 

- Do you own or lease land?  How has your situation changed over the years?  If you own, was it 
difficult to obtain a mortgage?  If you lease, do you have a written agreement in place?  Why or 
why not. 

- Do you have a line of credit or some other fall back fund? 
- Do you complete a yearly budget?  Do you use a cashflow as well? 
- Do you build a ‘miscellaneous’ line into your budget?  How much as a percentage of total is it? 
- What was your initial capital investment (year one)?  Were there any purchases you made that 

you could have done without?  Were there any purchases you wished you made sooner? 
- Do you continue to reinvest in the farm?  How do you approach these decisions? 
- How do make decisions about large capital purchases?  Is there a cost/benefit analysis you do?  

How do you spread the cost of that capital purchase over time? 
- What are your major operating expenses?   
- Do you pay yourself an hourly wage?  If so, how do you track that?  If not, why?  Do you include 

labour costs in your pricing? 
- Do you set yourself financial goals for each season? 
- How do you manage finances from a bookkeeping perspective?  Do you use any specialized 

software?  Do you have help, either paid or otherwise? 
- During the season, how often do you compare your actuals to your projected?  If there is a big 

discrepancy (quantify what ‘big’ would be for you personally), what is your process to correct? 
- How much of your finances is done in Excel or something similar? 
- How much time do you spend during the season organizing your finances?  How much time in 

the ‘off’ season? 
- Do you have a system for classifying or separating expenses (overhead/capital/fixed/variable)?  

Can you explain the reasoning? 
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- Classifying expenses is something we spend a lot of time talking about.  How your business does 
it, especially if you have multiple enterprises, would be very worthwhile. 

- Do you have a ‘chart of accounts’ set up to track related income/expenses? 
- Do you have more than one enterprise?  Can you comment on which are more lucrative and 

why you think that is? 
- Do you ever perform a cost of production analysis?  What’s your method?  How do you 

attribute/divide overhead costs when you set your pricing? 
- Have you ever dropped an enterprise/product/marketing channel?  Was it for financial reasons?  

Are you thinking of expanding any enterprises because they are ‘money makers’? 
- Do you have a clear separation for your personal and business finances?  If so how does that 

look?  If not, why? 
- Do you pay someone to do your taxes?  Why or why not.  Are your finances organized in any 

way that makes doing taxes easier? 
- Do you save money for retirement?  Do you pay into some kind of health plan? 
- Do you have any HR costs?  WSIB, etc.  How did you learn the regulations? 
- Do you supplement your farm income with off farm income?   
- Does your farm business operate year-round?  Is most of your revenue generated in one part of 

the year? If so are your expenses during that same part? 
- People don’t get into farming to get rich, but there are financial realities that most of us have to 

face.  How do you balance those financial realities with what you want to do as a business? 
- If you could be in the position these participants are in (about to start up), what would you do 

differently from how you first started out?   
- Any spreadsheets or other financial data you are willing to share with the group would be very 

much appreciated! 
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M – Session Seven Outline 
The Farm Planner:  Session Seven – Risk Management, Regulations, and Record Keeping 

9:30 – 10:00 am 

- Walk through list of questions compiled from communications with participants between 
sessions. 

- Review and debrief last week’s farmer presentation.  How was market garden versus 
livestock/value added combination? 

- If few/none came in, move on. 

10:00 am – 10:10 am 

- Reiterate that the in-class sessions are ending but that support will continue on.  Aim to check in 
at least once a year but hopefully participants will reach out as needed.   

- Access to the shared drive will continue.  If we move to a new platform, then access will be 
transferred over if a participant requests it.  Don’t be shy!   

- We also like to talk about graduates of our programs (admittedly is a bit self-serving).  Everdale 
can help promote through social media channels and other ways. 

- Beware!  If you do start farming, you may be asked to come back as a speaker one day! 

10:10 am – 10:20 am 

- Look at the Fiction Farm Plan example again.  Show what’s been added.  This is not the only way 
to write a farm plan!  If facilitator was to write a real one, this is how they would do it.   

10:20 am – 11:00 am 

- Risk Management 
o First steps - personality 
o Talk about the various categories.  Any to add? 
o How ‘risks come true’ can add up to disaster.  Lemon Theory article about wilderness 

safety.   
o How to analyze – impact and likelihood.  Show graphs and work through an example.  

Start with an extreme (meteor impact on your farm).   
o Run through each of the risk categories with the participants, try to focus on the not-so-

obvious non-farm type things. 
§ Production – think about supplies. 
§ Marketing – again supplies? 
§ Financial – recent minimum wage increase and the effect on finances, also a 

public policy risk that isn’t ag specific.   
§ Health/Well-Being – could feel negative effects from all parts of your life. 
§ Public Policy – Example – article in the paper about road work in your area that 

could affect traffic driving by your farm.  
§ Regulations – Everdale example of the ‘Commercial Vehicle Operators License’ 
§ What else can the class come up with? 
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11:00 am – 11:30 am 
 

- Regulations 
- Start with easiest topic.  Supply managed products 

o Show Cathy Hansen handout and talk about the different products that are supply 
managed.   

- There are some acts to be aware of as well.   
o Food and Drugs Act (Federal) – probably won’t apply to most. 
o Consumer Packaging and Labelling Act (Federal) – mainly to avoid confusing consumers 

about volumes (applies in grocery stores as well) 
- Farmer’s Markets 

o Selling value added at the market 
o Signage 
o Sampling 

 
11:30 am – 12:00 pm 
 

- Course wrap-up. 
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N – Session Seven Questions for Presenters 
Session 7 – Record Keeping 

Questions for Presenters 

Where the participants are currently at.  This is the final session.  So far have covered visioning, 
production planning, marketing and distribution, introduction to and advanced finances and data 
management.  In the morning of this session the facilitator will cover risk management and regulations.  
Most of the participants should have a pretty good idea of what their farm business will look like at this 
point.   
For your specific talk, start with a general introduction.  Who you are, what your business looks like (at 
start-up, now and where you are headed), and how you got into agriculture.  Talking about how your 
business has changed is a big piece.  It’s often hard for participants to imagine how their own businesses 
will progress, hearing how it has happened for real life farmers is really valuable information. 

Ideas for questions you can focus on.  Feel free to add/delete/modify this list as it suits you. 

- Most people tend to focus on production records.  What other sort of records do you keep 
besides production?  Examples could include: financial, customers, purchase records, weather, 
sales, complaints, inventories etc.   

- Why keep records?  What are the direct benefits that it allows on a daily/annual basis? 
- What are the priorities to track and why?  What would you track if given unlimited time?  If you 

could only track a few things what would they be?  (ie. What are the most important for you?) 
- How much time is realistic to spend on record keeping?  Both the act of writing it down, 

compiling and storing them, and the analysis of them?  How much is done during your main 
production season and how much in the ‘off’ season? 

- Many prospective farmers have big dreams for record keeping.  They will do an excellent job of 
tracking everything!  Are the realities of your record keeping different than what your intentions 
when starting out?  If so why?   

- Are there any records that you don’t keep that you wish you did?  What are you realizing is 
important information that you didn’t realize when starting out? 

- Are there any records you kept at the beginning that you thought would be important but that 
you didn’t end up using?   

- How often do you organize the notes you’ve been taking? 
- Do you track anything non-numerical?  How does this happen?  (ie. Your enjoyment in doing 

something, how a task fits with you vision, other more intangible factors) 
- What happens at season’s end?  How important are the records in planning for the next year.  

Do you identify holes in the records and address them?  New/improved systems? 
- Are transient staff relied upon to keep accurate records?  If so, how to ensure this happens? 
- Any tips on making record keeping as easy as possible? 
- Are all of your records kept on paper or do you enter any directly onto the computer? 
- Do you have record keeping sheets that are blank templates?  Do you have record keeping 

sheets generated from the files where the records will then be entered?  Any other types (big 
whiteboards/chalkboards, ongoing lists, etc)?  In what situation is each type useful? 

- Do you have any examples of decisions you’ve made because of the results of keeping records? 
- Are there any situations where you think it is more important to use intuition or ‘gut feeling’ 

than information gained from record keeping?  
- If you had a season of keeping NO records, what do you think the repercussions would be? 
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