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Farm Business Class Series
Introduction

The goal of the Farm Business Class Series is to help you think through your goals and plans for your farm business.  During the class series, you will complete a Farm Plan Workbook.  This workbook will assist with developing your plan for the season as well as developing plans that provide the content for a business plan.  

First year class participants (year 2 at MFA) will focus on plans for the coming season.
Second year class participants (year 3 at MFA) will complete a farm plan with long term goals in mind and when applicable, create a 5-year plan. 
Advanced Participants (Whole Farm Management and Organic Transitions) will complete a farm plan for the coming season which includes management plans independent of BRF plans.  And if planning to transition from MFA to independent land in the next 1-2 years, create a plan for the transition process and the development of the new land. 

For assistance on finalizing a complete business plan, you will be referred to one of our partner organizations who offer 1:1 assistance in writing a business plan.  
	Minnesota Department of Agriculture (MDA)
	Hmong American Partnership (HAP)
	Latino Economic Development Center (LEDC)
	Asian Economic Development Association (AEDA)




What is a business plan and why do I need one?

A business plan can look different depending on what purpose it is created for.  The important thing is to have some level of planning in writing.  

It is the plan you have for your farm business, based on your knowledge, experience and values.  It answers the following questions:
1. Production:  What will you produce on your farm and how will you produce it?
2. Marketing:  Where will you sell what you produce and how much money will you make?
3. Management:  What experience do you have?  Who will do what jobs on the farm?  How can better management make your business more successful?  
4. Finances:  What is your income and expenses?  How will you make a profit?

Why do I need a business plan?

To create a sustainable business that reflects your values and is successful.
1. It forces you to think through the details of each “idea”.
Example:  Does increasing the land we farm, increase our net income?
2. It is a useful operation guide when making decisions.
Example:  What size tractor should I buy?  What is my production plan in 5 years? 
3. It serves as your road map to get you from where you currently are to where you want to be.  Example:  What do I need to be doing now if I want to buy a farm in 3 years?
4. It is a clear form of communication for business partners or families farming together.  Example:  Does everyone working in the farm business share similar values that will effect decisions?   
5. It is essential to receive funding.
Example:  To receive a Beginning Farm Loan to purchase a farm property, or to take out a smaller operating loan, you need to have a farm business plan.



Farm Plan Workbook

The following worksheets focus on 4 different areas of your farm business:

· Financial
· Markets
· Production
· Management


In each class, you will answer the following questions for each area:
1. What is your current situation (Farm Report)?
2. What is your vision or long term goal?
a. Vision:  What do you want for your farm business?
3. What is a goal for the next season? In 5 years?
a. Goal: Statements that can be accomplished and by accomplishing them, you get closer to your vision.  
4. What is your plan for reaching this goal?
5. How will you keep records to report on this goal?


Class 1:  Farming as a Business  
Part 1: Values  
Part 2: Financial Goals and Plans

Class 2:  Market Goals and Plan

Class 3:  Production Goals and Plan

Class 4:  Management Goals and Plan



Farming as a Business							Class 1
Part 1: Values 
Part 2: Financial Goals and Plans

Introduction:
Why do you farm?  Is your farm business profitable?
These are two important questions when you start a farm business.  As you develop your business plans it is important that you keep in mind why you started farming and what is important to you. 
As a business, it is important that your farm is profitable, but the specifics are unique to each plan.  In this class we will talk about values and how they are important to your business plan, as well as financial goals and creating a plan to reach them.

Class Objectives:
1. Participants identify values that are important to the farm business 
2. Participants establish financial goals and a plan to meet goals
a. Year 1:  Create a budget for the next season
b. Year 2: Create a budget for the next season and a 5-year budget
    Understand cash flow and the potential need for a loan.
    Understand the value of investments (balance sheet)
c. Advanced Participants: Create a budget for the next season, a 5-year budget and a family household budget
Understand methods of risk management 
  	(insurance, diversification, etc)
Feel comfortable to apply for a loan if needed


Homework:
Next week: Complete budget forms
Complete all worksheets

Additional Resources:
NAP Insurance Class taught by FLAG
The Organic Growers Business Handbook by Richard Wiswall
Building a Sustainable Business: A Guide to Developing a Business Plan for Farms and Rural Businesses, developed by MISA and published by SARE






Values: What are they and why are they important to a business plan?

Values are standards, beliefs or qualities that are important to you.  They are not goals, but tell your view on life and what you find important to living the life you want.

Why do you farm?
1.


2.


3.


What are your values?
Circle the values listed below that are most important to you.

Working outdoors
Taking pride in the products we produce
Creating a place for my kids to farm
Taking time to rest, vacation
Having a surplus to share with others in need
Working together as a family
Creating a beautiful landscape and environment
Educating others about sustainability
Enjoying the work I do everyday
Earning ___% of my income from the farm
Improving the soil and environment of my farm
Providing healthy food for my family and community
Other:



Financial Goals and Plan
How is your farm business going to be successful?

What is your current situation?
Refer to your Annual Farm Report
How much money did you make last year?
How much money did you spend?
What was your net gain or loss?

What are your family living expenses? Complete worksheet if applicable




What is your vision or long term goal?
How much money will you make farming?  



Will this be a main income for your family or will you rely on another income?




What is a goal for the next season? In 5 years?

How much money will you make next year?


The next 5 years?




Net Worth:  Keep in mind that even though the dollar amount you make might not increase every year, the “net worth” of your business will be if you are investing in equipment and tools for your business.  
This is documented on a Balance Sheet.


Financial Plan: What is your plan for reaching this goal?

Fill out a budget form.  Next class will focus on markets and income.  For now, complete the expense part of your budget.

Do you have enough cash flow?  Cash flow refers to the money you have available to spend when you need to make purchases for your business.  This can be challenging in farming since purchases need to be made at the beginning of the year and sales do not start until later in the season.

If you do not have enough cash flow, how will you finance your business?


Will you take out a loan?





What are your family living expenses?  Will your farm income pay for these?  






Complete a family living budget form.
Will off-farm income pay for your living expenses?













Risk Management
How will you manage the risks that are part of your farming business?

Part of financial planning is understanding risk management.
What are examples of risk?



What are some ways to make each of those risks less harmful to your business?






Common risk management strategies:
1. minimize production and market risk - examples:  diversify production and markets, irrigation, season extension and storage.
2. transfer risk outside the business - example: crop insurance, government programs, sales contracts, CSA market
3. build internally ability to bear financial risk - example: diversify income source outside and inside the business, adjust household consumption.

How will you legally organize and structure your business? 
This question should be discussed with a tax accountant but it something to be thinking about now.




How will you keep records to report on your finances?
How are you keeping track of all your expenses, including mileage?
How are you keeping track of your income for all markets?







Market Goals and Plan							Class 2

Introduction:  In the first class you developed financial goals and a financial plan.  In this class, you will think about how much produce you need to sell and at what price in order to meet your financial goals.  You will develop your market goals and then come up with a plan to meet your market goals.

Class objective:  
Participants create a plan for selling produce in the next season.  The plan will include:
· Market goal for the next season
· What types of markets the business will sell to and why
· Specific markets, what items are being grown for each market and what the expected income is from each market
· What promotional material will be used
· What tasks need to be accomplished to meet the market goals
· Recordkeeping plan
Advanced Participants:  Create a 5-year plan for market development (this should  match 5-year financial plan).  Show markets independent of MFA.



Homework: 
Next week: Task list for Markets
Complete all worksheets






Markets: What is your current situation?
Refer to your Annual Farm Report
What is your product?

Where do you currently sell your produce?

What are unique features that distinguish your product?

How do you distribute your product?

How do you price your product?

How do you promote your product?

How is the market changing?




What is your vision or long term goal?
What markets would you like to sell to in the future? What and how much will you sell to each of them?  How much will your markets grow each year?









What is a market goal for the next season? 


Marketing Plan: What is your plan to meet your market goals?

What types of markets will you sell to?
This exercise is to help you decide what markets will work the best for your farm business.  A marketing plan answers the questions in the table below.

Circle the markets you are most interested in:

Direct Marketing:						Intermediary Markets:
Community Supported Agriculture (CSA)			Wholesale distributors
Farmers’ Market						Distributors
Roadside stands						Farmers Cooperatives
Home delivery service	Direct Wholesale (restaurants, food coops)
  
Pick two markets and write them at the top of the chart on the next page.
Answer the following questions for each market.

OR

If you already know what markets you will sell to, write down two of those markets at the top of the chart on the next page.  Either answer the questions for those markets or write what skills you have that make those markets a good fit for your farm team.

Pick two markets and answer the following questions for each.  
	
	Market Option #1
_______________________________
	Market Option #2
______________________________

	Markets: Who are our target customers and what do they value?

	





	

	Product: What product will we offer?  How many different vegetables do we need to grow?  What is the required quality?
	





	

	Competition: Who are our competitors and how will we gain and keep customers?

	





	

	Distribution & Packaging: How and when will we move our product to market? What are the costs?  What are the skills needed?
	





	

	Prices: How will we price our product?  How high of a price can we charge?

	





	

	Promotion: How will we communicate with buyers or customers? How much and when will we communicate?  What skills are needed – English, writing, computer?  
	
	





Details for next season:  Where will you sell, what will you sell and for how much?

List the specific markets you plan to sell to next year (for example:  the name of the restaurant or farmers market).  Write what crops you will grow for that market and the total dollar amount you expect to sell for the whole season.  
	Where?
BRF CSA



	What crops?
Attach crop plan when available
	$ amount

	Where?
BRF wholesale



	What crops?
	$ amount

	Where?





	What crops?
	$ amount

	Where?





	What crops?
	$ amount

	Where?





	What crops?
	$ amount

	Where?





	What crops?
	$ amount

	                                                                  Total Sales
	



Marketing your Business:  How will you promote your farm?

How will you tell customers about your farm?





What do you want to tell them about your farm?





Use the rectangles below to draw examples of how you want your business card to look.












What do you need to do in order to meet your market goals?


List what you need to do, when it needs to be done and who is going to do it.
	Task
	When
	Who

	Example:  apply to 5 farmers markets
	January
	Katie

	



	
	

	



	
	

	



	
	

	



	
	

	



	
	

	



	
	



Records:  How will you keep records to report on your goals?
How will you keep track of your sales and costs for each market?  
How about other details, such as what sells well for each market and what are the advantages and disadvantages of each market?
How will you keep track of your tasks?




Production Goals and Plan						Class 3

Introduction:  With a clear idea of who will buy your product, the next question is “how will you produce it?”
A production plan answers the questions of:  how much will our business produce?  What are our methods for producing it?  How many acres will we grow on?  What equipment will we use?
Remember to keep in mind your values and production goals in creating your plan.  

Class Objective: 
Participants create a yearly production plan based on production goals for next season.  

Advanced participants: Create complete farm management plans in alignment with MFA’s plans, but independently managed.  If transitioning from MFA, create start-up production plans for new property.


Homework: 
Next week: complete task list 
Work on completion of all production plan





Production: What is your current situation?
Refer to your Annual Farm Report
Where do you farm?

I lease _______ acres from MN Food Association at Wilder Forest in Marine on St. Croix.

What do you produce?  
I grow a variety of vegetables, the main ones are,






How do you produce it?  What production systems are you using?
Give a general description of your methods for planting and harvesting.  




Is your production Organic?

What equipment do you use?  (greenhouse, irrigation, tractor)



List all current farm equipment you own and how much you paid for it.














What is your vision or long term goal?
What will your production look like in the future? 
Remember, the more output you have, the more input you need, or, the more your produce, the higher your expenses will be.
(Think of farm visits – what farms did you like?)






How many acres will you farm on?  



What products will you produce?





How will you produce them?  





What equipment will you use?  A tractor, a greenhouse, irrigation?





Will you be Certified Organic?


What is a production goal for the next season? 
What new production techniques will you use?  What areas of production do you want to improve?
  



Production Plan:  What is your plan to meet your production goals?

Production systems and schedule
 A production plan includes a plan for the following areas:  

· Crop Plan
· Seeding schedule 
· Greenhouse
· In-field (transplanting and direct seeding)
· Crop Rotation Plan (plot map)
· Weed/pest/disease management plan
· Fertility plan
· Field preparation plan
· Irrigation plan
· Harvest and post-harvest systems
· Equipment usage and needs

First, create a plan for the next season.  
Advanced participants will create independent production management plans for the next 3-5 years in the following areas:
· Crop Rotation Plan, including cover crop rotation (plot map)
· Weed/pest/disease management plan
· Fertility plan
· Field preparation plan
· Equipment usage and needs

Be sure to keep in mind your long-term goals and what plans are needed to create systems on your own farm.
If your goal is to transition to your own farm in the next 1-2 years, develop your plans for your own farm.  How will you attain the resources you need to continue production as an independent farmer?
**Some production plans may already be written down as part of your Organic Systems Plan for your Organic Certification.  That can be used as part of your business plan.


Crop Plan
What crops will you grow and how much of each?
Fill out the crop plan worksheet or make a list.
Or fill out a plot map.
If you plan to grow your farm, how many acres will you grow on in the next 5 years?

Seeding Schedule 
When will you plant seed for MN growing conditions and to meet your market needs?
Fill out the greenhouse seeding schedule with dates and amount.
Fill out the in-field planting schedule with dates of direct seeding and dates of transplanting and amount to plant. (This can also be included on the plot map)

Crop Rotation Plan
What crops will you plant where?  How will you make sure that a crop from the same family won’t be planted in the same area for 3 years?
Fill out a plot map and include successions of plantings in the same bed.
Advanced Participants:  Fill out a plot map for the next 3-5 years of the same area to show how crops will be rotated.

	Weed/Pest/Disease Management Plan

	Big River Farms uses crop rotation and cover cropping as the primary way of controlling pests, disease and weeds.  Fields are in vegetable production for 3 years and then they are taken out of production and cover cropped for the entire season.  When possible, fields are cover cropped in between vegetable production.

	When I still have pest problems, my management plan is:







	When I still have disease problems, my management plan is:






	When I still have weed problems, my management plan is:








	Advanced Participants: You are responsible for your own weed, disease and pest management plans.
Attach your 3-5 year plan for weed, pest and disease management.




	Fertility Plan

	Big River Farms spreads 5 yards per acre of Cowmos compost every year.   Rye and Vetch is seeded at least once every three years in each plot, along with oat/pea and buckwheat.  Cover crop is seeded at other times to cover bare soil.
Mineral amendments have been applied working with MidWest BioAg.

	In addition to the BRF plan, my management plan to supplement the fertility in my field is:








	Advanced Participants: You are responsible for your own fertility plan.
Attach your 3-5 year plan for fertility management.
If you are planning to buy your own farm, include what your plan is on new land.



Field Preparation Plan
In order to plant on time, what field preparation needs to be done and by what dates?
Who will do this?  What equipment is required? How will it be communicated?








Irrigation Plan
How will you water your crops?







Harvest and post-harvest system
What is your plan for getting a crop out of the field and preparing it for market?
What is the time of day?  What tools do you need?  How do you cool it?  How will you keep it in the walk-in?  What supplies do you need (boxes, twist ties, totes, plastic liners)? 
General plan:














Crop specific plan:
	Crop
	Harvest Time
	Cooling
	Storage
	Supplies/Tools

	


	
	
	
	

	


	
	
	
	

	


	
	
	
	

	


	
	
	
	

	


	
	
	
	

	


	
	
	
	





Equipment Plan
What equipment do you need?






What will you invest in this year to make your production easier?
What will you purchase in the next 5 years?

	
	Item to buy
	Cost

	This year
	

	

	Next year
	

	

	3rd year
	

	

	4th year
	

	

	5th year
	

	



Advanced participant:  In order to farm independent from MFA, what are your equipment needs and how will you attain the equipment? 
Make a list and find out what they cost.  














What do you need to do in order to meet your production goals?
List what you need to do, when it needs to be done and who is going to do it.
	Task
	When
	Who

	Example:  Find a wheel hoe to buy.
	January
	Katie

	



	
	

	



	
	

	



	
	

	



	
	




Records: How will you keep records to report on your goals?
· Planting dates and amounts (greenhouse and field)
· Harvest dates and amounts
· Inputs for pest and disease control and fertility (date, amount, location).
· Plot map
· Field activity




Management Goals and Plan					Class 4

Introduction: Now that you have created a goal and plan for your finances, your markets and your production, how will you manage your resources (time, people, money) to meet your goals and follow your plan?  A management plan helps you think about all the task that need to be completed in your farm business. It ask questions such as, who is responsible for accomplishing each task, how can things be done more efficiently, what are areas where I need additional help?

Class Objectives: 
· Participants have an understanding of skills needed to operate a farm business in the US.  
· Participants have an understanding of the skills they have and the skills they lack.
· Participants have a realistic understanding of their labor needs and how they will be met.
· Participants set a goal and create a work plan to complete tasks.         

Advanced participant:  Participant identifies resource needs in order to farm independently of MFA (if applicable), such as land, labor, buildings, equipment and other projects, and creates a plan to attain these resources.


Homework:  
Complete skill assessment with farm team.
Complete worksheets.






Management: What is your current situation?
Refer to your Annual Farm Report

Labor situation:
How many days a week do you come to the farm?

How many hours/week do you work?

How many people help you in your field?

What do you spend the most time doing?

What areas do you need the most help?




Skill exercise:  What skills are needed to farm in the U.S.?
	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	







What is your vision or long term goal?
What do you want to do on the farm?  What will your job be?  
Think about what you want to do on your farm and how your role would change if your farm grew larger.





Who will be working with you and what will they be doing?  Will you have employees?




What is a goal for the next season? 
Are there ways you can plan your time differently?
Where can you be more prepared or more efficient?
What roles need to be filled?

















Complete a Skills Assessment for your farm business team.




Management Plan:  What is your plan to meet your management goals?

What are the skills of people that are part of your farm business?
What will their role or responsibilities be?
	Name
	Skills
	Role or Responsibilities

	


	
	

	


	
	

	


	
	

	


	
	



What are your unique skills as a team? 




What skills do you still need for your farm business?







How will you get those needs met?  What training is needed?




What are your farm labor needs?  


How will you get those needs met?  Will you pay family members and employees?



What do you need to do in order to meet your management goals?
List what you need to do, when it needs to be done and who is going to do it.
	Task
	When
	Who

	Example:  learn to drive a tractor – attend trainings
	September
	Katie

	



	
	

	



	
	

	



	
	

	



	
	

	



	
	



How will you keep records to report on this goal?
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