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Eting Started: Introductions

Please introduce yourselves by saying your name, where you live, and giving a brief
description of your farm labor situation.

PHASE ONE: Reflecting on Difficulties and Solutions

Coordinating Farm Labor Across Farms

Five farmers—Alexi, Bob, Pat, Sally and Frank—own and operate farm businesses in Sun
Town. Alexi, Frank, and Pat own and operate produce farms, while Bob and Sally farm both
produce and livestock. We're going to call them the Sun Town Five for short.

Farm Labor Challenges

The Sun Town Five have been experiencing significant labor challenges on their farms. Their
labor issues have led to lower production and profit, not to mention lots of stress. Here’s a
summary of the “biggest” labor challenges each faces:

o Alexi does not have enough workers on crew to get all the daily farm chores done. She
could especially use some extra hands on market days. She’s the first to admit that she
doesn’t have the time or know-how to effectively recruit and retain reliable workers.

e Bob struggles to find time to complete all the paperwork required for payroll and
taxes. He also doesn’t have the resources to secure appropriate insurance for his
workers. One of his workers recently got injured and he had to pay for the costs out of
pocket. He now feels very uncomfortable without coverage.

e Patruns a smaller operation with her partner. While they don’t need a full-time worker,
they could really use some extra help on certain days. But they don’t have the time to
bother with all the administrative aspects of hiring a temporary worker. Where would
they even find someone?

e Sally has too much to do on the farm herself and struggles to train workers. She’s
constantly frustrated that her workers don’t do things efficiently because they aren’t
properly trained.

e Frank has significant scheduling issues as his workers are commuting from different
areas on different days, leaving some days where no workers show up at all.

They all experience each other’s challenges. Their shared challenges can be summed up as:

= Recruiting and hiring
= Administration

= Scheduling

= Training

= Transportation

Reflection:
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Microsoft Office User
If you take pre-registrations, we recommend beginning introductions before the focus group. Consider sending participants a roster of participants along with any farm affiliation. 

Microsoft Office User
The total length of time allotted to introductions depends on the size of your group, of course. It’s important to allow enough time to establish familiarity, without sacrificing the full agenda. If you are running a 65 minute program, this will need to be kept very short (Please initiate introductions ahead of time via email if possible if you are hosting a short program.) 

Microsoft Office User
Phase one should take up to half the total time allotted for your focus group. Let’s take a moment to reflect overall on the goal of these focus groups. We are trying to identify whether any of these business models are potentially attractive to participants and if so, why? We are NOT trying to understand the nuances of exactly how farmers want to see Model 1 be implemented. (That’s too much detail at this phase and not relevant- the model itself may not solve a solution that’s pressing enough for the community.) We ARE interested in whether Model 1 is better than Model 2: in a comparative analysis.  

If these focus groups are a success, we will walk away with an understanding of which model(s) appear best positioned to solve the real challenges farmers face, and how we should build out those models to best meet those challenges. 

We are NOT focused on the details of each model right now- that’s for 2021. This is why we are spending a lot of time reflecting on participant’s individual challenges and priorities. 

Microsoft Office User
The content starting here and going up to the blue reflection box below may be 1) read aloud by you, 2) read aloud by a volunteer or 2) read silently by each participant. We recommend someone read it aloud as it encourages more focus and helps determine when everyone is “done.” 

Microsoft Office User
Give folks 30 seconds to a minute to do the reflection on their own. Do not spend a lot of time on this as it doesn’t have a direct bearing on the focus group. It’s purpose is to prepare the participant to reflect on whether the solutions in Phase 2 solve their particular problems (as opposed to whether the solutions proposed are generally good ideas). We are less concerned with whether an idea is “good” objectively, and more concerned with whether the participants feel it is a good idea for their operation, specifically. 
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= p you share similar or different labor related challenges on your farm?
Rate the following challenges on a scale from 1 (least challenging) to 5 (most
challenging):
_____Recruiting and hiring
______Administration
_____Scheduling
_____Training
_____Transportation

_____ Other. Please describe:

Briefly, share responses with each other. What is your #1 concern? #5?

A Solution

The Sun Town Five got together one day to brainstorm a solution. What if they worked
together to jointly hire employees, share employees, and/or share administrative
responsibilities? Could this resolve some of the challenges they face?

They identified their primary goal in collaborating:

e Farmers will have skilled, reliable workers when needed without undue administrative
burdens.

Reflection:

What primary labor goal do you have for your farm business?

Any shared venture comes with concerns. The Sun Town Five articulate their concerns next:

e How much will it cost me?

o Will my labor needs be a priority so that | get a reliable worker when | need one?
e How much control will | have over the process?

o  Will | get a say in big decisions?

o How will I build a trusting relationship with the worker(s) assigned to my farm?
e  Will the worker(s) be trained for my farm’s specific needs?

Page 3 of 24


Microsoft Office User
If time is tight, consider skipping the sharing, as folks’ priorities will emerge in the discussion of solutions? 

Microsoft Office User
Have someone read aloud the content beginning here, through the blue box. 

Microsoft Office User
This “sample” goal is provided as a sample, and the reflection below is farmers’ chance to articulate how their individual goal is the same or different than our sample. 

Microsoft Office User
Give folks up to a minute to sketch an answer to this question. Emphasize PRIMARY goal rather than 5-6 possible goals. This question is different than the reflection previous as it is phrased positively. We are trying to shift people to thinking about a positive vision, in addition to the reflection on challenges, above. Consider asking folks to share their PRIMARY goal as your time allows. 
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The|group agrees to discuss these issues later, but first they attend to money issues. The Sun
Town Five sketched out the bare bone financials required for such a collaborative initiative.
Here’s what they came up with:

Financial Intentions and Assumptions

e We want to pay each worker at least minimum wage — assumption is $11/hour.

e We want to be sure each worker is insured in case of an injury through workers’ comp
or other general liability insurance— assumption is $1 per worker per hour.

o  We acknowledge the inherent administrative costs in hiring and retaining workers,
including recruitment, scheduling, securing insurance, payroll, taxes, legal compliance,
training, transportation, etc.—assumption is S5 per worker per hour.

Reality check: Each farmer realizes that any solution may come at a cost of S17 or more per
hour. The five farmers realize that this solution has to efficiently address real problems to be
worth it.

Reflection:

Reflection: Looking at your primary labor goal, would you pay $17 per hour for labor if it meant you
could achieve your goal?
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Microsoft Office User
This reflection is important. Each of the models in Phase 2 solves a problem, but each comes a cost. We need to thoroughly explore farmers’ willingness to pay for solutions to their problems. Please emphasize the part in italics. No one wants to pay more for labor. But, if paying more means solutions, does that change things? 
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ntiaI Models:

Having come to a common goal, aired concerns, and arrived at acceptable baseline
assumptions, the Sun Town Five brainstormed 4 potential business models:

= Limited Liability Company: The Sun Town Five could form a single LLC that hires
workers itself, and allocates those workers across their farms.

= Farmer Cooperative: The Sun Town Five could form a farmer cooperative that hires
workers itself, and allocates those workers across their farms.

= Worker-Owned Cooperative: Farm workers in Sun Town could form a worker-owned
cooperative that makes its owners available for hire by the Sun Town Five.

= Temp Agency: Someone else could open a “temp agency” that specializes in placing
workers on farms that the Sun Town Five could use as needed.

Here’s where YOU come in! We’re going to take a look at sketched out outlines for each of
these 4 business model options. We'll be asking you: Will it work? Will it fail? What might
make it succeed?

But first... Who?

Reflection: In considering the labor challenges the Sun Town Five face, who do you think
is best suited and most able to do the work of managing the solution to their labor
problems? The farmers? Farm workers? An independent party? Someone else?

PHASE TWO: Possible Solutions

#1 Imagine: Farmers co-own a for profit business that is structured as a Limited
Liability Company

The Sun Town Five create a for-profit business with themselves as co-owners. The LLC hires
farm workers, and takes on all the training and administrative tasks. Then, the LLC schedules
out the farm workers on each of the Sun Town Five’s farms, according rules the farmers set
together. The Sun Town Five farmers all pay the LLC $17 per hour for the labor done on their
farm. As an LLC, they plan to hire more workers than the Sun Town Five actually need,
because they hope to be able to hire out the workers to others. Here’s a quick sketch of
their ideas:

=  When available, the LLC’s work force can also work at a premium hourly rate for
other local farmers, businesses, or private individuals.
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Microsoft Office User
You can see the path of Phase 1 now: What are your challenges, What is your goal, Are you willing to pay to meet your goal, and Who’s role is what? This trajectory is designed to set us up for a good comparative discussion of different solutions. 

This relection is important but not necessarily time consuming. Reflection on the models themselves will help pull that out.

The first to models we present are very similar- the only difference is that farmers manage the solution in #1, and workers manage the solution in #2. We’ve set folks up to see that contrast and they can comment on in there. 

Microsoft Office User
When setting out your timing for Phase 2, aim for about 15 minutes per model. This means you may need to cut down to 3 models rather than 4. You may wish to move through Phase 1 before you choose which of the 3 to focus on. If time is limited, please don’t endeavor to cover each model on a surface level. Please try to select 3 that you feel reflect the group’s direction so that we can get in-depth feedback. 

Microsoft Office User
Ask someone to read aloud from here to the blue box. The blue box explains the next steps so then  instruct them to read on their own to the next blue box after that!

Microsoft Office User
If anyone is unfamiliar with what an LLC is, assure them that the next paragraph contains all the information they need to know to reflect on this model as a solution. If they want more detailed information, please offer to follow up with Farm Comons’ Farmers’ Guide to LLCs, an excerpt of our SARE-published Farmers’ Guide to Business Structures. It’s 300+ pages of information on choosing and forming a business structure. Suffice to say for here, the fact that this model is an LLC is only in contrast to the next model, which is a cooperative. Technically, #1 could also be a cooperative, and #2 can also be an LLC. Whether it’s a coop or an LLC isn’t determinative of anything, right now. 

We just need to know whether the function of this model potentially solves a problem or whether it does not! The nuances are not necessary at this time.
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E o Year-round opportunities might include value-added businesses, food and
beverage retail, private home-owners for backyard gardening tasks, or other

needs of the community that workers are willing to fulfill.

= By providing workers year-round and consistent opportunities, the LLC can better

recruit reliable, skilled workers who stick around year after year.
=  The member-owners can also make a profit through the premium rate.

Reflections:

write down your initial responses and questions in the margin to the right.

Remember: We're interested in your overview reactions as to how these models

What does your gut say about this idea? Take a look at the overview table below and

compare to each other, rather than in the granular aspects of each individual model.

LLC Model at a Glance:

e The Sun Town Five farmers join the LLC by investing money in the business

e Farmer-members who invest more get priority scheduling and greater say
in “big” decisions.

e Farmer-members receive a portion of the profit the LLC may generate, in
proportion to their investment in the LLC.

e Farmer-members hire a manager who takes on day-to-day administrative
tasks according to policies set by the board.

The Farmer Members (The Sun | The manager does this:
Town Five) do this:

Recruiting and Farmer-members decide on who | The manager is responsible

hiring to hire as the LLC manager and for recruiting, hiring and
set guidelines and policies for scheduling the workers.
how the manager operates the
LLC.

Administration | Farmer-members can set The manager takes care of
policies for administrative all administrative tasks,
matters. Farmer-members also including payroll, taxes,
help draft and ultimately securing insurance, etc.
approve the worker-client
policies.

Scheduling Farmer-members submit their The manager creates the
quarterly labor hour needs schedule, giving farmer
schedule to the LLC manager. members with a greater

percentage interest more
priority and farmer-
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Microsoft Office User
This reflection box is different than the previous in that you aren’t actually pausing the conversation to “do” this reflection. Note that it asks participants to keep going and take notes in the margins below. 

Give people 4-5 minutes to read the content between here and the next blue box on their own! Do tell them to browse, scan, etc, a detailed read is not essential. Focus on reactions, impulses, etc.

Microsoft Office User
(This comment will make the most sense if you’ve read the comment box below, first.) Here’s a little vignette about how this focus group will contribute to a feasibility analysis of these business models. Imagine focus group participants say, “That’s not fair! Everyone should get an equal say.” The facilitator then asks, Would you like this idea if everyone had an equal say? The participant says, “Yes, that’d be something I’d consider signing up for.” Then, we develop a model that either has an LLC with equal say for all members or we develop a farmer-owned cooperative! Or, they say, “Well, I’m still nervous.” And then we know that there’s something more holding them back. 
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members priority over non-
members.

Training Farmer-members can organize The manager schedules and
and lead worker trainings to handles the logistics of the
meet their farm’s needs trainings with the assistance

of the farmer lead trainer.

Management Farmer-members inform the LLC | The manager deals with the

manager of incidences requiring
manager intervention. The
farmer-members work together
to create management
guidelines for the manager.

issue according to policies
created by the farmer-
members. (Or, the farmer-
members specifically
delegate authority to the
manager to create his or her
own policies/procedures for
dealing with management
issues.

Transportation

Farmer-members offer
transportation vehicles if
available.

The manager coordinates
transportation and
carpooling with work crews.

Now, let’s move into some more complex details:
Money Matters

= Initial funding: Farmers must invest a minimum of $1,000 to become a member. The
initial contribution funds will help fund the LLC’s start-up and operating costs. The initial
contribution funds will be accounted for in each farmers’ capital account. Farmer
members who invest more will carry that respective “percentage interest” in the LLC
which will correspond to their voting rights. For example, let’s say Alexi, Bob, and Pat
each invest $1,000, Bob invests $3,000 and Sally invests $4,000. Alexi, Bob and Pat
would each have 10% percentage interest and voting power, Bob would have 30% and

Sally would have 40%.

= Cash Flow

o Farmer members pay upfront $17/hr on the first of each month for the total
estimated hours needed during that upcoming month. The farmer must make
additional payments on Monday of each week for any additional working hours
used the previous week. The LLC will reimburse the farmer on Monday of each week
if less hours were used.

o Non-members pay $20/hr and must pay in full within 24 hours after the workers’
shift. Any late payments are subject late fee. *The LLC makes a profit on the $3/hr
surplus.

o Workers are paid through the LLC biweekly (or otherwise legally required time-
period).

= Profits and losses: Farmer members have potential to draw on any profits of the LLC,
and will also incur losses, corresponding to their percentage interest.
= Taxes
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o Payroll —the LLC is responsible for paying all payroll taxes of workers hired through
the LLC as well as the LLC manager.

o Income — Each member-farmer must file and pay annual state and federal income
taxes on any profits of the LLC based on their percentage interest.

How is scheduling handled?

Famer members submit a “labor hour needs schedule” for each quarter, which is due 60 days
before the quarter begins (i.e., schedule for the June-August quarter is due on April 1).
Nonmembers submit a “needs” schedule on a weekly basis, or on an as needed basis.

The LLC manager sets the schedule, giving farmer-members with the greater percentage interest
most priority and farmer members priority over non-members.

The LLC manager submits the schedule for the upcoming month on or before the 15" day of the
preceding month.

Farmers-members who have an issue with the schedule can request a vote of members to alter or
amend it within 48 hours of receiving it from the manager.

The LLC manager submits the final schedule on a weekly basis to adjust last minute need and
changes and/or add any available scheduling for non-members.

Decisions

=

Big decisions: Big decisions, including whether and when profits are distributed to
members are made by the members. The decisions are based on the percentage
interest (i.e., if a member has 10% interest in the LLC, she has 10% voting power).
What’s a big decision? The initial members decide and memorialize it in the LLC's
operating agreement.

Day to day decisions: The LLC is managed by a manager who is retained as an employee
by the LLC. The manager handles all the day-to day decisions, including recruiting,
scheduling, coordinating transportation, handling payroll, taxes, and accounting,
securing insurance, overseeing legal compliance, organizing trainings, dealing with
complaints, etc.

Roles and Responsibilities

=

Manager: The manager handles the day-to-day matters as outlined above. The manager
works on average 20 hours a week during the farming season, and 5-10 hours a work in
the off season (depending on the demand for workers). The manager is paid minimum
wage and the LLC bears the additional administrative payroll costs (i.e., taxes, insurance,
etc.). The manager must abide by the policies established by the members.
Farmer-Members: The farmer members make the “big” decisions as designated in the
operating agreement according to their percentage interest. Members are responsible
for making their initial contribution. Members retaining workers through the LLC must
abide by the worker-client policies, including scheduling deadlines, payment terms,
breaks and overtime, communications, and complaints.
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= Workers: The worker’s primary boss is the LLC manager. Any complaints are handled
through the LLC. Workers must abide by the worker-client policies.

= Clients: Other business owners or private individuals can hire workers through the LLC
at a premium price. Clients must abide by the worker-client policies, including payment
terms.

Coming and Going

= New members can be voted in by a majority of the percentage interest of existing
members. New members must make the minimum initial contribution of $1,000 (unless
otherwise agreed upon by a majority percentage interest of existing members).

= Members can leave by submitting a 60-day written notice to the LLC. The exiting
member is eligible to receive a share in the LLC's assets and income according to their
percentage interest, presuming the LLC retains sufficient funds.

Reflections:

How do you feel about working under this LLC Model? Why?
= ‘| feel inspired, nervous, frustrated ... other ... because...”

How might this model support and/or limit your career goals in farming?
= “This model supports my aspirations by...”

= This model limits my aspirations by...”

Will this model succeed or fail, why or why not?
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Microsoft Office User
I recommend skipping right to the last question: WILL THIS MODEL SUCCEED OR FAIL? That’s the important part. Then, you can work up to the previous questions from there. Someone who thinks it will succeed will likely feel it supports their goals, and would be good to work within. I recommend leading with the last question because it quickly gets to the meat of the issue and sets you up to assess unity. Does everyone think it’s doomed? That’s essential to know. They might all have different reasons but okay- let’s make sure we know it’s doomed, haha!

Remember how the blue box above asked participants to focus on “gut” level reactions? That applies here too. We are looking for gut level reactions, not necessarily input on whether, for example, any home gardener would actually pay for help with their backyard gardening. When someone objects to something very specific, consider saying, “It sounds like your gut is telling you this model doesn’t have a lot of promise. Is that accurate? Or do you think it has promise, if that issue were better developed?” Try to get at whether the concern is only about that specific thing or if they have a generalized anxiety about the model as a whole.

We are looking for broad reactions, but people require details in order to react at all. We have a balancing act to conduct, here. We’re offering details to give “reactionable” content, but then trying to scale up that reaction, so to speak. We’re trying to pull out whether that concern reflects deeper ambivalence, or even deeper excitement. When a participant points out flaws, they may be saying, “This flaw is fatal,” or they may be saying, “If this flaw were addressed, I’d be on board.”

We want to know which flaws are fatal and which are just a speed bump. After the focus groups, we’ll try to smooth out fixable speed bumps. In 2021, we’ll go back to focus groups to say, “Hey look, we smoothed these out. Are they workable or does it look like the flaw is still there?”


S
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Enmagine: Farmers organize together around their common labor goals to create a
armer-owned cooperative

The cooperative hires farm workers and takes on all the training and administrative tasks.
Then the cooperative schedules out the farm workers on each of the Sun Town Five’s farms,
according to rules the farmers set together based on the cooperative principle of “one-
member, one vote.” The Sun Town Five farmers all pay the cooperative $17 per hour for the
labor done on their farms. As a co-op, they primarily want to create a work force to benefit
their members. However, they will also hire out their workers to benefit other farmers and
businesses in the community. Here’s a quick sketch of their ideas:

e When available, the co-op’s work force can also work at a premium hourly rate for
other local farmers, businesses, or private individuals.

o Year-round opportunities might include value-added businesses, food and
beverage retail, private home-owners for backyard gardening tasks, or other
needs of the community that workers are willing to fulfill.

e By providing workers year-round and consistent opportunities, the co-op can
better recruit reliable, skilled workers who stick around year after year.

e The cooperative can also build financial stability by providing the co-op’s labor
services at a premium rate to non-members.

Reflections:

What does your gut say about these ideas? Take a look at the overview table below and
write down your initial responses and questions in the margin to the right.

Farmer-owned Labor Co-op at a Glance:

e The Sun Town Five farmers become member-owners of the cooperative by
investing money.

e Regardless of the invested amount, each farmer-member gets one vote in big
decisions.

e Co-op owners receive a portion of any surplus income the co-op may generate in
proportion to their use of the cooperative’s services.

e Asinitial owners, the Sun Town Five farmers elect a board of directors via the
principle of one-member one vote. (With just five owners, they might decide that
they all be on the board).

e The board sets the cooperative’s overall operating policies. The board also hires a
manager who takes on day-to-day administrative tasks according to policies set by
the board.
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Microsoft Office User
For each of the subsequent models, you simply repeat what you did for Model #1. Read the first little bit aloud, up to the first reflection box. Then, folks read to themselves while jotting down notes. Then, you lead the discussion with “Will it succeed or fail?” and dive into the whys and hows after that. 

Model #2 is different from Model #1 in that it’s a farmer-owned cooperative rather than an LLC. The distinction is not a major one.  (An LLC can also be organized around one member one vote principles, etc.) Providing this contrast will allow different feelings about the two structures to emerge. 


Microsoft Office User
These “at a glance” boxes are designed to basically answer the question “What is a farmer owned coop” in a practical, solutions- oriented way. No one comes to this focus group for the purpose of learning what a farmer-owned labor cooperative is, so we don’t want to phrase it that way. They came to talk about their problems and analyze solutions… the fact that they’re learning about business structure options is a side benefit, haha! 
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= The Farmer- Board of Directors does The Co-op Manager
— Owners (Sun Town | this: does this:
Five) do this:
Recruiting and | Elect a board of Hires a co-op manager to | Responsible for
hiring directors handle day-to-day recruiting, hiring, and
operations scheduling the

workers according to
procedures set forth
by the board of
directors

Administration | Set basic Sets the overall operating | Takes care of all

procedures for co-
op in company’s
bylaws; vote
democratically
(one-member, one-

policies, approves annual
budget, oversees its
operation, decides
whether and when to
distribute any profits the

administrative tasks,
including hiring,
payroll, taxes,
securing insurance,
etc.

vote) on big co-op to owners (unless
decisions as the owners reserve this
designated in the decision to themselves in
bylaws the bylaws).

Scheduling Puts in labor Develops the policies and | Creates the schedule
requests to rules for scheduling based on timing of
manager to get job | decisions. job orders and scale
on the schedule of the jobs
and pays for
services ahead of
time

Training Provides training Schedules and
opportunities on handles the logistics
respective farm of training with the
operations assistance of farmer-

owners

Management | Oversees workers Sets general policies for Deals with the issues

who are working on
their respective
farm, including
providing guidance
on tasks, lunch,
bathroom breaks,
etc.; reports to co-
op manager about
any issues with
conduct and
behavior

worker-client relations

according to policies
created by the board
of directors

Transportation

Decides whether and how
to coordinate
transportation.

Coordinates
transportation and
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Microsoft Office User
Participant’s eyes should be drawn to this role- the fact that this role exists. Recognizing that this role exists is a terrific start to assessing if it’s a viable solution. (ie. “No farmer will have any time to serve on a Board of Directors in addition to regularly participating in the services of the coop. This won’t work.”) 
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carpooling with the
work crews

Now, let’s move into some more complex details:
Money Matters

=> Initial funding: Farmers must invest a minimum of $1,000 to become a co-op
member-owners. The initial investment will help fund the co-op’s start-up and
operating costs; however, it will be accounted for in each owners’ capital account.
=>» Cash flow:

o Co-op owners pay upfront $17/hr on the first of each month for the total
estimated hours needed during that upcoming month. The farmer must
make additional payments on Monday of each week if less hours were used.

o Non-owners of the co-op pay $20/hr and must pay in full within 24 hours
after the workers’ shift. Any late payments are subject to a late fee. *The co-
op makes a profit on the S3/hr surplus.

o Workers are paid through the co-op biweekly (or otherwise legally required
time-period).

=>» Profits and losses: Net income generated by the farmer-owners’ use of the
cooperative’s work force is considered a “surplus.” This surplus will be allocated to
the farmer-owners in proportion to their use of the workers (i.e., number of hours
of farm labor each owner used). This is considered the patronage dividend. Net
income that is generated by non-owners use of the work force is considered a
“profit” and will be returned to the indivisible reserves of the cooperative to help
build the financial stability of the cooperative. Any losses will be allocated in the
same way.

= Taxes:

o Payroll —the co-op is responsible for paying all payroll taxes of workers
hired through the co-op, as well as for the co-op manager.

o Income — The cooperative must pay taxes on any profits not distributed to
owners. Each farmer-owner must file and pay annual state and federal
income taxes on any patronage dividends distributed to them by the co-op,
unless an exemption applies.

Decisions

=>» Big decisions — Owners make certain big decisions that are designated in the bylaws,
including electing the board of directors. Sticking to the cooperative principles,
regardless of investment amount, each owner has equal voting power (“one
member, one vote”). Big decisions might include whether and when to distribute
surplus, or these might be made by the board.

=» Strategic decisions — Unless reserved for the owners, overarching strategic and
policy decisions are made by the board of directors, which is democratically elected
by the owners each year (or otherwise specified in the bylaws).

Page 12 of 24



Y
. . . . G&
Facilitator’s Guide: To be customized before delivery & /’/1>

=>» Day to day decisions — The co-op is managed by a manager who is retained as an
employee of the co-op. The manager handles all the day-to-day decisions, including
recruiting, scheduling, coordinating transportation, handling payroll, taxes, and
accounting, securing insurance, overseeing legal compliance, organizing trainings,
dealing with complaints, etc.

How is scheduling handled?

Farmer-owners submit a “labor hour needs schedule” for each quarter, which is due 60 days
before the quarter begins (i.e. schedule for the June-August quarter is due on April 1).

Non-owners submit a “needs” schedule on a weekly basis, or on an as needed basis.

The co-op manager sets the schedule for the upcoming month on or before the 15™ day of the
preceding month.

Farmer-owners who have an issue with the schedule can request that the board of directors hold a
vote of co-op owners to alter or amend it within 48 hours of receiving it from the manager.

The co-op manager submits the final schedule on a weekly basis to adjust last minute need and
changes and/or add any available scheduling for non-owners.

Roles and Responsibilities

=>» Co-op owners: Owners are responsible for making an initial investment (i.e.,
membership fee). The farmer-owners elect the board of directors and vote on “big”
decisions as designated in the bylaws. Owners who retain workers through the co-
op must abide by the worker-client policies set forth by the board, including
scheduling, deadlines, payment terms, breaks and overtime, communications, and
complaints.

=>» Board of Directors: The board oversees the grand strategic goals of the cooperative,
including setting the overall operating policies and the worker-client policies, setting
financial goals, developing the annual budget, and guiding the co-op’s operation.
The board makes whatever “big” decisions that are not reserved for the owners in
the bylaws.

=>» Manager: The co-op manager handles day-to-day matters as outlined above. The
manager works on average 20 hours a week during the farming season, and 5-10
hours a week during the off season (depending on worker demand). The manager is
paid minimum wage and the co-op bears the additional administrative payroll costs
(i.e. taxes, insurance, etc.). The manager must abide by the policies established by
the board of directors.

=>» Workers: The workers’ primary boss is the co-op manager. Any complaints are
handled through the co-op. Workers must abide by the worker-client process.

=>» Clients: Other business owners or private individuals can hire workers through the
co-op at a premium price. Clients must abide by the worker-client policies, including
payment terms.

Coming and Going
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=>» New farmer-owners join the co-op as member-owners with a minimum initial
investment/membership fee of $1,000.

=>» Owners can leave by submitting a 60-day written notice to the co-op’s board of
directors. The exiting owners eligible to receive some or all of its initial investment
back if the board approves (or otherwise designated in the bylaws).

Reflections
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This model is designed to pull out whether folks feel more positively about participation in a cooperative versus a business where those with the biggest investment win.

If you are anxious about folks being negative, don’t. It’s very good if people say “This wont’ work, that won’t work, nothing will work.” Good to know! As long as we have some idea why, we can come back next time with adjustments. 

It’s good that people like to shoot down ideas and be negative! It helps us see the barriers first, rather than walking around with stars in our eyes. 
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#3 Imagine: Farmworkers organize together to meet Sun Town Farmers’ labor goals,
creating a worker-owned labor cooperative

The Sun Town Five farmers’ labor needs get around town to a group of willing farmworkers
in the area. The workers see the farmers’ need for skilled and reliable farm labor as an
opportunity to join forces by offering their collective labor services to farmers in the
community for a living wage rate. So, they form a worker-owned labor cooperative (co-op),
through which they collectively market their farming skills and joint labor capacity. Rates for
their farm labor services begin at $17 per hour for general farm work (planting, weeding,
harvesting, packing, etc.), increasing up to $20 per hour for more specialized work (tractor
work, irrigation installation, fence work, etc.). Here’s a quick sketch of the workers’ ideas:

e The co-op provides worker-owners the services of joint marketing and
administration of their labor capacity, so that each worker can benefit from a
centralized systems of scheduling and management of jobs that command a higher
rate per hour due to increased workforce capacity and reliability (i.e., through
cooperation, there’s more workers to fill jobs!)

e By providing workers year-round and consistent opportunities, the co-op can
better recruit reliable, skilled workers who stick around year after year.

o Year-round opportunities might include value-added businesses, food and
beverage retail, private home-owners for backyard gardening tasks, or other
needs of the community that workers are willing to fulfill.

e The worker-owners can make a living wage by providing the co-op’s labor services
at a premium rate where otherwise they may be working for minimum wage or
lower for the same skilled work.

Reflections:

What does your gut say about these ideas? Take a look at the overview table below and
write down your initial responses and questions in the margin to the right.
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You will walk through this model using the same facilitation formula as the previous 2 models. 

This model is similar to #2 but with an important shift: it’s owned and managed by farm workers rather than by farm owners. It’s very similar in most other ways.

This model is designed to elicit feedback on whether and how workers rather than owners should take the primary role in leading a solution to shared problems. 


Facilitator’s Guide: To be customized before delivery

Worker-owned Labor Co-op at a Glance:

to policies set by the board.

e The workers create a cooperative for-profit business that markets its worker-owners’
farm labor skills to farmers in need of reliable, skilled farm labor.

e Worker-owners pay an initial investment/membership fee, which may be smaller or
larger depending on the capitalization needs of the cooperative.

e Regardless of the initial investment, all worker-owners get one vote in big decisions.

e Profits are allocated to owners based on how much labor they put into the co-op (e.g.,
how many jobs they schedule and complete).

e The initial worker-owners elect a board of directors via the principle of one-member one
vote. The board sets the cooperative’s overall operating policies.

e The board also hires a manager who takes on day-to-day administrative tasks according

The Worker-Owners

Board of Directors

The co-op manager does

operations

do this: does this: this:
Recruiting and | Elect a board of Hires a co-op manager | Responsible for recruiting
hiring directors to handle day-to-day and hiring new members,

and scheduling workers
according to procedures set
forth by the board of
directors

Administration | Set basic procedures
for co-opin
company’s bylaws;
Vote democratically
(one-member, one-
vote) on big decisions
as designated in the

bylaws

Sets the overall
operating policies,
approves annual
budget, oversees its
operation, decides
whether and when to
distribute “patronage
dividends” to owners
(unless the owners
reserve this decision to
themselves in the
bylaws).

Takes care of all
administrative tasks,
including hiring, payroll,
taxes, securing insurance,
etc.

issues to the manager

for worker-client
relations

Scheduling Lets manager know Develops the policies Creates the schedule based
availability and and rules for on timing of job orders,
schedule scheduling decisions. payment, and scale of work
preferences. to be done

Training Schedules and handles the

logistics of training with
Extension, farms, and other
collaborators

Management | Reports job/client Sets general policies Deals with the issues

according to policies created
by the board of directors
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Transportation Decides whether and Coordinates transportation
how to coordinate and carpooling with the
transportation. work crews

Now, let’s move into some more complex details:
Money Matters

=> Initial funding: Workers must invest a minimum $1,000 membership fee to become
a co-op member-owner. The initial investment helps fund the co-op’s start-up and
operating costs; however, it will be accounted for in each owner’s capital account.
= Cash flow:

o Clients of the co-op pay $17/hr for general farm work and up to $20/hr for
more specialized work and must pay in full within 24 hours of the workers’
shift. Any late payments are subject to a late fee.

o Workers are paid through the co-op biweekly (or otherwise legally required
time-period) for their completed labor hours.

=>» Profits and losses: Unless the worker-owners decide otherwise (and/or designate in
the bylaws), the board decides each calendar year whether and how to distribute
net income to the worker-owners. Generally, profits that the cooperative generates
through the worker-owners’ labor will be allocated to each owner based on how
much labor they put into the co-op (e.g., how many jobs they schedule and
complete). This is considered the “patronage dividend.” Any losses will be allocated
in the same way. The board can also decide to keep a ratio of profits in its indivisible
reserves (i.e., bank account) to build the cooperative’s financial stability.

=>» Taxes:

o Payroll —the co-op is responsible for paying all payroll taxes of workers
hired through the coop, as well as for the coop manager.

o Income —The cooperative must pay taxes on any profits not distributed to
worker-owners. Each worker-owner must file and pay annual state and
federal income taxes on any patronage dividends distributed to them by the
co-op, unless an exemption applies.

Decisions

=>» Big decisions- Worker-owners make certain big decisions that are designated in the
bylaws, including electing the board of directors. Each member has equal voting
power (“one member, one vote”). Big decisions might include whether and when to
distribute surplus, or these might be made by the board.

=>» Strategic decisions- Unless reserved for the members, overarching strategic and
policy decisions are made by the board of directors, which is democratically elected
by the worker-owners each year (or otherwise specified in the bylaws).
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=>» Day to day decisions — The co-op is managed by a manager who is retained as an
employee by the co-op. The manager handles all the day-to-day decisions, including
recruiting, scheduling, coordinating transportation, handling payroll, taxes, and
accounting, securing insurance, overseeing legal compliance, organizing trainings,
dealing with complaints, etc.

How is scheduling handled?

= When they join the cooperative, worker-owners submit an “availability schedule”
that includes number of hours available each week and a preferred schedule. They
are responsible for notifying the manager of any changes or needed time off.

=  Farm clients submit a “labor hour needs schedule” for each quarter, which is due 60
days before the quarter begins (i.e. schedule for the June-August quarter is due on
April 1) to the co-op manager.

=  Farm clients can submit a “needs” schedule to the manager on a weekly basis, or on
an as needed basis for a $10 per instance fee.

* The manager sets the schedule for the upcoming month on or before the 15" day of
the preceding month.

=  Worker-owners who have an issue with the schedule can request that the board of
directors hold a vote of co-op members to alter or amend it within 48 hours of
receiving it from the manager.

=  The manager submits the final schedule on a weekly basis to adjust last minute needs
and changes and/or add any available scheduling for other short notice jobs orders.

Roles and Responsibilities

=>» Co-op members (worker-owners): Worker-owners are responsible for paying an
initial membership fee. The worker-owners elect the board of directors and vote on
“big” decisions as designated in the byalws. Worker-owners must agree to and
abide by the worker-client policies set forth by the board, including scheduling,
deadlines, payment terms, breaks and overtime, communications, and complaints.
The workers’ primary boss is the co-op manager. Any complaints are handled
through the co-op.

=> Board of Directors: The board oversees the grand strategic goals of the cooperative,
including setting the overall operating policies and the worker-client policies, setting
financial goals, developing the annual budget, and guiding the co-op’s operation.
The board makes whatever “big” decisions that are not reserved for the members in
the bylaws.

=» Manager: The co-op manager handles day-to-day matters as outlined above. The
manager works on average 20 hours a week during the farming season, and 5-10
hours a week during the off season (depending on worker demand). The manager is
paid minimum wage and the co-op bears the additional administrative payroll costs
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(i.e. taxes, insurance, etc.). The manager must abide by the policies established by
the board of directors.

=>» Clients: Clients must abide by the worker-client policies, including payment terms.

Coming and Going

= New worker-owners join the coop with a minimum membership fee of $1,000.
=>» Owners can leave by submitting a 60-day written notice to the co-op’s board of

directors. The exiting owner is eligible to receive some or all of its initial investment

(i.e., membership fee) back if the board approves (or otherwise designated in the
bylaws).

Reflections:

Reflections:

How do you feel about working under this worker-owned co-op model? Why?
= “I feel inspired, nervous, frustrated ... other ... because...”

How might this model support and/or limit your career goals in farming?
= “This model supports my aspirations by...”

= This model limits my aspirations by...”

Will this model succeed or fail, why or why not?
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Please be conscious about drawing out comparisons between this model and the previous one for participants. 

For example, a farmworker may say, “I don’t think this will succeed because farmworkers are generally trying to transition into ownership. Folks like me won’t have a long term stake in setting this up. It’ll take 2 years and I hope I’m not still a farm worker in 2 years” You might respond with, “It sounds like you’re concerned any worker-instigated solution might not succeed. Accurate, or no?”. If they say, “No, it’s not that it’s instigated by workers, it’s just that the Board of Directors needs at least 3 year terms or something else to ensure continuity…. that would work better.” Perfect information, because we could research adapting this model to have a more limited role for a BOD, assuming 3 year terms aren’t exactly an ideal solution for a shifting membership base…. 

Both farmworkers and farm owners have valuable input on this model, and on all the models. Both farmworkers and farm owners have insight into the needs and motivations of each other. Please don’t only ask farmworkers if they feel this will succeed, or only farm owners for the first two  models.
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f#4:lmagine: A farmer or other entrepreneur launches a “temp agency” business to
supply workers to local farms.

Frank, of the Sun Town Five, decides that because he has a wide network of farm workers
for his operation that he will create a farm version of a temp agency. The Sun Town Five
farmers (and anyone else needing agricultural labor) submit requests including the
length/seasonality of the job, the job’s daily schedule, a description of the work, and a list of
the desired qualifications and training of the worker. Frank then assigns his workers,
employed by Frank, to the other farmers’ operations. Frank does all the recruitment,
screening, hiring, and basic training of his employees. The farms taking the workers (we’ll
call them the client-farmers) do supplemental training, as necessary. The client-farmers are
not the workers’ employer; instead, the client-farmers are the work site for Frank’s
employees. The client-farmers pay at least $17 per hour to Frank, and the workers receive at
least $11 per hour from Frank.

Here's a quick sketch of the business model potential of Frank’s temp agency:

e The business could supply workers to landscaping and other related industries,
potentially making Frank’s business more viable.

e The business could recruit workers from within the landscaping and other outdoor
work industries, potentially increasing the availability of labor for farmers.

e The client-farmers may have access to workers with management experience if the
temp agency can pull from the landscaping professions and other related industries.

Like any for-profit business run by an individual, the temp agency would need to meet the
needs of client-farmers, the needs of workers, and turn a profit for Frank. When they meet
these goals, temp agencies satisfy a few assumptions:

e C(Client-farmers receive workers quickly; avoid doing any recruitment, hiring, firing, or
scheduling; and do not have a responsibility to manage or pay taxes or secure
insurance. This is worth a 30-50% markup over the hourly wage the farmer would
otherwise pay.

e There is enough of a labor supply, such that the temp agency could reasonably
expect to recruit enough individuals to satisfy client-farmer requests. In the
alternative, the promise of consistent, year-round work is compelling enough to
attract new workers to the landscaping, farm, and outdoor maintenance industries.

Client-farmers are responsible to pay their invoices on time and otherwise follow the terms
of their agreement with Frank as to when and how to request labor, how to submit a
complaint, etc. Other than that, clients have little involvement in Frank’s business model. It’s
Frank’s responsibility to assemble a business model that meets client-farmers’ goals,
employees’ needs, and turns a profit. If Frank is going to succeed in this venture, his temp
agency needs to be desirable to client-farmers and workers, practical to operate and
financially viable. Factors affecting these criteria are discussed below.
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Again, the facilitation proceeds in the same way as the previous models.

Here, the distinction is that this business isn’t owned/managed by farm workers OR by farm owners. It’s managed by a separate business person entirely! (Frank).

This model is an important contrast and I don’t recommend cutting it if time is short. If you need to select 3 models, I would recommend cutting the farm owner coop. That leaves us with 3 distinct models: a farmer owned LLC, a worker owned coop, and a business wholly owned by a single person. 
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Temp Agency Model at a Glance:
The Sun Town Five farmers apply to become farmer-clients of Frank. As part of the process, Frank has them
sign a client agreement, which details Frank’s expectations for when and how to submit labor requests, the
client-farmer’s rights and responsibilities as a client, the process for paying for the work, and many other

details suggested below.

The client-farmers do this:

Frank does this:

Recruiting and hiring

Client-farmers put in requests for
workers by submitting information
requested by Frank, which may include
tasks to be performed, desired skills,
length of the job, and pay rates.

Frank recruits, hires, and manages
the employees. He receives work
requests from clients and attempts
to meet client-farmers needs for
specific skills or abilities.

Management

Client-farmers are responsible to
provide instruction over how the work
is performed on their farm. However,
client-farmers must give control over
scheduling, discipline, hiring, and firing
to Frank, the worker’s employer. Client-
Farmers inform Frank when they have
an issue requiring intervention such as a
person who shows up late,
underperforms, etc, according to their
client agreement with Frank. Client-
farmers may be able to request an
alternative a worker, if/when their
service agreement with Frank allows it.

Frank manages the situation
according to the employee policies
Frank has adopted (i.e. the policies
in Frank’s Employee Manual), in the
interests of his business.

Administration

Client-farmers may have administrative
duties regarding their relationship with
Frank (i.e. paying Frank’s invoices).

Frank takes care of all administrative
tasks relative to the workers
including tracking hours, paying
payroll, satisfying tax and insurance
obligations, etc.

Scheduling Client-farmers submit work requests to Frank schedules his employees to
Frank according to their client work at specific client-farmer work
agreement with Frank. Priority or locations. When the job ends at one
preference is given to client-farmers farm, Frank schedules workers to
that submit requests well in advance of | another client-farm, if available.
the job’s start date.

Training Client-farmers do supplemental training | Frank provides very general training

in the specific procedures of their farm,
beyond the basic training provided by
Frank. Client-farmers may submit
specific training requests or training
curricula to Frank for Frank to conduct.

in basic farm matters such as food
safety protection, and fundamental
harvest and post-harvest handling
principles, upon request.

Transportation

Transportation is not a part of the
agreement between client-farmers and
Frank, unless specifically negotiated for
inclusion.

Transportation is not a part of the
agreement between client-farmers
and Frank, unless specifically
negotiated for inclusion.
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Desirability Factors

If a temp agency can increase the attractiveness of farm work, the temp agency will solve a
major problem for both client-farmers and farm workers. Here are some potential options
to increase the desirability of working with a farm temp agency:

e The promise of year-round employment may attract additional candidates and keep
qualified candidates in the labor pool.

e The ability/obligation to provide unemployment insurance benefits if year-round
work can’t be found may attract/keep qualified workers.

o If Frank’s management style is better than the farmers’ management styles, the
temp agency may retain workers individual farmers would lose.

e Offering a diversity of work may attract additional applicants as it may mitigate the
physical stressors of farm work.

Practicality Factors

Frank will need to maintain a large enough client base to place workers and a large enough
worker base to fill open positions. Clients are likely less willing to wait for workers, as
compared to workers’ willingness to wait for a job. This means Frank will be more successful
if he has many worker applicants. Getting many worker applicants for jobs in agriculture and
landscaping is already challenging, and success may hinge on Franks’ ability to increase the
desirability of farm work.

Financial Viability Factors

The temp agency may be financially viable if Frank is able to provide enough value, such that
it’s worth the additional per-hour fees to get workers through Frank than to hire on the
farm’s own efforts.

If Frank employs more than 10 individuals, then he becomes subject to OSHA enforcement.
OSHA mandates safety features that many farms do not accommodate, at present. If Frank
is expected to help his client-farmers achieve OSHA compliance (which they otherwise
would not need to meet), this will significantly increase his expenses.

Frank will likely become subject to unemployment insurance. This will increase his costs of
doing business above the majority of farms that are otherwise exempt from unemployment
insurance. There’s the cost of the tax itself and the labor necessary to administer or oppose
benefit determinations, when former employees file for benefits. Frank can manage the
costs of unemployment insurance if he is able to consistently place employees into new
work positions at a comparable salary and benefits. This may be challenging unless Frank
can cultivate a client base that compliments the seasonality of farm work. This suggests
Frank needs to make sure that he is constantly growing his client base ahead of his worker
base (although other factors argue for growing his worker base faster).

Just as providing year-round and regular employment helps Frank meet his desirability
goals, it also increases his financial obligations. Employees will expect access to paid
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We couldn’t build out the concept of this model using the previous framework of roles and responsibilities. Frank is in charge, so Frank decides, and that’s the end of that. 

Instead, we built out this concept using classic business model frameworks. A business needs to be desirable, practical, and financially viable to succeed. Cooperatives or LLCs also generally need to achieve those things as well, but they have more wiggle room: the coop itself (for example) doesn’t need to turn a profit because its function allows member farmers to turn a profit. This business is different in that it must return profit to its owner- and enough of it to motivate the owner to keep running the business year after year. 

How could Frank’s business turn a profit year after year? We honestly struggled to answer that question, and this is our best answer. We’re anxious to learn if others have a better idea how such a business might be successful. 
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vacation, sick time, and benefits, which are otherwise not provided by most farms who hire
seasonally. Frank will need incorporate such costs into his client fees.

Frank may be subject to sales tax on client fees, which is another cost farmers don’t
otherwise incur which will need to be incorporated into client fees.

Launching a temp agency does require a capital outlay for things like upfront payroll costs,
business registration and compliance efforts, and office/support staff. Frank will need access
to capital.

Reflections:

How do you feel about working under this temp agency model? Why?
= ‘| feel inspired, nervous, frustrated ... other ... because...”

How might this model support and/or limit your career goals in farming?

= “This model supports my aspirations by...”

= This model limits my aspirations by...”

Will this model succeed or fail, why or why not?
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We are especially interested in how farmers feel about the trade off between control (in the farmer or worker owned entitiy) and efficiency. This single-owner business wouldn’t require farmers/workers to engage extensively to co-manage a business. Is that a good thing or a bad thing? 
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Conclusion:

Thank you for your participation! Your thoughts and feelings are essential as we work
together to craft solutions to the barriers you face.

Here’s what to expect going forward:

1. The project team will analyze the feedback from our focus groups to identify trends.
We will use this information to identify which models farmers feel best address their
needs and are most likely to succeed.

2. The project team will develop more thorough business models, incorporating
farmers’ preferences and ideas. We will create initial financial projections and
legal/management analyses for farmers to review.

3. We will convene a second round of focus groups to get feedback on the new and
improved, in-depth models with greater depth.

4. We will do a second round of adaptations to farmers’ preferences, and release a
guide to whether and how these models could be feasible for communities to
adopt.

Stay tuned for more!
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Of course, adapt this to your own language/needs/group. 
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