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Introduction

armers markets have been experiencing

a renaissance in America since the late

1970s. During the last ten years, in

particular, the USDA estimates that the
number of farmers markets nationwide has doubled.
Similarly, Washington State has seen steady growth
from 56 operating markets fifteen years ago to over 160
today. A resurgence of farmers markets is one face of a
widespread grassroots movement to revitalize small-
scale, community-based agriculture as an alternative
to an increasingly globally organized and impersonal
food supply.

Many perceive farmers markets
as a recent phenomenon,
however they are an age-
old tradition. From the
beginning of agriculture,
wherever farmers could
produce more than they
could consume, markets were
held to trade surplus goods.
In the U.S., historians point
to a burst of new farmers
and public markets during
the late 1800s in response
to the Industrial Revolution,
but some markets, such
as Quincy Market in Boston, Reading Terminal in
Philadelphia, or Central Market in Lancaster, have
roots going back to the American Revolution or earlier.
George Washington worked to shift the trend of raising
commodity crops for overseas trading to raising food
crops for local markets. Farmers markets have persisted
because of the clear economic and social benefits of
creating a public space for buyers and sellers and other
community members to come together and interact
directly with one another.

Today, farmers markets are critical to the survival
of many small family farms and the preservation
of farmland around the country. Selling directly to
consumers allows farmers to become more profitable
by obtaining retail rather than wholesale prices and
developing a loyal customer base. Washington’s farmers
markets provide profitable market outlets for farmers
in a variety of communities throughout the state.
They also contribute to local community economies.
Money spent in farmers markets goes directly to the
farmers and can be recirculated to support other local
jobs and businesses. This entrepreneurial activity
encourages additional economic activity. For example,
peripheral businesses may locate near farmers markets

Olympia Farmers Market, Olympia, WA

to take advantage of the crowds and existing nearby
businesses may experience increased sales on market
day. Markets can draw new shoppers into downtown
business districts. Markets can also serve as business
incubators by providing a testing ground for new,
value-added agricultural products and novel crops.
While most markets tend to be utilized by people from
nearby neighborhoods, they can also attract visitors
from surrounding areas and even serve as a hub of
culture and tourism for a larger region.

Farmers markets are popular
with consumers who believe
the food is healthier, tastier,
and fresher and like to
support local farmers. In
some communities, fresh
fruits and vegetables may
not otherwise be available
at all, while in others,
markets meet the growing
demand for specific types
of products such as locally
grown, organics, heirloom
fruits and vegetables, artisan
cheeses, honey, fresh berries,
or grassfed meats. Federal
Farmers Market Nutrition
Programs can provide new opportunities for senior
citizens and low-income families to obtain fresh fruits
and vegetables through farmers markets.

Most notably, people seem to treasure the experience
of shopping at farmers markets. In an era of big box
stores, shopping malls, and convenience food chains;
markets offer a rare opportunity to be out in the fresh
air, discover tasty new fruits and vegetables, meet the
farmers, learn how the food was grown, and gather
with friends and family. Few other institutions bring
communities together more than farmers markets.

This renewed appreciation for the benefits of farmers
markets is reflected in the increasing numbers of
Washington communities that want to start a market.
The purpose of this manual is to encourage and assist
communities, farmers, and citizen groups to create
and successfully operate vibrant community farmers
markets. While a number of excellent farmers market
manuals and resources already exist, this document is
designed specifically for Washington State and includes
references, regulations and links to local and state
resources. The content is organized by the different
stages of a market’s development.



Organization of the Manual

Section 1: Steps for Starting a Farmers Market.
Most successtul farmers markets in Washington have
been developed through a step-by-step planning process.
This manual illustrates the most important steps to
consider when planning or starting a market from
developing a vision through organization building.

Section 2: Best Practices in Market Management.
This section summarizes a set of best practices for
managing farmers markets. Although established
markets are the primary audience, start-up markets
can learn from it as well. This section provides ideas
for enhancing market sales and strengthening the

customer and vendor base, as well as other suggestions
for enhancing markets gleaned from successful managers
throughout Washington State and the United States.

Section 3: Reevaluating Markets for Continuous
Improvement. Even the most successtul markets have
room to learn and grow. Every market should regularly
evaluate itself to ensure its health and re-envision
the future. Topics include reviewing and updating
a market’s mission and goals, updating governing
documents, reevaluating management structures, and
developing a strategic plan for the future.



Steps for Starting a Farmers Market
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Step 1: Initiating a New Market

Assessing Market Dreams

hile anyone can initiate a farmers
market, from farmers to community
groups to city governments, most
markets result from the inspiration
and persistence of one person or a small group. These
initiators recognize the potential of a farmers market
in their community, carefully assess its feasibility, and
determine to make it a reality. Market initiators have
many things to consider before proceeding. “Why do we
want to have a market?” is the single most important
question initiators should ask. The answer to this central
question will impact nearly every aspect of creating
a vision and a plan for the market. Other important
considerations will follow such as whether there is a
sufficient customer and farmer base, where and when
the market should operate, and how the market will
recruit farmers, shoppers, and community partners.

Self Evaluation. After careful consideration of whether
there is a need for a market, the first step for any new
market is a realistic assessment of what will be required
to ensure success. Since it is not realistic to think that
one person will have all the skills or energy to complete
this task, forming a strong organizing committee will be
an essential part of the process. Planning and starting
a viable new market takes concentrated time, energy,
and resources, but it can be done. Farmers markets have
a long history of success in Washington and continue
to grow in popularity.

Questions to ask before initiating a market:

1. Why are we doing this? Knowing the reasons
for starting a farmers market will help articulate
a vision, determine how the market should be
structured, and decide who should be engaged in
the process. Is the market primarily being created
to revitalize a community’s business district,
support family farmers, or improve access to
fresh local produce (or all three)? Regardless of
the motivation for starting a market, a market’s
customers are its vendors. The vendors’ customers
are the shoppers at the market. It is important to
develop a shared mission that incorporates both
farmer and consumer perspectives.

2. When should the market open? Many people
get so excited at the beginning of spring about a
new farmers market season that they want to start
one immediately. However, extensive planning
is needed to launch a successful farmers market.

Phinney Farmers Market, Opening Day, Seattle, WA

It is wise to give the organizing team adequate
time to prepare—maybe a year or longer. Many
building blocks and partners are required for a
market to succeed. False starts can create a loss of
involvement from potential collaborators and,
most importantly, a loss of participating farmers.
It is vital that a market’s opening day is a true
community happening, with an abundance of
customers, vendors and beautiful fresh produce.

Where should the market be? First, market
planners need to map out where and when other
markets are currently operating. It is unwise for
a market to be so close to another market that it
renders both markets weak. Farmers markets are
about community, and not just the community in
which one particular market operates. Markets are
also about the greater community of markets and
the community of vendors that the market serves.
Markets should complement rather than compete
with each other. The location and time will need
to accommodate the market’s vision, its customers
and vendors, its neighbors, and its future.

How does one start a market? Starting a
market involves developing a vision and mission,
organizing a core steering committee, and conducting
a feasibility analysis. If the committee decides to
move ahead, the next steps involve engaging key
community partners and support, planning an
organizational structure, and building a dynamic
board of directors. The board will ultimately secure
a market manager and guide the market through
opening day and ongoing operations.

Section 1: Steps for Starting a Farmers Market 5



Step
What to Learn Before Starting the Process

2: Market Homework

ubstantial preparation is needed prior to

starting a farmers market. First, review this

text and the other resources referenced. Next,

visit a wide variety of operating markets to
make observations, talk with market managers, and
hold informal conversations with vendors about their
market preferences. Research the history of farmers
markets in a proposed neighborhood and the larger
community. Have there been other attempts to start a
market? If so, what happened to them? If they failed,
why did they fail? Are there other markets nearby or
in neighborhoods with similar demographics? What
has worked well for them? Become familiar with the
characteristics of the target market neighborhood.
What is the average age of the families living there?
What cultural background do they come from? Where
do people currently shop for food?

Washington’s farmers market system has a unique
asset in its statewide association, the Washington State
Farmers Market Association (WSFMA), one of the two
oldest state farmers market associations in the U.S. The
WSFMA sets standards for markets, provides access to
insurance, offers educational opportunities for farmers,
market managers, and board members; and works in
partnership with Washington State University (WSU)
and the Washington State Department of Agriculture
(WSDA). Most farmers markets in Washington belong
to the WSFMA and voluntarily abide by its statewide
standards. It is important to become familiar with this
organization and its programs and, if possible, attend
its annual winter conference workshop on market
start-up and management.

2004 WSFMA Farmers Market Conference
WSU Puyallup, WA

Develop a Unique Vision for your Market.
The most important homework is to begin creating a
unique vision for your farmers market. Being able to
clearly communicate a vision to others will be the key
to motivating their participation. It will be helpful to
develop a solid understanding of the potential benefits
of a farmers market for your community and an
outline of the characteristics you would like to see in
a market. For example, a market vision can be framed
in terms of helping local farmers, supporting local
businesses near the market, downtown revitalization,
economic development, community health, community
food security, or some combination of these points.
California’s market manual emphasizes the importance
of writing these ideas down and offers several sample
market visions, as well as a useful vision development
worksheet (Jolly 2005 (1): 9-13).

/

Sample Market Mission Statement:

The NFMA’s mission is to support and strengthen Washington’s small farms
and farming families. We do this by providing effective direct sales sites for our
region’s small farmers, and by educating consumers about local farm products
and the importance of supporting and preserving local farmland.

Source: www.seattlefarmersmarkets.org, 2012

~
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Step 3: Organizing an Exploratory Meeting

£ Sharing a Vision, Measuring Interest, and Forming a Steering Commiittee

henext step is to hold an exploratory meeting
where the vision of the new farmers market
can be shared with potential partners,
stakeholders, and community supporters.
The _goal of this meeting is to assess interest levels,
invite participation and ideas, and, ultimately, identify
a core group of committed partners who can carry the
project forward as a steering committee. This meeting
will require careful planning and publicity so as to
attract and engage a wide range of participants.

Plan the meeting. First, reserve an affordable and easily
accessible public meeting space and begin developing
a contact list of people to invite. Requesting support in
the form of a meeting space is a good opportunity to
enlist the help of potential allies early on. Examples of
meeting venues that may be offered free of charge for
the purpose of organizing a community farmers market
include the county extension office, a local school or
college classroom, the public library, a community
center, local churches, a Grange Hall, the Chamber of
Commerce, or a supportive local business or non-profit.

Send out invitations. A broad, representative group of
stakeholders and interested parties should be identified
and invited to attend the meeting. A carefully worded
invitation letter or phone call a month or so prior to
the meeting can be used to introduce the project to
the community and initiate contact with potential
supporters and partners. Examples of key people
to invite would include nutrition and agricultural
educators from the county extension office, local
farmers, leaders of farmers’ groups, representatives
of community non-profits and foundations, city and
county officials, urban planners, religious leaders,
local business leaders and associations, high school
or university agricultural specialists, chefs, health-
oriented food businesses and cooperatives, social
service agencies, food banks and pantries, gardening
and service organizations, and consumer advocates
(for more ideas see Jolly 2005(1):15).

An invitation letter or meeting announcement
should state the purpose of the meeting (i.e. to form
an organizing committee to assess the feasibility of
starting a farmers market), briefly communicate a vision
for a new market, and describe some of the potential
benefits that markets can have for communities and
farmers. It is also important to provide clear details on
the location, date, and time for the meeting; contact
information for an RSVP or more information; and the
names of people and organizations already associated
with the effort.

In addition to personalized invitations, the meeting
can be widely publicized through announcements in
local newspaper and radio outlets, flyers on community
bulletin boards, and the newsletters and e-mail lists
of supportive community organizations such as the
county extension office, farmers groups, and other
non-profit groups. Follow-up e-mail reminders and
phone calls with key contacts can help assure their
participation.

Structuring the meeting. Careful thought should be
given to planning the meeting agenda and facilitation.
Sufficient time should be allocated for introducing
and sharing a vision, brainstorming and discussing
ideas with participants, and obtaining commitments
to work on committees or support the organizing
process in other ways. The meeting needs to be closely
facilitated to allow plenty of time for discussion and
enough structure to keep the conversation flowing
towards concrete outcomes. The group discussion
will help to gauge interest levels among participants
and identify who has the time, motivation and skills
to help carry the process forward.

Meeting participants can brainstorm a list of additional
community members who could be recruited for
committees or added to the mailing list. The most
significant outcome of this meeting will be identifying
the foundational members of a core steering committee
and further developing the contact or mailing list
of supporters and stakeholders. The core committee
will be the small group of active partners who can
provide ongoing leadership through the initial stages
of planning and assessing market feasibility. Before
closing, it will be important to think through the
roles and goals for the steering committee and any
other committees, make plans for future meetings,
and plan communication with stakeholders and the
public. (see Jolly 2005(1):18-20 for sample invitation
letter, meeting agenda and facilitation tips).

Launching a steering committee. The core group
that emerges from the exploratory meeting may need
to be augmented by recruiting additional key players.
An ideal steering committee should have representation
from county extension, local farmer leaders, local civic
and business leaders, key non-profits and community
groups, community food programs, and consumers.
Having members with a balance of organizational,
fundraising, communication, and marketing skills is
also critical. The duties of a steering committee may
vary depending on the size and type of the market
desired. At a minimum, the committee will need to:
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e Further refine a vision and mission. Whatever
the purpose for starting the market, it needs to be
clearly agreed upon and articulated.

e Identify long-term goals. These will provide
continuity, guidance and direction over the course
of the project. What is the desired scale for the
market, both initially and over time? The goals
should correspond with the market mission.

¢ Establish short-term objectives. These should
be measurable and attainable within a year and
provide a sense of accomplishment.

e Provide ongoing communication with
community partners. The committee can
maintain communication through a contact list
of market supporters and interested stakeholders
including farmers, consumers, and neighboring
businesses that may be impacted.

The initial planning tasks for the steering committee
will include:

1. Market Analysis
e Assess the need and potential support for a
market within the community.

e Assess the extent and nature of consumer
demand for locally grown products.

e Evaluate the potential scale of market that
could be supported.

2. Site Analysis
e Assess potential sites for the market.

3. Financial Analysis
e Assess potential revenue and costs to determine
the market’s probability of reaching financial
self-sufficiency or profitability.
e Assess the profit potential for market vendors.

4. Vendor Analysis
e Assess the availability of enough farmers and
other vendors to assure sufficient product
volume and variety.

Depending on the scope and scale of the market and
the extent of the volunteer base, the above tasks may
by accomplished by steering committee members
or by separate subcommittees chaired by steering
committee members.



Step 4: Assessing the Feasibility

of a Market

irst, the committee needs to assess

whether the market should realistically

move forward. If subcommittees are

formed for separate tasks, the steering
committee should be responsible for maintaining
overall communication and leadership around the
agreed upon mission and objectives.

Market Analysis. A market should not be started unless
it has a reasonable chance of success. Will community
members view it as a welcome addition and support it
financially and logistically? Conducting market research
helps to understand the potential customer base.
Research on farmers markets has consistently shown
that markets draw customers primarily from nearby
neighborhoods (Brown 2002). Therefore, understanding
who lives in the market vicinity and what types of
foods they might buy is critical. The committee can
collect detailed demographic and socioeconomic data
from sources like American Demographics, the Census
Bureau or the local community planning department.
It is important to observe current shopping habits
and venues in the area. Does there appear to be a
high demand for quality, specialty or organic foods
based on what the groceries and restaurants offer?
Do particular ethnic foods appear to be important?
Does the neighborhood support up-scale groceries and
health food stores, discount supermarkets, or, perhaps,
have a lack of food retailers all together? What types
of restaurants are located nearby?

Washington surveys indicate generally high levels of
consumer interest in purchasing more products directly
from local farmers (Ostrom 2005). However, while
over 80 percent of people polled say they want to buy
more fresh fruits and vegetables from local farmers,
currently only around 12 percent report shopping
at a farmers market more than once a month. A key
barrier appears to be a perceived lack of convenience.
The steering committee may want to consider ways
to counter this perception. Research suggests that
once people begin shopping at farmers markets, there
is a high level of repeat patronage (Brown 2002). In
Washington surveys, freshness, taste, and nutrition are
the top purchasing criteria across most income and
demographic categories (Ostrom 2005). Additional
research on consumer behavior and farmers markets
is available from the WSU Small Farms Program.

In the market analysis, the committee should also
research the rates of success and failure of other
markets in the area and assess whether a new market
could be a collaborative addition or would impede the

The Committees Get to Work
% g, I

Puyallup Farmers Market, Puyallup, WA

other market’s sales. Consider the locations, operation
times, attendance levels and vendor mixes at the other
markets. More specific market information can be
obtained using a local survey. Pennsylvania’s market
manual offers a sample survey for use with potential
shoppers (PA 2006: 23).

Site Analysis. A site analysis provides the foundation
for selecting and securing a market location. Choosing
the right location is vital to a market’s success. Input
from community service agencies (i.e. public works,
health, police, fire, and planning departments) is key
to this decision-making process, as is gaining their
cooperation and support. A myriad of factors needs
to be considered when weighing possible sites.

¢ Space Needs. How many vendors are ultimately
envisioned? Is the plan to start with a smaller
number and later expand? The size of your
potential customer base and anticipated sales
will determine how many vendors your market
can support. What size stall space is planned for
each vendor and how will stalls be laid out? A
standard pop-up canopy is 10' x 10". Allow at least
five feet in front of each vendor stall—if stalls face
each other, they will need at least 10 feet between
them (for example, the Olympia market has 12 5
foot wide aisles). Some markets with facing stalls
plan for an additional 5 feet between the two 5
foot vendor zones to allow for traffic flow. Will
vendors be allowed to park their trucks behind
their stalls or will they be required to load in and
load out? A typical farm truck can be 20' long or
more. Plan space for the market managers table.
Finally, it is important to visualize the traffic flow
both within and outside of the market through
entrances and exits. A circular traffic flow inside
the market works well for shoppers and vendors.

Section 1: Steps for Starting a Farmers Market 9



Port Angeles Farmers Market, Port Angeles, WA

e Centrality. The goal is to attract hundreds or
thousands of shoppers to the farmers market each
market day. Do sufficient numbers of people live,
work, shop, and play in the area? What is the
population density in a two-mile radius? The site
needs to be attractive and conveniently accessible,
with ample space for customers to shop. High
visibility and easy access from main roads are key
factors. It is more important to be near the majority
of customers than the producers. Typically shoppers
will not drive a long distance to reach the market,
while vendors will travel further.

e Transportation, Parking, and Access. s
the site easily accessible by multiple modes of
transportation, including public transportation,
bicycles and pedestrians? Is there sufficient parking
for both shoppers and vendors close to the market?
It is important to plan for special access needs,
such as wheelchairs, seniors using scooters, or
parents with strollers.

e Available Utilities. A market needs access to
lighting and electricity, restrooms, hot and cold
running water, and sufficient parking for both
vendors and shoppers. Increasingly, markets also
need cell service and possibly wi-fi to operate Point
of Sales machines and smartphones.

e Trucking Needs. Are there multiple entrances
and sufficient turning lanes for trucks (they need
18')? Can the surface at the site support trucks?

e Surface Cover. Hot, dry, sunny areas in Eastern
Washington may want to hold the market on grass,
under trees, and on soft, light-colored ground.
Westside markets may want a hard or gravel surface
with excellent drainage in case of rain.

10

¢ Fire and Emergency Response. Depending
on the market location, the fire department may
require a fire lane, particularly in street closure
situations. A fire lane can range from 9’ to 20’ in
width, depending on the local fire code. Knowing
the requirements for emergency vehicles in advance
is important.

¢ Insurability and Zoning. Planning will need
to account for site insurance and liability risks, as
well as property tax responsibilities. If the site is
not zoned for business, a variance may be needed.

¢ Long-term Stability. Can the space be assured
into the future? Once customers become accustomed
to frequenting a particular site, moves can disrupt
sales. The ownership of the property and whether
a long-term, affordable lease can be arranged will
determine its long-term availability. Markets have
been successfully located on property owned by
cities, churches, businesses, non-profits, individuals,
and county fairgrounds, among others.

e Ambience. While intangible, esthetics and
atmosphere should be among the most important
site selection criteria. Is this a place that shoppers
will enjoy coming to? The ability to create an
inviting and pleasant atmosphere, whatever the
original character of the site, is crucial to attracting
and retaining loyal shoppers.

Potential sites can be compared based on the criteria
outlined above. The Pennsylvania manual offers a
detailed checklist for assessing different sites (PA
2006: 25).

Financial Analysis. Accurate financial analysis builds
on the market and site research. The committee must
assess potential sources of funding and project costs
and income as accurately as possible in order to decide
whether the market is feasible. These calculations
will also provide the basis for the market’s operating
budget if organizers decide to move forward with it. An
important aspect of developing a balanced budget is
securing start-up funding. Sources of start-up funding
can include sponsorships, grants, and vendor fees
(UC 2005: 47).

e Sponsorship. It is helpful if a single major market
sponsor or a group of sponsors can be located early
on. Organizations that have sponsored markets
include municipal governments; chambers of
commerce or other business groups, such as
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downtown improvement or main street associations;
shopping centers; health organizations; and
non-profits. Partners participating in the market
organizing committee may be able to offer some
start-up sponsorship funds or in-kind services.

e Grants. The market organization or some of its
partners may qualify for government or foundation
grant programs related to small business or community
economic development, public markets, agriculture,
health and nutrition, tourism, cultural activities,
etc. Local businesses or financial institutions,
service organizations, religious groups, county
hotel/motel tax funds, and local non-profits may
also be sources of small grants.

¢ Vendor Fees. Vendor membership and stall fees
can provide significant up-front funds and should
be factored into the overall financial analysis. Some
markets charge a flat fee that is paid weekly by each
vendor or in one large payment at the beginning
of the season. Others use a commission system
where vendor fees are based on how much money
they earn at the market that day. Other markets
combine these two systems, charging a smaller flat
fee plus some percentage of commission.

Next, the Financial Analysis Committee should project
all likely expenses, including start-up costs. Expenses
may include:

Site rental

Staff wages and benefits

Insurance and licenses

Office space and computer equipment

Parking for vendors and customers

Garbage collection and Port-a-Potties

Health department permits

Creation of a logo, signage such as banners, A-frame
boards and other farmers market marketing materials
Advertising and costs of activities and special events
e Printing of written materials and announcements
e DPostage

When adding up costs, consider both material and
operational expenses. To most accurately estimate
income and expenses, it is useful to seek out ideas and
advice from experienced market managers. In addition
to personal conversations, the WSFMA listserve offers
a useful way to obtain feedback from other managers.
It is reasonable to expect that it will take a full season
to balance the budget and begin to make the market
self-sustaining.

Vendor Analysis. Market organizers sometimes
underestimate the challenge of recruiting the right
mix of farmers to a new market. Being able to amass
a sufficient quantity and mix of farm products is the
basis of market viability. Planners must be able to
locate a critical mass of growers; three would be the
minimum. However, for a genuine farmers market
ambience, a minimum mix could include three to five
produce growers with a diverse selection of crops, a
baker or two, and perhaps another vendor featuring
plants and related crafts. Much of the market’s success
depends on having a respected and capable grower
express and maintain a commitment to the market
vision. Such a vendor can serve as an anchor for the
market by providing a diverse and consistent array
of quality farm products throughout the length of
the season.

To assess whether the market will be capable of
building a sufficient farmer base to attract customers,
the committee should take the following steps:

1. Visit existing markets around the state and talk
to managers about what might be an appropriate
and desirable vendor base for the area.

2. Research the availability of vendors within a
reasonable distance of the proposed market. A
new or smaller market may have limited ability
to draw vendors from great distances.

3. Test the market idea with potential vendors by
calling or visiting their farm or place of business.
You are simply gathering information at this point
and not inviting them to participate in the market.

Vendor balance. The mix of vendors is extremely
important in building a successful market. Try to
find producers of diverse farm products, including a
wide variety of fruits and vegetables, nursery stock,
cheese, meats, eggs, seafood, herbs, and wine. High
quality processed foods such as breads, jams, sauces,
flour, and other value-added products will encourage
shoppers to do the bulk of their grocery shopping at
the market. Among current farmers market shoppers
in Washington, organic produce is an important draw
(Ostrom and Jussaume 2002). Therefore, recruiting
some organic vendors could be a strong asset. The
committee members should make sure that the vendors
being contacted and the overall number of vendors
desired are consistent with the overall mission and
goals of the market project.
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Deciding whether to move ahead. After the
committee (or committees) have had time to conduct
their analyses, the whole group should reconvene to
share findings. Positive reports from the market, site,
and vendor analyses are necessary to move forward.
If any of these studies conclude that the proposed
market will not work, the time for the market may
not be right. The report from the financial analysis is
also critical, however, adjustments to both funding
sources and expenditures may be possible. In making

the decision about whether to proceed, it is important
to keep in mind the keys to market success and the
past causes of market failure. Most critical is the capacity
to generate a critical mass of both vendors and shoppers,
neither of which can exist without the other. Ultimately,
a market that cannot attract sufficient vendors or
customers will be severely challenged to garner the
financial and human resources needed to successfully
manage and administer a market over time (Stephenson
et al. 2006).

10am fo Tpm
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Sazandd Strext, Fridey Harber

San Juan Farmers Market Sign
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Step 5: Organizational Planning

f the steering committee decides that the

market is a feasible project with potential

to reach the desired goals, the next round

of planning will focus on establishing an
organizational structure and forming ongoing planning
and management teams. The resources available to
the market and its sponsors will affect the potential
ways it can be structured.

Market Structure. Giving careful thought to the
key aspects of a market’s structure in the planning and
design phase will help to avoid common pitfalls. Most
successful markets have a board of directors to oversee
the market and its development; a set of formal bylaws
to guide the market’s internal operations; market rules
and a manager to provide coordination, day-to-day
decision-making, communication, marketing and
outreach, and a budget based on realistic financial
planning and a sound fee structure. The board of
directors is responsible for enforcing the bylaws, hiring
the market manager, helping to create a set of market
rules, and creating and managing the budget. Ways to
establish each of these organizational elements will
be addressed in greater detail under Step 6.

Organizational Structure. Depending on the goals
of the organizers, the organization of the market can
be informal or formal. Farmers markets can vary from
not having any kind of official structure, to having
an outside entity as an owner/operator, to becoming
formally incorporated as a non-profit or a business
(PA 2006: 11-13).

1. Imformal. The simplest way to hold a market is
to let anyone who wants to sell something put up
a stand. Such arrangements have the advantage
of having few complicated rules to follow, being
extremely low-budget, and requiring minimal
time investment in group decision-making or
management. Significant drawbacks, however,
include the absence of quality control, liability
protection, tax status, or income for maintaining
a lease or promoting the market. There is no way
to optimize the mix of vendors. Such groups may
eventually wish to develop some type of informal
association so that the fees needed to cover basic
rent, promotional expenses, and insurance can
be collected.

2. Outside Owner/Operator. In some cases
market vendors may operate under an agreement
with an outside entity such as a private property
ownetr, a business, a city or government agency, a

Building an Operating Structure

parks department, or a community organization.
Generally in these arrangements, the proprietor
or operator sets the rules and the vendors are
essentially tenants (PA 2006: 11). Several of the
large, permanent, year-round market facilities in
Washington are owned by cities.

Having an outside proprietor can have advantages
for vendors in that it relieves them of responsibility
for site location or coordination, liability, or market
promotion. Often public entities can provide
excellent market sites and be very supportive of
local farmers. On the downside, depending on
the proprietor, vendors may have very little say
over how the market is managed, including the
fee structure, the types of vendors involved, or
whether resellers will be allowed.

3. Formal Market Organization. Some markets
choose to become fully incorporated as a legal,
non-profit or business entity. This allows them
to more easily comply with tax requirements,
purchase liability insurance, hire staff, and apply
for checking accounts and grants. Disadvantages of
incorporation include extensive legal paper-work,
legal fees, and specific requirements for developing
by-laws, a board of directors, and tax reporting.
Information and legal forms for forming a non-
profit can be obtained from the Internal Revenue
Service at (800) 829-1040 or www.irs.gov. In
Washington State, information on incorporation
can be obtained by contacting the Secretary of
State’s Office through www.sos.wa.gov.

Another option is to find another legal entity to serve
as an operating umbrella for the market. Options
include working under a private business sponsor,
a government sponsor, a business association, or
a farmer organization such as the Grange. Even
if a market organization decides to work under
the auspices of another non-profit with its own
board of directors, it is still advisable to create a
management structure and an advisory board
specifically for the market.

Permanent Planning Committees. The initial
steering committee and working committees will
need to transition from organizational and analysis
tasks to ongoing planning committees, such as site,
vendor recruitment, and strategic planning teams. New
committees might also need to be formed, such as a
board recruitment, governing documents, and rules
committee. The needed teams should be established at
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the first organizational planning meeting and everyone
in the group should have a general understanding of
how they fit together and what they need to do. The
original steering committee will need to continue at
least until a board of directors has been established
and the market is up and running. Again, a member
of the steering committee should also be a member
of each planning committee.

Robert Elliott, Left Foot Organics, Tumwater Farmers Market
Tumwater, WA
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o Step 6: Getting Down to Business
oa Developing Governing Documents, Setting Market Rules,
Recruiting Board Members, Selecting a Site, Finding Vendors and More

n planning and establishing the different aspects

of the market’s structure, the subcommittees

or teams can meet separately while continuing

to maintain communication with one another
through the steering committee.

Board Recruitment. The job of this committee,
ultimately, is to create a capable, talented, action-
oriented board of directors that is committed to the
original mission of the steering committee and can
guide the market towards its established short and
long-term goals. The board of directors will deal with
policy, rules, fees and budgeting, fundraising, staff
management, membership issues, disputes, elections,
continued guidance towards the stated mission and
goals, and assistance with market operations when
necessary. Even if the market does not elect to obtain
non-profit status, having a board is still important
(Jolly 2005: 61-66).

A standard board has an executive committee made
up of a president or chair, vice-president or vice-
chair, secretary, treasurer, and several directors. Good
candidates for a board of directors may be very similar
to the people recruited for the steering committee,
however, this committee should not simply become
the board. Ideally, the board should include carefully
planned representation from broad groups of market
stakeholders, including farmers and farmer organizations,
consumers, local businesses, sponsoring organizations,
food banks, relevant community groups, and local
government agencies. It is also useful to have people
with expertise in legal issues, business management,
accounting, marketing, organizational development,
communications, and fundraising. Having a board
made up entirely of vendors is not recommended. The
broader the community involvement, the greater the
chances of success.

The composition and election of the board members
should follow the market by-laws. One of the primary
duties of the board of directors will be staffing. For most
market operations, this means hiring and providing
direction for a market manager. The hiring process may
work differently for specific groups depending on the
past experience of their members. Before beginning,
board members will need to create a detailed job
description and lay out a system for supervision and
performance evaluations for the market manager.

The Role of a Market Manager. Most market
managers are primarily responsible for onsite tasks
during market day. However, most markets could

benefit substantially from having a full-time manager
if funds exist. The market manager directly impacts
the success of the market because they represent the
market to the public and the vendors. The more time
a manager or other paid employees have to focus on
the market, the more active progress can be made
towards achieving the market’s goals. Volunteers
are often invaluable, but compensation generally
encourages increased productivity, job longevity, and
professionalism. Research on farmers markets in the
Pacific Northwest shows a direct correlation between
the amount of money invested in market management
and the success of the market (Stephenson et al. 2006).

4 N

Duties of a market manager include:

e Facilitating orderly parking by vendors (and

shoppers);

Maintaining order and cleanliness;

Opening and closing the market grounds;

Creating a site plan;

Managing annual vendor applications and

selecting vendors;

e Enforcing market rules and paperwork
requirements;

e Ensuring compliance with health codes and
regulations;

e Recording names and addresses of vendors;

e Collecting vendor fees;

e Developing a system for reporting sales by
vendor;

e Marketing and outreach for shoppers and
vendors;

e Communications with community partners,
other markets, city and state agencies;

e Negotiating market lease arrangements;

e Handling complaints and inquiries from
the public;

e Managing conflicts and complaints among
vendors;

e Working with local officials to regulate
behaviors and disruptions;

e Preparing and maintaining emergency plans
and supplies;

e Working with growers to encourage adequate
quantity and variety of products each day.

. J

Often, the market manager acts as the communication
link among the various groups involved with the market
(vendors, board members, sponsors, outside governing
agencies, etc.). The manager needs to thoroughly
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understand the rules and regulations governing the
market so that these can be communicated to the vendors
and the public. The manager will regularly need to
draw on advanced communication and interpersonal
skills, strong organizational and multi-tasking skills,
and conflict resolution skills.

Market employees need to be able to effectively and
fairly handle unpredictable situations such as medical
emergencies, equipment failures, complaints from the
public, or disputes among vendors as they arise in order
to maintain the stability and cohesion of the market.
The ability to make quick and effective decisions and
stay calm in a crisis is key.

Governing Documents. The governing documents
committee is responsible for establishing the official
written documents necessary for the market to operate.
Depending on the type of organizational structure
selected and how the market has been categorized
by the IRS, bylaws and articles of incorporation may
not be legally required. However, along with a stated
mission, vision, values and goals, bylaws can be useful
documents to have available for reference. Bylaws
are not the same as the rules necessary for day to
day market operations. Instead, they are the broader
rules that establish the purpose and decision-making
structure of the organization and the process by which
more specific rules will be developed and enforced.

4 )
Some of the basic elements generally
included in both articles and bylaws are:

e The name of the organization

e A description of the basic organizational
structure

e The stated mission

e Definitions of terms

e Description of election procedures

. J

The Difference between Articles of Incorporation
and Bylaws. Articles of Incorporation are essentially a
contract between an organization and the government,
while by-laws are a more involved contract between
an organization and its various stakeholders. Neither
document determines specific market rules. Articles of
Incorporation tend to be very basic and almost generic,
laying out the structure of the organization in simple
terms. It is important to do some research on state
and federal rules concerning legal incorporation and
understand the process before developing Articles of
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Incorporation. Information about incorporation can
be obtained through the Secretary of State’s office at
(360) 753-7115 or http://www.secstate.wa.gov/corps.

Bylaws will address these topics in greater
detail. For instance, bylaws may specifically address
when or exactly how often meetings must be held,
designate methods of notification, or provide concrete
numbers for the size of the board, length of terms, etc.
Many businesses and organizations use a very similar
framework for their governing bylaws, examples of
which are easily accessible online. County extension
offices, along with the WSFMA, may also be able to
offer assistance on establishing bylaws specifically for
tarmers markets and other non-profit groups related
to agriculture.

Market Rules. Market rules define the character and
substance of a market. Therefore, it is important to have
a broadly representative planning committee dedicated
solely to the formulation of a complete set of rules for
smooth day to day market operations. The target of
most rules will be the vendors. The bylaws establish the

4 )

Rules should reflect the vision and mission of the
market and provide straightforward operating
guidelines. For farmers markets, the following
areas should be addressed:

e Basics. Include information such as the
opening and closing dates of the market,
the day(s) of the week it operates, and its
time and location.

e Mission. It is important to include a clear
statement of a market’s purpose and goals
and how it plans to implement its mission.

e Structure. Briefly describe how the market
organization is structured. Is there a board
of directors and/or a staff? What is the
relationship among vendors, board members,
and managers? Who will make what kinds of
decisions? How will disputes be addressed?

e Vendor Requirements. Rules define the
types of vendors that are eligible to sell at the
market and state procedures for application,
fees, and membership. Are there restrictions
on what vendors can sell, where products are
grown or made, and who completed the work?
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market’s right to make rules and the rules themselves
provide the framework for avoiding and negotiating
future market problems and misunderstandings. As
soon as a manager is hired, he/she should serve on
this team, along with vendor and board member
representatives. Trying to formulate a set of rules may
seem overwhelming at first because it is impossible
to address every issue that could potentially arise. It
is important to make rules as complete as possible
while avoiding any unnecessary rules or complexity.
Fortunately, many good models of market rules already
exist (see Appendix B).

Producer-Only vs. Reseller Markets. The allowance
or restriction of reselling is one of the most problematic
aspects of many farmers markets. Should a farmer
be allowed to buy and resell fresh produce or other
products from another grower, or should every vendor
sell only what is harvested at his or her farm? Existing
markets vary widely. Some are strictly “sell-only-what-
you-grow” (producer-only), while others are “anything-
goes.” Some require that only local produce be resold.
Others state that an item can be resold only when the
vendor’s crop comes in short for a particular week. Still
others have special allowances for farmer cooperatives.
Each farmers market member must understand that
violating the chosen rule is a breach of good faith with
other vendors. Consequences of violations should be
stated in the bylaws. In addition, markets should ensure
vendors have proper signage indicating the source of
any products being resold. The Pennsylvania Manual
(2006: 13) summarizes the trade-offs.

Membership and Application Process. The process
for becoming and remaining a participant in the
market should be clearly laid out. The explanation
should include a general timeline of when applications
will be posted, how they can be accessed, when they
will be due, when and how accepted vendors will be
notified, and what else will be necessary to prepare
for market season. Rules should clarify what vendors
should expect on market day. For instance, whether stall
locations are guaranteed for the full season and how
assignments will be determined should be clearly spelled
out. It is also important to state what documents and
licensing will be required from vendors. A market may
want copies of documents like organic certifications,
nursery or food processor licenses, health department
approval papers, proof of insurance, business licenses,
etc. Many markets require a signed member agreement
form from vendors. The rules and the application
should also clearly state the market’s right to refuse
membership to any one. A market does not have to
take all applicants.

Market Day Procedure. 1t is vital that all participants
in the market are aware of how they are expected to
operate on market days. When should vendors arrive,
how should they go about parking and setting up,
when and how do they pay, etc? Make sure vendors
know what is required of them in regards to:

e Attendance and punctuality
¢ Cautiousness with vehicles
e Respectful and appropriate behavior

/
RULE: Allow vendors to resell another
grower’s products.

1. Positive:

e Ensures consumers will find the widest
selections and longest in-season period
possible.

e Can be tempered with an “in-state source,”
maximum-percent, temporary shortfall
allowance, or “buy-resell if no one is growing
it” rule.

2. Negative:
*  Weakens direct-from-the-grower authenticity.
e Isharder to verify, even with tempering rules.
e Canundermine sales of a grower when other
vendors resell the same product, perhaps
disrupting the market.

\
RULE: Restrict products to only what the
vendors grow.

3. Positive:
e Assures consumer of authentic direct-from-
the-grower purchase.
Easier to verify compliance.
Rewards the more innovative producers.
e More likely to win support of community
businesses.

4. Negative:
e Disappoints shoppers when growers do not
have a desired product available.
e Requires growers to more carefully plan
timing and selection of their crops.

(PA 2006: 13)
J
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Omak Farmers Market, Omak, Washington

e Cleanliness
e Labeling and pricing

Quality of Market Products. The rules should
establish the market manager’s right to monitor the
quality and authenticity of the crops being sold.
Enforcing standards for who produces the products and
their quality and freshness is critical to the success of
the market because these attributes are generally what
attracts consumers to shop there. Consumers value
taste, nutrition, food safety, and, perhaps most of all,
knowing where their food comes from. The viability
of a market depends on its ability to offer premium
quality, wholesome products from trusted sources.

Production Location. Since many markets have a
mission to support local agriculture, their rules often
limit farmer eligibility to a specific geographical
region, such as a particular county, a set of counties,
or a state. For example, vendors selling at the Seattle
Neighborhood Farmers Market Alliance markets must
grow their own products and they must be grown in
Washington State. At least some amount of geographical
diversity may be desirable in order to offer a wider
range of products. If a market does allow reselling,
rules can require vendors to source products locally
and to display signs showing the products’ origin and
grower (FL 2006: 17). As stated below, it is important for
markets to reserve the right to make farm inspections
to verify the location of the production if necessary.

Hold Harmless. Participating in farmers markets
involves risks to both vendors and customers. A “hold
harmless” clause can be included in the market rules in
which vendors agree not to hold the market responsible
for injuries or accidents that might happen to them
while they are at the market. The written rules should
state, in general, what the market is and is not liable
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for. Even with the market’s own liability insurance
to protect against site-wide costs such as customer
injury, it is still important for vendors to have their
own insurance for themselves, their products, and
their equipment.

Allowing Craft and Food Vendors. A farmers
market must determine, absolutely, whether or not
it will allow the sale of crafts and/or prepared foods
and, if so, how many vendors should be allowed to
represent each category. Referring back to the research
conducted in the vendor analysis and the overall
vision and mission of the market can help answer
this question.

Craft Vendors. Whether to allow the sale of crafts at
farmers markets has been an ongoing debate for many
years. Here are some things to consider:

e  WSFMA policies require member markets to
maintain a majority of overall sales from farmers.
This is because a large part of the Association’s
ultimate mission is to serve small farmers and
support local agriculture.

e Some communities can support food only farmers
markets. These are often dense urban markets.

e People buy food every week, but they only occasionally
buy crafts. If a market wants to encourage weekly
return customers, the focus should be on meeting
grocery needs and crafts should be a secondary
consideration. A strong guideline is to set the
maximum number of crafters at 20-30% of total
vendors.

e Crafts create a colorful, festive, and diverse
atmosphere at markets. Allowing their participation
supports local artists in making direct sales and,
thus, the local economy.

e Look for quality in crafts as well as quality in foods.
There will likely be more willing crafters than
room available. Establishing a jurying committee
comprised of neighborhood art experts from galleries
or art commissions can help make the decision
of what crafts to allow more systematic and fair.

Prepared Food Vendors. Having hot or ready-to-eat
foods and drinks at a farmers market can be a lot of
extra work, but it can also help draw an entirely new
crowd to a market site and increase overall sales to
support the market’s operation. Special considerations

Section 1: Steps for Starting a Farmers Market
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Spokane Farmers Market, Spokane, WA

may need to be made for prepared food vendors such
as electrical needs for cooking equipment and local
health department regulations.

e Prepared food sales could potentially compete with
nearby restaurants or with farmer sales if shoppers
only plan to spend a certain amount of money.

e Markets may want to give preference to prepared
food vendors that use local farm products.

e Markets offer a great location for incubating new
value-added farm products and food businesses.

e Prepared food vendors can be juried in the same
spirit as crafter-juries.

Depending on the size of the market, it may be worth
designing slightly different applications for different
vendor categories and, also, keeping track of their
information and sales in separate spreadsheets. Refer
to the Record Keeping chapter in Section 2 (Best
Practices) for more specific suggestions.

Making Rules Effective. There is no point in having
rules if they are not consistently enforced. Only when
understood and respected, can rules keep “the market
from dissolving into numerous petty arguments”
(KDA 2006: 11). The rules need to define who is
responsible for making sure they are followed (most
often, the market manager) and, also, clearly state
the consequences if they are not followed. A market
may want to establish a penalty system based on the
severity and frequency of possible offenses. While a
minor infraction might result in a warning or a fine,
the most severe penalty would be the termination of
the right to participate in the market.

Section 1: Steps for Starting a Farmers Market

In order to assure that a grower has actually produced
the products being sold, some markets require or
reserve the right to make farm inspections. These
requirements should be stated upfront in the rules and,
ideally, farmer permission to make farm visits should
be granted as part of a signed membership agreement.

Regardless of how strong a market’s rules may be,
they are useless unless each vendor receives and reads
them. Some markets have vendors sign statements
that they have read and understood the rules as part
of a membership agreement. For vendors who do not
read in English or do not read, someone from the
market should review the rules with them orally in
their own language.

4 A
Hints for Making Rules

1. Rules should be easily understood.

2. Rules should be written down and made
available to all members and sponsors

3. Rules need to be fairly and consistently
enforced.

4. Rules should work to the advantage of the
producers selling at the market.

5. Rules should protect the credibility of the
market by requiring producers to properly
label and represent product at the market

6. Rules should protect the market.

(KDA: 2006: 9)
- J

When it comes to an exhaustive examination of farmers
market rules, no document is more comprehensive
than Farmers Market Rules, Regulations and Opportunities
by Neil Hamilton. Hamilton emphasizes that:

The farmer is the critical element in any successful
farmers market. Without local farmers raising the
type of foods customers want to buy—and without
tarmers willing to load their produce, bring it to the
market, and set up a booth to sell it—farmers markets
wouldn’t exist. That is why it is important to consider
the operation of the markets from the perspective of
the farmers who are the vendors. (2002: 39).
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Hamilton provides a list of questions that a farmer
should ask about a market and an interesting survey
of legal cases that have arisen at farmers markets that
exemplify the importance of having rules regarding
behaviors and grievances procedures, products, vendor/
market relations and public policy issues. Another
useful resource is the publication “Understanding
Farmer’s Market Rules” from the “Farmers’ Legal Action
Group”, www.flaginc.org (Speier and Krueger 2006).

Developing a Budget. The strategic planning
committee has the job of reviewing and revising the
short and long-term goals of the new organization,
as first drafted by the steering committee. Among
the most important challenges of strategic planning
are raising funds and budgeting. In order to project a
budget early on in the planning stages, the committee
will want to consider all possible sources of funds and
expenses, many of which were previously researched for
the feasibility study (see page 11 for a list of potential
expenses). Ideally, in-kind donations may eliminate
some expenses. Potential costs include such items as
site rental and improvements, permits and licenses,
salaries, promotion and advertising, insurance, and
miscellaneous equipment and supplies.

In Washington, if a market would like to be a
member of the WSFMA, the market will need
to follow the Roots Guidelines (Appendix A).
Please contact the WSFMA for more information
www.wafarmersmarkets.com.

After considering all anticipated expenses, the strategic
planning committee will need to plan how costs will
be covered and establish accounting procedures. It is
important to have a well-organized record keeping
system. At this point, contact should be made with
all possible sponsors and donors. The team may also
want to seek out the availability of appropriate grants.

Fee Structure. The board of directors usually determines
the fee structure. In general, fees charged to vendors
should accurately reflect their proportion of the actual
costs of operating the market. These fees are needed
to generate the funds for hiring a market manager,
securing a site, advertising and promotion, etc. In
reality, some markets can support higher vendor fees
than others based on the strength of farmer sales and
the desirability of the market for vendors. Markets in
low-income or rural neighborhoods may have difficulty
attracting vendors if they set their fees too high.
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Stall fees are normally assessed for each vendor and
should be carefully explained in the market rules.
Fees may be daily or seasonal and they may be set
at a flat rate or based on a percentage of gross daily
sales. Requiring prepayment of seasonal stall fees
or a membership fee at the beginning of the season
helps to cover essential market start-up costs. The
Kentucky Manual (2005: 14) provides a worksheet for
determining fee rates based on adding up and dividing
the market’s expenses among members. However,
the market should budget to build cash reserves for
a rainy day, new equipment, unforeseen emergency,
or unanticipated opportunity.

Ideally, the Strategic Planning Team will be able to create
a multi-year budget, though this may be a difficult
task prior to the first market season. Financial reports
should be made on a regular basis and projections and
budget plans should be adjusted accordingly. Those
planning and managing the budget should stay in
close contact with the other planning teams to make
sure that all financial needs are addressed and that
everyone is working towards a similar vision. Even
if the market initially succeeds in obtaining external
donations, grants or sponsors to help with start-up costs,
it is still important to develop a plan and a timeline
for becoming financially self-sustaining. The ultimate
financial goal is a self-supported market operation.

Site Selection. The site committee follows up on the
research conducted in the site analysis to select and
prepare a market site. If all or part of the market site
resides on the property of a private owner, use parameters
should be negotiated. It is best to have a written and
signed contract stating the agreed upon terms (i.e.
whether the market will be paying rent and what areas
and/or facilities will be accessible to the market). The
committee should make sure that all the key elements
of a successful market site outlined in Step 4, such as
water, restrooms, parking, telephones, lighting and
electrical outlets, are secured. The WSDA Small Farm
and Direct Marketing Marketing Handbook (“The
Green Book”), a comprehensive handbook outlining
legal requirements for direct marketing, is an excellent
reference for determining what regulations need to
be followed in setting up a market site (WSDA 2010).

The legal requirements for opening a market can vary
substantially from one market to the next depending
on where it is located. It is important to contact local
authorities such as the town, city, or county, as well
as state and federal regulators to determine which
permits and licenses are needed. Most markets will



need to acquire some sort of Special Event Permit
from city officials, along with approval documents
from other legal entities like the fire and/or police
departments and the county health department. Each
of these groups may supply the site committee with a
list of procedures that need to be completed prior to
opening day or carried out regularly throughout the
market season. Contact the health department early
on in your planning process to find out if the market
needs a temporary event permit just to operate. Also,
depending on the county, vendor licensing may be
required and the local health department may have its
own rules about selling meats, wine, prepared foods,
food samples, or chef demonstrations.

Vendor Recruitment. The balance of vendors
is an art form. Vendors must be carefully selected,
considering all the relevant guidelines and restrictions
laid out by the rules committee. Here are some things
to think about:

e Look for quality in products and reinforce the
market’s mission in the selection of vendors.

e Markets, like the vendors, want to create the
appearance of abundance in product and in product
miX. (see Section 2.5 Best Practices).

e Particular items such as eggs, berries, cheese, wine,
seafood, and stone fruit draw in customers.

e Changes in regulations have impacted the types
of products available. There has been an increase
in the availability of meats and cheese, wine, and
hard ciders. However, there has been a decrease
in the availability of processed products such as
jams and pickles with the enforcement of licensing
requirements.

e Beware of exclusive agreements with vendors.
Research has shown that with an increase in the
number of vendors selling the same product,
there is an increase in the amount of sales of that
product. Customers respond positively to increases
in abundance and choice of products. However,
also be cautious that the market is not saturated
with a single product beyond the point of positive
competition.

Locating Farmer Vendors. Other markets can be a
good source for finding growers, however it is highly
advisable as good form to obtain the permission of
the market manager before soliciting growers and

other vendors at a market. Many markets will share
this information, and many maintain waiting lists.
Some markets will not share this information. Also,
many private and public agencies will not provide
lists of farmers or producers, but will forward requests.
Possible resources include:

Washington State University Extension
Tilth Producers of Washington Directory
Washington State Department of Agriculture
Washington State Farmers Market Association
Farm Guides and Maps

Other farmers

Farmer associations and organizations

NoEwh =

Insurance. Every market must have commercial
general liability insurance. While it is possible to find
a market sponsor that will extend its own insurance
policy to a market (for example, the Puyallup Farmers
Market is covered under the policy of its sponsor, the
Puyallup Main Street Association), most markets will
need to get a separate insurance policy specifically for
the market. In general, every market location requires
its own certificate of coverage.

The WSFMA offers access to market commercial
general liability coverage as a benefit of membership.
Approximately 60% of farmers markets in Washington
are insured through this program. The 2012 WSFMA
policy was secured through Liberty Northwest and
managed by Conover Insurance, a Washington-based
insurance brokerage with offices throughout the state.

The 2012 WSFMA coverage limits are $1 million per
occurrence and $2 million aggregate, setting the standard
for farmers market insurance by most municipalities
and private landowners in the state. In 2012, the annual
premium for this coverage is $425 per market location
and requires WSFMA membership. Some municipalities
may ask for $2 million in coverage per occurrence.
While this additional coverage is available, it may
cost more, and often, when the statewide standard is
explained, they are willing to accept the $1 million
level of coverage. Contact WSFMA or an insurance
broker for specific policy information.

Markets may also require individual vendors to show
proof of liability insurance for farmers market activities.
The Risk Management chapter in the Best Practices
section contains information on risk management
strategies to protect markets and vendors from
accidents and claims. This, in the long run, is what
keeps liability insurance premiums down and protects
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Port Townsend Farmers Market, Port Townsend, WA

against financial loss. For example, the WSFMA requires
markets to meet canopy safety standards, including
specific language to this effect in their market rules
and vendor agreements. The primary reason farmers
market coverage remains affordable in Washington
is the diligence of managers in keeping their markets
safe. (Also see Risk Management Section 2.3.)

Record keeping. Record keeping systems should
be in place before opening day and vendors need to
understand the record keeping that will be expected
of them. It is a good idea for markets to clearly explain
record keeping requirements for vendors in their
Market Rules. Suggestions for vendor and market
record keeping are described in detail in Section 2.1.

Opening Day. Regular committee meetings should
be held throughout the planning process, but it is vital
that a market hold at least one organized full-group
meeting before opening day. This meeting will provide
an opportunity for each team to report what has been
done and present any complications that have arisen.
The original steering committee should have a master
list of all necessary tasks to be completed ready for
review at this meeting.
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The Grand Opening of a market should be nothing
short of a community happening. Planning for Opening
Day should begin months in advance. As soon as the
market’s location is set and a date for the opening has
been declared, it is critical to start getting the word
out. The market will need to have an abundance of
vendors, fresh produce and customers right out of the
starting gate so that everyone who comes on the first
day will want to come on the second, third and fourth
days. While planning for vendors and produce may
already be completed, attracting customers is vital.
Try to make the Opening Day Event such a spectacle
that people will not want to miss it.

Consider inviting the mayor, county executive,
congressperson, or other prominent elected official
to cut a ribbon and make a proclamation officially
opening the market. Make the market as colorful as
possible on Opening Day so that it will be impossible
to drive past without stopping. Host an abundance
of activities, such as chef demonstrations, fun things
for children to do, live music, balloons, and street
performers. Plaster the front window of every business
with a poster announcing Opening Day. For a cost-
effective and lasting impact, design a poster that can
be left up all season long. Three to five weeks before
Opening Day, over-street or light-pole banners and
posters should be up. Residential neighborhoods can
also be filled with distinctive yard signs announcing
the market. In the two weeks prior to Opening Day,
try to appear on all locally oriented television and
radio programs. In the months before opening, bring
leaflets, yard signs and posters to every community
meeting possible and request the opportunity to make
a short announcements about the new market.

For more information and ideas, see the Low Budget
Promotions & Media chapter and also the Communications
& Outreach chapter on “Outreach to public officials”
both in the Best Practices section.

Section 1: Steps for Starting a Farmers Market
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Ways to Measure and Track

2.1 Record Keeping

rogress

ood records form the cornerstone of a

successful business. A farmers market

is a business and each vendor is also a

business. Keeping track of the particulars
and“the‘history of a market’s performance over time
is essential to effective future planning. Good market
records should include the basic information required
for each market’s annual report to the Washington State
Farmers Market Association (WSFMA), as well as the
information necessary to assess market performance
and make improvements. Learning from the record-
keeping strategies of experienced market managers
and employing new software options (see Technology
Tools, Section 2.4) can make the task of designing,
collecting, and managing data easier. Two categories
of records are important: data about the market as a
whole and data about vendors.

Market Data. Tracking market information allows
managers to understand business trends and cycles and
more accurately predict how the market will perform.
For example, studying customer numbers throughout
the season can help to detect seasonal fluctuations
and understand the impacts of various external and
internal events or circumstances. If a particular local
event consistently reduces customer foot traffic and
vendor sales each year, the manager can remind
farmers the week before the event to reduce how
much they bring to market. Or if strawberry season
results in a dramatic spike in foot traffic each season,
a manager might be inspired to develop a special
event or a marketing campaign to capitalize on this
trend. Tracking baseline attendance over time also
helps to measure and evaluate the impacts of various
promotional strategies or changes to the market.

4 )

Market records should include:

Total market sales (daily)

Sales in different vendor categories (daily)
Stall fees collected

All other income and expenses by amount,
type and date

Weather conditions for each market day
Customer foot traffic counts

External special events

Timing and types of promotional effort
Seasons for crops and duration at market

Vendor Data should be collected weekly or
daily. This information allows the market to track
the performance of vendors and vendor categories in
order to maximize overall market performance. It also
helps evaluate vendor stall assignments to determine
the most effective market layout. Finally, it allows
the market to provide reports to the WSFMA and to
individual vendors. These reports can help vendors
improve their sales and file their taxes.

While the vendor records needed are rather
straightforward, collecting them, especially sales data,
has sometimes been a sensitive issue. In response,
some markets have implemented anonymous sales
reporting systems. These systems put vendors at ease
about their privacy, but they make it far more difficult
to draw useful conclusions from the data or to collect
stall fees based on a percentage of sales. Today, most
farmers selling at Washington markets are becoming
accustomed to providing sales numbers, regardless of
how the market’s stall fees are calculated.

Open vendor sales reporting helps managers assess
how well individual vendors are doing at the market
and allows them to assess how well categories of
vendors are doing. It also helps them see how particular
seasonal crops influence the market. Managers need to
understand the types of products that are in demand
in order to maintain a vibrant market. In markets with
limited space, a structure based on sales also insures
that the market is maximizing its potential. Thus an
open system for data reporting is preferable to an
anonymous system.

Vendor records should include:

Individual vendor sales

Stall fees paid by each vendor

Vendor stall location

Vendor category

Crops grown and number of weeks available

Vendor contact information (including family

and partners)

Farm or business name and location

e Records of important correspondence, forms,
and conversations

e Lists of current, past, and potential vendors

e Vendor insurance, if required

e Vendor permits and certifications
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In either case, tracking vendor data is required for
WSFMA members. It is also critical for market success
since it allows managers to determine which strategies
are working. In addition, sales data can be invaluable
for demonstrating the economic power of a market to
local policy-makers, the business community, and other
community stakeholders. These numbers can be used to
promote the market, impress the media, and recruit new
vendors. The WSFMA uses sales data to educate local and
state government officials about the economic impacts
of farmers markets, resulting in such legislation as the
Farmers Market Wine Sales bill and continued funding
for Farmers Market Nutrition Programs.

Keeping Track of Shoppers. Learning as much
as possible about customer spending preferences
and habits, how they receive information about the
market, what motivates them to come to the market,
and what keeps them away, is vital to both vendor
and market success. There are simple and effective
ways to estimate customer attendance. However,
collecting other kinds of customer information can
feel daunting. Understandably, many people feel shy
about contacting strangers and asking them questions
about their shopping preferences and behaviors.
Market managers can make customer data collection
more practical and more fun by using the techniques
described in the next section (2.2).

Prosser Farmers Market, Prosser, WA
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2.2 Market Evaluation

Useful Assessment Tools

his section provides background and
ideas for managers and board members to
implement effective evaluations. Since the
purpose of evaluation is to find ways to
improve a market, a goal of improving the experience
of the vendors, the shoppers, and the market staff and
volunteers should help guide the process. Keeping
this purpose in the forefront helps board members
and market managers avoid trivial conflicts and stay
focused on the end goal of enhancing the market.

The information gathered and utilized for evaluation
can take many forms, including the records that track
vendor sales, customer counts, and weather data; the
results of a Rapid Market Assessment; and surveys of
vendors taken at the close of the market season. In
addition, useful information can come from a managet’s
own careful observations and ongoing conversations
with vendors, board members, volunteers, and shoppers.
Successful, responsive markets regularly gather both
quantitative and qualitative data to evaluate their
current status and plan their futures.

Self-Evaluation. Market managers and board members
should be in the habit of looking at their market
with a critical eye and a view toward improvement.
There may be some areas in need of improvement
that cannot be addressed immediately due to limited
financial resources. However, identifying and recording
these areas is helpful to future planning and can assist
market managers in developing creative or short-term
solutions. It is a good idea to keep a three-ring binder
and/or a computer folder to track ideas for evaluating
the market’s performance as well as information that
monitors how the market is doing. A self-evaluation
should consider the following areas:

e Staffing: Is there adequate market staff to ensure
coverage on market day? What about staffing
behind the scenes, such as bookkeeping?

¢ Rules and Governance: Does the market need
to add or clarify an existing policy in its rules? Are
vendor requests and issues addressed efficiently
and equitably?

e Budget: Are resources being strategically invested
to ensure safety, build market sales, and improve
the vendor and shopper experience?

e Market Layout: Does foot traffic flow through the
market, offering a sense of fullness and liveliness
while not being overcrowded?

e Parking: What are vendors and shoppers saying
about the parking situation?

e Safety: Are shoppers and vendors safe from vehicle
traffic flow? What kind of barriers or signage could
be used to enhance safety? Are best management
practices being employed to ensure food safety?

¢ Vendor Sales and Vendor Mix: What strategies
could be used to support vendors in building their
sales? Is there enough variety of products and
diversity of vendors to keep shoppers interested?

¢ Market Mission and Goals: Is the market
tulfilling its mission as presented to community
leaders and partners?

Peer Evaluation. Peer evaluators can help managers
look at some of the issues related to market operations
and future enhancements from a fresh perspective. A
set of fresh eyes may be able to uncover management
problems and solutions that have escaped the market’s
managers throughout the season. At the same time,
participating in the evaluation of another market can
provide insights into a board member or a manager’s
own market. Farmers markets are places where both
competition and cooperation thrive, and many managers
are surprised at the willingness of other market managers
to help them improve their own market.

Peer evaluation can take many forms. Perhaps the
most common method is to set up an “exchange”
with another market, in which at some time during
the season—preferably during the peak season—staff
and board members from market “A” visit market
“B” and vice versa. The activities undertaken during
an exchange day can vary depending on the kind
of information and insights desired by each market.
Often the centerpiece of such an exchange is a Rapid
Market Assessment (RMA) (see description below).
Representatives of one or more markets work together
to assess a market, meeting beforehand to discuss
objectives and afterward to talk about their findings
and what they might mean to the market.

A market exchange day or a series of market exchange
days throughout the season is an excellent opportunity
to strengthen relationships with other markets, to
build a support network, and to address issues of
mutual concern—for example, state or local policies
that might affect multiple markets. WSU Extension
offices can often provide staffing support to help
organize a market exchange. See the WSU Small Farms

27



Dot Survey, 2004 Rapid Market Assessment, Friday Harbor, WA

Team website at www.smallfarms.wsu.edu for more
information and local contacts.

Rapid Market Assessment (RMA) is a simple and
effective tool for learning more about a market. The
RMA process was developed by a team from Oregon
State University led by Larry Lev (Lev et al. 2008). It
is a three-component process that includes:

1. An easy, effective system for tracking customer
foot traffic.

2. Afun, colorful and interactive method of collecting
shopper feedback on a series of focused questions.

3. A debriefing period during which the market
receives feedback and input from participating
representatives of other markets, as well as a
discussion among participants and managers about
what they observed and learned.

Each segment of the RMA process is valuable to the
market when done alone or in combination.

The full RMA process is designed to be a collaborative
effort among a number of markets. Beyond a tool for
making individual market improvements; it can be a
shared learning experience within the greater market
community. Market managers often feel isolated, rarely
getting a chance to see how other markets operate. By
involving representatives from other markets, as well
as county extension educators, WSDA staff, and others
who can provide useful input, a market benefits from
the focused attention and diverse experiences of the
participants. Indeed, while the target market learns
from its fellow markets, those markets also learn from
each other. What’s more, the collaborative effort of

28

the RMA process strengthens bonds between markets
and fosters cooperation that contributes to building a
climate that fosters the success of all markets.

On a purely logistical level, it can be difficult for a
market to round up enough staff or volunteers to
successfully carry out an RMA, especially the first time.
Enlisting sufficient help from outside the market and
from other markets frees up remaining market staff to
attend to the regular business of the market. Optimally,
over time markets can develop their own core of
experienced locals—staff, volunteers, neighboring
business representatives, community groups, Extension
personnel, local government officials, etc.—who can
effectively carry out periodic RMAs on their own.

Larry Lev and the OSU team have prepared a 20-page
document called Tools for Rapid Market Assessments
that provides clear instructions on how to stage an
RMA (Lev et al. 2008). Managers, board members, and
community members can learn RMA techniques by
studying this resource and participating in an organized
RMA training hosted by WSU, OSU, or WSFMA, or
by attending an RMA workshop at WSFMA'’s annual
conference. Below is a brief introduction to each of
the three components in the RMA process.

1. Market counts or foot traffic counts, provide a
relatively easy, systematic means for estimating
total market attendance. Volunteers with clickers
are stationed at each market entrance to count and
record incoming shoppers for the same 10 minutes
of each hour (e.g. 25 to 35 minutes after the hour).
This data can then be multiplied to estimate the
number of shoppers for each hour and day of the
market. Ideally, these counts should be conducted
and recorded every week, each day the market is
open, so that patterns can be discerned.

Matching market counts with sales data, weather,
seasonal crop availability and other information
provides revealing and often surprising information
to help make critical decisions about market
operations (see Record Keeping Section 2.1). In
addition to sales figures, market counts can provide
the market with public relations information. For
example, the Roslyn Sunday Market counts found
that the market averaged 800 people per day in
2006, a remarkable figure considering that Roslyn
only has a population of 1200. In this case, the
market count demonstrates the importance of the
market to the community.

Section 2: Best Practices in Market Management



“Doing the Dots” is a quick way to collect shopper
feedback. In a dot survey, three or four flip charts
are erected in a carefully selected location of the
market, each with one question and several answer
options laid out in columns beneath it. Volunteers
stand by the charts to engage passing shoppers and
offer them dot stickers. For each question, shoppers
are asked to place a dot on the one answer category
that best matches their response.

Since there can only be a few survey questions,
these should be constructed with utmost care
to provide the key information desired by the
market. Questions should be short and easy to
comprehend, and the list of response choices
should be clear and inclusive. Lists of potential
questions can be found in Lev et al (2004) or at
an RMA training. Each market should construct its
own surveys based on its unique needs. While it is
tempting to rely on findings from other markets,
the characteristics of shoppers, and the factors
that influence them, can vary significantly from
one market to the next.

It is important to think outside the confines of
the market when asking questions. For example,
shoppers can be asked how much they spend at
neighboring businesses in conjunction with their
trips to the market. This kind of information can
be invaluable for educating and influencing local
government officials and neighboring businesses.
Other questions may be designed to better understand
the characteristics of the shoppers such as where
they live, family size, income, or preferred products.
It is better not to present this process as a survey,
which may hold a negative stigma, but rather as
an opportunity to help improve the market, or as
“an invitation to do the dots.”

Using several different colors of dots can create a
colorful, festive look that may help draw shoppers’
interest. Different color themes can provide the
ability to change colors mid-market, which can
help illustrate response changes, if any, over the
course of the market day. For example, do afternoon
shoppers feel differently about the market than the
customers who arrive first thing in the morning?

Debriefing. The goal of debriefing is to get
detailed feedback from people who have diverse
market perspectives and experiences. Soliciting
the constructive comments and observations from
the RMA team is the key benefit of the full RMA.

Debriefing also serves to deepen the participatory
problem-solving process of the RMA and facilitates
the cooperative flow of support and information
between markets.

As useful as it is, an RMA is only one method of
gathering information for evaluation. It represents
a snapshot of the market on a particular day. To be
most useful, the data collected during an RMA should
be supplemented with continuous observations and
record keeping; and documentation of the ideas,
teedback, and further insights that will certainly
arise among vendors, shoppers, managers, and
board members.

Annual Reports: Giving Form to Evaluations. At
the close of each market season, the market management
should prepare a report summarizing the results of
the many forms of evaluation it has conducted. The
report should be distributed to:

e The market’s board or other governing body

e The vendors

e Local merchants’ groups, such as the Chamber of
Commerce or business association

* Sponsors and other community partners

e Other markets

e Local government officials

e WSFMA

In addition to a written report, it is a good idea to
develop a short presentation summarizing the key
points. The delivery of this presentation by the market
manager or a board member can help to build goodwill
and a sense of ownership of the market, particularly
among the community partners and local government
officials whose support could help enhance the market
in future years. Delivering this report in-person also
provides an opportunity to listen to questions and
concerns, to engage new community partners, to reach
out to prospective new board members, and to find
new sources of support for the market.

Just as the evaluation should take stock of both
quantitative and qualitative information, so too
should the report reflect both measurable numbers
and the meanings that have been uncovered behind
the statistics.

The Annual Report is an opportunity to communicate
the market’s impact on the community. An annual
report can be an outreach tool that tells the story of how
the market is helping to sustain farms and farmland,
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2.

Quantitative Information—Examples

Number of vendors involved

Number of shoppers (estimated). To find the
total market audience, multiply the estimated
number of shoppers at each market day times
the number of market days. Include vendors
in this count since they often purchase items
from each other.

Gross market sales and total economic impact
of the market.

Key numbers from shopper surveys, including
market spillover effect.

Other statistics that provide an overview of the
market’s importance to the community.

Qualitative Information—Examples

1.

A comment from a farmer about how the market
has made her farm profitable again

A comment from a shopper about how the
market has made it easier to prepare healthy,
nutritious foods

A comment from a non-profit vendor about
how the market has raised the visibility of their
organization in the community

A photo of a child eating a fresh fruit or vegetable

A photo of a farmer and a shopper interacting

Observations

how it improves access to healthy food for people of
all income levels, how it builds civic culture, and how
it supports and expands regional business activity and
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entrepreneurship. It can also be a valuable yardstick

for measuring progress over time.




2.3 Risk Management
Establishing a Safe Market

isks are inherent in farming and in farmers

markets. Risk management is a blanket

term that encompasses both the insurance

needed to protect a market against
liability claims, as well as the preventative measures
that can be takento minimize the chance of problems
occurring in the first place. While a critical aspect
of any business, risk management is too commonly
overlooked in market situations. Keeping a market safe
and secure is the responsibility of all vendors, staff, and
board members; however, the market manager should
take a strong leadership role in creating a culture of
safety and protecting the market from accidents and
financial loss.

Insurance

Why should your farmers market carry insurance?
Simply put, liability for any market accident can
extend to vendors, market managers, sponsoring
organizations, board members and officers. Even if
the market was not responsible for the incident, legal
fees mount quickly and liability insurance can cover
these costs as well as settlement fees and damages.

The Washington State Farmers Market Association
(WSFMA) offers member markets access to an affordable
comprehensive insurance program that provides
commercial general liability coverage for regular
market day activities and premises through an admitted
insurance company with an AM Best “A” rating. The
policy covers up to $1 million per occurrence, with
an annual aggregate limit of $2 million, for a policy
premium of $425 per year (as of 2012).

The WSFMA policy generally does not cover special
events such as petting zoos, beer or wine gardens,
large fundraising events or parades. It also excludes
coverage for most injuries to market staff, theft of
market property and the actions of a market’s Board
of Directors. Other insurance policies, such as Workers
Compensation (Washington State Department of Labor
and Industries), Directors and Officers Liability, Business
Owner’s and/or special event riders are available to
cover these additional risk exposures. Under certain
circumstances, special event riders may be available
in conjunction with the general liability policy for an
extra charge. Please contact the WSFMA for specifics
on current coverage.

All WSFMA member markets are required to hold
commercial general liability coverage either through
WSEMA or another carrier. Those markets covered

elsewhere must provide the WSFMA with a copy of
their Liability Certificate and the WSFMA must be
named as an Additional Insured on the policy; the
minimum required liability limits must be equivalent
to those of the WSFMA policy, and the carrier must
be AM Best “A” rated.

As arisk management tool, WSFMA requires that member
markets adopt specific practices regarding canopy safety and
include language in their vendor agreements and market
policies reflecting these requirements. (See Appendix A,
WSFMA Roots Guidelines for Member Markets.)

4 )

Develop a risk management policy for your
farmers market that includes:

e Purchasing General Liability Insurance

e Purchasing Product Liability Insurance to
cover chef demos that are sponsored by the
market, if applicable.

e Developing procedures and standardized
forms for handling any incident that occurs
at the market.

¢ Including written language in the vendor
application to hold the market harmless
and require vendors to also procure general
liability insurance as well as recommending
product liability insurance for their farmers
market operations.

. J

Product Liability Insurance. It is highly advisable
for vendors to purchase their own liability insurance
consisting of both general liability (covering most non-
product related claims such as trip and fall accidents or
injuries from “flying canopies”) and product liability
(covering the risks related directly to the product(s) a
tarmer or vendor sells, especially food). Some markets
require vendors to carry and show proof of liability
coverage for farmers market activities, and to name the
market as an Additional Insured on their policy. If a
claim is filed against a vendor for farmers market related
activities, it is likely a claim will also be filed against
the market and/or the market manager for negligence.
Naming the market as an Additional Insured paves the
way for the producer’s insurance policy to cover the
market’s legal expenses if they are also named in the
claim. (Also see the Indemnification section below.)
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Dome District Farmers Market, Tacoma, WA

Regardless of the market’s requirements, individual
vendors need this product liability insurance to protect
their assets and cover their legal defense costs should a
customer become sick after eating their product or sue
them for injury or damages arising from market sales.
Product liability insurance is sometimes included in or
added to a Business Owner’s Policy, but does not always
cover farmers market activities. Farmers and other vendors
should consult with their insurance agent about their
specific business needs related to farmers markets.

As a benefit of membership, the national Farmers
Market Coalition offers access to producer liability
insurance through Campbell Risk Management. The
National Farmers Market Vendor Liability Insurance
Program provides $1,000,000 per occurrence in
both general and product liability coverage with no
deductible and a $2,000,000 annual aggregate limit.
The program extends coverage to all markets that a
vendor participates in, as each market is disclosed on
the insurance application form.

Note: It is critically important for both markets and vendors
that farmers markets maintain and enforce policies that
require applicable vendor licensing and permitting and
that vendors follow them. Insurance coverage is voided
if a vendor is not appropriately licensed and permitted
to operate his or her farmers market business.

Directors and Officers Insurance (D & O0). If a
market operates with a board of directors, as many do,
it is advisable that the organization obtain directors
and officers (D & O) liability insurance. D & O liability
insurance protects the board directors and officers of
the organization, whether it’s a for-profit or non-profit,
from damages resulting from allegations of wrongful

32

acts, financial mismanagement, mistakes or errors in
judgment and negligence in carrying out their duties.
A policy generally covers legal defense expenses as well
as financial damages or settlements. Most directors
and officers will not want to risk their own personal
assets if the market board is sued. Coverage limits are
often set at $1 million. The Farmers Market Coalition
offers its members exclusive access to D & O insurance
for non-profit farmers market organizations through
Campbell Risk Management. For more information,

visit www.farmersmarketcoalition.org.

Employment Practices Liability (EPL) Insurance.
Since employment practice suits (like harassment and
discrimination) are both common and very costly,
farmers markets with employees may want to look
into Employment Practices Liability (EPL) coverage
as well. With increasing diversity the norm across
Washington, including and enforcing strong written
policies prohibiting discrimination and harassment
in your market rules and regulations and vendor
applications helps create a fair and equitable market
environment and minimizes exposure to related claims,
as does training and practice in cultural competency.

Indemnification or Hold Harmless Agreements.
Claims can be made against a market or market manager
for a third party’s alleged actions or harm caused. A
claimant can assert that market management was
negligent in allowing a vendor to sell a bad product,
for his/her failure to secure a canopy properly or to
cover an electrical cord running through their booth.
Requiring vendors to sign a hold harmless agreement
as part of their vendor application can help to shift the
cost of legal defense in such a situation to the vendor’s
liability insurance policy. Indemnification only goes
so far, however, if the vendor doesn’t have liability
insurance or the ability to cover expensive legal fees.
Requiring vendors to carry general and product liability
insurance that covers farmers market activities with
a policy naming the market as an Additional Insured
can help to close the indemnification loop.

Managing for Market Safety

Market managers should not plan on using their
insurance. The affordable insurance premiums enjoyed
by farmers markets in Washington are the result of
a long history of managers taking responsibility for
keeping farmers markets low risk events. The experience
of many years has produced a list of common hazards
at farmers markets, and, fortunately, best practice
standards to help reduce their incidence.



Conducting a regular market day safety walk-through
with a comprehensive safety checklist in hand is an
essential part of risk management and due diligence.
It is important to be able to document safety risks as
they are assessed and addressed. It is equally important
to communicate safety concerns and requirements to
vendors and market personnel to enlist them in helping
to maintain a safe and complaint free environment.
This can be done through newsletters, emails, vendor
meetings, market rules and regulations and your
vendor application.

Canopy Safety. Wind-blown canopies and umbrellas
are one of the most common causes of insurance
claims for farmers markets but all, or nearly all, of
these claims are preventable. Wind is unpredictable
and can come without warning, toppling improperly
secured canopies and umbrellas. Most wind-blown
canopy insurance claims happen at the end of the
market day, when the wind picks up and blows over
a canopy left improperly secured in the process of
packing up a display. As other displays come down,
windbreaks are removed. The danger is exacerbated
because vendors often detach their canopy weights
from their canopies, but leave the canopy standing.

All canopies, umbrellas, and other forms of stall cover
must be sufficiently and safely secured to the ground,
from the moment the canopy is erected at the start of
the market day until the moment immediately before it
is taken down at the end of the market day. Sufficiently
means at least 24 pounds per leg for canopies, and at
least 50 pounds for umbrellas. (Please contact WSFMA
for any updates to this standard.) Safely secured means
that the method used to secure the canopy does not
create its own safety hazards:

e Canopy weights should not cause a tripping hazard.

e Canopy weights should be tethered with lines that
are clearly visible.

e Canopy weights should have soft edges to avoid
causing scrapes and cuts.

e Canopy weights should be secured to the bottom
of the canopy’s legs, with tethers stretching up
to the inside corner of the canopy to lower the
center of gravity.

e Canopy weights should be securely attached to
the canopy.

Section 2: Best Practices in Market Management

University District Farmers Market, Seattle’s oldest and largest
“farmers-only” neighborhood market

Because technology is evolving and continual
improvements are being made to safety equipment and
canopy anchoring systems, the WSFMA is exploring
the use of auger anchors to secure tent canopies.
Please contact the WSFMA office for current status
of auger anchors. As always, if used, care should be
taken so that the top of the auger anchor does not
present a trip hazard for customers, staff or vendors;
and no tie-off ropes or cords are to be left dangling
where they could be caught by a passing arm or leg.
Please note that the use of non-spiraled tent stakes is
not considered an acceptable alternative.

In the Event of Accident or Injury. Despite the
safety efforts of the market manager, board and staff,
vendors and volunteers, accidents do happen. When
they do, it is important from a liability standpoint, to
document the incident and the follow-up measures
taken, regardless of whether the incident triggers an
insurance claim.

e Communicate regularly with market staff, vendors
and volunteers about procedures to follow when
an accident or injury takes place.

e Adopt the use of an incident report form that
gathers the relevant information in one place.

e Take pictures or draw diagrams of the scene if possible.

e Interview witnesses, if applicable, to gather more
complete information about the incident and its cause.

e Document actions taken by market staff and

management to make repairs or safety improvements
to mitigate future incidents.
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e (Call the WSFMA (or your insurance agent if
individually insured) to apprise them of an incident
and follow up measures taken, even if you think
a resulting claim is unlikely.

e Have a good filing system for completed incident
reports and documentation. Many insurance policies
have lengthy statutes of limitations in which to
file claims. Incomplete or non-existent incident
reports make it more difficult for claims adjusters
to gather objective information, particularly if the
market personnel involved have moved on since
the incident took place.

Understand How Market Shoppers Behave.
Customers shopping at farmers markets are looking
straight ahead, waist-level, at vendor tables. They
are not looking at the ground or above their heads
for hazards. It is essential to protect customers by
eliminating obstacles or by calling attention to them.
Orange cones, flags, tape, and other bright objects can
be used to draw attention downward or upward to
notice hazards such as cracks in the pavement, uneven
surfaces, tree roots, curbs, canopy weights, ground
level displays, etc. Avoid running power cords across
public walkways. If a cord must cross a path, it should
be well-marked and covered with a rubber or plastic
traffic cover. Regularly scan the market environment
for slippery surfaces or debris, exposed sharp points
and edges, and unstable tables or stands.

Vehicle Traffic. Customer parking should be clearly
marked and the pathways to and from the market
should be obvious and safe. When market parking lots
are across the street from the market site, crosswalks
should be clearly marked and “pedestrian crossing”
warning signs should be placed at either end of the
market to alert passing vehicles to pedestrian traffic.

The market should have clear start and closing times
and clear policies keeping vehicles out of the area
when shoppers are present. Vendor vehicles should be
parked by their stalls or offsite well before the market
opens (some markets require vehicles to in place or
offsite 30 minutes before opening). Likewise, vendors
should not enter the market with their vehicles until
after the market closes. Vendors arriving late for
market set-up should carry in their products rather
than driving through pedestrians.

Street Closure and Parking Lot Markets. Check

with local authorities to determine requirements for
street closures. Markets held on closed-off streets
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should use very large, highly visible, unavoidable
barriers at each end of the market and anywhere else
vehicle traffic might enter the market. There should
be no opportunity for stray traffic to enter the market.
Physical barricades such as street barricades, police
cars, and vendor vehicles are appropriate barriers.

Bright colored, well-labeled street closure signs should
be placed at the closure and a block before the actual
closure. These signs can be obtained through construction
safety supply companies. They are usually collapsible
for storage and transportation, and many are now made
from lightweight, durable fabrics. It's also a good idea
to station a market staff person or volunteer at each
end of the market to intercept and control vehicles
before they can enter the market. Before setting up
a new market in a street or parking lot, visit other
markets to observe how they control traffic.

Market Security. It is important for vendors, shoppers
and staff to feel secure at the market. Vendors and
market managers frequently deal with large quantities
of cash and they need to feel safe conducting business.
Shoppers should not have to fear harassment or
theft. To achieve these goals, begin with strong, clear
language in the market rules that empowers staff to
quickly deal with disputes and threatening behavior.
Police should be called immediately if a situation
appears threatening or out of control. Crime can
be prevented by reminding vendors to watch their
cash boxes, reducing the amount of cash stored on
site, establishing safe bank deposit procedures, and
by encouraging everyone to look out for each other.
Encourage a regular police presence and consider
hiring a security guard if crime becomes a concern.

Food Safety and Handling. Reducing the risk
of foodborne illness is a crucial aspect of protecting
customers, farmers, and the market. Best management
practices for minimizing microbial contamination of
fresh produce should be taught and implemented all
the way from the farm to the consumer. On the farm,
good agricultural practices begin with maintaining
and monitoring soil and water cleanliness. Manure
applications and contaminated irrigation and washing
water are of special concern. Workers, equipment, and
livestock can potentially spread bacteria, viruses, and
parasites as well.

Measures such as carefully tracking and timing manure
applications (manure should not be applied within 120
days of harvest), providing clean restrooms and hand
washing facilities for workers and other farm visitors



(including soap and single-use towels), and regular
irrigation water testing can help reduce production risks.
At harvest, packing facilities, equipment, and bins need
to be regularly washed and sanitized. Wash water quality
should be carefully maintained and monitored. Finally,
propetly cooling, storing, transporting, and handling
produce reduce the potential for pathogen growth.

A pamphlet from Cornell, “Food Safety Begins on the
Farm” provides an excellent summary and checklist of good
agricultural practices (GAPS) for fresh produce growers

(http://www.gaps.cornell.edu/Educationalmaterials/

Samples/PamphletEng.pdf or Cornell GAPs Program,
607-255-1428). This brochure or similar materials

should be distributed to each market grower. Meats
and processed foods require distinct sets of handling
procedures (for the “Small Farm and Direct Marketing

Handbook,” WSDA 2010, http://agr.wa.gov/Marketing/
SmallFarm/directmarketinghandbook.aspx).

Finally, at the market, farmers and food vendors must
follow the local health department rules regarding
food handling, storing, and sampling. The specific
regulations vary by county, so managers should be sure
to know the rules. In general, hot and cold foods must
be kept at appropriate temperatures. Vendors offering
samples must have sneeze guards, proper hand wash
facilities, gloves and serve samples so there is no bare
hand contact. In addition, the local health department
may require the farmers market and many vendors to
obtain a permit to offer chef demos or other on-site
food preparation.

Market Day Communications. Establishing good
communication systems among market staff and
vendors can help prevent problems and enable a quick
response if something does go wrong on market day.

Have a set system for directing vendor traffic in and
out of the market during setup and breakdown.

Give staff two-way radios in larger markets.

Clearly instruct both staff and vendors about where
each vendor’s stall is located, and give staff clear
instructions as to how to handle any problems
that arise with regard to vendor stall assignments.

Make sure market staff and signage clearly inform
the general public that the market is closed to them
during setup and breakdown times for their safety.

Have a clearly spelled out system for handling
any problems that arise during the market day.

Make sure market staff and vendors know how
problems and disputes should be solved and who
is designated to handle them.

Make sure that market staff and volunteers are clearly
identifiable to the public should a problem arise
(i.e. use badges, nametags, matching T-shirts, etc.).

Have clear emergency procedures in place for
accidents, medical emergencies, safety or crime
issues, fires, and natural disasters.

Consider a regular market communications bulletin
for vendors, staff and volunteers to be handed out
once a week, or once a month, with reminders about
rules and safety issues and to let vendors know about
upcoming events that could affect them.
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2.4 Technology Tools for Markets

What Works?

Technology can play many roles in today’s farmers
markets. From laptop computers to cell phones to
wireless EBT machines and custom software, technology
can vastly improve the job of a market manager.

Record Keeping Software is highly effective for
tracking and improving a market’s performance and
compiling financial reports. Most farmers markets use
one of the following three spreadsheet-based software
programs:

1. Excel—Currently, most markets use Excel spreadsheets
to track their data. Excel can be customized to fit
the needs of the market and it can sort data and
deliver reports in a variety of ways. It can also
manage contacts. Excel has the added benefit of
being widely used, making it easier to transmit
files from one computer to another and to import
and export files from other software programs.

2. QuickBooks—Used by many markets, QuickBooks
is primarily used to track financial information,
although it can also manage contacts to a certain
extent. It is designed to track income and outflow,
manage accounts payable and receivable, plan and
track budgets, calculate costs, etc. Whereas Excel
needs to be configured by the user to perform
many of these functions, QuickBooks comes ready
to go. This readymade approach allows for ease-
of-use, although sometimes less flexibility. With
QuickBooks, it is helpful to obtain instruction on
the software before using it.

3. Manage My Market. Some farmers markets
have chosen to pay for “Manage My Market,”
an online data management system developed
by Portland-based OX Data Systems. Manage My
Market is web-based so that managers can input
daily market data right at the market. Version
2.0 was released in January 2010. The Manage
My Market website offers an expanding array of
services to help manage market data and important
documentation. For more information, please visit

www.managemymarket.com.

Electronic Payment Systems

It is important to know who your market customers
are and understand their needs and preferences. The
availability of electronic payment methods and ATM
machines can potentially attract new market customers,
as well as increase the potential for existing customers
to spend more than they had originally intended.
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EBT/EFT card processing devices, Olympia Farmers Market,
Olympia, WA

Electronic access to funds allows for unplanned purchases
such as the first strawberries or cherries of the season
or a purchase motivated by a fresh, savory sample or
a conversation with a farmer about a tantalizing new
recipe. In other settings, people are increasingly using
debit and credit cards in place of cash, even for very
small transactions. If vendors are unable to accept
these payment methods, they could be missing out
on tremendous opportunities.

EBT. Electronic Benefits Transfer (EBT) is the term
used to describe the debit card-like system used to
distribute government benefits, such as food stamps,
social security and disability. EBT at farmers markets
is most frequently associated with food stamp benefits
which also goes by the federal name SNAP (Supplemental
Nutritional Assistance Program) or Washington State
name of “Basic Food” which is distributed on a Quest
Card. Needless to say, this is a very dynamic area due to
fast-paced changes in technology and uncertain funding
levels. In addition, the monthly WIC food benefits will
transition to EBT cards in 2015. The Washington State
Department of Health is hopes these cards will be able
to be used at farmers markets. While the equipment
may be available from the Department of Social and
Health Services and processing discounted, there are
considerable staff costs to consider when taking on
the EBT technology. Fortunately, there is a lot of work
around these programs in process and, hopefully, more
efficient solutions in development. Please contact the
WSFMA for the latest information.

Credit/Debit. Like EBT, the technology around accepting
credit and debit cards at farmers markets is changing
rapidly. Not only are there wireless and wireless Point
of Sale machines, there are now Smartphone “apps”
that markets and vendors alike can use. While many

Section 2: Best Practices in Market Management



markets continue to use a token program, some are
opting to encourage vendors to accept credit and debit
cards directly. There are many complicating factors.
Please contact the WSFMA for the latest information.

ATMs. Since most shoppers arrive at a farmers market
with a set amount of cash, providing easy access to
an automated teller machine (ATM) can potentially
increase the amount they spend. Market managers
might consider renting an ATM as another option for
encouraging cash flow into the market. Alternatively,
if there is an ATM or bank nearby, be sure to have
good signage in your market to help shoppers find it.

The Internet

E-mail. Email has taken hold as the de facto means of
communication for many people because it is efficient,
inexpensive and seemingly ubiquitous. Most markets
use email to communicate with vendors, shoppers,
and other stakeholders. The key is to keep up with
changing email etiquette to ensure your messages
are read and understood. In addition, it is critical to
remember that the “digital divide” still exists and you
may miss certain people (including vendors) by relying
exclusively on email communication.

Listserves and Online Newsletters. E-mail listserves
allow users to send messages to a large group of people
at once, such as the market’s board, vendors and
shoppers. While once limited to the domain of Yahoo
and Google, listserves today can be set up through an
ever-changing array of options. Be sure to check out
special deals for non-profit organizations.

More and more markets are moving to an online
newsletter using online tools such as Constant Contact
or MailChimp. The Neighborhood Farmers Market
Alliance currently uses MailChimp to send out its
weekly “Ripe & Ready!” announcements about what
fresh products are available that week.

The key difference between a listserv and a tool such as
MailChimp is that the listserv is set up to be interactive.
Anyone on the listserv can post a message and anyone
receiving it can respond via an email. So, listserves
are especially good when there are discussion topics
and back and forth. The online tools like Constant
Contact and MailChimp are better suited for one-
way communication from your market to a group of
people. The benefits are that, unlike most listserves,
the messages have a higher design quality and look
more like a newsletter or other marketing material. In

addition, individuals can independently “subscribe”
and “unsubscribe” to the mailing list. And finally,
these tools allow people to opt into subgroups based
on their interests, whether it is a particular market
location, event type, or whatever suits your activities.

Regardless of what tool you use, it is vital to maintain
an accurate email list whether it is for your shoppers,
vendor or other contacts. Such lists are living documents
and require constant maintenance. Sometimes illegible
handwriting can be a challenge for shopper emails. One
market recommended having a laptop at the information
booth so that people can type in their email directly. A
lower-tech strategy is simply to have a clear sign in sheet
with plenty of space and encouragement to “print clearly.”

Websites. The market’s website is a both a billboard
and a storefront for shoppers and vendors alike,
providing the market with exposure and credibility.
The reality is that most people will search the Internet
for information before they pick up a phone book or
directory. Your farmers market website should provide
the following information at a glance:

e  When the market opens and closes for the season
(e.g. Is it open now?);

e Days and hours of operation;

e A map and directions; and

e Contact information for the market.

It is extremely important that this information be
front and center so that the shopper doesn’t have to
hunt to find it.

Secondarily, the site should have a section for current
and potential vendors. This section should spell out
the application process and/or who to contact and
include the:

e Market vendor policies and rules; and
e Application Form.

If your market has the capacity to update your website
in-house and consistently, consider adding enticements
to help shoppers connect with your market. These
may include:

e Calendar of events

e Seasonal crop charts

e Vendor highlights

e Educational information
e Recipes
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e Link to the WSFMA or Farmers Market Coalition,
if members

Fortunately, farmers markets lend themselves to
beautiful pictures. Try to represent all aspects of the
markets and different images from throughout the
market season. If possible, try to change the pictures
or update the “look” at least every season. Be mindful
not to post photos of shoppers (especially children)
on your site without their permission.

While a website does not have to be expensive or
extravagant, but it should be inviting. Be sure to
proofread the content and ask for a trusted peer or
objective outsider to review it for clarity and functionality
prior to being launched.

Above all, if you have dated material, make sure your
website is updated regularly. Out-of-date information
can cost a market customers, while regular updates can
showcase all that is going on at the market.

Social Media. The world of “social media” is changing
and growing in leaps and bounds. Some markets are
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opting to go with a “Blog” or Facebook rather than
a website. The advantages are that these tools can
be updated immediately and are easier to maintain.
Short, constant bits of news can keep your market
on shoppers’ mind. The downside is that their “shelf
life” can be shorter as expectations rise about constant
new content. Thus, maintaining a blog or Facebook
requires a commitment to actually doing it on a
regular, year-round basis. In addition, these tools can
be harder to navigate and archive key documents such
as market rules. The biggest drawback for sites such
as Facebook is that it requires people to join and not
everyone wants to be obliged to do so. In addition, as
previously mentioned, the digital divide still needs to
be addressed in that not everyone lives online. And
to the degree that we rely on online tools more and
more, a classic mailing or handwritten note can make
more of a positive impression than ever.

Laptops and Smartphones are useful to have
on-site to access information via the web, to input
data (e.g. foot traffic counts, vendor sales, notes and
observations, etc.), and to manage other information
such as stall layout, rules, and vendor information.
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:’9 a@’i | 2.5 Finessing the Right Product Mix
" Optimizing Diversity, Quality, and Quantity

ne of the more challenging aspects of market
management is achieving the optimal
product mix, coupled with verification
that the vendors actually produced the
produets being sold. Some markets specify where
products can be produced such as in the surrounding
county or counties, the island upon which the market
resides, or a specific mileage radius around the market.
Such restrictions may focus the market on enhancing
the local economy and environment, but they can also
impede the market’s ability to develop an adequately
diverse product mix or sufficient product supply.

Product Mix. Most markets have a limited amount
of space for vendors. As they mature, many markets
fill up and develop vendor waiting lists. Deliberate
and sometimes difficult choices have to be made to
attain the right balance of vendors and products. A
market’s success will be determined in large part by
the economic health of its vendors, and this, in turn,
depends upon the combined quality and diversity of
their products.

4 )

Managers should seek variety, abundance and
quality in product. Setting high standards for
quality will draw customers. The ideal goal is
to maximize sales for vendors by ensuring that
customers are getting what they want.

- J

Finessing the right product mix is viewed as an art by
some managers and a science by others. For example,
the Neighborhood Farmers Market Alliance in Seattle
has a systematic process for accepting vendors and
products and assigning stalls. Its system of prioritization
is clearly spelled out in the vendor rules, including
such factors as the maintenance of a strong, diverse
product mix; past performance including sales history;
and a desire to work new vendors into new markets.
Returning vendors generally have seniority if they
have fulfilled their agreements in the past.

On the other hand, when Grant Davidson ran his
various East King County markets—Crossroads Mall,
Kirkland, Lake Forest Park, and Woodinville —using
anonymous systems for reporting sales, he used a
relationship-based approach for determining the health
of product sales. He periodically visited with vendors
during the market day to gain a feel for how they are
doing, and he closely watched customer behavior and
purchases. And while NFMA has total control over the

character of its markets, Davidson had to work with
three market locations—two shopping centers and
one municipality—that imposed restrictions on his
product mix (i.e. no bakeries at one and a requirement
to have local crafters at another).

Judy Kirkhuff runs three markets in Seattle: Ballard,
Madrona and Wallingford. She assesses her markets
based on the percentage of the different types of
products within the market versus the overall product
mix, while accounting for seasonal fluctuations. The
relatively short market rules explain what is required
of vendors, but do not make any promises about who
will be accepted. Vendor mix and participation is
entirely left to the manager’s discretion. Kirkhuff has
limited space at her markets, and farmers have priority.
She looks for diversity and abundance and “things I
need,” such as wine, cheese, or a farmer with unusual
produce. According to Kirkhuff, balancing the product
mix is “about knowing the limits of the market.” She
asks herself “are my vendors going to succeed?”

The three contrasting management approaches above
emanate from highly successful markets, yet utilize
different styles, rules and circumstances. A system
that works well for one market may not work for
another. Achieving the right product and vendor mix
depends on the unique characteristics of that market
and requires managers to know their vendors, their
shoppers, and their community.

How many is too many? While it is common for
vendors to resist the introduction of other vendors
selling the same product, allowing one vender to have a
monopoly on a particular product can limit the market’s
capacity. It has been well documented that when
several producers of the same product are together in
one market, each of their sales tend to be greater than
if they were the only vendor of that product.

Shoppers in the U.S. respond to choice and abundance
with increased spending. When they see multiple
booths with the same produce, they seem to buy
more produce. In markets with a lot of vendors,
shoppers tend to develop an affinity with a small
group from whom they make regular purchases each
week. With increased choices, they feel comfortable
choosing favorite farmers to patronize. With fewer
choices, shoppers may feel they are being forced to
take what is offered. Ultimately offering more choices
in the market will benefit the vendors by providing
an anchor base of returning customers. The steady
foot traffic created by regular customers will in turn
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draw new customers as the market evolves into a vital
community happening.

Dynamic managers keep a constant eye out for
unusual or missing farm products and find ways
to make room for them at the market.

Nevertheless, it is possible to reach a saturation point
by having too much product in the market, while
not having enough of another product. Watching
for seasonal variations and remaining attentive to
individual vendor sales, sales in product categories,
customer counts, and the demographics and buying
habits of shoppers will help the manager determine
if any changes or adjustments need to be made to the
market’s product portfolio.

Seniority? Vendor seniority systems at markets are
common, but they can limit the manager’s capacity
to make changes that optimize sales and product mix.
Some markets have seniority systems based on sales,
years at market, or both. The problem with a seniority
system that only rewards attendance and longevity is
that vendors who have been in the market forever, but
do not generate sales or shopper traffic can become
entrenched. While this may benefit those vendors, it
can be an undermining force for the market as a whole.

Seniority systems and cronyism tend to be more
common at markets with governing boards dominated
by vendors. While it is essential to have strong vendor
representation, having the board populated entirely with
vendors can limit overall perspective and the market’s
capacity for growth (see Board Recruitment 1.6).

Chehalis Farmers Market, Chehalis, WA
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armers markets are popular because they
offer what most stores cannot: a relationship
with the person who grew the food and
unmatched seasonal variety of fresh products.
Ituis_essential that managers assure that the person
representing themselves as the farmer actually grew the
product. This process starts with the vendor agreement or
market rules, which should include clear language that:

e Describes exactly what kinds of vendors selling
what kinds of products will be accepted, as well
as what will not be considered.

e Identifies the market as a WSFMA member, if it is,
and explains that the market and its vendors must
abide by the WSFMA Guidelines (Appendix A).

e Reserves the market’s right to visit any vendor’s
farmland or production facility to inspect it for the
purpose of verifying the capacity to produce the
items sold at market, and to see that the vendor
is currently producing those items.

¢ Defines how product verification may take place and
how any dispute or concerns about the legitimacy
of any vendor’s product(s) shall be handled.

e Requires vendors to post clearly visible and legible
signage that identifies the business name and
location, as well as product signage, especially prices.

With these provisions in the vendor agreement,
market managers have the authority needed to verify
the information provided by the vendors on paper.

- A

Every vendor application should include:

1. The physical location of all farmland and/
or production facilities, including maps and
directions to reach them.

2. The total acreage in production and the total
acreage available for cultivation.

3. A complete list of any and all crops the
farmer intends to bring to the market and
an approximate date that those crops will
be available.

4. A complete list of all the farmers markets at
which the vendor is selling that year.

- J

Terry Carkner, Terry’s Berries setting up at Tacoma Farmers
Market, Tacoma, WA

While a thorough application and well-written vendor
agreement should discourage cheating, the information
provided on applications can also be verified through
farm visits and booth audits.

Farm Visits. [deally, managers should visit each new
vendor’s farm to begin building a good relationship
and to assess its production capacity. Each farm should
then be visited annually, if possible, to continue
building that relationship, to reassess capacity and rules
compliance, and to gain the authoritative knowledge
to fend off any intra-market gossip. A farm visit should
be viewed first and foremost as an opportunity to build
relationships. While verification of vendors’ statements
to ensure compliance with market policies is usually
the underlying purpose, the visit should not be seen
as “policing.” Everything about the visit should be
polite and respectful, from the request to visit the
farm to the thank-you note after the visit. In general,
managers should try to provide the vendor with ample
notice of the visit and should venture to make sure it
is as convenient as possible for the vendor.

In cases where vendor misrepresentation or a violation
of market policies is suspected, the timing of the visit
may demand more spontaneity. This may include a
clause that the market will give the vendor at least
24 hours notice before such a visit to ensure that the
vendor will be there to participate in the inspection.

While regular farm visits are ideal, it may not be
practical to visit every vendor every year. Washington,
however, has one of the strongest networks of farmers
markets in the U.S. Markets can share information
with each other about the vendors they have visited—
usually the farms located closest to each market. By
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Kirsop Farm, Tumwater, WA sells produce at the Olympia and
the Tumwater Farmers Markets

cross-referencing the information provided on vendor
applications, managers can assist each other in product
verification, while minimizing the intrusion on vendors
and assuring all vendors of an even playing field.

Sound Policy to Counter Rumors. Few issues raise
the ire of market farmers more than product verification.
Every year, some vendors allege that other vendors are
not producing what they are selling, but are buying
and reselling instead. While this system of self-policing
among farmers can alert managers to potential problems,
many markets are rife with allegations spread as gossip
rather than filed as formal complaints.

Markets need to have clear policies for controlling
rumors and derogatory comments, as well as clear
protocols for filing complaints of violations for formal
market investigation. In disputes, a third party farm
visit can be arranged. To discourage unfounded
accusations, some markets establish a price for the
third party verification. If the farm in question is
found to be legitimately selling their product, then
the accusing farm must pay for the inspection. If the
accused farmer is indeed violating the rules, then they
must pay for the inspection and face suspension or
expulsion from the market.

Outside of formally filing a complaint, derogatory
comments among vendors, the media, or the market
management or board should not be tolerated. In
some cases, fines and suspensions for spreading
negative rumors may be warranted. While markets
should be places for free and open exchange of
thoughts and ideas, specific negative talk about
particular vendors can harm public confidence in
the market as a whole, resulting in lost sales for all
of the vendors.

Below are some examples of how Washington markets
address farm visits and vendor mix in their vendor
agreements and rules.

[

Shelton Farmers Market

Vendor Inspections and Jurying. The Market
Manager has responsibility for vendor inspections
to verify that products sold at the Market are vendor
produced as required in the bylaws, and that the
vendor lives and works within geographical boundaries
established by the bylaws. The Market Manager
may delegate to vendor members or other qualified
individuals the authority to assist in the execution of
inspections. Membership in the Market requires the
vendor to submit to being inspected at the request of
the Board of Directors and/or the Market Manager.

Inspection Process and Guidelines. Vendors
may be inspected when complaints have been
received by the Market Manager or the board.

e The Market Manager will keep a record of
inspections.

e The inspector will note production capabilities
of each facility they visit.

e Vendors will be contacted at least 24 hours in
advance of inspection.

e Ifthe Manager cannot verify that a vendor produces
his/her own product, membership may be denied.
The vendor may appeal to the Board of Directors.

e The Board must respond to written appeals within
thirty (30) days. The Board has final authority to
resolve all discrepancies referred by the Market
Manager or appealed by a vendor.
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Anacortes Farmers Market

Farm Inspections: The market reserves the
right to visit the farms of growers to confirm that
the products brought to the market are their own
products. Such visits will be set up at least 24 hours
in advance. The same type of visit can be extended
to the production site(s) of producers and crafters
if a question should arise regarding the origin of
merchandise offered for sale.

Vendors: Definitions of each vendor type are based
on the WSFMA'’s “Roots Guidelines,” however the

Anacortes Farmers Market has also added its own
requirements. For example, farmers must raise
and process products on land in Skagit County
and bordering counties. Farmers are allowed to
sell up to 25% from a farm other than their own,
“but “buying in” produce is not allowed if another
farmer is growing the same product.” In addition, the
market clearly states that it does not allow resellers,
brokers or franchises. And only businesses that are
operated and controlled by their Washington State-
based, or border county-based, owners are permitted

at the market. (www.anacortesfarmersmarket.org/
guidelines/, 12/2012).
J
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Neighborhood Farmers Market Alliance (Seattle)

Farm Visits. The NFMA and its
representatives may inspect or visit
any farms or establishments used
by vendors. Farm/Processor visits
may be conducted at any time,
without notice. With 24-hour
notice, vendors should provide
help during a visit in identifying
the crops/products listed on their
application for Permit to Sell. Any
farm that is new to our Markets

will require a farm visit before
receiving a Permit to Sell.

Booth Audits. The NFMA may
conduct random booth audits at
any given vendor’s stall during
the Market season. These audits
will be carried out by third party
observers. Vendors will be given
a general 24 hour notice prior to
booth audits.

Kittitas County Farmers Market (Ellensburg)

Jurying. All artist/craft vendors (including returning
vendors) shall have their work juried prior to being
allowed to sell at the market. All products sold
must be completed by a single artist/craftsperson
in the state of Washington. Products must be of
the highest quality, handcrafted, and shall not be
imported or kit work. Artisans must submit pieces
that are representative of the work they plan to sell
at the market to be juried. An artisan may not sell
anything that has not been juried prior to the day
of the market. Some review items considered are:

craftsmanship; quality; percentage of raw material
used; percentage of product that is handcrafted
versus non-handcrafted; and originality. Once a
product has been accepted, selling space at the
market will be granted based on space availability
and compatibility with current product mix.
Beginning 2010 returning vendors will be juried
every three years and kit work will no longer be

accepted. (http://www Kittitascountyfarmersmarket.
com/images/2012MARKETRULES.pdf, 2012)

J
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. 2.7 Vendor Best Practices
| . Coaching Vendors for Strong Customer Relationships and Sales

uccessful vendors make a successful market.
Good vending skills include attention to
product quality and display, customer safety,
product knowledge, and appearance and
behavior/ In addition to the tips on optimal vendor
practices below (which managers may want to include
in their vendor rules and policies), managers can take
advantage of educational opportunities such as the
annual WSFMA conference or visits to other markets
to become the best possible resource for their vendors.

Vendor Appearance and Demeanor
e Be clean, friendly and welcoming.

e Be mentally present and ready to engage the
customer.

e Reach out and connect with passing customers to
draw them in, but avoid hawking, i.e. disturbing
the customer or the rest of the market.

e Know your crops, how they are produced, and
how they can be used.

e Be prepared to answer customer questions.
e Offer recipes and provide storage tips.
e Beready to suggest a new taste experience.

Stall Appearance and Farm Signage. A market
stall is a farm’s storefront. There is no rule that says
canopies need to be white. Vendors can experiment
with colors, banners, awnings, table covers and flags.
Stalls that are distinguishable from all the others
can be easily remembered and found again the next
week. Each stall should have a clearly understandable,
unique sign identifying the farm or business and its
location. The more information that can be provided
about the farm, the better. Brochures, business cards,
and websites can all be used to help tell the story of
the farm so that customers can build a connection
with the farmers. Shoppers that develop a connection
with a particular farm will keep returning and make
recommendations to friends, family and neighbors.

Displays should be attractive and easy to reach for all
market customers. Keep market stalls comfortable and
safe to navigate. Products should be identified with
signage that is clearly marked and includes prices.
Prices set in whole numbers are easy to calculate for
both vendors and customers. Farmers accepting FMNP

44

checks (see Federal and State Food Programs, Section
2.10) should adopt pricing or bundling that is easily
adaptable to the check’s increments (e.g. $4.00 or $5.00).

Abundance and Quality. Color and vertical layout
are key ways to visually attract customers. Keep
display baskets and bins looking full throughout the
market day. Customers are hesitant to buy the last of
anything. Many times vendors with impressively full
displays will keep selling well right up to the end of
the day, while vendors with picked-over displays will
stop drawing customers.

Produce quality should remain high throughout the
market day. Perishable products may need to be re-
freshed often. Clean water and crushed ice can be used
to keep delicate greens looking fresh and attractive.
Use awnings or set tables in from the edge of the
canopy to shade produce from the hot sun. Only bring
first quality to the market. Many markets have anti-
dumping rules to prevent vendors from selling lower
quality goods at lower prices that will undercut other
vendors (for example, see NFMA Rules, Appendix B,
Section VII). At many markets, leftovers can be donated
to the local food bank (see Section 2.10).

Professionalism

e Have the equipment ready that is needed to do
business. Scales, calculators, and cash registers/
boxes provide a professional appearance and make
smooth transactions.

e Be there. Make sure you have adequate staff on
hand to attend the stall at all times. Counting on
a neighbor to keep an eye on your stall for very
long is impractical.

e Respond courteously and earnestly to complaints.

e Risk Management. See Section 2.3 on risk management
for important ways to ensure the trust, security,
and the safety of customers.

While each vendor strives to be unique, improvements
and innovations enacted by one vendor often influence
and inspire other vendors, enhancing the overall
quality of the market. At the same time, the behavior
of one or two vendors can negatively affect the whole
market. Managers should encourage vendors to emulate
the positive things their neighbors are doing and to
collaborate to improve the market as a whole.



2.8 Cross-Culture SKkill Building
Strategies to Create a Welcoming Market

ashington’s communities are becoming

increasingly culturally diverse.

Washington'’s farmers markets reflect this

trend, drawing vendors and shoppers
from every ethnicity, race, culture, economic strata,
political persuasion, age, and gender. An appreciation
of that diversity can help market managers successfully
interact with and serve their communities, enhancing
the profitability and vitality of their markets in the
process. Beyond ethnic differences, there are many
“cultures” that make up most markets: people with
disabilities, older people, rural and suburban, eastern
and western Washington, men and women, organic and
conventional farmers, varying family structures, etc.

Cultural and social differences can create challenges
within the market, such as language gaps, conflicts
and misunderstandings among vendors or customer
groups, misunderstandings with managers, and
disagreements as to the role of bargaining versus
fixed prices. Arranging educa