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KCCSAC FARMER RESOURCE LIBRARY
FORMING A  SEQ CHAPTER \h \r 1CSA
—  planning the shares  —
“Eating a CSA share is like having your own garden, but with much less work.  For the farmers who produce that share, however, the inverse is true: Growing a large variety of crops so as to have an appealing selection and combination every week over a six- to twelve-month season is a challenge.  The mix required is similar to growing for a farm stand or a farmers’ market booth. Depending on your previous marketing experience (or lack of it), growing for a CSA may require learning how to produce a much wider range of crops than you have done before.  You will need to make careful rotation and crop succession plans to be successful.”

CALCULATE WHAT TO PLANT AND HOW MUCH
The selection and amount of produce in a weekly share varies by season and by farm.  In the Kansas City area, because most CSAs are set up by farmers and then offered to the public, each KCCSAC-member farm sets up its own share structure based on the farmer’s evaluation of the land’s production ability, time requirements, the farmer’s expertise and ability, and other factors.  There are no rules about which or how many vegetables (or, for meat CSAs, cuts of meat) should make up a weekly share.  The share size and content ought to be designed to meet the needs of both the farmer and the members.  After all, the CSA will only be successful if members are happy and want to rejoin, while farmers feel satisfied with their workload and income.  
Meat CSAs are managed a little differently — although they may offer “full” and “partial” share sizes, shares can be tailored to the types of meat the farm produces which you/your family prefer (i.e., beef, lamb/mutton, pork, chicken, duck, etc.), and are based more on either the cuts of meat available or by-the-pound distribution of meat.  

Some farms also offer other products such as eggs, honey, and value-added products for an additional charge — some of whch products are produced there on the farm, and some of which are obtained through partnerships with other farmers (be aware that the KCCSAC inquires about who its member farmers partner with, and what their growing practices are, in order to maintain our standards and honest communication with potential and current CSA members).  Depending on the abundance of various items, some CSAs offer options for bulk purchases which can be used for canning, freezing, and storage.  
CALCULATE THE TIMING OF PLANTINGS AND HARVESTS
· Draw up a careful plan of where to plant each crop based on your rotations – this is a good winter activity.
· Establish approximate dates for starting seeds in the greenhouse or direct-seeding.

· Make careful note of the “outside date” for planting each vegetable.

Share Content

During the winter (off-season), you will need to determine how many shares you can reliably grow for.  As a rule, farms producing for CSAs seem to be able to provide an average of 20 shares per acre.  CSA farmers tend to reduce the amount of land needed per share as they become more experienced.  Increased mechanization lowers the hand-work per share, but it also lowers the number of shares per acre.  The most intensive farms rely almost entirely on hand labor.
Some CSAs describe their share sizes in terms of how many people the share will feed (i.e. a family of 4 non-vegetarians for a week) and the number of different items each week (i.e. 6-10 different items).  Others measure a share by the number of pounds of produce it contains.  
Share Size Options

Farms also vary in the complexity of their share options.  Some farms do one size share only.  Others offer family shares, extra large shares, individual shares, or partial/half shares.  Keep in mind that multiple share options increases the complexity both for you and for the Core Group (if you’ve established one): You must plan for and deliver different amounts of vegetables and the Core Group must manage variety in membership sign-up, money collection, and distribution.  Keep in mind that by offering smaller share sizes, you will have to recruit more people to meet your minimum number of shares sold.  
A Note on Partial/Half Shares
The most frequently-requested share option is a half (or “partial”) share.  Some CSAs have found that offering half shares is helpful for singles or couples, or for families who are only beginning to eat more vegetables.  Half shares can be organized in different ways. 
· Every Week
One way to structure half shares is for members to pair up, purchase one full share together and divide it equally each week.  Partners can either plan to come to the distribution at the same time, they can alternate picking it up for each other, or one member can come and bag up both halves of the share, label the second half and leave it in a designated spot at the site for the other member. Some farmers or Core Groups ask members who want to split a share to find their own share partners, while others will keep a list of interested sharers and help match people up.  It is recommended that, whichever method is chosen, contact information is kept for both members.  This ensures that if one member moves away or drops out, the farmer or Core Group can still contact the other member.
· Alternate Weeks
Half shares can also be structured by asking members to pick up a full share every other week.  In this case, half-share members are assigned to “A” or “B” weeks.  This eliminates the difficulty of pairing members up and of splitting single items (i.e. a head of cabbage) between two members.  However, it takes some initial coordination on the farmer’s/Core Group’s part to balance “A” and “B” weeks and, on the farmer’s part, to try and offer similar items two weeks in a row. 

Share Pricing
· Deposit
Because people tend to value more and pay better attention to things they’ve paid for, the KCCSAC recommends that when recruiting members for a CSA, the farmer or Core Group require an initial, non-refundable deposit.  The deposit will hold the member’s place until the Sign-Up Meeting and will then be applied to the cost of the member’s share.  
· Average Share Prices in KC
As noted above, each KCCSAC member farmer determines his/her own share prices and length of season, and potential CSA farmers are encouraged to visit www.kc-csac.org/farms to compare how each is organized.  However, to give potential farmers an idea of share pricing in the Kansas City area, below are the average prices for various share sizes in 2010.
· Full Share:
· Average share cost for PRODUCE CSA’s: $429.50
· Average share cost for MEAT CSA’s: $807.50

· Partial Share:
· Average share cost for PRODUCE CSA’s: $271.00
· Average share cost for MEAT CSA’s: $462.75
· Individual Share:

· Average share cost for PRODUCE CSA’s: $210.00
· (Not offered by our meat CSA farms)
· Sliding Scale
The sliding scale option is new to the Kansas City area, but is a great way to make CSA membership available to people of all income levels.  Sliding scale structures can be as simple or as complex as the farmer/Core Group feels is necessary to meet the CSA’s needs.  However, whatever payment structure is decided on, the farmer needs to be assured that the total amount of money he/she receives is equal to the price he/she sets for each share, multiplied by the number of shares the CSA sells.  Sliding scale payment options work best in mixed-income groups where there is both the need for lower-cost shares and the ability of some members to pay a higher price.
Options for Sliding Scale Structure:

· Three payment levels with an equal spread in the dollar amount between each payment level.  Target numbers for each tier can be set (i.e. 15 members at Tier 1 and 15 members at Tier 3), or it can be flexible during recruitment with some limits to the number of tier 3 shares.  
	Tier 1: Higher income level
	$550
	There is an equal spread of 
$100 between each. 
Need equal numbers of members at high and low levels.

	Tier 2: Farmer’s share price
	$450
	

	Tier 3: Lower income level
	$350
	


· Two or more payment levels with unequal spread between the payment levels.  Target numbers for each tier should be set to ensure full payment (i.e. 15 members at Tier 2 and at least 30 members at Tier 1).

	Tier 1: Higher income level
	$500
	$50 over farmer price of $450
	Will need twice as many members at high level as members at lower level.

	Tier 2: Lower income level
	$350
	$100 less than farmer price of $450
	


· Deciding eligibility for payment levels:

· Income levels of eligibility vary per group and should reflect the overall income levels of the neighborhood in which your CSA is located.

· Most groups treat their income levels as guidelines and do not ask for proof of income. Some groups have offered their lowest payment tier only to members who are on government benefits and ask for proof of those benefits. 

	Tier 1: Higher income level
	$550
	Household income is $65,000 or above

	Tier 2: Farmer’s Share Price
	$450
	Household income is $35,000 - $65,000

	Tier 3: Lower income level
	$350
	Household income is below $35,000


· Payments Over Time

Paying the whole cost of a share upfront may be difficult for some community members who would like to join a CSA.  Your Core Group may be able to work together with your farmer to develop payment plans allowing members to pay in installments, in order to make payment feasible for as many people as possible.  One of the advantages of CSA for farmers is receiving income when they need it to prepare for the season.  However, most farmers recognize that this is often hard for members to do and are willing to be flexible.  Below are some options for how payments over time can be structured.

· Before the Beginning of the Season: with this option members are asked to make an initial deposit to hold their share and then to make payments so that the total share cost has been paid by the first day of distribution

· Core Groups can give members dates that their payments are due, such as the first day or last day of the month.  This minimizes the time the Core Group spends collecting money from members.

· Core groups can ask members to choose days on which they will make their payments. This allows members to pay on dates which work with their budget.

· Into the Season

With this option, members are able to spread their payments out over a portion of the season.  The benefit to this structure is that each payment can be smaller to make it more affordable for members.  Because the members will not have paid for the entire season before they begin receiving produce, some ground rules can be helpful to ensure that the farmer receives his/her full payment and that the Core Group is not placed in an awkward position.  It is helpful if these rules are written out in the membership agreement contract.

· A non-refundable down payment, equivalent to at least the cost of one month of produce, made before the start of the season ensures that the member takes the season-long commitment seriously.

· The down payment covers the last month of produce.

· If a member drops out of the CSA before the end of the season, they lose the down payment.
· The core group uses the down payment to pay for the share for up to a month while a new member is found. The farmer continues to deliver the share for that month.

· The member agrees to a “2-week policy” — that is, if they miss 2 weeks of payments in a row, their share can be sold.

The farmer and Core Group can decide how much members will be asked to pay at each installment and on what time schedule.  It is important to give receipts for payment for the farmer’s/Core Group’s and the member’s records.
�  Sharing the Harvest, p. 165


� Adapted from Just Food’s CSA Toolkit.
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