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Brigis\h polumpian Asso,ciqtion ofA )
&AOI AOOS6 - AOEAOO

Farmers' Markets are an important part of communities in all regions of the province, and many
of these markets are represented by the BC Association of Farmers' Markets (BCAFM).

Farmers' Markets sell a wide range of farm-fresh, wholesome foods such as fruits and
vegetables, organics, specialty cheeses, eggs, beef, lamb, seafood, jams, artisan products,
baked goods and so much more!

The British Columbia Association of Farmersd Mark
greater need for networking and communicationamon g Far mer s® Mar kets i n Bri

To become a member market, the vendors at the market must make, bake or grow the products
and be the sellers of the products at the Farmers6 Mar ket .

The purposes of the society are:
A to support British Columbia producers of agricultural products, food products, and crafts;

A to promote, educate, encourage, develop,and support Farmersd6 Market
communities of BC;

A to host an annual conference for the members and associate members;

A to represent t hseof BE@rlmattes & whith thdy are generally
interested; and

A to advocate to industry, government, agencies, commissions and Boards on matters that
impact and interest the members.

An elected Board of Directors, made up of voting member markets, runs the Association.

Elections occur in February or March during the annual general meeting and conference. Any
interested member of a BCAFM member market is encouraged to seek nomination to the
Board.
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The Purpose of this Manual

Thi s tr ai npunmpgse isi@ mapieelMéarket Managers (whether new or experienced) to
tend to the growth and development of your market like a good farmer would!

No matter what stage your market is at, this manual will be useful i for those markets that are
preparing the field for market management and sowing the seeds for market success, or for
other markets that are ready to fertilize the ground for growth and development, and for all
markets who want to harvest the benefits of value-added activities such as special events or
fundraising.

Specifically, the manual will build knowledge and stimulate ideas about the roles and

responsibilities of a Market Manager; the management and selection of market sites, vendors

and product mixes; and about how to nurture relationships with media, the public, volunteers, or

other organizations that can enhance community engagement withyour Far mer s @ Mar ket

This manual is by no means complete, and there are numerous Far mer s émaMials k e t
available on the Internet that are excellent resources for further exploration. Many of these are
listed in the Resources section at the end of this manual. In cases where information has been
gleaned from specific sources, it is noted in the References section.

These materials will introduce information, ideas, stories and exercises that will help you better
understand your role as Market Manager and the relationships that you have with your Board of
Governance, the vendors, the customers of the market, volunteers, and the general public. It
may also help you work with your board to evaluate your market, strategize for growth, and
develop partnerships to move your market closer to its goals.

As you work with the materials provided, you might want to put this training manual in a three-
ring binder - then you can add to it as you develop your own stock of records, examples, and
resource materials to guide you in managing your market.

It is our hope that this manual becomes dog-eared and tea-stained over the coming years, and
that you shape it and groom it and mark up the margins so that it becomes the best guide
possible for your particular market.

As a member of the BC Association of Fa r m eMagkéts, this manual really belongs to you - do
your part to help keep it a living document and to assure that is reflective of your unique
F ar meéarket!
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What is the best thing aboubeing a
& A Ol Waketdvianagef?

Is it seeing the market buzzing with community members from all walks of life, or smelling the

earthy tones of produce picked that day, or seeing the smiles on the vendorséfaces as another

happy customer leaves? Perhaps you love the time spent talking and learning from vendors

and customers alike i practicing your own styleof i management by wal ki ng arou
Or maybe you enjoy supporting a new vendor to grow from an exploratory start, to expanding on

new ideas, to becoming a confident, successful vendor with a loyal customer base?

Whether you are the manager of

small, medium, or a large

Far mersdo Market, this
will encourage you to work with

others to discover all the great
thingsaboutFar mer s6 Mar ket s
and about being a Market

Manager. Along the way, it may

help you to decide the best way

to manage an economically-

sustainable, community-oriented

market that will grow and thrive

along with your agricultural

community.

It doesnoyourmarketier i f
in its seedling stage T just

setting its roots into the

community i or if it is a well-

established destination market that is firmly planted in the social and economic life of your

region. In either case, the manual will provide F a r m eMarkebManagers with the opportunity

to explore how they can work with others to prepare the field for market management, sow

multiple seeds for market success, fertilize the market for future growth and development, or

harvest the benefits of value-added activities.

Top 6 ReasonsWhy Far mersd Markets Succeed
Leadership - skills of Manager and Board of Governance

Location - parking, visual to shoppers, stable placement

Promotion - creative and imaginative advertising

Committed growers - 5 -15 anchor vendors

Community support - customer base research

Lucrative - economically beneficial to the vendors

Source : North American Direct Farm Marketing Association, Victoria BC, 1998

Vi
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1. Preparing the Field for Market Management

FarmersMar ket s (also referred to as ¥
this manual) are important contributors to social and

economic sustainability in every corner of British Columbia.

They reflect the communities they serve and vary in size and

type, from large sheltered public markets to a few vendors

clustered in a local park or on a parking lot.

This chapter will help you to
understand:

- the social and economic

i mpact of Far mei
- the roles and responsibilities of

a Farmer sdo6 Mar k¢ _ . . ~
The meani ng oar kieFtaor nteass 6b e o me mor

diverse as other retailers or re-sale markets have adopted
the term and closely follow the same design concept.

For the purposes of this manual, the BC Association of Fa r m eNMagkéts (BCAFM) defines a
Far me arkebas:M

A market comprised exclusively (100%) of vendors who make, bake, grow or raise the
products they sell, of which a majority of the vendors are selling farm products of
British Columbia origin. These markets must be British Columbia non-profit
organizations, whether incorporated or not, with at least 6 vendors, that operate for 2 or
more hours per day for a minimum of 4 markets in a year.*

Whether your market meets this definition or if you are not quite ready but want to be an
associate member, the BCAFM is happy to have you along! The smallest and newest of
markets can play key roles in stimulating the local economy by generating farm income, by the
sale of agricultural products, and by creating local employment opportunities. New or old,
Far mer s & cokltdbuté te the social and economic sustainability of communities and
regions because they increase the consumption of local foods and stimulate public interest in
food production and processing.

As a Farmers ®arket Manager, it is helpful to know what the public are interested in, so staying
in touch with consumer research isimportant. | t i s al so i mportant to under
Markets have significant economic impact, as shown here in some recent studies.

A National Far mer sé Mar k e tconduotqu bycthe neSvly-a sy alwvh s shed Far mer
Markets Canada, 2009, and it indicated:

A estimated sales of $1.03 billion generated in the 508 markets studied;
A average of $32 being spent at each of the estimated 28 million shopper-visits; and

A visitorstoF ar me r s & tehladrtdkspend an average of $19 in other businesses on
the same day.?

Closer to home,thestudyEc onomi ¢ and Community | mpacts of Farr
University of Northern British Columbia, 2006, showed a wide economic impact across the
province:

A estimated sales of $65.3 million in the previous season;

A spending at neighbourhood businesses was estimated to be $53.3 million, which
includes monies vendors spend on materials to get product ready to market.®
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In a provincial poll conducted in December 2008 by Ipsos Read, it was found that almost 9 out
of 10 people said they liked to buy directly at farm gatesand atF a r me r s &. MaAnyrstatedt
they would be willing to pay more for produce if it was:

A fresh (91%);

A produced in environmentally-friendlier ways (82%);
A produced in BC (80%); and

A produced in the local region (78%).*

Market information such as this can help you to understand and take advantage of arising

opportunities for your market to expand or evolve in new directions. The Resources section at

the end of this manual suggests other sources of good, reliable research, helpful tools, and

examples that can be relevant to small, medium,and | arge Far mers6 Mar ket s.

A Far mer & Storfar k

The Market Managerat t he Kel ownd FEa Mankedisdsibimportantto stay in

touch with market and consumer trends so that the market can take advantage of these in their

strategic planning. If you want your market to stay ahead of the pack, suggests manager Bob

Callioux, you have to keep the market experience fresh and exciting and be flexible enough to

respond to shifting consumer trends. The success of the Kelowna market is partly due to the
factthat Bobis arisktakerandbe | i eves that #@Aif you are amoot maki ng
going fast enough! o

Like Bob in Kelowna, you can gain fresh ideas
about how to improve your market by tracking
consumer trends and by building consumer
confidence in your market and vendors.

In order to keep the consumer confidence high,
Market Managers can work with vendors to
educate them about the importance of
regulations and codes of practice and can work
with boards to assure the regulations are
relevant to the size and scope of the market. By
attending carefully to customer safety at our
Far mer s 6 yddaankoatinge to build the
customer base of the market, while maintaining
the trust that local producers and food
processors are currently flourishing under.®

Bob Callioux, Market Manager, Kelowna
© 2009 BC Association of Farmers' Markets

1.1 Role ofMarket Manager

The Farme r Blaket Manager plays several key roles in assuring the success of a market no
matter how long they have been in the job --- they are catalysts for making things happen, they
are leaders who set the tone for the market, and they are facilitators who ensure that quality
standards are met by clearly communicating the rules and regulations of the market to vendors,
customers and community members.
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Whether your position is voluntary or paid, Market Managers are coordinators who work with the
Board of Governance and its committees to implement their vision for the market; managers are
representatives of the board when dealing with the vendors, customers and community at large;
and they are appointees who are accountable to the Board for their actions while holding the
position of manager.® The manager also acts as an interpreter between various other governing
bodies (e.g. Ministry of Health, local Council) and the market board, vendors and customers, so
you must know what rules and regulations apply in your market and be able to easily explain
them to others.

In times when you find your role challenging, draw upon your interpersonal and communication
skills as well as strong multi-tasking and organizational capacities, and use these skills for
resolving conflicts. Keep in mind that a manager is a leader whose actions show that they are
confident, optimistic, decisive, creative, respectful, ethical and trustworthy. The manager is
also a visionary who is reflective and takes time to observe and understand the evolving role

t hat Farmersd6 Markets play in nurturing the

Spending time reflecting will help you to plan for the future of your market, regardless of the
level of organization. AF ar me rrkeboftavl amerges from being an informal, semi-organized
opportunity for vendors and customers to interact. At the start, many operate with low budgets
and rely heavily on volunteers i who are often busy farmers or active citizens themselves. In
turn, the vendors rely on the volunteer manager to handle administrative chores, to look after
the affairs of the day, to improve the profile of the market, and to promote the development of a
healthy market community.

If your market has evolved to the point of being able to hire a paid Market Manager, you may
find that an employee can bring to the market increased productivity, job longevity, and a
professional commitment that volunteers may not be able to sustain.” Depending on the
circumstances at your market,t h e ma npayshould reflect the expectations placed on
them by the board and vendors for professional services, and may be calculated as a
percentage of the market receipts, as an hourly wage, or as a flat fee for service.

The actual duties that are expected of the Market Manager can be periodically negotiated with
the Board of Governance or vendors depending on the size and complexity of your market i
you will find that these duties may grow and evolve as your market does.

Market Manager Duties Might Include:
A Coordinating set up and tear down of market; making stall assignments;
A Collecting stall fees; keeping daily market log; maintain market information booth;

A Developing relationships with vendors; educating and guiding vendors; garnering vendor
feedback; recruiting new vendors;

A Tracking produce prices in stores and other markets to guide pricing; monitoring quality
control;

A Coordinating volunteers; working with the board; encouraging good customer relations;
Creating special events and festivals; promoting the market and events; developing
market image; booking performers and entertainers; maintain order and cleanliness;

A Enforcing regulations and by-laws; responding to complaints or emergencies; resolving
disputes; and

A Assessing market development; monitoring goals and strategies; collecting market data;
or recommending improvements to management systems.*°

gr owt
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1.2 Responsibilities of Market Manager

Whet her you manage a small , megsyouw merketgrowshndr g e

changes, so will the responsibilities of the Market Manager. The Board will usually set the short
and long term goals of the market, and the Market Manager is responsible for knowing the
financial, governance and legal considerations to take while working together to achieve these
goals.

Here are some things to consider discussing in detail with your board, so that you all clearly
understand and agree upon what responsibilities the Market Manager is expected to undertake.

Financial considerations

Your market may have a tiny operating budget or it may have many financial obligations to meet
such as rent and payroll T in either case, the manager and the board must work together to
maintain the economic viability and accountability of the market itself.

In order for the Market Manager to maintain financial accountability to the board, it is essential
that they both agree on a good record-keeping system at the outset of their relationship. A good
accounting system will help to eliminate any misunderstandings, as well as provide
management insights for the board.

Good market records should include the basic information necessary to assess market
performance and make improvements. If you are not sure about how to set up a record-keeping
system, then learn some strategies from experienced Market Managers in your region.

Exercise: What kinds of financial responsibilities do | have as manager of the market? In what
ways do our market procedures encourage financial accountability and transparency?

There are many kinds of record books and bookkeeping systems available, but a good record
keeping system should be simple to use, easy to understand, reliable, accurate, consistent, and
designed to provide information on a timely basis. The legal requirements concerning financial
records specify only that they be a permanent, accurate and complete record of your daily
income and expenses.

To meet your financial responsibilities, a manager should ensure that permanent written records
are kept of all incoming and outgoing money. It is quite likely that your market will be handling
cash most of the time and the market should have clearly laid-out and agreed-upon procedures
for handling and recording income, petty cash transactions, and reimbursements for out-of-
pocket expenses.

Income from stall fees is an important piece of financial information that requires weekly
recording and for which a receipt should always be issued. In addition, receipts must be kept
for any expenses incurred in managing or promoting the market, including paying music and
entertainment costs. Often a cash float is established to make it easier for the manager to
handle any incidental expenses.

Far me

Farm
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A Farmerds Market Story:

Although it is a small market that draws six or seven regular vendors, the Merrit t Far mer s 6
Market is committed to being accountable and transparent with its financial record keeping.

Volunteer Market Manager Isobel Vere likes to keep an informal and personal management

style, but she is clear that the manager and the treasurer of the market must not be negligent in

their bookkeeping.

For example, Isobel likes to keep receipts for all money that comes in or out of the market. She
makes sure that she cross-references her stall fees with her attendance records as she hands
the cash over to the treasurer, who makes the deposits at the end of the market day. Having an
arms-length distance from the treasurer assures the Market Manager and the vendors that there
is public accountability for the financial dealings of the market.

If you desire a coordinated record-keeping system for evaluation and strategic planning
purposes, there are many options to choose from - check out the Resources at the end of this
manual. You and your board or finance committee might also look at new software options that
can make the task of designing, collecting, and managing data easier. (See Record Keeping
Section 3.2 for more on these topics.)

Governance considerations

As Market Manager, you will work closely with the Board of Governance and their committees to
achieve the goals and objectives of the market, and your relationship with them will be key to
the successofyour Far mer sdé6 Market.

Together, the manager and board may establish financial and accounting systems and
determine market policy, while the committees may help the manager to organize special
events, design the market layout, create a communication and promotions strategy, or engage
in vendor recruitment. In either case, the manager must be able to work with a variety of
people, and be capable of communicating clearly in one-on-one or group settings.

Exercise: How would you describe your relationship with your board? What are the
characteristics of your relationship that support you to meet your responsibilities as Market
Manager?

The relationship between managers and their boards of governance can be both rewarding and
challenging, as the board acts as both a supporter and a supervisor of the manager. Clearly-
defined roles can avoid the development of feelings of resentment and power struggles, which
can compromise the work you undertake to do together.

Depending on the particular situation, the Market Manager might work with the board to set
long-term goals, to establish policy and market by-laws, to formulate and monitor the budget, or
to design promotional plans. At the same time, the board can support the manager by recruiting
new vendors, helping to resolve conflicts, providing direction to the manager, and in making
important staffing decisions.

Some boards find it useful to strike a vendor committee to assist the manager in dealing with
issues specifically concerning vendors. These committees can be comprised of vendors and
committed customers, who may offer a fresh insight into management issues. Vendor
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committees can also become involved in setting the direction of the market, in establishing
market rules, or in resolving conflicts in a democratic manner.®

In order for either the board or its appointed committees to fully support the Market Manager to

fulfill their responsibilities, it is very important that everyone concerned is aware of the financial

and governance considerations to take, but also are aware of the legal obligations the market is
required to meet.

Legal considerations

The Market Manager is accountable to the board, the vendors, and market supporters for legal
conformity, so it is imperative that managers are fully aware of the policies and by-laws that the
market operates under, and immediately addresses any infractions that do occur on site. The
manager is also responsible for assuring the physical safety of the vendors and their customers
while on site, and likewise must record and report any safety issues or incidences for further
review.

Customers expect F ar me r s & toMeasoukcestof safe, nutritious food, especially since the
recent food recalls in North America have alerted them to the vulnerability of safe food systems.
F a r meévarkebManagers have an obligation to maintain this trust by educating their vendors,
ensuring traceability of vendor products, and by enforcing food safety and labelling rules and
regulations. As such, both managers and vendors have a responsibility to be continually aware
of the changing issues in Food Safety.’

Exercise: In what ways could | help my vendors to understand and adhere to the rules and
regulations governing our market? What are the characteristics of my management style that
could help foster this understanding?

See Appendixfors ever al sources for information regarding
Markets operating in British Columbia.

It may be wise for each market to develop a checklist of rules, regulations, by-laws and laws
that are relevant in their region. This tool may help to clarify legal considerations for the
manager, and will provide assurance that vendors are aware of their legal obligations. (See
Appendix for legal references.)

Once you are familiar with the rules and regulations governing the market, it is important for the
manager to maintain safety records on behalf of the market, which could be in the form of site
safety or incidence reports.

When a safety incident does occur at the market,
incident statement is recorded, signed and submitted to either the vendor committee or the

board for review. Incidents can be anything from a first aid incident or a serious injury, to

violence, theft, or a heated discussion with an upset customer. An incident can also be a

potentially hazardous situation, in which case a report may be forwarded to the police or other

authorities.

Exercise: How can | ensure customers that our market site is safe and provides safe food?
What are the characteristics of my market that will encourage customer confidence?
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Customers believe in the integrity and safety of shopping in their local communities, and as
customer demand and interest in locally-grown, fresh, health food flourishes, it is increasingly
important to customers that they buy directly from the producer. As a result, Canadians are

A

flockingto Far me r s 6 aMasouice of safe food and to strengthen their local economies.?

Think about all the ways your F a r me r s 6canvarichkyeut community:
A Support local agriculture;

Provide fresh, locally-grown produce;

> >

Encourage new small-business enterprises;

>\

Support local economic development;

>\

Educate the public about buying local;

>\

Provide jobs;

>

Provide food security;

>\

Provide a venue for social gathering and community building;

>\

Provide top quality and selection of products;

>

Become a tourist attraction; and
A Serve as a resource for community health.*®

Preparing the Field for Market Management

in your area. As you have discovered, the roles and responsibilities of the Market Manager
vary with the size of the market and with the governance model, but all managers assume the
role of visionaries and leaders who move forward carefully yet confidently to Sow the Seeds for
Market Success.

S
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Chapter 1 Tips

A Most Farmer sdé Mar ket s aghranomveseesitieedailyy n at
running of the market on behalf of the Board of Governance i in some cases,
managers are volunteers, while in other cases managers are paid.

A If your market is small or just starting out, you may not need to hire a paid
manager until you gather some momentum. As your market grows, you can
consider compensating your manager for the capacity-building work that they do.

A Successful markets have well defined roles and responsibilities for their
managers and for their boards, so that they can work together to meet the needs
of market members, vendors, customers and the community at large.

Words of Wisdom
Ve thinkofaFar mer s 6 Malegged stoolaCGne leg b&ng the farmer, one the

consumer, and the other is the community, and all three legs are in equal proportions
and balanced.
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2. Sowing the Seeds for Market Success

As t he F arkerManagdy, yad can sow the seeds of
a successful market by creating a pleasurable and inviting
environment where shopping for fresh food seems natural.

This chapter will;
- Provide ideas for selecting
your market site and lay-out.

- Give suggestions for getting Reflect on what it is about your market or other markets that
the right mix of products and you have visited that makes them so appealing i What
vendors. elements of the market helped to create this appeal?

- Provide insights into conflict- Customers patronize F a r me r s & firdflbecakise of the
resolution and solution-building farm-fresh produce and then for the ambience. A

skills. pleasurable shopping experience in an organic environment

is very important in attracting and retaining customers. *°

Whatever your location, managers can enliven and enrich the market atmosphere by thoughtful
site selection, product mix, and selection or placement of vendors.

2.1 Site Selection

The selection of a site for the market is one of the most critical decisions that have to be made
when establishingaF ar me r s & It Minpoktanttto select a site that has a favourable
environment, easy access for traffic control and parking, is convenient to buyers and sellers,
and has a suitable and inviting physical makeup.
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AgoodF ar me r s OsiteManrelkhante its neighbourhood or community, especially if located
in an inviting area that shoppers want to visit. When selecting a market site, try to locate
yourselves near the majority of customers, as most customers will drive within a 15 mile radius
toaccessaF ar me r s §whiMavenkoestare prepared to travel much further.'*

To attract shoppers to your market, choose a site that is visible to the main traffic flow in the
area, or where clear signage and directions can attract customers. Also consider access to
public transit, and whether the site is wheelchair, shopping cart, and baby stroller- friendly Does
it provide a safe drop-off zone and plenty of parking for customers; a rule-of-thumb states 27 3
parking spaces per vendor. If you can manage to have separate entrances and exits to the site,
it will help keep traffic from congesting.® For the safety and comfort of vendors and shoppers,
the site itself should strive to provide basic services such as running hot and cold water and
proper washing stations, wheelchair-accessible washrooms and ample electricity.

Far mer s & ardeftenlassaciated with ruralness, so would benefit from a large, open site.
At the same time, a market site must provide shade and shelter so as to protect both the
products and the vendors from overheating, excessive wind or rain.** In Quesnel, the market
enjoys access to both indoor and outdoor space, and makes the most of the park-like setting
that surrounds the building.

A Far mer s 8torfar ket

The Quesnel Old Time Farmers6 Market has secured
community members, and builds on the flow of traffic to its neighbouring businesses. The

market is located on the lawn of the local Adult Learning Centre, near to the Youth Centre and

within walking distance for many seniors. The lawn provides a natural environment for the

market, and manager Paul Dumais likes to keep the site inviting and to encourage customers to

sit and stay a while. He achieves this by setting up picnic tables and by providing a performers

tent and sound equipment to showcase local talent. In order to keep the market site clean and

maintain good relations with their host site, the manager provides garbage cans and recycling

bins that are spread around the site each week.

The Quesnel market is also a good example of how working with property owners in your
community can secure a long-term site for your market.

When deciding whether to locate your market on a private or business property, take into
consideration the stability of the ownership of the property and whether a long-term, affordable
arrangement can be arranged. Take a look at other markets - many been successfully located
on property owned by cities, churches, businesses, non-profits, individuals, and county fair
boards, among others.” For example, the Clearwater Market has successful been located on
private property for many years.

Creating a fun and engaging F a r me arkebdepdnds greatly on the location of the market,
and the market will have more chance of thriving if you can find a place that enhances the
surrounding neighbourhood. Paying attention to details can create an inviting ambience and can
pi gue p erogtyas the madket grows 1 all of which helps to keep customers and
vendors coming back for more!

Site set up

Planning foragreat F ar me r s 6is likéglarniagtfor a great party i success comes with
inviting your fAguest seénticingpthemtoxova aralndrthie sitgffreely. and by
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Ideally, your goal is to have every customer see all of the vendors, whether your market is large
or small, indoors or outdoors. You want to create a market environment where vendors,
customers and visitors will enjoy themselves i a pleasurable, upbeat site will attract and retain
loyal customers. Get together with some local artists or students to create murals, or partner
with the local garden club to beautify the site i why not get the local kids to help?

What size stall space is planned for each vendor and how will stalls be laid out? A standard

pop-up canhopy is 106 x 106, and pl an f aifstaistfacd east 5
each other, they will need at least 10 feet between them. Consider also whether vendors will be

allowed to park their trucks behind their stalls of the market.’

A circular pattern or woven aisles through the market will create a flow and will assure visibility

for all the stalls. Vendors can also be set up into several aisles, with displays and other objects

of interest placed thoughtfully to encourage movement right to the ends of the rows. Arranging

the stalls to f or m acustdmarstomovethraughlthé siteindné al so i nvi
direction. For example, place a vendor with jams and jellies next to a bread maker, or a fresh

vegetable producer near to the condiments and dip processor.

Stall allocation

One of the duties of being a Market Manager is to decide how to allocate the vendor stalls in a
way that is attractive to vendors and customers alike. You want to try to accommodate vendor
site preferences wherever possible i consistency is good for them and for their customers.
Customers are attracted by a wide variety of product choices and they want freedom of choice
between various vendors, which in turn stimulates vendors to be competitive and strive for
guality assurance.

Some markets have established a system for prioritizing vendor applications and site allocations

based on factors such as wanting to maintain a strong, diverse product mix; past performance

of the vendor, includings al es hi st or y; desiratd pravideenewtvanddcseah 6 s

opportunity to join the market. Other markets leave it to the discretion of the manager to know

the saturation limits of the market and to assess what is best for the farmers. See Vancouver

Far mersé6 Mar ket handbook for vendorexamgesi ority sys
http://www.eatlocal.org/applications/pdfs/handbook 2009.pdf

Managers can also work to establish a balanced mix of product sales by visiting with vendors
and closely watching customer behaviours and purchasing patterns.’

Exercise: What does the image of a successful market look like to you? What is working well
at your market to bring you closer to that image?

2.2 Product selection

Getting the pr od uathtan antiand aSgiencs for MarkegManagersi who have

to balance between offering a variety of products and sources for customers, saturating the

mar ket with similar product s, and giving in to th
diversified market is what customers seek, and healthy competition amongst vendors assures

that a range of quality products will be offered. Research shows that customers are looking for

more of the following products:
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>\

Vegetables, Fruit, Variety of local produce;

>\

Homemade baked goods; Organic foods;

>\

Homemade/ handmade items;

>\

Local artists, crafts, and native art;
A Childrendés clothing, ®items, toys, and activiti

As the Market Manager, you may consider seasonal variations, sales in product categories,
percentage of vendors in each category, and consumer trends when assessing product mix.’
In markets with plenty of choices, shoppers tend to
spend more money and to develop relationships with
a small group of vendors, which provides a steady
flow of customers that will in turn attract new
customers.

It may even be a good idea to produce a seasonal

product guide that managers, vendors and customers

alike will look to when planning for fresh produce.

Have a look at the harvesting guide on the BC
Association of Farmersod Markets
http://www.bcfarmersmarket.org/inseason.htm

As an additional way to bring variety into the market,

try to provide customers with opportunities to

purchase something to eat at the market i people

often dondét consider that money
from the same budget as money spent on purchases.

Having fresh, local food available for purchase also

increases the time that customers spend onsite at the

market, which can lead to further sales for vendors.

Markets may actually want to give preference to

prepared food vendors that use local farm products.’

A Farmer s Mar ket Story:

In Errington, one of the most popular stalls at the F a r me arkebis ti food concession, which
sells delicious and fragrant cinnamon buns that draw the crowds each week and traffic at the
market increases noticeably. The challenge for this market was to encourage other bakers to
sell at the market while still protecting the concession standsébusiness. The compromise that
they reached was to restrict the sale of single item baking goods at the vendor stalls as a way to
encourage customers to visit the concession stand for a snack or treat.

The inclusion of food concessions and of artisans
sl ogan fimake i t, b akyemaikdtswelame tlgem i the venddr mix.and man
Ot her markets may elect to include fABiilei OheCol i m

their mandates; however, narrow mandates may impede the market from gaining adequate
supply or demand to sustain development. A challenge that arises with establishing market
mandates is to develop a verification program so that the mandate is upheld by all vendors.
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Farm Product Verification

Customers want to buy local food because they believe it supports local farm families and
because they trust it to be safer and more nutritious. Unfortunately, not everyone abides by the
principlesof aF a r me r s 6andwamekendors take advantage of the opportunity. In cases
where the origin or production claim of a product is being challenged, a farm or local product
verification process can be established by the board and administered by the Market Manager
with the support of a small committee.

Market boards may decide to include a farm, kitchen or artisan workshop visit by the manager
or a verification committee as a requirement for joining the market, while others may only verify
sources if a challenge arises.

Having a process in place to deal with farm product verification is a good way to avoid the
spread of rumours and accusations at your market. For example, a farmer or artisan may be
required to show that their premises actually qualify as local, that it produces everything that it
sells, or that it adheres to production claims it makes (e.g. free-range chickens). Verification
committees can include board members, the manager, third party members, and vendors i be
sure to include artisans, farmers, and food processors. There are many samples of farm
verification forms available fromthe F ar me r s 6Codlitoom & e t
http://www.farmersmarketcoalition.org/resources/resource-library/?cat _id=25

Product Challenge

Other challenges may arise as to the quality, origin or authenticity of a particular product, and

the market rules should establish the Market Mana
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 customers.

Challenges may arise regarding the freshness, the cleanliness, or the quality of the product e.g.
bruised apples or knit socks that unravel. It is important then for markets boards to reserve the
right to make challenges to the quality of a product if necessary.

For an example of a Product Challenge form, seethe F ar me r s 6Coditeom -k e t
http://www.farmersmarketcoalition.org/wpcontent/uploads/rlib/Product Challenge Form.pdf

To discourage unfounded accusations, some markets establish a fee for processing a product
challenge. For instance, those launching the challenge may be required to put up a bond or pay
if the farm in question is found to be legitimate i if the challenge is found to be legitimate, the
violator might pay for the inspection, amend their practices, or face suspension from the market.
At the same time, an appeals process is also recommended so that vendors who feel wrongly
treated may have another consideration of their situation. A fair and unbiased appeal may keep
the vendor from hurting the reputation of the market in the future.’

Conflict-Resolution

The Market Manager is often the first point of contact when issues do arise at the market and is
looked to as a facilitator and a solution-builder. It is your responsibility to assure that everyone
utilizes their resources to arrive at an equitable solution. As Market Manager, you are bound to
apply the rules equally 7 whether to vendors, shoppers or community partners.
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Conflict can actually be a healthy thing, as it s
to stretch their assumptions. What is it that needs changing? Ask others what they think the

challenge is i they may have a different perspective, but be prepared to hear answers that you

may not like. People will be more likely to support your decision if they were included in the

process and understand the reasoning behind the decision. In the end, do not dawdle when it

comes to the hard work of making a decision i a good manager knows when enough

information has been gathered.*?

Some key ways to resolve conflicts include:

A Being a good listener: Make sure all
parties have an opportunity to explain
their point of view. You may be
surprised at how a solution can be
reached when patrties listen to the
0t h eerdpectives.

A Find common ground between
adversaries: Start back at the point
where each can buy into a common
goal. The more people understand
each otherds point
likely they will find a suitable
compromise.

A Set up an appeals process: Have a
committee that formal complaints can
go to for resolution. There needs to .
be a clear route for dissatisfied people to take their concerns forward. Have the person
submit the complaint in writing to the appeal committee for resolution. The decision of
the appeal committee should be binding.

A Get vendor input: Vendors are the essence of the market and they must be involved in
the working of the market. If the market is not meeting their needs, they will leave, and
good vendors are hard to find.

A Separate personalities from the problem: Because conflict often occurs from past
rivalries, competitive personalities, or lack of knowledge, be sure the problem is clearly
identified. This avoids falling into the trap of basing discussions on perceptions i things
that exist in peoplsedosfacef nds but are not ba

Solving problems is not the same as resolving conflicts. What will solve a problem will not

necessarily resolve a conflict. Conflicts are resolved when both persons understand and accept

the resolution. Conflict resolution requires good listening and communication skills so that you

can see potential solutions where others might not.** For more conflict resolution tips, visit the
Managers corner of the BC Association of Farmers?o

Exercise: Think of a tough decision that you had to make recently. Did the process you used
help other people feel included or excluded? Does something need to be done differently next
time to keep the situation from recurring?

Whether dealing with vendors, customers, board members or community partners, the Market
Manager draws on conflict-resolution skills to facilitate building a solution that is acceptable to
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all parties. A Market Manager can do a lot to create a working environment where conflict and
change are managed by nurturing supportive relationships.

A Far mersd Mar ket Story:

AttheNicol a Val | eMarkEBtavoluntear mahager Isobel Vere makes sure that she
develops a personal and informal relationship with each of the vendors. When there is a quiet
moment at the market, she checks in with the vendors to see how they did that day or to survey
them for input to a market decision. She takes a genuine interest in the vendors and
encourages them to help each other out. She sees her style as relationship-oriented and helps
to build this by gathering all the vendors together for a social wind-up at the end of the season.

When a new vendor arrives at the market, they are offered the first month for free, and Isobel
tries to provide a low-risk and non-threatening environment for them to test out their products
and build their confidence. Isobel is careful to listen to the ideas and concerns of both vendors
and customers while at the market; she notices the gaps and tries to encourage existing or new
vendors to fill them with their products or services.

2.3 Vendor Selection

Selectingt he right mix of vendors, products or service
be complex, but you can simplify the task if you focus on giving the customer what they want.
According to Far mer s Gsiniartark te tcustom€ra areafrdsh, in-seaboa t

produce; locally-produced products;and fri endly service. What they
vendors, more selection, more days of the week, m
other words i they want more opportunities to do business with your vendors! 2

Vendor Mix

The mix of vendors is extremely important in building a successful market. Try to find producers
of diverse farm products, and to offer a range of high quality processed foods such as breads,
jams, sauces, and other value-added products, which will encourage shoppers to do the bulk of
their grocery shopping at the market.” At the same time that you are seeking vendors for your
market, it is important that your market determine clear guidelines for selection, especially when
it comes to questions of product re-sale or of the balance of producer to artisan participation.

For membership in the BCAFM, your Far mer s omudiber k e t

A market comprised exclusively (100%) of vendors who make, bake, grow or raise the
products they sell, of which a majority of the vendors are selling farm products of British
Columbia origin.

Itis importantfor F a r me r s 6Mahhgearskogdllow this mandate in order to maintain the
authenticity of BCAFM member markets. For example, this commitment means that sales of a
nei ghbour és cher r i gaswowdahérres porehaspd oatside bf thé regibon.
Regular reviewing of each v e n d prodacss and annual visits to their farms can encourage
vendors to uphold the BCAFM standard. Certainly, mostF ar me r s & add@ a gdoley that
restricts the sale of used items as a way to discourage flea market or garage sale items; these
distil the purpose of F a r me r s & to [ravidé hrealthy food and high quality items.®
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of

There are also decisions to be made regarding the mix of farm and craft vendors at the market.

Some markets may decide to adhere to a ratio such as 80% farm produce to 20% artisan
products. Other markets could decide to fluctuate because they depend on artisans and food
concession stands to keep their market stalls adequately filled, or to see them through the
shoulder seasons (typically March to June and October to Christmas).**

As Market Manager, it is your job to follow the guidelines for vendor selection that your board
has established, whether they adhere to established percentages or are flexible and work

towardsacertain Afeel o for the
the right feel for your markets is the capacity to recruit new vendors to join in.

Vendor Recruitment

Finding farmers who are growing the right products for marketing at your market may provide

vendor s

Far me

and prc

some challenges i there may be an excess of certain producers, or a shortage of farm vendors

all around the region.

Whatever the size and situation at your market, actively recruiting vendors may be an important

role that you play as Market Manager.

When setting out to recruit new vendors, personal contacts and phone calls are the most

effective ways to get the word out about your F a r me r set YolMmighkdecide to visit other
markets in your region and talk to their managers about recruiting from their stock of vendors 1
they may even have a waitlist to share. Farmers often will be interested in selling at more than

one market, but be careful not to steal vendors away.

Another idea to recruit new vendors is to visit U-Pick operations and roadside stands in the
area, as these farmers may be eager to try another outlet for direct marketing. 10 You might
also try attending local agricultural meetings, events or seminars to locate or recruit new
vendorsiand donét f or g dinespemaltyddoddirdctoriesustich as BC Small
Scale Food Processors http://www.ssfpa.net/bcsfd or the Wild BC website

http://buybcwild.com/buy-bcwild-directory .

It is important to clearly communicate what you have
to offer a vendor and what it is that you expect in
return. You and your board may decide to design
some handouts to help with your vendor recruitment,
such as the BCAFM as done. Their pamphlet
outlines the benefits of beingavendorataF ar me 1
Market, and you might add in selling points about l
your particular market.

In addition to having a recruiting handout, you might
want to develop a vendor application and selection
process. The Calgary Far me r s Oprowides &k e t
good example of a simple but clear application form:
http://www.calgaryfarmersmarket.ca/
Documents/2007-vendor-application.pdf.

Once you receive an application, review it to

determine if a vendor has a product you need and if they are able to supply your market from
the beginning to the end of your season. If so, can they meet your demand for quality and

presentation? Find out if the vendor is selling at any other markets and which ones they are.
Ask people at the other markets

v ealityd o r
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of their products, and is it consistent? Keepin mindthat F a r me r s 6cuskbmerskliletto talk
to vendors. Make sure the vendors you are considering are friendly and willing to talk with their
customers when conditions allow.™

Vendor-Customer Relations

You can help to create a healthy business environment at your market by coaching your
vendors to develop good customer relations and marketing skills. Many farmers are not
accustomed to direct marketing and may need assistance in displaying and promoting their
products to build a reliable customer base. As the needs and preferences of your customers are
known in more detail, managers can begin to focus on ways to help vendors increase sales.

Exercise: Think of the | as thatwayswteuldgouhaselbeenmoredior ar r
helpful to them? What worked with their vending skills and what could have been done
differently?

Good vending skills include paying attention to product quality and display, customer safety,
product knowledge, and appearance and behaviour. To become the best possible resource for
vendors, managers have many ways they can keep up-to-date with marketing trends and ideas:
by keeping in touch with the BCAFM, F ar me r s 6Camdar andeother organizations; by
attending educational opportunities such as direct marketing conferences; or by visiting other
market sites and gleaning ideas from their managers and vendors.

Things to mention when coaching vendors for strong customer relationships and sales:

A Vendor Appearance and Demeanour: Be clean, friendly and welcoming. Reach out to
customers but do not hawk your wares. Know your crops, how they are produced, and
how to use them.

A Stall Appearance and Signage: Stalls that are distinguished can be found again.
Provide unique signage and tell your farm story on your product tags, business cards,
brochures, or website.

A Displays and Products: Create displays that are attractive and easy to reach yet are safe
and stable. Make sure that all products are clean, clearly identified, and priced within
keeping with other vendors. i St ack it High and it wil!/l FI'yo i s

A Abundance and Quality: Color and vertical layout are visually attractive to customers, so
are baskets and bins that look full. Arrive with high-quality produce and keep it on ice or
cold water so it will stay fresh all day.

A Professionalism: Arrive on time and be ready with all your equipment in good enough
shape to present a professional appearance. Have adequate staff to provide courteous
and prompt service. Strive to secure the trust, security and safety of your customers.’

The BCAFM hosts a Vendors Corner on their website that contains other resources for vendors,
such as making your display entertaining, providing samples, standing behind guarantees, and
taking email orders ahead of time. See http://www.bcfarmersmarket.org/ind/vendors.htm for
more details, including information on the annual BCAFM conference that is chocker-block full
of great ideas and opportunities to learn from other Market Managers.
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AFar mer s 0 Sthhg:r ket

At t he Kel own Craffesroméas & ed n d ma ouawoeks witlBtbelvenddes ol i

make sure that their customer s ctaBakett,Gowltorlt he mar k
i sndét Sol d Her e .edcoura@ingleactdveneld to halwe geod signage that is to the

point, including one that clearly identifies the farm and its location. He would like to see each

stall have a picture of the farm or workshop where their products originate, and a farm or

product profile that is unique. This includes coming up with a catchy slogan i just like they did

for the Kelowna market itself!

Customers value taste, nutrition, food safety, and, perhaps most of all, knowing where their food
comes from. To meet these expectations, producers should keep in mind that product
traceability is important for quality assurance and food safety concerns, and that for most of
these customers, sustainable practices are more important than organic certification.*®

As manager, you can coach your vendors on customer relations and product sales techniques.
The quality of the product may get lost with a chaotic display or poorly-presented vendor, and
that often means little temptation for the customer to buy the product or no encouragement to
develop a relationship with the vendor.

Vendor Best Practices

Your responsibility to the vendors is to create a business environment in which they can
successfully market their products. All of the work you do in public relations, accounting, and
keeping track of regulations is ultimately focused on developing and maintaining your market -
where vendors bring their goods and make a living selling them. How you communicate with the
vendors, how you apply the rules, how you handle conflict, and the tone you set for the market
are critical to the overall health of the market.

Know Your Vendors and Their Products

Get to know about agriculture in your region. Talk to the farmers and other vendors at your
market and become familiar with what they supply i do you know how they grow or make the
product? Find out about their farms, what crops they grow, how many acres they farm and how
they market their products (i.e. do they have a farm-gate stall?) This information will help you
communicate and develop relationships more easily with your vendors so that you can help
them to understand the rules and overall climate of the market.*?

AFar mer s 0 Sthhg:r ket

Staying connected to vendors is important for Cindy Nelson, who has promoted the Penticton
Far mer s 6as Mmositikessite for3 o f t h el8 gears. kKAkhbu@s Cindy works for her
Board of Governance, she says her real bosses are the vendors. She has sustained her long-
standing relationship with the vendors by staying community-minded and keeping in mind the
grassroots reasons for the market. Over the years, she has tried not to get caught in the
conflicts or politics of the market, and she does this by staying calm, being patient, and above
all, enjoying herself. Cindy is a good listener who is organized and thinks ahead so she knows
what she has to do, but at the same time, she realizes that the on-site management is where
the really important work gets done.

Developing and maintaining good relations with your vendors is essential to the stability of a
Farmer s 6 Mar ket . Satisfied vendors are I|likely to b
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return season after season, creating consistency of product for the market. Vendors also
develop relationships with customers, who come back week after week to buy specific items
from their favourite farmers. Happy vendors are more likely to get involved in the market on a
larger level and take part in the decision-making process, while dissatisfied vendors tend to
undermine a marketés stability and success.
unfairly or that the manager is not doing enough to help their business at the market may leave
and the entire market will suffer. Even if they do not leave, they may complain among
themselves and hurt morale.*?

Communicate With Your Vendors

Communication regularly with your vendors can be a good preventive measure for managing
the market. Ask the vendors to help set the fees and to create a clear set of rules i and to
agree on the consequences of breaking those rules. You can achieve this at your regular
vendor meeting, through circulating a regular vendor newsletter, or by setting up a vendor
committee to deal with issues concerning vendors.

By giving vendors a strong voice, they can help you and your board to set the direction of the
market, assist the manager in developing the market plans, set market rules, and resolve
conflicts and differences of opinion. If you can, include representation from a variety of vendors
in addition to farmers, such as artisans, food vendors, customers, volunteers, and members of
the general public i all can bring fresh ideas to the group.®

The Board of Governors usually determines the rules of the market and sets the fee structure,
while the manager is responsible for implementing them on-site. To avoid disputes and
misunderstandings, each vendor or applicant should receive an information package with rules
in preparation for the season.
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