
  SAN DIEGO
FARMING 4 PROFIT

WORKSHOP #2

July 29, 2019

Provided by Kitchen Table
Consultants and CHIP's

Farm to Institution Center 
 



 SELF
ASSESSMENT

 5 minute paper form
Please use your name

Will be kept private



T O D A Y ' S  A G E N D A

M o d u l e  1 :  1 0  s t e p

b u d g e t i n g  t o o l k i t

M o d u l e  2 :  b e n c h m a r k i n g

L u n c h

M o d u l e  3 :  b u y e r  p a n e l  Q & A



B U I L D I N G  A  B U D G E T  F R O M  S C R A T C H

I n  u n d e r  1  h o u r !

+ 1 0  s t e p  t o o l k i t  t o  y o u r  m o n t h l y  b u d g e t



C H A R T  O F  
A C C O U N T S

I n c o m e

C o s t  o f  G o o d s  S o l d  ( C O G S )

L a b o r

G e n e r a l  a n d  A d m i n  ( G + A )

O p e r a t i n g  E x p e n s e s

F i x e d  E x p e n s e s

O n e - T i m e  E x p e n s e s

T h e   B a s i c   T h e o r y

S e v e n  N u m b e r s



C H A R T  O F  
A C C O U N T S

I n c o m e

C o s t  o f  G o o d s  S o l d  ( C O G S )

F o r m a t  R e v i e w

O p e r a t i n g  E x p e n s e s

L a b o r

G e n e r a l  +  A d m i n i s t r a t i v e

F i x e d  E x p e n s e s

O n e - T i m e  E x p e n s e s

G r o s s  P r o f i t

N e t  P r o f i t

Y o u  d o n ' t  n e e d  a  c a t e g o r y  

f o r  e v e r y t h i n g .  W h a t  y o u  

D O  n e e d  t o  s e e  i s  T R E N D S .



C H A R T  O F  
A C C O U N T S

B u d g e t  a c c u r a c y  a n d

B e n c h m a r k i n g

C o n s i s t e n c y  f o r  m o n t h  t o

m o n t h  c o m p a r i s o n s  t o  i d e n t i f y

t r e n d s

D e c i s i o n  m a k i n g  f o r  h o w  t o

s p e n d  -  w h a t  c a n  c h a n g e  v s

w h a t  c a n ' t

C h e c k  i n  w i t h  

t h e  " w h y "



S E N S I T I V I T Y
A N A L Y S I S

W h a t  h a p p e n s  i f  w e  d o

b e t t e r ?  o r  w o r s e ?

B u i l t  i n  s y s t e m  t o  e x p e r i m e n t

w i t h  h i g h  a n d  l o w  s a l e s

s c e n a r i o s  a n d  o u t c o m e s

W h e n  v a r i a b l e  c o s t s  a r e  t i e d  t o

s a l e s ,  w e  c a n  q u i c k l y  p l a y  w i t h

t h e  n u m b e r s

F i x e d  c o s t s  d o n ' t  c h a n g e  w i t h

g r o w t h  o r  s h r i n k

S o m e  c o s t s  m a y  b e

d i s c r e t i o n a r y ,  o r  " b u d g e t e d " .

 



B U D G E T I N G

W o u l d n ' t  y o u  r a t h e r

h a v e  a  g u i d e  t o  y o u r

s p e n d i n g ?

P l a n n i n g

M i d - s e a s o n  d e c i s i o n  m a k i n g

a n d  c o u r s e  c o r r e c t i o n

A c c o u n t a b i l i t y  f o r  a l l  

S i m p l e  b u i l d i n g  b l o c k  o f

h i s t o r i c a l  P + L

L e t ' s   w a l k   t h r o u g h   a   1 0 -

s t e p   b u i l d - a - b u d g e t   d e m o !



W h a t  a r e  t h e  t w o  m o s t  i m p o r t a n t  t h i n g s  y o u  
n e e d  t o  k n o w  a s  a n  e n t r e p r e n e u r ?

"How to use Excel and plunge a toilet." 
Ted LeBow | Co-Founder + Principal | Kitchen Table Consultants



E x i s t i n g  v e g e t a b l e  f a r m
 

O p e r a t e s  a  2 0 0 - m e m b e r  
C S A ,  f a r m e r s '  m a r k e t s ,  a n d  
a  g r o u p  o f  w h o l e s a l e  
a c c o u n t  ( m o s t l y  r e t a i l e r s  
a n d  1  u n i v e r s i t y )

 
T h e y  u s e  Q u i c k B o o k s  O n l i n e

 
T h e y  h a v e  a l r e a d y  u p d a t e d  
t h e i r  C h a r t  o f  A c c o u n t s  f o r  
t h e  y e a r

B U D G E T
A S S U M P T I O N S



Step  1a :  
Go  to  Qu ickBooks  and  make  sure
your  Chart  of  Accounts  for  the  l ast
two years  a re  norma l i zed  and  set
up  correct l y .

Step  1b :  
Export  the  P&L f rom Qu ickBooks
through  the  end  of  the  most  recent
month
 
Step  1c :  
Use  the  Chart  of  Accounts  as  the
base  of  the  budget
 
*Let ' s  ta lk  about  Exce l  &  Wave  users

S T A R T I N G  S T E P S



B U T  F I R S T . . .

S u m

C o p y i n g

S e n s i t i v i t y

A b s o l u t e  a n d  r e l a t i v e

F o r m a t t i n g

V e r s i o n  c o n t r o l

B a s i c  f o r m u l a s

P M T  f u n c t i o n

E x c e l  b a s i c  f u n c t i o n s  
a n d  f o r m a t t i n g

E x c e l  t i p s  a n d  t r i c k s



Step  2 :  
Format  your  document  to  put  year
1  on  the  l e f t .

Step  3 :  
Fo l l ow the  inst ruct ions  to  program
trends .   

We  want  to  understand  Income ,
OpEx  as  % of  sa les .   
Other  l i nes  shou ld  show us  %
change  f rom pr io r  year .

 
Step  4 :  
Labe l  each  l i ne  by  i t ' s  dr i ver  -  i s  i t
f i xed ,  var i ab le ,  budgeted  or  based  on
pr ior  year ' s  sa les?
 

B U D G E T  S E T U P



Step  5 :  
Make  assumpt ions  and
pro ject ions  for  each  account  l i ne ,
based  on  the  t rend  and  dr i ver .
 
You  may  need  a  separate
bra instorming  spreadsheet  for
sa les  pro ject ions  by  customer  or
enterpr i se .
 
You  may  a l so  benef i t  f rom a
staff ing  chart  to  back  up  your
labor  est imate .

C R I T I C A L
T H I N K I N G  S T E P S



Step  8 :  
Set  up  the  sens i t i v i ty  ana lys i s
feature ,  us ing  our  formu la .   Rev iew
i t  and  then  copy/paste .

A P P L Y  Y O U R
F O R M U L A S

Step  6 :  
Enter  the  appropr ia te  ca l cu la t ions
for  the  dr i ver  type  in  the  budget
co lumn .   Th i s  w i l l  g i ve  you  the
budget  numbers !
 
Step  7 :  
Copy  and  paste  the  subtota l
formu las  f rom your  P&L to  the
budget .   Now we can  see  resu l ts !



B U I L D  O U T  Y O U R
Y E A R  &  M O N T H L Y

Step  9 :  
Wa lk  down your  budget  l i ne  by  l i ne
and  make  sure  a l l  o f  the  va lues  are
ca l cu la t ing .   Take  a  moment  to
rev iew each  one  and  make  sure
they  make  sense .   Cha l l enge  your
assumpt ions .
 
Step  10 :  
Break  down your  budget  by  month .   
Th i s  s tep  i s  ted ious  but  th i s  i s  the
mag ic  s tep !   Now you  have  month ly
benchmarks  to  compare  to  your
P&L and  make  course  correct ions
each  month  or  quarter .



N E X T
S T E P S

Reconci le your accounts if  you haven't yet,  so you

know your numbers are accurate

Generate your P&L 2 year export,  or bui ld it  by

hand from Excel or Wave

Get ready to bui ld your budget!  Don't forget to

sign up for August & September coaching support.

https://payroll.intuit.com/online-payroll/


B E N C H M A R K I N G  R E P O R T S



B E N C H M A R K I N G
" E X T R A S "

How has  c lean ing  up  your  books
he lped  your  bus iness?

 
How has  be ing  a  part  of  a
group  pushed  you  to  get  th ings
done?

 
You  have  a  checkpo int  for
c la r i ty  ha l fway  through  the
year

 
Look  at  l ast  year  vs  th i s  year

 
How can  we  do  better  than  l ast
year?



S A L E S  P E R
E M P L O Y E E  &

S A L E S  P E R  A C R E
Good rat ios  don ' t
necessar i l y  mean  hea l thy
bus iness  -  remember  to  
look  at  sca le  and  f inanc ia l
susta inab i l i t y  for  the  long
term



M A R K E T I N G
What  are  you  do ing  for
market ing?

 
Everyone  has  very  low or  no
cost  market ing !

 
What  metr i cs  a re  we  us ing  to
determine  that  the  market ing
i s  work ing?

 
What  cou ld  we  be  do ing  or
want  to  l earn  more  about
do ing?



F I X E D  C O S T S
Are  you  runn ing  w i thout
insurance?  Why  i s  th i s  a  bad
idea?

 
I f  you ' re  on  your  own l and  that
you  or  fami l y  own ,  shou ld  you
cons ider  charg ing  a  rent  fee?  

 
Cons ider  rent  vs  tax  benef i ts
of  mortgage  in terest .  You  can ' t
doub le  d ip !



L A B O R

What  i s  a  hea l thy  range  for  l abor
as  a  percentage  of  sa les?

 
When  you  h i t  40%+ you  probab ly
have  a  cause  for  concern .

 
I f  you  bu i ld  your  budget  around
pay ing  yourse l f  " l abor"  at  more
than  40% of  sa les ,  you  w i l l
p robab ly  not  ach ieve  that  goa l
l ong  term.   How does  that  re la te
to  budget ing?

 
What  does  ind i rect  l abor  mean?
Who 's  do ing  that  work  for  you?
What  shou ld  you  expect  as  your
farm grows?



N E T  P R O F I T

What  i s  a  good  goa l?  
 

What  i s  susta inab le?
 

Why  do  some of  you  show a
pretty  h igh  net  prof i t
comparat i ve ly?   Te l l  us  what
you  are  do ing !



S A L E S  P E R  $  O F
A S S E T S  O R  D E B T

What  makes  these  rat ios
"hea l thy"?

 
Measure  of  how we l l  your
debts  or  assets  a re
work ing  for  you .   RO I .

 
Let ' s  l ook  at  another
examp le



L U N C H  &  N E T W O R K I N G



Panel Discussion--Wholesale Buyers
 
 

Bob Harrington - Specialty Produce
Janis Garcia -  Daily Harvest Express 

Carissa Iwamoto - Fallbrook UESD
Jessica Waite - Wrench & Rodent 

Seabasstropub



N E X T
S T E P S

Schedu le  your  August  sess ion

to  work  on  your  budget .

Mark  your  ca lendar  for  the

next  workshop  -  Monday ,

October  21st .

I f  you  d idn ' t  do  th i s  round  of

benchmark ing ,  p lease  do  i t ,  and

we ' l l  do  the  next  one  in  ear l y

October .

Mark  some t ime  on  your

ca lendar  for  week  1  October  to

do  your  benchmark ing .

1 .

2 .

3 .

4 .



REMINDER
Turn in your self assessment
survey to Dane before you

leave



R E B E C C A  F R I M M E R

7 0 3 . 5 9 3 . 5 4 2 0
R E B E C C A @ K I T C H E N T A B L E C O N S U L T A N T S . C O M

BE IN TOUCH

KITCHENTABLECONSULTANTS.COM


