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l. Executive Summary & Guiding Framework

This business plan proposes the establishment of a diversified farm enterprise on a
124-acre parcel in Chelsea, VT. The enterprise will focus on integrating livestock and
hay production with maple syrup, agroforestry, and value added operations, aiming for
both economic viability and ecological sustainability. We seek a farmer partner to
co-create and manage this venture, ensuring alignment with our mission to strengthen
the regional food system, enhance farm viability, and conserve the working landscape.
The primary goal is to foster a resilient, community-focused farm that serves as a

model for sustainable agriculture in central Vermont.

I. The Problem & The Opportunity

Problem: This valuable 124-acre Chelsea farm, featuring 64 tillable acres, a mature maple
stand, and essential infrastructure (barn/quonsets), has been dormant for two seasons.
Without active management, the land’s productivity, soil health, and value to the
community—as secured by the Vermont Land Trust (VLT) Conservation Easement—are
diminishing. Furthermore, it is not contributing to Vermont’s critical need for climate-resilient
food production and economic diversification, as outlined by the Intervale Center.

Opportunity: By establishing a co-created partnership, this land can be immediately
reactivated into a diversified, regenerative, and economically stable multi-enterprise
operation focused on high-value products and ecosystem health.

Il. Purpose, Mission, & Vision (Intervale-Aligned)



This farm enterprise will be founded upon the strategic vision of the Intervale Center. The core
partnership is about achieving these goals through land stewardship and business viability.

Element Description

Our Specific Goal

Purpose To build a just, thriving, and
climate-resilient food
system for all.

To model a profitable,
diversified farm that
demonstrates climate
resilience through
regenerative practices and
community access via
local markets.

Mission Support farming that
balances the needs of
people and the planet.

Establish three synergistic
enterprises that maximize
productivity (people) while
significantly increasing soil
carbon and water retention
(planet).

Vision Advance the movement to
strengthen community
food systems (equity,
access, resilience).

Develop the enterprises to
include farmer training,
community education days,
and equitable labor
practices from the start.

lll. Land Assets and Conservation Context

The Canvas for Co-Creation

Forested, 6 Farmstead

Feature Details Implications for
Enterprise
Acreage 124 Total: 64 Tillable, 56 Excellent potential for a

diversified, multi-crop
model.

Soil Cabot, Colrain, Buckland,
Pomfret (Excellent hay
history).

Healthy soils, but require

regenerative management
(no-till, cover cropping) to
prevent dormancy decline.




Easement, Current Use,
Family Forest Carbon
Program.

Infrastructure Large Barn (needs repair), Immediate storage and
2 Quonset Huts. value-added space. Barn
needs capital investment,
but supports livestock and
hay/maple processing.
Easement VLT Conservation Operations must comply

with VLT working lands
requirements. The Carbon
Program provides a
guaranteed forest revenue
stream and dictates
long-term forest
management.

IV. Proposed Solution

The immediate solution is the formation of a Farmer-Owner Co-Creation Agreement. This
involves establishing a 5-year partnership where the Farmer invests labor/expertise and
minimal start-up capital, while the Owner/Land Trust invests the land and infrastructure
capital (barn repair, equipment acquisition).

Key Steps:

1. Select Co-Creator: Identify a partner whose values align with the Intervale mission.

2. Secure Tenure: Implement a tailored collaborative model (see Section VIlI).

3. Launch Enterprises: Focus on three symbiotic ventures: Regenerative Hay/Livestock,
Climate-Resilient Maple/Forest, and Specialty Flowers/Value-Added.

Il. Infrastructure & Risk Assessment

V. Infrastructure and Capital Needs

The existing infrastructure is a critical asset but also presents the largest immediate capital

expenditure risk.

Asset

Current Condition

Action Plan

Estimated
Investment (Year

1)

Large Barn

Needs repair;

Prioritize structural

$20,000 - $35,000




previously used for integrity and safety. | (Owner Capital)
hay storage (upper) | Repair roof/siding
and animal and upgrade lower
paddocks (lower). level for efficient
rotational livestock
handling.
Quonset Huts (2) Usable; ideal for Convert one into a $5,000
season extension wash/pack station (Farmer/Owner
and processing. for cut flowers; Split)

convert the second
into a small maple
sugar shack or
vegetable/storage
greenhouse.

Equipment

2 Tractors, 2
Mowers (Need
work; dormant for
years).

Assess repair
needs vs.
replacement/lease.
Focus on a reliable,
low-emissions
tractor for hay and
field work. Lease
specialty
equipment (e.g.,
small sap
evaporator, flower
harvester).

$15,000 - $25,000
(Lease/Owner
Capital)

Water Source

River/Stream
(non-potable farm
use).

Develop a
permanent
gravity-fed or
solar-powered
pump system to
ensure reliable
livestock watering
and irrigation for
flowers.

$3,000
(Farmer/Owner
Split)




VI. Enterprise Financial Goals (5-Year Projections)

The goal is to move from asset reactivation to full self-sufficiency and profit distribution by
Year 3, achieving a minimum annual profit margin of 20% by Year 5.

Metric Year 1 Year 3 Year 5

(Setup/Launch) (Self-Sufficient) (Thriving/Expansi
on)

Total Revenue $45,000 $120,000 $200,000+

Primary Focus Hay quality/Soil Market Value-added
Health (tillable); development production;
Maple tap lines (flowers); Livestock | Farmer/Employee
(forest). herd growth. wages.

Profit Margin 0% (Reinvesting) 10-15% 20%+

Climate Impact 0.5% Soil Carbon 1.5% Soil Carbon 3.0%+ Soil Carbon
Increase Increase Increase

VIl. Key Operational Risks & Mitigation

Risk

Details

Mitigation Strategy

Barn & Equipment Failure

Delayed start-up or high
unexpected capital costs
due to dormant assets.

Secure quotes before final
agreement; structure
partnership capital to cover
a 25% contingency budget
for infrastructure repair.

Market Saturation

Low prices for bulk
commodity hay or
small-scale cut flowers.

Focus on Certified
Regenerative/Organic
Hay (premium pricing) and
High-End
Specialty/Wedding
Flowers (niche market).




Climate Event
(Flood/Drought)

The land is protected, but
Chelsea is susceptible to
changing weather.

Diversify! Maple tapping is
drought-resistant; Hay is
flood-vulnerable.
Implement Agroforestry
buffers and utilize cover
crops to increase soil
infiltration.

Partnership Conflict

Disagreement on labor,
capital investment, or
direction.

Establish a clear,
documented Co-Creation
Agreement (Section VIII)
with quarterly check-ins
and a formal dispute
resolution process.

lll. Co-Creative Tenure and Partnership Models

The success of this enterprise hinges on a tenure model that goes beyond a standard lease,
fostering a co-sense and co-create environment that meets both the landowner’s
investment goals and the farmer’s long-term security needs.

VIII. Five Collaborative Tenure Arrangements

Option Model Farmer Owner Probability of
Description Investment Investment Success

1. The Formalized Labor, Land, major High (80%) -

Profit-Sharin Co-Creation: expertise, infrastructure Provides

g Co-Venture The smaller (Barn), working | security and

(Recommend Owner/Land infrastructure capital for Year | clear

ed) Trust holds the | (water system, 1, insurance. incentives for
land title and flower both parties.
invests major processing Aligns
capital (barn supplies). climate/profit
repair, goals equally.
equipment). VLT often
The Farmer supports these
manages all structures.




day-to-day
operations and
provides the
labor/expertise
. Net profit is
split (e.g., 70%
Farmer, 30%

Owner) until
capital is
repaid, then
shifts to a
90/10 split.
2. The Owner All capital Land title, Medium-High
Lease-to-Ow provides a improvement existing (65%) - High
n with Capital | standard costs, all labor, | infrastructure, incentive for
Equity 5-year lease. and a monthly guidance on the Farmer,
The Farmer lease payment. | VLT but high
purchases the compliance. upfront risk
property (at and capital
VLT-appraised burden for
price) over them. Requires
15-20 years. a dedicated
Capital Farmer with
investments significant
made by the equity
Farmer (e.g., potential.
barn repair,
new fence) are
calculated as
equity against
the purchase
price, reducing
the final
acquisition
cost.
3. Phased Minimal Labor, Land, basic Medium
Enterprise Commitment: equipment for infrastructure, (50%) -
Lease Separate specific no financial Simple to start,
leases for enterprises, all risk on but fails the
separate operating enterprise "co-sense/co-




enterprises. costs. performance. create" test. It
Year 1: Hay lacks
Lease only long-term
(Farmer pays security and
rent per ton incentivizes
harvested). short-term
Year 2: Add extraction over
Maple Lease soil health.
(Farmer pays
rent per gallon
produced).
Year 3: Add
Farmstead
Lease (fixed
monthly rent
for
quonsets/padd
ock).
4. Land The Time, labor, Land, all Medium
Manager + Owner/Land and capital, all (55%) - Low
Employee Trust retains all | compliance operating risk for the
decision-maki with the costs, and a Farmer, but
ng and Owner’s guaranteed lacks the
financial risk. directive. Zero salary. entrepreneuria
The Farmer is financial risk. | incentive
hired as a required for
salaried Farm high
Manager (with diversification
a bonus tied to and innovation.
net profit and Better for a
climate non-VLT-prote
outcomes like cted farm.
soil carbon
score).
5. A small group Labor, Land purchase | Low (40%) -
Community-B of local expertise, a financing, High
acked "Community small initial major capital, complexity in
Shareholder Investors" investment, and establishing
Model forms an LLC and full community the legal
to purchase operational market structure and




the land and management. support. managing

hires the multiple

farmer. The external

Farmer is given stakeholders.

non-voting Excellent for

equity shares Intervale

in the LLC, alignment, but

growing based high

on profit. administrative
barrier to
entry.

IX. Conclusion: Partnership Requirements
The ideal partner for this co-creation model must demonstrate:

Expertise in at least one core enterprise (Hay, Maple, or Livestock).

Commitment to regenerative and certified organic (or regenerative) practices.
Alignment with the Intervale Center's principles of social equity and climate resilience.
Willingness to enter into a Profit-Sharing Co-Venture (Option 1) for a 5-year minimum.

hLnN =

IV. Diversified Enterprise Strategy

A diversified, resilient farm requires three interdependent income streams. The selected
enterprises below leverage the land’s natural assets (Hay Fields, Forest, Farmstead) while
mitigating climate risk through non-correlation.

X. Core Farm Enterprises (Three Options)

Enterprise 1: Regenerative Hay & Rotationally Grazed Livestock

Categories: Hay, Livestock, Perennials/Orchard

Model: Transition the 64 tillable acres from conventional commodity hay to a

premium-priced, high-quality product. Introduce rotational grazing of a small beef herd

(e.g., 20 head of heritage breeds) or sheep.

e Execution:

o Hay: Implement no-till planting, diverse cover cropping, and a mix of perennial
grasses/legumes (clover, alfalfa) to boost nutritional value and soil health. Aim for
Certified Regenerative status.

o Livestock: Utilize the lower barn paddocks for winter housing and manage the herd
with a high-intensity, short-duration grazing plan across the hay fields. This is key to
building soil organic matter and sequestering carbon.



o

Market: Sell premium Hay (equine/dairy) and high-end, locally marketed grass-fed
beef/lamb (direct-to-consumer).

e Probability of Success: High (75%)

@)

Why: Leverages historical success (excellent hay quality), existing tillable acreage,
and the barn infrastructure. Regenerative practices are a strong market differentiator
and the VLT mandate reduces land use competition. Risk: High capital needed for
fencing and water system installation.

Enterprise 2: Climate-Resilient Maple & Agroforestry

Categories: Maple, Forest/Foraging, Agroforestry
Model: Reactivate the mature 56-acre maple stand for high-quality syrup production,
while simultaneously implementing agroforestry practices in forest edges and understory
to diversify income and strengthen the ecosystem.

e Execution:

o

Maple: Install a modest tube-and-vacuum system (approx. 1,000 taps) using the
quonset hut as a temporary or renovated sugar shack. Focus on selling specialty,
small-batch single-grade syrup to high-end food shops.

Agroforestry/Foraging: Plant nut trees (e.g., Hazelnuts) and medicinal shrub
understory (Elderberry) along field edges to stabilize soil, create a windbreak, and
diversify revenue. Manage the forest under the Family Forest Carbon Program for an
immediate, stable, low-risk revenue stream.

Market: Specialty Maple Syrup, nut crops (Year 5+), and forest-foraged items
(mushrooms, ramps, etc.) where legally sustainable.

e Probability of Success: Medium-High (65%)

o

Why: The maple stand is an existing, high-value asset. The Carbon Program
guarantees income stability. Risk: Maple is highly susceptible to warming climate,
which is mitigated by the diversified agroforestry/forest product components.

Enterprise 3: Specialty Cut Flowers & Value-Added Products

Categories: Cut Flowers, Perennials/Orchard, Homesteading
Model: Dedicate 1-2 acres of the tillable land or farmstead to intensive, high-value cut
flower production for local florists and wedding events, using the second quonset hut for
a propagation greenhouse and wash/pack area.

e Execution:

@)

Flowers: Focus on hard-to-source varieties (Dahlias, Peonies, specialty annuals) that
command premium prices. Utilise a CSA model (Community Supported Agriculture)
for consistent weekly income.

Value-Added: Use seasonal fruit and herb byproducts from the field edges
(Enterprise 2) and homestead garden to create jams, infused honeys, or spice mixes,
sold under the farm brand.

Market: Direct sales to local/regional florists, wedding/event designers, and a small
flower CSA subscription. This provides an excellent customer-facing aspect for the
Intervale community engagement goal.



e Probability of Success: Medium (55%)
o Why: High-profit margin per acre. Excellent cash flow. Meets the community and

access goal. Risk: Highly sensitive to early climate events (frost, hail) and requires

significant detailed labor and strong local market connection.

V. Financial Summary & Next Steps

Xl. Consolidated Enterprise Success Probability

The combined strength of the three enterprises creates a robust system where low-risk
income (Hay, Carbon Program) buffers the high-reward, high-risk enterprises (Flowers, New

Livestock).
Enterprise Primary Revenue Risk Profile Probability of
Source Success
Regenerative Hay Premium Hay Sales; Low-Medium 75%
& Livestock Direct-to-Consumer (Reliable feed crop,
Meat but high initial
equipment cost)
Climate-Resilient Family Forest Carbon Low (Carbon revenue 65%
Maple & Program Payouts; is stable, but maple is
Agroforestry Specialty Syrup Sales | climate-vulnerable)
Specialty Cut Florist Sales; Flower Medium-High (High 55%
Flowers & CSA Subscriptions labor,
Value-Added market-dependent,
but excellent
margins)
Overall Farm Diversification & Medium (High initial 65%

Viability

Resilience

capital outlay, but
high long-term land
security)

Xll. Summary of Problem & Solution

Element

Problem

Solution




The Land Dormant, underutilized, Re-activate with a diverse,
historical equipment needs regenerative plan
replacement. leveraging existing hay and
maple assets.

The Easement Requires continuous, Utilize a VLT-compliant
approved working farm co-creation tenure model
use. (Profit-Sharing Co-Venture)

to secure the future of the
farm.

The Climate High risk from volatile Implement a whole-farm
weather; need to increase system approach:
resilience. Rotational Grazing (soil),

Agroforestry

(windbreaks/buffers), and
Forest Carbon (income
buffer).

Xlll. Next Steps: A Farmer's Action Checklist

To transition from planning to successful implementation, the farmer and landowner should
focus on these immediate, high-priority tasks:

Phase 1: Partnership & Due Diligence (30 Days)

1. Select Partner: Finalize the co-creator/Farmer aligned with Intervale/VLT values.

2. Legalize Tenure: Draft and sign the Profit-Sharing Co-Venture Agreement (Option 1,
Section VIII) with clear performance metrics (e.g., soil test targets, sales goals).

3. Infrastructure Audit: Bring in a carpenter/structural engineer to fully assess the barn,
and a mechanic to assess the tractors/mowers.

4. VLT Review: Submit this final business plan to the Vermont Land Trust for review and
approval.

Phase 2: Land Preparation & Launch (90 Days)

1. Soil Testing: Perform detailed soil tests on all 64 tillable acres to establish a baseline for
the regenerative plan.

2. Water Installation: Begin installing the livestock water system (solar pump/gravity feed)
and secure perimeter fencing for rotational grazing.

3. Maple Prep: Map the maple stand and order the necessary vacuum/tubing supplies for a
small (1,000 tap) test run in the following spring.

4. Order Supplies: Purchase high-quality perennial seeds for hay and specialty flower
seeds/bulbs for spring planting in the quonsets.






Appendix

Owner Getting Started & Next Steps
The goal is to make it easy to start the partnership.

1. Review and Dialogue: The farmer reviews this plan and the Intervale Center's
mission/vision to ensure alignment. An initial meeting between landowner and
farmer to discuss shared goals and "co-sense" the vision for the land.

2. Select Enterprise & Model: Jointly decide on the primary farm enterprise (likely
Option 1 as a solid starting point) and the preferred tenure arrangement (Option
1- Long-Term Ground Lease is recommended for security).

3. Business Plan Finalization: Work with an Intervale Center or VLT farm business
planner to refine the selected enterprise's financial projections and market
analysis.

4. Legal Agreements: Formalize the lease or partnership agreement using
VLT-recommended templates and legal counsel to ensure all terms are clear and
legally binding.

5. Implementation: Secure financing (if needed), repair equipment, begin soil
testing and field preparation.

6. Ongoing Co-Creation: Schedule regular check-ins (quarterly) to review
progress, adapt to challenges, and ensure the enterprise continues to meet the

shared mission and vision.
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