
 

Rural Grower’s Manual

Don Zasada

 

Lincoln and Roxbury, Massachusetts



	 Copyright 2008 by The Food Project, Inc.

	 All rights reserved, No part of this book may be reproduced or transmitted in any form or by any 		
	 means, electronic or mechanical, including photocopying, recording, or by any information storage 	
	 and retrieval system, without the written permission of the publisher, The Food Project, Inc., except 	
	 where permitted by law. 

	 The Food Project, Inc.
	 10 Lewis Street
	 Lincoln MA  01773
	 781-259-8621

	 (Boston Office)
	 The Food Project, Inc.
	 P.O. Box 265141
	 Dorchester MA  02125
	 617-442-1322

	 www.thefoodproject.org.
	 email: resources@thefoodproject.org 

	 First Edition, July 2001

	 Designer:  Jennifer James
	 Editor:  Carlos Christensen
	 Photographs:  Greig Cranna, John Walker, Ellen Bullock,Lucy Masters, Stanley Klein,
	 Food Project Staff
	 Cover photo by Greig Cranna



                                       

 

Our Vision:  
	 Creating personal and social change
	 through sustainable agriculture.

Our Mission:  
	 The Food Project’s mission is to create
 	 a thoughtful and productive community 
	 of youth and adults from diverse backgrounds 
	 who work together to build a sustainable food system.
	 Our community produces healthy food 
	 for residents of the city and suburbs, 
	 provides youth leadership opportunities, 
	 and inspires and supports others 
	 to create change in their own communities.



                                          

Foreword
The Food Project started in 1991 in Lincoln, MA, on two and a half acres of farmland.  It 
was a small, noisy, and energetic community of young people from very different races 
and backgrounds, working side by side with adults growing and distributing food to the 
hungry.

In the process of growing food together, we created a community which bridges the city 
and the suburbs, is respectful and productive, and models hope and purpose.  We teach 
how one can love the land and its bounty and how to care for and respect the rich matrix 
of life to which we all belong.  In doing this we as individuals and as a society grow and 
develop in healthy and sustainable ways.

We have grown since 1991 and now farm on twenty-one acres in Lincoln and on two acres 
of remediated land in Roxbury, a low-income neighborhood in Boston.  We provide year-
round stipendiary programs for one hundred youth, and with the additional help of 1,100 
volunteers, grow 200,000 pounds of food for fifteen shelters, our two farmers’ markets in 
low-income neighborhoods, and over one hundred fifty Community Supported Agricul-
ture shareholders.  Alumni interns are agricultural apprentices, support our technology, 
pilot food enterprise with our chef, and play pivotal roles in outreach and education.  
Alumni are also Food Project staff, Trustees, and Advisors.

The Food Project’s inspiring model addresses critical national issues:  the need for race 
reconciliation, the decline in local agriculture, a growing concern for the well being and 
productivity of youth, and the need to create sustainable and healthy inner-city neighbor-
hoods and metropolitan areas.  The Food Project addresses these issues with an integrative 
model that allows young people to develop communication, teamwork, and leadership 
skills, find meaningful employment, and make a connection to the land and to the natural 
environment that will stay with them for a lifetime.

Ahead of us are exciting challenges and opportunities.  We are committed to expanding 
our local food production and distribution network and collaborations while creating ma-
terials and workshops for those who wish to create similar programs around the country.  
This manual is one of many publications we created to share our work with those commit-
ted to a similar vision.  It is directed to the Rural Grower yet is written for a wide audience 
to understand how to integrate youth and volunteers into production agriculture.

Patricia Gray
Executive Director
The Food Project, Inc.
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French Fries and the Food System
A Year-Round Curriculum Connecting Youth with 
Farming and Food—From Seed to Market to Table 
	 This agricultural curriculum features powerful, original lessons written 	
	 and developed by The Food Project’s growers and educators. Organized 	
	 by seasons, the material teaches youth how to develop a deep understand-	
	 ing of and appreciation for the land and local food systems. Personal, first-	
	 hand stories of learning in the field complement each lesson and encour	
	 age further exploration. Lessons can be done both indoors and outside and 	
	 can be easily adapted by instructors working in school-based plots, urban 	
	 food lots, community gardens, rural farms, and environmental education 	
	 programs.  

Growing Together: A Guide for Building Inspired, 
Diverse and Productive Youth Communities 
	 This resource book is designed for communities of all ages and in almost 	
	 any field. Designed as a comprehensive, practical and lively guide, it 		
	 shares The Food Project’s three-part model which encourages all members 	
	 of a community to grow together through meaningful work, shared 		
	 standards, and interactive learning. The book describes the role of mean-	
	 ingful work within communities, outlines a complete process of establish-	
	 ing and maintaining shared standards within a community, offers over 100 	
	 exercises that bring learning, reflection and energy to any program, pro-	
	 vides tips for facilitating groups, processing activities and building inclu-	
	 sion, and includes rich photographs and inspiring stories to complement 	
	 the text.

Program Manuals 
	 These manuals describe the nuts and bolts of running all areas of The Food 	
	 Project, including:  the Summer Program, the Academic Year Program, the 	
	 Volunteer Program, the Alumni Program, Farmers’ Markets, Rural 
	 Agriculture, Urban Agriculture and Management.  All together, these 		
	 describe in detail the implementation and management of The Food 		
	 Project.  These manuals will assist those who want to develop similar work 	
	 in their own communities.

Additional Resources from The Food Project



D.I.R.T.: The Next Generation  
	 This video is the story of a diverse group of teenagers who break through their 	
	 stereotypes about one another to become a close-knit community learning 		
	 leadership, public speaking and farming skills. The 22-minute video is a glimpse 	
	 into the spirit of The Food Project from the eyes, words and voices of the young 	
	 people who have experienced the program.  An ideal way to learn more about 	
	 The Food Project, this youth-produced video will also serve as a spring board 	
	 for discussion about a model that is thoughtfully and creatively challenging 		
	 youth to build a better future for themselves and their communities.

Training and Consulting Services
	 The Food Project offers dynamic trainings and consulting around youth 
	 leadership, community building, youth-adult partnerships, organizational 		
	 development, and mission-focused management practices.  Workshops, 		
	 mentoring, and site visits can be arranged to meet the needs of your 			 
	 organization, school or business.

Other Products: 
	 T-Shirts
	 Mugs

For information on ordering these or any other publications by The Food Project, please 
contact us:

The Food Project
Attn: Publications Department

10 Lewis Street
Lincoln, MA 01773

phone: 781-259-8621 
fax: 781-259-9659

www.thefoodproject.org
resources@thefoodproject.org
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Introduction
• Welcome
• History of the Program

Welcome
Welcome to the Rural Grower’s Manual.  This manual is written 
to assist you, the Rural Grower, in managing the farm effectively 
while engaging the youth and volunteers of The Food Project in 
productive farm work.  It is divided into four sections that will 
guide you through the specific areas of your work.  

The first section of this manual, “Food Project Agriculture,” de-
scribes the practices that reflect our belief in the proper steward-
ship to the land.  The Food Project was started by Ward Cheney, 
who had been a farmer for fifteen years and who strongly believed 
in the importance of sustainable agriculture, service, learning, 
and social change.  This section will help you understand the 
principles of sustainability that the The Food Project practices and 
promotes.  

The second section of this manual, “Working with People and The 
Land,” describes the systems that integrate a diverse labor force 
into a productive agriculture operation.  Our farm combines edu-
cation, service, and production.  The farm is not solely a garden-
based educational experience where young people and adult 
volunteers learn about the care of the land; on the other hand, it is 
also not only an operation that squeezes every ounce of sweat out 
of the labor force.  Youth, volunteers, and others who come to the 
land are awakened by their time with us because they are experi-
encing, for the first time, the magic of being part of the food sys-
tem on which they depend: they learn about what we do and why 
we do it, they work hard, and they reflect on their work.  Often, 
the people who are busy swatting at insects as they enter the farm 
are the same people who rapidly dig the deepest for the potatoes 
and decide to come back for another workday.  This section of the 
manual will teach you how to organize and inspire all those who 
come into contact with the land. 

The third section of this manual, “Food Project Farm Systems,” 
describes all of the farm planning and agricultural systems related 
to the farm.  Because of the large size of our land, it is important 
to view it as a farm and not a garden.  The section provides tools 
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that will assist you in organizing the everyday operations for which 
you are responsible.  This section will provide a foundation for your 
effectiveness as a grower and educator.

The final section of this manual, “Evaluation,” describes the evalua-
tion formats that provide you with a framework for excellence.  The 
Food Project is committed to improvement in all areas of the orga-
nization.  At various points throughout the year you will be looking 
for feedback from stakeholders in the farm.  This section will guide 
you in how to use that information to continually enact our vision 
and mission.
 
The power of this manual is to understand that The Food Project 
rural farm is able to reach its goals because of the people that we 
work with not in spite of them.  Once the structures are in place, it 
is natural for people to connect with their experience at the farm.  

There will be thousands of people impacted by your work and ac-
tions each year on the land.  Use this manual to open their minds 
and bodies to a new relationship with themselves, their communi-
ties, and the earth! 

History of the Program 
Ward Cheney, who founded The Food Project, was also its first 
grower.  Ward had a passion for land and growing food well.  He 
saw farming as a way to address critical social and environmental 
issues.  Most importantly, he felt working side by side on a farm 
would build bridges and friendships between people, stimulate 
learning for all involved, and bring people into intimate contact 
with the land.  

In 1992, The Food Project’s first growing season, 20,000 pounds 
of produce was grown on two acres of Massachusetts Audubon 
Society land in Lincoln.  During that year, food was distributed to 
one Farmers’ Market and six shelters.  The staff included Ward, one 
full-time and one part-time employee, a consultant on youth de-
velopment, three interns, twenty young people, and five hundred 
volunteers.
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After three years at the Audubon site, the organization had out-
grown the Drumlin Farm facility and was ready for a larger, more 
secure, land base.  The Food Project applied for conservation land 
from the Lincoln Conservation Commission and received a five-
year lease on four acres of land at the corner of Codman Road and 
Route 126 in Lincoln.  Although this site had more usable land, the 
reality was that it was full of rocks and had fertility problems.  At 
the same time that the land was acquired a new grower, Martha 
Boyd, was hired.  

The Food Project grew on this land for a year and then asked Cod-
man Farm to lease the adjacent four acres to The Food Project.  After 
three years and  many long days of rock picking, The Food Project 
was able to grow successfully on five of these eight acres.  The 
youth programs had grown considerably by this time and Martha 
was instrumental in developing systems to manage the education 
and management of the youth who worked with us.  In 1997, two 
tractors were purchased to help alleviate some of the labor pressure, 
and also to move towards an agricultural sustainability by eliminat-
ing the need to hire local farmers for some tasks.  For instance, the 
farm had been hiring a neighbor to plow the fields in the spring 
and some of our early crops suffered because he understandably 
plowed his own land when the weather was good and then helped 
us if there was time left over.  Often there was no time left over and 
the plowing was pushed to the next good day, perhaps two weeks 
later.  Initially, the tractors were used for tillage, mowing and a little 
cultivation.  Over the next few years, the tractors carried a much 
heavier load of the overall farm work. 

The purchase of the tractors moved the organization from think-
ing about the land as a large garden to thinking about the land as 
a farm.  Planning the farm now entailed not only important hu-
man considerations, such as length of beds and size of pathways, 
but also designing the farm to incorporate mechanical seeding and 
cultivation.  

In 1998, The Food Project received a five-year lease from the Lincoln 
Conservation Commission on a 21-acre plot at the corner of Baker 
Bridge Road and Route 126 in Lincoln.  The organization gave up 
the property on Codman Road and moved all of its operations to 

When people have a connection 
to the land--

they have hope in their lives.
-John Steinbeck
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the new land.  Fortunately, this was one of the most precious pieces 
of farmland in the town; it has respectable fertility, no rocks, and 
very sandy soil.  It is on this land that the current methods and sys-
tems have been developed, as documented in this manual. 

The Baker Bridge field has been farmed for over 100 years.  Origi-
nally used to graze cows for a dairy operation, the land has also 
been used to grow hay, hemp, corn, winter squash, and pumpkins.  
We are the first farmers who have attempted to focus on growing a 
wide diversity of vegetables on the land.

In 2000, the Rural Grower worked with two Grower’s Assistants, 
two youth agricultural interns, 600 volunteers, 60 summer program 
youth, and 16 academic year program youth to grow over 135,000 
pounds of produce on 12.25 acres.   Although the volume of activi-
ties has changed for the grower over the past ten years, the philoso-
phy that guides the position has remained constant.  

As the Rural Grower, you will manage the farm to produce food 
for people who are in need, and mentor those on the land to enrich 
their connection to the natural world and the food system.  The 
land is the medium for education, relationship, work, community, 
and survival.  The outcomes of The Food Project depend on your 
determination to give your full energies to this position.  The Food 
Project lives through you. 
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Food Project Agriculture
• Environmental Sustainability
• Social Sustainability
• Financial Sustainability

The Food Project strives for a sustainable farm operation.  Sus-
tainability means keeping a true balance between production and 
renewal.  It means working with and responding to nature in order 
to replace what we take away.

You will supervise three kinds of sustainability:  environmental 
sustainability, social sustainability, and financial sustainability.  The 
following sections consider each of these areas individually.  The 
overall health of the farm depends on your striving for sustainabil-
ity in all of these areas.  

Environmental Sustainability
The Food Project is dependent on the land as the basis of our work 
and mission.  Without it, the youth programs lack a medium for 
their experience, people lack access to healthy food, and we cannot 
model sustainable practices.  It is your role to be aware of the long-
term effects of your use of the land.  Be responsive to nature as you 
make your decisions.  The idea is not to simply take what we need 
from the land, but rather to work in cooperation with the natural 
world in order to direct and support the growth of agricultural 
crops.   Your management practices need to reflect cooperation with 
nature instead of dominion over nature.

Soil Management
The soil at the Baker Bridge South Fields is characterized as a Mer-
rimac Fine Sandy Loam.  This type of soil has its advantages and 
disadvantages.  Water escapes easily between the grains of sand, 
so this soil does not hold moisture well.  This can be an advantage 
because the sandy soil thaws earlier in the year than moist clay, and 
you can begin working on the fields before most of the farmers in 
the area.  Also, during a wet year, the porous soil distributes water 
through the soil and water does not pool on the surface, drowning 
plants.



20

On the other hand, the soil is challenging to work in a dry year.  You 
need to irrigate more than other farmers  because the water that you 
provide to the plants is rapidly lost as it moves down through the 
soil.  Also, the soil is very light and so, if you don’t keep it covered 
at all times with a vegetable or a cover crop, it is susceptible to 
extreme erosion.  Finally, light sandy soil does not contain much 
organic matter and so you need to be strategic about how often you 
turn the soil because it increases the rate of organic matter decom-
position.

Fertility Management
When a farm grows and harvests crops, it interferes with the natu-
ral recycling process by removing nutrients and organic matter 
from the soil.  Your aim is to imitate the natural recycling systems, 
as follows:

•	 Continue the soil-building program, feeding the 			 
	 soil microorganisms with organic residues, recycling nutrients, 	
	 and improving the water retention of the sandy loam soil. 

• 	 Build up the soil fertility through the use of crop 			 
	 rotations, cover crops, composting, and organic 			 
	 fertilizers. 

The soil will be healthy if it is well cultivated, has a high level of 
microbial life, and maintains a good balance of plant minerals and 
nutrients. 

When the soil is healthy, the plants will be stronger and less prone 
to disease and pest problems.  Soil health is the main factor in the 
overall quality and yield of your produce.  Proper management of 
soil fertility will allow you to grow a high volume of food and build 
up the health of the soil over time.

Tillage and Weed Management
Excessive tillage and cultivation causes extreme loss of organic mat-
ter, decreases soil tilth, and increases compaction and erosion.  To 
reduce excessive tillage and cultivation,

• 	 Minimize the number of times that any imple-			 
	 ment runs through the soil.  Do not use any 			 
	 implement more than three times in any field. 

Honor the hands that harvest your crop.
-Dolores Huerta
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• 	 Avoid use of any deep tillage tool, such as a chisel 		
	 plow, since it will open up even more channels for 		
	 water to drain out of the soil.  
	
•	 Time cover crops plantings to reduce the number 			 
	 of trips over the field that are necessary for their 			 
	 integration into the soil.

•	 Before you enter a field with a tractor, check the 			 
	 soil and avoid working a field that is too wet or 			 
	 too dry.  Tillage and cultivation of these fields   
	 destroys the soil structure.

You have a large labor force on the farm.  Weed control manage-
ment should include both manual and machine labor.   Develop 
a weed control program based on the moisture of the soil and the 
available labor.  
During the spring, make use of the multiple cultivation tools to 
control the weed population.  Ninety percent of the weeds should 
be controlled through stale bedding techniques when the weeds are 
less than an inch tall.  The cultivation should happen in the morn-
ing of a sunny day so that the weeds that you turn up will suc-
cumb to the heat and not be able to reroot.  Your diligence during 
this early time of the agricultural season will save you hundreds of 
hours of work later in the year. As the season progresses, the youth 
become the primary means of reducing the weeds that are present.

Insect and Plant Disease Management
At The Food Project, we view insect and pest management from 
a holistic point of view.  The most important method of control-
ling pests and diseases on the farm is to build a healthy soil.  After 
building healthy soil you need to work on creating a diverse farm 
ecosystem.  Mono cropping is a sure way to eventually attract a 
problem that may wipe out your entire farm.  We control insects in 
these ways:

1. 	 We grow over forty-five types of vegetables on the farm and 	
	 thus reduce the damage from any specific pest or disease. 

2. 	 We release beneficial insects that feed on insects that are 
	 harmful to the crops.  

3. 	 We plant buffer zones that attract certain beneficial insects.  
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Every day, walk around the land and monitor the growth of the 
vegetation, taking careful note of areas where there is damage.  Put 
up physical barriers to prevent crop damage immediately after 
planting; for example, use row covers and electric fencing.  
Try all other methods, including manual removal of individual 
insects before resorting to biological or botanical controls.  When 
absolutely necessary, use Rotenone and forms of Bacillus thur-
ingiensis; these are consistent with our practices.  Don’t spray any 
synthetically created pesticide, herbicide, or insecticide on the farm. 

Seeds
In order to produce high quality vegetables, begin with top qual-
ity seeds.  Order non-treated seeds whenever they are available.  
If you find a seed you want that is only offered as a treated seed, 
try to find similar variety whose seeds are offered as non-treated.  
Although the treated seeds will have more successful germination, 
the residue is toxic to the soil and humans.  Never order any seeds 
that contain genetically modified organisms.  These types of seeds 
are highly experimental and could significantly damage the global 
seed stock.  

Social Sustainability
The farm needs to be a place of enrichment for the staff.  It is com-
mon on farms for the stress of the work to create an unhealthy envi-
ronment where the product becomes much more important that the 
process.  Careful planning on your part will help alleviate pressure 
at the most demanding times of the season and structure important 
opportunities for renewal. Model a healthy workplace schedule to 
give yourself the social interactions, vacations, and community that 
will allow you to support the excellence of the farm. 

The people on the farm need to work in a sustainable fashion in 
order to maintain the long-term health of the organization.  If you 
work seventy-hour weeks from February through November you 
will not do your job well.   As the rural agriculture manager, you 
have tremendous responsibilities; set up structures on the farm that 
allow you to fully carry out these responsibilities.  No one on the 
farm can work at their full ability if they are physically, mentally, 
and emotionally drained.  
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Create a socially sustainable environment so that your job is not 
a fight against the land, the shareholders, the program staff, the 
agriculture staff, the organization, or yourself.  The Food Project 
depends on your ability to inspire and motivate everyone about 
integrating agriculture with youth, service, and education.  Be fully 
present every day that you come to work; organize the farm so that 
it gives you strength instead of taking it away. 

Building Community as a Team
Arrange to have time alone with the agricultural staff at the begin-
ning of the season.  During the months of April and May you need 
to develop a rapport with the agricultural staff.  Although volun-
teers will be on the farm every Tuesday, Thursday, and Saturday of 
these months, use the other days to build community as a team.

Develop a lunch rotation schedule in which each member of the 
agricultural team takes a turn preparing lunch.  In sharing a meal 
every day, often incorporating produce from the farm, the team 
celebrates its collective hard work and unites around the creative 
cooking of each individual.  Lunches build an appreciation for each 
other and focus attention to the produce that we grow.

Public Interaction
An important aspect of social sustainability is contact with people 
who give you energy.  Our youth programs, volunteer program, 
Farmers’ Market, CSA, and shelter drop-offs all allow the agricul-
ture staff to interact with people affiliated with The Food Project.  
These people give you energy to do your job because they often 
speak with appreciation for your efforts and open up new perspec-
tives on the farm operation. Organize your schedule so that you 
don’t lose your link to the people who are affected by the farm.  

Hours and Vacation
Farming is not a forty-hour-a-week job.  Don’t look at the Rural 
Grower’s position as a normal job where you will punch in and 
punch out.  You are a farmer and have seasonal demands that 
require you to work long hours at certain times of the year. For in-
stance, you have to harvest early in the morning so that your crops 
will not wilt in the midday sun.  However, with advanced thought 
and careful organizing you can reduce the amount of time that you 
need to be on the farm.  
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The season on the farm is long and demanding; take proactive steps 
to allow the Grower’s Assistants to get the most out of their experi-
ence with The Food Project. Don’t burn out your Grower’s Assis-
tants early in the year.  Make sure that you keep the assistants to a 
light schedule in the first few months so their bodies and minds can 
slowly get accustomed to work on the farm.  Require them to take 
a three-day weekend in the springtime.  This will allow them to 
rejuvenate themselves and they will be excited to come back to the 
farm.  As you move into harvest season you can increase their hours 
(see Attachment 1: Grower’s Assistants Hours).  In August, they are 
usually ready for some time off again as they begin to think about 
what they want to do in the next farming season.  Require that they 
take a week off during the summer (from July through August).  
Although there are certain challenges in not having your assistants 
on the farm, the benefits of the vacations far outweigh any losses.

You also need to take a weekend off in the spring and a week off 
in the summer.  Do this to give yourself a break and also to allow 
the Grower’s Assistants the opportunity to take care of the farm 
while you are gone.  The farm is presently structured so that you 
only need to work six days a week during the months of April, May, 
June, and September.  

It is hard to find the balance between working too many hours and 
burning yourself out on one hand, and trying to limit your hours 
and no longer being in touch with all of the aspects of the farm on 
the other.  Work on finding the sustainability point that works for 
you.    

Financial Sustainability
In order for the farm to exist long into the future, it needs to be able 
to turn a profit.

The Food Project generates revenue through several streams includ-
ing the produce that we sell, receives public and private donations, 
and has public and private grants.  It is difficult to raise money for 
the rural agriculture part of our organization; it is much easier to 
find sources to fund our urban agriculture lots.  Rural agriculture 

Attachment 1
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has been around a long time, and it is far less visible than urban 
agriculture.  Because of this, the rural farm must generate enough 
revenue to cover its expenses.  If the rural farm is a continual 
financial drain on The Food Project, it will eventually have serious 
organizational consequences and it will reduce the validity of the 
work that is done.  

The pressure to cover our costs has positive effects; if we didn’t 
need to cover our costs, it would not matter how well we grow 
vegetables.  The push to be financially sustainable forces us to focus 
on efficiency and quality.  One of the primary reasons that we began 
the current Community Supported Agriculture project in 1999 was 
to find a market in which we could earn a significant amount of 
money.  This has been our answer to financial sustainability for the 
future.  It is also the type of distribution that demands a consistent 
supply of high quality vegetables.  The rigor that is involved in pro-
viding produce in this manner helps give structure and reason to 
the experience of the youth and volunteers who come to the farm.  
They realize that not only are they growing food for shelters, but 
they are also providing food to people who are financially support-
ing the mission and work of the organization. 

To harvest in sun
is to become 

part of the land.
To live on the 

tough sweet quiet land
is to share the wind.

-Peter Tully, Summer Youth 
Program Crew Worker, 2000
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• Grower’s Assistants
• Staff Members
• Summer Youth Program Participants
• Academic Year Program Participants
• Agriculture Interns
• Volunteers

The farm includes the land, the environment, and the people. The 
most challenging and invigorating aspect of the grower’s role is 
how to successfully address the agricultural demands of the farm 
while integrating a diverse labor force into the work.  Think of the 
two demands as priorities of the same importance.  It is as impor-
tant to provide shelters with food, as it is to educate a Summer 
Youth Program participant on the food system.  The power of our 
organization is the dance between program and production.  

The processing of the experience after work only makes sense if we 
have given ourselves to the experience of working hard together 
in the fields.  If we don’t set up the conditions for people to work 
hard on the farm, or if we don’t provide them with the tools to 
process their experience we have not provided them with the magi-
cal experience that is The Food Project.  The relationship between 
agricultural staff, who may not fully understand the program hopes 
and demands, and program staff, who may not understand all the 
agricultural needs, is the major conflict with many agricultural 
education organizations.  Lack of staffing or inability to effectively 
communicate needs often leads to angry, overworked growers and 
irritated, under-appreciated volunteer coordinators.
 
You, as the grower, need to be excited about creating work systems 
that are geared for many people.  You should be in full control of 
this work system.  Anyone who brings people to the farm needs to 
check with you in advance about the current agricultural require-
ments.  The farm is not a recreational area where people are brought 
simply because it seems like a good idea.  Individuals and groups 
come to the farm because there is real work that needs to be done 
and the production goals cannot be reached without their help.

Working with People and the Land
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During the season, be in constant communication with the program 
staff to insure that everyone is holding the two priorities – program 
and production – equally.  It is only natural for the balance to shift 
in the midst of a hectic summer day when the harvests are rolling in 
and the programming workshops always seem to take more time.  
	
For example, towards the scheduled end of a summer program 
workshop, the program coordinator once told the grower that the 
groups of young people were having some profound insights into 
their summer experience and needed more time to allow all of the 
participants to share these insights.  The two then agreed that the 
workshop could continue for another half hour, thus delaying the 
work block that followed, but that the following day the work block 
would start a half hour earlier, thus increasing the work block for 
the next day.  Approaches like this have often worked because both 
individuals followed through on their commitments and promises.

Grower’s Assistants
The Food Project is committed to training future farmers.  The 
Grower’s Assistant position was created in 1996 to assist with the 
agricultural and programming responsibilities of the grower and 
also to train individuals in farming.  There was only one Grower’s 
Assistant per season until the 1999 season when the number of 
Grower’s Assistants was increased to two.  

The responsibilities of the Grower’s Assistant include general farm 
duties and also some tasks in which they take leadership (see At-
tachment 2: Grower’s Assistant Job Description).  Specifically, one 
of the Grower’s Assistants is the key implementer of the summer 
agricultural curriculum, while the other is in charge of the shelter 
contact and deliveries (see French Fries and the Food System).

Hiring
Every year, you will manage a new agricultural team of Grower’s 
Assistants that need to go through an orientation to The Food Proj-
ect.  Your time is always limited as a grower because of the many 
demands of the position.  Your most important decision will be who 
makes up this team.  You must be continually recruiting qualified 
applicants for the next season.  These team members assist you in 
pushing the farm to excellence.

Attachment 2
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The Grower’s Assistant is a seasonal full time position.  Most 
people who apply for the job are in their early twenties and have 
not had many other work experiences.  It is crucial to take the time 
to extensively interview all candidates.  There is a process that has 
been used to interview Grower’s Assistants (see Attachment 3: 
Grower’s Assistant Hiring Process).    

As with many other positions within the organization it is impor-
tant that you “hire for fit and train for skill”.  Don’t hire individuals 
who have all sorts of agricultural experience yet will burden the 
farm with attitude problems.  Although you will have a smooth first 
couple of weeks and get a lot of work done, you will spend half of 
the season managing their experience.  Instead, look for energetic 
people who are excited with the mission of the organization and 
have some experience working hard (for example, waiter or out-
door educator).  These people will manage their own experience, 
push the organization with passion, and allow you to give your 
time and energy to the other demands of the farm.

In the 2000 season, Courtney and Danielle were hired as Grower’s 
Assistants.  Both had some agriculture experience prior to The Food 
Project, but neither had worked for a full season on a farm at our 
scale.  Of the twenty people who had applied for the positions these 
two stood out because they were both passionate for the mission 
and were able to express that during their interviews, both had 
worked in jobs requiring intense manual labor, both worked hard 
on the farm during their interview, and both expressed positive 
attitudes when faced with challenging situations.  They fit with the 
organization and the position.  Furthermore, one of them derived 
energy from being with people and encouraged them to open up, 
while the other was more thoughtful and introverted.  Since both 
were extremely mature and dependable, they molded into an ideal 
Grower’s Assistants’ team. 

Straight Talk
During the season you will give Straight Talk to the Grower’s As-
sistants.  Straight Talk is a structured communication process used 
throughout the organization and detailed in Growing Together.  This 
is a wonderful opportunity to share regularly with your key staff 
how they are working towards excellence.  You will give daily 

We come and go 
but the land is always here 

and the people 
who love and understand it 

are the people to whom
 it belongs for a little while.  

-Willa Cather

Attachment 3
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feedback on how they are performing their various agricultural du-
ties.  However, Straight Talk also allows the three of you as a team 
to assess your status and suggest ideas for supporting each other.  
Straight Talk is an important management tool; it can break down 
barriers of communication and allow you to appreciate each other 
in new ways.  Use it!

Although direct communication is tough for everyone it seems 
especially challenging for farmers because they are often drawn 
to agriculture for its romantic independence and time alone with 
nature.  Straight Talk gives you a solution.  It is important to keep 
the focus of Straight Talk on the work relationship and what are the 
positives and deltas in trying to bring excellence to your mutual 
work.  In 1998 the new grower had a Straight Talk session with 
the Grower’s Assistant who had been with the organization for a 
few years.  There was a lot of unspoken mutual admiration; yet 
neither was good at communicating the positives of the work and 
both focused on what could be improved around the farm.  Dur-
ing a Straight Talk session, a specific space is created to share the 
positives.  In doing so, they found a connection to each other and 
the work that moved their collective labor to a new level of mutual 
respect and quality.

Training
You have a responsibility to provide the Grower’s Assistants with 
agricultural training.  There is time to work with and train them in 
the spring, but in the summer the Grower’s Assistants will not have 
a lot of time to be working on the land as their farm, distribution, 
and people management responsibilities take over.  Throughout the 
season, you should try to take every opportunity to advance the 
skills of the Grower’s Assistants, since they will in turn be sharing 
that information with everyone who comes to the farm. 

In  1998 the Rural Grower helped create the Eastern Massachu-
setts CRAFT (Collaborative Regional Apprentice Farm Training) 
program.  It is a group of farms that meet once every two weeks 
to receive a farm tour and hear a talk related to a specialty of that 
specific farm.  The Grower’s Assistants are not required to attend all 
of the sessions; however, they are strongly advised to go since this 
program was created for their benefit.
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At the conclusion of the season, evaluate the year with the Grower’s 
Assistants to solicit specific suggestions on how the various systems 
on the farm can be improved.  You will also distribute an individual 
Grower’s Assistant self-evaluation form to each of them so that they 
can report what they learned from the farm.  (See Attachment 4: 
Grower’s Assistant Self-Evaluation.) 

Here are guidelines for working with the Grower’s Assistants: 

•	 You can only teach about what you do on your farm.  In order 	
	 to provide a well-rounded agricul-tural education, maintain 	
	 participation in the CRAFT program.  This training will provide 	
	 insight into other options in the agriculture field and also give 	
	 the Grower’s Assistants a community of like-minded individu	
	 als who are at the same level of learning.

• 	 Be open with information about the farm.  The Grower’s 
	 Assistants need to be able to see all of the farm planning and 	
	 budgets if they are going to get a realistic idea of how to man	
	 age an agricultural operation.

• 	 Take a week of vacation at some point during the 	summer.  The 	
	 best way for the Grower’s Assistants to understand what it is 	
	 like to run a farm is to be in charge for a week.  Make sure that 	
	 you have prepared both them and the farm for your vacation 	
	 because your intention is to support them in their success not 	
	 set them up for failure.  Choose your week of vacation strategi	
	 cally so that any problem that may arise while you are away 	
	 will not jeopardize the farm or the organization.

• 	 The first day that the Grower’s Assistants start in the spring	
	 time, put them on a tractor. Driving a tractor is a dream for 	
	 most people who desire to learn how to farm.  Often, tractor 	
	 driving is only done by the agriculture manager and sets 		
	 up a strong hierarchical division on the farm.  In the past, when 	
	 a new Grower’s Assistant learns to drive a tractor on the first 	
	 day of work they feel a strong sense of empowerment.  Don’t 	
	 teach them 	any advanced cultivation techniques on the first 	
	 day, just teach them how to drive the tractors and let them drive 	
	 around the farm on the various roadways.

Staff Members
Most of the staff members are attracted to The Food Project because 
of its relationship to the land.  Since the majority of the employees 
work in the office, away from the land, it is up to you to provide 
them with opportunities to connect with agriculture.  You experi-
ence the seasonal changes on the farm that can link the office staff to 
the work that they are doing.  Talk about watching nature and how 

Attachment 4
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it changes throughout the year. Their performance will be enhanced 
if you share your experience of agriculture with them.

Land Rituals
The Food Project is land-based and is strongly influenced by the 
agriculture cycle.  Twice a year, when the farm opens in the spring 
and when it closes in the fall, it is important to celebrate land ritu-
als.  These rituals ground staff in their work and connect them to 
the changes on the land.  

SPRING LAND RITUAL
The spring ritual looks forward to the coming season.  Its program 
is:

1. 	 Read a quote on change, possibilities, or hope.
2. 	 Give a short talk on the present status of the farm and the 		
	 changes that will be taking place over the next few months.  
3. 	 Ask the staff to walk around the farm separately, contemplating 	
	 the areas of change, possibility, and hope that they see in their 	
	 present work.
4. 	 Come back together after fifteen minutes to share some of the 	
	 thoughts.
5. 	 Repeat the quote from Step 1.

FALL LAND RITUAL
The fall ritual focuses on the bounty of the past season.  Its program 
is:

1. 	 Read a quote on change, gratitude, or thanksgiving.
2. 	 Give a short talk on the present status of the farm; the changes 	
	 that have taken place over the last few months, and what will 	
	 happen in the next few months.  
3. 	 Ask the staff to walk around the farm separately, contemplating 	
	 the areas of change gratitude, and thanksgiving.
4. 	 Come back together after fifteen minutes to share some of the 	
	 thoughts.
5. 	 Repeat the quote from Step 1.

Other staff may enjoy creating a farm ritual, and it may further con-
nect them to the land and mission.  If this is of interest, support that 
person in linking the ritual to the current status of the land.

Work Days
Every year when staff members are asked to recall their favorite 
experiences of work, they mention staff workdays.  In the spring 
and the fall, half-days are planned when staff come out to the farm 
to assist with agricultural tasks.  It is important that these experi-
ences are highly structured so that people who don’t normally con-
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nect with each other will have the opportunity to work together on 
a manual project.  Ideally, the work should be planned so that the 
entire staff is on the same job.  The task of the day could be highly 
symbolic of the goals of the organization.  It is up to you, as always, 
to manage both the pace of the work and the constructive interac-
tions that make the staff workdays so important.  
	
In the fall of 1999, two office staff had a wonderful day working out 
on the farm during a staff workday.  They asked the grower if there 
would be an opportunity to help out in the following spring on a 
weekly basis.  At the time there happened to be a highly public area 
near the entrance to the farm that was overgrown with weeds and 
grass.  The agricultural staff had hoped to someday convert the area 
to a flower garden but other priorities always seemed to get in the 
way.  When this idea was proposed to the two office staff they be-
came excited at the opportunity and were each able to set aside four 
hours a week for the project.  The grower then gave them a small 
budget and the highly motivated office staff ordered the necessary 
bulbs and seeds.  Through lots of sweat and hard work they turned 
the area into a beautiful perennial flower area.  This relationship 
assisted the farm by providing a pleasing entrance, and benefited 
the office staff by connecting them to agriculture.  The time that was 
spent on the farm was more than compensated through increased 
efficiency and energy in the office due to connection with the land. 

Learning Lunches
In the winter, The Food Project organizes “learning lunches” where 
various staff share their experience on a subject related to their 
work.  This is an opportunity to communicate with your co-workers 
about specific issues pertaining to agriculture.  In the past, learning 
lunches have included discussions on the philosophy of the Com-
munity Supported Agriculture (CSA) program, the current status of 
organic certification, hearing about the grower’s visit to see Cuban 
agriculture, and animals on the farm.  All Food Project staff love to 
talk and learn about agriculture.  Your work in the summer will be 
aided by sharing with the staff in the winter.  Don’t miss the oppor-
tunity to connect staff with your work.

Food Rituals
You are the connection between the staff and their food.  People are 
conditioned to think that produce is grown at the supermarket and 
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don’t realize that everything that is eaten has a story.  During the 
retreats at The Food Project you are in charge of the rituals that sur-
round the food.  Make sure you take the time to tell the story of one 
of the dishes from seed to the table.  Try to pick one that was grown 
on the farm and describe how it was seeded, germinated, weeded, 
watered, harvested, washed, and prepared for the table.  (See  
Attachment 5: Ritual for Formal Dinner.)

Summer Youth Program Participants
The Food Project Summer Youth Program is the largest in the orga-
nization.  From the beginning, this program has strongly influenced 
the structure of the farm in its size, impact, and demands.  The Food 
Project hires sixty young people for its seven-week Summer Youth 
Program, which includes, among other things, leadership training, 
work on the land, community service, environmental education, 
and personal development.  The participants grow organic pro-
duce on our farm in Lincoln and in our urban gardens in Roxbury 
and Dorchester.  They are divided into crews of ten—eight young 
people, an assistant crew leader and a crew leader.  

Managing Young People
Having young people serve, learn about self and others, and con-
nect with the land are the defining goals for the programs at The 
Food Project.  Every year you will manage the work of hundreds of 
young people.  The organization believes in the potential of every-
one.  If structures are in place, young people will continually exceed 
all expectations.  

It is important to provide real, meaningful work.  The Food Project 
does not make up work for the purpose of keeping people on the 
farm.  The art of farming is to think creatively into the future about 
agricultural needs.  When faced with a situation where you believe 
that there are just too many people on the farm, think about how a 
routine task such as transplanting broccoli could be done differently 
to arrive at a result that better exemplifies excellence.  For instance, 
instead of simply putting the plants into the ground, challenge 
them to focus on the depth of planting, the exact distance between 
the plants, and have some of the group walk behind the others to 
double check for quality.

Attachment 5
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You are also managing a production farm and everyone who works 
on the farm needs to push the pace of work so that all the goals will 
be achieved.  There is an ebb and flow of labor during the season, 
yet the rigor of the work must remain constant while the depth of 
the task can change depending on the situation.  For instance, you 
can have different-sized groups weed the winter squash field.  One 
day there may be five volunteers working on taking out the larg-
est weeds from the field.  Two days later, with a volunteer group of 
twenty people, you can go back to the same field and ask them to 
pull out every single weed.  The rigor for both groups will be the 
same, but the depth of the task is changed because of the amount of 
labor available.

You need to motivate people with the understanding that without 
their full efforts, The Food Project would not be able to fulfill its 
promises to provide food to people who don’t currently have access 
to it under our present food system.  If young people view the farm 
as a summer camp where the work is secondary, the validity of the 
mission of organization has been compromised. It is your responsi-
bility to share with people the importance of their work. 

Ward Cheney often spoke of “end of the row” agricultural edu-
cation.  This refers to a method of teaching that is participatory, 
interactive, and is part of naturally working together.  By “end of 
the row”, Ward literally meant teaching agriculture at the end of the 
vegetable row in the field instead of teaching about agriculture un-
der the program tent.  Instead of formal lessons next to a flip chart, 
the grower is in constant communication with young people as 
they work. In the moment, the grower shares the wonder of agricul-
ture.  In this way, young people understand the work that they are 
doing and how it intersects with the overall functions of the farm.  
You need to look for opportunities as you visit the groups that are 
working on the land and help them understand the context for their 
work both agriculturally and how it fits into the food system.  

The grower inspires young people to test their limits in a new en-
vironment.  Most of the young people who come to the land have 
never seen a farm before.  Farm work is basically physical and it has 
no prejudice with regards to race or gender.  As an African-Amer-
ican visitor once commented, “the beauty of farming is that the 
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plants don’t care what color your skin is.”  This type of work will 
challenge and connect young people in ways that they have never 
before experienced.  As the grower, organize the farm so that the 
young people can approach each task understanding the equality of 
each individual member of the crew.

Scheduling
The schedule of the young people during the Summer Youth Pro-
gram is divided between fieldwork and various youth development 
workshops (see Attachment 6: Lincoln Summer Youth Program 
Schedule).

Every morning, before the arrival of the other programming staff, 
meet with the Program Coordinator to review the schedule of the 
day.  Use this time to express special needs of the day.  For instance, 
you might mention that the young people have been particularly 
inefficient and slow in their recent work.  You could ask the coordi-
nator to allow you extra time at the beginning of the day to address 
the situation. Or, you could ask that after lunch the young people 
play a specific game that highlights the importance of efficiency.

The Summer Youth Program staff includes a year-round coordina-
tor, seasonal site supervisors, crew leaders, assistant crew leaders 
and crew workers. Crews are divided into groups of ten, each hav-
ing eight crew members, one assistant crew leader, who is a past 
participant, and one crew leader, who is usually a college student.  
The site supervisor leads the workshops and manages the logistics 
of the young people.  The Summer Youth Program Coordinator 
supervises the entire program.

Leader Training Week
The week before the start of the Summer Youth Program there is a 
crew leader-training week.  Crew leaders are your connection to the 
youth participants.  They are with the young people every moment 
during the summer and supervise their fieldwork as well as help 
facilitate the youth development workshops.  Use the work blocks 
of leader training week to instruct the leaders on how to manage 
their crews.  This instruction should be intensive.  Educate them 
on the basics of crew efficiency and test them later in the week by 
asking them to lead a specific work task.  (See Attachment 7: Leader 

Attachment 6
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Training Week Schedule, Attachment 8: Crew Leader Agricultural 
Responsibilities.)  Make sure that you process the experience with 
all of the crew leaders so that they can all hear suggestions on how 
to improve their leadership style.  

Every week during the summer, meet with the crew leaders to give 
them input on both their crews and their management of the crews.  
Specifically, use the first few weeks to share your standards for the 
work on the farm.  If the crew leaders are not aware of your speed 
expectations they may continue to harvest slowly because they have 
never known anything different.  The best way to teach about pace 
is to demonstrate the expected speed working side by side dur-
ing leader training.  Communicate your agricultural needs early in 
the program.  Once the crew leaders clearly understand what you 
expect of their work, they will often lead their crews to exceed your 
hopes.  A game that is used with the young people specifically for 
this purpose is called “Jump Higher” (see Growing Together).

During the Summer Youth Program, you will walk around the land 
with the crew leaders and speak with them about the work that 
needs to be done for the day.  The farm is divided into different 
fields that pertain to each group per week. At the end of the week, 
the crews rotate so that by the end of the seven weeks they will 
have worked on all of the fields of the farm.  

Daily Task Lists
During your morning walks with the crew leaders, either pres-
ent them with a prepared list of jobs that need to be done on their 
specific fields and instruct them on how to complete the tasks, or 
ask to see their lists and help them prioritize the work that they 
believe needs to be done.  One of the major challenges is finding 
opportunities for the youth participants to actually take ownership 
of their fields.  Depending on the week of the program and the day 
of the week, it is important to ask the crews to write up lists of what 
they believe are the top agricultural jobs that need to be done on 
the fields in which they are working.  This gives them a sense of 
purpose in their work instead of just completing a task that some-
one else gives them.  The challenge for the grower is to provide the 
young people with enough support so that they can make informed 
decisions based on the overall needs of the farm.  Since the agricul-

Attachment 8
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tural season is over seven months long and the Summer Program  
young people are only on the farm for seven weeks, it is important 
that a well-intentioned, uninformed decision by a young person 
doesn’t cause an entire shift in your farm plan.

The summer of 1999 was tough for growing carrots.  A long drought 
made germination practically impossible without the help of irriga-
tion.  Because of this, the grower decided to plant a few safety beds 
of carrots in the brassica field in case there were problems with the 
irrigation system.  The carrots, which were located between broccoli 
beds, were seeded and quickly irrigated.  After two weeks of special 
care the carrots had just started to emerge and it looked as though 
the germination was finally perfect.  It was at this time that a crew 
leader came to the grower one morning and shared her crew’s de-
sire to hoe the entire brassica field.  After a careful discussion about 
the carrots, the crew leader went out to the field later that morning 
to clean the field.  During the work session a few of crewmembers 
decided that it was too late in the season and that the carrots would 
never grow to maturity by the frost. So, they proceeded to hoe the 
entire two beds of carrots into the soil.  Twelve hundred pounds of 
carrots that were going to be donated to shelters were gone.  The 
next day the grower had a long talk with the crew about informed 
and uninformed decision making on the farm and the various im-
plications.	   

These procedures will enhance the success of young people in tak-
ing an active role in their work:

• 	 Make sure that the young people are familiar with the 
	 vegetables that are in the field.  Have a discussion on Monday 	
	 about the specific needs of the crops and together develop an 	
	 overall game plan for the week.
 
• 	 Half an hour before the end of the workday, the assistant crew 	
	 leader should walk the field with a few crewmembers to discuss 	
	 the priorities for the following day.  They should then give the 	
	 list to the crew leader.

• 	 During the morning walk with the crew leader on the next day, 	
	 discuss the list with the crew leader and give feedback on the 	
	 work priorities.  The crew leader should then adjust the list and 	
	 share the reasoning with the crew when they arrive.

• 	 In the first weeks of the Summer Youth Program the young 	
	 people are just getting accustomed to the farm.  So wait until 	
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	 the third or fourth week before encouraging them to write up 	
	 task lists. The task lists are an opportunity to stretch the 		
	 knowledge and agricultural judgment of the young people.  	
	 Initially, walk the fields early in the morning and write detailed 	
	 lists that give the young people an example of how to clearly 	
	 communicate the tasks that need to be done for the day.

Having the young people write task lists takes a lot of management 
time.  It is much quicker to write a list and present it to the crew 
leaders in the morning than to maintain a dialogue of the priority 
for each field. You need to weigh many factors in deciding when 
and how to begin to have the young people decide what work they 
will accomplish.  Don’t put yourself in a situation where you don’t 
know what is happening agriculturally on the farm.  However, a 
key learning opportunity of the summer program occurs when the 
young people begin to “own” the farm.  Have all of your agricul-
tural systems in place so you can give this the time that it needs. 

Morning Meetings
When the summer program participants arrive in the morning, 
there is a short morning meeting with everyone to talk over the 
day’s schedule and logistics.  It is a valuable time for you to moti-
vate the young people or comment on a particular agricultural situ-
ation on the farm.  On the morning of a big harvest day, you need 
to connect everyone with those who will be served by all of their 
hard work.  Or, if you see that people have not been using the stir-
rup hoes properly, you can take a few minutes to teach the correct 
techniques.  Often the young people arrive to the farm tired from a 
late night or from a long commuter train ride.  It is your responsibil-
ity to motivate them and share with them how their efforts benefit 
thousands in the Boston area.  

The major topics of your motivational sharings with the summer 
program participants can be divided into three areas:  Support, 
Challenge, and Vision.  These build on one another and each one 
makes sense only in the context of the other two.

• Support.  Most young people have never worked on a farm.   
Help them feel comfortable in their new environment.  Teach 
them methods that will allow them to successfully accomplish 
all agricultural tasks that are asked of them during the summer.  
During the first week of the summer program, set up stations 
that will demonstrate the proper techniques for each of the 
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basic tasks on the farm (see Attachment 9: Weeding Techniques, 
Attachment 10:  Weeding Station Training). Throughout the 
summer program, recognize days when you need to reiterate 
the trainings and present advanced tips on how to achieve the 
desired results.  

•  Challenge.  Farming is not easy work.  During the 1999 
season, the first three days of the summer program the tem-
perature reached 103 degrees.  In that week, the young people 
were working in the fields every day for at least five hours.  
This is the first job for most of the young people in the summer 
program and although the tasks are clear, it takes a great deal of 
effort to accomplish them. Many young people comment at the 
conclusion of the summer that they had no idea at the begin-
ning of how hard they could work.  Understand each person’s 
limits, but also demand that everyone works as hard as they 
can.  Take advantage of the morning as a time to inspire the 
young people to exceed their expectations.

• Vision.  The Food Project farms with a purpose.  The major-
ity of the produce is distributed in shelters, food pantries, and 
to low-income farmer’s markets.  People in these communities 
would not have convenient or affordable access to local organic 
vegetables if we did not grow it for them.  Every Wednesday 
during the summer program, the participants volunteer at one 
of the shelters that receive our produce.  If the young people 
think that all they are doing on the farm is working for you, 
there is a disconnect in their experience.  Ask them to share with 
you stories about working in the shelters.  Remind them that 
they were preparing the food that they had harvested the previ-
ous day.  Let them know how all of their hard work is making 
a difference in the lives of thousands of families in the Boston 
area.  Use the time in the morning to link the work with the 
reason for the work.

After the morning meeting, the young people break into their crews 
and begin fieldwork.  This is a valuable time to visit the groups and 
assist in their tasks.  Take advantage of these opportunities to share 
and educate as you work along side the young people.  Make sure 
to model speed, accuracy, efficiency, and hard work since everyone 
on the farm follows your lead.  If all you do is walk around the farm 
and talk on your cellular phone, you can’t expect a stellar work 
force!  Since you are moving from group to group you can relax a 
bit as you change fields.  But once you arrive to the new crew, focus 
your energy to motivate the young people.

On Mondays, each group is taken out of fieldwork for an hour to 
participate in an agricultural lesson.  The curriculum is interactive 
and most lessons take place in the fields.  It is important that the 

What I hear, I forget.
What I see I remember.

What I do, I know.
Chinese proverb

Attachment 9
Attachment 10
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crew leaders and the assistant crew leaders are active participants in 
the lessons to assist the agricultural staff.

Harvest Days
Harvests on the farm take place on Tuesdays and Thursdays.  On 
these days, one crew works with one of the Grower’s Assistants 
at the wash station (see Attachment 11: Wash Station Checklist, 
Attachment 12:  Wash Station Configuration).  It is essential that 
the entire harvest be completed by 12:30 PM so that it can be dis-
tributed to various locations in the afternoon.  If the harvest is not 
completed by 12:30 PM, all young people will have to skip lunch 
until it is finished.  You need to encourage the harvesting and wash-
ing crews to assist them in meeting the time limit.   When the young 
people are working at an average speed the harvest is in by 11:30 
AM.

After lunch on the harvest days, speak to the young people about 
their performance and give them a rating for the day.  The scale is 
from one to ten, with one representing horrible work, five average 
work, and ten that a family farmer running an excellent operation 
on a tight budget would hire them.  Also, the Grower’s Assistant 
should give a rating to the crew that worked at the wash station.  
Inevitably, the first couple of weeks the crews are around average 
and steadily improving.  Usually, there will be one or two weeks in 
the middle of the summer when the crews lose focus and their work 
suffers.  This is when you need to be clear and honest in giving the 
harvest ratings.  If you don’t comment on poor work performance, 
it will continue.  Historically, after the difficult middle weeks, the 
work sharply improves and the last few weeks are outstanding.  
Use the ratings to teach and motivate the young people on how the 
quality of their work compares to that on other farms.

Lunch And Recreation Days
There are opportunities for you to share with young people in the 
Summer Youth Program outside of the agriculture work.  Lunch is a 
great time to talk to young people about some of the issues in their 
lives.  Recreation days allow you to be playful with each other away 
from the farm.

Attachment 11
Attachment 12

Now I know the secret of making 
the best persons;

It is to grow in the open air and to eat 
and sleep with the earth.

-Walt Whitman
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                           THE FOOD PROJECT COMBINED - HARVEST LOG - DISTRIBUTION LOG

CIRCLE HARVEST SITE:           Baker Bridge         W.Cottage          Langdon DATE:  

 
CIRCLE HARVEST DAY:       Mon.       Tues.      Wed.       Thurs.      Fri.       Sat.       Sun.

PERSON:   

Distribution Outlets
Harvest 

Total Harvest Quantities
(In from Previous 

Harvest)
(Held for future 

distribution)

Basil
Beans, Bush Snap

Beans, Shell

Beets

Broccoli

Cabbage, Green

Cabbage, Red

Cantaloupe

Carrot

Cauliflower

Celeriac

Chard,  Swiss

Cilantro

Collards

Corn, Sweet

Cucumber, Pickling

Cucumber,Slicing

Daikon

Dill

Eggplant

Fennel

Kale

Leeks

Lettuce (Head)

Lettuce(Loose Leaf)

Melons, Water(large)

Melons, Water(small)

Onions

Parsnips

Peas, Snow

Peas, Snap

Peas, Shelling

Potato, White

Potato, Red

Potato, Yellow

Potato, Sweet

Rutabaga

Salad Mix

Scallions

Spinach

Squash, S  (Patty Pan)

Squash, S (Yellow)

Squash, S (Zucchini)

Squash, Winter

Strawberry

Tomato-Cherry

Tomato-Plum

Tomato-Slicing

Turnip

TOTALS
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Administrative
1  Mon:  DZ  Natick Mtg  2:30-4:00
1 Wed: DZ lunch with MC
1 Wed:  CRAFT

Buildings and Grounds
1 Get keys made for tractors and new box truck
1 Get lock for front gate
2 Mow for electric fence, and put up fence
2 Put filter into irrigation system
2 Prepare irrigation lines for all planted crops

Distribution and Marketing
1 Put up CSA info around town
1 Organize CSA area, signage
2 Find two small chalkboards
1 CSA Orientation Saturday  11:00

Education
1 Ag Lesson  Sat.

Equipment & Supplies
1 Search for buckets and bags, Call B & C 
2 Search for Boxes

Fertility/Compost

Greenhouse
1 Check for aphids
1 Pat needs to get electric permit
1 Seed in Ghouse:   Brassicas
1 Replant in Ghouse: Celeriac

Vegetable Crops
1 Seed:  Fennel, Beets, Beans, Basil, Cilantro, Corn, Popcorn, SSquash
1 TPlant: Tomatoes, Lettuce, Peppers, Eggplant
1 Make Beds: NShades, L R/G, L Brass, Squash
1 Stale Bed: Legs, Corn, Melons all, raspberries
1 Disc: SSqu,  R/G,  LBrass
1 G Cult: Peas, Spinach
1 Cub Cult: E R/G, Corn, Berries, Cucurbits, U-Pick
1 Hand Weed:  Early R/G, 00' Berries
1 Flame weed:  Carrots
1 Row cover over Cucurbits
1 Spray brassicas for cutworms
1 Deer watch on Lettuce
1 Flea bettle watch on brassicas, E R/G
2 Spray garlic with fish emulsion

Volunteers/Visitors  
1 Tues: 9:00-11:00  Newton Day School (22)
1 Thurs: 
1 Sat: 9:45-12:45   Congregational Church (8) + DIRT






