Arr THE Hats, AL THE TIME:
A ReaLity Cueck oN FaArRM
Busingess RoLEs

Quick Reality Check

How many hats are you wearing?

O 5+ roles

o 10+ roles

o I'm exhausted (you're not alone!)

Reminder: If everything lives in your head, you become the ceiling.

Role Checklist
(circle or check what applies)

Field Operations
o Crop Planner o Seed Starter o Planter o Weeder o Pest Manager o Harvester O
Post-Harvest Handler

Sales & Customer
o Sales Manager o Customer Service 0 Email Responder o Order Fulfiller o
Delivery Driver o Event Coordinator o Wedding Florist

Marketing
o Social Media Manager o Content Creator o0 Photographer o Copywriter o Email
Marketer o Brand Manager o Community Builder

Business Operations
o0 Bookkeeper o Inventory Manager o Supply Orderer o HR Manager o Trainer O
IT Support o Systems Creator

Leadership
o CEO / Visionary o Strategist o Decision Maker o Team Leader o Culture Creator
o Problem Solver

% If you checked most of these, that’s the point: one person cannot sustainably do
30-40 roles.



Sketch Your Org Chart (5 min)

Draw your dream-team structure (don't limit by current reality):

e CEO (you) at top

e Branches (examples): Field Ops Manager, Business Ops Manager, Marketing &

Content Manager

e Under each branch, list the roles/functions
e Mark with l what you currently do; mark with ~ what you plan to delegate

CEO vs. Operator (use this as a weekly filter)

CEO / High-Value (protect)

Operator / Delegatable (move off your
plate)

Vision & strategy

Harvesting / bouquet making

Content creation (writing/teaching)

Repetitive customer emails

Partnerships & financial planning

Daily posting / errands

Team development & hiring

Inventory counts / routine tasks

The 12-Month Path: From Operator - CEO

Phase 1 — Foundation (Get it out of your head)
Brain dump roles/tasks, start weekly meetings, make work visible.

Phase 2 — Systems (Build infrastructure)

SOPs, 5-minute training videos, email templates, task board.

Phase 3 — Delegation (Transfer ownership)

Give goals and outcomes. Coach to the “why”




Action Steps You Can Start Monday

Week 1 — The Brain Dump (2 hours)

o List every role you fill

o List recurring tasks & hidden “mental load”
o Identify 3 tasks to stop/streamline /delegate
o Draft your Zone of Genius

Week 2 — Create Visibility

o Start a 20-minute weekly team meeting

o Put a shared calendar where everyone can see it
o Daily check-ins with your team (or yourself!)

O Assign goals, not tasks

Month 1 — Foundation Priorities

o Write your first 3 SOPs

o Remove yourself from 1-2 operational roles
o Block CEO time on your calendar

Your Next 90 Days — Realistic Timeline
e Month 1: Foundation & visibility
e Month 2: Systems & documentation
e Month 3 and beyond: Delegate

Notes:



Connect with Lori

Website:
threeacrefarm.net

Email:
lori@threeacrefarm.net

Follow us on socials!
facebook.com /threeacrefarm.mi
.instagram.com/three.acre.farm.mi/

Online Courses:
www.threeacrefarm.net/online-course

Farm Coaching & Consultations:
www.threeacrefarm.net /consultations-1



