
Retiring CEOs – Workshop Take Homes
• Professional governance structure key to getting next gen 

involved…especially if off farm owners involved
• Formalizing org chart key to defining path for next CEO; 

transparent board takes pressure off CEO being on top
• Transition NOT same as retirement; put “2nd Mountain” on 

radar screen – David Brooks
• Write it down to make transition succeed
• Boards only effective if professionally run (agendas, right 

participants, regular schedule)
• More formalized strategic planning process needed
• Management audits, culture audits, CEO performance 

evaluations critical
• Develop policy before the need
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Multiple Entity Governance
• How do we build governance oversight with 

multiple entities involved?
• What challenges arise?
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Entity Flowchart & Business Relationships  
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Hop Farms Case Study

Family Land LLC
Family owned land; leased to HF 

98% mom/dad; 1% son; 1% daughter

Hop Farms 
(HF)

Grows, picks, dries hops
& runs shop operations

100%-mom & dad

Hops Mftg (HM) 
LLC

Processing/mfg’g Hops
50/50 Son/Mom & Dad

Son’s Hop Farm
At-risk hop production; contracts 

with HF for custom farming
100% Son

Outsourced Hop 
growers

Grow and sell to or contract 
with HM for processing/mfg’g

40%
Supplier

60%
Supplier

Hop Farms Landlords
Land owned by neighbors; leased to HFI 

(50% of land base operated)

Eq Supp/Agronomy

Gen Mgr

CFO, Office staff, Mktg

Eq Oprns-PT

Son - COO

Policy, Management Direction, Financial Oversight, 
Strategic Direction

Summer Help

Land Mgr

Plant Oprns Mgr

Farm Mgr

Effective 1-1-XX

Office Staff

Hop Farms Case Study
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Advisors Can Play Useful Roles
• Defining board roles
• Setting compensation – board, CEO, “Blood family”
• Strategic planning
• Ownership transfers (capital injections/withdrawals)
• Getting incompatible players “off the bus”
• Champion for “disenfranchised” owners
• Guiding financial analysis discussions
• Running effective meetings—board, family council
• Transitioning management duties
• Sounding board for family conflict issues
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Peer Groups – Network of peers sharing problems 
and solutions to  operational and managerial challenges

• Confidentiality, trust and open sharing is ESSENTIAL
• Opportunity to network with non-related parties to 

“group think/problem solve” 
– regulation compliance, succession strategies, 
strategic planning, compensation, research plots, new 
technology, financial review and benchmarking

• Collaborate on shared ventures, market access
• Cost effective access to specialized training, consulting
• Keeps members accountable for action and follow-up
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Are Policies Written Down?
…Common “Land Mines”

• Housing 

• Company vehicles use

• Room and board

• Expense accounts

• Setting compensation

• Family Business Investment & 
Withdrawals Policy

• Insider/inter-entity 
transactions

• Family Employment Policy

• Medical benefits

• Retirement plans/pensions

• Business benefit continuation

• Workdays and holidays

• Vacations, sick, business leave

• Buyout Understandings

• Outside activities

36% do!
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Why Document Policies
• Forms consensus on practices to be followed
• Communication vehicle for partners & extended 

families
• Improves job satisfaction & teamwork
• Provides basis for professional review & 

enhancement revisions

136
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Joe Owner-Operator

   Cash Salary & Wages Subtotal: $48,000

270 days @ $6.00/day
1/2 beef - 350# @$1.40/lb
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Survey Results – TEPAP 2023
Median 2003-’20 2023

Total Value of Compensation $80,386 $98,830

Total Non-Taxable Compensation $17,330 $21,959

Est # Days Worked Per Year 299 286

Est # Hours Worked Per Year 2,899 2700

Total Pre-Tax Salary/Wage Equiv* $91,309 $130,141

Per Day Per Hour

Total Farm Package Value $269 $346 $27.85 $36.60

Pre-Tax Wage Equivalent $305 $455 $31.60 $48.0



Family Employment Policy
• Components to keep professionalism in the family business

▫ Vacancy requirement & skills required before hiring
▫ Economic capacity analysis to support hire
▫ Prior experience/training required; apprenticeships
▫ Supervision and reporting relationships/nepotism rules
▫ Consultation of stakeholders required before hire
▫ Correlating compensation/bonuses with responsibility and 

performance
▫ Merit vs. paternalism as criteria for hiring and advancement
▫ Avoiding discrimination - family vs. non-family 

employees/owners
▫ Policies on pre-nuptials

“…Policy before the need” 
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Family Business Investment and Equity 
Withdrawal Policy
Components of Policy

▫ Who is welcome to invest in farm/ranch?
▫ Waiting period to become an investor?
▫ Should everyone be equal?
▫ Minimum capital to leave invested? “Can I ever get 

my money out?”
▫ Is revenue sharing tied to ownership ratios?
▫ Compensation for excess balances?
▫ Who monitors capital balance compliance with legal 

agreements? 
Stories…Australian & Montana partnerships

(See Wittman Guidebook – Chapter 6 – Sample Templates)
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Discussion: Role of Professional Advisor 
in Interpreting K-1s

• Critical issue in general partnerships
• What is SOP for reviewing K-1 capital accounts 

with clients?
• Significance of capital account balance?

▫ With accrual based income tax systems?
▫ With cash based systems with significant deferred 

income?
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Good Management Practice
Make Valuation Equity Transparent!

*Unrealized Gain (Valuation Equity)= 43% of Total Equity Value

…How much of your NW is YOURS vs. TAX owed to government?



Sample Policy  - Capital Investment (or Retained Earnings) and Capital 
Withdrawals – (Partnerships and Sub S Corporations)

The amount of capital provided by each capital provider is a key component in determining 
how net revenue of the business will be shared among owners or risk takers.  The 
partners, joint members, or stockholders providing capital shall establish at least annually 
a common agreement on the base level of capital each capital provider is expected to 
keep invested in the joint operation.  This base level will be established giving 
consideration to:

Minimum financial constraints or objectives (i.e. targets for working capital level, debt to 
equity ratio, and borrowing reserves)

Needs of the business to fund future growth
Ratio of ownership each capital provider wishes to maintain for future revenue sharing.

An analysis of capital account balances will be done following final draws for tax purposes 
on April 15 annually.  Capital providers can withdraw excess capital for personal living and 
tax payments, outside investments, or other needs.  Excess funds can also be loaned to 
the joint operation at a market rate of interest.

If a capital provider cannot maintain a target capital share level after an extended shortage 
situation, the partners will re-evaluate the at-risk capital resources provided and adjust 
the revenue sharing arrangement to reflect the change in capital contribution level.
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SOPs and GAPs
30% have these

• Not something new! 
• Purpose: guidance documents for repetitious or 

routine jobs
▫ Training tool – new hires
▫ Leverages communication for multiple employees
▫ Assures jobs are done following BMPs, GAPs
▫ Increases safety & lowers cost of production
▫ Baseline for measuring job performance, auditing
▫ BONUS: Value Added Revenue (ISO9000, Food Alliance)
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Common Applications of SOPs

• Equipment servicing and operating instructions
• Crop agronomic and harvest procedures
• Farm safety guidelines
• Food safety practices
• Herd health procedures
• Office functions
• Stock handling procedures

www.wittmanconsulting.com Downloads:  

Process Improvement Checklist
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Have you 
taken 
inventory of 
your Process 
Improvement -
SOP elements?
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Communication Systems
Do you:
• Agree on rules for communicating 

professionally? 
• Invest in understanding 

personality styles? Poll Group

• Share records openly? 40%
• Hold Regular Meetings – Staff, 

Mgmt, Owners, Family? 42% 
• Documentation key 

understandings? 31%
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What’s your DiSC dimension?
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Communication & Leadership 
Style Tools

• ColorCode
• Myers-Briggs
• DiSC
• Kolbe
• StrengthsFinder 2.0
• Enneagram



Son/Heir Apparent-Di

Founder/CEO-C

Daughter-D
(was involved)

Founder’s Wife-I

Daughter-Si
(not involved)

“Meeting culture” in your business?

• Staff meetings
• Management meetings
• Owner board meetings
• Advisory board meetings
• Family meetings
• Family council meetings
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Which Generation Are You? …how does this 
affect attitude toward work, family?

▫ GI Generation (1905-1924)
▫ Silent Generation (1925-1944)
▫ Baby Boomers (1946-1964)
▫ Generation X (1965-1980) 
▫ Generation Y  aka Millennials (1981-1997)
▫ Generation Z  (1997-2012)
▫ Generation Alpha (2013-2025)
Good Reads:
Generation X and the Millenials: What You Need to Know by Diane Thielfold
GenZ@/Work by David Stillman
Understanding Generation Alpha by McCrindle
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Staff Meeting
Template
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Sample Board Meeting Agenda
Standard Items

• Minutes review
• Financial Review

▫ P&L’s, Bal Sheet
▫ Budget Performance & 

Variance Analysis
▫ Review/approval – budget 

changes
▫ Peer Comparisons 

• Policy Review
▫ New policies
▫ Existing policy review

• Next meeting date & agenda

Ad Hoc Items - Periodic

• CEO Evaluations & Compensation 
Review

• Strategic Planning, Growth, & 
New Investment Opportunities

• Ownership & Management 
Transition Strategies

• Capital Purchase/Replacement 
Plan

• Leadership Development –
Management and Board

• Debt Management Strategies
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Differentiate agenda items as (1) Reporting, (2) Decision-making, 
or (3) Discussion Where Management Wants Board Input
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Management Control System 
Key Elements
• Comprehensive Financial Record Review 

Process
• Regular Performance Reviews – Individual & 

Farm Business
• Ongoing Training & Professional Development
• Use of Outside Advisers
• Good audit and internal control systems
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“We manage what we measure.”
“People do what is INSPECTED, not what is EXPECTED!”

Elements of Good Records
• Open to all  (…are you kidding”)

• Circulated to key members monthly

• Year end statements (5 yrs) go beyond tax info:
▫ Cash vs. accrual 66% adoption
▫ Cost and market value balance sheets; deferred taxes 61%
▫ Profit & cost center analysis – Managerial Accounting Reports 46%
▫ Key ratio calculations - “sweet 16” ( FFSC) 27%
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Financial Management Best Practices
…Score Yourself on These

Cash versus Accrual Net Income
Tax vs. economic depreciation
Cost versus Market Value Balance Sheet
Deferred taxes
Cost/unit to produce each marketable commodity
Why paying tax is a GOOD THING TO DO
Cashflow Budgeting & Pro Forma Income Projections
Trend analysis–Key Ratios, annual reports
Using models to optimize Capital Asset Acquisitions
Capital Debt Repayment Capacity
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Liquidity-WC

Solvency-D/A

Debt Service
Capacity

ATR, OPM

ROE, ROA
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Sharing Financials with Successors

• Have you done this?

▫ If yes, how did it go?

▫ If no, what are your fears?

• Successful attempts…

▫ Ag lender, facilitator, family business advisor, acct
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Sharing History with Successors

• Do you have this written?
▫ Key events and timelines that shaped your business 

journey
▫ Ownership evolution
▫ Key players that have come and gone
▫ “Skeletons”

• Value in succession planning process
▫ Defining your “legacy”
▫ Briefing document for outsiders
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Are Key Principals Evaluated?
Can professional feedback change behavior???

• Develop innovative system that fits your business

• Set performance standards tied to job description

• Use disciplined process on regular basis

▫ Anybody exempt? (Boss, family?)

• Balance praise & criticism

• Succession challenge:

▫ Transfer from PARENTING

▫ To mentor, coach, supervisor
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The ‘5 Lists’ Technique
Adapted from Dr. Gregory Billikopf model
Labor Management Farm Advisor, Univ. of Calif

Employee and Supervisor each make a list:

• What strengths do you bring to this operation?
• In what areas do you need to improve?
• What can I (supervisor) do to help you do a 

better job? (Employee & supervisor compare list) 
• What personal develop steps will you take to 

improve performance and skills?
• What are your key goals for the coming year?

CEO Evaluation 
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Management Audits -
Key Board Responsibility
• Management Audit Case Study - Key lessons learned

▫ Checking box is not same as living it
▫ You manage what you measure
▫ Management system and governance processes need 

to be well organized and accessible to all key 
management team members (cloud system helps)

▫ Regular check-ups  are essential; keeps client 
accountable for updating and complying with 
intentions for continuous improvement. 

“People do what’s inspected; not expected”.

Silent Shade Management Audit-Case Study
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Does governance process need “professionalizing”?
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Our Future
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Our Secret to Success:
Multi-generational 
commitment to a 
professionally managed 
farm business

Time for Questions
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