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I did not have enough time to do the ‘big work’, 
that I wanted to do, because I was bogged down 
in small, but necessary, repetitive work.

I was spending all of my time trying to keep up 
and I had no time to get ahead.



Session Journey

1. Understanding the Work

Our Role & Responsibilities as a Market Organizer of a BC Farmers’ Market

2. A Quick Fun Demo

3. Where AI Helps — and Where It Doesn’t

4. Demos Part 2: Practical Tools in Action

5. Hands-On / Questions. 
Plus, build your own NFC tag activity!



Our Role & Responsibilities as the Market 

Organizer of a BC Farmers’ Market

1. Understanding the Work



What is my 
job?

Responsibilities



Recruitment: Vendor outreach, waitlists, category balancing, identifying new farms and producers, supporting early-stage growers.

Applications: Intake, eligibility verification, producer/make/bake/grow rules, product review, seasonal approval.

Compliance: Food safety documentation, liability insurance, permits, labeling rules, inspection records.

Category Control: Maintaining farm/food/artisan balance, avoiding duplication, protecting core agriculture, managing category caps.

Vendor Relations: Conflict resolution, fairness enforcement, communication, complaints and dispute management.

Stall Allocation: Mapping, spacing, accessibility, power needs, logistics and placement planning.

Payments: Stall fees, invoicing, collections, arrears tracking, payment management.

Attendance: Weekly tracking, seasonal commitments, vendor reliability.

Product Approval: Ensuring only approved products are sold, preventing scope drift.

Enforcement: Violations, warnings, suspensions, removals, rule enforcement.

Documentation: Vendor database, permits, certifications, insurance tracking.

Risk Management: High-risk food review, recall response, safety verification.

Vendor Success: Supporting sales, promotion, marketing inclusion, education.

Education: Food safety, labeling, sampling, pricing, display standards.

Equity: Supporting small farms, culturally diverse vendors, reducing barriers.

Programs: Nutrition coupons, tokens, grants, vendor participation.

Communication: Weekly updates, operational notices, policy changes.

Market Day Operations: Check-in, placement, real-time issue resolution.

Vendors



Governance: Bylaws, Society Act compliance, governance structure and policy.

Reporting: Financial, operational, strategic, and risk reporting.

Strategy: Long-term planning, site decisions, growth, capital projects.

Risk Oversight: Liability, insurance, crisis governance.

Financial Oversight: Budgets, reserves, deficits, audits.

Executive Oversight: Hiring, supervision, evaluation of ED/Manager.

Legal Compliance: Contracts, governance standards, fiduciary duty.

Decision Support: Briefings, policy framing, motion preparation.

Alignment: Ensuring governance reflects operational reality.

Continuity: Institutional knowledge and succession.

Board Dynamics: Managing governance health, conflict, and personalities.

Board of Directors



Hiring: Recruitment, onboarding, role definition.

Training: Procedures, safety, vendor relations, compliance.

Scheduling: Coverage planning, contingency management.

Payroll / Admin: Hours tracking, documentation, compliance.

Safety: Incident reporting, emergency response readiness.

Supervision: Coaching, performance, discipline.

Role Clarity: Clear workflow and responsibilities.

Retention: Burnout prevention, morale support.

Volunteers: Recruitment, coordination, appreciation.

Culture: Maintaining professional, calm, reliable operations.

Staff / Volunteers



Customer Experience: Flow, amenities, signage, welcoming environment.

Accessibility: Inclusive design, mobility access.

Safety: Crowd management, emergency readiness.

Complaints: Handling public concerns and disputes.

Education: Food literacy, agriculture awareness.

Community Role: Social space, local connection, cohesion.

Events: Programming, music, special activities.

Inclusion: Low-income access, nutrition programs.

Communication: Website, social media, public messaging.

Public Trust: Maintaining a safe, fair, trusted marketplace.

Public / Community



Standards: Member farmers’ market requirements.

Reporting: Surveys, economic data, metrics.

Programs: Nutrition programs, sector initiatives.

Collaboration: Knowledge sharing across markets.

Advocacy: Supporting sector funding and protection.

Integrity: Maintaining producer-only authenticity.

Representation: Participation in provincial discussions.

Alignment: Meeting evolving industry expectations.

Industry (BCAFM / Farmers’ Market Sector)



Identity: Define what the market is (farm-focused, mixed, rural, urban, community hub) and 
ensure vendors, policies, and experience reflect that identity.

Personality & Voice: Maintain consistent tone aligned with community (Cedar: rural, 
neighbourly, plainspoken, never snobby; Duncan: polished, professional, steady).

Trust & Integrity: Protect public trust through consistent enforcement, transparent decisions, 
and framing safety as community care.

Reputation, Promotion & Public Presence: Advertising strategy, marketing choices, 
messaging, social media voice, media relations, storytelling, crisis communication, and 
protecting long-term credibility and recognizable market character.

Brand / Reputation



Federal: CFIA food labeling, Consumer Packaging & Labelling Act, Weights & Measures, national recalls, 
Health Canada cosmetics, Natural Health Product boundary, Cannabis Act, copyright/music licensing 
(SOCAN/Re:Sound), CRA taxation, Competition Act, federal product safety, privacy baseline.

Provincial (BC): Health Authority food safety permits and inspections, meat inspection system, liquor permits, 
cannabis restrictions, public health orders, Employment Standards Act, WorkSafeBC, Consumer Protection 
BC, agriculture framework, emergency management.

Regional District: Zoning, land use, ALR interactions, environmental health coordination, sanitation, 
infrastructure, emergency planning.

Municipal / Local: Site permissions, lease requirements, bylaws (noise, traffic, signage), business licensing, 
policing, sanitation, event regulation, parking, public safety.

Insurance: Commercial general liability for market operations; additional insured requirements from 
municipality/landowner; Directors & Officers liability; staff/employer liability; volunteer coverage; event 
liability; property/content insurance for market assets; certificate management and renewals; ensuring 
coverage meets lease, grant, and regulatory requirements; incident reporting and claims management.

Regulatory Bodies: Health Authority, WorkSafeBC, SOCAN, Re:Sound, CRA, Consumer Protection BC, 
emergency services, insurance-driven compliance expectations.

Government (All Jurisdictions)



Weekly Tasks

Expectation Reality



Reality

AI is really good at the repetitive and mundane. 

Those same tasks are also preventing me from 
doing my best work, being creative, and 
elevating my farmers’ market. 

These are the tasks that need to be done for 
you to be allowed and able to host your market 
this week.

These tasks are often repetitive and mundane.



NFC Tags

2. A Quick Fun Demo



1. NFC Tags

What are they?

Like QR codes, but better. Or double up using both.

All new phones have NFC capability.

1. Order online. (Cheap. Look for ‘215’ and ‘waterproof’)

2. Install NFC Tools app by wakdev. (Free version is great.)

How can you use it at market?



NFC Demo #1

Tap-to-Learn: Vendor List & Market Map



3. Where AI Helps — 
and Where It Doesn’t



AI can waste time and add 
to burnout. It is not magic. 

We should use AI as a 
strategy that supports our 
objectives only when we are 
certain.

Building AI solutions is time-
consuming. AI wastes 
energy. It’s built on stolen 
intellect. It’s mostly 
unregulated. 

We must use it intentionally.
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(These small automations all solved 

challenges in my regulatory or weekly 

market tasks!)

4. Demonstrations Part 2: 
Practical Tools in Action



NFC Demo #2

Tap-to-Buy / Tap-to-Give Network NFC at donations, musician tips, 
membership, sponsorship.



NFC DEMO #2

Automate Market Donations

1. Setup or login to your free Square store.

2. Payments & Invoices -> Square Payment Links

3. If item is new -> Create link -> Sell an item or Accept a donation

If donation is an existing item -> Select -> Copy link

Get your donation link Go to write > Add a record > URL > Paste your link!



NFC
Top 6
at market

1. Tap-to-Learn (Vendor List or Google Review pop-up)

2. Tap-to-Buy / Tap-to-Give Network NFC at donations, musician tips, membership, 
sponsorship.

3. Smart Compliance Logging Hidden taps at first aid, fire, food safety, incident 
station.
Tap → quick form → auto-records incident, injury, compliance, risk.

4. Tap-to-Learn (Market Intelligence) Taps collect behaviour data: travel mode, first-
time visits, demand, bike counts. 
Survey question pops up for customers as they leave. New question each week.

5. Vendor Digital Layer (Tap the Booth)
Tap vendor → story, products, pre-order, follow, ingredients/allergens.

6. Tap-to-Check-In (Vendors + Staff) Replaces clipboards, timesheets, attendance.
Vendor taps → auto-logs arrival + stall. Or sales records at end of day.
Staff taps → start/stop shift → feeds payroll.



NFC Tags
Fun List

1. Kids Treasure Hunt: Hidden animal taps → clues → finish = sticker / prize.

2. Chicken Tap : Tap → clucking sound + quick farm fact.

3. Kids Market Passport: Tap stations collect stamps (bee, tractor, apple) → complete = prize.

4. Silly Farm Joke Button: Tap → random farm joke (kids repeat endlessly).

5. Tap the Music : Shows song + tip the musician link.

6. Giant Pumpkin Game : Tap → guess the weight → winner next week.

7. Compost Helper : Tap → what goes in / funny mistakes.

8. Welcome Tap: “Today at the Market” (music, food, feature).

9. Tap for Recipe : Produce → simple recipe ideas.

10. Flower / Pollinator Tap : Tiny learning moment.

11. Name the Scarecrow: Tap → community vote.

12. Market Dog of the Day : Tap → photo + fun bio.

13. Fairy Door (Kids Zone) : Tap → tiny weekly story.

14. Farmer Story Tap : 30-sec real farmer voice clip.

15. Hidden Golden Carrot  Find secret tap → instant prize.



Custom Chatbots
(Vertical AI)



Custom GPT | Vertical AI

What is it?

Vertical AI refers to AI agents or systems that are purpose-

built for a specific domain or industry.

Why?

Because the regulatory expectations on market managers, 

especially in food safety, are a top 3 challenge for BC farmers’ 

market organizers.

How?

Use ChatGPT Plus or Poe.com (free, limited)



Vertical AI Demo

Custom Chatbot. Topic: Food Safety (BC & Island Region)



poe.com/BCFMFoodSafeGuru

This is what it looks like

These are the documents in its current library



The Backend

Type: Prompt, Image Generation, Video Generation, 

Roleplay, Canvas, or Script.

Customize thumbnail image and bot name.

Description: Does not impact bot behaviour. This can be 

for you (if private bot), or for the public user.

Prompt: This directs the bot’s behaviour and action. 

This should be where you spend the most time in testing 

and editing.

Knowledge Base: This is where you can upload learning 

files.

Other Settings: Hot/cold (cold = predictable), 

public/private, etc.



Query: My vendor wants to sell homemade tortillas

A good Custom GPT will include sources, which point you to the exact text for reference.



Vertical AI Top Goal:

Build a library of your regulatory 
documents. This can include any 
documents that are publicly available online. 

E.g. Your market’s Rules & Regulations, Vendor Handbook, 
Emergency Procedures, BCCDC, Health Authority, BCAFM, etc.

Build yourself a holy grail SOP manual.



Vendor Handbook 
with ChatGPT



Reduce emails and 
market day 
misunderstandings

Steps To Build

1. Feed AI a sample handbook for industry-specific reference. 
(You can use Cedar’s if it is helpful.)

2. Describe how your needs are different from the sample.

3. Prompt AI to create a Table of Contents. Spend time editing 
this section until it is perfect. Copy and paste TOC into 
Word/Google Docs.

4. Feed more market specific knowledge to bot. Examples:

• Rules & Regulations and other policy documents from your market 
and/or BCAFM. (No private docs!)

• Copy and paste your vendor newsletter.

• Your website.

• Any other reference material that your vendors should know.

5. Ask AI to write this chapter by chapter and edit it as you go. 
The whole handbook at once is probably too much!

6. Make sure you have a market person who can review your 
work. Review, review, review.



Reduce emails and 
market day 
misunderstandings

Estimated time to build: 6 – 40 hours.

Tip: Create a hyperlink in your email signature to your 

handbook. Have the handbook uploaded to a publicly 

accessible Google Drive folder.



Business Bios
Vendor Custom GPT



Business Bios: Vendor Custom 
GPT
Why?

I wanted to automate my social media and website content, but 

some of the vendor supplied content was a mess. I didn’t have 

time to rewrite the content application-by-application.

Action: I used Poe.com to build a bot that could rewrite the 

business descriptions and offered a link directly in my application

The link directly  in my MarketWurks application.



Business Bios: Vendor Custom 
GPT

Example Real Business Description:

“sharing and displaying my artistic hobby passions”

Process:

The bot asks a few questions to learn more about my business 

and products…

New business Description:

"Discover a collection of unique, handcrafted creations born from artistic passion. We present original acrylic paintings, specializing in 

captivating ocean themes, alongside vibrant and fluid alcohol ink art. Complementing our visual works are meticulously knitte d 

accessories, including cozy toques and practical fingerless gloves. Each piece reflects a dedication to craftsmanship and a d istinctive 

artistic vision, perfect for those seeking one-of-a-kind art and artisanal wearables."



Build a Custom App
with Anthropic’s Claude



This is my staff scheduling app that I built. Demonstration purposes only. A teaching guide is too complex for 
this presentation.



Other Tools That Help Me

These are nice to have, not need to have.



Canva

Go through the work to get free premium version, it is worth it. 

Microsoft 365

I have free full Microsoft suite, which I use everyday. However, going 

through the hoops to get a non-profit free version was painful. 0/10 

would not do again, but 10/10 useful.

Excel/Sheets

Learn: Basic formulas, filters, pivot tables. Use ChatGPT for formulas. 

Describe your data and what you want to do, be specific regarding 

rows/columns in your sheet, and then paste the formulas. I use pivot 

tables almost everyday. They are super quick, simple, and helpful 

once you know how to use them.

Glideapps.com

If you want to try out vibe coding, the free version of this is great. I 

also use it to create collages of my vendors to share on socials.



Predictability = Success

The more predictable I can make market day = happy me, 

happy staff, happy vendors, happy shoppers.

I am drowning in chaos without support. Self-care would be to quit.

I want to love my job, but I am encountering unpredictable turmoil.

This is manageable!!! I love my job and the beautiful moments I encounter. I 
can dream about adding passion projects.

Supreme farmers’ market nirvana….
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My Top Rules for Managing

• Emotional grievances are dealt with in the office.

• Office issues are not dealt with on market day: stall 

location (unless health/safety), invoices, payments, 

anything paperwork/bureaucracy with vendors.

• All payments cutoff before market day. That is 

confirmation of attendance. E-transfer or Square 

online only. 

• If you want more service than that:

• We can increase stall fees;

• We are always looking for volunteers on our board.



In conclusion

Please take a moment to recognize that our work, your work, is complex. 
You’re not bad at your job and you really ARE trying hard enough. 

It’s also important work. We hold space for small business to start and to be successful. We 
hold marketspace for local farms to exist and to grow local food, so that our community can 
eat local foods and pass on that knowledge to the next generation. Food security is national 
security. And we hold space for our community to gather, and to build relationships. 

But we can’t do that work if our frontline organizers are lost in the weeds, overburdened, and 
under-supported. My goal today was to show you that you are not alone, that we can find 
clarity in our roles, and hopefully, we can make time to really enjoy it.



Let’s build some NFC tags ☺



Q & A Kate Poirier, Cedar Farmers Market, Duncan Farmers Market

kate@cedarfarmersmarket.org

cedarfarmersmarket.org/share

Credit: 2024 Siska Gremmelprez + BC Farmers' Market Trail

I will load all of my files and links here

mailto:kate@cedarfarmersmarket.org




Bulk Create 
in Canva



Bulk Create in Canva

This is a nice-to-have option, not a must-do.

Steps

1. Organize your vendors in a 

spreadsheet

2. Columns: Business name, category, 

vendor bio, etc.

3. Open Canva and pick a layout ->



Bulk Create in Canva

Apps > Bulk create

Upload Data ->
Right-click on an 
element > Connect Data 

One final warning on this method >



Farmers’ Magazine Made Using Bulk Create

Can be turned into a social media post or 

an ezine/flipbook.

Limitations: Photos are hard to automate 

with Bulk Create, though you can paste 

pictures after the frames have all been 

made. (Much faster than uploading to 

Canva.)

You can also put all of your images into a 

Google Folder and connect that folder 

directly in Canva.
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