Farm Equipment Cooperative Feasibility Study
REQUEST FOR PROPOSALS  |  Homegrown Prosperity  |  U.S. Co-ops
Budget: [Budget ceiling], including travel  •  Proposals due: [Proposal deadline]
Selection: [Selection date]
Study: [Project period and duration]
Study area: [Community or region]  •  RFP issue date: [Issue date]
Purpose
U.S. Co-ops seeks a consultant or team to assess the feasibility of formalizing and potentially expanding an existing farm equipment-sharing arrangement through a cooperative or other jointly managed structure.
Participating farmers are already working together and sharing equipment. The study should build on what they are doing, identify what is working and what needs improvement, and determine whether a more formal structure could improve equipment access, clarify ownership and cost-sharing, support financing and maintenance, reduce risk, and support future equipment purchases or services.
The study should compare cooperative ownership, sale or contribution of existing equipment, leasing, group rental, coordinated custom-hire services, and hybrid approaches. It should not assume that the cooperative must own all equipment. The goal is a practical recommendation on financial and operational viability and the steps needed to move forward.
Scope of Work
1. Understand current arrangements
Interview participating farmers and/or facilitate a group meeting using Annex A. Inventory equipment currently owned, shared, leased, or rented, including type, make/model, age, condition, ownership, estimated value, location, and any debt or liens. Document scheduling, payments, fuel, maintenance, repairs, storage, transportation, insurance, decisions, and the problems farmers want a formal structure to solve.
2. Assess equipment demand
Identify priority equipment and services. Estimate annual use by acres, hours, days, seasons, and critical planting or harvest windows. Examine scheduling conflicts, geography, transportation, operator training, and maintenance downtime. Estimate the farms, acres, or use hours needed to support each priority machine or service.
3. Test financial feasibility
Establish current farmer costs and compare new and used purchases, leasing, rental, coordinated custom-hire, and other practical alternatives. Estimate acquisition, financing, depreciation or replacement, maintenance, repairs, insurance, storage, transportation, administration, and reserves. Test member investment, minimum-use commitments, and per-acre, hourly, daily, or membership pricing. Prepare break-even and sensitivity scenarios for low utilization, major repairs, member withdrawal, and replacement. Identify potential financing, grants, and partnerships without assuming grants are required for viability.
4. Compare organizational and operating options
Compare at least two viable models, including a cooperative where appropriate. Assess sale, lease, contribution, or continued private ownership of existing equipment with shared access. Recommend membership, equity, usage commitments, scheduling, maintenance, storage, operator responsibilities, damage, liability, insurance, reserves, and replacement arrangements. Identify governance, management, administrative capacity, and legal, tax, and financing questions needing specialist review.
5. Recommend next steps
Provide a clear conclusion: feasible as proposed, feasible with modifications, not yet feasible, or better suited to a different shared-service model. Explain the preferred model and provide a practical 12–24 month implementation roadmap covering decisions, organization, financing, policies, agreements, equipment priorities, pilot opportunities, risks, and mitigation measures.
Expected Deliverables
Kickoff memo confirming approach, data needs, schedule, and interview plan.
Current-state summary and equipment inventory.
Editable financial model showing assumptions, costs, utilization, pricing, break-even requirements, and sensitivity scenarios.
Draft feasibility report for review.
Final feasibility report incorporating comments, including an executive summary and feasibility conclusion; current arrangements; equipment needs and utilization; operational and financial analysis; organizational options; recommended model; implementation roadmap; risks; and appendices with assumptions, interview findings, and financial tables.
Presentation of findings to participating farmers and project partners.
Applicants should propose delivery dates within [Project period]. The final schedule will be agreed with the selected consultant.
Who Should Apply
Consultants, cooperative development organizations, nonprofits, firms, or teams with experience in cooperative development, agricultural business development, farm machinery economics, shared-service enterprises, or related work. Applicants should demonstrate practical feasibility and financial analysis, experience facilitating discussions with farmers or rural groups, and the ability to explain technical findings clearly. Knowledge of tribal or Native agricultural contexts is preferred where applicable.
What to Submit
Brief introduction to the organization or team, key personnel, and roles.
Relevant experience: two or three comparable projects and two or three references.
Proposed methods, farmer engagement approach, work plan, and schedule.
Itemized fixed-price budget, including professional fees, travel, and other costs, within [Budget ceiling].
Any proposed subcontractors, potential conflicts of interest, and information, decisions, or client support needed to complete the study.
Please keep the proposal concise (approximately 5–8 pages, excluding resumes and budget).
Selection and Submission
Proposals will be reviewed for relevant experience and qualifications (30%); strength and practicality of the approach (30%); understanding of farmer-owned/shared equipment operations and financial feasibility (20%); cost and value (15%); and references and quality of prior work (5%). U.S. Co-ops may negotiate the final scope, schedule, deliverables, and budget with the selected applicant or make no award.
Questions due: [Questions deadline]. Submit questions and proposals by email to Bernardo Penaherrera, Program Manager, bpenaherrera@us.coop. Proposal deadline: [Proposal deadline and time zone].
Suggested email subject: Farm Equipment Cooperative Feasibility Study RFP – [Applicant Name].
U.S. Co-ops will review and respond to questions received by the deadline. Responses, clarifications, or amendments relevant to all prospective applicants may be consolidated and made available so interested applicants have access to the same information.
Project Conditions
Farmer and business information must be kept confidential. The study should identify—but is not expected to provide—formal legal, tax, or insurance opinions. Work and reimbursable travel require written authorization. Final award is subject to available funds, due diligence, contracting requirements, and authorized approval.


Annex A Farmer Interview and Data Gathering Questions
Purpose: These questions are intended to document how farmers are already sharing equipment, identify what is working and what is difficult, and provide the information needed to test whether a cooperative or another formal shared-equipment arrangement would add value. The consultant may adapt wording and sequence, but should address the substance of each section.
A Current Equipment and Sharing Arrangements
How many farmers are currently working together and sharing equipment?
What types of equipment are currently being shared?
Who owns each piece of equipment? Is it individually owned, jointly purchased, leased, or rented?
How did the current sharing arrangements develop? Are any agreements written down?
What equipment do farmers own individually that may be available for shared use?
Are there other pieces of equipment farmers would like to purchase, lease, rent, or share in the future?
What problem or opportunity is the group most hoping to address by formalizing the arrangement?
B Equipment Use and Scheduling
Who uses each piece of equipment and how often?
How many acres, hours, or days per year is each major piece of equipment used?
At what times of year is each machine needed?
Are there critical planting, harvest, weather, or production windows when several farmers need the same equipment at the same time?
How is equipment currently scheduled? Who has priority if there is a conflict?
Are there operator training, licensing, safety, or skill requirements?
What happens when equipment is unavailable or breaks down during a critical period?
C Costs and Current Payment Arrangements
How was each shared piece of equipment originally purchased or financed? Who contributed?
Are there outstanding loans, liens, lease obligations, or other financial commitments associated with shared equipment?
How do farmers currently pay to use shared equipment—hourly, per acre, per day, annual contribution, fuel-only, informal exchange, or another method?
Who pays for fuel, routine maintenance, repairs, replacement parts, insurance, storage, and transportation?
How are major repairs or equipment replacement costs handled?
Do farmers track equipment use, expenses, and payments? If so, how?
Are current payment arrangements viewed as fair by participants? Where are the tensions or uncertainties?
What does each farmer currently spend annually to own, rent, lease, borrow, or custom-hire the equipment needed?
Are farmers delaying purchases, using outdated equipment, or missing production opportunities because of equipment costs or lack of access?
D Storage, Maintenance, Transportation, and Risk
Where is equipment currently stored? Who provides the space, and is that person compensated?
Who is responsible for routine maintenance and preventive servicing?
Who performs or arranges major repairs?
Who transports equipment between farms, and who pays the transportation cost?
What insurance currently covers the equipment and its use by other farmers?
What happens if equipment is damaged while one farmer is using it?
How are breakdowns, misuse, late returns, or failure to complete maintenance handled?
Would a central storage or service location improve operations? If so, what locations might be feasible?
E Ownership and Membership
Would current equipment owners consider selling or transferring equipment to a cooperative?
Would owners prefer to retain ownership and lease or make equipment available to the cooperative?
How should existing owner equity or prior investment be recognized if equipment becomes cooperatively owned?
Are all current participants expected to become members? Are other farmers interested in joining?
Should every member have access to every machine, or should some equipment be shared only by participating subgroups?
What should a new member be required to contribute?
What should happen if a member leaves while the cooperative still has equipment debt or long-term commitments?
F Member Investment and Pricing Preferences
How much would farmers be willing and able to contribute as an initial membership or equity investment?
Would farmers prefer annual membership fees, usage-based fees, minimum-use commitments, or a combination?
Would members commit in advance to a minimum number of acres, hours, days, or dollars of use for specific equipment?
What would be a reasonable hourly, per-acre, or daily rate for priority equipment?
How would that rate compare with existing rental or custom-hire options?
How much would farmers need to save—or what additional productive capacity would they need to gain—for participation to be worthwhile?
G Management and Decision-Making
How are decisions currently made about purchases, use, repairs, and maintenance?
Who currently coordinates scheduling, bookkeeping, or payments?
Would the group need a paid coordinator, bookkeeper, equipment manager, or other staff/contract support?
How should major equipment purchases be approved?
How should disputes or scheduling conflicts be resolved?
What records should the cooperative maintain for equipment use, costs, repairs, member payments, and reserves?
What policies would members need in place before beginning operations?
H Financial Sustainability and Growth
What would it cost to purchase priority equipment new or used? Would leasing or renting be more practical initially?
What full annual costs would the cooperative need to cover, including financing, maintenance, repairs, insurance, storage, transportation, administration, and replacement reserves?
How many farmers, acres, or hours of use would be needed to cover those costs?
What happens if use is lower than expected?
What happens financially if a major repair is needed?
How should reserves for repairs and future replacement be funded?
Are there possible financing, grants, donated equipment, dealer relationships, lender partnerships, or other resources worth exploring?
What additional equipment or services might the group consider if the initial model succeeds?
I Cooperative Fit and Success
Why are farmers interested in forming a cooperative now?
What would a cooperative allow the group to do that it cannot easily do today?
What concerns do farmers have about formalizing the current arrangement?
Would the cooperative primarily manage equipment already being shared, acquire new equipment, coordinate access to services, or combine these functions?
What would success look like at the end of the first year?
If the group could solve only one equipment-related problem together in the next year, what should it be?


Annex B Information to Request from Participating Farmers
Equipment inventory: type, make/model, age/year, condition, ownership, estimated current value, location, and any outstanding debt or lease obligation.
Current use: users, annual acres/hours/days, seasonal timing, and typical duration of use.
Current costs: purchase/lease/rental payments, financing, maintenance, repairs, insurance, storage, transportation, fuel, and operator costs where applicable.
Payment arrangements: how users currently contribute financially or through labor/in-kind exchanges.
Existing agreements: written or informal rules for scheduling, use, repairs, liability, damage, ownership, and sale/disposition.
Future needs: equipment farmers expect to need over the next three to five years and estimated level of demand.
Member commitments: preliminary willingness to invest, pay usage fees, and make minimum annual use commitments.
Suggested equipment inventory fields
Equipment type and make/model; owner; year or age; condition; estimated current value; location; outstanding debt or lease obligations; annual use; and current cost or payment arrangements.
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