KITCHEN CONVERSION: FROM AP TO FMF

A Practical Field Guide for Taking Your Baking to the Next Level

Glen Johnson

A plainspoken starter guide for home bakers ready to move beyond all-purpose flour without
turning the kitchen into a science project.
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Flour Was Never Just Flour

For a long time, flour was just something I used. It sat on the pantry shelf in a paper bag, got
scooped into a measuring cup, and did what it was supposed to do. Biscuits turned out right,
sandwich bread came out a little dense if I was not careful, and loaf doughs rose more or less
the way I expected. Like most people, I did not spend much time thinking about flour. It was
simply there.

That began to change before I ever bought a mill.

My journey into better baking did not begin with fresh milled flour. It started with buying
better-quality flour in bulk. At that point I was making enough bread to notice patterns. I was
going through four or five loaves at a time and paying closer attention to what changed from
one bake to the next. Then I started baking with whole wheat flour, and that was the first
real shift for me. The look was different. The texture was different. The taste was different. It
felt fuller, more alive, and more satisfying. That was the point when I started wondering
what I was missing by not grinding flour myself.

Looking back, I had accepted a very narrow version of what flour was supposed to be. Store-
bought all-purpose flour is made to behave predictably. That is why people like it. It is stable,
familiar, and easy to work with. There is nothing mysterious about it. But once I started
paying attention, I realized I had accepted that version of flour as normal without ever
asking what had been removed to make it so uniform, or what had been lost along the way.

Fresh milled flour got my attention because it made flour feel like food again.

That may sound simple, but it matters. Modern flour is often treated like a neutral
ingredient, almost a blank utility powder. Fresh milled flour is not like that. It has aroma,
texture, weight, and personality. It asks more of you, but it also gives more back. Once I
started working with it, I was no longer dealing with something reduced to a predictable
white base for recipes. I was working with grain.

That is the heart of this guide.

This is not a technical manual for people who want to turn baking into a science project. It is
not a sermon about purity. It is not an attempt to romanticize the past. It is a practical look at
what changes when you move from all-purpose flour to fresh milled flour, and how to make
that shift without overcomplicating your kitchen.

If you already bake from scratch, even in a basic everyday way, you are not starting from
zero. You do not need to become a grain scholar. You do not need to memorize a bunch of
special vocabulary before you begin. You need to understand what changes, what to pay
attention to, and how to let experience teach you the rest.
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That is what this guide is here to do.

You Do Not Need a Lab, You Need a Starting Point

One of the fastest ways to make somebody back away from fresh milled flour is to bury them
in equipment talk before they have even ground a pound of wheat. Before you ever hear
about how to mill, you hear about grain berries, impact chambers, extraction rates, protein
levels, storage systems, and terms that make it sound like you are about to join a club where
everybody already knows the vocabulary.

That kind of thing sends practical people in the other direction.

If you already bake from scratch, you are not starting from nothing. You are introducing a
new ingredient and, with it, a new rhythm. You do not need to transform your kitchen into a
test lab. You need a way into this process that matches how real people actually build habits.
The biggest mistake at this stage is spending too much money, too much time, and too much
mental energy before you have even decided whether this way of baking fits your life.

When I started, I used what I already had available. In my case, that was a Vitamix with a dry
grain container. It was not fancy. It was not the final answer. It was simply a workable first
step. I could grind small batches, make a manageable mess, and figure out whether this was
something I wanted to keep learning. That mattered more than having the perfect setup on
day one.

Later on, after I had enough experience to know this was not a phase, I upgraded to a
NutriMill Classic. By then the decision made sense because my habits had changed. I had
already proved to myself I would use it. That is a better way to build a kitchen than buying
equipment based on excitement and then watching it collect dust beside everything else that
was supposed to save time and change your life.

There is a broader lesson there. Let your behavior lead your equipment. If you keep baking,
if you keep milling, and if you find yourself annoyed by the limits of your starter setup, you
have your answer. Upgrade because your routine demands it, not because someone online
made you feel under-equipped. A lot of kitchen frustration comes from buying for the person
you imagine you will become instead of the person who has to cook dinner on Tuesday after
work.

Fresh milled flour does not require a perfect setup. It requires curiosity, repetition, and
enough patience to notice what is happening.
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Grain Is Simple. The Language Is What Scares People Off.

The first time I heard people talk about wheat berries, my reaction was probably the same as
a lot of other people who bake. It sounded more complicated than it needed to be. Once
words start piling up around a food, people assume they are behind before they even begin.

But grain itself is simple.

You start with a whole grain. You grind it. Fresh flour behaves differently than bagged all-
purpose flour because it still contains everything that was in the grain to begin with. That is
the basic idea. You can learn the details over time, but you do not need a lecture before you
can make a muffin or mix a loaf.

Hard wheat, soft wheat, spring wheat, winter wheat, red wheat, white wheat. Yes, those
distinctions matter. They affect strength, flavor, texture, and what kinds of recipes a flour is
better suited for. But you do not need to carry all of that in your head on the first day. Think
of it the same way you think about produce, meat, or coffee. There are differences worth
learning, but most people learn them by cooking, tasting, and repeating, not by studying
charts until they feel qualified.

When I first got going, I started with hard red and hard white wheat because they gave me a
useful range to work with. I wanted to see it with my own eyes and get my hands on it, not
just read about it. Local stores helped with that. Natural Grocers was one of the first places I
found grain in a way that made the whole idea feel less abstract. Later, places like WinCo
made larger-quantity buying more practical. Seeing grain in a store mattered. It turned the
concept into food instead of theory.

Part of why I tell people not to start with fifty pounds of anything comes from that same
practical mindset. Five pounds is plenty when you are new. Enough to learn with. Enough to
make mistakes with. Enough to begin understanding what you like and what you do not.
Bulk buying before you know what you are doing feels efficient, but it can also leave you
staring at a bucket of grain you are not excited to use.

Whole grains store well, but none of this needs to be dramatic. Start small. Keep your grain
where it makes sense. Use what you have. Let the routine grow naturally. Once the system
clicks, the common-sense part becomes obvious.

What Changes When You Mill Is Not Just Flavor

Alot of people come to fresh milled flour expecting the biggest difference to be taste. Taste
matters, but it is only part of the story. The more important change, especially for somebody
who already bakes from scratch, is how the flour behaves.
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All-purpose flour is mostly endosperm. The bran and germ have been removed, which gives
you a cleaner, more predictable ingredient. That predictability is one reason so many recipes
work the way they do. Bagged AP flour usually stays in a narrower lane. It absorbs water in
familiar ways. Browning tends to follow familiar patterns. Doughs often feel more forgiving
because the flour has already been simplified for you.

Fresh milled flour does not stay in that lane.

When you mill whole grain, you keep everything. Bran, germ, and endosperm all come to the
party. Bran absorbs water differently and can interfere with gluten development. The germ
contributes richness, tenderness, and flavor, but it also changes how the flour behaves in a
dough. Whole grain flour often smells deeper, looks darker, and feels different under your
hand. Batters can thicken after resting. Crusts can darken faster than you are used to. Doughs
may feel rougher at first and then relax later. None of this means something is wrong. It
means the ingredient is asking you to pay attention.

One reason fresh milled flour can feel frustrating is simple: people expect it to act like white
flour with better nutrition. It will not. You may still be making pancakes, biscuits, sandwich
bread, or pizza dough, but the process has more texture to it. There is more to notice. Your
old instincts still matter, but now they need to work with a fuller ingredient.

That is where fresh milled flour gets interesting.

It pulls you back into relationship with the ingredient. You cannot just run the old script and
expect the exact same performance every time. You have to notice, adjust, and trust
repetition to teach you what the flour wants. It is a more honest way to bake, even when it is
less convenient.

The Part Most of Us Skipped

If you have baked from books or followed recipe writers for any length of time, there is a
good chance you have seen baker’s percentages, hydration math, and other tools that make
perfect sense once you understand them. I know I did. Intellectually, I understood the
concept. In practice, it often felt like one more thing for serious bakers to discuss while the
rest of us were just trying to get dinner on the table.

Fresh milled flour changes that a little.

Once you start working with a flour that behaves less predictably, the relationship between
flour and water becomes harder to ignore. Baker’s math is not magic, and it is not there to
make baking feel more exclusive. It is a way of describing ratios clearly. Flour is always one
hundred percent. Everything else is measured against it. If you use five hundred grams of
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flour and three hundred fifty grams of water, you are working at seventy percent hydration.
That is all it means.

What changed for me was not my ability to do math. It was my willingness to see hydration
as a real control point instead of background information.

With all-purpose flour, hydration often settles into a narrower range. With fresh milled flour,
hydration becomes one of the main levers determining whether the result feels balanced or
heavy, flexible or stubborn, open or dense. The extra water fresh milled flour often needs is
not some mysterious exception. It has to do with what remains in the flour and how those
parts behave.

You do not need to start citing hydration numbers at the dinner table, but you do need to get
comfortable with the idea that dough keeps communicating after you mix it. What feels dry
at first can turn gummy later. What feels sticky can settle after a rest. What looks too loose
can tighten up. Instead of saying, “This recipe just did not work,” you begin asking, “Did this
flour need more water and more time?”

That shift is practical. It is not fancy. It simply gives you a better question to ask.

For a lot of bakers, this is one of those quiet upgrades that only makes sense once you have
enough kitchen miles on you. You already know instinct matters. Baker’s math does not
replace instinct. It gives instinct something to stand on.

Rest Becomes Part of the Recipe

One of the first habits that really clicked for me with fresh milled flour was rest. Not because
it sounds elegant. Not because it is part of some old-world ritual. Because it works.

With AP flour, a lot of recipes are built around the idea that you can mix and move. Stir the
batter, knead the dough, shape the loaf, get on with it. There is enough wiggle room in
processed flour for you to treat time casually and still come out with something decent. Fresh
milled flour is less forgiving in that way.

When whole grain flour first meets water, it often has not told you the truth yet.

The batter may seem manageable and then turn thick a few minutes later. The dough may
feel stiff and thirsty and then loosen after it has had time to absorb what it needs. If you keep
adjusting too early, you can chase your tail. Add extra flour because it seems sticky, only to
realize later it has firmed up too much. Add liquid too soon without understanding what a
little time would have done.

A short rest changes the conversation.
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Fifteen to twenty minutes can make a dough feel more cooperative and a batter feel more
settled. The bran hydrates. The flour relaxes. What looked awkward at first begins to even
out. It does not solve everything, but it solves enough to deserve a real place in the process
rather than being treated like an optional extra.

This matters especially when you are converting recipes you already know. A biscuit formula
you trust with AP flour may not need a dramatic rewrite. It may just need a little more liquid
and a little more patience. In a culture that wants every result instantly, patience sounds
suspiciously old-fashioned. Too bad. The dough does not care about our preferences. It
responds to time whether we like it or not.

Once rest became a regular part of how I handled fresh milled flour, a lot of frustration
dropped away. I stopped feeling like the flour was fighting me and started feeling like I was
finally giving it enough time to become what it was going to become.

Start Where You Already Have Confidence

One of the worst ways to begin with fresh milled flour is to pick a brand-new recipe and
change the flour at the same time. Now you are juggling too many variables. If the result goes
sideways, you do not know whether the problem was the formula, the technique, the flour,
or all three at once.

That is why I keep coming back to the same advice. Start with a recipe you already know.

A better approach is to use something you have made enough times for the process to feel
familiar. Maybe it is pancakes. Maybe it is quick bread. Maybe it is biscuits, muffins, or a
basic loaf you can almost make from memory. You do not need to know everything about
fresh milled flour to begin seeing what changes. You need a baseline.

When you begin from a recipe you trust, the effect of the flour becomes easier to see. You are
not trying to prove something to yourself or anybody else. You are learning. You are finding
out how the dough feels under your hand, how the batter thickens, how the crumb changes,
how the flavor comes through, and whether the recipe wants a little more water or a little
more rest.

This matters for another reason too. Most of us are not baking in a test kitchen. We live with
other people, carry routines, and still need food to show up in the real world. A batch of
pancakes on Sunday morning has a second job. It has to feed people. If a home kitchen stops
producing useful food because every bake becomes an experiment, the whole thing gets
annoying fast.

That is why familiar recipes matter.
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Starting from confidence protects morale. That sounds small, but it is not. If your first few
attempts all feel like punishment, you will stop. If the first few attempts taste familiar enough
to feel promising, you will keep going. Momentum matters in the kitchen as much as
anywhere else. Small wins teach better than dramatic failures.

Feel Matters More Than Appearance

Recipes can give you numbers, temperatures, and times. They can tell you when to preheat
the oven and when to rotate the pan. What they cannot fully give you is feel. That part comes
with repetition, and with fresh milled flour, feel moves to the front of the class.

One reason people get tripped up is because the dough may not look the way they expect. A
batter may appear thicker and then loosen slightly after resting. A biscuit dough may seem
rougher than an AP version even though it is properly hydrated. A pizza dough may need a
little more patience before it becomes easy to stretch. If you judge by appearance alone, you
can make the wrong correction quickly.

This is where kitchen experience still counts.

If you already bake, you know there is a difference between following a recipe and reading a
dough. Fresh milled flour just pushes that distinction harder. It asks you to notice resistance,
elasticity, tackiness, hydration, and how those things change over ten or fifteen minutes. It
asks you to trust your hands a little more than your assumptions.

That is one reason I am not interested in pretending there is a universal answer built into
every chart and recipe note. Charts are useful. Baker’s percentages are useful. Hydration
ranges matter. But in an actual kitchen, the same formula can need adjustment depending on
the grain, weather, milling fineness, and what else is in the bowl. Add dried fruit, eggs,
yogurt, oil, or milk and the feel changes again. A chart can point you in the right direction. It
cannot do the listening for you.

There is something satisfying about this once you stop resisting it.

You become more attentive. Less dependent on autopilot. More willing to make one small
adjustment and see what happens instead of throwing the whole thing out and blaming the
ingredient. In a strange way, fresh milled flour rewards maturity. It does not need theatrics.
It needs attention.

When Things Go Sideways, Go Back to the Same Few Things

Even after getting more comfortable with fresh milled flour, I still have bakes that miss. I do
not trust anybody who talks as if that should stop happening. The difference now is that I am
less likely to panic and less likely to blame the wrong thing.
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When something goes off, I usually come back to the same suspects. Hydration. Rest.
Temperature. Those three solve more problems than people want to believe because they are
not exciting enough to feel like breakthroughs. But that is how kitchen troubleshooting
works. The answer is often ordinary.

Dry or dense results usually send me back to water first. Tight doughs send me back to rest.
Excessive browning makes me think about oven temperature or timing rather than assuming
the flour betrayed me. Once in a while the issue is a poor recipe choice or a substitution that
pushed too far off course, but more often than not the problem is mechanical.

This is useful because mechanical problems can be adjusted. Vague frustration cannot.

There is also a pride issue involved here. Sometimes we want the problem to be something
exotic because it preserves our self-image. Maybe it is the wheat variety. Maybe the moon
was in the wrong phase. Maybe the grain should have been stored in a different bucket.
Sometimes, sure. Most of the time, no. Most of the time the answer is simpler: the dough
needed more water, more time, or less heat. The kitchen has a way of humbling people who
would rather chase drama than repetition.

I actually think that is healthy.

Fresh milled flour encourages a plainer relationship with cause and effect. Less fantasy.
More observation. That rhythm fits the way I like to cook anyway. It is one reason this
process feels more grounded to me than the endless search for perfect recipes ever did.

It Is About Paying Better Attention, Not Chasing Perfection

At this stage of life, I am not interested in hobbies demanding total devotion just to produce a
decent biscuit. I like learning. I like experimenting. I like finer distinctions. I also like useful
systems that fit into an actual household. That is how I think about fresh milled flour now.

It is not about becoming a flour evangelist. It is not about making every bake a moral
statement. It is not about pretending the old ways were always better and the modern world
ruined everything. That kind of talk usually turns food into theater. I am more interested in
whether the process gives me better flavor, more control, and results I respect.

For me, it does.

But it did not happen overnight. One of the things I noticed once I started paying close
attention was how different wheat types brought different structure to the bowl. I noticed
which bakes adapted more easily and which needed more patience. That kind of learning
sticks because it is attached to repetition rather than ideology.
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If you already bake from scratch, fresh milled flour can be a real next step because it
depends less on novelty and more on judgment. You probably already know enough to notice
what matters. It asks more of your judgment, not just your measuring cups. It makes you a
little less dependent on factory consistency and a little more aware of what the ingredient is
actually doing. That is not a small thing.

So no, this is not about perfection.

It is about awareness. It is about getting enough repetition under your belt for the process to
become familiar instead of foreign. Once that happens, you stop treating fresh milled flour
like a special-occasion ingredient and start treating it like food. That is when it gets
interesting.

Moving Forward

This book reflects where my kitchen is right now, not where it will stay forever. I am still
learning. Still refining hydration ranges. Still paying attention to what changes when I work
with different grains, different blends, and different kinds of recipes. That is not weakness in
the process. It is the process.

What I know now is enough to help somebody take a sensible step from all-purpose flour
toward fresh milled flour without turning the kitchen upside down. Start small. Work from
recipes you already know. Learn the role of hydration. Respect rest. Keep notes. Make one
adjustment at a time. Those ideas are simple, but simple is not the same thing as shallow.
Most things worth knowing in the kitchen look basic once they finally make sense.

The 450 Test Kitchen is where the next layer of this work will keep happening for me. More
grain experiments. Better notes. More useful patterns. Probably a few failures teaching me
more than the easy wins do. That is fine. I am not trying to present a perfect monument. I am
trying to build a practical record of what actually works.

You do not need a perfect setup. You do not need to impress anybody. You need enough
curiosity to begin, enough patience to keep notes, and enough common sense not to let a
rough batch convince you the whole thing is not worth doing.

That is how confidence gets built in a kitchen. Not from theory. From paying attention,
repeating the work, and letting small improvements pile up until they become your normal.

Books and ideas that have stayed with me over the years include Fannie Farmer, The Joy of
Cooking, Flour Water Salt Yeast, In Defense of Food, and The Case Against Sugar. Those
influences are different from each other, but they all point me in the same direction: food
deserves more respect than modern convenience culture usually gives it.

This guide is just the beginning.
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Over time, I expect to go deeper into baking, food, and kitchen life in a way that makes sense
for people like me and the people I write for. Not trend chasing. Not internet performance.
Just practical work, honest notes, and a better relationship with food.

If this way of baking speaks to you, follow along on the blog and pay attention to what
connects with your own experience. That is where the next part of the conversation will keep
unfolding.
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