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Introduction  
 

The concept of the South Florida PATCH 

Collaborative emerged out of five years of 

collaboration among partners to the City of Dania 

Beach PATCH Market Garden. In 2009, the Dania 

Beach Community Redevelopment Agency (CRA) 

and Broward Regional Health Planning Council 

TOUCH initiative forged a partnership with Ft. 

Lauderdale Vegetables, Urban Farm Guru, 

Marando Farms, local master gardeners and 

HandsOn Broward to develop the PATCH - an 

urban agriculture program to employ local 

residents, expand their access to healthy food, 

and support related microenterprises.  

 

They did so with a view to replicating the model 

in other parts of South Florida. The PATCH 

officially opened for business in 2013. Soon after, 

the partners began shaping a shared vision to 

implement enhancements to the regional food 

system, such as a commercial kitchen and 

incubator to help urban farms enterprises achieve 

sustainability; and investments in food 

aggregation and distribution efficiencies across 

three counties.  

 

Within one year of opening, the PATCH had 

created four new part-time jobs and three 

enterprise opportunities for local vendors, while 

contributing to increased consumption of healthy 

food by residents.  

 

Simultaneously, as nearby cities and development 

agencies paved the way for urban agriculture 

ventures in their own service areas, the Dania 

Beach CRA PATCH, together with the technical 

assistance published by the TOUCH initiative, 

became a guiding light.  

 

From that experience, the South Florida PATCH 

Collaborative emerged as a vision to transform 

the local food system of the region. This 

document harnesses that vision into a five-year 

plan for achieving the scale of impact and 

operations needed to realize the potential. 

Special Thanks  

The company is grateful to the Health Foundation 

of South Florida for its investment in the 

development of this business plan as part of the 

Foundation’s vision for food system 

transformation in the region. The planning 

process enabled the company’s founders to 

harness a vision that has blossomed since 2009.  

Business Plan Team  

▪ Jeremy Earle, ASLA, AICP, Executive Director, 

City of Dania Beach Community 

Redevelopment Area 

▪ Michael DeLucas, CEO, Broward Regional 

Health Planning Council 

▪ Teina Phillips, Project Director, TOUCH, 

Broward Regional Health Planning Council  

▪ Dion Taylor, CEO, ENO Consulting 

▪ Gypsy Gallardo, MPP, CEO, Urban Market 

Ventures  

▪ Briana Hankins, Research Assistant, Urban 

Market Ventures  

▪ Anthony Olivieri, MURP, FHEED, LLC  

 

Reviewers & Contributors  

The company is indebted to the following 

reviewers and contributors.  

▪ Janisse Schoepp, Ph.D, Senior Program Officer 

and Director of Research & Policy Initiatives, 

Health Foundation of South Florida  

▪ Kathleen A. Weekes, M.A., CRA Coordinator, 

City of Dania Beach Community 

Redevelopment Agency 

▪ RGE Media, LLC  
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Key Strategies  
 

The following strategies are infused throughout 

the design of the company’s business plan.   

Develop a world-class service 

delivery organization  
A chief competitive advantage for the company is 

its two-year investment in the design of a service 

delivery organization offering a suite of services, 

resources, and tools to support both the supply 

and demand sides of the local food market.  

The graphic in the Appendix shows the 

operational span of the service delivery 

organization (called “SDO” for short), as well as 

some of its core functions, and the market 

segments it seeks to engage.  

In addition to the human capital (staff and team 

members) needed to deliver services, the SDO 

uses the company’s Marketplace Platform (a web-

based technology platform) for use by buyers and 

producers to seamlessly manage the processes 

and formulas that make-up sales transactions.  

Follow the leaders  
There are four industry leaders whose business 

models, strategies and experiences gave the 

company a roadmap to success in one or more key 

facets of operations. The four are Massachusetts-

based Red Tomato; Good Natured Family Farms 

which operates in the Kansas City area; New 

Venture Associates LLC; and the National Good 

Food Network by the Wallace Center. 

This business plan incorporates lessons from their 

journeys (and others) to design a realistic growth 

plan for achieving revenue and impact goals.  

Here is a summary of how these industry-

leading examples were applied. 

The company’s impact and revenue strategies 

derive from the success and inspiration of Red 

Tomato, a 501c3 in Plainville, Massachusetts, which 

brokered local food sales of $39.8 million in 2013, 

connecting 49 local producers through 19 

distributors to buying relationships with 14 retail 

chains and markets across a ten-state territory in 

the Eastern Seaboard region. 

The large volume of transaction fees (compared to 

the average $3,284,632 reported for food hubs in 

2013) is driven by the demand for local food 

generated by large well-known names such as 

Whole Foods, Hannaford, and Foodie’s Market.  

The company’s approach to building a localized 

learning community is modeled after the work of 

the Wallace Center’s National Good Food Network. 

The company will build from the relationships and 

resources developed by the PATCH project as a 

foundation for a learning community that will 

house many of the same types of content 

supported by the Wallace Center’s NGFN. These 

include “Cluster Calls” i.e., video-based best 

practice sharing, and a library of research on local 

food system development.   

The company’s community-service strategy is 

modeled after the experience of Good Natured 

Family Farms, which is affixed to the products of 

115 farmers as a signal of quality and shared 

values for fair pricing, good food and local food.  

The company’s consulting strategy uses elements 

modeled by New 

Venture Advisors, 

LLC since 2009, as it 

has charted a 

reputation and body 

of work that gives 

the firm a strong 

niche among market 

intermediaries 

nationally.  

Figure 1: Industry 
Leading Examples 
Reflected in 
Business Plan 
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Leverage national network of 

best-practice/leading resources  
The company’s SDO consulting services will be 

built upon the growing body of best-practices and 

innovative resource channels devoted to the field 

of local food system development. 

The company will adopt those practices, and aid 

their adoption throughout the region, by 

establishing itself as a partner and de facto local 

implementation arm to national initiatives 

designed to speed growth for local food systems.  

Over the past five years, at least a dozen market 

development initiatives have appeared on the 

national stage, both public and private. Several of 

these efforts have built large concentrations of 

support in various regions across America.  

Prior to now, though, this wave of interest hasn’t 

penetrated South Florida’s shores, at least not 

beyond the work of a large handful of local food 

efforts that are nationally connected. 

The company’s SDO will proactively engage the 

national network, fully using their various toolkits 

of resources and relationships to help fast-track 

actions that accelerate growth for South Florida’s 

local food system.   

In addition to speeding change for the region, this 

strategy benefits the company by enhancing its 

market position as an intermediary applying the 

best learnings in the industry. It also benefits our 

would-be national partners as it helps them to 

increase the number of stakeholders who are 

engaged in their momentum.  

Connect to local leaders  
The company’s founders and anchor partners have 

invested the better part of two years (more in 

some cases) building inroads and relationships 

with people who are on the leading edge of the 

emerging local food system in South Florida.  

A key strategy for the company is to prioritize and 

engage the local industry’s most prolific and 

committed people and organizations in the shared 

work of growing the local food economy.  

The business planning team has identified a host 

of people and organizations whose work is 

growing the region’s local and good food system.   

The company will work to engage each of these 

organizations in implementing planned activities 

over the five-year business plan.   

Figure 2: Representatives of National Best 

Practice Initiatives 

 

This business plan is informed by the successes 

and inspirations of over a dozen national and local 

leaders in the good food/ local food movement:  

- Red Tomato 

- Appalachian Sustainable Development  

- Blue Ridge Food Ventures  

- Good Natured Family Farms  

- FoodRoute Network Buy Fresh, Buy Local 

Campaign 

- East Carolina Organics  

- Farm to Table  

- Minneapolis Farm Association  

- Wallace Center National Good Food Network   

- The University of Missouri Urban Sustainability 

Directors Network  

- Vermont Farm to Plate Network  

- Farmers Web  

- Northern Girl  
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- FarmLogix  

- New Venture Associates, LLC  

- Local Dirt™  

Flexibly evolving entity type  
The company will follow the leading example of 

local food market intermediaries who originated as 

non-profits and evolved their entity type over time 

to various for-profit forms.  

The local food industry is unique in its youth – 

compared with industrial agriculture, which may 

account in part for its culture of flexibility in 

valuing a range of organization types – public and 

private – as vital to the food supply value chain.  

The company will take advantage of the unique 

opportunity to flexibly evolve its entity type over 

time, through the following phases.  

Historic of PATCH entity type  

Since 2009, the PATCH has operated as an 

initiative of the Dania Beach Community 

Redevelopment Agency, a division of the City of 

Dania Beach. The effort was developed with the 

shared understanding among founding partners 

and investors that the PATCH would – by 

approximately 2015 – develop as a 

multijurisdictional vision that would replicate the 

unique successes charted in the city.   

The Dania Beach CRA will continue to house the 

flagship PATCH Partnership venture as part of its 

portfolio of community economic development 

projects and programs. This means that the City 

CRA will continue to own and operate the PATCH 

Market Garden and the community-services that 

sprang from it.  

Phase 2 – The new company  

The CRA will also be one of the founding partners 

of the new company, which will initially form as a 

501c3 organization, providing itself a four-year 

incubation period (approximately) before 

developing a sister for-profit organization to take 

over its enterprise operations.  

The 501c3 will remain in effect to carry out 

“community service functions” that cannot be 

sustained through revenues from the market. The 

non-profit organization will operate with a 

separate board of directors.  

 

Figure 3: Evolution in the company's entity type 
2015 2016 2017 2018 2019 2020 

 

 

 

 

 

 

 
 

 

Phase 3 – Self-sufficient operations  

The company will achieve break-even in its 

“enterprise operations” during year four; and by 

then, will form a Social Purpose Corporation to, 

thenceforth, carry-on with activities that generate 

market-based revenue for the company. A 

foundation block of the new corporation will be a 

partnership agreement that engages the equity 

investments of its founders and establishes 

investment terms with new partners.  

 

Housed at 

DBCRA 

 

The 501c3 PATCH Collaborative  

The new Social Purpose 

Corporation 

Enterprise Operations: Marketplace Platform & most SDO-based activities  

Community Service Operations: Buy Fresh, Buy Local Campaign, Farm to School, Food System Dashboard   
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Why approach the entity type in phases  

The company chose to take this phased approach 

in order to have the time needed to develop and 

grow. The timing of the evolution is influenced by 

three facets of the company’s pro forma:  

 

▪ Break-Even: The company will achieve break-

even in its enterprise operations in 

approximately Quarter 2 of fiscal year 2019, in 

year four of operation. This milestone provides 

a net income stream that can be invested in 

growth plans for subsequent years.    

▪ Critical Mass: Reaching break-even will 

happen when the company has engaged a 

critical mass of buyers and producers working 

together to grow the local food system. In 

order to break-even, the company will need to 

support roughly 35 producers selling their 

products via the company Marketplace, 

generating transaction fees (the company’s 

number one source of enterprise revenue) on 

sales of nearly $6 million in local food 

products.  

▪ Funding Company growth: As readers will 

see in the Financial Performance chapter of 

this plan, the company will make use of 

mission-driven investments to reach a self-

sustaining scale of operations and revenue.  

 

Examples of this evolution & 

combination in the marketplace  

The strategies of evolving entity types and using 

both for-profit and non-profit entity types and 

business models, has been used with success by 

other emerging local food market intermediaries.  

 

Examples from the literature include:  

 

▪ Evolved from non-profit to for-profit: 

Eastern Carolina Organics (ECO) started as a 

project of the Carolina Farm Stewardship 

Association (CFSA) in 2004, with a $48,000 

Tobacco Trust Fund Commission grant. In 

2005, ECO became a private grower and 

manager-owned limited liability corporation 

with 13 growers and two staff owners. Today 

[in 2013], ECO works with more than 40 

growers and 100 customers. 

▪ Combined non-profit with for-profit service 

models: The Minnesota Food Association 

(MFA), which was founded in 1985 and 

remains a non-profit anchored in Minneapolis/ 

St. Paul, created the revenue-generating Big 

River Farms program in 1998. To date, MFA 

has connected local produce from immigrant 

farmers to eight wholesale vendors, including 

Chipotle, the Saint Paul School District and 

Whole Foods. It has trained 140 farmers. 

▪ Evolving from grant-funding to pure for-

profit model: Local Dirt™ - an on-line 

marketplace connecting local food producers 

and buyers nationwide, relied on grant 

funding from the National Science Foundation 

through the end of 2015 before converting to 

a for-profit revenue model. This incubation 

period is designed to develop a critical mass 

of users (producers and buyers) generating 

sales volumes sufficient for Local Dirt™ to 

break-even.  

 

Demand-driven approach  
The company will use a demand-driven strategy 

(i.e., generating demand for local food through 

buyer contracts) as a priority, and as a basis for 

gradually scaling up a network of producers who 

use the company’s SDO and Marketplace Platform.  

 

This same strategy enabled a host of leading local 

food market intermediaries to reach a tipping 

point in local food sales in their regions.  

 

The company will follow the examples of Northern 

Girl™, Red Tomato, Good Natured Family Farms, 

the Minnesota Food Association, and others in 

focusing first and foremost on generating demand 

for local food via contract development with large 

commercial and institutional buyers.  
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The Industry  
 

Food systems can be divided into two major types: the global industrial food 

system, of which there is only one, and sustainable/local (or regional) food 

systems, of which there are many. In reality, the food system is far more complex 

than local versus global and artisanal versus industrial.  

- Food System Transformation Opportunities in Broward County, 2014 
 

The company operates in a dynamic and fast-growing industry that is only beginning to develop the 

research and data sources that help to quantify its size and scope. Unlike the centuries old industrial 

agricultural industry, USDA researchers point out that the scope of nationally representative data has 

been limited for the local food industry. 

Based on the collected intelligence of public and private researchers, the local food industry is one of the 

fastest growing in America. The USDA reports that the nation’s local food sector grew by about 85% from 

the early 1990’s to 2008; and estimates that between 2008 and 2011, local food sales grew 46% - from 

$4.8 to $7.0 billion per year (or an average 15.7% yearly). 

At the heart of this growth boom lay not only the “hunger” of consumers for source-identified local food, 

but the efforts of both local and national pioneers who have braved the formation of new marketing 

channels, as well as market intermediation and support functions.  

In local communities, 

these include food 

hubs, farmers markets 

and community 

supported agriculture 

shares and projects, 

along with the 

increasing number of 

local government 

agencies who are 

stoking supply and/or 

demand. 

Figure 4: Number of 
Entities by Segments 
of the Industry 
 

Industry trends  
 

The industry is young  

Though the local food industry is – strictly speaking – as old as the agricultural industry, the nation’s 

emerging (or re-emerging) focus on the value of buying fresh and source-identified food products is 

young. As an important illustration, over 62% of the food hubs that responded to the 2013 National 

Survey of Food Hubs (N=106) reported to have been in operation for 5 years or less  

35,000

8820

2915

347

222

Farms, Farmers' Markets & CASAs in Local
Dirt & Locavore Databases

Farmers Using AqSquared Web-based
Solution

Farmers Markets accepting SNAP

Whole Food Chains

Food Hubs

Indicators of Industry Size - Metrics for Select Marketing 

Channels 
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Figure 5: Metrics on New Entrants to the Industry  
 

 

 

 
 

Public sector leadership growing  

Public sector agencies at every level are fueling the growth of local food systems. At the federal level, 

initiatives like the USDA’s Know Your Farmer, Know Your Food effort, and the USDA Farm to School 

Toolkit are giving legs to the tenets of the 2008 Food, Conservation, and Energy Act (2008 Farm Act). 

Several federal agencies support the Healthy Food Financing Initiative supported to eliminate food 

deserts and improve healthy consumption in health-challenged communities.  

At the local level, the number of government agencies involved in growing local food systems has 

mushroomed into the thousands, judging by the participation of local leaders in groups such as the 

national Urban Sustainability Directors Network and the Wallace Center’s National Good Food Network.  

The USDA Farm to School Census identifies just over 1,900 school districts nationwide who are 

participating in farm to school activities.  

As industry observers have noted “Local governments are increasingly interested in developing their local 

food systems to realize both local economic and job creation benefits, and also public health, 

environmental and social benefits. But where and how to invest are often challenging questions for 

cities to answer.”1 

A growing number of cities are finding their way in the field with initiatives that are providing loan capital, 

land, supplies, grants for operations or growth, and dedicated staff to grow production enterprises as well 

as projects to increase healthy food consumption. Cities whose success stories have made national 

headlines include Chicago, Minneapolis, Los Angeles, New York, and Kansas City to name a few.  

For-profit entity types are on the rise  

Though the industry is dominated by non-profit organizations and various private organizations that are 

not designed to be primarily concerned with profits, the trend is definitely in the direction of “for profit” 

entity types.  

5 years or less , 

62%

6 to 20 years , 

26%

20+ years , 11%

Age of Food Hubs Across America in 2013

5 years or less 6 to 20 years 20+ years

Metrics of Rapid Growth in Local Food Economies  

  

Across Florida, the number of farmers markets 

registered with the USDA Farmers Market Directory 

has grown by 23% since July 2012 (from 203to 249) 

 

Nationwide, among 106 food hubs taking part in a 2013 

survey, well over half began operations less than five 

years ago; nearly one-third were less than 2 years old  

 



BUSINESS PLAN South Florida PATCH Collaborative [April 30, 2015] │ 9 

 # Food 

Hubs 

% For 

Profit 

# For 

Profit 

Less than 2 years old  35 56% 19 

Older than 2 years old  71 43% 30 

All  106 47% 50 

 

New entrants nationwide & locally 

Industry watchers document a national growth boom for the local food industry, dating from roughly 

2008. Since then, thousands of government agencies, retail chain stores, farmers’ markets, community 

supported agriculture (CSA) shares, and other market intermediaries have fueled the industry’s growth.  

There are several organizing forces at work in the company’s target market. Localecopia is a pioneer in 

working to connect local food sources to the growing market of local and healthy food consumers. The 

report “Food System Transformation Opportunities in Broward County,” identifies others who are 

organizing the market, such as LocalFoodSouthFlorida.org and the USDA Farmers Market Program. These 

efforts create a firm foundation and base of partners to engage in the Collaborative vision.  

Technology evolving 

The fast-growing industry is supported by a growing number of technology tools designed to support 

one or more nodes along local food value chains. In a presentation developed for the National Good 

Food Network, the firm New Venture Advisors, LLC, provided this overview of some of the technology 

solutions adopted by buyers, producers and market intermediaries who are working to connect supply 

and demand (figure below).  

Technology is yet another facet of the industry that reveals its youth, compared with other more well-

established industries. While many of the Enterprise Solutions and Farm Systems listed below have long 

been in use within the food service, food distribution and farm sub-sectors, their evolution has gained 

speed, while a bumper crop of new solutions are emerging to support on-line marketplaces and virtual 

food hubs.  
 

Figure 6: New Venture Advisors' Summary of Technology Solutions Supporting Local Food2 
ERP: General Online Marketplace (B2B, B2C) Farm Systems 

• ACCTivate 

• Blue Ocean Systems 

• Edible Software 

• FoodConnex 

• NetSuite 

• Produce Pro 

• Silver Creek 

• Farmers Web 

• FarmLogix 

• Good Eggs 

• iGrowerTrade 

• Local Dirt 

• AgSquared 

• Farm Works 

• FarmKeeper 

ERP: Food Hubs  B2C/CSA Exchange Function Specific 

• Delivery Biz Pro 

• Food Network Software 

• Local Food Marketplace 

• Local Orbit 

• CSAware / Local Harvest 

• Farmigo 

• Whole Share 

• ADP 

• FoodLink 

• HarvestMark 

• iTradeNetwork 

• Quickbooks 

• Salesforce 

ERP = Enterprise Resource Planning solution 
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The Market for Local Food  
 

Size of the local food market  
$4.02 billion was spent on food in Broward County 

in 2012. By comparison, only an estimated $12.2 

million was spent on locally produced food (.3% of 

the food market as a whole). But the local food 

market is fast-growing; by the end of 2015, local 

food sales are on track to be 47% higher than the 

2012 estimate.  

 

 

 

 

 

 

 
Consumption location  

Spending on food at home (versus away from 

home) dominates the market. It accounts for 60% 

of food spending in Broward. Food consumed 

away from home is the second largest share, while 

food consumed at institutions such as schools and 

hospitals claim 9.3% of food spending.  

  
Amounts Share 

Food at home  $2,386,757,000  59.3% 

Food away from home  $1,520,280,000  37.8% 

Food at institutions3  $117,211,110  2.9% 

Total  $4,024,248,110  100.0% 
 

Largest categories – all food  

“Meat, poultry, fish and eggs” takes the largest 

share of food purchases in the food market (apart 

from the “Other foods” category reported by the 

U.S. Consumer Expenditure Survey in 2013). It 

accounts for 27% of all food spending. Fruits & 

vegetables follows with 20% of food spending.   

 

 

Food category 

 

Spending 

% of 

Total 

Other foods  $1,130,813,719  28.1% 

Meat, poultry, fish, eggs  $1,078,498,493  26.8% 

Fruits & vegetables  $816,922,366  20.3% 

Cereals, bakery products  $575,467,480  14.3% 

Dairy  $418,521,803  10.4% 

Total $4,020,223,861  
 

 

Largest category – local food 

The biggest segment of the local food market – by 

far - is fruits & vegetables. This category makes up 

about 20% of the county’s food spending ($816 

million of the $4 billion total), but 82% of local 

food spending ($10 million of $12.2 million total). 
 

Fruits & vegetables also enjoy a far higher level of 

local food buying. Compared with the .3% local 

food expenditure across all categories, about 1.3% 

of the county’s spending on fruits & veggies 

vegetables was spent with local producers in 2012.  

 

$4.02 billion  

Broward County’s annual spending 

on food (estimated)  

$12.2 million 

Broward’s annual spending on 

locally-produced food 

 

81.7%

18.3%

Fruits & Vegetable sales make-up est. 

82% of local food sales

Fruits & Vegetables Other
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Sellers/suppliers in the market  

The Collaborative team counts as many as 86 

entities that are selling local food to local 

consumers, restaurants, and retailers (not counting 

supermarkets and convenience stories that buy 

from local growers); and 64 gardens that supply 

food to consumers free-of-charge, including 

community gardens, and gardens at schools and 

childcare centers. Farms and farmers markets make 

up the largest segments. 

 

Local Food Suppliers in Broward County 

Sellers/Suppliers # of Share 

Farms        364   

Farmers Markets           26   

Community Gardens             4   

Urban Farms             5   

Produce Retailers  15  

Farm to Plate Restaurants TBD  

Total        86  

 

Buyers in the market  

There are no official data sources that estimate the 

number of consumers who buy local food or who 

patronize the local food economy.  

However, there are indicators that Broward County 

has a sizable (and growing) market for local food.  

 

For perspective sake, only three of Florida’s 67 

counties rank higher than Broward in the share of 

adults who eat five or more servings of fruits & 

vegetables daily.  

 

 

 

Food consumers in Broward County  

 

 

 

 

Florida Department of Health data show 21% of 

Broward adults eating 5+ daily servings of fruits & 

veggies, compared to 18% of adults statewide. In 

addition, Broward’s edge over the state grew 

between 2002 and 2013, from 1 percentage point 

in 2002 to 2.4 points in 2013.  

Local food sales  

The planning team has so far been able to identify 

local food sales of an estimated $12.2 million in 

2012; and that, conservatively, local food sales in 

Broward County will grow by 47% by the end of 

2015. The figure does not include a lion share of 

institutional food buying, nor does it count sales at 

other outlets, such as the 13 produce retailers 

identified in a recent report.  

 

Three Year Growth in Local Food Sales [ESTIMATED FORECASTED]5 

 

 

1,761,993  

Food consumers 

in Broward County 

364,733  

Est. 

population 

eating 5+ 

svgs of fruits 

& veggies 

$795 million 

Broward’s estimated 

spending on fruits & 

vegetables in 2012  

242 million lbs  
Broward’s estimated  

produce consumption  

 

$10 million 

spent on 

locally-

grown 

produce 

 
2012 2015 ▲ % ▲ 2012 Share 2015 Share 

Farmers' Market Sales   $4,109,767   $5,201,951  $1,092,184  26.6% $4,109,767  $5,201,951  

Whole Food Sales   $1,501,143  $7,036,606  $5,535,464  368.8% $1,501,143  $7,036,606  

Other Retailers & Restaurants   $5,936,196   $5,045,767  $(890,429) -15.0% $5,936,196  $5,045,767  

Broward County Schools   $700,000   $700,000   -    0.0%  $700,000   $700,000  

TOTALS:  $12,247,106  $17,984,324  $5,737,218    $12,247,106  $17,984,324  

◼ PLEASE NOTE – The figures above are estimates; the company will request review by Whole Foods and Broward County 

Schools..  
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Size & growth trends in the market  
 

Demand trends  
 

Official data show differing trends in consumer 

demand for healthy and local food. Nationally, the 

USDA reports that the local food sector grew by 

about 85% from the early 1990’s to 2008; and 

estimates that between 2008 and 2011, local food 

sales grew 46% - from $4.8 to $7.0 billion per year.  

 

Broward reflects a similar trend. According to 

estimates, local food sales will grow from $12.2 

million in 2012 to $17.9 million in 2015.  

 

Yet, it is unclear which portion of sales growth 

reflects a true increase in consumer demand, 

especially given the 6-point drop in the share of 

Broward residents eating 5+ servings of fruits & 

veggies daily (from 27% in 2007 to 21% in 2013)6.  

 

An important countertrend is that young adults’ 

eating habits may signal market growth. From 

2002 to 2013, the share of 18- to 44-year-olds 

eating 5+ daily servings of fruits and veggies grew 

2.5%, but fell 12% among older adults (45+).  

 

 
 

Supply trends  

National and local data confirm that local food 

economies are fast growing. There can be no 

doubt that the supply side of the market has 

exhibited the greater energy in recent years.  
 

Retail Growth  

 

 

Whole Foods Market – which is a leader in local 

buying among food retailers - has more than 

doubled its Broward footprint since 20127, adding 

three new stores for a total of five. South Florida 

alone accounts for 72% of Whole Foods’ Florida 

store count, Broward County is home 25% of 

Whole Foods’ Florida stores.  

 

Given the company’s commitment to buying 

locally produced products, if its Broward stores 

perform on par with Whole Foods’ national 

average ( 25% of produce sold was sourced locally 

in 2013), that could add $4.7 million to local food 

sales yearly in Broward County by the year 2020.  

 

“Buying local allows us to offer our shoppers the 

freshest, most flavorful pick of seasonal products; 

it bolsters local economies by keeping money in 

the pockets of community growers; and it 

contributes to responsible land development and 

the preservation of viable green spaces.”  

- Whole Foods Annual Report 2013 
 

Farmers’ Markets  

Across Florida, the number of farmers markets 

registered with the USDA Farmers Market 

Directory has grown by 23% since July 2012 (from 

203 to 2498); and a full 27% of registered markets 

are located in South Florida (21 in Broward; 30 in 

Miami-Dade and 17 in Palm Beach County).  

21.6%

25.6%
24.1%

30.7% 30.7%

18.5%

33.0%

27.5%

17.9%

2002 2007 2013

Share of adults eating 5+ daily servings of 

fruits & veggies

18-44 45-64 65+
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Dimensions of the local food market 
 

Metrics on the Size and Diversity of the Local Food Market 

 

Food Market as a Whole 

 

2012* 

Growth since 

2007 

   

Food Expenditures  $4.02 billion  

Supply Side    

Farms 615 +68/+12.4% 

    Greenhouse, floriculture, nursery  252  

    Animal Aquaculture & other Animal  163  

    Fruit & Tree Nut Farming  71  

    Produce farms  15  

    Other   

Land in farms (acres) 14,497  +5,760/+65.9% 

Harvested crop land (acres) 3,085  

Farm size  23.6 +7.6/47.6% 

County supply (production) of food  $47.4 million -6% 

    Crop production $43.0 million  

    Livestock   $4.4 million   

Food retailers  994  

Farms selling direct to market* 39  

Farms selling direct to consumers  43 5/+13.2% 

Farmers markets* 21  

Food Market Workforce (employees)  TBD  

Demand Side    

Consumers 1,761,993 +3.4% 

Local Food Market    

Local Food Expenditures $12.2 million  

As % of food expenditures .3%  

Local Food Expenditures – Fruits & Veggies $10 million  

Fruit & Veggies Share of LFE 1.3%  

Supply Side    

Farms           36   

Farmers Markets           26   

Community Gardens             4   

Urban Farms             5   

Produce Retailers  15  

Demand Side    

Consumers  Unknown  

Buyers (commercial & institutional) Unknown  

Daily eaters of 5+ svgs fruits & veggies  364,763  

As % of consumers 21.8%  

Whole Foods consumers (Est.) 96,000  

As % of consumers 5.6%  

Healthy “Foodies” (Est.)   

Other Market Indicators & Impacts    

No. of Local Food System Volunteers (Est.)   

No. of Children Supporting System (Est.)   

  

Agricultural Production 

in Broward  

Broward County's local 

production is by far the 

most urban out of the three 

South Florida counties. 

Growers and producers are 

easily found in 

neighborhoods in the 

County's easterly south, 

central, and northern 

density populated areas. 

They also have a heavy 

presence in social media. 

Some of them are featured 

in fine restaurants such as 

Hardy Park Bistro and 

Market 17.  Several are 

organized into a local-

producer's business 

association, Growing 

Broward." 
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Priority Opportunities  
 

The Collaborative will cultivate four opportunities to grow the local food economy and its impact on 

health and economic outcomes in the lives of Broward County residents.  

 

As the infographic on the next page illustrates, the Collaborative will work to impact both the 

supply and demand sides of the market for local food.  

 

This chapter details the following priority opportunities for the company:  

 

▪ The opportunity to grow local food expenditures (demand) by cultivating more local buying 

relationships among institutional and commercial food buyers 

▪ The opportunity to help South Florida’s local government agencies – as leading catalysts in local food 

economies across America – to become prime movers in increasing both the supply and demand for 

good food from and within the communities they serve  

▪ The opportunity to grow local food supply by strengthening producers’ bottom-line and helping 

them achieve industry-leading levels of yield, net gains, sales, growth, employment and quality  

▪ The opportunity to develop a model for local food system development that can serve as a guiding 

light to other regions across the nation  
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Strategies to impact the supply & demand sides of the local food market  
 

The Collaborative formula for growing the local food economy includes strategies on both the supply and demand sides of the local 

food market. The aim is to increase the supply of locally produced food while strengthening the health and vitality of suppliers. As for 

demand, the Collaborative will work to stimulate new demand and to divert existing demand to source more locally.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Raising resources to support supply-side strength  
 

▪ Network Fund– recruiting public private 

partners to increase investment; 

▪ Enterprise Fund – to seed & grow enterprises 

(in partnership with the Whole Foods Local 

Producer Loan Program and other sources)  

 

Raising resources to stimulate demand:   
 

▪ Network Fund– recruiting public private partners to 

increase investment;  

▪ Supporting Partners – in raising resources for farm-

to-school and other initiatives that stimulate new 

demand and divert existing demand to local food  

 

Supply of Local Food  

 

Demand for Local Food  

 
  

 

 
▪  

 

 

 
 

$24.4  

million 

The Collaborative will help increase local 

food sales by $TBD million by 2020 

$15.9  

million 

The Collaborative will help producers grow 

revenue by $TBD million by 2020 

CONNECTING SUPPLY & DEMAND 
The Company’s Service Delivery Organization – provides the operations platform of 

processes, human capital, tools and technology to support the company’s products  

$21.0 million 
The Collaborative will support 

$21 million in market 

transactions by 2020   

  

Raise & leverage 

new investment; 

improve ROI for 

funders & 

invesetors  

Expand the 

capacity & 

service impact 

of diverse 

market 

stakeholders  

The company’s management team will lead the vital roles of raising and 

leveraging resources to increase investments on both sides of the market and 

the building the infrastructure need to connect them.  

Product Lines The company’s engages producers, buyers and other stakeholders through five branded programs and initiatives.  

The PATCH 

PARTNER Network 

Fast Tracking Local 

Food   

The Marketplace 

Platform  

 

Grow Local Food 

Service Suite   

Local Food Learning 

Community   
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Opportunities to increase local food demand  
 

Summary: Grow local food expenditures by 

cultivating more local buying relationships among 

institutional and commercial food buyers. Among 

institutions, begin with Broward Schools and 

potentially Miami-Dade County Schools. Among 

commercial clients, begin with Whole Foods and 

potentially Publix, which has piloted the Redland 

Raised program in South Florida.  
 

Grow institutional buying  

Among institutional buyers, begin with the school 

district; harness the opportunity for Broward 

County to become a state and national leader in 

strengthening the farm to school pipeline of 

fresh and healthy foods in K-12 schools.  

 

Why this is a good place to start   

The school district is the largest single local 

institutional food buyer in Broward County (so far 

identified by the Collaborative team). Further, its 

food buying is centralized, making it possible to 

increase local buying for 310 institutions through a 

single “client” that yearly buys about $35 million in 

food products. As a bonus, the district has a 

“running start” in its local buying program; it has a 

higher local food expenditure rate than consumers 

in the county.  

 

 

In addition, the district expressed its commitment 

to buy more food locally in its answers to the 

USDA Farm to School Census in 20129.  

 

Where we stand now  

In 2012, the Broward County school district spent 

2% of its food budget on locally produced food, a 

slightly higher percentage than neighboring Palm 

Beach County (1%), but lower than the 11% “local 

spend” by the 24 school districts that responded 

to the USDA Farm to School Census. This leaves 

ample room for growth which can have a tidal 

impact on the local food economy.  

 

 
 

Dollar Value of Food Spending: Across all food 

categories, the district spent about $700,000 in 

2012 on food locally produced; in the category of 

fruits and vegetables, the district spent roughly 

$651,000 locally and an estimated $260,400 with 

Broward county growers.  

 

Fruits & Vegetables: Compared to its overall 2% 

local spend, the Broward district spent about 9.2% 

of its budget for fruits and vegetables with local 

producers. 10 

 

Estimates of Broward Schools Local Food 
Spending 

   

All food  

Fruits & 

Veggies  

Total food spending  $35,000,000 $7,105,000  

Local spending -Florida  $    700,000 $   651,000  

Local spending-Broward  $    210,000 $   260,400  

Local spending-Florida  2.0% 9.2% 

Local spending-Broward  0.6% 3.7% 

0.26%

2%

Local  Food Expenditures by Broward 

Consumers & Schools

Broward Consumers Broward School District

2%

11%

15%

Share of food budget spent on locally-

sourced food 2012

Broward Florida Local Spend Avg-24 districts
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Progress: It is important to determine how far 

along the district is in implementing the USDA 

Farm to School Toolkit or similar comprehensive 

approaches. So far, 44 schools have gardens11 and 

the district reports being engaged in several farm-

to-school initiatives in K-5 schools (serving local 

food, holding local food taste tests, and cafeteria 

coaches to encourage healthy eating).12 

 

The potential for growth  

By implementing modest changes, the district can 

make a tidal impact on the local food economy. If 

the district were to increase its local food buying 

by 1% per year, and direct 10% more of that 

spending to Broward producers, it would add 

$1.58 million in fruit & vegetable sales annually to 

the local food economy by 2020.  

 

If the district were to fully implement the USDA 

Farm to Plate Toolkit, it could impact childhood 

obesity and other health risks. Importantly, it 

would also give us a pathway from school-to-

home for promoting healthy lifestyle.  

 

Potential Impact of Broward School District Commitment to Increase Local Food Buying 

Fruits & Vegetables  2012 2020 ▲ %▲ 

Annual Spending-Florida  $651,000  $2,229,500  $1,578,500  242% 

Est. Annual Spending-Broward  $260,400  $1,218,473  $958,073  368% 

Local F&V Buying   $9,444,162   $10,662,635   $1,218,473  13% 

 

Actions toward the vision  

1. Become a partner to the school district in 

implementing a comprehensive approach to 

strengthening the farm to school connection  

2. Use the new Marketplace Platform (detailed 

later in this document) to link district food 

buyers to local producers who can help them 

evolve their local buying portfolio  

3. Provide technical assistance to help students 

link school gardens to the pipeline of product 

reaching the local marketplace, providing 

them enterprise experience as well as healthy 

food access and service opportunities 

 

Grow commercial buying  

Among retail buyers, begin with Whole Foods as a 

flagship client of the new Grow Local Food South 

Florida Service Delivery Organization (SDO).  

 

Why this is a good place to start  

Collaborative team members have already opened 

the doors of opportunity with several potential 

commercial buyers.  Whole Foods is a national 

leader among food retailers in the local buying 

movement, not only as a commercial buyer, but as 

a source of capital to prime the supply of quality 

food from local enterprises.  

 

“Whole Foods Market currently purchases produce 

from more than 2,000 different farms through 

various suppliers, and in FY2013, approximately 

25% of the produce sold in our stores came from 

local farms. In FY 2007, we established a budget of 

up to $10 million to promote local production 

through our Local Producer Loan Program, and 

in fiscal year 2013, we increased our budget to $25 

million. As of September 29, 2013, we had 

disbursed approximately $10 million in loans to 

147 local producers company-wide.”13 
 

Where we stand now  

National data suggest that commercial buyers 

purchase three times more local food than 

consumers.14 If this pattern holds in the local 

market, 75% of local food sales go from farm-to-

market client (restaurant, retailer or institution).  

 

The Collaborative team does not know whether 

Whole Foods’ Broward stores are achieving the 

national average of sourcing 25% of the produce it 

sells from local growers. Using anecdotal evidence 

with reasonable assumptions (e.g., the young age 
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of local stores compared to the national average 

means less penetration in the local food network).  

 

Assuming Whole Foods’ Broward stores achieve 

modest local buying levels (see table), the chain 

may be on track to buy over $7 million in local 

food this year. Even with conservative estimates, 

Whole Foods may account for as much as 62% of 

estimated growth in local food sales in Broward 

since 2012. The chain is responsible for 23% of the 

local food that travels from local farms to local 

plates (so far identified by the Collaborative team).  

 

 

 

By the end of this calendar year, Whole Foods may 

add over $2 million to local food sales, compared 

with estimates of its 2012 sales in Broward.  

 

 
 

The analysis in the tables below use national 

averages and percentages from Whole Foods’ 

2013 Annual Report, including:  
 

Average store size: 38,000 square feet  

Average weekly sales: $711,000  

Produce sales as share of store sales: 24%15 

 

Estimated Whole Foods Impact (Fruits & Vegetables Only) 
 2012 2013 2015 2012-2015▲ %▲ 

Stores in Broward 2 3 5 3 
 

Sales   $73,944,000   $110,916,000   $184,860,000   $110,916,000  150% 

Produce   $17,450,784   $26,176,176   $43,626,960   $26,176,176  150% 

Locally Grown  $1,396,063   $3,272,022   $6,544,044   $5,147,981  369% 

Est. % of Locally Grown  8.0% 12.5% 15.0% 7.0% 88% 

The potential for growth  

A concerted effort to achieve Whole Foods’ 

national average for local produce buying could 

grow sales of local fruits and vegetables by $4.4 

million (compared to Whole Foods’ forecasted 

2015 total).  

 

Estimate of local buying impact  
Est. 

Current 

 

If 25%Achieved 

Share  15% 25% Increase  

Value  $6,544,044  $10,906,740 $4,362,696 

 

Actions that will achieve the targets  

1. Become a partner to Whole Foods and other 

retailers and restaurants who have a mission 

and/or profit motivate to buy more local food  

2. Use the Marketplace Platform to link 

commercial buyers to local producers who can 

help them evolve their local buying portfolio  

3. Couple the Whole Foods’ Local Producer Loan 

Program with technical assistance to help 

growers and producers scale their operations 

and improve their revenue and profits. 

$23,077,4

66 

$24,696,8

22 

Whole Foods' Share of Local Food 

Sales*

 $664,833  $804,798

$1,396,063 

$6,544,044 

$10,906,740 

Est. Whole Foods' Local Buying of 

Fruits & Vegetables

2012 2015 2020
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Opportunity to engage more local gov’t agencies  
 

Summary: Grow both the supply of and demand for local, fresh and healthy food inside Broward’s most 

health-challenged communities by replicating the successful Dania Beach PATCH Market Garden model in 

up to 10 Community Redevelopment Areas (CRAs) across Broward by the year 2020. Uniquely, the PATCH 

Market Garden works on both sides of the local food market, not only increasing the supply and 

accessibility of fresh healthy food but stimulating demand as well. The model works to increase neighbors’ 

consumption of fruits & vegetables grown in their “own backyard.” It also offers South Florida’s local 

government agencies a turnkey solution for growing their health and economic impact in the 

communities they serve  

 

Why this is a good place to start   
 

▪ The Dania Beach PATCH Market Garden has 

paved the way with the development of a 

community-based model that harnesses the 

potential of the local food sector to impact 

health and economic outcomes in low-income 

communities.  

▪ The public sector has responded enthusiastically 

to the model; replications are already underway 

in the Pompano Beach CRA and Fort Lauderdale 

Northwest Garden community.  

▪ Private sector funders and enterprises have also 

expressed their willingness to seed the 

replication of the model, helping PATCH 

Partnerships thrive throughout the county and 

region.  
 

Where we stand now  

The Dania Beach PATCH Market Garden is on track 

to achieve industry-leading production and self-

sufficiency levels by the year 2018 (year 5 of its 

commercial operations).   

 

Achieving high yield levels. Even during its start-

up years, the PATCH has already achieved 

respectable yield levels. This is thanks, in part, to 

the fact that the PATCH is one of the few gardens 

in the region to adopt JackPot™ bags as its 

primary production technique.  
 

This choice enabled the Market Garden to reach 

higher yields than are typical for enterprises so 

young in development. This graph reflects 

estimated annual sales for the PATCH in 2014. The 

PATCH generated .29 pounds per square foot, 

which compared favorably with yields for more 

experiences growers.  

 

 
 

Replication Guidance Already in Use: The 

Broward Regional Health Planning Council TOUCH 

initiative has already developed a Planning and 

Resource Guide that offers a path to develop the 

policies, partnerships and programs needed by 

successful gardens.16 The Dania Beach PATCH is 

adding to this knowledge base by providing a 

critical roadmap to profitability.  

  

0.20 
0.29 

0.44 0.50 

0.80 

Range of Yields Studied by Collaborative 

Team

Low PATCH NYC Gardens Avg* High
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Figure 7: The "Four P's of Market Garden Success”17 

 

 

 

 

 

 
 

 

  

 
On-Track to Achieve Industry-Leading Self-

Sufficiency Levels: A host of data sources cite 

self-sufficiency ratios of 37%18 to 80% for relevant 

comparison initiatives in community economic 

development fields. The flagship PATCH garden is 

achieving 25% self-sufficiency, and according to 

plan will be at 55% self-sufficiency by the end of 

2015.  

 

The potential for growth 
 

Life Impact: At its goal yield (.8 pounds per 

square foot per year), the Market Garden could 

supply enough food to close the fruit & veggie 

consumption gap by one-third for CRA residents. 

If even half of the Garden’s yield is consumed by 

neighbors, the enterprise can help eliminate as 

much as 16% of the gap.  

 

Yearly Consumption of 

Fruits & Veggies (lbs) 

 

Narrowing the Gap  

Lowest 

Earners 

County 

Avg  

Gap  CRA 

Gap 

PATCH 

Yield 

Share 

of Gap 

102 137.6 35.6 104,283 34,848 33.4% 

 

Healthy Food Access & Supply: If, as planned, 

the PATCH model is replicated among 10 CRAs or 

municipal partners by 2020, this network will 

increase the number of fresh food access points 

within CRAs by 12 (nearly 200% growth in local 

food projects), while increasing the sales of locally-

grown and produced fruits & vegetables by 

$805,000 per year (X% of current local sales).  

 
 

 Now 2020 ▲ %▲ 

Food Projects 7 18 11 157% 

Urban Farms 8 19 11 138% 

Local food sales* $10.0m  $10.8m  $805K 9% 

 

Economic Impact: The network of PATCH partners 

– by 2020 – will generate an estimated $805,000 in 

income (sales), helping to sustain 225 local jobs 

and self-employment opportunities for vendors 

whose value-added products sell at market 

gardens.  

 

Public Savings: Analysis of national and local data 

suggests that replication of the PATCH can save 

local governments $2.1 million in annual taxpayer 

spending by the year 2020, by achieving relatively 

small improvements in health outcomes in areas 

served.   

 

Actions to achieve the targets  

1. Partner with CRAs and other agencies to 

replicate the PATCH Market Garden model 

and build the PATCH Partner Network  

2. Grow revenue from produce and value-added 

product sales as well as venue rental for the 

PATCH Partners.  

3. Maximize the yield and profitability of PATCH 

Market Gardens, as well as their localized 

economic impact – directing 50% of jobs 

created and 33% of enterprise opportunities 

generated to community residents 

 

PATCH Expansion Project 
 

 

 

 

The Collaborative is 

working to develop 

guidance in this 4th vital 

area  

 

D
EV
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O

P

POLICIES

D
EV
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O

P

PARTNERS

D
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O
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PROGRAMS
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O

P

PROFIT 
MODELS

Local stakeholders have created guidance documents for these “Three P’s” 
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Impact of the Dania Beach CRA PATCH since Day 1  
◼ Please note - the following impact data table will be completed and tracked by the business plan team  

 

From conception to present – cumulative impact of the flagship PATCH 

  

Cumulative 

 

Avg Annual 

Comparison 

Industry Avgs 

Pounds of food grown    

Pounds per square foot     

Pounds of food sold     

Pounds of food donated to neighbors     

Units of value-added products sold    

Units of value-added products donated to neighbors     

Neighbors engaged in growing     

Neighbors earning while growing     

Children given hands-on experience growing     

Special events hosted     

Non-profit organizations supported     

In-kind support in venue use (est.)     

Volunteers engaged     

New jobs created     

New enterprise opportunities created     

New income generated3    

Public sector investment     

Private sector investment     

Property value increase in surrounding blocks    

Tax base increase in surrounding blocks     

 

 

 
 

Targeted Outcomes by 2020 
 

The Collaborative goal is to establish a PATCH 

Production Network of 10 CRA and municipal 

partners (cities and counties) who – together – 

will achieve the following impacts within their 

targeted areas.  
 

Impacts # of  

Replications of the PATCH  10 

New Urban Farms Seeded  13 

Growing Capacity Reached  75% 

Pounds of Produce Grown   

Pounds of Produce Sold   

Pounds of Produce Donated  

Dollars of Produce Sold  $2.6 m 

New Jobs Created   

% of Jobs Filled by LI* People  50% 

New Biz. Opportunities Created  

% of Opps Filled by LI People  33% 

Reduction in Diabetes Death Rate   

Reduction in Obesity Rate-Adult  

Reduction in Obesity Rate-Child  
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INFORMATIONAL INSERT 

The PATCH will help narrow gap for low-income people  

 
A review of several data sources suggests that the 

eating patterns of the poor do not significantly 

diverge from higher-income people, at least as 

relates to consumption of fruits and vegetables.  

 

A 2012 USDA report compared food spending 

patterns of the nation’s lowest 20% of income 

earners to the highest 20% and found that the two 

use a similar portion of their food-budget in fruits 

and vegetables. The lower income group used 18% 

of their home food budget in this category in 

2012, compared to 20% for the higher income 

group (a 2 point gap). 

 

An analysis of county data found similar results. 

Based on calculations applied to the population of 

the City of Dania Beach CRA, it appears that a 

slightly larger share of adults within the CRA eat 

five or more servings of fruits and vegetables daily.  

 

 

 

 

The Challenges for Low-Income Areas  
 

A prime challenge is that despite the parity in the 

share of income spent on fruits & vegetables, 

lower-income people have fewer dollars to spend.  

A cross-referencing of local and national data 

enabled the Collaborative business team to 

estimate that Broward County’s lower income 

residents may be eating only one-third of the fruits 

& vegetables (by dollar value and pound) 

compared to higher income residents.  
 

 
 

A separate challenge is that lower-income people 

are more likely to buy their food at supermarkets, 

which tend to source less local food than outlets 

such as farmers markets and produce markets. 

 

This is a function of both resource constraints 

(lacking the discretionary time and money to add 

another stop to their food buying routine), as well 

as the limited penetration of local food supply 

sources inside low-income communities.  

 

In Broward, only 7 of 60 (11%) of local food 

projects working to grow the food economy are 

located in CRAs; and most of these operate on too 

small a scale to measurably impact consumption.  

 

The PATCH Partner network of urban 

farms and gardens uses an ultra-local 

approach to meet the challenge. 

22.40% 22.0%

Share of population eating 5+ 

servings of fruits & vegetables daily

CRA Broward ($50K+ earners)

$1,137 

$409 

Est. amt spent yearly on fruits & veggies 

by families for home consumption 

Highest earners Lowest earners



BUSINESS PLAN South Florida PATCH Collaborative [April 30, 2015] │ 23 

Products & Services  
 

The company will develop and bring-to-market five primary product lines during its first three years of 

operation; and will time-phase the addition of other products soon after.  

 

This mock-up of the company’s online home page is a convenient way to show the current draft of the 

company’s product lines.  

 

Figure 8: The Company's Home Page Featuring its Products & Services 

 

  

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

WHAT WE DO  

The PATCH 

PARTNER Network 

Fast Tracking Local 

Food   

The Marketplace 

Platform  

 

Grow Local Food 

Service Suite   

Connecting 

commercial and 

institutional buyers 

to local food that 

meets their unique 

quality and growing 

standards   

Supporting buyers 

and producers with an 

on-line market 

platform for 

managing purchase 

and sales transactions 

seamlessly with 

distribution & delivery    

 

Working with schools, 

public and community 

health agencies, 

anchor institutions 

and major non-profits 

to design, implement 

and grow their local 

food initiatives  

Helping local public 

agencies to accelerate 

their impact on local 

food systems with 

turnkey advisory and 

management services 

and tools to grow 

publicly-owned or 

supported production 

enterprises  

 LOCAL LEARNING COMMUNITY 
Research, best practices, news & more 

LOCAL FOOD SYSTEM DASHBOARD 
Supply, Demand & Other Metrics 

LIBRARY & LEARNING PLATFORM 
Research & Live Sharing 
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Summary of products  
The following pages provide summary descriptions of each of these five product lines (please note, these 

are working titles):  

 

▪ The PATCH Partnership – a suite of services, technology and tools to help local government 

agencies grow publicly-owned and supported production enterprises  

▪ Fast Tracking Local Food – a suite of services and tools to aid schools, hospitals, public health 

departments and other institutions to fast-track their implementation of best practice models  

▪ The Marketplace – an online platform connecting buyers and producers of local food to manage 

purchase and sale transactions while integrating seamlessly with their own enterprise and distribution 

systems  

▪ Grow Local Food – a co-brand for adoption by local producers to signal quality and values such as 

fair pricing, source-identification, combined with a buying program for retailers, restaurants and 

others to build their network of local food producers  

▪ Local Food Learning Community – a dashboard of critical food system performance metrics and an 

evergreen repository of industry learning tools for the regional food system  

 

The PATCH Partnership  
 

Challenge this product addresses  

As industry observers have noted “Local governments are increasingly interested in developing their local 

food systems to realize both local economic and job creation benefits, and also public health, 

environmental and social benefits. But where and how to invest are often challenging questions for 

cities to answer.”19  

Financial costs and sustainability are among the two biggest concerns cited most often by city and 

municipal leaders. A growing number of local government agencies across the nation have found their 

way in the field. City leaders such as Minneapolis, Chicago, San Diego, Asheville, and others are sustaining 

model programs that are fueling the growth of the local food systems.  

The company will bring this same energy and traction to the South Florida region, where an increasing 

number of organizations are working together to realize the potential inherent in the push to local food.  

Description of the product  

The PATCH Partnership is a turnkey set of advisory and management services, as well as tools and 

technologies designed to meet the unique needs of local government agencies that own or support 

production enterprises including market and community gardens, and urban and incubator farms.   

Cities, CRAs, county governments and other governmental and quasi-governmental agencies can engage 

the PATCH Partnership on three levels, as…..  

1. Marketplace Partners – Gives partners a direct connection to buyers for food grown and produced 

by publicly owned or supported production enterprises, as well as an organized means of moving 

product to market  
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Join the PATCH Partnership! 

The company works with local government agencies across the South Florida region to help them 

design, implement and grow their urban agriculture and local food system enterprises. For public 

agencies that own or invest in urban farms and gardens, the company engages on three levels of 

partnership.  

2. Development Partners – Gives partners the ability to select the types of services and tools they need 

to become a force in the local food system  

3. Passport Partners – Offers partners an outsourced management service to lead the day-to-day 

operation of production enterprises that they own or support 

 

Figure 9: Mock-up of Product Marketing Flyer for the PATCH Partner Network 

 

 

 

 

  

Marketplace 

Partner 

Development 

Partner 

(Example) 

 

Passport 

Partner 

Connecting Product to Market     

Guided set up on the Marketplace Platform ✓ ✓ ✓ 

Featured Tile on Marketplace Platform ✓ ✓ ✓ 

Pick-Up of Products for Market**  ✓ ✓ ✓ 

PATCH Marketing Kit & License ✓ ✓ ✓ 

Hands-on Market Management     

Design Growing Operations  ✓ ✓ 

Design of Market Operations  ✓ ✓ 

Management of Growing Operations   ✓ ✓ 

Management of Market Operations   ✓ ✓ 

Management of Community Marketing    ✓ 

Development of Value-Added Products    ✓ 

Development of Private Label Products    ✓ 

Private label product development    ✓ 

**Co-branding products w/ PATCH Quality Seal   ✓ ✓ 

Market Vendor Supports    

Training in value-added production    ✓ 

Connections in processing & packing    ✓ 

Bridges to micro & small business capital    ✓ 

To be completed by Eon    

**Certification types are TBD  

 

Benefits of product  

The PATCH Partner program eliminates or reduces several of the biggest obstacles local governments face 

in cultivating urban agriculture as a part of their community economic development programs.  

For local agencies that own, invest in or support production enterprises in their service areas (cities, 

counties, and districts), the PATCH Partnership offers: 
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1. A shortened implementation and production timeline in starting or growing enterprises  

2. Channels to bring local food products to market  

3. A pathway to sustainability and positive economic outcomes  

4. A formula for bringing new jobs, income and business opportunities to the community  

5. A brand that signals quality and “local” to consumers  

6. An approach to increasing community consumption of good food  

7. Cost savings such as maintenance costs for previously vacant land converted to production  

8. A “family” of connections to resources and relationships that grow the impact of urban agriculture 

and the local food system in your service area  

 

Description of target customer segments  

The product is designed to meet the needs of local and regional governmental and quasi-governmental 

agencies that are working to harness the potential of the local food system and urban agriculture to 

improve health and community economic development outcomes in their service area. This may include:  

▪ City governments and divisions such as Planning, Sustainability, Economic Development, and 

Community Redevelopment Areas  

▪ County governments and divisions such as government (school districts) 

▪ Regional economic development partnerships and organizations  

▪ Regional or district offices of state and federal government organizations 

 

Unique features  

The PATCH Partner program involves the pooling of investments by a network of local government 

agencies in order to support a shared infrastructure for collective impact (the SDO and Marketplace 

applied to their unique needs).  

Possible drawbacks of the product  

In order to succeed and sustain, strategies must be hyper-local. There are limits to the company’s 

potential implementation impact in communities outside of its home market.  

Pricing  

See Revenue Assumptions sub-section of Financial Performance Chapter.  

Present state of development  

The PATCH Partner program is already “open for business.” The program has engaged a small network of 

local government agencies who are seeding production enterprises in neighborhoods.  

 

Two of the company’s founders in particular have invested the past 18 months in refining the 

sustainability model for the Dania Beach PATCH (the company’s flagship partnership). The challenge in the 

months and years ahead is to scale from that single-site model to effectively support a diverse cohort of 

production enterprises.  

 

In terms of the success of the flagship PATCH, even during its start-up years, the Dania Beach CRA Market 

Garden had achieved respectable yield levels. This is thanks, in part, to the fact that the PATCH is one of 

the few gardens in the region to adopt “JackPot™ Bags” as its primary production technique.  
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This choice enabled the Market Garden to reach higher yields than are typical for enterprises so young in 

development. This graph reflects yield over eight months of growing (in 2013 & 2014). The PATCH 

generated $.56 per square foot in sales (yield not estimated), which was slightly higher than the medium 

yield level reflected in the 2014 report “Food System Transformation Opportunities in South Florida.”  

 

Replication Guidance Already in Use: The 

Broward Regional Health Planning Council TOUCH 

initiative has already developed a Planning and 

Resource Guide that offers a critical path to 

develop the policies, partnerships and programs 

needed to support successful production 

enterprises. The Dania Beach PATCH is adding to 

this knowledge base by providing a critical path to 

profitability 

 

Competitive advantage over the competition 

Thanks to the market position of key partners and prospective partners, the company is uniquely 

positioned to engage dozens of government agencies whose portfolios include the expansion of urban 

agriculture or the local food system in all parts of the region. Prospective partners who can speed the 

product’s absorption in the market include:  

 

▪ The Health Foundation of South Florida: The Foundation has recently decided to expand its work in 

Community Redevelopment Areas (CRAs) as a strategy for heightening its impact in health-

challenged areas.  

▪ RMA: The firm manages the programming and operations of CRAs and redevelopment areas 

throughout South Florida, including the Pompano Beach CRA where a PATCH Partnership is just 

taking shape. RMA is an ideal partner in exploring the PATCH Partner program in communities across 

the region.  

 

Opportunities for the expansion of the product line 

The company’s founders have already looked to the future to begin paving the way toward two 

opportunities that will be introduced to the market in the years ahead. These products have not been 

factor into the revenue or work plan forecasts in this business plan; their product development cycles may 

be developed during the next phase of the business plan.  

 

▪ Intellectual Property for Education: The company will develop a suite of guidance tools that can be 

sold in various forms (e.g., textbooks to the secondary and post-secondary communities; industry 

guidance and white papers). The business plan team has explored, but not yet codified the potential 

revenues from commercializing intellectual property.  

▪ Market Data Sources: The company has already pioneered new research techniques and industry 

performance metrics that can supply – in part – a local food system dashboard, which can be adopted 

and replicated in other regions. The business plan team has explored, but not yet codified the 

potential revenues from commercializing data, analysis and research.  

0.20 
0.29 

0.44 

Range of Typical Yield Levels

GRAPH OF YIELD Low

PATCH NYC Gardens
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Impact forecasts for the product  

The company will continue to grow the network of PATCH Partners. The team expects to add an average 

two production enterprises to the network each year toward the goal of having 10 production enterprises 

up and running and working collaboratively by 2020, supplying an estimate $805,000 in home grown 

products to the local food economy annually. [See Revenue Assumptions for revenue forecasts tied to this 

product].  

 

Fast Tracking Local Food – a Service Suite  

The challenge  

Although the South Florida region is one of the largest hubs of agricultural production in the nation, its 

local food system lags its peers across America in the number of market intermediaries who are working 

to increase the flow and balance of supply and demand for local food.  

As comparisons, two of the country’s most 

vibrant hot beds of local food sales - Southern 

California and the central Eastern Seaboard - are 

home to over 100 market intermediaries who 

specialize in good and local food.  

These regions have embraced (and partly 

inspired) the emergence of national networks of 

like-minded people and organizations who are 

collaborating to grow local food systems. Yet, 

few of these national initiatives have penetrated 

South Florida’s shores, at least not beyond the 

work of a handful of nationally-connected local 

food efforts in the region. 

This map from the USDA’s Know Your Farmer, 

Know Your Food Compass project illustrates 

the relative paucity of initiatives in South Florida. 

The region has a similarly sparse penetration of system development initiatives.  

The product’s response   

The company will become a de facto local implementation arm of international, national, state and 

regional initiatives to hasten the growth of the local food system.  

The Fast Track Local Food project will offer partners such as major non-profits, funders, and specialized 

government agencies (e.g., school districts and public health departments) a suite of implementation 

advisory and management services, as well as tools and technologies, to fast track their deployment of 

best-practice initiatives to grow the local food system and its impacts.   

 

The following  graphic tile contains the logos of several industry leaders whose best-practice approaches 

are supplying the industry with data and intelligence, funding, energy, and solutions that can be 

replicated or connected on the regional and local levels to move the local food industry to scale.  
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Figure 10: Ideal national partners with best practices or innovations in local food 

Benefits of the product  

The Fast Tracking Local Food benefits local stakeholders by helping them to realize their aspirations and 

vision for the local food system at a faster pace than they may otherwise be able to, due to staff or budget 

limitations.  

For major non-profits, funders and public agencies who want to lead or support the development of good 

food and local food initiatives, the Fast Tracking Local Food suite helps them to:  

▪ Reduce the cost and time needed to deploy initiatives and begin generating results  

▪ Standardize evaluation and reporting on local food and related health initiatives  

▪ Generates life-changing experiences for children and health-challenged communities especially  

▪ Publish success stories that engage more and more people in lifestyle change  

 

Unique features  

Fast Tracking Local Food is a collective approach to the local food system that synergizes the efforts of 

stakeholders who are currently working in loosely connected networks.  

Present state of development of the product  

The product is in its infancy. ENO Consulting is reviewing the product roll-out strategy and schedule 

amongst hospitals, schools, universities and public health departments.  

Competitive advantage over the competition 

The company’s founding partners and investors possess the market positioning to cultivate relationships 

with global and national organizations who are on the vanguard of the industry’s development.  

Bringing Best Practices to 

South Florida 
The company will partner with and help speed the 

adoption of best practices by national industry leaders 

such as:  

▪ USDA Know your Farmer, Know Your Food initiative  

▪ The Wallace Center National Good Food Network Learning 

Community  

▪ USDA Farm to School Toolkit 

▪ Local Dirt™ - Funded by the National Science Foundation  

▪ FoodRoute Network Buy Fresh, Buy Local campaign  

▪ UVM Food Hub Management Certification Program 

▪ Whole Foods Local Producer Loan Program 

▪ USDA GAP Certification Program   

▪ Kidz Bite Back in-school program for obesity reduction   
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Opportunities for the expansion of the product line  

The company’s success with this product can be a spring board to future opportunities that include:  

▪ The sale of intellectual property, including “How To” guidance to educational institutions and 

practitioners alike  

▪ The sale of similar services to organizations with statewide or multi-state purviews  

Grow Local Food (a co-brand and service suite)  
 

The challenge this product addresses  

Among the top challenges cited by commercial and institution buyers for their limited use of local food 

are the lack of uniform quality standards and assurances, lack of convenience and speed in the buying 

process, and lack of confidence in the availability and consistency of supply “on demand.”   

The product’s response  

Grow Local Food will meet the critical need to develop regional quality standards and to nurture a 

responsive balance between supply and demand. The company will replicate elements of the co-branding 

programs of Good Natured Family Farms, Minnesota Farmers Association and Northern Girl™ - all of 

which partner with producers to build – farm-by-farm – the local food value chain.  
 

Description of the product  

Grow Local Food is a both a service offered to buyers, helping them to cultivate relationships with 

producers, as well as a brand for adoption by producers to signal quality to the marketplace. As a service, 

Grow Local Food will help buyers conveniently and confidently select and purchase local food as well as 

deliver their value-added services to the producer network.  

 

Illustration: Potential Service Offering for Whole Foods  
 

▪ Buyer’s Choice Briefing on Key Producers – the 

company can prepare and present in-depth briefings on the 

quality standards and capabilities of producers in the types of 

local food the chain priorities  

▪ Brokered Introductions to Buyers – the company can 

facilitate tours and face-to-face meetings (individual or group) 

with producers who are short-listed or selected to work with 

Whole Foods  

▪ Scheduled Deliveries – the company will manage the 

routine delivery schedules needed by the chain’s stores   

▪ Bringing-to-Market Whole Foods local buying 

program elements – the company can serve as an 

implementation arm to help facilitate or co-host: 

▪ Vendor Registration events, such as Vendor Fairs  

▪ Producer Trainings like “How to do business with Whole 

Foods”  

▪ Local Producers Loan Program application submissions 

by producers working with the Whole Foods Family 
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For producers, Grow Local Food will offer training, technical assistance and guided application to help 

producers them achieve industry-leading quality standards and enterprise performance.  

 

Eon Consulting will identify standards and certifications that the company will help to introduce into the 

marketplace.  

Benefits of the product  

The Grow Local Food brand adds value to everyone’s world. For retailers and restaurants it offers source-

identified food with quality standard. For producers, it enhances their appeal to consumers as well as 

commercial and institutional buyers. For the company, it offers a market-friendly way to introduce 

globally- and nationally-recognized standards.  

 

The Grow Local Food service suit makes it turn-key for both buyers and producers to raise this new 

standard in the local food market.  

 

Description of targeted customer segments  

Grow Local Food will engage two customer segments primarily: buyers and producers. Among buyers, the 

company will prioritize industry leaders and emerging leaders such as Whole Foods, Trader Joe’s and 

Fresh Market.  

 

Among producers, the company will prioritize the engagement of pre-existing producer networks (as 

opposed to one-on-one engagement with individual farms and gardens). These include Paradise Farms 

(Homestead) and Health & Wellness Farms (Ocala).   

 

Unique features  

“Good food” and “local food” are the brands of Grow Local Food.  

Possible drawbacks of the product  

A top struggle named in the 2013 National Food Hub Survey is the challenge of balancing supply and 

demand. Though the industrial agricultural sector enjoys a supply chain infrastructure that is decades old 

and billions of dollars in the making, the critical supply chain management (SCM) function is relatively 

newly born in the local food system industry.  

The company will mitigate this risk by following the learning curve charted by industry leaders; yet the 

founders recognize that this remains one of the most vital areas of performance for long-term success.  

The business plan team continues its work to refine this facet of the plan.  

Pricing 

The Grow Local Food suite may be a loss leader for the company – i.e., a product sold “at cost” in order to 

attract customers who will invest in other products and services offered by the company.  

 

The time and expense of developing buying relationships is a key to effecting the demand-driven strategy 

of the company (i.e., prioritizing the buyer base of relationships that gravitate quality producers into the 

network).   
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Though several of the services offered under this product line will garner fees to the company, they will be 

priced on a time and materials basis.  
 

Present state of the development  

The product is in its infancy. The company will pilot the approach with at least one buyer partner and two 

to four producer partners in 2016.  
 

Competitive advantage over competition  

The company’s vision and courage are its competitive advantages in this area-of-work. Following the 

leadership and lessons of Red Tomato, Good Natured Family Farms, Eastern Carolina Organics and others,  
 

Opportunities for the expansion of the product line  

Once the company has successfully piloted the product line with a flagship buyer and a small cadre of 

producers, this suite of services can be marketed to a host of institutional and commercial buyers 

Local Food Learning Community  
The business plan team will work with TOUCH of the BRHPC and several other stakeholders to refine the 

vision for a community of practice or learning community modeled using the elements of several of the 

industry’s leading learning communities.  

The work and research invested by TOUCH, PATCH CAN, and the Health Foundation of South Florida with 

its ground-breaking report on “Food System Transformation Opportunities in Broward County”, create a 

foundation to stock the library of a learning community.  

The data and research collected by the business plan team serve as another building block. The 

documents organized into a library number close to one hundred.  

The learning community models being reviewed by the business plan team include:  

▪ The Wallace Center National Good Food Network 

▪ The University of Missouri Extension Urban Sustainability Directors Network  

▪ Know Your Farm, Know Your Food  

▪ The USDA Economic Research Service  

The table on the following page provides a summary view of the key milestones for the company, as it 

brings products to market and penetrates key customer segments.  
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Product-related milestones for market penetration & operations  
This table of milestones offers a summary view of the key factors in the company’s success over its first five years. Among the most pivotal 

milestones is the Marketplace Platform’s development of $10 million in sales transactions. Please note ENO Consulting is reviewing the demand-

driven strategy for prioritizing buyer engagement; if this facet of strategy is change, the figures below will change significantly.  

 

 2016 2017 2018 2019 2020 

Development of Organization      

Entity formation By Q1 end     

Organization Developed      

Development of Product Lines       

Design & development of Marketplace Platform By Q3 end     

Pilot of Marketplace Platform  In Q4     

Launch of Marketplace Platform   ✓    

Design of SDO for Implementation  ENO?     

Launch of SDO under new company banner   ENO?    

Attainment of Intellectual Property Protections ✓ ✓ ✓ ✓ ✓ 

Development of PATCH Partner Toolkit  By Q2 end     

Development of National Network Partnerships By Q2 end     

Launch of Fast Tracking Local Food Pilot By Q3 end     

Development of Local Learning Community TBD     

Product Penetration & Adoption       

PATCH Partnership Network Partners  5 7 9 11 13 

Fast Tracking Local Foods Clients  1 3 3 3 3 

Marketplace Platform Sales Volume ($)  $    100,000   $ 1,250,000   $ 3,750,000   $ 6,000,000   $10,000,000  

Producers Using the Marketplace                 6                13                27                41                62  

Buyers Using the Marketplace            

Grow Local Food Co-Branding Producers                  6                  9                18                27                41  

Grow Local Food Committed Buyers  5 7 9 11 13 

Financial Performance       

Self-Sufficiency Ratio in Enterprise Operations 25% 46% 78% 117% 175% 

 Break-Even      

Net Operating Income Margin   $       9,462   $      63,598   $    265,798   $    128,982   $    568,480  

Net Profit Margin  2.3% 8.4% 25.1% 14.7% 42.9% 
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Financial Performance  
 

Historical financial performance  
The Broward Regional Health Planning Council was the earliest investor in the vision for the South Florida 

PATCH Collaborative, while the City of Dania Beach CRA is the largest investor to date. The BRHPC has 

been instrumental in engaging two other investors: one, the BRHPC was lead applicant for a successful 

proposal to the USDA Local Food Promotion Program toward the development of the PATCH CAN; and 

two, the BRHPC played a lead role in engaging the support of the Health Foundation of South Florida.  

In-kind supports came from the United Way of Broward County, ENO Consulting, and others.  

Please note: some of the investments above were managed by the Dania Beach CRA; and some by the 

Broward Regional Health Planning Council.  

The potential for growth  
The SDO and Marketplace 

Platform are the 

infrastructure pieces 

underlying the company’s 

top two revenue streams: 

one, transaction fees from 

the sales of local food via 

the Marketplace and two, 

consulting fees (as this 

graph illustrates)  

 

Figure 11: Transaction fee 
and consulting revenue 
compared with total 
revenues 
 

Path to break even  
The company will achieve break-even in the fourth year of operations, which is an accelerated pace 

compared to many leading market intermediaries in the industry who provide similar products and 

services to local food economies.  

In order to achieve this milestone, the company will travel the unprecedented success and inspiration of 

Red Tomato, a 501c3 non-profit organization based in Plainville, Massachusetts, which brokered local 

food sales of $39.8 million in 2013, connecting 49 local producers to buying relationships with retailers 

across a ten-state territory, using a logistics network of 19 distributors.  

For its work in supporting this value supply chain, Red Tomato sustains itself with $3.9 million in 

transaction fees, as a primary revenue source. 
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Figure 12: Map of Red Tomato's Family of Growers & Distributors 

 

The company will similarly rely upon transaction fees as its largest revenue source. Fees will steam from 

the penetration of the Marketplace Platform and SDO consulting programs.  

The company’s break-even point is achieved when it reaches brokered sales (between buyers and 

producers) of $6.0 million per year, which results in transaction fee revenues to the company of $600,000.  

This graph isolates revenues and expenses tied only to the company’s enterprise operations (i.e., market-

based revenue generating activities, which is a category of operations that is discussed in the second sub-

section of the Financial Strategies section below).  

Figure 13: Revenues & expenses before and after break-even 
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Evolved Business Model: It’s all 

about logistics.  
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Financial strategies  
The company’s financing and financial management operations will be guided by the following strategies.  

 

Developing mission-driven sources of investment  

Many of the regional food system intermediaries studied by the business planning team – whether for-

profit or non-profit – took flight using the mission-driven investments of government agencies (federal, 

state and local), foundations (national and local), philanthropists and the grassroots and grasstops of the 

local food system.  

 

This follows the path traveled by industry leaders such as Red Tomato, Local Dirt™, Vermont’s Farm to 

Plate Network, Appalachian Sustainable Development and others.  

 

Only a handful of the leading market intermediaries studied by the business plan team appear able to 

sustain themselves without this resource.  
 

Those that have managed to achieve break-even in their core operations (often after many years of 

development) continue to rely on mission-driven investment to sustain their community-focused services. 
 

 
*The figure for Good Natured Family Farms is a guestimate based upon limited data from 

the company’s website; the business plan team is working to review data with several of the 

industry-leaders referenced as models.  

 

During its initial five years in operation, the company will fuel its growth using the mission-driven 

investments of government agencies, foundations, philanthropists, and socially responsible investment 

sources. Funding models and sources are provided in an Informational Insert, later in this document.  

 

Following industry-leaders path to success:  

There are four industry leaders whose business models and strategies give the company a roadmap to 

success in one or more key facets of the company’s operations. The four are Massachusetts-based Red 

Tomato; Good Natured Family Farms which operates in the Kansas City area; New Venture Associates LLC; 

and the National Good Food Network by the Wallace Center.20 

96.2%

91.7%

87.2%

36.9%

9.9%

Good Natured Family Farms*

Food Hubs Nationwide

Red Tomato

Appalachian Sustainable Dev.

VT Farm to Plate

Self-Sufficiency Ratios for Indudstry Leaders in Local Food 

System Development
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The business plan incorporates lessons from the experiences of these four organizations (and others) to 

design a realistic growth plan for achieving revenue and impact goals. The experiences of these groups 

also informed the company’s plan for managing its organizational structure.  

Here is a summary of how these industry-leading examples were applied:  

The company’s impact and revenue strategies derive from the unprecedented success and inspiration of 

Red Tomato, a 501c3 non-profit organization based in Plainville, Massachusetts, which brokered local 

food sales of $39.8 million in 2013, connecting 49 local producers through 19 distributors to buying 

relationships with 14 retail chains and markets across a ten-state territory in the Eastern Seaboard region. 

The large volume of transaction fees (compared to the average $3,284,632 reported for food hubs in 

2013) is driven by the demand for local food generated by large well-known names such as Whole Foods, 

Hannaford, and Foodie’s Market.  

The company’s approach to building a localized learning community is modeled after the work of the 

Wallace Center’s National Good Food Network. The company will build from the base of relationships and 

resources developed by the PATCH CAN project as a foundation block for a learning community that will 

house many of the same types of content supported by the Wallace Center’s NGFN. These include 

“Cluster Calls” i.e., video-based best practice sharing with the network; and a library of research on over a 

half dozen facets of local food system development.   

The company’s community-service strategy uses as guides the work of a half dozen organizations in all1 

but emanates from the earthen experience of the Good Natured Family Farms brand, which is affixed to 

the products of some 115 farmers as a signal of quality and shared values for fair pricing, good food and 

local food.  

The company’s consulting strategy uses elements modeled by New Venture Advisors, LLC since 2009, as it 

has charted a reputation and body of work that gives the firm a strong niche among market 

intermediaries operationally nationally.  

Developing separate tracks for enterprise vs community-service operations 

The company, from day one, will cultivate best-practice management strategies for two classes of 

operations – its enterprise operations (i.e., market-based revenue generating activities) versus its 

community-service operations (activities that do not use traditional market pricing strategies, such as food 

pantry provisions and some forms of education and awareness building).  

The interworking of the two (enterprise and community service operations) cannot be separated in terms 

of their mutually reinforcing value to the community and local food economy.  

But the lessons of the industry make clear that the market-based operations of local food intermediaries 

can achieve positive profits, but that community-services carried out by those organizations, more often 

than not, require grants and other mission-driven investments to be carried out.  

Revenue  
During the five-year span of the business plan, the company will develop two sources of revenue 

primarily: one is mission-driven investments that seed the development of the company’s enterprise 

 
1 See the Preface for a list of the organizations business models reviewed by the company’s business 

planning team) 
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operations (i.e., sale of products and services), and that cover the cost of its community-service 

operations; and two, from the sale of products and services in the marketplace.  

During the first two years especially, grant and philanthropic funding will constitute the largest revenue 

streams to the organization.  

Following year three, the company’s largest revenue stream will be Transaction Fees charged as a 

percentage of sales brokered by the company between good food producers and buyers.  

Revenue assumptions  
 

Enterprise operations  

Each line in this summary table of revenues is accompany by narrative notes explaining how these 

calculations were derived.  

Summary View of Market-based Revenue Streams  
2016 2017 2018 2019 2020 

Marketplace Transactions            

PATCH Partnership Network  12,124  28,868  39,365     49,862     60,360  

Grow Local Food Network  10,000  125,000  375,000   600,000  1,000,000  

SDO Managed Consulting  
     

PATCH Partnership Network  47,500  66,500     85,500   104,500   123,500  

Fast Tracking Local Food Projects  20,000  75,000     90,000     90,000   105,000  

Grow Local Food Projects  5,000  12,500     15,000     20,000     25,000  

Network Contributions-Convenings  6,300  7,500     12,500     12,500     12,500  

Intellectual Property Sales  
     

SUB-TOTALS: $100,924  $315,368  $617,365  $876,862   $1,326,360  

 

Marketplace Platform Transaction fees – Again, following the Red Tomato example – which was cross-

referenced with the pricing structures of other market intermediaries – the company will charge a 

transaction fee of 10% for sales of local food from the Grow Local Food producer network; and a 

processing fee of 3% to 9% (varies by product) for processing and handling, when needed. The latter is 

TBD. This fee will be slightly reduced to 7.5% for PATCH Partner farms.  

The company’s pro forma profit & loss picture assumes that the Marketplace Platform will be piloted in 

year one (following a nine-month development cycle), to handle up to $100,000 in local food sales to test 

and modify its capabilities. Following year one, the pro forma shows the Marketplace handling increasing 

sales volume from a growing network of producers.  

 

Key Milestones for Reaching Marketplace & Transaction Fee Goals  
2016 2017 2018 2019 2020 

Local Food Sold via Marketplace      

Buyers Using Platform      

Retailers       

Restaurants      

Producers Using Platform      

Farm Producers 1  6  18  30  49  

PATCH Partners 5 7 9 11 13 

TOTAL Marketplace Users  6  13  27  41  62  
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PATCH Partnership fees – At each of the three levels of partnership offered, this program will price its 

services and tools on a time-and-materials basis with a modest margin to support the shared vision for 

the food system.  

▪ Marketplace Partners – customers who engage this first level of support from the company will 

invest a $5,000 set-up fee, then 7.5% transaction fee for brokered sales.  

▪ Development Partners – customers who engage customized support will invest an average bundled 

rate of $55 per hour for services rendered as well as a Marketplace Transaction Fee. This figure is 

preliminary and is still being refined by the business planning team.   

▪ Passport Partners – customers who engage this comprehensive menu of supports will invest an 

average bundled rate of $53 per hour for services rendered by the team as well as a Marketplace 

Transaction Fees.  

◼ Please note: Eon Consulting will develop a bundled cost rate for each service.  

Fast Tracking Local Food fees – this program will price its services and tools on a time-and-materials 

basis with a modest margin to support the shared vision for the food system.  

Grow Local Food Brand & Suite of Services – this product line is effectively a loss leader. The company 

will generate revenues through two types of market engagement: one, providing technical assistance 

through the certification process for producers and two, consulting services to buyers and others.  

Revenues from mission-driven investment  

The pro forma profit & loss statement later in this Chapter illustrates, the company expects that 

government and philanthropic grants will account for a significant share of revenues received during years 

one through five of operations. This does not include the contractual or transaction revenue earned from 

government or non-profit clients as part of enterprise operations.  

 

The company will use the roadmap provided by similar market intermediaries across America who are 

engaging both public and private sources of investment in order to take flight and grow to scale. Based 

upon the examples of our peers in the industry [depicted in the graphic on the following page], the 

company will prioritize the cultivation of the following investment opportunities:  

 

Federal Sources  

▪ Administration for Children & Families Office of Community Services Community Economic 

Development Grant Healthy Food Financing Initiative  

• Farmers Market and Local Food Promotion Program 

• Federal-State Marketing Improvement Program 

• Economic Development Administration grants for planning and research resources  

• Sub-grant under the federal Farm to School Grants Program  

 

State Sources  

▪ Legislative Budget Request in 2016 or future Florida Legislative Sessions from or in partnership with 

state agencies that have vested interest in growing local food systems  

▪ Grants and sub-grants from state agencies and agency divisions such as the Office of Minority Health, 

Agriculture, and the Agency for Workforce Innovation  

 

Local Sources 

▪ Seed grants by Community Redevelopment Agencies that have the available resources and plans to 

grow the local food system infrastructure of their service area and neighboring municipalities 

http://www.usda.gov/wps/portal/usda/usdahome?contentid=kyf_grants_ams3_content.html
http://www.usda.gov/wps/portal/usda/usdahome?contentid=kyf_grants_ams2_content.html
http://www.usda.gov/wps/portal/usda/usdahome?contentid=kyf-grants-fns5-content.html
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Mission-driven investment sources fueling local food system development  
 

The company will use the same path to success charted by industry leaders in related fields. The boxes below show the range of mission-driven 

investment types used by market intermediaries who are working to develop regional and local systems. Please note that CareerEdge is a regional 

collaborative devoted to systems-change and innovation on both the supply and demand sides of the labor market.  

 

 

 

 

 

• Jane's Trust 

• Claneil Foundation 

• Sandy River Charitable Trust 

• Anonymous foundation 

• John Merck Fund 

• High Meadows Fund 

• Harris & Frances Block 

Foundation 

• Growald Family Fund 

• Eagleridge Fund 

• Ben & Jerry's Foundation 

• Fieldstone Foundation 

• Jane B. Cook 1983 Charitable 

Trust 

• Vermont Community 

Foundation 

• Keurig Green Mountain 

• Henry P. Kendall Foundation 

• Vermont Agency of Agriculture, 

Food and Markets 

• Vermont Agency of Commerce 

& Community Development 

• Vermont Agency of Education 

• ARRA – State Stimulus Funds 

 

• National Fund for Workforce 

Solutions  

• John S. and James L. Knight 

Foundation  

• Jane's Trust 

• Microsoft Foundation 

• Gulf Coast Community 

Foundation  

• Bank of America  

• JP Morgan Chase Global 

Philanthropy  

• Sarasota County Government  

• Bradenton Central Community 

Redevelopment Agency  

• Bradenton Downtown 

Development Authority and 

Bradenton 14th Street CRA 

• United Way Suncoast  

 

Vermont Farm to Plate 

Network & 25-Goal Plan 

 

CareerEdge Funders 

Collaborative 

 
• Ashe County Chamber 

• Ashley Furniture 

• AT&T 

• Biofuels Center of North 

Carolina 

• Carolina Mountains Credit 

Union 

• City of Asheville 

• Community Foundation of 

Western North Carolina 

• Duke Energy 

• High Country Workforce Dev. 

Bd. 

• Land-Of-Sky Regional Council 

• NC Department of Commerce  

• NC Sustainable Energy 

Association 

• Progress Energy 

• Rutherford County Economic 

Development Commission 

• Charles W. Gaddy & Lucy Finch 

Gaddy Endowment Fund 

administered by the North 

Carolina Community 

Foundation 

• Swain County 

• TD Bank 

Funding from the W.K. Kellogg 

Foundation enabled GNFF and 

Bistro Kids to pilot a farm to 

preschool project at Plaza del 

Niños Head Start center, the 

first farm to preschool program 

in Kansas City. WKKF funding 

also allowed Bistro Kids to 

provide nutrition education 

classes to help kids make the 

connection between healthy 

food and their well-being. Good 

Natured Family Farms (GNFF), 

now a self-sustaining food 

production and distribution 

alliance of more than 150 

regional farms. 

Advantage West  

(a regional partnership)  

 

Good Natured Family Farms 

Alliance 

 

INFORMATIONAL INSERT 

 

http://www.ddabradenton.com/
http://www.ddabradenton.com/
http://www.ddabradenton.com/
http://www.goodnaturedfamilyfarms.com/Home_Page.php
http://www.goodnaturedfamilyfarms.com/Home_Page.php
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Pro Forma Profit & Loss Statement  

Revenues        

MISSION-DRIVEN INVESTMENT  2016 2017 2018 2019 2020 Totals 

Nat'l or Regional Foundation Grants   $100,000   $200,000   $ 200,000   $         -     $         -     $    500,000  

Federal & Public Sector Grants & Sub-Grants   $  50,000   $100,000   $ 100,000   $         -     $         -     $    250,000  

Local Foundation Grants & Philanthropy   $100,000   $100,000   $ 100,000   $         -     $         -     $    300,000  

CRA Cornerstone Investors   $  60,000   $ 40,000   $   40,000   $         -     $         -     $    140,000  

SUB-TOTALS:  $310,000   $   440,000   $ 440,000  $         -     $         -      $ 1,190,000  

ENTERPRISE OPERATIONS   2016 2017 2018 2019 2020 Totals 

Marketplace Transactions             

PATCH Partnership Network   $  12,124   $ 28,868   $   39,365   $   49,862   $   60,360   $    190,580  

Grow Local Food Network   $  10,000   $125,000   $ 375,000   $ 600,000   $  1,000,000   $ 2,110,000  

SDO Managed Consulting Contracts        

PATCH Partnership Network   $  47,500   $ 66,500   $   85,500   $ 104,500   $ 123,500   $    427,500  

Fast Tracking Local Food Projects   $  20,000   $ 75,000   $   90,000   $   90,000   $ 105,000   $    380,000  

Grow Local Food Projects   $    5,000   $ 12,500   $   15,000   $   20,000   $   25,000   $      77,500  

Network Contributions for Convenings   $    6,300   $   7,500   $   12,500   $   12,500   $   12,500   $      51,300  

Intellectual Property and/or Product Sales           

SUB-TOTALS:  $100,924   $  315,368   $ 617,365   $ 876,862   $1,326,360   $ 3,236,880  

       

GRAND TOTALS:  $410,924   $ 755,368   $1,057,365   $ 876,862   $1,326,360   $ 4,426,880  

        

TOTAL EXPENSES:  $401,462   $  691,770   $ 791,568   $ 747,880   $ 757,880   $ 2,288,212  

       

NET OPERATING INCOME:   $    9,462   $ 63,598   $ 265,798   $ 128,982   $ 568,480   $ 2,138,668  

NET MARGIN: 2.3% 8.4% 25.1% 14.7% 42.9% 48.3% 
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Operating Budget (Detailed View of Expenses)  
STAFFING - HUMAN CAPITAL  2016 2017 2018 2019 2020 TOTALS 

CEO   76,032  115,200  115,200  115,200  115,200   536,832  

PATCH Network Director     39,680    79,360    79,360    79,360   277,760  

Grow Local Food SDO Director     39,680    79,360    79,360    79,360   277,760  

Resource Development Director    10,230    15,500    23,250    15,500    15,500     79,980  

Growth Projects Director     79,360    79,360    79,360    79,360   317,440  

Administrative Coordinator    27,200    54,400    54,400    54,400    54,400   244,800  

SDO Team    90,000  110,000  120,000  145,000  155,000   620,000  

Third-Party Evaluation Team    12,000    18,000    22,000    22,000    22,000     96,000  

SUB-TOTALS:  $   215,462   $   471,820   $   572,930   $   590,180   $   600,180   $ 2,450,572  

PRODUCT DEVELOPMENT INVESTMENTS              

Marketplace Platform Development & Management    25,000      3,200      3,200      3,200      3,200     37,800  

Marketplace Platform Licensing    12,500         12,500  

PATCH Partnership Program Investments      8,500    12,750    15,938    16,000    16,000     69,188  

Professional Dev./ Certification Training      4,300      2,800      2,800      2,800      2,800     15,500  

Local Food Learning Community    25,000    65,000    42,000    30,000    30,000   192,000  

Network Convenings    12,500    25,500    34,000    25,000    25,000   122,000  

PATCH CAN Capacity Building & Training    20,000    30,000    40,000       90,000  

SUB-TOTALS:  $   107,800   $   139,250   $   137,938   $     77,000   $     77,000   $    538,988  

BRAND & ORGANIZATIONAL DEVELOPMENT              

Intellectual Property development & publishing    10,000    10,000      8,000      8,000      8,000     44,000  

PR & Marketing services    15,000    11,500    11,500    11,500    11,500     38,000  

Advertising      8,000    10,000    10,000    10,000    10,000     28,000  

Memberships & dues      3,200      3,200      3,200      3,200      3,200       9,600  

Travel      3,000      5,000      7,000      7,000      7,000     29,000  

SUB-TOTALS:  $     39,200   $     39,700   $     39,700   $     39,700   $     39,700   $    148,600  

ADMINISTRATION & OVERHEAD              

Office space lease    27,000    27,000    27,000    27,000    27,000     81,000  

Equipment leases      2,000      2,000      2,000      2,000      2,000       6,000  

Telecommunications & data services      4,200      4,200      4,200      4,200      4,200     12,600  

CPA Services & Annual Auditing      4,000      6,000      6,000      6,000      6,000     16,000  

Supplies & miscellaneous      1,800      1,800      1,800      1,800      1,800       1,800  

Fiscal agent fees        
SUB-TOTALS:  $     39,000   $     41,000   $     41,000   $     41,000   $     41,000   $    117,400  

       
GRAND TOTALS:   $   401,462   $   691,770   $   791,568   $   747,880   $   757,880   $ 3,255,560  
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Appendix: Graphic-Service Delivery Organization  
The business plan team will redevelop this graphic.  
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