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NATIONAL GOOD FOOD NETWORK 

 

 

Moving more good food to more people 
 



NATIONAL GOOD FOOD NETWORK: VISION 



NATIONAL GOOD FOOD NETWORK: GOALS 

Supply Meets Demand 
Å There is abundant good food (healthy, green, fair and affordable) to meet 

demands at the regional level. 

 
Information Hub 
Å The National Good Food Network (NGFN) is the go to place for regional 

food systems stories, methods and outcomes. 

 
Policy Change 
ÅPolicy makers are informed by the results and outcomes of the NGFN and 

have enacted laws or regulation which further the Network goals. 



NATIONAL FOOD HUB COLLABORATION 

{ǘǳŘȅ ŀƴŘ ǎǳǇǇƻǊǘ ǊŜƎƛƻƴŀƭ ŀƎƎǊŜƎŀǘƛƻƴ ŀƴŘ ŘƛǎǘǊƛōǳǘƛƻƴ ŜƴǘƛǘƛŜǎ άŦƻƻŘ Ƙǳōǎέ ŀŎǊƻǎǎ 
the country. 

 

Å Collaborate with USDA AMS, PPS, NAPMM 
and others 

Å Create a Resource Guide (Spring 2012) 

Å Establish and support a food hub Community of Practice 

Å Convene hub managers and supporters 

Å Provide technical assistance 

Å Document and communicate impacts, innovations, and models of success 

 

Å http://foodhub.info  

http://foodhub.info/


FIELD GUIDE TO THE NEW AMERICAN FOODSHED 

Provide example-based education to producers and other participants in the food 
system to increase access to capital. 

 

Å9ȄǇƭŀƛƴ ƴŜǿ ƻǇǇƻǊǘǳƴƛǘƛŜǎ ŦƻǊ ǎǳŎŎŜǎǎ ƛƴ ǘƻŘŀȅΩǎ ƳŀǊƪŜǘ 

Å Illustrated by case studies 

Å Lenders can learn that their innovative investment is solid 

Å Comprehensive outreach program 

 

 

Å http://foodshedguide.org 

Å November 2011 NGFN webinar ς http://ngfn.org/webinars  

 

http://foodshedguide.org/
http://ngfn.org/webinars


EVALUATING AND IMPROVING EDUCATIONAL INSTRUMENTS AND 
OUTREACH FOR BEGINNING FARMERS 

Increase effectiveness of financial skills and business literacy of beginning farmers by 
supporting trainers. 

 

Å Collaboration with Farm Credit 

Å/ƻƭƭŜŎǘ ŀ άǘƻƻƭƪƛǘέ ƻŦ ǘƻǇ-quality resources 

Å Create and nurture a Community of Practice for trainers 

Å Create a rubric for evaluating training programs 

Å Targets the Southern US states 

 



NATIONAL GOOD FOOD NETWORK: VISION 



NATIONAL GOOD FOOD NETWORK: LOCATIONS 



NATIONAL GOOD FOOD NETWORK 

 

www.ngfn.org 

contact@ngfn.org 
 

Χ ŀƴŘ ŦƻǊ ǘƘŜ ŦƻƻŘ Ƙǳō ǇǊƻƧŜŎǘΥ 

www.foodhub.info 

contact@foodhub.info 

 

http://www.ngfn.org/
mailto:contact@ngfn.org
http://www.foodhub.info/
mailto:contact@foodhub.info
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It's Viable ... Now What? 
From Feasibility Study to Business Plan 

 
 

     Advancing Stakeholder Value 



Explores and Tests 
Assumptions  
ÁMarket research 
ÁIndustry research 
ÁCustomer profiling 
ÁStakeholder assessments 
ÁInfrastructure analysis 
ÁRisk Analysis 
ÁEarning Projections 
 

Feasibility Study 

15 



Sets out a strategy for realizing operations, 
performance, earning goals 
 
 

Business Plan  

ÁExecutive Summary 
ÁCompany Description 
ÁProduct or Service 
ÁMarket Analysis 
ÁPlan of Action and 

Timeline 
ÁManagement Team 
ÁFinances  

o   3 Year Cash Flow Projections  
o   Profit and Loss Statement 
o   Balance Sheet  
o   Sales Forecasts 16 



 
 

Feasibility Study           Business Plan 
Market Potential                                                Earning Projections 

 
IMPLEMENTATION 
ÁCreating a legal structure 
ÁArranging for licenses and taxes  
ÁAssuring market access  
ÁSecuring needed resources 

o  Capital/Credit 
o  Personnel 
o  Facilities/Services 

ÁProducing goods and services 
ÁEarning income 
ÁAnalyzing Performance 

  
17 



¢ƘǊŜŜ /Ωǎ ƻŦ .ǳǎƛƴŜǎǎ hǇŜǊŀǘƛƻƴǎ 

1. Capital 
2. COGS Cost of Goods (and/or Services) Sold 

3. Cash Flow 

18 



¢ƘǊŜŜ ¢Ωǎ ƻŦ .ǳǎƛƴŜǎǎ hǇŜǊŀǘƛƻƴǎ 

1. Talent 
2. Time 
3. Tenacity 

19 



Roles Business Plans Play 

ÁMarketing Tools for Resource Development & Recruitment 
ÁPerformance Measurement  & Benchmarking Tools 
ÁRisk Management Tools 

20 



Business Plans Are Dynamic  

 
 

Á Pricing Strategy 
ÁMarketing Strategy 
Á Sales Strategy 
Á Sales Forecast 
Á Strategic Alliances 
ÁOrganizational Structure 
ÁManagement Team 
Á Personnel Plans/Costs 
Á Financial Assumptions 
Á Financial Indicators 
Á Earning Ratios 
Á Break Even Analysis 
Á Projected vs. Actual Profit and Loss 
Á Projected vs. Actual Cash Flow 
Á Projected vs. Actual  Balance Sheet 
Á Costs and Conditions for Capital  
 
 
 

21 



 Business Concept     Business Model 
Sole  

Propietor   

Partnership  LLC C-Corp  Co-op  

Control  Owner Partners Owners Shareholders, 
board & elected 
officers 

Members, board 
elected from 
membership 

Capital  owner Partners. Liability 
up to value of 
property 

Owners. Liability 
limited to 
investment in 
business 

Equity raised by 
selling shares 

Equity from 
members 

Earnings  Profits to owner Shared gain(loss) 
by partners, based 
on partnership 
agreement 

Shared by owners Gain(loss) 
distributed to 
shareholders as 
dividends 

Allocated to 
members based 
on business done 
w/co-op in that 
year 

Taxes  Taxed once as 
income of owner 

Taxed once as 
income of 
partners 

Taxed once either 
as partner earning 
or as corporate 
entity earning 

Taxed twice: 
corporate earning 
and shareholder 
distribution 
earning 

Taxed once: as 
income of co-op 
when earned, or 
income of 
members when 
disbursed 

Dissolu -
tion  

Tied to ownersô 
life or dissolution 

Tied to partnersô 
lives or dissolution  

Perpetual (Tied to 
Ownersô decisions) 

Perpetual (Tied to 
Shareholdersô 
decisions) 

Perpetual (Tied to 
Membersô 
Decisions) 

 

Legal Business Models  

22 Source: Maura Schwartz and NW Cooperative Development Center 



 

Characteristics 
C-Corp S-Corp Cooperative LLC 

Limits Liability YES YES YES YES 

Ownership 

Restrictions 

At least 1 

shareholder 

Maximum 100 

shareholders; 

Shareholders can 

only be 

individuals, certain 

trusts (no corps, 

partnerships, 

LLCs) 

Egalitarian Membership 

sets parameters for 

ownership: shareholders 

are members who derive 

benefits through patronage 

or participation in the 

business 

At least 1 member; 2 

members required 

for partnership 

treatment; Any 

individual, or 

business entity may 

be a member 

Flexibility in 

stock structure 

Very Flexible Generally 

Inflexible 

Some flexibility particularly 

with Multi- 

Stakeholder Models 

Very Flexible 

Formation Relatively 

uncomplicated 

Relatively 

uncomplicated 

Complex and often by 

consensus rather than by 

majority vote 

Single Member ï 

Uncomplicated; 

Multiple ï More 

complex 

Management Board of 

Directors 

Board of 

 Directors 

Management Committee 

elected by Members 

By all members or 

an appointed 

management team 

 

23 



Triple Bottom Line Returns 
from Operations, Wages 
Paid  and Net Earnings  

Not-for-profit Tax Status 

Objective 

Distribution of 
Profits 

For-profit 

Earn Income  through 
socially purposeful 
business activities 

Net earnings are 
distributed to 

shareholders that 
include NPO on basis of 

shares held 

Social , 
environmental, 

job creation 
programs 

Respond to Market 
Failure/Provide 

Needed Product or 
Service  

 
Pays returns on investments over extended 

periods of time; negotiates distribution 
schedules, interest rates and repayments 

of loans with stakeholder/investors 
I 

Sustain program 
through fees; 

reduce reliance on 
subsidies  

Offset NPO 
Program and/or 
Agency  Costs 

Through Earnings 

Profit distribution is 
not primary goal; 

surpluses are 
reinvested in 

programs. 

Profit/Earnings Driven Mission/Service Driven 

Purpose 

SOCIAL 
ENTERPRISE 

Create a self sustaining 
enterprise that serves 
ŎƻƳƳǳƴƛǘȅΩǎ 

development needs in 
some way 

Business Earning and Tax Status Options  

24 Source:  Cornerstone Consultants - US 



 

 

 

St. Louis Food Hub 

Contact: 

Carol Coren 
www.cornerstone-ventures.com 
carolcoren@cornerstone-ventures.com 

215-939-4094 

25 
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http://www.cornerstone-ventures.com/
http://www.cornerstone-ventures.com/
http://www.cornerstone-ventures.com/
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From Feasibility Study to Business Plan  
 

Jim Epstein, Co -founder and Chairman  
Blue Ridge Produce, LLC  

 
Thursday, January 26  

 



How I came to this work 



Feasibility Background 
·Economic Opportunities better than Legislative 

efforts 

·Artisan Farms in Northern VA  

·Initial concept a retail food hub  

·FamilyFarmed.org 



Feasibility Study 

·http://www.familyfarmed
.org/virginia -food-
system-assessment-
released/ 

·30,000 foot view 

·Macro-trends, local 
market, supply, demand, 
infrastructure.  

·Commenced Jan 2010 and 
published Aug 2010. 

 

 

 

 

 



Feasibility Study Conclusions 
·$16.8 billion is spent annually on fruits and vegetables 

in Region; less than 7% locally sourced. 

·Demand off the charts.  

·Supply at scale questionable in immediate area but 
potential with larger lens. 

·No significant wholesale activity for local produce 

·Some retail scale aggregation developing 



Feasibility Study Conclusions (Cont.) 

·Recommended for-profit model built on values -based, 
collaborative relationships . 

·Strong management team skills, a network of growers, 
collaboration to strengthen the market, stakeholders 
engagement for supportive climate.  

·A healthy local food system is based on values that 
recognize the interdependence of players within the 
supply chain: a values-based value chain. 



  
·ȣÁÌÌ ×ÅÌÌ ÁÎÄ ÇÏÏÄȟ ÅØÃÅÐÔ ÏÎ ÔÈÅ 

second day of our field research we 
×ÅÒÅ ÉÎÔÒÏÄÕÃÅÄ ÔÏȣ 



Willow Run Site 
·33 acre industrial site 

·35,000 sq ft. warehouse 

·11,000 sq ft warehouse 

·80,000 sq ft of 
greenhouses 

·5,000 sq ft of offices 

·A residence 

·420 acres of farmland 

ȣÂÕÔ ÎÏ ÏÐÅÒÁÔÏÒȢ  

 



Business Development Timeline 
·May 2010 ɀ introduced to Mark Seale 

·Local 

·Serial entrepreneur 

·Wholesaling experience 

·Strong connections to local farming community 

·Experienced operator 

·Complementary skills 

 

 



Business Development Timeline 
·August 2010 ɀfinancial model. 
·Jim Slama of FamilyFarmed.org 
·Kathy Nyquist of  New Venture 

Advisors 
 

·September ɀ November 2010 ɀ 
reached out to tap experts in 
the field 
·-ÉÃÈÁÅÌ /ȭ 'ÏÒÍÁÎ ÆÏÒÍÅÒÌÙ ÏÆ 

Earthbound Farms 
·Bob Scaman ɀ Goodness 

Greeness  
·Richard Naha and John Nichols 

of Raindrop Partners 

 



Business Development Timeline 
·December 2010 ɀ Grower 

meeting 

·Address biggest 
weakness in study 

·4 weeks of preparation 

·35 growers with farms of 
all sizes showed up 

·Interested but remained 
skeptical 

 



Greenhouse Visit 

December 2010 
Visit Greenhouses 
in Pueblo CO.  



Business Development Timeline 
·January 11, 2011 ɀ Go/No 

Go Conference call,  

·January 14, 2011 ɀ 
Meeting with sellers of 
Willow Run  



Business Development Timeline 
·January ɀ May 2011 ɀ Wrote Business Plan based on 

financial model 

·Up-front investment  

·Fundraising 

· Continued to refine financial model.  

·Legal Documents 

 

 



Business Development Timeline 
·March 2011 -  took B Lab Assessment  

www.bcorporation.net  

·Covers all areas of sustainability 

· Accountability  

· Employees 

· Consumers 

· Community  

· Environment 

·April 2011 ɀ Warehouse rental 

·Late May 2011ɀ First sales to Whole Foods 



Grand Opening 



Business Plan Contents 
·Company Description 
·Industry Analysis 
·Market Analysis 
·Management Team and 

Company Structure 
·Operations  Plan 
·Product and Service design 

Development Plan 
·Financial Projections 
·Appendix 

 
·37 pages total 



Business Development Timeline 
·End of June 2011 - 

completed fundraising 

·July  6, 2011 ɀ Closed on 
Property 

 



Lessons Learned 
·No substitute for quality  

·Feasibility Study 

·Financial Model 

 

 

 

 

 



Lessons Learned (cont.) 

·Be clear who you are addressing and why 

·Sellers of Property 

·Investors 

·Bankers 

·Own Team (gives us a roadmap for growth of business 
and clarity on our mission) 

 



Lessons Learned 
·Build a great team 

·Experience 

·Complementary skills 

·Equity participation  

·Shared Vision 

 

 



Lessons Learned 
·Value of a For Profit Model 

·The discipline of the market 

·Ability of provide incentives  

·Economically sustainable 

·Look at  B Lab Certification  and/or benefit corporation 
form to add common good mission 



My Mantra 
·You never change things by 
fighting the existing reality. To 
change something, build a new 
model that makes the existing 
model obsolete.  

     Buckminster Fuller 
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LǘΩǎ ±ƛŀōƭŜ Χ bƻǿ ǿƘŀǘΚ 

From Feasibility Study to Business Plan,  

to Improving the Business Plan 

 

Western MA Food Processing Center                                                                              National Good Food Network ς January 2012                                              



Our Mission 
 

The Western Mass Food Processing 
Center mission is to promote economic 
development through entrepreneurship, 

opportunities for sustaining local 
agriculture, and promoting best 
practices for food producers. 

Western MA Food Processing Center                                                                              National Good Food Network ς January 2012                                              

Our Goals 
Promote Value-Added Farm Products 

Provide Support for Wholesale & Retail Operations 

Provide Co-pack Solutions 

Professional Development Assistance 

The Western MA Food Processing Center 

developed a Business Plan 10 years ago. 



The Western MA Food Processing Center 
Complete Solutions for Food Entrepreneurs 

Processes raw ingredients 
from local farms to create 
value-added products. 

The FPC offers training and 
facilities for entrepreneurs 
who want to create their 
own product, and co-pack 
options for those who 
want the FPC to do the 
processing for them. 

Western MA Food Processing Center                                                                              National Good Food Network ς January 2012                                              



Products and Services 
Small and Large Batch Scale Up  

FDA Process Reviews 
Laboratory Testing 
Nutritional Analysis 

Product Development 
PH Testing 

Safety & Sanitation  Training 

Western MA Food Processing Center                                                                              National Good Food Network ς January 2012                                              

Facility and Equipment 
Å 100 and  60-gallon Steam Kettles 
Å Hot-Bottling/Filling Automation 
Å Convection and Conventional Ovens and Range 
Å Large Scale Bakery  Capabilities 
Å 49-gallon Tilting Skillet 
Å Large Capacity Mixers, Choppers, Shredders 
Å Dry, Cold and Frozen Storage 
Å Shipping & Receiving Area w/Loading Dock 
Å 24-hour Secure Access 
Å Vegetable Wash and Prep Areas 
Å Shared Office Space and Equipment 



Market 
FPC Members and Co-pack clients 

 
KATALYST KOMBUCHA, LLC: 

MEALS ON WHEELS 

Ninis Restorante 

OUTLOOK FARM: 

THE PLANT COLORS GROUP: 

REAL PICKLES: 

Sunshine Traders 

SASSY RIVER SAUCES:  

SASSY SAUCES: 

SAW MILL SITE FARM HORSERADISH PRODUCTS: 

SHOOTFLYING HILL SAUCE COMPANY, INC.: 

TORTURED ORCHARD 

 

 APPALACHIAN NATURALS: 
 ATKINS FARM: 

 THE BEANCAKE COMPANY: 
 THE BENSON PLACE: 

Baku: 
 CHAI WALLAH  

 CHUBBY'S BBQ: 
 CISA:  

 CZAJKOWSKI FARM: 
 THE DAWG WAGGIN': 

 DEBORAH'S KITCHEN, INC.:  
 Herrells Development Co. 

HEDGIE'S HOT STUFF: 

 HOLY SMOKES 

 

Western MA Food Processing Center                                                                              National Good Food Network ς January 2012                                              

http://www.katalystkombucha.com/
http://www.fchcc.org/
http://www.ninisrestorante.com/
http://www.dessertsauce.com/
http://hidden-hills.com/outlookfarm/
http://www.dessertsauce.com/
mailto:plantcolors@att.net?subject=FPC Web Site Referral
http://www.dessertsauce.com/
http://www.realpickles.com/
http://www.dessertsauce.com/
http://www.sassyriversauces.com/
http://www.sassyriversauces.com/
http://www.dessertsauce.com/
http://www.sassysauces.us/
http://www.dessertsauce.com/
http://www.horseradishdirect.com/
http://www.dessertsauce.com/
http://www.dessertsauce.com/
http://www.dessertsauce.com/
http://www.tourchardorchard.com/
http://www.dessertsauce.com/
http://www.appalachianaturals.com/
http://www.appalachianaturals.com/
http://www.appalachianaturals.com/
http://www.atkinsfarms.com/
http://www.atkinsfarms.com/
http://www.appalachianaturals.com/
http://www.thebeancakeco.com/
http://www.thebeancakeco.com/
http://www.appalachianaturals.com/
http://www.gis.net/~benplace/
http://www.gis.net/~benplace/
http://www.appalachianaturals.com/
http://www.appalachianaturals.com/
http://www.appalachianaturals.com/
http://www.chai-wallah.com/
http://www.chai-wallah.com/
http://www.appalachianaturals.com/
http://www.chubbysauce.com/
http://www.chubbysauce.com/
http://www.appalachianaturals.com/
http://www.buylocalfood.com/
http://www.buylocalfood.com/
http://www.appalachianaturals.com/
mailto:debacz@aol.com?subject=FPC Web Site Referral
mailto:debacz@aol.com?subject=FPC Web Site Referral
http://www.appalachianaturals.com/
mailto:rustyrails2@aol.com?subject=FPC Web Site Referral
mailto:rustyrails2@aol.com?subject=FPC Web Site Referral
http://www.appalachianaturals.com/
http://www.deborahskitchen.com/
http://www.deborahskitchen.com/
http://www.appalachianaturals.com/
http://www.appalachianaturals.com/
http://www.greenfield-triathlon.com/
http://www.appalachianaturals.com/
mailto:stevenelson@hedgieshotstuff.com?subject=FPC Web Site Referral
http://www.appalachianaturals.com/
http://www.appalachianaturals.com/

