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Wallace Center & NGFN Overview

Technical Orientation

The Field Guide to the New American
Foodshed

Gary Matteson
VP New & Beginning Farmers & Outreach
Farm Credit Council

On Farm Food Safety Project

Questions and Answers

Upcoming Opportunities, etc.
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?}?}E Field Guide to the
New American Foodshed

A Tool for Beginning Farmers

and their advisors, business partners, employees, family
members, financial backers
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A The purpose of the Field Guide is to
help farmers and ranchers compare,
emulate, adapt, and plan their choice of
foodshed-related business
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CHECK LIST

Take these steps to get the most out of
this site. You can learn more by reading

the Site Guide

It’s about L5
commerce... R

mARMI\DgSIDE

We Grow Our Own!

Review Case Studies

Draft One-Page Business Plan

1
2
3. Explore the Decision Tree
4 Read up on the Foodshed

CASE STUDIES

The New American Foodshed is a large and relatively unexplored territory of local and regional
markets now opening up for farm, ranch, and related entrepreneurs. It encompasses a growing
number of food marketing channels that are developing within regions, for regions. and among
regions as consumers and communities put new values into their purchases and investments

This site is designed to help those entrepreneurs and their advisors find and use relevant
business development information from this new territory of local and regional food markets
The Field Guide to the New American Foodshed provides

A birds-eye view of the New American Foodshed and its components

o Case studies of farms, ranches. and related businesses that have been successful in

foodshed markets : S
Weaver Street Market

« A Decision Tree framework for exploring the case studies as a new business

¢ One-Page Planning tools to take the first step in business planning SUGGEST A RESOURCE

If you have additional case studies or
Check it out! And please check in. too. The Field Guide is a work in progress. Additional case materials to share, please tell us a little
studies and business development information will come from your experience in the field more about yourself and the materials




SPECIAL NEEDS

ABFRO6s are not in t
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2007 Ag Census: Beginning Principal Operator Farms

.~ ' ® Metro County

40% of beginning
principal operators
are located in metro
counties.

Range,
0to 25,
“ 26 to 100,
“101to 250, |
251 to 500, .
®501t01,450, |




ABFRO6s are not in trad

ANon-traditional crops and marketing

AMore likely small-scale direct-to-retail
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2007 Direct Sales Farms - Beginning Operator Farms




A Help explain unique business models
A Case study-based instruction

A Imitation and ada

otion of business models

A Relationships between business functions

AInfo on legal entity types, tech/financial
assistance, USDA programs

O
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ONE-PAGE PLANNING

DECISION TREE

About Us Library Site Guide Contact

CASE STUDIES

Foodshed

The idea of a foodshed is based
on a watershed, which is that
ecological area connected by
water flowing from brooks to
tributaries, to rivers. Instead of
water, it is the flow of food that
defines a foodshed. Foodsheds
are technically geographic areas
that you couid draw on a

map. much like the radius of a
certain distance around a city. But
more accurately, foodsheds are
places that connect common food
and agricultural interests through
commerce

Instead of a big red apple from
anywhere, more food buyers —
including schools, hospitals, and
even prisons — are shopping for
apples that have additional

qualities. They're looking for locally

produced apples so that the

The New American Foodshed

It's & TRIPLE-BOTTOM-LINE world for entrepreneurs in the New American
Foodshed: Sacial, ecological, and local economy outcomes matter.

Healthy
Affordsbie

SOCIAL

To navigate this territory, entrepreneurs are building *food value chain®
relationships; that is, they're working together to bulld consumer and
community values into their products and fill gaps in the food supply
chain along the way.

economic benefit of their purchase will be felt locally. Consumers are also looking for new

choices, such as extra flavor that comes with just-picked freshness and the opportunity to build

biodiversity by supporting farms that raise uncommon varieties.

TRIPLE BOTTOM LINE

The New American Foodshed is thus a triple-bottom line business environment social
ecological and local economy outcomes matter. It's a new frontier in many respects. As an

entrepreneur pursuing a new business plan, you'll need to address the missing links—all the

FOODSHED

CASE STUDIES

Zingerman's Community of Businesses
{ZCoB)

SUGGEST A RESOURCE

If you have additional case studies or
materials to share. please tell us a little
more about yourself and the matenials
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ONE-PAGE PLANNING DECISION TREE ; CASE STUDIES

Re-Layering Our Food Economy

One way to picture the .
evolution of the New Tiers of the Food System

American Foodshed is to
see how different layers

FOODSHED

Re-Layering Our Food Economy

of the system are 1 Home & Neighborhood

involved. It's important to ) CASE STUDIES

understand the different Dinget 30 Consumer

layers and how they 3 stategic Partnerships

relate. This perspective

helps to show how 4 arge volume

seemingly separate R T

activities. such as a

corner lot garden and a

fresh produce Source: Jm Bower, Blue Planet Partnars: Ron Doatch, Michael Fiakds Agricutural Instiie: Siave Staverson,
Canter for Aq Systems. | y of

packinghouse. are
interconnected parts of
one and the same
change.

As the description below of five different “tiers of the food system" explains. foodshed Anna Marie Seafood

development is happening from the inside out; that is, from the inner, smaller scale layers of 1)

home and neighborhood production 2) direct marketing venues like farmers markets, and 3) SUGGEST A RESOURCE

strategic partnerships forming around shorter and regional food supply chains. If you have additional case studies or
materials to share. please tell us a little

These are the layers where much innovation is underway as people and businesses address more about yourself and the materials

health, community, environmental. and local economy concems through food and agriculture.
It's where new relationships are growing as people sit down to eat together more. learn how to
cook, and become familiar with nearby farms as a source of food, land stewardship, and
economic value. It's also where urban and rural communities are becoming closer through the
regional culture and commerce of food and agriculture




ASituational analysis
ACriteria to measure by

AStrategic alternatives
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About Us Library Site Guide Contact -

CASE STUDIES

Direct to Retail

Direct fo Retail involves marketing from the farm directly to grocery store locations, restaurants,
and other venues and typically involves direct delivery from the farm to the establishment along
with one-on-one marketing and ordering.

ADVANTAGES

Advantages of direct to retall include the relationship building that occurs between buyer and
seller and potentially higher revenue for the farmer and lower costs for the buyer if they can
accomplish ordering and delivery without adding significant middleman costs of their own.

Direct to retail relationships can translate into greater understanding on both sides about what
it takes to make local food work on the farm and in the retail business. as well as greater point-
of-sale marketing at the restaurant or grocery store as this relationship and understanding
carries over into messaging to end consumers.

Without a distributor or other intermediary in the middle, the farmer and buyer can negotiate
prices agreeable to both. Direct to retail can result in higher revenue for the farmer than in
direct to wholesale marketing, and in competitive pricing and higher satisfaction for buyers that
put a premium on knowing farmers and the food they produce.

DISADVANTAGES

Inefficiency is the main disadvantage in direct to retail because of the "many to many" aspect of
these markets, where both buyers and sellers are making many calls and heading in many
directions to make the orders and fulfill them. Such time and money involved, or "transacation
costs," are too high for many restaurants and the like with limited time and budgets. In addition.
retail buyers put a priority on consistency and reliability of product. which can be difficult to
accomplish working with many different producers and all their circumstances.

Related Case Studies
e Anna Marie Seafood -Dulac, Louisiana

o Appalachian Harvest Network -Abingdon, Virginia

MARKETS

Brokered

Catalog/Internet

Community Supported Agricuiture (CSA)
Contract

Direct to Retall

Direct ta Wholesale

Education and Training

Events

Farm to Cafeteria

Farmers' Market

On-Farm Sales

SUGGEST A RESOURCE

If you have additional case studies or
materials to share. please tell us a little
more about yourself and the matenals

CASE STUDIES =

7/ Ik 4™




Mark Elzinga reports with frustration, however, that he was unable to find any programmatic
support for his company's major investments in energy efficiency and renewable energy
sources. This despite the fact that the investments are key components of the company's
growth and sustainability, which are valuable to the local region's economic development.

In fact, Mark Elzinga found the opposite regarding his green energy investments. He learned
after-the-fact that the state of Michigan taxes on-farm renewable energy installations as
personal property. Mark Elzinga now pays more than $20,000 per year in personal property
taxes for the solar and wind components of the company's overall investment of $5.7 million in
a comprehensive energy efficiency and renewable (primarily geothermal) energy system.

FINANCE

Elzinga & Hoeksema Greenhouses is a longtime customer of Greenstone Farm Credit Services,
one of the member-owned lending associations in the national Farm Credit system, serving
Michigan and eastern Wisconsin.

KEY LEARNING

» Creative re-purposing of infrastructure can reduce costs and increase revenues. In the case
of Elzinga & Hoeksema, investments in green energy and production of winter vegetables
combine to reduce long-term energy costs and allow the company to add a winter crop to
meet high demand in the region.

« Going organic can do more than put a premium price on products; it also can reduce costs
and improve quality and resilience in production.

« Look for niches that fit your core business. In this case, examples are the company's Ethnic
Flavors line of vegetable bedding plants and cut tulips for local Valentine's Day and mid-
winter markets

« Investing in state-of-the-art greenhouse. energy systems, and production technigues has
allowed flexibility and competitive positioning for Elzinga & Hoeksema as energy and space
costs continue to escalate.

LINKS

summer Flowers, Winter Lettuce: Year-Round Success
Michigan Land Use Institute

L ]
Partners in Progress: Grower of the Year
Greenfhouse Grower

W Funded by the USDA Risk Management Agency © Copyright 2011 National Good Food Metwark
o s "2ase see Project Partners Site created by Loracs Design LLC
| &M‘EM |




AResources
ABusiness goals

AMarket opportunities
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Columbia Plat

Anna Marie Seafood Appalachian Harvest Network

UISIANA ABINGDON

N RAINIA
VIRGINIA

Elzinga & Hoeksema
Green S
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Decision Tree

The Decision Tree in this Field Guide sets out some of the fundamental business choices a DECISION TREE
farm or ranch enterprise will make.

Advisaors
Examples include choices about legal business structure, the different markets that suit the
business and its products best. and how to navigate the food value chain of facilities. services Business Structure
and business relationships that food, farm, and ranch enfrepreneurs need to succeed The

Finance
Field Guide organizes its case studies by these different decisions so you can see how others
have handled them in their own situations. Food Value Chain
Before making these decisions, however, entrepreneurs should focus first on their business Markets
plan. The Field Guide's One-Page Planning tools can help entrepreneurs get started on the
basics of business mission; core objectives. goals, and action steps; and baseline financials. Programs

Entrepreneurs can build a full, detailed business plan from there. It's important that
entrepreneurs refer to this plan as they go. and update it as they grow

SUGGEST A RESOURCE
USING THE DECISION TREE T ;
If you have additional case studies or

Here are some of the decisions an entrepreneur will make and the different directions they materials to share, please tell us a little
could take based on those decisions. more about yourself and the materials

Business Structure
CASE STUDIES
IF ...l am an individual. THEN.. should | structure the business as a:

o Sole proprietorship?
« A limited liability company?
e Other?

IF.._there are several of us, THEN...should we structure as:

e AnLLC?
« A partnership?

e A Connerative?



BUSINESs s TRUCTURE

Mark Elzinga's father and best friend founded Elzinga & Hoeksema Greenhouses in 1962 as a
partnership. It became a C-Corp when Mark joined the operation and bought out one of the
partners. In 2000 Mark added a limited liability company component after buying out his father's
estate.

This history of ownership changes over time made for a complicated structure. Until recently,
the business managed five separate facilities under three legal entities: Elzinga & Hoeksema,
LLC; Mark Elzinga Greenhouses, Inc.; and Elzinga Brothers Greenhouses, Inc. The business
also owned and operated H&E Trucking Inc. for distribution needs and opportunities.

On January 1, 2011, Mark Elzinga merged the facilities, companies, and estate interests into
the single Elzinga & Hoeksema, LLC, which Mark Elzinga owns as an individual. The current
simplified LLC structure matches Mark Elzinga's individual ownership. H & E Trucking, Inc.
remains the sole enterprise not under the Elzinga & Hoeksema, LLC umbrella. It remains a
standalone corporation for liability reasons.

MARKETS SERVED

While Elzinga & Hoeksema primarily sells annual and vegetable bedding plants to big-box
retailers, the family still operates a roadside vegetable and fruit market as it has for decades,
long before its greenhouse operations took off. The long-term history with the fruit and
vegetable industry served Mark Elzinga well when he learned of growing interest in local food
and decided in 2007 to incorporate organic vegetable and herb production into his newest
greenhouse facility.

Elzinga & Hoeksema currently sells its fresh winter produce direct-to-retail and direct-to-
wholesale Its main customers are Bronson Methodist Hospital, a few Kalamazoo-area grocery
retailers, and the Grand Rapids region of the food service distributor Sysco. For more on
Sysco's work with local and regional suppliers, see this National Good Food Metwork
webinarand related case study.

The Sysco arrangement resulied from the realization that food distribution was not a business
that Elzinga & Hoeksema wanted to get into. Yet the potential for fresh winter produce from
Elzinga & Hoeksema met Sysco's growing need to satisfy customers looking for such products
in the Michigan winter. The initial focus of the Sysco foodservice relationship is around
leftuces. a product line that best fits the Sysco customer need. The vision is to offer more
Elzinga & Hoeksema produce once customers become familiar with the local, counter-seasonal
greenhouse-grown product.

Mark Elzinga continues to develop markets for his produce on his own, as well. One way that he
can realize higher price-points to cover the cost of this infrastructure is by selling certified
organic products. Locally produced organic vegetable products are very limited in the Great
Lakes region in the fall and winter, allowing Elzinga & Hoeksema to distinguish itself in the
marketplace.

S e e RS E R R B R R e R RETRE R R

ADVISORS
University/Extension, Michigan
State University Product Center for
Agriculture and Natural Resources,
Michigan State University
Extension,

Mon-Profit, Mational Good Food
Metwork

BUSINESS STRUCTURE
Lirited Liahility Company (LLC)

MARKETS
Farm to Cafeteria

Direct to Wholesale
Direct to Retail

FOOD VALUE CHAIN

FPrimary Business Activity
Production

Fartrers
Marketing: Sysco, local grocers,
Bronson Methodist Hospital

PROGRAMS

Mational Organic Program (USDA,
Agricultural Marketing Service)

Good Agricultural Practices and
Good Handling Practices (USDA,
Agricultural Marketing Service)




ACritical thinking based risk
assessment

AModeling business behavior
AAnticipating future events

ADetermining strategies
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One-Page Planning

No matter what type of farm or ranch enterprise you envision —small, big. conventional, or
organic — a business plan will serve you well So before you head off into new business
territory, we'd like to share some tried-and-true tools for getting that plan underway.

The One-Page Business Plan. and the handy One-Page Financial Plan that goes with it, are
essential tools for getting started. If you do not answer the basic questions in these
straightforward plans, you are likely to find yourself coming back — over and over — to square
one. Complete these plans first, and you'll find you'rean example of a food system pioneer who
made it all the way! (And perhaps you'll be featured in a future version of the Field Guide )

NEXT STEP: FULL-FLEDGED PLAN

Once you have filled out your One-Page Business Plan and financials. you can use that
information and thought process to expand your business plan into a document that you can
use for communication purposes. A business plan is no more than the story of your intended
farm or ranch operation, told in enough detail so that other people can understand what it is
that you want to do and how you want to do it.

Think about who needs to understand your intended operation: Your spouse, partners,
employees, volunteers, family members, advisors. mentors, financial backers, lender, and
perhaps others. Having your business plan written down allows you to get the best feedback
possible from everyone, and ensures they're all reading and responding to the same business
story.

You should also think of your business plan as a work in progress; it is something you should
come back to and modify at least once a year to adjust for changing circumstances, such as
emerging risks you've identified. expansion plans, or new marketing conditions. A common myth
about business plans: that they are written once and that's it. A business plan is a living
breathing document that details how you will—and do!—accomplish what you set out to do. If
you're not abie to explain it well enough to a potential customer or investor, it's an idea that
needs some more thought

Here are a couple of online business plan sources to help build on what you can get started
with the One-page-Business Plan and financials. There are many such business planning tools
on the Internet that you may find fo suit your needs

Related Resources

« AgPlan AgPlan helps rural business owners develop a business plan. Center for Farm
Financial Management, University of Minnesota

« Virtual Business Center Online center that provides resources for agricultural and rural
businesses. Virginia FAIRS

ONE-PAGE PLANNING

One-Page Business Plan

One-Page Financial Plan

SUGGESTA RESOURCE

If you have additicnal case studies or
materials to share, please tell us a little
more about yourself and the materials

CASE STUDIES =

Anna Marie Seafood




AClearly state goals

ACreate basis for measurable
performance

ASet realistic expectations
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DECISTION TREE THE FOODSHED CASE STUDIES

One-Page Business Plan

ONE-PAGE PLANNING

Download | One-Page Business Plan
One-Page Business Plan

One-Page Financial Plan

The one-page plans we offer here come from Farm Credit East, one of 90 independent

member-owned lending associations that make up the national Farm Credit system
SUGGEST A RESOURCE

According to Erin Pirro, farm business consultant at Farm Credit East, the one-page plans are If you have additional case studies or
imperative for profitable and sustainable business development. Erin says. "If you don't start materials to share. please tell us a little
here, there's no point letting your fingers fly across the keyboard just describing your dream. it more about yourself and the materials

may feel great, but it's useless for getting a loan."

CASE STUDIES
The One Page Business Plan is a quick way to get you started off in the right mindset with

some core questions and answers. Then you need to get more detailed with a complete
business plan. The main thing with these one-pagers is to get you started in the right direction!

First, let's focus on the One-Page Business Plan. These steps take you from broad to general,
laying the outline for how you will accomplish what you set out to do.

MISSION

The mission of your business guides everything you do. Keep it simple by finding the most
common denominator for understanding what drives your business

For example: Don Bustos is a farmer from New Mexico featured in the Field Guide. The
mission that guides all of his business decisions is the mission of keeping his family land
in agriculture for at least another 400 years. You'll see in his Santa Cruz Farm case
study that every step he's taken, and every innovation he's pursued, connects back to
his mission of continuing his Indo-Hispano community's use of local farmland since
Spaniards first colonized the region

Intervale Center

Some folks choose a more specific mission. For instance, this one is from a vegetable
farmer with a roadside market. to produce the highest-quality natural, locally-grown food
in the state. When a customer suggestis that they start selling candy bars and soda as
quick snack items to bring in additional revenue, it's something they excitedly consider. It
is logical for a farm stand to quick snack items? Maybe. But each time you are
presented with a decision or opportunity like this, your mission statement should guide
your choice. If your operation is all about healthy, local food, do these new products fit
that miesinon? No Prursinna this new nrodiuct line will take time and attention awav from
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