
The Headwaters Grant Fund

Grantee Self-Evaluation – Final Report- Community Alliance with Family Farmers
The information requested on this form will allow the Headwaters Fund to better understand its funding and report to the public. A positive or negative self-evaluation will not impact your future chances in applying for and obtaining Headwaters funding; thus, please be candid. We also will not rate or otherwise evaluate grantees in our public reports. 

You must return this form within 30 days of your Final Quarterly Report to the Headwaters Fund. Headwaters Fund staff may contact you with further questions about your project. If you have any questions, please contact Headwaters staff. Thank you.

Today’s Date: June 25, 2009
Organization Name: The Community Alliance with Family Farmers
Project Title: Outbound: Developing Urban Markets for Humboldt County Produce 
Project Start Date:
March 2008



Project End Date: March 2009
Please answer the following questions, using as much space as necessary on a separate page:

1. What were the project goals and were they achieved? Why or why not?
1a. Facilitate the development of an out of county wholesale market for Humboldt County farmers
a. An experienced broker was hired and immediately put together a diverse advisory committee, consisting mostly of larger farmers, market managers and key business owners. The committee was consulted regularly to help trouble shoot issues as they arose. 

b. Outreach was conducted to several carefully selected institutions as the participating  farmers ability to supply large quantities was limited. Purchasers’ needs, price points, and timelines were compiled and communicated to farmers at meetings, through phone calls, emails and at farmers’ market association meetings. The Project Coordinator acted as a broker facilitating sales and problem solving as needed. (The wholesale market typically requires punctual deliveries, specific packing requirements and offers significantly lower prices- specifics that were new to many non-wholesale farmers breaking into this market) Forward contracting seemed most effective in meeting the purchasers’ demand as small farmers built capacity to supply the larger wholesale amounts. For many of our farmers who have traditionally served the farmers’ markets, this operational diversification is a big step and they moved cautiously adding acreage and crops incrementally. 

The Buy Fresh Buy Local (BFBL) regional branding and marketing was a key success here with increased recognition and regional adoption over the years. BFBL has proven to be unifying and essential for businesses who wish to communicate their support and use of local. 

c. We initially committed to gathering county-wide crop production information not realizing the undertaking is enormous in scope and confidential in nature. We referenced: CA Farm Bureau, USDA National Agriculture Statistics Service (NASS), Cornell US Crop Census, Baykeeper, Humboldt General Plan, Employment Development Department, Steve Hackett’s HSU reports, and others to discover that we need access to confidential data to decipher the statistics. In our current project we will work with Dennis Mullins at the county to help us gain access and tease out crop data.

We did however compile produce production and potential production on the twelve farmers participating in our project. The average acreage of our participating farmers was 27 acres, though more than half the farmers had less than 6 acres.  In addition, 90% of participating farmers were farming 100% of the land accessible to them. 

d. We collaborated with the Growers Collaborative (GC) - CAFF’s aggregation and distribution system that serves several urban CA hubs- to fold Humboldt grown into the larger export market. This proved challenging, again due to the capacity of the farmers, the higher organic price of most of Humboldt’s produce, and the multiple transportation systems needed to move the product great distances to the cities. We lined up three distributors for a large strawberry order and were unsuccessful due to a last minute crop failure. Again, we lined up a lucrative, ongoing account with WholeFoods for a local blueberry producer which fell through due to an unwillingness to conform to industry packing requirements.  We felt our efforts were better spent building the local wholesale market and helping farmers to build capacity than trying to force the export markets that many weren’t ready for and had costly, pieced together transportation options. 
It has only been recently (early 2009) that we’ve identified two new farmers growing enough volume for successful, consistent supply into the GC niche, one whom drives to the city weekly. The slow market and mental switch from retail farmers’ markets to wholesale accounts and eventually export markets has been a learning lesson for all invloved. 

e. We repeatedly requested sales figures from all participating farmers with varying levels of success and various tracking systems. This reinforces the need for streamlined invoicing and business training for farmers. Overall, we had an increase in participating farmers (12) with an increase in individual sales conservatively estimated at $20,000 total. We also identified new key partners for our future aggregation and distribution project. Lastly, verbal testimonials from all purchasers were positive with 100% wanting to expand future purchasing 

1b. Augment in-county institutional market development efforts by collaborating with the Humboldt County Farm to School Program to increase the efficiency of sourcing local produce for school and institutional meal programs.

Information on activity two has been included in the information above. Most regular sales have occurred with Humboldt State University, Klamath-Trinity Unified School District, Trinidad School District, Coastal Grove Charter School District and a network of individual residents. Additional sales occurred with both hospitals. Different sales models have been used based on the different institutions. School for instance, are using direct farmer sales models where they either pick up at market or have one farmer deliver all their needs while larger institutions are having multiple farmers deliver a variety of crops all invoicing separately. Our work also yielded two creative connections: a farmer to school district connection where the farmer is leasing land for a CSA and the school meal program and a farmer to hospital where the farmer is farming hospital owned land to supply produce to the hospital.

Streamlining the different sales models is the focus of our 2009/2010 work as we try to get farmers to grow more, work collaboratively, aggregate product, work with larger distributors and embrace the necessary changes for wholesale market participation.  

2. What are the lasting benefits of the project (provide quantitative and qualitative benefits)

(Much of the details are provided above) 

CAFF has successfully communicated and facilitated wholesale accounts for twelve farmers. 
What’s more, we have established a unique branding (BFBL) for the county which is catching on as “local pride”; recognition of our local farms as a critical resource for health and economic prosperity has increased.

CAFF has networked with city, county, schools, principals, food service directors, farms, restaurants and parent organizations to problem solve food issues and concerns.  We have been the public face for community food systems represent the small family farm. This outreach continues to build broader partnerships as more grocers, resturants, farmers, small business owners, non profits, distributors and others become aware of our efforts and join in for enhanced regional food security. What’s more, our BFBL Local Food Guide, online farmer database and regional branding will remain as a community resource for others.
The established accounts are continuing to build and should easily exceed the 2008 $20,000 sales volumes this upcoming season. New farmers are contacting us and we have problem solved some of the issue to enable us to target additional institutions. We are excited about the next steps for aggregation and distribution. 
3. What challenges did you encounter during the project?

As we developed wholesale accounts, many farmers did not yet have the volume needed to successfully export product into our regional system.  This venue still needs more volume of specific crops.  We can continue to streamline in county distribution with more efficient systems and can continue to conduct outreach to additional institutions to help build a local wholesale market.  If more out of county opportunities are identified that appreciate Humboldt’s organic niche production –and accompanying higher pricing- the market will develop into an export opportunity with efficiencies that the farmers can cooperatively develop with CAFF.

As mentioned, gathering the county-wide crop production information was also challenging.

4. How will you continue the work started by this project?

Our BFBL campaign is a statewide campaign partially covered by grant funds. Our local chapter is 20% self funded by sales of our chapter merchandising materials: bumperstickers, t-shirts, tote bags, banners and marketing materials.  The potential of our sales and marketing program to become a self sustaining program has been in development and requires a much greater membership base and participation than achieved in our three year life span. We will benefit from a newly hired statewide GC Director with 40 years of distribution and sales experience whom is already drastically increasing sales profits and efficiencies. Support for our project will be sought from farms, restaurants, stores and both city and county support of the program, in addition to grant funding. Lastly, we will also continue the work with 2009/2010 Headwaters grant which focuses more on aggregation and distribution.
5. What, if any, are your comments about working with the Headwaters Fund and its staff? 

The staff has been very helpful and easy to work with.

6. Do you have any advice for the Headwaters Fund?

7. Do you have any other comments?

Thank you!

Please attach any press releases, media stories, or other materials that have been published regarding the project/program funded by the Headwaters grant. 

I, the undersigned, certify that the information reported in this document is complete and accurate to the best of my knowledge.
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Name (print): Michelle Wyler
Title: Regional Manager
Signature: ___________________________

