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EXECUTIVE SUMMARY AND FEASIBILITY
STATEMENT
ACDS, LLC finds the development of the Agricultural Innovation Center (AIC) to be feasible. It has
support from both county leadership and the community, and there are foundations eager to fund
projects that are transformational for the county. Moreover, grant funds are available to fund land
acquisition, infrastructure improvements, construction, and operations. Several properties provide
suitable options for new development or redevelopment.
Below is an overview of noteworthy feasibility findings:
Assessment
Area
Market
Assessment

Positive Feasibility Notes
•

Site
Identification
Organization
and
Management

•

•
•

Confirmed demand for: 1. Workforce training; 2. Community kitchen; 3.
Food related recreation and tourism center; 4. Farm products aggregation;
5. Youth and rural entrepreneurship programs; and 6. First and last mile
logistics.
Immediate need for cold storage and logistics services.
Identified collaborative marketing, distribution, and manufacturing partners.
Clear demand for flexible processing and value-added capacities to
enhance supply chain resilience.
Two sites are available and suitable for development of the AIC with the
Honesdale site being most suitable for a multi-use facility.
The AIC can be successfully managed by a special purpose company set up
as a non-profit 501(c)(3) to achieve the social mission of the AIC.
Local farm and business leadership support the AIC.
A capable local facility manager has been identified.

Financial
Analysis

•
•
•
•

The AIC requires $6.5 million to capitalize and will require grant funding.
Financial analysis demonstrates that the AIC can break even by year 3.
Regional philanthropies indicate strong interest in funding the project.
The AIC is attractive to tax-motivated, mission driven private investors.

•
•
•

Funding

•

Still, there are risks that need to be mitigated for successful implementation. The areas of risk include
management, regional labor conditions, supply chain issues that increase construction and equipment
costs, macroeconomic trends that may limit facility usage, and food safety regulations. These are not
insurmountable challenges but will require strong leadership and a qualified management team.
Moreover, it is important to secure anchor tenants before delving further into the next steps for bringing
the AIC to fruition.
The next steps for this project will involve ironing out the details for property acquisition, environmental
assessments, utility infrastructure expansion, and securing grant funding. Then the project partners
should work with anchor tenants and key stakeholders to finalize the engineering and design of the AIC.
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THE AGRICULTURAL INNOVATION CENTER
Background
In December 2019, the Wayne County Agricultural Development Plan was released. This strategic plan
includes recommendations for advancing the county’s agricultural industry through infrastructure,
entrepreneurship, innovation, and workforce development. Those recommendations were based on the
realities at the time. Since then, the COVID-19 pandemic has caused disruptions that reveal underlying
weaknesses in the nation’s food and farm system, which led to broken supply chains, scarcity of grocery
store products, and increased food insecurity.
Addressing these issues will require building a foundation for agriculture to become more localized, more
diversified, and less consolidated. It also requires rural communities to become more resilient and
adaptive to change. For Wayne County, the pandemic demonstrated the urgent need to address the
challenges and opportunities within local food systems through an integrated initiative that incorporated
the various ongoing food and agricultural activities.

Concept Description
The development of the Agricultural Innovation Center (AIC) is a response to the strategic planning goals
and current needs in Wayne County. It is a multi-purpose facility that functions as a food hub, integrates
local food products, expands food pantry capabilities, provides educational programming and
community events, and supports workforce development programs.
It will be a key resource that helps build and sustain a resilient, innovative, and healthy food system. Its
functions and services will help achieve five fundamental goals:
1.
2.
3.
4.
5.

Increase farm profitability and long-term viability.
Support entrepreneurship and innovation.
Increase job opportunities.
Strengthen access to local food.
Improve health and wellness.

Vision: A resilient, innovative, and healthy local food system in Wayne County.
Mission: Integrate and strengthen local agriculture and food activities through infrastructure, support
services, and community initiatives.
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SERVICES
The proposed facility would support agri-businesses and the community by offering a shared
aggregation and logistics center, shared processing/packaging equipment, a training and community
kitchen, cold storage, educational programming, retail space, and entrepreneurial support. These
activities can be summarized into six service or functional areas.

Service or Functional Area
Training and Community
Kitchen

Produce Packing and
Processing

Aggregation and Storage

Food Locker Pilot

Flexible Community/Retail
Space

Support Services

Activities
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Cooking classes (hands-on, demos, summer camp, corporate)
Dining events
Food service, culinary, or meat cutting training
Food safety training
Recipe testing
Small food processing projects (commissary)
High volume; up to 10,000 lb. batches
Light processing (cut, chop, slice, dice, etc.)
Raw, canned, and frozen
Co-packing and processing service
Farm-to-Institution opportunity
Dry, cold, and freezer storage for rent
Walk-in and reach-in options
Facilitate bulk buying opportunities
Food bank storage
Quasi last-mile delivery
Increase food access
Coordinate and pool deliveries
Manage 3 locker sites
Food Pantry
Food Prescription Program
Indoor year-round farmers market
Community and educational events
Pop-up food retail/service
GroupGAP
Business technical assistance
Recipe development
Marketing and branding
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MARKET ASSESSMENT
Target Market Area
The market assessment and analysis focused on the primarily Wayne County and region within a 50-mile
radius of Honesdale, PA. Unless otherwise stated, the term “region” refers to the 50-mile radius and the
jurisdictions that are either fully or partially within this defined area.

Training and Community Kitchen
The AIC will include a certified kitchen that will be used for hands-on cooking classes, cooking demos,
dinner events, culinary skills training, and meat cutting training. It can also be made available for rent to
individuals and startups for recipe testing.
The AIC expects to generate profit primarily from the cooking classes and events. The facility will also be
made available for workforce development and skills training programs either at-cost or at reduced rates.

Relevant Trends
In search of experiences
Consumers today are seeking and buying experiences, which include destinations, events, and other
intangible benefits derived from a product or service. 1 Increasingly, consumers want experiences that
offer a sense of community, exclusive access, authenticity, and positive mood. They also want to
reconnect through local and natural experiences, while being able to share those events through social
media channels.
The ability to offer both physical and digital interfaces is also key to building a seamless experience. This
trend has implications for the facility and programmatic design of the AIC, which could include offering
Bremner and Boumphrey, “Experiences Are Overtaking Things”; Schultz, “Not Just Millennials: Consumers Want
Experiences, Not Things.”

1
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easily accessible venues, social spaces, cooking classes, tastings, educational events, festivals, virtual
content, exclusive experiences, and more.
Skills gaps in agriculture
Since agriculture is such an important part of rural livelihoods, there is also a need for agricultural
education that supports workforce development. The gaps in this sector point to the need for
curriculums, apprenticeships, internships, and other programs that help students explore careers in
agriculture while developing skills.
Interviews and needs assessments continue to emphasize the importance of having skills training
programs in areas such as food processing, meat cutting, and related activities. As such, access to
processing, manufacturing, and kitchen facilities offers opportunities for students to develop skills in
partnership with participating businesses.

Target Market and Demand
Community organizations
Local community service organizations will be key users of the kitchen space. This includes Wayne
County’s workforce development programs, Penn State Extension, public schools, and the Wayne
Memorial Hospital food prescription program. It is expected that these entities will use the kitchen to
train individuals in culinary arts, food processing, and food safety.
At the same time, these users will also use the kitchen area and event space for consumer education and
community activities. In particular, the kitchen can be used for classes on cooking, canning, food safety,
nutrition, and more.
Community cooking class participants
The community cooking classes will primarily target Wayne County residents but will also reach residents
in nearby counties, businesses, organizations, and visitors from the NYC Metropolitan Area. These classes
will be segmented into several categories.
Community Classes
Residents aged 20-64
looking for a casual,
community-based
activity to spend a
weeknight enjoying
themselves with friends.

Youth Classes
Local kids ages 6-18,
students with various
levels of interest, skill,
and knowledge in fields
of cooking, food, and
nutrition.

Private Events
Companies and
organizations seeking
team-building activities
outside urban areas.
Also, for those looking
to host corporate
events and private
dining experiences.

Weekend Classes
Young adults, middleaged adults, and
couples from New York
City Metro Area with
high disposable
incomes who enjoy
connecting with their
food and escaping the
city for the weekend.

Table 1. Population by Age Group
10 mi

30 mi

50 mi

Wayne

Total
Age 5-19
Age 20-64

32,796
4,501
19,212

390,218
62,343
221,872

1,267,523
208,124
734,747

53,428
7,459
30,691

% Age 5-19

14%

16%

16%

14%

NYC Metro
Area
19,352,724
3,477,393
11,492,867
18%

5

% Age 20-64
59%
57%
Source: ESRI Business Analyst, 2021

58%

57%

59%

Average recreational spending per household for the select activities helps with assessing the spending
potential within the target market. Any programs targeted to Wayne County residents will need to be
affordable. This was also reflected in survey responses from the community.
Table 2. Subset of Recreational Spending per Household

Tickets to Parks or Museums
Fees for Recreational Lessons
Membership Fees for
Social/Recreation/Health Clubs
Camp Fees
Total
Source: ESRI Business Analyst, 2021

10 mi

30 mi

50 mi

$25
$96

$27
$103

$29
$117

NYC Metro
Area
$43
$220

$179

$192

$213

$341

$22
$323

$24
$346

$28
$387

$59
$663

The data also shows an opportunity to reach consumers in the NYC Metro Area, many of whom visit
Wayne County during the summer and the weekend. These consumers are willing to spend twice as
much on the same types of activities compared to residents in Wayne County.

Competitive Analysis
Currently, there are no culinary demonstration or education classes in Wayne County. The nearest
cooking class facility is Chef Alice Cooking located in Long Pond, PA (Monroe County). However, COVID19 has sparked a growth of virtual and digital experiences. Some of these operations now offer virtual
cooking classes. There are also platforms for people to find private cooking classes online. 2

Chef Alice Cooking

Classes/Events

Price Range

Public Classes
Kids Classes (Ages 5-7)
Kids Classes (Ages 8-12)
Kids Classes (Ages 13-17)
Private Classes (Couple)
Private Classes (3 to 5)
Private Classes (6 to 12)
Private Classes (13+)
Team Building (up to 12)
Team Building (13 to 18)

$68-$75
$45
$55
$65
$300 per couple
$85
$75
$65
$75
$65

The AIC could also consider offering high-end, experience-driven classes targeted towards wealthy urban
visitors. The New York Kitchen in Canandaigua and the Culinary Institute of America in Hyde Park are the
closest direct competitors that offer a similar suite of classes. However, NY Kitchen is in Western New
York, and it requires longer travel and the prices are significantly higher than those proposed for the AIC.
NY Kitchen
2

Classes/Events

Price Range

Wine, Beer, and Spirits classes

$25-$30

https://takelessons.com/pa/wayne/cooking-lessons

6

Culinary Institute of America

Cooking classes
Family and Kids classes
DIY and How-to classes
Certification courses
Private events
Hands-on cooking classes
Wine and beverage classes
Chef demonstrations
Family-friendly classes
Holiday classes
Boot camp classes
Private events

$45-$85
$45-$55
$25-$35
$400-$1,400
n/a
$250-$325
$125-$425
$150
$300-$500 or ~$250/person
$175-$250
$925-$2,250
n/a

Produce Packing and Processing
The AIC will have facilities and equipment available for value-added processing, with a focus on the
produce sector. It will also accommodate future expansion for getting into co-packing and private
labelling support for businesses that want to scale up their food manufacturing.

Relevant Trends
Value-added processing
Creating value-added products are a way for growers to diversify and increase revenue. These products
span food categories and includes items such as jams, pickles, salad mixes, sauces, wine, cheese, ice
cream, yogurt, and meat. Many farms across the country are engaging in value-added processing to
counter declining trends in direct-to-consumer sales channels.
Thus, it is important to invest in R&D and product development capacity for the food and beverage
sectors. It is also important for these facilities to be third-party certified and have the highest standards in
place with regards to food safety, quality assurance, worker safety, and animal welfare.
Private label and co-packing
The COVID-19 pandemic has pushed consumers to try more private label products than ever before. New
data suggests that the growing and widespread acceptance and interest in private label products may
indicate a fundamental shift in consumer behavior. 3 This means opportunities for local retailers and
contract manufacturers to launch and expand new products. Similarly, co-packers have an opportunity to
assist other food and beverage companies in quickly scaling up production and developing new
products.
Consumption of produce
Consumer demand for convenience has certainly affected the produce sector. Overall fruit and vegetable
consumption has declined over the years, but the decline is being countered by growing interest in
convenient, healthy, and fresh-cut and plant-based snack options. 4 These trends indicate the need for
space in which growers and processors can manufacture salad mixes, fresh-prepared meals, and other
value-added items that are ready-to-eat, along with varying levels of food processing and cold storage.
All will be important components of the AIC.

3
4

Rogers and Cosgrove, “Future Consumer Index: How to Thrive in the Age of Affordability.”
Crawford, “Fresh-Cut Produce a Huge Draw in Age of Convenience.”
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Consumers are also buying products that are shelf stable. Increasingly, they are choosing to buy more
dried and frozen fruit products, which are typically sold as snacks. In fact, fruit chips are among the
fastest-growing categories of snacks. 5 Similarly, consumers are eating more savory, vegetable-based
snacks made from snap peas, beets, sweet potatoes, nuts, and legumes.

Target Market and Demand
Local and Regional Farms
Within the eleven-county region, 255 farms sold $19.0 million worth of value-added products in 2017.
Sales of value-added products are an increasingly important component of diversifying farm revenues.
Having access to facilities that offer value-added processing or co-packing services can help farms access
food retail, food service, and institutional markets.
Breaking into these markets often means using food-grade facilities. The AIC can provide a clean,
modern facility with the established food safety protocols that are crucial for meeting the demands of
food safety regulations.
Table 3. Value-Added Sales
Geography Total
Farms
Sales
Wayne County
640
$29.4 M
Region 6
5,129
$331.6 M
Source: USDA Census of Agriculture, 2017

Value-Added
Farms
Sales
23
$218,000
255
$19.0 M

% Share of Total
Farms
Sales
3.6%
0.7%
5.0%
5.7%

According to a farmer survey, participating farmers indicated that having access to a processing facility is
important, especially in the case of produce operations. The responses also indicate that the AIC can
help participating farms connect with marketing and distribution services. Other responses are listed
below.
All
Farms
4.1
4.0
4.0

Produce
Farms
4.3
4.3
4.0

Packaging and labeling
Storage
Business and technical services
Private Labeling
Co-packing
Light processing

3.3
3.3
3.1
3.0
2.8
2.8

3.4
3.5
3.4
3.3
2.8
2.7

Recipe development

2.8

3.0

Processing Services
Marketing
Processing facilities
Distribution

5
6

Jennings, “Produce-Based Snack Foods on the Rise.”
Includes the counties that are within a 50-mile radius of Honesdale, PA.
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Food and Beverage Manufacturing Sector
Table 4 lists several industries of interest. These are involved in canning, juicing, and freezing produce.
While the produce wholesaling industry is primarily engaged in distribution activities, some are involved
in light processing (e.g., cut, chop, slice, dice).
Table 4. US Produce Processing and Wholesaling Industries
Industry
Canned Fruit & Vegetable Processing
Juice Production
Frozen Food Production
Fruit Vegetable Wholesaling
Source: IBIS World

Revenue
$41.8 B
$11.5 B
$38.5 B
$96.7 B

CAGR (2021-2026)
-1.1%
1.6%
1.4%
1.4%

Startups or existing small or medium-sized enterprises in these sectors can benefit from additional
modern facilities that provide space for expanding and scaling production or engaging in product
development. With this comes a need for support services including technical assistance, workforce
development, and business planning that strengthen entrepreneurship and business development.
Currently, there are two incubator projects that could serve as a pipeline for food businesses looking to
scale up production: the Catskills Kitchen Food Business Incubator Program and the Carbondale
Technology Transfer Center’s Kitchen Incubator. The Carbondale Kitchen Incubator has at least five food
businesses. They are involved in making seasoning, confections, preserved food, prepared meals, and
sweets.
Table 5. Food Manufacturing Firms in the Region
Industry
Food manufacturing
Animal slaughtering and processing
Bakeries and tortilla manufacturing
Dairy product manufacturing
Fruit and vegetable preserving and specialty food manufacturing
Sugar and confectionery product manufacturing
Other food manufacturing
Beverage manufacturing
Source: US Census CBP, 2019

Firms
118
11
70
3
6
11
17
67

Farm-to-school demand
Institutions such as schools, hospitals, and prisons have the capacity to increase demand for light
processing or value-added processing of produce that meet their procurement standards. Coupled with
augmented food safety programming, this may also increase demand for aggregation and storage
capacity, which will be explored in a following section.
This market assessment will focus on 70 school districts in the eleven-county region that responded to the
2019 Farm to School Census. These school districts spent $24,784,839 in SY2018-2019 on food, of which
$4,120,022, or about 16.6%, was spent on local food. Most of this local spending was for fruits,
vegetables, or fluid milk.
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Of those that responded to questions about plans to purchase certain food products locally, most already
purchase local produce. There are several school districts that would like to purchase local produce in the
future; see Table 7 for the list. Meanwhile, there seems to be a greater interest in purchasing local
proteins, grains, baked goods, and other non-fluid-milk dairy products.
Table 6. Count of School Districts by Purchasing Sentiment for Food Group
Food Group
Fruit
Vegetables
Fluid Milk

Purchased in
SY2018-2019
48
44
42

Other Dairy
Protein
Grains (incl. baked goods)
Source: USDA Farm to School Census, 2019

1
2
3

Would in the
future
7
9
11

9
9
10

20
26
25

No Plans

26
19
18

Table 7. School Districts Interested in Buying Produce in the Future
Fruit

Vegetables

Uta Of Kiryas Joel - Talmud Torah

Uta Of Kiryas Joel - Talmud Torah

Roscoe CSD
Wayne Highlands School District
Wilkes-Barre Area School District
Carbondale Area School District
Mid Valley School District
Howard Gardner Multiple Intelligence Charter School

Livingston Manor CSD
Roscoe CSD
South Kortright CSD
Charlotte Valley CSD
Seton Catholic Central Jr/Sr High
Wilkes-Barre Area School District
Howard Gardner Multiple Intelligence Charter
School
Mid Valley School District

Source: USDA Farm to School Census, 2019
Of the school districts that could identify their source of local food, most purchased from a produce
distributor, directly from the farm, or through a USDA program. It is worth noting that seven school
districts indicated they purchase through a food hub. Interestingly, some of the districts have a high
demand for certified kosher products.
Table 8. Procurement Source
Procurement Source
Produce distributor

No
20

Yes
37

Individual food producer
USDA Food
USDA DoD Fresh Program
Cooperative of farmers, ranchers, or fishers
School or community garden/farm
Broadline distributor

30
36
38
47
49
49

27
21
19
10
8
8

Food hub

50

7

10

Farmers market or roadside stands
Grocery store
None of these
Other
Don't know
Source: USDA Farm to School Census, 2019

52

5

52
53
53
55

5
4
2
2

Competitive Analysis
Food processing and manufacturing options exist depending on the agricultural commodity. Some farms
already engage in value-added processing. Examples include on-farm creameries and custom
butchering. Others may be accessing co-packing services such as CSD Copackers (Scranton) or Elior
Prepared Meals (Moosic). There are limits, however, to kosher processing based on both line compliance
and product availability.
Since most of the produce production in the county is destined for the fresh market, the majority of it is
likely sold to wholesalers, who may or may not engage in additional light processing. Meanwhile, there
appears to be limited or no local options for canning, juicing, or preserving.

Aggregation and Storage
The AIC will provide shared-use facilities that support aggregation and storage of dry, fresh, refrigerated,
and frozen food. It should accommodate the storage of produce, dairy products, grains, meats, baked
goods, and prepared foods.

Relevant Trends
Refrigerated Storage Industry
The AIC would be engaged in the refrigerated storage industry in the U.S. This sector generates. $7.5
billion in revenue and is expected to grow at 3.6% CAGR from 2021 to 2026.
Most of the revenue is generated from providing storage services, either on an as-needed basis or by
contract. The storage services can range from short-term storage of fresh produce to sub-zero storage of
ice cream and other frozen products for long durations. Generally, these specialty storage facilities also
provide basic handling services such as picking, packing, and pulling. This requires using equipment such
as forklifts, pallets, and racking systems.
Currently, there is a surge in cold storage demand, which is driven by increased demand for e-commerce,
online grocery, and last-mile delivery. In particular, more temperature-controlled space will be needed as
more consumers purchase foods online such as fresh food, produce, frozen meats and poultry, and other
perishables. It is estimated that another 100 million square feet of cold storage capacity could be added
by 2024 to meet this growing demand. 7
Need for Modernization
The current cold storage inventory is outdated, with more than 78% of the facilities built before 2000. 8
This presents opportunities to build modern facilities. Today, modern facilities have 40- to 60-foot-high
ceilings and can handle a temperature range of -25 to 55 degrees. They use advanced materials to
improve energy efficiency. There are wide spaces between columns, which allows for staging pallets and

7
8

B, “US Cold Storage Demand Expected to Heat Up in Next Five Years.”
Cosgrove, “JLL: 78% of US Cold Storage Warehouses Are at Least 20 Years Old.”
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racks efficiently. Externally, trailer parking and staging areas are designed to improve operational
efficiencies.
Technology and Automation
There is a movement towards automation in the design and operations of cold storage facilities. The use
of robots and other technologies will be critical to reduce construction, labor, and other operating costs.
It is also important for improving worker safety and countering declining labor availability for this sector.
The impact of automation is that modern facilities will have higher-densities, greater-height, and smallerfootprint buildouts. These facilities will also be designed for around-the-clock operations.
Challenges with Developing Cold Storage Capacity
Despite the demand, there are challenges to developing cold storage capacity. First, it is expensive and
can be 2 to 3 times more costly compared to a traditional dry storage. 9 This is because it is complex and
time-consuming to correctly build. Second, cold storage facilities require unique expertise for both
construction and management. Third, cold storage facilities are usually not speculative builds. Tenants
are usually lined up before construction occurs and the building is designed to their specific needs.
Finally, cold storage warehouses are specialized, which means they are less flexible. While it is possible, it
is very costly to convert from a cold storage warehouse to a dry warehouse.
Need for Innovation
There is a need for creativity and innovation to remain competitive in the cold storage space. Developers
will need to consider alternatives to greenfield construction. It is likely that future facilities will involve
conversions of old facilities, mergers, and acquisitions involving grocers with storage capacity, and multicompany collaborative warehouse spaces. 10

Target Market and Demand
The warehouse facility will accommodate multiple users and uses. Potential users include the following:
1.
2.
3.
4.
5.
6.

Warehouses 4 Good (W4G)
Wayne County Food Bank
Wayne Memorial Hospital – Food Prescription Program
Local and Regional Farms
Food Product Wholesalers, Manufacturers, and Retailers
Food Locker Pilot: Assembly and Distribution

Estimated Demand
Interviews with cold storage managers indicate that the region’s position between large consumer
markets and many small food processors offers numerous opportunities to fill niche needs for cold
storage. These niches range from providing small lot users the opportunity for pick & pull operations to
cold logistics operators seeking to consolidate less than truckload (LTL) loads moving along the eastern
seaboard.
Cold storage users at the AIC will generally fall into three categories. The first are permanent storage
users who are likely to be small manufacturers, food banks, and retailers that cannot meet the minimum
storage sizes of larger warehouses but require all the services of a large third-party warehouse. The
second group will consist largely of cold logistics companies that require cross docking, short term

9

CBRE, “Food On Demand Series: Cold Storage Development Opportunities Heat Up.”
Randhawa, “Cold Storage in the Post-COVID Economy.”
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storage, and load consolidation services. This is followed by seasonal users that will include both farmers
and retailers who will have balancing demand requirements.
Pallet storage estimates by user groups can be found in the following table.
Table 9. Estimated Storage Demand (# of Pallet Positions)
Type
Permanent storage
Short-term storage
Seasonal Storage

Total
82
220
200

Dry
6
80
24

Refrigerated
36
90
110

Frozen
40
50
66

Local and Regional Farms
The driving demand from farms will likely come from small and medium-sized fruit and vegetable farms
that need to store specialty crops (e.g., root crops) or to aggregate products for sale. As such, the focus
will be to have affordable and flexible dry and cold storage. The farmer survey indicated that farms are
less interested in freezer storage, although the facility should be able to accommodate such a service in
the future. Finally, there will also be a need for short-term, medium-term, and long-term storage options.
In Wayne County, most small growers lack the capacity to meet the demand of large wholesale and
institutional buyers such as schools, hospitals, groceries, and others. Accessing these markets requires
facilities that can aggregate product for a distributor or wholesaler that can handle the marketing.
Given the current limited scale of produce production in Wayne County, the facility should support a
larger region. By servicing a 50-mile radius around Honesdale, PA, the operation could access over 1,500
produce farms spanning eleven counties.
Table 10. Vegetable and Fruit Production
Vegetable
Farms
Acres
Wayne County
154
522
Region 11
1,044
16,820
Source: USDA Census of Agriculture, 2017

Sales
$1.2 M
$39.0 M

Farms
57
534

Fruit
Acres
155
2,847

Sales
$316,000
$13.2 M

Since only about 4% of the region’s farms are engaged in wholesale or direct-to-retail sales, the initial
market size is limited to about 64 farms. The presence of storage, logistics, food safety, and inventory
management services may incentivize additional farm users.
Table 11. Wholesale, Direct-to-Retail Sales (including Value-Added Sales)
Geography Total
Farms
Sales
Wayne County
640
$29.4 M
Region 12
5,129
$331.6 M
Source: USDA Census of Agriculture, 2017

11
12

Wholesale, Direct-toRetail (incl. ValueAdded)
Farms
Sales
24
$1.2 M
201
$19.6 M

% Share of Total
Farms
3.8%
3.9%

Sales
4.2%
5.9%

Includes the counties that are within a 50-mile radius of Honesdale, PA.
Includes the counties that are within a 50-mile radius of Honesdale, PA.
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Food Product Wholesalers, Manufacturers, and Retailers
The farmer survey suggests that farmer participation in aggregation activities will likely need to be
spurred by downstream buyers such as wholesalers, manufacturers, or retailers. As such, the AIC should
attract these businesses as tenants. By example Hudson Valley Fresh and D’Artagnan Foods anchored
the storage activities of FarmBridge in Kingston, NY.
The 50-mile region includes about 1,283 firms under these industries. Please note that this is likely an
underestimate given that U.S. Census data often has undisclosed information at the county-level. It is
worth noting that the majority of these are small businesses with 44% reporting that they have fewer than
5 employees and 57% reporting having fewer than 10 employees.
Table 12. Grocery Wholesale, Food Manufacturing, and Food Retail and Service in the Region
Industry

Firms

Grocery and related product merchant wholesalers
Grocery stores
Specialty food stores
Special food services
Food manufacturing

178
532
116
272
118

Animal slaughtering and processing
Bakeries and tortilla manufacturing
Dairy product manufacturing
Fruit and vegetable preserving and specialty food manufacturing
Sugar and confectionery product manufacturing
Other food manufacturing
Beverage manufacturing

11
70
3
6
11
17
67

Total
Source: US Census CBP, 2019

1,283

Competitive Analysis
The alternative to investing in new aggregation, storage, and distribution capacity is to sell through
existing channels such as direct-to-consumer, direct-to-retail, food hubs, wholesale distributors,
foodservice distributors, or broadline food distributors. The closest food hub would be the Catskills Food
Hub, but they are currently at full capacity. Depending on what an end-consumer requires, it can be
challenging for wholesalers and distributors to source the quantity and quality needed to meet
economies of scale.
There are some options in the region for farm product storage or refrigerated storage. Most of the cold
storage options are in Scranton through Gress Public Storage (RLS Logistics), Kane Logistics, and
Henningsen Cold Storage Co. (Lineage Logistics). These companies offer food-grade facilities, logistics,
and fulfilment services. However, these companies service a broad range of customers across many
industries. As such, the AIC can set itself apart by focusing in on servicing regional farms and providing
dedicated storage for agricultural products.
Moreover, an analysis of USDA data on cold storage availability and costs confirms that additional cold
storage capacity is warranted. The data below shows that there are 42 public and private cold storage
facilities in PA, most of which are in Eastern PA. The low vacancy rates coupled with expected pressure
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when supply chain issues resolve will spur an increase in demand. Finally, the relatively low storage costs
indicates that the AIC would be operating in a competitive market.
Table 13. PA Cold Storage Availability and Cost
No. of Facilities
Total Cubic Feet

42
233,699

Leasable Cubic Feet
Total Cubic Feet - Refrigerated
Leasable Cubic Feet - Refrigerated
Total Cubic Feet - Freezer
Leasable Cubic Feet - Freezer
Leasable Pallet Spaces - Est.

195,499
48,955
36,683
184,744
158,816
2,875

Estimated Vacancy
Average monthly cost per pallet
Average monthly cost per pound

12%
$32
$0.013

Food Locker Pilot
The AIC will engage in a pilot program that involves the use of refrigerated food lockers. This will be a
proof-of-concept initiative that requires participation from the Wayne County Food Pantry, Wayne
Memorial Hospital, farmers, and local food retail. These refrigerated food lockers will be placed in
different locations around Wayne County to address food access challenges in rural communities.
Moreover, this concept will extend to include community activities that occur at the food locker sites. In
addition to picking up food and groceries, the locations can be a place for educational programming on
nutrition and cooking.

Relevant Trends
Last-Mile Delivery and Its Challenges
The general rise of online shopping and home delivery demand presents challenges related to trucking,
delivery networks, and infrastructure. There are also food safety challenges with the delivery of
perishables as well as consumer concerns over product quality and freshness.
Besides freshness, delivery fees are a significant deciding factor for consumers. 26% of the respondents
were concerned about fees, 20% were influenced by convenience of the service, 12% cared about the
user experience, and 12% valued the delivery speed. 13 While consumers demand convenience, they also
desire affordability.
Similarly, sellers are concerned about delivery costs and the pressure to provide free or cheap home
delivery. Delivery costs are the biggest hurdle to profitability. 14 Given this issue, it is not surprising that
even Amazon, which helped spark the last-mile movement, uses a variety of measures such as
membership fees, incentives, and pricing mechanisms to help reduce distribution costs.
Achieving a high “drop density” is important for lower distribution costs. When the number of home
deliveries per hour is too low, it becomes costly. Two potential solutions include making a single delivery
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to a community or pooling deliveries. The latter would require collaboration between sellers and a thirdparty logistics provider. For instance, Amazon offers customers free pick-up at its lockers or dedicated
locations instead of home delivery.
Climate-Controlled Food Lockers
Climate-controlled lockers can serve as a good last-mile or quasi last-mile solution given the various
concerns outlined in the previous section. Since home delivery is not economically feasible in places with
low population densities, it makes more sense to deliver food to a centralized location.
Using a network of climate-controlled lockers allows farms, restaurants, or grocers to deliver and store
orders at convenient and centralized locations. It also gives consumers flexibility with when to pick up
their order and offers them peace of mind knowing that products like meat, seafood, and dairy are
maintained at proper temperatures.
These lockers are being piloted in urban, suburban, and rural communities. For example, Fresh Out of
the Box is a pilot project involving two refrigerated locker locations in Iowa. The project is funded in part
through the Iowa Economic Development Authority’s rural initiative program. The venture was awarded a
Catalyst Grant of $100,000 and an Empower Rural Iowa grant of $20,000.
The AIC would be an ideal location to pilot the use of a climate-controlled locker system. As a focal point
in the community, it would have the necessary foot traffic to make it worthwhile.

Target Market and Demand
The pilot will generate revenue based on locker unit usage. Users are also the suppliers of product that
go into the locker units. These users include:
•
•
•
•

Retail grocers
Specialty food service
Farms involved in DTC (e.g., CSAs, produce stands, on-farm market)
Food access providers

Except for food access providers, the other users will charge a use-fee to the customer in the same way
that delivery fees are added to orders.
As such, the pilot project will need to consider the number of suppliers and the consumers willing to
participate.
Table 14. Potential Suppliers (Number of Firms)
Grocery stores

Region
532

Wayne
12

Specialty food stores
116
3
Special food services
272
4
Farms selling DTC
782
105
Source: US Census CBP, 2019; USDA Census of Agriculture, 2017
On the consumer side, the focus will be on Wayne County households. There are about 21,092
households in the county. About 74% of these households are categorized under the following tapestry
segments: Rural Resort Dwellers, The Great Outdoors, and Salt of the Earth. The relevant characteristics
across these groups are that they support local businesses, prefer home-cooked meals, and prefer in-
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person interactions when making purchases. In general, these households are more likely to continue to
shop at the store.
Table 15. Tapestry Segments in Wayne County
Tapestry Segment
Rural Resort Dwellers
The Great Outdoors
Salt of the Earth
Old and Newcomers
Midlife Constants
Green Acres
Small Town Simplicity
Rustbelt Traditions
Comfortable Empty Nesters
Heartland Communities
Social Security Set
Source: ESRI Business Analyst, 2021

Households
34.3%
27.5%
11.7%
5.9%
5.2%
4.1%
3.1%
3.0%
2.4%
1.5%
1.3%

While the goal is to not eliminate the need for grocery stores, the refrigerated food locker pilot would
reduce much of the in-person interactions and require the use of mobile apps. Thus, it will be important
to target these tapestries:
•
•
•
•
•

Old and Newcomers
Midlife Constants
Green Acres
Small Town Simplicity
Rustbelt Traditions

These groups represent about 21% of the households in the county. These are selected because they
reflect groups that have an affinity for cooking, supporting local businesses, are comfortable with
technology, and are connected through the use of mobile devices. In other words, they are more likely to
be early adopters and participate in the pilot.
The following is a map of the total target market that contains the top eight tapestry segments. This
shows that the potential areas to site locker systems are Honesdale, Hawley, Lake Ariel, Hamlin, Moscow,
Paupack, Lebanon, Buckingham, Preston/Lakewood, and Equinunk.
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Wayne County Food Pantry sites as well as Wayne Memorial Hospital’s Community Health Centers could
also host pilot locations.
Tapestry Analysis

Food Pantry Sites

Honesdale
Hawley
Lake Ariel
Hamlin
Moscow
Paupack
Lebanon
Buckingham Preston/Lakewood
Equinunk

Damascus
Honesdale
Lakeville
Lakewood / Lake Como
Newfoundland

Community Health Center
Locations
Honesdale
Hamlin
Lake Como
Lords Valley
Tafton
Forest City
Carbondale
Waymart

The population densities suggest that the pilot should be limited to 3 locations. This is based on
assuming an initial 2.5% market penetration rate within the top eight tapestry segments. This represents
the “innovator” group, based on the 5 types of adopters. Given the tapestry distributions, it can be
expected that the pilot can capture the early adopters in Service Area 1 and Service Area 2, which
represent another 13.5% of the market, in a relatively short amount of time.
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This also considers that the breakeven number of households per locker site is about 380. This is based
on a few key assumptions: (1) a household uses the locker 26 times a year or half of the time; (2) the peruse fee is $2.00 per transaction; (3) two of the sites have 30 locker positions and one of the sites has 24
locker positions.
The breakeven value changes based on the underlying fixed and operating costs but is driven primarily
by usage frequency and the per-use fee. The more frequently households use the locker system, the
fewer households are needed to breakeven on costs. Charging higher transactions fees also reduces the
number of households needed to breakeven.
Households
Service Area 1
14,295
Service Area 2
14,397
Service Area 3
5,379
Total
34,071
Source: ESRI Business Analyst, 2021

Initial Market
Capture
357
360
134
852

Competitive Analysis
There is little competition in the area for last-mile delivery. Most people still purchase directly in-store.
However, there are a few grocery stores in the county that offer services like curbside pickup and home
delivery. These include Hayes Market in Waymart and Lake Region IGA in Hawley.
Store
Hayes Market

Fee Structure
• Curbside Pickup: $3.99.
• Free pickup on orders of
$150.00 or more

Delivery Area
10-mile radius from the store
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Lake Region IGA

•
•
•

Home Delivery: $10.00
Curbside Pickup: $5.95
Home Delivery picking fee
of $5.95 and a $6.95 delivery
fee totaling $12.90.

All of Wayne County

This pilot project anticipates augmenting current local efforts and should be collaborative rather than
competitive. Using locker systems and coordinating deliveries can reduce delivery costs for those
involved in last-mile delivery, and make home delivery or locker pickup a more affordable option.

Community/Retail Space
The AIC will include flexible community and food retail space that is easily configurable for community
events, indoor farmers markets, and even a pop-up food hall.

Relevant Trends
Food On-Demand
Consumers increasingly demand convenience. 15 This means having prepared meals on-demand, being
able to order food and groceries online, getting purchases delivered same-day or next-day, and having
more convenient pickup options. These demands put pressure on companies and the supply chain to
invest in infrastructure to allow for advances in automation, payments, food production, inventory
management, micro-fulfilment, and last-mile delivery.
These trends indicate that food businesses need to be able to offer value-added products and even fresh
meals to attract consumers. Increasingly, prepared meals are a tool for elevating branding, increasing
profit, and differentiating in the marketplace.
Ultimately, they suggest an opportunity for the AIC to provide the necessary infrastructure to incubate
new food businesses, manufacture value-added products, and serve as a distribution hub. A certified
industrial kitchen with R&D and lab testing capabilities would be useful.
Demand for Local Food
Between 2008 and 2014, the local food market in the U.S. grew from $5 billion to $12 billion. 16 This market
was expected to rise to $20 billion by 2019. The upswing in demand was further catalyzed by COVID-19.
According to a survey conducted in July 2020, 52% of consumers around the world stated that locally
sourced ingredients were more important, significantly more important, or a top priority because of
COVID-19. 17 Many in the food industry expect these views to drive long-term growth for local food
demand.
Much of the “buy local” movement in food has been centered around supporting local farms, reducing
food miles, and buying food that tastes better or is fresher. A recent survey determined that consumers
would purchase local produce over organic produce given that quality and price are equal. 18 Even when
the price is differentiated, consumers still choose local over organic. While consumers choose organic

Schaefer, “Five Trends Driving the Era of Food on Demand”; Gramling, “EY US Future Consumer Index Edition 4.”
Stone, “Grocers Are Failing to Meet $20bn Consumer Demand for Local Food.”
17
GlobalData, “Demand for Local Food to Last beyond Covid-19.”
18
Stein, “The Power of Produce 2017.”
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produce primarily for health and environmental reasons, the desire for local produce is centered on
community, the local economy, and product freshness.
Shifts in Direct-to-Consumer Farm Sales
Selling direct-to-consumer is a marketing channel that allows growers to bypass intermediaries and try to
maximize profits. Farmers often sell through farmers markets, pick-your-own operations, CSAs, on-farm
markets, or roadside stands. Some farms are even integrating e-commerce to facilitate sales.
While direct-to-consumer channels have drawn significant interest in the last two decades, growers have
also recognized that it can be time consuming and costly. In some cases, such as with pick-your-own
operations, food safety regulations can complicate matters.
In addition, some markets are saturated, plateauing, or are on the decline. Indeed, direct-to-consumer
sales have been declining and stagnating in many markets across the country since 2012. Some
exceptions occur in very densely populated urban markets with high levels of disposable income. Food
supply chain disruptions caused by COVID-19 did bolster direct market demand for a while.
The likely contributor is the shift towards buying local food through intermediated marketing channels
such as retailers. While farmers markets are generally popular among consumers, a survey indicated that
87% of respondents go to a grocery store for local food. 19
Yet, another consumer survey demonstrated that 67% of consumers are dissatisfied with local fresh
produce offerings at the grocery store. 20 Considering that 69% of U.S. farmers engage in direct-toconsumer sales, there remains opportunities to deliver on the promise of freshness and taste. The
challenge is to not get left behind as the grocery industry realigns their supply chains and expands lastmile delivery.

Target Market and Demand
Consumer Demand
The main target market for the farmers market
and food retail will be Wayne County residents. It
will also likely attract consumers from adjacent
counties.
There are 21,092 households in Wayne County.
The average household in Wayne County spends
$7,103 each year on food. About 62% of this is
spent on food at home. This is food purchased
through grocery stores, supermarkets, or directly
from farms. It is worth noting that a large share
(57%) of this is spent on meats, poultry, fish,
eggs, and snacks.

Food At Home Spending
Bakery and Cereal
Products

13%

Meats, Poultry,
Fish, and Eggs

34%
23%
19%

11%

Dairy Products
Fruits and
Vegetables
Snacks and Other
Food at Home

These consumption patterns indicate that
residents value access to fresh local food. It also reinforces the importance of having places such as
farmers markets to allow consumers to know who grows their food. In fact, Wayne County residents are
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25% more likely than the average American to value buying local products. Moreover, those living within
10 miles of Honesdale are 30% more likely than the average American to value buying local.
When examining the broader region, data reveals that about 60% of the locals’ food expenditures
account for food at home, which is a good indicator for food retail businesses. The community survey also
suggests that residents in the area are looking for a year-round farmers market and additional options to
buy local food more consistently. In particular, many are asking for more local fresh produce throughout
the year, better quality seafood, organic food, and baked goods.
Table 16. Total Food Demand Around Honesdale, PA
Households
Food
Food at Home
Bakery and Cereal Products
Meats, Poultry, Fish, and Eggs
Dairy Products
Fruits and Vegetables
Snacks and Other Food at Home
Food Away from Home
Source: ESRI Business Analyst, 2021

10 mi
12,516
$91.8 M
$55.8 M
$7.2 M
$11.9 M
$5.8 M
$10.6 M
$20.2 M
$36.0 M

30 mi
158,171
$1,219.3 M
$735.7 M
$94.8 M
$158.7 M
$75.2 M
$139.9 M
$267.1 M
$483.6 M

50 mi
499,839
$4,119.5 M
$2,469.1 M
$318.5 M
$534.0 M
$250.6 M
$472.3 M
$893.7 M
$1,650.5 M

Local and Regional Farms
Farms involved in direct marketing stand to benefit from an AIC that provides an additional market
channel. As more farms engage in season extending practices (e.g., production under hoophouses or
greenhouses) as well as in value-added processing, there will be a need for an outlet for these products.
Here, the AIC can generate revenue by hosting a year-round farmers market. Farmers can also sell their
product through an on-site food retail store or through partnering grocery retailers.
Geography Total
Farms
Sales
Wayne County
640
$29.4 M
Region 21
5,129
$331.6 M
Source: USDA Census of Agriculture, 2017

DTC (incl. Value-Added)
Farms
Sales
105
$1.2 M
782
$26.9 M

% Share of Total
Farms
Sales
16.4%
4.2%
15.2%
8.1%

Competitive Analysis
The county has three farmers markets: The Wayne County Farmers Market (Honesdale), The Cooperage
Farmers Market (Honesdale), and Hawley Farmers Market (Hawley). There are also several on-farm
markets where people can access fresh local food such as Ritters Farm Market, Cavages’ Country Farm
Market, Yatsonsky Farm Market, and Howells Farm Market. Most of these markets are seasonal, so there
are opportunities to establish a new year-round farmers market or to provide space for an existing market
to do so. Currently, the Cooperage Farmers Market operates a winter market from November to April.
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Includes the counties that are within a 50-mile radius of Honesdale, PA.
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It is also worth noting that there is a need for more fresh food options in the northern and southern parts
of the county. Data on leakage and surplus for specialty food stores and grocery indicates that most of
these stores are concentrated around Honesdale and Waymart but are lacking elsewhere. Indeed, many
people travel to these places for their grocery needs.

Note: Green-colored areas on the maps above indicate locations that could benefit from additional
stores or services. Orange-colored areas indicate areas that have a surplus of stores or services.
Depending on the location of the AIC, the need for another farmers market may or may not be justified.
Currently, siting conversations favor Honesdale because of proximity to where many residents live, and
because it is roughly equidistant from the northern and southern parts of the county. If the AIC is located
in Honesdale, a farmers market there is likely not needed. Instead, the AIC should focus its efforts on
providing flexible event space capacity, offering a small food retail space for value-added products, and
engaging in rural last-mile delivery efforts.

MARKETING PLAN
The AIC will primarily provide facilities for lease, but it will have some of its own programmatic activities
(e.g., cooking classes, a food locker pilot, and GroupGAP programming).

Facility Leasing
The AIC provides three property types: office, retail, and industrial. The industrial is further broken down
into space for manufacturing and warehouse storage.
As a lessor of non-residential property, the AIC will engage in the typical marketing strategies used in the
commercial leasing sector.

Pricing and Promotion
Pricing is based on the type of space. The following table breaks down the leasable space by category
and includes the rates. The intent is to provide competitive lease rates based on rates in the region.
Leasable Space
Events

SF

Rate

2,800

$7.00
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Pop-up Food Hall
Office
Packing or Processing
Warehouse/Docks
Total

900
1,300
1,700
8,480
15,180

$10.00
$7.00
$6.00
$6.00

The AIC already has some identified some tenants:
1.
2.
3.

Warehouses 4 Good (W4G)
Wayne County Food Pantry
Wayne Memorial Hospital – Food Prescription Program

However, there is still a need to identify:
•
•
•
•

Food retailers or services that will use the pop-up food hall
Organizations looking to lease event space or office space
An operator for the produce packing and processing facility
Other businesses needing warehouse capacity

Initial outreach and promotion will involve reaching out through grassroots efforts, radio, news media,
WEDCO, as well as real estate listing sites. Here are some of the basic marketing materials and tactics to
start with.
1.

Create a standard property marketing flyer or brochure.
This document will be available for download online and on property listing sites. It should be in
print for distribution to brokers, prospective tenants, and other interested parties. It should also
include the following information:
•
•
•
•
•
•
•
•

High-quality photos or renderings of the property
Location map
Map highlighting surrounding amenities
A list of property features and highlights
Leasing contact information
Any available site plans or floorplans detailing typical floors or specific availability
Rental rates, demographic information, and parking details
Support services and other relevant details.

Part of this process should include creating custom marketing and branding materials. This will
help with creating an attractive, cohesive, and consistent set of brand standards and templates.
2.

Create a website for the AIC.
The website should, at the minimum, include the same information provided through the flyer or
brochure. Additionally, the website should provide more detailed information on programs,
community events, and support services. It can also incorporate interactive maps, videos, and
virtual tours.

3.

Create an email campaign.

24

The initial email campaign should be targeted through existing community and economic
development networks. If needed, the AIC could consider promoting through the local
brokerage community.
4.

Leasing signage at the property.
If necessary, a leasing sign should be placed at the front of the property to attract more tenants.

5.

Listing on commercial real estate listing sites.
The AIC should update and maintain property listing on sites such as CoStar and LoopNet as
necessary.

Cooking Classes
As noted in the market assessment, there are several types of cooking classes and events based on the
consumer demographics in Wayne County. It also accounts for the weekenders and summer tourists from
nearby metropolitan areas. This plan primarily focuses on visitors coming from the New York City metro
Area.
Community Classes
Residents aged 20-64
looking for a casual,
community-based
activity to spend a
weeknight enjoying
themwelves with
friends.

Youth Classes
Local kids ages 6-18,
students with various
levels of interest, skill,
and knowledge in fields
of cooking, food, and
nutrition.

Private Events
Companies and
organizations looking
for team building
activities outside the
city. Also, for those
looking to host
corporate events and
private dining
experiences.

Weekend Classes
Young adults, middleaged adults, and
couples from New York
City Metro Area with
high disposable
incomes. They enjoy
connecting with their
food and escaping the
city for the weekend.

Pricing and Promotion
Pricing and promotional strategies vary depending on the type of classes offered. The types of classes
include community classes, weekend classes, youth classes (after-school), summer camps, and private
events. Please note that the program could raise prices for certain classes, and offer discounted prices
based on residence status. Also, information about the cooking classes should be available online.
Class/Event Type
Community Classes
Weekend Cooking
Classes
Youth Classes (Afterschool)
Summer Camp

Price
$20/person
$55/person

Private Events

$70/person

$20/person/week
$75/person/week

Assumptions
24-person class; offered 4 times a week; year-round
24-person class; offered 2 times a weekend; yearround
24 students per class; offered twice a week for half of
the year
24 students per week for a summer camp that runs
five times: only during the weekdays

In general, community and youth classes are positioned to be affordable classes. In some cases, these
classes may be subsidized to increase access for low-income households. Weekend classes and private
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events will drive most of the revenues. They are priced at a premium since the target customers have
higher disposable incomes and are willing to pay more for the experience.
Community Classes
Community classes and camps are intended to be affordable to Wayne County residents. Classes will
teach important culinary skills to encourage healthy, local eating and local food purchases. Individual
classes will cost around $20 per person.
Community engagement will be the primary method of promoting community classes. This includes
tabling at local farmers markets, fairs, events where there can be pop-up cooking demos to establish a
following and presence in the community. Additional advertising will be done locally at farms, restaurants,
schools, and hospital partners. Social media, local Facebook groups and events, and flyers in public
spaces such as downtown, libraries, churches, and community centers will also be important to create
awareness and drive sales.
Weekend Classes
Pricing for weekend classes is positioned closely with what other high-end demonstration kitchens and
culinary classes charge. These classes are generally around $55 per person.
Since the target customers reside in New York City, it is important to increase awareness through social
media and local Facebook groups and events. In particular, social media ads will be targeted based on
the appropriate demographics. The AIC can also advertise through restaurants in New York City. Finally,
flyers will be distributed through farm markets, restaurants, and other highly trafficked locations to
promote the classes.
Youth Classes and Summer Camps
These classes and camps are intended to be affordable to residents in Wayne County and the region.
The after-school programs will cost around $20 per week. For the after-school program, classes are
expected to run during the school year, and different classes can be offered on quarterly-basis or
semester-basis. Meanwhile, the summer camp will cost around $75 per week.
The promotion will primarily be done through collaboration with the local schools, after-school programs,
and community centers to share information with parents and encourage word-of-mouth marketing.
Lastly, the programs will be advertised through social media, Facebook groups and events, and flyers in
public spaces such as libraries, churches, and community centers.
Private Events
The pricing of private events reflects an all-day or half-day experience. The price may vary depending on
the extent of activities and the number of participants. The approximate charge will be $70 per person.
Online marketing and social media advertisements will drive awareness and purchases of these events.

Food Locker Pilot
The food locker pilot will be a multi-year pilot project that tests out shared-use refrigerated lockers for
residents and consumers to pick up groceries, CSA shares, or emergency food. While consumers and
residents are key beneficiaries, the targeted users are food providers (e.g., retail grocers, farmers, and
food access providers).
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Pricing and Promotion
Marketing of this pilot program is critical for increasing participation, which then helps spread out
operational costs and justifies lower usage fees. Accomplishing this will require careful coordination with
the food providers that deliver to these lockers.
To use the locker system, food providers will have to pay a usage fee. The initial pricing model assumes a
usage fee of $2.00 per transaction. 22 This price was chosen so that the breakeven number of households
for each of the three pilot locations would be reasonable based on the initial target market size.
Please note that this price does not include other costs that may incur by the user such as picking costs
and delivery costs. Although, the pilot program should explore aggregation and logistics coordination to
reduce packing and delivery costs for those involved.
Promotion of the project will happen through the following:
1.

Custom Locker Wraps
The wraps can be used to display advertisements or custom branding. Alternatively, the
community can be invited to create a mural for the lockers. $3,500 is allocated for each site for
this purpose.

2.

Promotional Kit
The kit will be a mix of print and digital content including flyers, social media posts, videos, and
website content for participants to disseminate through their platforms and networks. This
material will also inform residents about the service, help them use the reservation platform, and
encourage them to try it out.

3.

Media Campaign
Media will be used to create awareness through a radio, email, and social media campaign. Pilot
participants and community organizations will be leveraged to promote the launch of the pilot
and to gather feedback.

GroupGAP
Getting a Good Agricultural Practice (GAP) certification is very important for produce growers to be able
to sell to wholesale distributors and institutions. GroupGAP is a program that allows farms to get certified
on a group basis, which helps reduce certification costs.
The AIC will work with Penn State Extension to administer a GroupGAP program that helps produce
farms acquire Harmonized GAP certification. Under this program, a group will be collectively certified for
specific produce items. Initial products will include apples, microgreens, greens, tomatoes, sweet corn,
and root crops. The products that are certified should reflect what is being produced in the region.
Table 17. Top Produce Crops in the Region
Vegetable
Sweet Corn
Pumpkin
Potato
22

2017 Acres
1,841
855
425

Fruit
Apple
Blueberry
Grape

2017 Acres
1,849
223
199

Please see the Market Assessment for the food locker pilot for more details.
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Lettuce
Snap Beans
Squash
Tomato
Bell Peppers
Cabbage

412
385
315
270
127
110

Strawberry
Peach
Pear
Blackberry
Raspberry
Cherry

Carrot
108
Watermelon
Source: USDA Census of Agriculture, 2017

79
71
49
37
30
26
25

Pricing and Promotion
The initial group will have 36 members, each paying $79 per month or $948 per year each year. This
membership fee covers the internal auditor salary and USDA audit. It also includes an 1% markup to cover
other charges that occur as part of the application and renewal process. Otherwise, pricing is designed to
breakeven costs.
The table below shows how the GroupGAP membership fee structure changes based on the size of the
group. Consider that an individual farm receiving a USDA Harmonized GAP audit is paying at least $1,500
each year. Also, those with a Harmonized GAP Plus+ Audit pay an additional $250 each year to maintain
certification. Clearly, joining a GroupGAP program can save considerable money.
NUMBER OF
FARMS

MONTHLY COST
PER FARM

ANNUAL COST
PER FARM

MEMBERSHIP
REVENUE

9

$92

$1,105

$9,948

16

$86

$1,028

$16,444

25

$82

$981

$24,530

36

$79

$950

$34,205

49

$77

$928

$45,470

64

$76

$911

$58,324

81

$75

$898

$72,769

It is worth noting that two programs can be used to reimburse expenses and to lower membership fees.
1.

USDA RMA-AMS Harmonized GAP Assistance Program
Provides credits to producers for up to 100 percent of their audit fees for the Harmonized GAP or
Harmonized GAP Plus+ audits, including auditor travel time and state or federal administrative
expenses.

2.

PA GAP/GHP Cost-Share Program
Provides direct financial support through cost sharing of applicable certification fees to producers
and processors who successfully complete a USDA GAP or GHP audit.

Getting farmer participation may be the most challenging part of developing a GroupGAP program.
Doing so will require grower meetings to introduce the program, address concerns, demonstrate cost
savings, and get buy-in to develop and to adhere to the GroupGAP procedures. Organizations such as
Penn State Extension and the Farm Bureau will be important for getting farmer engagement. It may also
be beneficial to get USDA AMS staff to present to interested farmers.
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FACILITY DESIGN
Facility Layout
The following is a conceptual layout of the AIC facility. It is expected to encompass about 16,000 SF of
building space. The space allocation breakdown is as follows:
•

•
•

First Floor: 16,000 SF
o Open Shed Drive-through Market and Flex Community Space: ~3,800 SF
 Overhead doors for drive-through
 Pop-up farmers market
 Pop-up Food Hall: ~960 SF
o Teaching and Training Kitchen: ~1,455 SF
o Produce Packing and Processing: ~1,727 SF
o Flex Warehouse: ~5,972 SF
 Other Storage: ~4,278 SF
 Last-Mile and Locker Aggregation: ~1,694 SF
o Docks: ~2,977 SF
Second Floor (Mezzanine): 1,344 SF
o Office space: ~825 SF
Bathrooms, locker rooms, and USDA office

Please note that these are rough estimates of space allocations and that the design and orientation of
these spaces will need to be refined through a design and engineering study.
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Design Principles
Several principles should be considered when finalizing the design of the facility.
•
•
•
•
•
•

Flexible: The facility should be able to adapt and change over time to accommodate shifting
demands for particular uses.
Mix of indoor/outdoor places: The facility should incorporate both indoor and outdoor spaces
that fit the community’s landscape.
Community-oriented: The facility should provide space for community services, events,
educational programming, and other activities.
Food-focused: The AIC should feature food and agriculture as key attractions for consumers and
provide the necessary facilities to support agribusinesses.
Public-friendly: This means the aggregation, storage, and processing activities should be mostly
hidden from public view. Also, truck traffic should be directed away from car parking.
Expandable: The designs should consider orientation of space so that overflow storage and
expansion capacity is possible.

Design Inspiration
There are a few similar projects that are worth drawing ideas from. These include:
•
•

•

•

•

DC Union Market: A facility with 22,000 SF of retail space and 12,000 SF of event space. It has an
indoor food hall, a weekly farmers market, and offers food-oriented events.
University of Vermont Discovery Kitchen: This space is less than 800 SF. It features rows of prep
tables and stools, induction burners with drop-down power connections, and space for
approximately 20 students.
University of Missouri Culinary Development Kitchen: A 660 SF demonstration kitchen that is
used for testing recipes, training employees, demo-style teaching events, dinners, and cooking
classes.
Lee + White: This is a large mixed-use redevelopment project in Atlanta, GA. One part of this
project involves revitalizing a warehouse for adaptive reuse. This 28,000 SF building will include
13 food stalls as part of a food hall, full-service restaurants, and fast-casual dining options. The
food hall opens to an outdoor green space, which is also adjacent to a proposed shipping
container pop-up retail area.
Madison Public Market: This 45,000 SF building in Madison, WI will house a variety of vendors,
space for public/private events, a commercial kitchen, office space, storage, and flex
manufacturing areas. It features floor to ceiling windows and large garage doors for access to
open space.
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SITE IDENTIFICATION
There are two properties under consideration for the Wayne AIC facility. The first is an industrial property
in Waymart. The second is a greenfield site owned by the Wayne Memorial Hospital. The tables below
summarize some of the key information for each property.
Location

Address

Lot Size
(ac)

SF

Dev. Type

Property
Type

Waymart

30 Gross Brothers Way,
Waymart, PA 18472

22

56,562

TBD

Industrial

Wayne Memorial
/ Spinner Road

403 Spinner Rd,
Honesdale, PA 18431

40

N/A

New
Development

Land

Location

Water

Well

Sewage

Natural
Gas

Zoning

Sale or Lease Terms

Waymart



X





Rural-Residential
(R-R)

TBD

Wayne
Memorial /
Spinner Road

X



X



Residential

TBD

Wayne Memorial Site
The Wayne Memorial site is in Honesdale and is owned by the Wayne Memorial Hospital. It is about 40
acres and there are potential opportunities for expansion as the large farm adjacent to the hospital’s
property was made available for sale. Since this a greenfield site, more capital investment and due
diligence is required. The key issues with this site are that there is no existing access to water and
sewage. However, it does have access to natural gas.
Getting access to sewage capacity will require working with Cherry Ridge Township and the Central
Wayne Regional Authority (CWRA) to engage in Act 537 planning. This process involves the PA DEP, and
their review of the process will decide whether wastewater will be disposed through CWRA or on-site.
There is also a decision to be made on the use of pre-treatment systems and low-pressure systems, which
can impact construction costs. These are next steps that need to be determined.
It is important to note that YMCA has been looking at the property to build a new Wayne YMCA facility.
Currently, they have an agreement with Wayne Memorial Hospital for 20 acres. This acreage allocation
was due to considerations for needing on-site wastewater treatment. Conversations with Entech
Engineering indicate that there would be sufficient capacity at the CWRA wastewater treatment plant to
accommodate the YMCA and AIC.
The project team views this property to be a great opportunity to co-locate with YMCA on communityoriented activities. The AIC provides community event space, food-based health programming, cooking
classes, and access to emergency food services. These functions all can fit well with YMCA’s activities.
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Meanwhile, the design of the AIC would ensure that the produce processing and cold storage activities
are hidden behind the community-facing activities.

Waymart Site
Another potential site is in Waymart and is owned by Evergreen Properties Group LLC. It is 21.99 acres in
size and additional acreage is potentially available from related companies with adjoining parcels. It also
has quick and easy access to major interstate highways and transit routes.
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The property is especially advantageous for siting food processing activities. It has access to wastewater
treatment capacity from the Waymart Area Authority and has lower requirements for pre-treatment.
Natural gas (UGI) and a central water supply (Waymart Water Company) are also available in the Borough
and adjoining portions of Canaan Township.
The site also has an existing 56,562 SF, one-story, 25 feet high, concrete brick building previously used as
a printing plant and now in use as a warehouse. There is also an interior second story of 3,250 SF. This
building could be modified for dry and cold storage. However, modifying the building for food
processing activities would require installing floor drains in the existing concrete floor, which could be
costly.
Due to the large area and modifications likely required, an alternative approach would involve
constructing a new building or a building expansion. Other site improvements would be needed as well.
This includes grading, stormwater improvements, a pre-treatment sewage system, and connection to the
local water company system.
The main drawback of this site is that it may not be as easily accessible with regards to communityoriented activities. Honesdale remains a central hub for Wayne County, and is the favored location for the
cooking classes, training kitchen, event space, and food retail.
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ORGANIZATION AND MANAGEMENT
Organizational and Legal Structure
The AIC will be managed by a management company that is set up as a non-profit 501(c)(3). This
management company will lease the facility or facilities from Wayne County at a negotiated rate on a 20year lease term.
The management company will include a board of directors as well as an advisory board to support and
guide the development of the AIC. The board of directors should include individuals with experience in
managing real estate, warehouse operations, logistics, food service, and community programs. A model
for such a board can be found at the Maryland Food Center Authority.
Meanwhile, the advisory group should be comprised of residents, farmers, and food business owners.
This advisory group will provide a guiding voice in determining the management strategy for leasing a
multi-tenanted facility as well as determining the direction of programs. Additional feedback will also be
collected through surveys and focus groups. Ultimately, the advisory group will attend board meetings
and ensure that management decisions are reflective of its beneficiaries and community members.

Management Team
Good management is critical for successful operations. The AIC requires a management team with both
breadth and depth of skills across different domains (e.g., property management, project management,
event management, warehouse management, logistics management, tenant management, financial
management, and debt management).
In the long run, these management areas will likely be staffed by several individuals. However, to begin,
the AIC will likely need to be managed by at least one full-time general manager and part-time event
coordinator. Additional support services such as bookkeeping, and facility engineering will be provided
by outside contractors.
General Manager
The general manager will be responsible for the company's day-to-day operations including financial
management, personnel management, outreach, operations, and sales. The general manager will also be
charged with implementing the work plans and strategic plans of the business’s ownership team and will
be evaluated on achieving the business’s owners' goals. The general manager should have experience
running a startup company as well as managing and motivating personnel.
A qualified general manager (GM) will need to have the following characteristics.
•
•

•

Strategic leadership – GM will demonstrate long-term vision and leadership ability in guiding the
AIC through its startup phase by working with leaders in the industry and community.
Relationship building – GM will be responsible for building the relationships necessary to
establish AIC ranging from farmer recruitment to sales development. The GM’s ability to build
and sustain such relationships will be one of the most important skills that the GM will have. It
will, therefore, be beneficial to engage a manager with existing relationships to enhance the
chance of success.
Business development – GM has the responsibility for growing and maintaining the facility’s
pipeline of users, building networks in the farm and regional food communities, and
implementing new ideas to enhance AIC’s services.
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•

•

Management – GM will manage and supervise relationships with farmers, buyers, contractors,
service providers, the board of directors, pilot project teams, and community partners. The GM
will be responsible for creating a professional working atmosphere within AIC.
Administration - The GM is responsible for a range of finance and administrative functions such
as customer billings, accounts receivable and accounts payable, insurance/risk management,
storage administration, and coordination. The GM also oversees food safety and regulatory
protocols.

Events Coordinator
A qualified part-time events coordinator (EC) is needed to manage community events and facilitate the
cooking classes.
•

•

•

Management – The EC will efficiently plan, organize, and execute events to meet deadlines. The
EC must be professional and resistant to stress, as well as being able to work with multiple clients
simultaneously. They will additionally be detail-oriented to manage various events and client
needs. When necessary, the EC should be able to hire trusted staff and delegate duties as
needed.
Creativity - The EC should be able to use their creativity to help brands, businesses and other
clients succeed in hosting an event. The ability to create themes, gather materials, or find talent
for the event depends on creative thinking.
Computer Skills - The EC should be comfortable leveraging software and technology to facilitate
facility booking, event management, communications, social media, billing, and other
administrative tasks.
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OPERATING PLAN
This section provides an overview of what is required to operate the AIC. It includes details regarding
property management, event management, training kitchen rentals, community cooking classes, the food
locker pilot, as well as the GroupGAP program.

Property Management Plan
To meet the goals of the facility, its activities must be managed for the benefit of the community and
managed professionally under the direction of the AIC Board and General Manager.

Managing Rent and Tenants
The General Manager will manage the facility and ensure that those elements of the project intended to
produce a public benefit are achieving their goals. The AIC management team will set and adjust
rent/lease terms and rates to attract the right tenants by comparing the rates of similar properties in the
region. The operator will also set up an invoicing system to collect rent on a set day each month and
enforce late fees.
Another significant task is to find and screen tenants. It will involve an application process that requires
the submission of business plans as well as financial reports and projections. Since AIC is a missionoriented business, it will be important that these tenants have a similar approach to what is proposed in
this planning document. Interviews will be conducted to ensure a good fit.
The operator will also have to handle move-outs and evictions. When a tenant moves out, the operator
will inspect the unit, check for damages, clean the unit, repair damages, and find a new tenant. The
operator will work to ensure that tenants are financially soluble. However, should tenants fail to pay rent
for six consecutive months or become financially insoluble, the operator will terminate the lease
agreement and require a move-out.
Given the scope of the project, it is unlikely that full-time staff will be necessary to manage the above
services. Instead, a contract property manager is more likely to be cost-effective.

Maintenance and Repairs
The AIC will oversee the maintenance and repair of general facilities and common areas. The first step is
to establish and implement (or maintain) an existing preventive maintenance schedule for roofs and
parking lots. The AIC will also manage critical third-party services such as pest extermination,
landscaping, snow removal, and waste management.
Furthermore, the property manager will provide mandatory training to ensure tenants are following best
practices and policies in food safety and employment practices. Beyond this, tenants are responsible for
maintaining their own equipment, space, and upgrades. Any damages resulting from tenant activity will
be the responsibility of the tenant.
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Event Space and Training Kitchen Rental
•
•
•
•
•
•
•

•
•

Facility scheduling or booking software: FMX, Omnify, or Skedda
Event management tools: Eventbrite, Whova, Cvent, or EventMobi.
Project management tools such as Asana, Click Up, Trello, Wrike, or Monday.
Provide basic infrastructure, tables, chairs, AV equipment and systems, table covers, podium, and
other furnishings.
Support setup and breakdown of event space.
Event space is available during all days of the week. Hours of operation can be determined at a
later point.
The training kitchen is primarily a day-time activity and available Monday to Friday. A cutoff time
in the afternoon is necessary to allow for the community cooking classes to occur during the late
afternoon and evenings.
Use of the space is largely managed through booking software. Individuals, organizations, and
businesses can all use the software tool to rent space based on availabilities.
Workforce development programs will take precedence for usage of the training kitchen.

Community Cooking Classes
The community cooking class will focus on four types of events: community classes, weekend classes,
youth classes, and private events. Management of these classes and events requires using booking
software, event management software, and good project management. It also means hiring an event
planner, at least two part-time instructors, and part-time support staff.
Community Cooking Classes
Community classes are affordable hands-on workshops featuring various cooking topics with
embedded educational information. Most of the classes involve low-cost, quick, kid-friendly, healthy,
culturally relevant meals. Class topics include but are not limited to the following: salads, 30-minute
meals, baking basics, kid-friendly meals, healthy holiday meals, kitchen skills, and using basic
ingredients and leftovers to make creative meals.
Time: 1.5 hours
Maximum Capacity: 24
Weekend Classes
Group classes target high-end city visitors on Friday, Saturday, and Sunday. Classes will feature a
variety of meals that focus on skills including but not limited to brewing, fermenting, preserving, meat
preparation, cutting/chopping, grilling, and mixology.
Time: 2 hours
Maximum Capacity: 24
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Youth Classes
Youth-focused classes involve five week-long summer camps as well as an after-school program that
runs on either a quarterly or semester basis. While the summer program runs for five days each week,
the after-school classes happen twice a week. These classes empower kids with the skills to cook and
provide them with knowledge about food, nutrition, and agriculture.
Time: 20 hours/week (summer camp); 2 hours/week (after-school program)
Maximum Capacity: 24
Private Events
Corporate parties, team building, private dining experiences, and other private activities.
Time: 4- or 6-hour events
Maximum Capacity: 24
These events will be marketed through a variety of channels with a focus on online marketing via a
website and social media. The website will provide information about the programs and allow customers
to purchase tickets. Residents can also register by stopping by the AIC.
The operations for the first three types are very similar. The process begins with advertising and
promotional activities to fill out the classes. Customers can register up to two days before an event.
During those two days, staff will confirm the food and materials in stock and place necessary orders. On
the day of the event, about two hours before it is to start, staff will ensure that the classroom is cleaned,
organized, and prepared. Any food preparation will be done during the morning or night before an
event. Time is also allocated for cleanup after the class.
The procurement of food will involve buying from local food distributors and farms. The program will
attempt to buy as much food from the region while being attentive to seasonality and pricing.
Private events will focus on corporate team building. Cooking events can be a great way for companies to
get their employees to bond and foster better communication and collaboration skills. The cooking
activities used for these events will be more complex and multi-part, which is appropriate for longer
sessions. Meanwhile, facility rental allows people to rent the classroom and kitchen for several hours for
private activities. In either case, planning for these events requires a lead time of at least two to four
weeks to ensure that events are scheduled without conflicts.

Food Locker Pilot
The food locker pilot addresses several goals:
•
•
•
•
•

Improve last-mile delivery efficiency and lower delivery fees
Strengthen local groceries
Increase access to fresh and nutritious food
Address food insecurity
Address impacts of COVID-19

This pilot concept would test shared-used refrigerated lockers placed at convenience stores and
community centers to help improve access to produce, meats, and other fresh food. This will be done at
3 locations in Wayne County across a three-year pilot period.

38

The implementation of the pilot is divided into four phases.
•
•

•
•

Phase 1 involves planning and development to stage the implementation.
Phase 2 is the first stage of operating the pilot. It tests the management and operations of the
locker system and any web applications. At the end of Phase 2, the project team and
stakeholders will evaluate key performance metrics, operating procedures, and customer
feedback.
Phase 3 improves upon Phase 2 and implements the refinements that allow for more complexity.
This includes elements such as logistics coordination.
Phase 4 concludes the pilot. At this point, the project team will determine whether to continue
the project or not.

Phase 1 - Planning and Development
For Phase 1, a coordinating entity will need to be identified to lead the planning and development
efforts. This entity will finalize and oversee the work plan. Accomplishing this work will require upfront
funding to support the planning, research, and fundraising activities, so identifying a local philanthropic
organization would be helpful. In addition, the project team should work to obtain support letters and
matching funds. These are required for the federal grants.
During Phase 1, the project team will finalize the operating details. This includes site selection, technical
specifications, locker configurations, operating protocols, standard operating procedures (SOPs),
evaluation tools, lease terms, and legal documents. These details will need to be approved by the
coordinating entity, planning committee, and an attorney. Once confirmed, separate RFPs will be
developed to determine the manufacturer of the locker systems, operator of the pilot, and developer for
the web application. All this information will then be compiled into a finalized budget.
Once funding is secured and contracts are approved, the project team will develop pre-launch marketing
materials and the web application. While there will be a general marketing strategy, each location will
have tailored marketing since each site represents different demographics, cultures, needs, and
preferences. Any web applications or back-end technologies will also be tested with participating grocers
and farms. Additionally, the project team will create print and digital marketing materials that these
partners can use.
After approving the marketing materials and successfully testing the web application, the project team
will procure the locker systems, additional construction, power needs, internet and data plans, web
hosting, cloud service, and other materials or services.
Tasks
Finalize work plan
• Identify coordinating entity or organization.
• Determine who is responsible for each task.
• Finalize timeline.
Identify partners and funders
• Obtain funds for phase 1 tasks.
• Obtain support letters.
• Determine matching funds.
Finalize operating details
• Site selection.
• Develop wireframe and specifications for locker reservation
application (if necessary).

Timeline to Completion
1 month after project
initiation

1 month after project
initiation

3 months after project
initiation
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•
•
•
•

Develop operating protocols, SOPs, evaluation tools.
Draw up lease agreements, legal forms, terms of service, etc.
Hire attorney to review lease agreements and legal forms.
Develop and release RFPs (locker systems, operator, and web
application).
• Finalize pilot budget.
Prepare and submit grant applications
• USDA LFPP Grants
• US EDA Grants
• Foundation
Develop pre-launch marketing
Develop and test web application
Procurement and installation

5 months after project
initiation

6 months after project
initiation
11 months after project
initiation
12 months after project
initiation

Phase 2 - Stage 1 Operations Testing
During Phase 2, the pilot will test lockers configured only with refrigerated units to simplify operations.
Keeping lockers between 35 and 38 degrees provides a satisfactory temperature range for a broad line of
products. Depending on the allotted storage window, certain frozen products, and even fresh-baked
products may be offered, if retailers use insulated grocery bags.
This phase will begin with an aggressive marketing campaign in collaboration with partners at the retail,
CSA, corporate, public health, food access, and community levels. The purpose of this marketing
campaign will be to direct consumers to register as users in the locker system. Registration is a necessary
step for customers to be eligible for locker delivery.
During this phase, the operating entity determined in Phase 1 will engage in the following activities:
•

•
•
•

Manage and maintain the locker scheduling software used to schedule deliveries, and push
notifications to retailers, consumers, and related third parties as well as supplying associated
logistics support.
Provide training to suppliers and couriers.
Collect data for reporting and maintenance.
Provide or dispatch service technicians to keep the locker system operational and compliant with
food safety standards.

Grocers, CSAs, food access programs, and other food providers will be solely responsible for managing
their own orders, transaction fulfillment, logistics, customer relations, and customer communications
regarding the order contents. The lockers will be made available to these suppliers on a first-come-firstserve basis. Every time a locker is used, the supplier is charged a usage fee.
During this phase, numerous operating schemes will be tested. Among the most important elements to
be tested include:
•
•
•

Operating procedures for reservations and pick-up.
Third-party locker management.
Time of day operations.
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•
•
•

Technology integration.
Cultural adaptation.
Messaging effectiveness.

Phase 2 will conclude with a survey of all stakeholders to assess the success of the project through the
first nine months. Lessons learned will motivate suggestions for amendments and redesign of Phase 3.

Phase 3 - Stage 2 Operations Testing
During Phase 3, the pilot will add complexity incrementally with configurations that allow multiple
temperature zones and may include the creation of a web application to support small users that do not
currently have online ordering platforms.
Phase 3 will also introduce other functions and services:
•

“Fresh” Locker Units
The addition of “fresh” lockers means the ability to allow pickup of dry goods, floral products,
baked goods, and other items that do not require high levels of refrigeration.

•

Reusable Packaging Service
The pilot will encourage the use of reusable packaging by providing a service that provides
reusable, folding polymer containers as well as insulated, reusable bags.

•

Food Collection Portal
Some of the locker sites could be configured to accept food donations.

•

Aggregation and Logistics Coordination
This requires planning with pilot participants to coordinate deliveries to minimize the number of
vehicles servicing the lockers. This can be facilitated by route optimization and truck dispatching
software. Several software options include GetSwift, Onfleet, Routific, or BlueCart. Here is where
the AIC can be leveraged to be the hub for aggregation and distribution activities.

At the conclusion of Phase 3, an analysis of performance data from two years of operations will be
undertaken. The analysis will be based on internally generated data as well as data collected through
interviews and surveys with program stakeholders. The results of the analysis will be used to motivate the
decision to fully commission or decommission the locker program.

Phase 4 - Commissioning or Decommissioning
At the conclusion of the pilot, the local team will make the decision to continue or terminate the
program. If the program has met or exceeded its target goals, the local team must determine if the
project will be continued as a publicly supported program or be divested to a private operator. If the
program has failed to meet its goals, the local team will decommission the program and divest itself of
the program’s assets.
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GroupGAP
Food lockers improve food access for consumers. Certifying food safety improves market access for
farmers. The AIC will support that by hiring a manager to run a GroupGAP (Good Agricultural Practices)
program. GroupGAP is an alternative way for producer groups to achieve GAP certification through
developing and implementing a shared Quality Management System (QMS). The producer group
incorporates the Harmonized GAP requirements into their operations and are audited as one entity. By
working in a group, individuals can:
•
•
•
•
•

Share resources and certification costs, saving about 40-50% over individual certification.
Operate under a single quality management system (QMS).
Demonstrate a recognized commitment to food safety.
Develop a pool of diverse product offerings.
Undergo the audit together to obtain certification.

The GroupGAP program consists of several components:
1.
2.
3.

A quality management system (QMS), which is audited by the USDA.
Internal auditors to enforce the QMS.
USDA audits of a certain number of farms at random. The number is based on the square root of
the total membership in the group.

Certification under GroupGAP allows members to meet mainstream retail buyers’ food safety
requirements, thus opening doors to larger, more stable, and more profitable markets. USDA has
programs that cover fruits, vegetables, and specialty crops as well as livestock and poultry.
This program will be developed with retailer support, by local farmers, and local distributors. During the
initial phase of AIC development, grower recruitment and education will be key entry strategies. Once a
group of participating growers has been established, the members will develop a QMS responsive to its
customers’ requirements, either developing it themselves or hiring a contractor to do so.
Once a group is established and has developed protocols, GroupGAP has two layers of audits. The first
includes audits of all members conducted by the group’s internal auditor. Internal auditors are chosen by
the group and can be an employee, group leader or contractor. He or she must have a high school
diploma, have three years of post-high school education and/or work experience in an agricultural field,
and must successfully complete a basic auditor training course, training on the selected food safety
standard, and USDA-specific training on audit-specific acceptance criteria.
The second layer is the formal certification audit conducted by the USDA. This audit focuses on the group
as a whole to determine if it has fully implemented its QMS, conducted internal audits, and taken
corrective actions where necessary. Annual onsite formal audits are conducted on randomly selected
members. The USDA will inspect a minimum of the square root of the number of members, so if there are
164 members, a minimum of 13 will be inspected. If there are 100, a minimum of 10 will be inspected.
Also, the group determines the extent of the certification, so the USDA will only inspect the commodities
that are included in the internal audit. This system greatly benefits small, diversified farms with limited
means to support wide-ranging audits.

QMS Requirements
The QMS details the products that will be covered, the mechanisms used to ensure food safety, recordkeeping practices, and other protocols that ensure food safety.
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According to the USDA guidelines, the QMS should include:
•
•
•
•
•

Statements of a quality policy and quality objectives.
A description of the Group, including basic information on the Group’s identity, location,
product, method of distribution, customer base, and history of QMS implementation.
A quality manual.
Procedures and records required by the GroupGAP Certification Program.
Documents needed by the Group to ensure the effective planning, operation, and control of its
processes.

Quality Manual
The quality manual should include:
•
•
•
•

•
•

The scope of the QMS, including details of and justification for any exclusions from the USDA
GroupGAP Certification Program requirements.
How the Group will address management responsibility; resource management; product
realization; and measurement, analysis, and improvement.
How the Group will communicate and instill the quality policy and quality objectives throughout
the organization and to its customers.
How the Group ensures that responsibilities and authorities are defined and communicated
within the organization, including an organizational chart or similar document listing all
personnel, and their responsibilities and authorities.
The necessary competence for personnel performing work affecting product quality, including
the criteria for training.
Specified product requirements, including the GAP and/or GHP audit selected for the food
safety audit service.

QMS Documentation and Procedures
The QMS should include the following documentation and procedures.
•
•
•
•
•
•
•

Control of documents
Control of records
Internal audit
Control of non-conforming product
Corrective action
Preventative action
Internal producer audits (how the Group will accomplish their annual and unannounced audits of
the member locations)

43

RISK MANAGEMENT
Identifying risks and managing them appropriately is vital to the successful operations of the AIC. There
are several key areas of risk that need to be addressed:
1.
2.
3.
4.
5.

Management
Labor and services
Construction and equipment
Tenants and facility usage
Food safety

Management
Good management is critical for successful operations. The key risk is that the AIC requires a
management team with both breadth and depth of skills across different domains (e.g., property
management, project management, event management, warehouse management, logistics
management, tenant management, financial management, and debt management).
Finding qualified managers for all these roles may be challenging. Motivated individuals or organizations
should be identified to help lead the charge on pulling together the AIC’s suite of services and functions.
Professional development and trainings should also be offered to help improve the management of a
multi-tenant, multi-industry facility.
Currently, there are a few organizations that can help handle some of the management roles. For
instance, the Wayne County Food Pantry and the Wayne Memorial Hospital Food Prescription Program
can help support a manager for the food locker pilot. Meanwhile, Warehouses 4 Good can help with
handling some of the initial cold storage operations.
The remaining AIC activities will require a manager that can handle event planning, facility booking,
coordinating the training and community kitchen programs, marketing, and property management. Given
the array of activities, software should be used to automate or increase the efficiency of back-office
functions.

Labor and Services
It is also important to consider the labor and workforce conditions that will affect tenants. Based on the
AIC’s facility uses and services, there is a need for workers engaged in various sectors. The table below
looks at long-term projections in the Pocono Counties region for occupations related to warehousing,
trucking, food processing, event management, maintenance, real estate management, and food
preparation.
The data suggests that there are good growth opportunities for many of these roles. However, it may be
a very competitive labor market given a smaller labor pool. Thus, it will be important to integrate
workforce development programs into the rollout of the AIC. These programs can help address the labor
needs of tenants and help regional economic development.
Table 18. Pocono Counties Employment Outlook (2018-2028 Long-Term Projections)
SOC
Code
11-3071

Occupation
Transportation, Storage & Distribution Managers

Est. 2018
50

Projected
2028
60

Percent
Change
20.00%
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11-9141
13-1121
35-1000
35-1011
35-1012
37-1000
37-2000
37-3000
43-5000
43-5111
51-1000

Property, Real Estate & Community Association
Managers
Meeting, Convention & Event Planners
Supervisors, Food Preparation & Serving Workers
Chefs & Head Cooks
Supervisors - Food Preparation & Serving Workers
Supervisors of Building & Grounds Cleaning &
Maintenance Workers
Building Cleaning & Pest Control Workers
Grounds Maintenance Workers
Material Recording, Scheduling, Dispatching &
Distributing Workers
Weighers, Measurers, Checkers & Samplers,
Recordkeeping
Supervisors - Production Workers

Food Processing Workers
Supervisors - Transportation & Material Moving
53-1000
Workers
53-7000 Material Moving Workers
Source: Pennsylvania Department of Labor & Industry

120

120

0.00%

80
750

90
800

12.50%
6.70%

100
640

110
690

10.00%
7.80%

420

450

7.10%

4,210
1,100

4,330
1,170

2.90%
6.40%

3,100

3,110

0.30%

50

60

20.00%

470

490

4.30%

380

390

2.60%

250

270

8.00%

3,140

3,390

8.00%

51-3000

Construction and Equipment
There are risks that come with construction, whether it is a greenfield development or redevelopment of
existing property. The table below examines the benefits and risks associated with each approach.
Benefits
Greenfield

•
•

More control over design and
scale
Flexibility in expansion
capacity

Risks
•
•
•
•

Redevelopment

•
•

Existing infrastructure
Reduced purchase price

•
•
•
•
•

Very capital intensive
Contractor risk
Delays in development and
opening
Zoning and permitting
processes
Capital availability
Environmental and building
conditions
Contractor risk
Delays in development and
opening
Potential for weaker demand

While greenfield projects will be more capital intensive than redevelopment projects, large capital
expenses are expected in either case. This will need to be addressed in the funding strategy outlined in a
later section.
Other risks related to the contractor and any associated delays can be mitigated by having insurance
policies to cover project construction risk and operational risks. For redevelopment projects, proper
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facility design and environmental assessments should be conducted to ensure there are no
contamination or structural problems.
Supply chain problems are expected to continue in the near term. Thus, development plans should
expect construction timelines to be delayed. Similarly, the acquisition of equipment and furniture is likely
to be delayed as well.
Also, regardless of the development approach, the AIC should be designed for flexibility and
marketability. In the worst-case scenario where the facility needs to be sold or repurposed, management
should be able to sell or lease part of the facility for comparable uses. This means designing for LEED,
sustainability, or other green standards. It also means designing for flexibility so that there is limited
permanent commercial or retail space. Similarly, the facility should focus on flex-warehouse and flexmanufacturing layouts.

Tenants and Facility Usage
As a lessor of property, tenants present potential risks. The quality of tenants, length of tenant leases,
pipeline of tenants, and ability to increase rents all have an impact on maintenance costs and ability to
cover expenses. For the most part, the AIC is being launched with support from a motivated group of
community organizations. These anchor tenants will be important for establishing culture and sustaining
the AIC.
However, there is still a need to identify additional tenants. In particular, operators need to be identified
for the produce processing facility as well as the food locker pilot program. Additionally, while the cold
storage warehouse facility will have support from Warehouses 4 Good, the AIC management team should
help with marketing to attract more users. The same is true for the processing facility.
The key risk is that there is still uncertainty around usage of the processing and warehouse facilities. More
effort is needed to get farmer buy-in. It will be beneficial to coordinate with institutions in the region that
could drive demand for food to be aggregated distributed out of the AIC. Also, a partnership with the
Carbondale Kitchen Incubator will help develop a pipeline for food businesses looking to increase in
scale.
There is also uncertainty in the ability to attract users for the retail space (e.g., pop-up food hall). Demand
for retail space depends on the health of the private business sector, which is influenced by many external
trends. For instance, demand can drop significantly during periods of inflation. Moreover, policies such as
the recent COVID-19 restrictions can also reduce demand.
There are some demand characteristics that the AIC should incorporate in its design to increase its
attractiveness to potential tenants. First, consumers are demanding experiential, destination, and leisurecentral places instead of the traditional shopping-oriented plazas. Second, many tenants are looking for a
combination location, rental rates, amenities, aesthetic and practical design, and services. Many of the
prior sections already incorporate these facets into the AIC concept and operations.

Food Safety
Food safety is at the center of risk management for the AIC. As a baseline, the facility will need to register
with the FDA and renew registration every year. The facility will also require all tenants to have the
appropriate food safety certifications, plans, and protocols as required by the Food Safety Modernization
Act (FSMA). They include:
•

Hazard Analysis and Critical Control Points (HACCP) Plans.
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•
•
•
•

Good Manufacturing Practices (GMPs).
Allergen Control Plan.
Traceability and Recall Plan.
GAP Certifications (e.g., Harmonized GAP, GroupGAP).

Where necessary, the AIC will work with other partnering organizations to help tenants or potential
tenants develop the plans and obtain necessary certifications. Third-party certifications may be critical for
some users of the facility to include GlobalGAP.

HACCP and Preventative Controls
HACCP Plans are mandated by FDA regulations for certain products and processes, specifying
procedures to be followed to minimize contamination and to minimize/eliminate chemical, physical, and
biological hazards when processing foods. HACCP plans are required for wholesale trade (not for retail)
of seafood, dairy, meat and poultry products, juice and cider processing facilities. Other sectors of the
food industry are coming into voluntary compliance.
The AIC will require tenants to have an in-depth HACCP plan that identifies potential hazards for each
primary zone in the facility and provides preventative controls to mitigate risk. The following table lists the
zones and key areas that need to be addressed.
Zone 1: Production and Processing Area
• Physical plant and equipment
• Lighting
• Personal protective equipment
• Spill control
Zone 2: Staging Area
• Equipment and plant
• Utensil control program to prevent crosscontamination
• Personal protective equipment
Zone 3: Unpacking and QC labs
• Markings and labels
• Signage for food safety, employee safety,
and security
• Emergency and first aid
Zone 4: Office, Employee Areas, and Maintenance
• Utensils
• Cleaners and chemicals
• Interior signage for access control and
compliance by zone
• Drains and sanitation
Zone 5: Dock and Warehouse
• Floors
• Lighting and bug lights
• Ceiling and pipes
Zone 6: Facility Exterior and Grounds
• Parking lots and walkways (potholes and
cracks; tripping hazards)
• Broken windows and gaps around doors

•
•
•

Product sampling
Hand washing
Signage for employee safety and
regulatory compliance

•
•
•

Allergen controls
Food grade lubricant control
Waste and sanitation

•
•
•
•

Vents and exhaust
Material handling; clean equipment
Hoses
Maintenance

•
•
•
•

Walls and ceilings
Plumbing and electrical
First aid, hand washing stations, and
personal protective equipment
Bathrooms and locker rooms

•
•
•

Pallets, bins, and storage containers
Non-food products
Doors

•
•
•

Security
Exterior signage and lighting
Standing water
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Some of the control strategies that should be included in the plans are:
1.

2.
3.
4.
5.

6.

7.

8.

Process controls: Using monitoring tools and equipment to ensure that processes are adhering
to food safety protocols. These include 24-7 monitoring of temperatures for coolers and freezers
and temperature checks for food manufacturing processes. There should be procedures to
identify equipment malfunction as well as what to do under these circumstances.
Sanitation controls: Procedures to ensure a sanitary facility, prevent environmental pathogens,
prevent allergens, and others. This also includes creating a Master Cleaning Schedule (MSC).
Pest control: Using an integrated pest management (IPM) program to prevent pests such as
insects, rodents, and birds.
Chemical control: Chemicals should be stored and labeled properly to prevent contamination.
Material safety data sheets (MSDs) should be available and current.
Employee practices: Eating, drinking, and personal storage should be in designated areas
separate from food handling and manufacturing. Restrooms are also maintained and cleaned.
Employees should also wash their hands and maintain good hygiene.
Foreign material control: Roofs should be checked to prevent leaks. Overhead lights have
shatter-resistant bulbs or shields and must be placed where breakage risk is very low.
Construction or maintenance materials need to be stored, so they do not contaminate products.
Supply Chain Control: AIC will work with suppliers to determine allergen, labeling, and
traceability requirements. The facility will also use monitoring techniques to identify foreign
objects, pathogens, and other food safety risks during the quality check process.
Trace/Recall: Products that enter the warehouse should be labeled using QR codes, barcodes, or
RFID. This data is recorded into the inventory management system, allowing management to
trace one-step-forward and one-step-backward. When issues arise, there needs to be a reliable
communication system to notify the parties involved. Recalled items on-site should be disposed
of.

Good Manufacturing Practices (GMPs)
Good Manufacturing Practices (GMPs) will be used to ensure that food manufactured through the food
processing or co-packing facility is safe for food consumption.
GMP Category
Personnel

Building and grounds

Sanitary operations

Sanitary facilities and
controls

GMP Requirement For
1. Disease control
2. Cleanliness
3. Education and training
4. Supervision of personnel
1. Description of adequate maintenance of grounds/exterior of the
facility
2. Facility/kitchen construction and design to facilitate sanitary
operations and maintenance
Documentation of:
1. Cleaning/sanitizing physical facilities, utensils, and equipment
2. Storing cleaning and sanitizing substances
3. Pest control
4. Sanitation of food contact surfaces
5. Storage and handling of cleaned portable equipment and
utensils
The facility should be equipped with adequate sanitary facilities,
including but not limited to:
1. Water supply
2. Plumbing
3. Sewage disposal
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Equipment and utensil
Processes and controls

Warehousing/Storage and
distribution

4. Toilet facilities
5. Hand-washing facilities
6. Rubbish and offal disposal
Design, construction, and maintenance of equipment and utensils
Delineates processes and controls for:
1. Raw materials and other ingredients (separation, storage,
rotation, etc.)
2. Manufacturing operations (critical limits, allergen control, crosscontamination, etc.)
Storage and transportation of final food products must protect
against contamination and deterioration of the food and its
container.
Monitoring physical factors including time, temperature, humidity,
pressure, flow rate, as well as processing operations such as freezing,
dehydration, heat processing, and refrigeration.
Meaningful coding of products sold or distributed. Records should
be retained for a period that exceeds the shelf life of the product.

Allergen Control Plan
Since the facility will have multiple tenants, there must be controls for minimizing or preventing crosscontact of allergens. An Allergen Control Plan (ACP) outlines the controls for:
•
•
•

Storage, handling, and processing of allergens.
Identification of places where cross-contact is likely to occur.
Proper cleaning and sanitation to reduce cross-contamination.

The AIC will require tenants to provide a comprehensive list of products and recipes to be manufactured
along with a plan to prevent cross-contact of allergens. Lastly, the AIC will require tenants to participate
in training to review best practices.

Training
Under FSMA, management is required to ensure that employees who manufacture, process, pack, or
hold food are qualified to perform their assigned duties and adhere to food safety protocols. Tenants are
expected to provide employee training on the basics of food hygiene and safety, including the
employee’s health and hygiene. This training can be done by in-house experts or from an external vendor
(e.g., Penn State Extension).

Harmonized GAP
To sell through wholesale channels and to comply with the FSMA Produce Rule, it is strongly
recommended for produce farms to be Harmonized GAP certified. However, other USDA GAP
certifications may be accepted on a case-by-case basis.
The Harmonized GAP is administered by the USDA and developed with industry to verify food safety
standards in pre-harvest and post-harvest operations. It verifies that fruits and vegetables are produced,
packed, handled, and stored in the safest manner possible. Harmonized GAP is applicable to all fresh
produce commodities, all sizes of on-farm operations, and all regions in the United States.
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FINANCIAL ANALYSIS
Risks and Limitations
Before examining the financial statements, please note the following risks and limitations.
There are several key risks that can affect revenue and cost estimates.
•

•
•
•

Volatility in leasing market due to macroeconomic trends or disruptions. COVID-19 and the
variants can still negatively impact retail businesses and the ability to convene community
activities.
Need to identify anchor tenants for the food processing aspect of the facility. While there are
potential users for other parts of facility, agreements need to be put in place.
Farmer participation in GroupGAP program is hard to ascertain at this point. There are likely to
be fewer farms that participate.
Material costs for the cooking classes may change due to recent inflationary trends. This can also
change the cost estimations for construction and equipment purchase.

Finally, this financial analysis assumes that land acquisition and construction will be largely funded
through grants. Thus, it does not include interest expenses or debt service.

Profit and Loss Summary
The following table shows a summary of the Profit and Loss Statement. Revenue, cost-of-goods-sold, and
operating expense assumptions are detailed below. Please note that depreciation is incorporated in
these values. The high levels of capital expenses lead to large depreciation values. Without it, the
business breaks even in Year 3.
Table 19. Profit and Loss Summary (Includes Depreciation)
Total Revenue
Total COGS
Gross Profit (Loss)
Total OPEX*
Operating Profit (Loss)
Net Profit (Loss)
Grant Funding
Earnings
*Includes depreciation

2021
$291,981
$80,896
$211,085
$542,531
-$331,446
-$331,446
$596,083

2022
$324,446
$88,672
$235,774
$541,972
-$306,199
-$306,199
--

2023
$434,127
$133,510
$300,617
$558,080
-$257,462
-$257,462
--

2024
$488,904
$148,432
$340,472
$568,154
-$227,682
-$227,682
--

2025
$524,059
$154,807
$369,252
$576,147
-$206,895
-$206,895
--

$264,637

-$306,199

-$257,462

-$227,682

-$206,895

Table 20. Profit and Loss Summary (Excludes Depreciation)
2021

2022

2023

2024

2025

OPEX (no depreciation)
Operating Profit (Loss)
Net Profit (Loss)
Grant Funding

$245,188
-$34,103
-$34,103
$596,083

$244,629
-$8,855
-$8,855
--

$260,736
$39,881
$39,881
--

$270,810
$69,662
$69,662
--

$278,803
$90,449
$90,449
--

Earnings

$561,981

-$8,855

$39,881

$69,662

$90,449
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Gross Profit
The following table summarizes the revenue drivers for the AIC. The key sources of revenue are from the
cooking classes and facility lease. These two activities represent about 70% of the revenue in any year. As
such, the assumptions behind the revenue estimates for these activities are more important to evaluate.
2021

2022

2023

2024

2025

Facility Lease
Cooking Classes
Food Locker Usage Fees
GroupGAP Membership
Total Revenue
Cost of Goods Sold (COGS)
Cooking Classes (materials)
Cooking Classes (labor)
Total Cost of Goods Sold

65,744
141,990
44,292
39,955
$291,981

72,586
154,680
62,876
34,304
$324,446

82,089
236,275
81,459
34,304
$434,127

90,352
264,205
100,043
34,304
$488,904

91,332
276,080
122,343
34,304
$524,059

56,796
24,100
$80,896

61,872
26,800
$88,672

94,510
39,000
$133,510

105,682
42,750
$148,432

110,432
44,375
$154,807

Gross Profit (Loss)

$211,085

$235,774

$300,617

$340,472

$369,252

Revenue

Facility Lease
The facility lease revenues are based on the allocation of leasable space and the associated rates. Rates
were determined based on rates in the region. Revenues are also adjusted for expected capacities.
Please note that event space does not achieve full capacity during the first five years; this is to be
conservative.
Leasable Space
Events
Pop-up Food Hall
Office
Packing or Processing
Warehouse/Docks
Total
Capacity
Events
Pop-up Food Hall
Office
Packing or Processing
Warehouse/Docks

Revenues
Events
Pop-up Food Hall
Office

SF
2,800
900
1,300

Rate
$7.00
$10.00
$7.00

1,700
8,872
15,572

$6.00
$6.00

Year 1
30%

Year 2
30%

Year 3
30%

Year 4
45%

Year 5
50%

50%
80%
80%
75%

75%
90%
90%
80%

100%
100%
100%
90%

100%
100%
100%
100%

100%
100%
100%
100%

Year 1
5,880
4,500
7,280

Year 2
5,880
6,750
8,190

Year 3
5,880
9,000
9,100

Year 4
8,820
9,000
9,100

Year 5
9,800
9,000
9,100
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Packing or Processing
Warehouse/Docks
Total

8,160
39,924
$65,744

9,180
42,586
$72,586

10,200
47,909
$82,089

10,200
53,232
$90,352

10,200
53,232
$91,332

Cooking Classes
The revenue model for the cooking classes is based on the marketing plan section. The class capacity is
also adjusted across the different years to produce a more realistic estimate. The gross profit calculations
also incorporate the cost of goods sold associated with running these cooking classes. The 40% COGS
rate is on par with rates associated with restaurants and catering businesses. Direct labor is also included.
Class/Event Type
Community Classes
Weekend Cooking Classes
Youth Classes (after-school)
Youth Classes (summer)
Private Events

Capacity

Class
Size
24

208

Avg.
Price
$20

COGS
%
40%

Labor Hrs.
per Event
4

24
24
24
24

104
52
5
10

$55
$20
$75
$70

40%
40%
40%
40%

5
4
40
8

Frequency

Year 1

Year 2

Year 3

Year 4

Year 5

Community Classes

50%

50%

80%

90%

95%

Weekend Cooking Classes
Youth Classes (after-school)
Youth Classes (summer)
Private Events

50%
50%
75%
25%

50%
75%
100%
50%

80%
100%
100%
75%

90%
100%
100%
100%

95%
100%
100%
100%

Revenues

Year 1

Year 2

Year 3

Year 4

Year 5

$49,920
$68,640
$12,480
$6,750
$4,200
$141,990

$49,920
$68,640
$18,720
$9,000
$8,400
$154,680

$79,880
$109,835
$24,960
$9,000
$12,600
$236,275

$89,860
$123,585
$24,960
$9,000
$16,800
$264,205

$94,860
$130,460
$24,960
$9,000
$16,800
$276,080

COGS

Year 1

Year 2

Year 3

Year 4

Year 5

Community Classes
Weekend Cooking Classes
Youth Classes (after-school)
Youth Classes (summer)
Private Events

$19,968
$27,456
$4,992
$2,700
$1,680

$19,968
$27,456
$7,488
$3,600
$3,360

$31,952
$43,934
$9,984
$3,600
$5,040

$35,944
$49,434
$9,984
$3,600
$6,720

$37,944
$52,184
$9,984
$3,600
$6,720

Total

$56,796

$61,872

$94,510

$105,682

$110,432

Community Classes
Weekend Cooking Classes
Youth Classes (after-school)
Youth Classes (summer)
Private Events
Total
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Labor

Year 1

Year 2

Year 3

Year 4

Year 5

Community Classes
Weekend Cooking Classes
Youth Classes (after-school)
Youth Classes (summer)
Private Events

$10,400
$6,500
$2,600
$4,000
$600

$10,400
$6,500
$3,900
$5,000
$1,000

$16,700
$10,500
$5,200
$5,000
$1,600

$18,800
$11,750
$5,200
$5,000
$2,000

$19,800
$12,375
$5,200
$5,000
$2,000

Total

$24,100

$26,800

$39,000

$42,750

$44,375

Food Locker Usage Fees
The revenue model is driven by market penetration rates among households in the three service areas
that were identified in the market assessment and marketing plan. The revenues are based on a
conservative assumption that participating households use the locker half of the time each year (26
times), and participating sellers are charged $2.00 per transaction.
Market Penetration
Households

2.5%
Year 1

5.0%
Year 2

7.5%
Year 3

10.0%
Year 4

13.0%
Year 5

14,295
14,397
5,379
34,071

357
360
134
852
$44,292

715
360
134
1,209
$62,876

1,072
360
134
1,567
$81,459

1,430
360
134
1,924
$100,043

1,858
360
134
2,353
$122,343

Service Area 1
Service Area 2
Service Area 3
Total Households
Revenues

GroupGAP Membership Fees
The GroupGAP membership fees are based on the discussion in the marketing plan section. It assumes
participating farms that each pay $79 per month or $948 per year each year.

Operating Expenses
Operating expenses (OPEX) are summarized for each of the key functions that contribute to costs for the
AIC. Please note that these expenses incorporate depreciation, which is a non-cash item. A separate
table calculates OPEX without depreciation. These values indicate that the operation can be profitable if
the assumptions hold.
Facility Lease*
Cooking Classes
Food Locker Pilot*
GroupGAP
Total OPEX*
Operating Profit (Loss)
*Depreciation included

OPEX (w/out Depreciation)

2021
324,759
74,409
103,408
39,955
$542,531

2022
325,771
76,641
107,096
32,465
$541,972

2023
326,874
87,941
110,801
32,465
$558,080

2024
327,958
93,206
114,525
32,465
$568,154

2025
328,856
96,002
118,825
32,465
$576,147

-$331,446

-$306,199

-$257,462

-$227,682

-$206,895

2021

2022

2023

2024

2025

$245,188

$244,629

$260,736

$270,810

$278,803
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Operating Expense Details
Please see the footnotes for the relevant assumptions.
2021
324,759

2022
325,771

2023
326,874

2024
327,958

2025
328,856

Marketing
Management Staff
Maintenance
Insurance
IT/Telecom
Utilities 23

1,000
41,000
8,000
3,000
600
1,841

1,000
41,820
8,000
3,000
600
2,032

1,000
42,656
8,000
3,000
600
2,298

1,000
43,510
8,000
3,000
600
2,530

1,000
44,380
8,000
3,000
600
2,557

Professional Services
Depreciation 24
Cooking Classes
Marketing 25
Management Staff
Utilities 26

2,000
267,319
74,409
10,000
45,000
4,500

2,000
267,319
76,641
10,000
45,900
4,500

2,000
267,319
87,941
11,814
46,818
4,500

2,000
267,319
93,206
13,210
47,754
4,500

2,000
267,319
96,002
13,804
48,709
4,500

Other Expenses 27
Food Locker Pilot
Cloud Server
Insurance
Marketing 28
Management Staff 29

14,909
103,408
1,056
4,000
7,500
30,000

16,241
107,096
1,056
4,000
7,500
30,600

24,809
110,801
1,056
4,000
7,500
31,212

27,742
114,525
1,056
4,000
7,500
31,836

28,988
118,825
1,056
4,000
7,500
32,473

Warehouse Staff 30
Software Fee
Maintenance 31
Utilities
Depreciation 32
GroupGAP Program

15,000
6,288
6,644
2,895
30,025
39,955

15,300
6,288
9,431
2,895
30,025
32,465

15,606
6,288
12,219
2,895
30,025
32,465

15,918
6,288
15,006
2,895
30,025
32,465

16,236
6,288
18,351
2,895
30,025
32,465

Internal Auditor
USDA Audits

28,800
11,155

26,496
5,969

26,496
5,969

26,496
5,969

26,496
5,969

$542,531

$541,972

$558,080

$568,154

$576,147

Facility Lease

Total Operating Expenses

2.8% of revenues
Uses a straight-line depreciation for a commercial/industrial facility over 22 years, and a straight-line depreciation
for the equipment over 15 years
25
Minimum budget of $10,000 or 5% of revenues
26
Estimated cost rate of $3.75 per SF for 1,200 SF; includes electricity and natural gas
27
Minimum budget of $10,000 or 10.5% of projected revenues. Covers insurance, accounting and legal costs,
licensing fees, stationery, and office costs
28
$2,500 per site
29
Part-time employee
30
Part-time employee
31
5% of total revenues
32
Straight-line depreciation for locker systems over 5 years.
23
24
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Cash Flow
The simplified cash flow statement quickly confirms that AIC can maintain positive cash flow throughout
the first five years. This is without incorporating grant funds.
Beginning Cash Balance
Non-Cash Adjustment
Ending Cash Balance

2021
$245,188
$297,344
$211,085

2022
$211,085
$297,344
$202,230

2023
$202,230
$297,344
$242,111

2024
$242,111
$297,344
$311,773

2025
$311,773
$297,344
$402,222

Startup Budget
The AIC project will take about $6.5 million to start. It accounts for a 6-month operating cash budget,
purchases of equipment and assets, tenant improvements, fees, other real estate and office costs,
personnel, and other operating costs. It is expected that the majority of the initial costs will be covered
through grant and philanthropic funding.
Item
Land Purchase

Amount
$550,000

Soft Costs of Acquisition
Facility Construction
Equipment and Installation
Furnishings
Office fit out
Locker room fit out

$66,500
$3,938,200
$1,324,643
$7,500
$2,500
$10,000

Food Locker Pilot
GroupGAP Development
Working Capital
Advisor fees
License and permit fees
Total Startup Costs

$312,895
$20,000
$245,188
$10,000
$8,000
$6,495,426

Anticipated Property Acquisition
Costs
Phase 1 Environmental
Appraisal
Site Evaluation and Engineering

$3,500
$3,000
$30,000

Attorney Fees
Site Survey
Closing Costs and Recordation
Commercial Lending Fees
Soft Costs of Acquisition

$12,000
$2,000
$12,000
$4,000
$66,500

Notes
See table below

$1,500 per professional employee
$500 per professional employee
For manufacturing employees

Operating Cash
Legal, technical, and accounting
Notional
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FUNDING
The AIC will follow a fundraising strategy that focuses on federal grant funds through the U.S.
Department of Commerce, Economic Development Administration’s (EDA) Build Back Better program,
USDA grants, and ARC programs. Different grant programs address different aspects of the AIC project.
The EDA and ARC grants are for infrastructure, construction, and workforce development. Meanwhile
other grants from the USDA will support community and local food efforts.
EDA
PWEAA

EDA
Tourism





Design and Engineering
Land Acquisition
Community/Event Space
Training and Community
Kitchen
Pop-up Food Hall
Packing/Processing
Warehouse

ARC

USDA
VAPG

Community
Facilities
Loan/Grant

USDA
LFPP





















Food Locker Pilot
GroupGAP




Many of these grants will require some level of match or cost share. The EDA grants typically match
investors' funds at a 4:1 ratio. Other funding sources vary in match requirements, with some needing a 1:1
match. As such, the fundraising strategy will need to engage local philanthropies and foundations.
Grant
EDA PWEAA

EDA Tourism

ARC
USDA VAPG
USDA Community
Facilities Grant

Estimated
Deadline

Amount

Prefer March 31,
2022; Awards
through September
30, 2022
Prefer January 31,
2022; Awards
through September
30, 2022
Rolling
March 5, 2022

$500,000 and
$5,000,000

Rolling

15 to 75% of
eligible project
costs capped at
$50,000

Federal
Investment
Rate
80% to 100% of
eligible project
costs

Match or Cost
Share
0% to 20% of
eligible project
costs

$500,000 and
$10,000,000

80% to 100% of
eligible project
costs

0% to 20% of
eligible project
costs

$150,000
$250,000

n/a
50% of eligible
project costs
15 to 75% of
eligible project
costs

50%
100%
25 to 85% of
eligible project
costs
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USDA LFPP

June 2022

$100,000 to
$750,000

80% of eligible
project costs

25% match (20%
of total project
cost)

Finally, the AIC may also seek tax-motivated investors with close relationships to either the industry or
community. Given the strong leverage ratio provided by federal grant opportunities combined with the
strong tax shelter provided by the short depreciation schedule of non-residential real estate as well as
agricultural and food manufacturing equipment, this should be an attractive investment opportunity.
The breakdown of funding for startup is as follows:
Funding Sources
ARC Grant

378,547

EDA PWEAA
USDA LFPP
Philanthropic and private
Total Sources

4,226,274
266,316
1,624,289
6,495,426

Grant Match
ARC Grant
EDA PWEAA
USDA LFPP
Total Match Needed

378,547
1,056,569
66,579
1,501,695

Notes
Design and Engineering; other soft costs; land
purchase
Construction and equipment
Food locker pilot and GroupGAP development
Startup working capital and grant match

Notes
50% of total project cost
20% of total project cost
20% of total project cost
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