OMB No. 0582-0287
Local Food Promotion Program (LFPP)
Final Performance Report

The final performance report summarizes the outcome of your LFPP award objectives. As stated in the
LFPP Terms and Conditions, you will not be eligible for future LFPP or Farmers Market Promotion Program
grant funding unless all close-out procedures are completed, including satisfactory submission of this final
performance report.

This final report will be made available to the public once it is approved by LFPP staff. Write the report in
a way that promotes your project's accomplishments, as this document will serve as not only a learning
tool, but a promotional tool to support local and regional food programs. Particularly, recipients are
expected to provide both qualitative and quantitative results to convey the activities and
accomplishments of the work.

The report is limited to 10 pages and is due within 90 days of the project’s performance period end date,
or sooner if the project is complete. Provide answers to each question, or answer “not applicable” where
necessary. Itis recommended that you email or fax your completed performance report to your assigned
grant specialist to avoid delays:

LFPP Phone: 202-720-2731; Email: USDALFPPQuestions@ams.usda.gov; Fax: 202-720-0300

Should you need to mail your documents via hard copy, contact LFPP staff to obtain mailing instructions.

Report Date Range: | September 30, 2015 — September 29, 2016
(e.g. September 30, 20XX-September 29, 20XX)

Authorized Representative Name: | Candace Jagel

Authorized Representative Phone: | (360) 378 4009

Authorized Representative Email: | candace_jagel@wsu.edu

Recipient Organization Name: | San Juan Islands Agricultural Guild

Project Title as Stated on Grant Agreement: | Creating a Food Hub for San Juan County

Grant Agreement Number: | 15-LFPP-WA-0004
(e.g. 14-LFPPX-XX-XXXX)

Year Grant was Awarded: | 2015

Project City/State: | Friday Harbor, WA

Total Awarded Budget: | $525,000

LFPP staff may contact you to follow up for long-term success stories. Who may we contact?
X Same Authorized Representative listed above (check if applicable).
[ Different individual: Name: : Email: : Phone:

According to the Paperwork Reduction Act of 1995, an agency may not conduct or sponsor, and a person is not required to respond to a collection
of information unless it displays a valid OMB control number. The valid OMB control number for this information collection is 0581-0287. The
time required to complete this information collection is estimated to average 4 hours per response, including the time for reviewing instructions,
searching existing data sources, gathering and maintaining the data needed, and completing and reviewing the collection of information. The U.S.
Department of Agriculture (USDA) prohibits discrimination in all its programs and activities on the basis of race, color, national origin, age,
disability, and where applicable sex, marital status, or familial status, parental status religion, sexual orientation, genetic information, political
beliefs, reprisal, or because all or part of an individual’s income is derived from any public assistance program (not all prohibited bases apply to all
programs). Persons with disabilities who require alternative means for communication of program information (Braille, large print, audiotape,
etc.) should contact USDA’s TARGET Center at (202) 720-2600 (voice and TDD). To file a complaint of discrimination, write USDA, Director, Office
of Civil Rights, 1400 Independence Avenue, SW, Washington, DC 20250-9410 or call (800) 795-3272 (voice) or (202) 720-6382 (TDD). USDA is an
equal opportunity provider and employer.
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1. State the goals/objectives of your project as outlined in the grant narrative and/or approved by
LFPP staff. If the goals/objectives from the narrative have changed from the grant narrative, please
highlight those changes (e.g. “new objective”, “new contact”, “new consultant”, etc.). You may add
additional goals/objectives if necessary. For each item below, qualitatively discuss the progress

made and indicate the impact on the community, if any.

Goal/Objective 1: Develop a business plan for the San Juan County Food Hub.

Progress Made: 100% complete. The business plan lays the groundwork for implementation of the
San Juan County (SJC) Food hub and documents the potential impact of the food hub on the
community. The business plan draws upon key findings from the 2016 SJC Food Hub Feasibility
Study. The plan provides detailed analysis of food hub startup activities and financials. The business
plan has been shared online and in print with local food buyers and sellers and county government
officials to promote understanding of challenges facing the San Juan County local food system and
the potential for a food hub to address these challenges.

Goal/Objective 2: Engage producer & buyer community to support the food hub.

Progress Made: 100% complete.

a. The project engaged 65 community producers and buyers through in-person and phone surveys.
In addition, 54 local food stakeholders were engaged through community listening sessions on
Orcas, San Juan, and Lopez islands on January 26, 27, and 28, 2016. Seventy-one local food system
stakeholders attended the second round of listening sessions on the same three islands, held on
September 26, 27, and 28, 2016.

b. Impact on the community: Engagement with producers and buyers created a shared
understanding of challenges and solutions for sales and distribution of local food in San Juan
County. This increased understanding enhances buy-in by buyers and sellers for future involvement
in the SJC Food Hub.

Goal/Objective 3: Engage broader stakeholders: freight companies, retailers, restaurants,
institutions, schools, and Washington State Ferries.

Progress Made: 100% complete.
a. Eighty broader food system stakeholders were engaged.

b. Impact on the community: Engagement with a diversity of community stakeholders provides
comprehensive support for the SJIC Food Hub upon implementation, and enables collaboration and
coordination among members of the food system.

Goal/Objective 4: Explore solutions for distribution logistics: inter-island and to/from islands to
mainland.

Progress Made: 100% complete. Distribution channels were established for inter-island transport
and regional distribution with two existing distributors: Jones Family Farms and San Juan Islands
Transport.

Goal/Objective 5: Define strategies for food hub infrastructure development.

Progress Made: 100% complete.
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a. Food hub infrastructure needs were established during the feasibility study interviews with
community stakeholders, and cost estimates were established for key infrastructure items during
the startup phase of the SJC Food Hub.

b. Impact on the community: Cold storage and online sales platform infrastructure was analyzed
and will be purchased upon available funding.

Goal/Objective 6: Provide access to local and regional markets for local farmers.

Progress Made: 100% complete. Transport channels have been established to distribute San Juan
County farm products to mainland markets through existing local distributors.

Impact on the community: When implemented, the food hub’s access to regional markets will
increase sales opportunities for San Juan County farmers.

Goal/Objective 7: Support San Juan Islands businesses that are part of the local food system.

Progress Made: 100% complete.

a. The feasibility study interviewed 30 businesses that purchase local food and identified needs for
distribution and market coordination.

b. Impact on the community: The SJC Food Hub, when implemented, will address key issues around
time and costs associated with purchasing local food and will increase access to local farm products
through expanded inter-island distribution and an online storefront for local products.

2. Quantify the overall impact of the project on the intended beneficiaries, if applicable, from the
baseline date (the start of the award performance period, September 30, 20 ). Include further
explanation if necessary. N/A (as this is a planning grant)

i Number of direct jobs created:
ii. Number of jobs retained:
iii. Number of indirect jobs created:

iv. Number of markets expanded:

V. Number of new markets established:

vi. Market sales increased by Sinsert dollars and increased by insert percentage%.
vii. Number of farmers/producers that have benefited from the project:

a.Percent Increase:

3. Did you expand your customer base by reaching new populations such as new ethnic groups,
additional low income/low access populations, new businesses, etc.? If so, how?

The project interviewed eight new farms and value-added producers (within the first 18 months
of starting their business). Their expressed needs were central in designing the food hub business
plan to optimize the access of start-up food businesses in San Juan County to customers and the
local food marketplace.

4. Discuss your community partnerships.

i Who are your community partners?
This grant project was collaborative, involving five partners: the San Juan Islands
Agricultural Guild (lead), the San Juan County Agricultural Resources Committee, the
Northwest Agriculture Business Center, Washington State University Extension in San
Juan County, and the Orcas Food Cooperative. A project team composed of
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representatives of these agencies and organizations met throughout project
implementation, approximately 1-3 hours per person week with additional hours for
phone calls, emails, outreach meetings, presentations, etc.

How have they contributed to the results you’ve already achieved?

The project team has reviewed, discussed, and contributed to all documents created as
part of the project, including press releases, stakeholder interview questions, reports to
the San Juan County Council and the public, as well as the business plan and feasibility
study. The project team members reported regularly to their boards and constituencies
on the progress of the project. They provided oversight for the project and were
involved at each step of its implementation.

How will they contribute to future results?

The project team is continuing to guide project implementation and is currently focusing
on fundraising to support the launch of the San Juan County Food Hub in 2017.

5. Did you use contractors to conduct the work? If so, how did their work contribute to the results of
the LFPP project?

Kai Hoffman-Krull was hired as the project manager to implement the objectives of the
LFPP project, working closely with the project team. Kai had weekly conference calls
and/or in-person meetings with the project team, and the project team assisted Kai in
implementing the project objectives. This was an extremely successful arrangement.
Kai provided leadership and worked independently to put the project ahead of
schedule. The project team was pleased with the results.

6. Have you publicized any results yet?*

If yes, how did you publicize the results?

Outreach meetings, one-on-one interviews with stakeholders, presentations,
distribution of the feasibility study and business plan

To whom did you publicize the results?

Stakeholders, partner organizations, San Juan County Council, a group of over 20
agriculture-related organizations in San Juan County

How many stakeholders (i.e. people, entities) did you reach?

The project team reached 80 local buyers, sellers, and food system organizations.

*Send any publicity information (brochures, announcements, newsletters, etc.) electronically
along with this report. Non-electronic promotional items should be digitally photographed and
emailed with this report (do not send the actual item).

7. Have you collected any feedback from your community and additional stakeholders about your

work?
viii.

If so, how did you collect the information?

Between December 2015 and September 2016 the project team surveyed 80
stakeholders in San Juan County, including 37 farms, 28 food purveyors, 5 value-added
producers, 4 local distributors, 4 non-profit organizations, and 2 public institutions. The
project team created surveys for each local food stakeholder demographic, and
interviews were conducted in-person or via the phone with the project consultant.
Interview results were then aggregated online.
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iX.

What feedback was relayed (specific comments)?

The 2016 San Juan County Food Hub Feasibility Study identified three key marketing
challenges that prohibit increased consumption and production of local food in the
county:

Lack of inter-Island distribution channels: 84% of farmers and 77% of food purveyors
identified distribution as a challenge, specifically with accessing customers and producers
on other islands.

Limited market transparency: 65% of farmers reported difficulty finding new markets,
and 80% of food buyers expressed lack of knowing what local food is available as a
challenge.

Limited market coordination: 62% of farmers reported difficulties finding stable markets,
and 64% of food purveyors stated they believe there is a lack of local food production.

These findings illustrate that San Juan County farmers and food buyers perceive the local
food market to be smaller than its actual size. Both buyers and producers agree that San
Juan County’s island geography presents distribution challenges that inhibit access to the
food that is produced.

In addition, the feasibility study found that 80 percent of food purveyors in San Juan
County would increase their purchasing of local food if an efficient distribution system
and online platform were available through a food hub.

8. Budget Summary:

As part of the LFPP closeout procedures, you are required to submit the SF-425 (Final
Federal Financial Report). Check here if you have completed the SF-425 and are submitting
it with this report: X

ii. Did the project generate any income? No

a.If yes, how much was generated and how was it used to further the objectives of
the award?

9. Lessons Learned:

Summarize any lessons learned. Draw from positive experiences (e.g. good ideas that
improved project efficiency or saved money) and negative experiences (e.g. what did not
go well and what needs to be changed).

A key reason for the success of this project was the network of collaborating
organizations involved on the project team. The collective experience and expertise
maximized the effectiveness of the project in several key areas, including finances,
research, and outreach to the local community of food producers and food purveyors.

In addition, the project utilized technology for both outreach and survey consolidation
to increase efficiencies in time and cost. The project used brochures embedded in email
notifications for outreach, providing professional communication at a fraction of the
cost of mailed notifications. Similarly, the team published the feasibility study and
business plan online, saving money on printing. Lastly, the team utilized Survey Monkey
to aggregate survey responses, saving significant time from manual data aggregation.
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ii. If goals or outcome measures were not achieved, identify and share the lessons learned to
help others expedite problem-solving:
N/A: All goals were achieved.

iii. Describe any lessons learned in the administration of the project that might be helpful for
others who would want to implement a similar project:

Success in developing a business plan for the SJIC Food Hub as part of this project was
vastly increased through our partnership with the existing Puget Sound Food Hub
(PSFH). The PSFH manager contributed background knowledge on health regulations,
expense breakdowns on different cold storage and online infrastructure options, and
information on national food hub models that could address the needs identified as part
of the SJIC Food Hub feasibility study. This relationship also led to conversations about
cooperative distribution and sales between the two food hubs, allowing the future SJC
Food Hub to connect with regional customers. The team strongly suggests that new
food hubs identify an existing local or regional food hub willing to provide consultation
as a kind of food hub “mentorship” throughout the start-up process.

10. Future Work:

i How will you continue the work of this project beyond the performance period? In other
words, how will you parlay the results of your project’s work to benefit future community
goals and initiatives? Include information about community impact and outreach,
anticipated increases in markets and/or sales, estimated number of jobs retained/created,
and any other information you’d like to share about the future of your project.

The feasibility study and business plan created as part of this project are substantially
support the decision to proceed with implementation of the food hub. Ongoing impacts
of SJC Food Hub implementation will be measured using baseline data established
through a local food system assessment (see “Next Steps,” below). The food system
assessment is now in development and will be piloting the USDA Agricultural Marketing
Service tool entitled The Economics of Local Food Systems—A Toolkit to Guide
Community Discussions, Assessments, and Choices. The project team affirms the
projected impact of the first three years of the SIC Food Hub implementation, as
outlined in previous project documents, as follows:

Outcome 1: Increase Consumption of and Access to Locally and Regionally Produced
Agricultural Products.

Among an estimated 27,000 consumers, farm and ranch operations, and wholesale
buyers:

1. The number with improved knowledge of how to buy or sell local/regional food OR
aggregate, store, produce, and/or distribute local/regional food (based on the SJC local
food economic assessment and media outreach): 17,000

2. The number reporting intent to buy or sell local/regional food OR aggregate, store,
produce, and/or distribute local/regional food: 725

3. The number reporting buying, selling, consuming more or supporting the
consumption of local/regional food that they aggregate, store, produce, and/or
distribute: 362
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Among an estimated 62 culinary professionals, institutional kitchens, local food
entrepreneurs (e.g., kitchen incubators/shared-use kitchens, etc.):

1. Number that gained knowledge on how to access, produce, prepare, and/or preserve
locally and regionally produced agricultural products: 248

2. Number reporting an intention to access, produce, prepare, and/or preserve locally
and regionally produced agricultural products: 248

3. Number reporting supplementing their diets with locally and regionally produced
agricultural products that they produced, prepared, preserved, and/or obtained: 248

Outcome 2: Increased customers and sales of local and regional agricultural products.
1. Increased sales from $1,097,068 to $1,349,393 (23%) as result of marketing and/or
promotion activities as part of the food hub.

2. Customer counts increased from 62 to 76 wholesale customers (23) during the first
three years of food hub implementation.

Outcome 3: New wholesale market opportunities for farm and ranch operations serving
local markets (excluding direct marketing).
1. Number of new and/or existing delivery systems/access points:
a. Farmers markets: N/A
b. Roadside stands: N/A
c. Community supported agriculture programs: N/A
d. Agritourism activities: N/A
e. Other direct producer-to-consumer market opportunities: 0
f. Local and regional food business enterprises that process, aggregate, distribute,
and/or store locally and regionally produced agricultural products: 3
2. Number of local and regional farmers and ranchers, processors, aggregators, and/or
distributors reporting:
a. An increase in revenue expressed in dollars: 63
b. Knowledge gained on new market opportunities through technical assistance and
education programs: 63
3. Number of:
a. New rural/urban careers created (with “careers” defined as new business
opportunities versus simply paid employment): 15
b. Jobs maintained/created: 63
c. New beginning farmers entering local/regional food production: 15
d. Socially disadvantaged famers entering local/regional food production: 10
e. Business plans developed: 15

Outcome 4: Improved food safety of locally and regionally produced agricultural products.

1. Number of individuals with increased knowledge of food safety practices: 100

2. Number of individuals reporting increased food safety skills and knowledge: 90
3. Number of growers or producers who obtained on-farm food safety certifications
(such as Good Agricultural Practices, or GAP): 10

Additional outcome(s) and indicator(s) identified based on food hub activities.
1. Number of agricultural organizations receiving access to aggregated supply and
demand data from the SJC Food Hub: 14
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2. Number of agricultural organizations reporting increased collaboration with farmers,
ranchers, food purveyors, or other agricultural organizations: 14

3. Number of food buyers reporting increased access to food sellers: 62

4. Number of food sellers reporting increased access to food buyers: 63

5. Number of farmers reporting access to new farmland: 9

ii. Do you have any recommendations for future activities and, if applicable, an outline of next
steps or additional research that might advance the project goals?

Next steps already or will include:

* ongoing regular meetings of the project team

* creation of outreach materials and a website to support fundraising for and
implementation of the SIC Food Hub

* creation of a multi-island fundraising team

* undertaking a countywide fundraising campaign across multiple islands to
support implementation of the SJC Food Hub

* grant writing to support implementation of the SJIC Food Hub

¢ completion of a countywide local food system assessment

The local food system assessment is the research component of these next steps. The
assessment will establish baseline data against which to measure the impact of the SJC
Food Hub over time. Members of the project team are currently engaged with the USDA
Agricultural Marketing Service to pilot The Economics of Local Food Systems—A Toolkit
to Guide Community Discussions, Assessments, and Choices.
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