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Executive Summary 

The Jefferson Area Board for Aging (JABA), located in Charlottesville, Virginia, is situated 
within a vibrant, agriculturally productive region that is expanding to meet growing public 
and institutional demand for local food. The good news is that demand exceeds supply. 
However, a core challenge facing the local food network is getting food from the farms to 
the people who can benefit most from the addition of fresh food in their diet, namely, the 
senior population that JABA serves. Another challenge, faced by food producers in the 
local food-producing region, is earning sufficient income to maintain and operate their 
farms. The intersection of these two challenges provides an opportunity for JABA to 
increase the nutritional benefit to its clients and support the local farm economy by 
converting a significant proportion of its food purchased from conventional food sources 
to local suppliers.  
 
With its current and potential volume of local food purchases, JABA is in a position to be a 
market mover through its financial position and educational role. The challenges JABA 
faces, especially a tight budget and strict federal and state regulations, are not unique. 
Consequently, the conclusions and recommendations reached in this study are relevant to 
other Charlottesville area institutions wishing to use more local foods and to revitalize the 
local agricultural economy.  
 
Local food is becoming increasingly popular nationwide. Farmers markets, ‘Buy Fresh Buy 
Local’ campaigns and other initiatives are spreading the word about fresh, local food and 
community-minded organizations are responding to unique needs within their 
constituencies. 
 
A number of key recommendations for JABA emerged based on project findings: 

• Establish an effective relationship with farmers/suppliers; 
• Use a local food distributor; a ‘middle-man’; 
• Continue to analyze food-purchasing data, including local food tracking; and 
• Establish the metrics for measuring success of the local food program. 

 
Along with these recommendations, new ideas are suggested based on activities of 
organizations working with senior populations in other parts of the country: 

• Farmers markets at JABA locations to draw attention to JABA and its work in the 
community; 

• A JABA café, open to clients as well as the general public, to create an on-going 
community connection; and 

• A dinner, featuring local food now being served at JABA, to introduce local farmers 
to JABA clients and staff. 
 

JABA’s Community Food System Project is a pilot effort that benefits seniors and provides 
insights into building an enduring local food system that enhances the broader 
Charlottesville area economically and socially. 
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Meals for the home delivered 
meals program arrive frozen, in 
boxes, from a facility in Florida 

Objective 

This study sought answers to the following questions: 
!  Where do JABA and its senior clients fit within a national U.S. community food 

network, as well as within a local community food network? 
!  How much food would JABA require of local producers to serve its clients at the 

Hillsdale and Mountainside facilities? 
!  What foods are available locally, when are they available and how much is 

available? 
!  Finally, and most importantly, how can JABA use this information to promote better 

health, nutrition and social activity for its senior clients and be an integral part of the 
local food network? 

Introduction 

The mission of The Jefferson Area Board for 
Aging  (JABA) is: 

Òto promote, establish and 
preserve sustainable 
communities for healthy aging 
that benefits individuals and 
families of all ages.Ó (JABA 

website)1 
 
JABA’s award-winning 2020 Plan outlines 
specifics programs that will be implemented 
to accommodate changes within the aging 
population as well as community outreach goals that call on the communities they serve 
to be partners in the evolution JABA envisions. This study demonstrates JABA’s dedication 
to a leadership role in the communities it serves. 
 
JABA currently serves between 3,100 and 3,500 meals per 
week in its senior centers, daycare and residential 
communities and through its home delivered meal 
programs throughout its five-county region2. Meals for 
home delivery, accounting for between 500 to 700 meals 
per week, arrive frozen, in boxes, from a facility in Florida. 
The need for meals is expected to grow with the 
population. The 2000 U.S. Census reported that there were 
42,563 people, 55 and older, in the five-county region3. 

                                            
1 JABA website. Retrieved 5 September, 2008 
2 Berger, J. Email correspondence. 16 September 2008 
3 U.S. Census Bureau 
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The Virginia Workforce Connection expects this number to increase to over 180,000 in 
2010; over 230,000 in 2020; and approaching 300,000 in 20304. Maintaining the current 
ratio of meals served to population would nearly triple the number of meals JABA serves 
weekly to approximately 14,000 in 2010. By 2030 the weekly meals served could reach 
20,000.  
 
Supporting local farms by using fresh, local food is integral to JABA’s mission of service to 
its clients and community. Judy Berger, Community Nutrition Manager at JABA defines 
‘local’ in terms of concentric rings around its Aging Agency Region, consisting of 
Albemarle, Fluvanna, Greene, Louisa and Nelson Counties and the City of Charlottesville 
in Central Virginia. As a community leader in local food initiatives, JABA prefers to ‘go 
deep’ and to thoroughly utilize the farmers and agricultural resources that are local before 
moving outward, geographically, from the five-county area. 
 

 
 

This report provides information, analysis and recommendations to support JABA’s goal of 
expanding its use of local food for client meals.  For the purposes of this study, expanded 
use of local food is accomplished by substituting, when feasible, locally grown vegetables, 
fruit, and herbs for conventional foods.  Conventional foods include fresh, canned and 
processed foods.  The term conventional also means: produced by large agribusinesses; 
brought from long distances to Charlottesville; grown with use of an array of synthetic 
chemicals to promote growth and extend product life; and extensive processing and 
packaging prior to transport and delivery. 
                                            
4 Source: Virginia Workforce Connection. http://www.vawc.virginia.gov//gsipub/index.asp?docid=359. 
Provided by J. Berger on 16 September 2008. 
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JABA’s 2007 food purchase invoices for fresh, frozen and processed vegetables, fruit and 
herbs were manually recorded and analyzed to provide a baseline for volume and prices 
with which to compare local and conventional purchasing costs. This invoice information 
showed:  

• Certain local food products could generate cost savings;  
• Budget allocation for various food products; and  
• The power that pricing plays in generating cost increases or savings when local 

food is purchased.  
 
The business analysis is based on:  

• Review of current and predicted food purchasing practices;  
• Knowledge of local farm production cycles;  
• Knowledge of local and conventional food prices; and  
• An understanding of the trends shaping the market for locally grown produce (e.g. 

higher transportation costs may favor local sourcing).  
These findings, examined in greater detail in the financial analysis section, must be 
updated by continued data collection and market analysis as JABA moves forward with 
implementation. 
 
The newly created JABA invoice database was combined with research on other U.S. local 
food projects serving senior populations, an overview of the Charlottesville area local food 
supply and demand, and an analysis of seasonal food availability to paint a landscape of 
the local foods market and suggest recommendations to JABA. 
 
The report is divided into five major areas of inquiry: 

1. Charlottesville local foods systems and marketplace information 
2. Charlottesville local foods seasonal availability 
3. Analysis of JABA’s 2007 food purchases of vegetables, fruit and herbs 
4. Exemplary U.S. local food programs serving seniors 
5. Recommendations 
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I. Charlottesville’s Current Landscape of Local Food Production 
Generally in Charlottesville, demand exceeds supply of fresh, local food. While more 
information is needed to determine the precise drivers of why this is the case, it appears 
the area lacks an efficient distribution infrastructure. A second reason buyers may not be 
able to access local foods in the volumes they would like, appears to be a communication 
gap between farmers and buyers.  Farmers must have a higher degree of predictability and 
regularity in demand and pricing to make optimal planting and harvesting decisions. 
These challenges, while significant, are not impossible to overcome. Several studies have 
been conducted in the past few years that describe the production and use of local food 
by local institutions. 

!  Differences between industrial and local food networks were examined by a 
Darden MBA student in ‘From the Garden to Darden’. Characteristics of the current 
U.S. industrial food network, such as excessive food miles, limited growing area, 
off-farm costs (such as transportation) and corporate domination of food production 
were compared to local alternatives. The report goes on to list the benefits of using 
a local food network at Darden. These include: support of local farms and the local 
economy; higher quality food; reduced environmental impact; and a positive 
contribution to the community.5 

!  Another Darden student examined the environmental implications of the industrial 
food network in ‘Sustainable Food Choices’, which also looks at the ‘triple bottom 
line’ benefits of sustainable agriculture to integrate social, economic and 
environmental concerns of a community6. 

!  In spring of 2006, University of Virginia School of Architecture graduate and 
undergraduate students prepared an extensive assessment of Charlottesville’s 
regional food production and distribution system. Topics included: foodshed 
boundaries; stakeholders; equity, waste; and barriers and opportunities for 
implementing a local food network7.  

!  In spring of 2008, graduate and undergraduate students from the University of 
Virginia School of Architecture examined several food-related entities in 
Charlottesville in terms of global and local inputs, potential for local sources and 
methods for improving local connectivity. Sites included farms, families, grocery 
stores, restaurants and community organizations8.  

 
In addition to specific institutional demand for local food, the local food network in the 
Charlottesville area includes diverse groups and individuals that undertake various types 
of local food initiatives. 

                                            
5 Temple, H. ‘From Farm to Garden’. 2007 
6 Kepplinger pp. 1, 3 
7 The Charlottesville Region Food System: A Preliminary Assessment p. 4 
8 Healthy Communities, Healthy Food Systems (Part III): Global-Local Connections p. 3 
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!  The Dec07/Jan08 issue of Virginia Sportsman highlighted Lynchburg Grows, a 
local, non-profit organization that has an organic urban farm where disabled and 
disadvantaged members of the community can garden.9  

!  The Department of Urban and Environmental Planning at the University of Virginia 
School of Architecture featured locally grown produce at its annual Thanksgiving 
potluck dinner10. 

!  Community Supported Agriculture (CSA) is becoming increasingly popular as the 
number of farmers offering shares of their harvest continues to grow. Services and 
organic certification varies by producer, and some producers offer ‘work-share’ 
options, which provides an opportunity for subscribers to work on the farm for a 
specified numbers of hours per week11. 

!  The Charlottesville Area Buy Fresh Buy Local fliers cover Albemarle, Fluvanna, 
Greene, Louisa and Nelson Counties and provide lists of farmers markets, grocers, 
CSAs, orchards, specialty foods and restaurants that produce or sell fresh, local 
food. Additionally, a list of reasons to buy local produce informs readers about the 
nutritional, environmental and social benefits of buying fresh, local food12. 

 
The Virginia Cooperative Extension published a report based on U.S. Census data from 
2000 showing that over $50 million would be generated for the local economy if each 
household spent $10 per week of their total food budget on fresh local produce and farm-
based Virginia products13(see Appendix I). With so many dollars at stake, community 
organizations and institution can, through their purchasing power, keep the local 
economy strong. With more attention focused on local food and its use in institutions and 
local businesses of all sizes, it is critical that an efficient distribution system be established 
and improvements made to improve communication between farmers and purchasers. 

A. Local businesses and institutions that purchase local food 

Local food in Charlottesville can be found at grocers, farmers markets, restaurants as well 
as institutions. 
 
Grocers such as feast!, Integral Yoga Natural Foods, Cville Market, Foods of all Nations, 
Whole Foods and Rebecca’s sell local produce and/or farm-based products. The Organic 
Butcher, located in the Main Street Market in Charlottesville, is a family-run business that 
sells locally raised, aged beef14 

                                            
9 Hardy pp. 60-63 
10 McNeill pp. A1, A6-7 
11 Clary pp. 19-22 
12 Charlottesville Area Buy Fresh Buy Local. Piedmont Environmental Council. www.buylocalcville.org 
13 Virginia Cooperative Extension 
14 Brewer, J. The Organic Butcher for Extraordinary Cookouts. The Daily Progress Business Journal. 23 June 
2008 p. 18 
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Farmer’s markets in the Charlottesville area include the Charlottesville City Market, 
Farmers in the Park and Whole Foods Farmers Market. Regionally, there are markets in the 
towns of Crozet and Scottsville as well as Fluvanna, Greene and Nelson Counties15. 
 
Restaurants featuring local food include Al Dente, Bluelight Grill & Raw Bar, Café Feast!, 
Fleurie, Hamilton’s At First & Main, L’etoile, Mas Tapas Bar and Revolutionary Soup16. 
Recently, the Charlottesville Chipotle restaurant became a pilot location for serving local 
food by using pork from Polyface Farm (Swoope, VA) in the carnitas served at its Barracks 
Road Shopping Center location17. 
 
The University of Virginia contracts with Aramark to provide food and to serve the 
University community at twenty-seven dining locations around grounds through its ‘UVA 
Dining’ moniker. Per Aramark standards, when local food is available at a comparable 
price, it must be used18. At the Fine Arts Café nearly all of the menu items are local or 
organic, but the prices are about 25% higher than other UVA Dining locations19. Green 
Dining, a student-founded organization, actively promotes sustainability practices within 
the UVA Dining system including offering over 10% local food (in this case, local is 
defined as within 250 miles of the University) in its dining halls and convenience stores 
around grounds20. 
 
The University of Virginia Medical Center has a farmers market all day on Thursdays and 
Fridays, with attendance reaching about 1500 people each day. Horse & Buggy Produce, 
purchasing from many farms in the Shenandoah Valley, is the sole supplier at the market. 
Inspiration for the markets came from Lynda Fanning, the Clinical Nutrition Manager at 
The University of Virginia Medical Center, with the Director of Nutrition Services and the 
Cafeteria Manager getting on board quickly. The market is not subsidized, so it's a bit 
more expensive than other farmers markets because loss due to spoilage or bruising is 
figured into the prices. There has been a very positive reception to the farmers market and 
the hospital’s support of delicious, healthy food and community/farm activity on hospital 
grounds21. 
 
These examples show that there is considerable activity on the demand (buyers) side as 
the market for local food expands. The supply side (agricultural producers) must try to 
meet that demand for a local food network to be effective and economically viable. 

                                            
15 Charlottesville Area Buy Fresh Buy Local 2008 flier 
16 Charlottesville Area Buy Fresh Buy Local 2008 flier 
17 Healthy Communities, Healthy Food Systems, p 71 (pp 68-86) 
18 Healthy Communities, Healthy Food Systems, p 96 (pp 90-104) 
19 Ibid p 98 
20 Ibid p 100 
21 Fanning, L. Email correspondence of 12 September 2008 
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B. Local food production: seasonal flow of existing local food 

To determine the feasibility of JABA using local produce for the meals it serves to clients in 
the Adult Day Healthcare at the Hillsdale facility in Charlottesville and in the dining 
rooms at the Mountainside Senior Living facility in Crozet, historical data was analyzed to 
determine the monthly volume consumption for specific produce items. All produce 
invoices for 2007 were reviewed and converted into total pounds to understand the 
volume of food required.22 Total amounts were sorted by invoice date to see the pattern of 
ordering for JABA’s produce purchases. See Table 1 below. 

Table 1: JABA’s Produce requirements from 2007 purchasing data (in pounds) 

(For complete table, see Appendix II) 

Product 
Description Jan Feb March April May June July August Sept Oct Nov Dec 

FRUIT                         

Fruit, Seasonal 1808 2080 2256 2480 2832 3184 3584 2048 2288 3560 2736 2448 

Melons 192 0 0 0 144 36 24 0 28 8 0 0 

Peaches 240 480 720 480 240 480 480 480 240 240 480 0 

Pears 240 0 480 240 480 240 720 240 480 240 480 480 

Strawberries 0 0 0 32 16 8 0 0 0 0 0 0 

VEGETABLES                         

Vegetable, 
Seasonal 640 240 400 560 256 336 320 272 80 592 336 0 

Beans 400 400 720 960 480 960 1520 960 1200 1280 560 1120 

Beets 0 240 0 0 240 480 240 0 720 0 0 0 

Broccoli 576 0 384 192 192 96 192 192 96 96 192 24 

Cabbage 20 120 208 280 312 292 240 0 60 452 120 80 

Potatoes 762 94 888 908 1474 820 568 854 714 1062 240 1008 

Spinach 144 0 288 0 432 288 144 288 144 288 288 288 

Squash 0 288 0 288 0 288 288 0 432 0 0 288 

Tomatoes 552 40 288 64 48 400 20 240 348 100 280 60 

Zucchini 288 144 0 0 432 0 0 0 0 0 0 0 

*Note: ÔFruit, SeasonalÕ and ÔVegetable, SeasonalÕ are a generalized grouping of food products historically 
purchased by JABA, but not available in the local growing region. 
 
This quantity and volume information was presented to selected local farmers to 
determine how much of each food item could be supplied by local sources. 
 
Local farmers were selected to participate in the study based on the following criteria: 

• Are they interested in supplying produce to JABA? 
• When are they available to participate in the study interview process? 

 
To maximize the variety of participants within the limited time frame of the study the 
following selection criteria were also used: 

                                            
22 There are inherent limitations in this analysis due to conversions of food items that were historically 
frozen, canned or otherwise processed now being quantified as a fresh produce item. 
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• Various farm sizes (small to large) 
• Various levels of production longevity (first year producer to well-established) 
• Certification status (certified organic and non-certified, naturally-grown) 
• Representation from farmers throughout JABA’s region, as well as farmers located 

in successive ‘local’ rings around the region. 
 
In-depth interviews with four local farmers and a local produce distributor established that 
much of the produce that JABA uses in its menus could be supplied by local farmers. 
Commonalities were found among all participants. First, all need a commitment 
(contractual or verbal, depending on the farmer) for certain quantities of specific produce 
varieties. The farmers are all amenable to discussing specifics regarding the combination 
of plants and species that will fulfill the contracted quantities need by JABA. Second, all 
have a business model in place to support a contract with JABA, with the understanding 
that they would likely need to ‘ramp-up’, or scale, their production to greater quantities of 
produce required by JABA. If JABA used the distributor, contracts with additional farmers 
beyond those currently used, would be required. 
 
The interview questions explored:  

• The level and type of commitment required of JABA (monetary and contractual); 
• Purchasing options that would lower the cost of production;  
• Barriers to the farm supplying more, fresh produce to JABA; and  
• Delivery expectations. 

 
Best of WhatÕs Around (Scottsville) Ð Matthew Holt  

!  A large, established, certified organic farm 
approximately 18 miles from JABA (Hillsdale). 

!  Prefers to contract for a certain number of plants, 
rows or acres to be purchased by the JABA. 

!  Can provide guidance as to how many and which 
plant varieties would be needed to satisfy the 
contract quantities for JABA 

!  “I would like to provide more to JABA.”  
 
Nelke Farm (Lovingston) Ð Dorothy Nelke 

!  A small, established, family farm supplying naturally-grown produce located 
approximately 40 miles from JABA (Hillsdale). 

!  In addition to quantities of produce at agreed-to prices, this farm could provide 
‘seconds’ that could be used for salsa (in the case of tomatoes, onions, etc.) or other 
prepared foods because they “would rather sell at a discount than compost 
anything”. 

!  Have a green house to start crops early, but would need o expand it significantly to 
extend the growing season. 

 

Garlic heads at Best of What’s 
Around 
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Squash at Nelke Farm 

Roundabout Farm (Keswick) Ð Megan Weary 
!  An established, medium-size farm supplying 

naturally-grown produce located approximately 12 
miles from JABA (Hillsdale). 

!  Seed money upfront would be helpful to moderate 
the income highs and lows of the farm and could be 
used as a credit when the crop is harvested. 

!  Currently provides produce to JABA. 
 
Split Rock Farm (Ivy) Ð Guinevere Higgins 

!  A small farm in its first year of production supplying naturally-grown produce. 
!  Currently grows food for several local grocery stores such as Fabulous Foods, 

Greenwood Market and Feast! 
!  Hesitant to commit to quantities because this was the first year of production, 

however there is an opportunity for farm expansion, and the farm owners are 
interested in being an integral part of a local food community initiative with JABA. 

 
Horse & Buggy Produce Ð Brett Wilson and April Muniz 

!  A local food distributor with an office in Charlottesville and produce from the 
Shenandoah Valley farmers supplying spray/synthetic pesticide-free produce. 

!  Currently provides produce to JABA as well as the University of Virginia Medical 
Center farmers market and Keswick Hall. 

!  Could contract with more Shenandoah Valley farmers to provide the quantities that 
JABA needs. 

Although only a limited numbers of interviews were conducted, results strongly suggest 
that JABA could begin conversion to more locally sourced items immediately. Interview 
results found that the farmers are interested in supplying JABA and can make contractual 
commitments given sufficient advanced notice and specific food orders. Horse & Buggy 
Produce, the distributor, appeared ready to negotiate with suppliers (farmers in the 
Shenandoah Valley) to satisfy JABA’s short-term and long-term produce needs. Table 2 
below summarizes the interview findings.  
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Table 2: Farmer interview results 

KEY 
Supplier Name of participating farm or distributor 
Commitment Commitment required of JABA by the farmer/distributor to enable them to provide required 

quantities of fresh produce to JABA 
Purchasing Payment terms, Insurance or Seed Money required of JABA by the farmer/distributor to enable 

them to provide required quantities of fresh produce to JABA 
Barriers Foreseeable barriers or challenges for the farmer/distributor to providing fresh produce to 

JABA 
Delivery Details regarding delivery of fresh produce to JABA facilities 
Notes: 
N/A  ÔNot ApplicableÕ- indicates that the farmer does not require assistance from JABA for this item.  
* Farmer can assist in determining the number of contracted acres or plants based on anticipated need. 
**  Farmer will review the insurance as the farm is run through an LLC. 
 

Supplier Commitment Purchasing  Barriers Delivery 
Best of What’s 
Around 
 

Contract for acreage 
or plant rows of 
specific varieties.* 
Timing: end of Sept 

Payment: prompt 
Insurance: N/A 
Seed Money: N/A  

None – would like to 
provide more 
produce to JABA 

No charge during the 
season. Off-season 
must be negotiated. 

Nelke Farm Agreement to buy 
seasonal produce as 
it is available in 
agreed to quantities. 
Timing: Dec/Jan 
 
 

Payment: Net 30 
prompt 
Insurance: Has 
insurance, but if a 
larger policy is 
required, financial 
help may be useful 
Seed Money: N/A  

Organic and 
sustainable practices 
are expensive; 
variability in weather 
and crop harvest; 
transportation 

No charge, but 
would like a 
minimum order of 
$100 to deliver. 

Roundabout Farm Contract to purchase 
specific varieties of 
seasonal produce at 
agreed upon prices 
Timing: Dec/Jan 

Payment: Net 15 
Insurance: N/A 
Seed Money: portion 
of contracted amount 

Timing of deliveries No charge. 

Split Rock Farm Interested, but 
hesitant to commit 
due to limited 
production history. 
Timing: Dec/Jan 

Payment: COD 
Insurance: ** 
Seed Money: N/A 

Small size; existing 
accounts buy most of 
their produce; owner 
is interested in 
supporting the 
community, but must 
reassess their 
business model. 

No charge, but 
changing business 
model may require a 
delivery charge. 

     
Horse & Buggy 
Produce 
(Distributor) 

Commitment to 
purchase specified 
quantities of produce 
at agreed times. 
Minimum is 
scheduled ordering 
twice per week 
during the season. 
Timing: Dec/Jan 

Payment: Net 10 or 
15 
Insurance: N/A 
Seed Money: N/A 

Variability of weather 
requires flexibility on 
JABA’s part related to 
harvest times. 

No charge. 
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II. Seasonal Map of Agricultural Products 
The farm surveys informed the seasonal schedule below (Table 3: Seasonal Production 
Schedule in Charlottesville) which is customized for JABA and outlines the availability of 
select produce items that JABA is either currently using or could source locally. 
Specifically, Table 3: Seasonal Production Schedule in Charlottesville, illustrates the 
timing and length of the growing seasons for local fruits, vegetables and herbs. This 
customized overview of the seasons for a wide range of crops was compiled using 
information from the Virginia Department of Agriculture and Consumer Services Virginia 
Fruit and Vegetable Availability Calendar, input from local farms surveyed for this project 
(JABA’s Community Food System Project) and invoice data from JABA. The timeline of 
production was cross-checked against availability reported by local farmers in the farm 
survey and the table was updated to reflect seasonal supply according to local vendors. 
For example, if the Virginia Fruit and Vegetable Availability Calendar did not indicate that 
a product was available in a certain month but a local farmer did, then that month was 
added to the table as part of the locally available season. As such, the products listed 
include items that JABA already buys, items that can be sourced locally and additional 
items that may be incorporated into JABA’s future purchasing of local items.  
 
It is important to note that the accuracy of this seasonal report will vary by year with 
weather patterns. For example, late frost in the spring can delay planting, while a warm 
fall or late frost can extend the growing season for a wide variety of vegetables such as 
beans, broccoli, kale, greens, peppers, cabbage, cauliflower and more.  
 
The table also provides a visual map for the potential lengthening of a crop’s availability 
with the use of heated greenhouses or passive solar high tunnels (also called ‘hoop 
houses’). These structures protect crops from low temperatures and direct frosts in simple 
buildings, most frequently constructed from heavy plastic sheeting and metal arches, and 
allow them to be planted earlier or continue to grow later into the production season. 
Greenhouses can be heated or unheated (a high tunnel or ‘hoop house’ is, essentially, an 
unheated greenhouse), and crop production will vary widely depending on the 
effectiveness of the structure to achieve the required temperatures for growth. As demand 
grows, and becomes more predictable, more farmers may choose to invest in season-
extending facilities to meet supply requirements for local buyers.  
 
The seasonal nature of crop production requires that JABA develop effective contracting 
and anticipatory ordering techniques during the late fall and winter months. In-depth 
discussions regarding produce varieties and quantities required from local suppliers 
(farmers) must take place with enough time to plan for an increased scale of farming 
operations in the spring. Additionally, farmers must consider whether they have the 
financial capacity to scale up their production as well as whether or not they want to 
increase their labor hours to satisfy the increased demand from institutional buyers. Time 
is often the most crucial and lacking element in the lives of farmers and they may not feel 
that they have the capacity to scale up and assure effective delivery of JABA’s produce 
orders. As outlined in Table 2, farmers reference weather, farm size and transportation as 
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ongoing challenges to guaranteed delivery of their products. The earlier that JABA can 
work with local farmers so that they can effectively anticipate the ordering needs of its 
kitchens, the easier it will be for farm partnerships to evolve successfully in coming years. 
 
We expect Table 3 below will prove to be a helpful resource for JABA’s kitchen when they 
are purchasing fresh fruit and vegetables. Cold storage of crops such as apples will extend 
their availability, but the storage facility must be local to be cost effective. JABA has not 
yet invested in expanding their storage facilities for cold or frozen food products, but this 
may be an option to explore during future phases of the Community Food Systems Project.  

Table 3: Seasonal Production Schedule in Charlottesville 

 KEY                         

  Typical growing season                        

  
Possible season extension capacity through greenhouses, high tunnel, row cover, and shade 
systems        

                          

                                                    

  Product Jan. Feb. Mar. Apr. May June July Aug. Sept. Oct. Nov. Dec. 

                                                    

Apples                                                 

Blackberries                                                 

Blueberries                                                 

Cantaloupe                                                 

Cherries                                                 

Grapes                                                 

Honeydew                                                 

Nectarines                                                 

Peaches                                                 

Pears                                                 

Plums                                                 

Raspberries                                                 

Strawberries                                                 

Fr
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Watermelon                                                 

                                                    

Basil                                                 

Chives/Scallions                                                 

Cilantro                                                 

Garlic                                                 

Parsley                                                 

H
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Rosemary                                                 

                                                    

Asparagus                                                 

Beans, Fava (in shell)                                                 

Beans, Green                                                 
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Beans, Lima (in shell)                                                 
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Beets                                                 

Broccoli                                                 

Brussels Sprouts                                                  

Cabbage                                                 

Carrots                                                 

Cauliflower                                                 

Corn                                                 

Cucumber                                                  

Eggplant                                                 

Green, Bok Choy                                                 

Green, Chard*                                                 

Green, Collards                                                 

Green, Kale                                                 

Green, Lettuce*                                                 

Green, Spinach*                                                 

Green, Tatsoi                                                 

Leeks                                                 

Onions, Green                                                 

Onions: Multi-color                                                 

Peas, Black-eyed                                                 

Peas, Green                                                 

Peas, Sugar 
Snap/Snow                                                 

Peppers, Green                                                 

Peppers, Hot                                                 

Peppers: Multi-color                                                 

Potatoes                                                 

Pumpkins                                                 

Radish                                                  

Squash, Winter                                                 

Squash, 
Yellow/Zucchini                                                 

Sweet Potatoes                                                 

Tomato, 
Cherry/Grape                                                 

 

Turnips                                                 
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III. Economic comparison: conventional and local food purchases 

Financial Analysis: Cost Implications of Local Sourcing for JABA 

 
Charlottesville’s local food production markets are robust. There is a diversity of local 
producers available to supply in-season products to JABA. The question is, under what 
conditions does it make financial sense for JABA to convert to more locally grown 
produce? This financial analysis used invoice data from calendar year 2007 from JABA’s 
Mountainside and Hillsdale facilities to create a base year from which analysis of 
projected costs of local substitutions could be made. Data provided in the following 
sections are based on 2007 invoices.  
 
JABA began purchasing local produce during June 2008, with the goal of replacing at least 
one produce component in each meal. At JABA, each meal served has five components: 
vegetable, fruit, dairy, protein and grain. JABA developed a meal-portion metric such that 
if one of the five components is locally sourced, 20% of menu was considered locally 
sourced. We suggest a financial metric to complement this meal-portion metric. A 
diversity of metrics can be used to frame the JABA Community Food System Project to 
constituents, but ongoing economic feasibility should be considered a core benchmark of 
success. Economic feasibility can be demonstrated by replacing conventional food items 
with local items when local items are available for equivalent or lower prices. The cost 
savings generated would allow for the purchase of additional local food items that may 
require a higher price compared to the conventional food item.  
 
This report focuses on JABA independently expanding its use of local food to increase the 
nutritional content of menu offerings for its clients and to promote itself as a community 
leader in strengthening the local agricultural economy. However, JABA’s local food 
sourcing goals could be broadened to include three distinct phases that link it with the 
Charlottesville community to create a local food network.  
 
Phase I focuses on JABA as a stand-alone institution expanding its operating strengths, 
while Phases II and III require co-investment with community partners dedicated to 
expanding the local food market: 
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Phase I, addressed in this report, explores replacing conventionally sourced food products 
with locally sourced products that were available on the original purchase date. This is an 
“apples for apples” analysis and did not consider opportunities to replace menu items that 
are not available locally with regional crops (for example, replacing grapefruit with 
peaches). At JABA’s request, the primary aim of Phase I analysis was to gain insights into 
the products which might generate cost savings and to gain a better overall picture of how 
the food purchasing costs were being allocated across products and product categories.  
 
Historically, Standard Produce and Cavalier Produce supplied JABA with all fresh fruits 
and vegetables and used paper, rather then electronic, invoices. The database developed 
using 2007 invoice data, therefore, showed summary information of where JABA’s dollars 
were flowing when fresh items were purchased. Invoice information from USFoodservice 
was delivered electronically to the Community Food System Project team and included 
categories such as fresh, frozen, canned and processed fruits and vegetables. This 
comprehensive database provides an overview of all the purchases of fresh, frozen, 
canned or processed fruits and vegetables made by JABA in 2007. Although the data is 
likely imperfect, it generates a strong picture of the purchasing trends at JABA and conveys 
powerful findings about its spending patterns. 
 
The percentage distribution of dollars spent on produce product categories from JABA’s 
2007 invoices are shown in Table 4 below. Fresh fruits and vegetables accounted for 
nearly 50% of the total dollars spent on all fruit and vegetable categories. Canned, frozen 
and dehydrated fruit and vegetable products make up the remaining 50%. This finding is 
not entirely unexpected given the required purchase of frozen and processed goods for 
use during winter months. It also sets the stage for Phase II and Phase III of a broader 
Charlottesville Community Food System Project, as processing, freezing and canning 
represent areas for future investment when local foods replace conventional products.  
 

 

PHASE III: 
Assist in developing a   
community canning  
and dehydrating                                                                                   
facility in order to  
process local produce 
items for ongoing off-
season use.  

 

PHASE II: 
Purchase processing                        
equipment and employ 
labor to shred fresh bulk 
produce (for menu items 
such as coleslaw) and 
purchase additional 
storage space in order to 
freeze in-season produce 
for off-season use. 

 

PHASE I: 
Replace conventionally  

sourced fresh fruit and 
vegetable products with 
local fresh fruit and 
vegetable products, when 
available from local 
farmers on the date of 
purchase. 
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Table 4: Percentage Breakdown of JABA Spending by Category in 2007 

 
 
 
Analysis of JABA’s 2007 produce invoices revealed that the primary food products JABA 
currently purchases in the canned and/or processed category, included in the 27% of 
spending shown in green above, are:  

!  Apples 
!  Peaches 

!  Pears 
!  Sweet potatoes 

!  Tomatoes 

These food items are all products that could be sourced locally and processed for winter 
use in a Charlottesville community processing facility. 
 
Frozen products that are grown locally, but were conventionally sourced by JABA in 
2007, included in the 21% of spending shown in red above, are: 

!  Green beans 
!  Carrots 

!  Summer squash 
!  Broccoli 

!  Spinach 

 
Comparative prices of these items, as well as prices for additional select produce items, 
are outlined in Table 5: Comparative Prices. For each item the lowest and highest price 
provided by the farmers in the project survey was recorded and the two were used to 
develop an average price. These prices are compared against the conventional prices that 
JABA currently pays for the food products, in fresh, frozen or canned forms. The farm 
source for high and low price points, is referenced in the table and shows the 
extraordinary price variability as well as which farms are supplying at which price points. 
To gain better insight into the true average price in the local marketplace, the farm survey 
should be conducted on a broader scale within the local region. Although Table 5 gives a 
good benchmark for the price range in the local markets, the data results would be 
strengthened by additional price points from a greater number of farms in the region.  

Fresh Fruits 
and Vegetables 

47% 

Frozen 
Vegetable 

21% 

Canned Fruits 
and Vegetables 

27% 

Dehydrated 
Potatoes 

5% 
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Table 5: Comparative Pricing 

KEY 
BOWA Ð Best of WhatÕs Around NF Ð Nelke Farm STD Ð Standard Produce 
GNGF Ð Grunt & Gobble Farm PLSH Ð Ploughshare Farm USF Ð US Foodservice 
H&BP Ð Horse & Buggy Produce RBF Ð Roundabout Farm  SRF Ð Split Rock Farm  
LFS Ð Local Farm Source, Unspecified  
 

  EACH PRICE  Average  LB. PRICE  Average   Conventional  

  

Product 

 Low  Source  High  Source  Price   Low  Source  High  Source  Price   Price   Source  

                            

Apples            $1.00  H&BP  $1.00  H&BP  $1.00   $0.73   USF  

Blueberries  $4.50  GNGF  $4.50  GNGF  $4.50             $5.50   STD  

Melon, 
Cantaloupe 

           $0.65  H&BP  $1.00  RBF  $0.83   $0.91   STD  

Melon, 
Honeydew 

           $0.65  H&BP  $1.00  RBF  $0.83   $1.00   STD  

Melon, 
Watermelon 

           $0.50  H&BP  $0.50  H&BP  $0.50   $1.00   STD  

Nectarines            $2.00  H&BP  $2.00  H&BP  $2.00      

Peaches            $1.25  H&BP  $1.75  H&BP  $1.50      

Plums            $2.00  H&BP  $2.00  H&BP  $2.00      

Raspberries            $3.25  LFS  $3.25  LFS  $3.25      

Fr
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Strawberries            $3.75  H&BP  $5.00  BOWA  $4.38   $3.50   USF  

                            

Basil  $3.00  SRF  $3.00  SRF  $3.00   $12.00  H&BP  $12.00  H&BP  $12.00      

H
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b
 

Parsley  $2.00  SRF  $2.00  SRF  $2.00                

                            

Asparagus            $4.00  BOWA  $4.00  BOWA  $4.00   $2.83   STD  

Beans, Green            $1.00  NF  $5.00  BOWA  $3.00   $0.68   USF  

Beets            $1.00  RBF  $2.00  H&BP  $1.50      

Broccoli  $1.75  NF  $1.75  NF  $1.75   $1.00  PLSH  $3.00  BOWA  $2.00   $1.09   USF  

Cabbage, 
Green 

 $2.00  H&BP  $3.00  H&BP  $2.50   $0.40  NF  $1.00  RBF  $0.70   $0.55   STD  

Cabbage, Red  $2.00  H&BP  $3.00  H&BP  $2.50   $0.40  NF  $1.00  RBF  $0.70   $0.80   STD  

Carrots            $0.75  PLSH  $2.00  H&BP  $1.38   $0.44   STD  

Cauliflower            $1.00  PLSH  $3.00  BOWA  $2.00   $1.03   USF  

Corn  $0.50  H&BP  $0.50  H&BP  $0.50             $0.39   USF  

Cucumber   $0.30  NF  $0.30  NF  $0.30   $0.75  RBF  $1.25  H&BP  $1.00   $0.65   STD  

Eggplant            $1.00  NF  $3.00  BOWA  $2.00      

Green, Chard  $1.00  RBF  $2.00  SRF  $1.50   $1.00  NF  $4.00  BOWA  $2.50      

Green, 
Collards 

 $1.00  RBF  $2.00  SRF  $1.50   $1.00  NF  $4.00  BOWA  $2.50   $0.92   USF  

Green, Kale  $1.00  RBF  $2.00  SRF  $1.50   $1.00  NF  $4.00  BOWA  $2.50      

Green, Lettuce  $1.00  NF  $2.50  H&BP  $1.75   $4.00  BOWA  $8.00  RBF  $6.00   $1.00   STD  

V
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Green, 
Spinach 

 $2.00  SRF  $2.00  SRF  $2.00   $4.00  PLSH  $5.00  BOWA  $4.50   $0.85   USF  
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Onions, 
Green 

           $1.25  H&BP  $1.50  H&BP  $1.38   $0.50   STD  

Onions: Multi-
color 

           $0.65  PLSH  $2.50  SRF  $1.58   $0.63   STD  

Peas, Green  $4.00  BOWA  $4.00  BOWA  $4.00   $3.00  H&BP  $3.00  H&BP  $3.00   $0.75   STD  

Peas, Sugar 
Snap 

           $4.00  SRF  $4.00  SRF  $4.00   $1.21   STD  

Peppers, 
Green 

           $0.60  NF  $5.00  BOWA  $2.80   $1.15   STD  

Peppers: 
Multi-color 

           $0.60  NF  $5.00  BOWA  $2.80   $2.50   STD  

Potatoes            $0.70  PLSH  $3.50  BOWA  $2.10   $0.45   USF/STD  

Squash, 
Winter 

           $0.70  NF  $2.00  SRF  $1.35   $1.22   STD  

Squash, 
Yellow and 
Zucchini 

           $0.75  PLSH  $3.00  BOWA  $1.88   $1.00   STD  

Sweet 
Potatoes 

           $0.80  PLSH  $2.00  H&BP  $1.40   $0.49   STD  

Tomato, 
Standard 

           $0.68  PLSH  $3.00  BOWA  $1.84   $1.18   STD  

 

Tomato, 
Cherry and 

Grape 
 $3.00  SRF  $3.00  SRF  $3.00   $4.00  RBF  $4.00  RBF  $4.00   $2.13   STD  

                            

 
 
In Table 6: Comparative Cost % +/- to Conventional Prices, the low, average and high 
local farm prices are represented as a percentage increase or decrease compared to the 
conventional prices currently paid by JABA. This table provides a visual outline of the 
products that could provide a cost benefit to JABA if sourced locally, especially from a 
wholesale farmer at the lower end of the price spectrum or a local foods distributor 
contracting for large volumes of local products at reduced prices. The table shows that 
prices for fresh versus frozen or canned goods differ greatly and there will likely be 
significant additional costs incurred to exchange fresh, local produce for bulk, frozen 
products. The ramifications of sourcing local produce as a replacement for conventional 
frozen and canned goods are likely challenging from a financial perspective. A specific 
example, drawn from the data, proves this point: purchasing fresh spinach in the local 
markets at $4.00-$5.00/lb. versus paying $0.85/lb. to purchase bulk frozen spinach 
represents a cost increase of over 400% on average. Therefore, although spinach is 
available for purchase as a fresh product in the local markets, JABA will have to weigh its 
investment in local foods that are sold at premium prices.  
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Table 6: Comparative Cost % +/- to Conventional Prices 

 KEY          

  possible price savings with wholesalers 

  price increases of less than 15%, reasonable product to approach strategically for purchase 

  price increases of over 100%, often correlates with frozen or processed 

  Product  % +/- in Cost   % +/- in Cost   % +/- in Cost   Majority of  

     Low Price   Average Price   High Price   Current Use  

            

Apples 37% 37% 37% Fresh and Canned 

Blueberries -18% -18% -18% Fresh 

Melon, Cantaloupe -29% -9% 10% Fresh 

Melon, Honeydew -35% -18% 0% Fresh 

Melon, Watermelon -50% -50% -50% Fresh 
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Strawberries 7% 25% 43% Fresh 
            

Asparagus 41% 41% 41% Fresh 

Beans, Green 47% 341% 635% Frozen 

Beets       Canned 

Broccoli -8% 83% 175% Frozen 

Cabbage, Green -27% 27% 82% Fresh 

Cabbage, Red -50% -13% 25% Fresh 

Carrots 70% 213% 355% Fresh and Frozen 

Cauliflower -3% 94% 191% Frozen 

Corn 28% 28% 28% Frozen 

Cucumber  15% 54% 92% Fresh 

Eggplant       N/A 

Green, Chard       N/A 

Green, Collards 9% 172% 335% Frozen 

Green, Kale       N/A 

Green, Lettuce 300% 500% 700%  Fresh  

Green, Spinach 371% 429% 488%  Frozen  

Onions, Green 150% 175% 200%  Fresh  

Onions: Multi-color 3% 150% 297%  Fresh  

Peas, Green 300% 300% 300%  Frozen  

Peas, Sugar Snap 231% 231% 231%  Frozen  

Peppers, Green -48% 143% 335%  Fresh  

Peppers: Multi-color -76% 12% 100%  Fresh  

Potatoes 56% 367% 678%  Fresh and Dehydrated  

Squash, Winter -43% 11% 64%  Fresh  

Squash, Yellow and Zucchini -25% 88% 200%  Fresh and Frozen  

Sweet Potatoes 62% 184% 306%  Fresh  

Tomato, Standard -42% 56% 154%  Fresh and Canned  
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Tomato, Cherry and Grape 88% 88% 88%  Fresh  
            

 
The financial analysis focused on the complete invoice data from 2007 for JABA’s 
Mountainside and Hillsdale facilities. The budget dollars spent on fresh, frozen and 
canned produce for these two facilities was $50,556 in 2007. The six primary categories 
represented in the budget as a percentage of this total spending were: 
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Table 7: 2007 Expenditures Breakdown by Category 

Product Total Cost 2007 % of Spending 

Fresh Fruit  $                   11,990.66  23.72% 

Fresh Vegetable  $                   11,865.06  23.47% 

Frozen Vegetable  $                   10,858.94  21.48% 

Canned Fruit  $                     8,499.13  16.81% 

Canned Vegetable  $                     4,918.97  9.73% 

Dehydrated Potatoes  $                     2,422.93  4.79% 

 

 
 
This shows that almost equal budget dollars were spent on fresh fruit, fresh vegetables and 
frozen vegetables in 2007. This repeats, in part, what was shown in Table 4, namely, that 
50% of the JABA produce spending is on fresh fruits and vegetables and the other 50% is 
on canned, frozen and dehydrated goods, but breaks the categories out to a greater to 
degree. 
 
When the budget is divided along specific product lines, the top 25 product expenditures 
in 2007 were: 
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Table 8: 2007 Budget Breakdown by Product 

Product Total Cost 2007 % of Spending 

Banana, Fresh $            2,882.18 5.70% 

Cantaloupe, Fresh $            2,512.59 4.97% 

Potatoes, Dehydrated  $            2,422.93 4.79% 

Vegetable Mix, Frozen $            2,222.19 4.40% 

Broccoli, Frozen $            2,131.96 4.22% 

Potatoes, Fresh $            2,062.25 4.08% 

Apple, Processed $            2,003.98 3.96% 

Lettuce, Fresh $            1,908.99 3.78% 

Fruit Cocktail, Canned $            1,504.54 2.98% 

Carrot, Frozen $            1,476.09 2.92% 

Tomato, Fresh $            1,445.44 2.86% 

Fruit Salad, Fresh $            1,437.57 2.84% 

Grapes, Fresh $            1,218.62 2.41% 

Green Beans, Frozen $            1,141.20 2.26% 

Beans, Canned $            1,117.31 2.21% 

Oranges, Fresh $            1,093.05 2.16% 

Fruit Cup, Processed $            1,058.30 2.09% 

Cabbage, Fresh $            1,058.16 2.09% 

Oranges, Canned $               943.08 1.87% 

Peach, Canned $               901.80 1.78% 

Apple, Fresh $               896.70 1.77% 

Onions, Fresh $               859.57 1.70% 

Baked Beans, Canned $               858.14 1.70% 

Sweet Potatoes, Canned $               763.27 1.51% 

Pineapple, Canned $               759.49 1.50% 

 
Note that the number one expenditure item in 2007, bananas, represents a food product 
that cannot be sourced locally. If you conservatively define the apple season from mid-
June through November, then $1,326 worth of bananas was purchased by JABA during 
the local apple season. Additionally, $1,021 was spent on bananas during the peach and 
pear seasons, which run from June through October. Although JABA likely desires to 
continue to provide bananas to its clients for a variety of palate and nutritional content 
reasons, a percentage of banana purchases could be replaced with local peaches and 
pears to reduce dependence on internationally-sourced products. Similarly, $215 was 
spent on red and white grapes during the same time period of availability of local, 
seasonal fruit.  
 
Following are key metrics to help contextualize what JABA might have done differently in 
2007 to use more local produce. In 2007, JABA spent $5,398 on conventional (non-local) 
produce when the same types of fresh fruits and vegetables were available locally. The 
$5,398 represents 10.7% of the $50,556 dollars spent by JABA on conventional (non-
local) produce, in fresh, frozen and canned forms in 2007.  
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Table 9: Conventional Produce – replaceable with local produce 

 
 
However, once again, this data represents an “apples to apples” analysis. It is possible for 
JABA to begin to increase the 10.7% of replaceable items from 2007 as it begins to 
replace a portion of its items, such as bananas, with local items, such as peaches, and 
replace frozen products with fresh, locally available products.  
 
In 2007, the total dollar amount spent on meals for the two JABA study facilities was 
$272,344 ($66,280 at Hillsdale and $206,064 at Mountainside). The $50,556 spent on 
produce, in fresh, frozen and canned forms represents 18.56% of the total budget for 
meals at JABA in 2007.  

Table 10: JABA Produce Expenditures in 2007 
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In 2007, JABA spent $5,398 on products that could have been sourced locally, which was 
approximately 2% of the total spent on meals in that year. Therefore, if JABA wants to 
significantly increase the percentage of local food in its total meal-spending portfolio, 
additional storage space for frozen produce, increased food processing capacity and a 
community processing and/or canning facility should be considered for the future of the 
local foods initiative.23  
 
A financial model was created using a low, average and high price for each product to 
analyze the anticipated spending increases or decreases that JABA would have 
encountered in 2007 had it sourced those products locally. The model compared the 
anticipated increased/decreased costs of total spending due to local prices and thereby 
provided a method for reviewing which food products might have a cost benefit to JABA. 
In order to do these calculations, the quantity ordered (‘Q’) was multiplied by the price 
per pound for both conventional and local produce items: 

(Q x Conventional Price/Lb. = Total Conventional Cost) 

(Q x Local Price/Lb. = Total Local Cost) 

The difference between the conventional and local total costs was then calculated: 

(Total Conventional Cost Ð Total Local Cost = Difference in Cost) 

The model adds the difference in cost for each product to calculate the cost increase or 
savings that JABA would have had at each point on the price spectrum: low, average and 
high. The model was divided by product, therefore products that generated a cost savings 
rather than increased spending were apparent. 
 
An example of how these calculations were performed for each invoice line item is as 
follows:  

Table 11: Financial Model Analysis, Example Product 

Location Mountainside 
Product Cabbage, Green 
Original Source Standard Produce 
Category Fresh Vegetable 
Purchase Date 8/10/2007 
Quantity 25 Lb. Bag 
Original Cost $13.50 
Original Price/Lb. $0.54 
*Low Price, Farm Survey $0.40 
Quantity 25 Lb. Bag 
Cost at New Price $10.00 
+/- in Cost -$3.50 

*The model was built to change this 
value to the low, average, or high 
farm price based on which model 
driver was selected (1 for low, 2 for 
average, and 3 for high). 
 

                                            
23 Extending the local food substitution strategy to other food categories, such as meat and dairy, could also 
improve JABA’s local food portfolio. 
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Based on the 2007 invoices, JABA would have expected to pay the following additional 
amounts for each price point (low, average or high) from the farmer survey:  

Table 12: Total Predicted 2007 Spending Increases Based on Local Products 

At Low (Wholesale) Prices:  + $3,589.00  

At Average Prices:  + $10,606.59  
At High (Retail) Prices:  + $17,624.18  

 
However, the model was built with the assumption that all demand could be sourced at 
each of the price points: low, average and high. In reality, there will likely be a range for 
every local food product purchased, or a flat price will be structured by a local foods 
distributor who will then execute the contracts to meet all supply requirements. Therefore, 
these numbers are intended as approximate benchmarks to develop an analytical 
understanding that the costs associated with JABA’s local foods initiative are highly 
correlated with the prices demanded by area farmers.  
 

If there is one fundamental driver of the cost increases or 
savings that result from the local foods initiative at JABA, it is 
the prices demanded by area farmers. In the farm surveys, prices 
sometimes were 100-200% higher at one farm compared to 
another.  
 
Reducing price variability through better management of 
demand and contracting with farmers is a key goal for JABA and 
the Community Food System Project. 

 
The following products have the greatest potential to generate savings for JABA if they are 
purchased from local suppliers. Given price information supplied in the farm surveys 
conducted in August 2008, if JABA had purchased the following products from local 
markets rather than conventional sources in 2007, reduced prices would have resulted.  
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Table 13: Products, Local Wholesale Price is Below Conventional Price 

Blueberries 

Melon, Cantaloupe 

Melon, Honeydew 

Melon, Watermelon 

Broccoli 

Cabbage, Green 

Cabbage, Red 

Cauliflower 

Peppers: Multi-color 

Squash, Winter 

Squash, Yellow and Zucchini 

Tomato, Standard 

 
Three of these items: cantaloupes, tomatoes and cabbage represent high percentage items 
on the total breakdown of the spending budget in 2007 at 4.97%, 2.86% and 2.09% 
respectively (see Table 8: 2007 Budget Breakdown by Product). Therefore, purchasing 
these items when they are in season will have the most significant effect on the total 
amount of food sourced locally by JABA.   
 
Additionally, the following products were recognized as having reasonable price 
premiums when sourced locally (defined as 15% or less for the purposes of this study) and 
are therefore worth considering as an investment in the local farm community and food-
sourcing model for JABA. Select products, such as tomatoes or strawberries, may have 
nutritional or taste features that JABA can use to justify paying a premium cost and should 
consider defining its threshold premium(s) for products sold at higher prices. 

Table 14: Products, Local Price Premium is 15% or Less 

Cucumber 

Green, Collards 

Onions: Multi-color 

Strawberries 

 
Price is a critical driver in the analysis of how cost effective locally sourced foods can be. 
At the lower end of the pricing spectrum (wholesale prices), there were a variety of 
products that would generate cost savings for JABA. However, if JABA is expected to pay 
high-end retail prices for local farm products, the cost of converting to local food sources 
rises dramatically from $3,589 to $17,624 – a difference of $14,035. JABA will therefore 
need to communicate with farmers about a reasonable middle ground on pricing, or price 
reductions, based on a contract for larger quantities of certain crops each season.  
 
Encouraging the dialogue between institutional buyers and farmers is a critical component 
to the success of building effective local food production and distribution systems in and 
around the local region. As the local food network scales up and more institutional buyers 
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become involved, identifying the appropriate price points for local food products will be 
vital to projecting cost increases or decreases for high-volume food purchasers as well as 
farmers. 
 
Increased food costs are not the only additional costs that JABA could potentially incur 
when switching to a local food-purchasing model. Kitchen costs, such as labor, washing, 
cutting and other processing steps prior to cooking and serving, are anticipated to rise as 
increased preparation of local farm produce is required. A total approximate investment of 
$5,200 annually is anticipated to prepare local foods for use in JABA’s kitchen at the 
Hillsdale facility. The inputs and assumptions are outlined below: 

Table 15: Additional Kitchen Costs (Hillsdale) 

Weeks per year 52 

Additional average hours of preparation added per week 10 

Hourly wage for JABA staff  $10.00  

Annual kitchen budget for labor  $140,000.00  

Additional annual costs resulting from local food sourcing  $5,200.00  

Percentage of budget increase 3.71% 

 
There will also be increased costs at the Mountainside facility, which has a greater scale of 
meal production than the Hillsdale facility and produces about three times the quantity of 
meals. Therefore, an approximate additional cost of $15,600 ($5,200 x 3 staff members) 
will be incurred by the Mountainside facility. The additional kitchen costs noted above 
assume additional labor requirements for 52 weeks per year. These costs will be lower if 
additional food preparation labor is needed only during certain, seasonally months.  
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IV. Exemplary Local Food Programs for Seniors in the U.S. 
Local food is becoming increasingly popular nationwide. Farmers markets, ‘Buy Fresh Buy 
Local’ campaigns and other initiatives are spreading the word about fresh, local (and often 
organic) food to communities at large. San Francisco, for example, has a number of 
organizations and publications that cater to the growing local food movement in that city 
(see www.cuesa.org for examples). These efforts reconnect people to their food sources 
and support sustainable agriculture in the region. 
 
While the local food movement has been active for many years, there are fewer examples 
of linkages between local food production and senior communities.  The research 
conducted for this study suggests that JABA is on the cutting edge of national initiatives 
that link seniors to local food networks. Organizations such as CISA (Community Involved 
in Sustaining Agriculture) and Rockridge Retirement Community in Massachusetts, as well 
as Master’s Table Farm Markets, Hartford Food System and New Milford Hospital in 
Connecticut have programs that use fresh, local food in a variety of ways to serve the 
senior communities in their respective areas. Some of these have been operating for 
several years, but others have evolved more recently. While each effort is uniquely 
designed for its local conditions, it would appear all encounter similar challenges to using 
local food. These challenges include:  

!  Finding distributors that sell and deliver local 
produce/products; 

!  Working within the strict regulations of state and 
federal agencies; 

!  Affording higher prices for local produce; 
!  Obtaining reliable supplies of local food in needed 

quantities; and 
!  Managing the expectations of local farmers to 

command retail prices in their direct contact with 
purchasers. 

 
CISA’s Local Hero campaign is a ten-year old, independent ‘Buy Local’ campaign that 
creates a network to connect local farmers to organizations that want to buy local food. 
The retirement communities that they have worked with typically look at the use of local 
food as an amenity in their marketing approach to local seniors, rather than as a link with 
the community or a health benefit. 
 
Rockridge Retirement Community is an exception to CISA’s “typical retirement 
community”. Rockridge joined CISA to be in touch with a local farmer who would set up 
a weekly, on-site, farmers market for residents, staff, guests and neighbors. About a year 
later, in July 2008, they had their first farmers market. 
 

JABA is on the 
cutting edge of 

national 
initiatives that 
link seniors to 

local food 
networks. 
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The Master’s Table Farm Market program, funded through the Connecticut Department of 
Agriculture, is a response to a market need of seniors in the community for fresh fruits and 
vegetables. The three farm market sites are senior centers in the towns of Middlebury, 
Morris and Washington. The markets cater to seniors through timing (markets are held 
earlier in the day 10:30 – 12:00); pricing (farmers are requested to extend a 10% 
discount); and location. A critical component to this program’s success was early social 
marketing. The program’s director visited each site and held a kick-off event where she 
and the seniors had a chance to get to know each other. In addition to the farm markets, 
the program offers nutrition and health classes at each of the senior centers to correspond 
with the market day. Funding for this program ends in November 2008. 
 
Hartford Food System, founded in 1978, currently has three different approaches to 
addressing “the underlying causes of hunger and poor nutrition facing lower-income and 
elderly Connecticut residents”24 including urban gardens, a CSA, a farm market and its 
Healthy Retailer initiative. This non-profit organization is now far more effective in 
delivering its programs because of success in diversifying its staff over the past five years. 
Cultural literacy has enabled better connections with the community and neighbors, 
leading to programs that respond to community needs. 
 

!  Three urban garden sites recently replaced a farm about 20 miles away as a place 
to conduct youth agriculture and nutrition programs. These local sites are much 
more successful than the distant location had been. The farm now hosts a 30 –
share CSA.  

 
!  The farm market site is a senior center selected by the participant farmers after the 

Hartford Food System staff had presented them with three options: a church, the 
health department and the senior center. The farmers set the prices, but are asked 
to consider the local neighborhood, which is low-income and has many immigrant 
families. Based on the cultural diversity of the neighborhood, crops were suggested 
to the farmers (kakalo, for example, is a green commonly used in the Caribbean). 
The farm market has six participant farmers that all sell produce, berries, preserves, 
pies and potatoes. There are currently no dairy or meat farmers involved. 

 
!  The Healthy Retailer program is a response to the needs of low-income and elderly 

people in the community. This innovative initiative engages local food retailers to 
convert 5% of their junk food footage to fresh food every year. Hartford Food 
System staff negotiates with distributors for better prices on fresh food for 
participating stores. Storeowners are eager to join the program because it’s good 
marketing in a market that is highly competitive. There are currently 40 
participating corner stores and bodegas. Hartford Food System staff checks, with a 
tape measure, that storeowners are increasing the footage every year. 

 

                                            
24 Hartford Food System website. www.hartfordfood.org. Retrieved 23 September 2008 
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New Milford Hospital’s Plow-to-Plate initiative, led by its Vice-President for External 
Affairs, Marydale DeBor, enables the hospital to position itself as a community leader in 
disease prevention. The program began in January of 2006 with then-dining facilities 
management company, Sodexco. Due to dissatisfaction with Sodexco’s response to the 
Hospital’s desire to use local food, and with the help of John Turenne25, a request for bids 
was put out to other dining management providers articulating the requirements of the 
hospital to serve fresh, local food in its cafeteria and to its patients. In June 2007, the 
hospital contracted with Unidine for its dining services. The program has seen much 
community support, including from the mayor, who along with her staff, walks to the 
hospital from her office to eat in the hospital’s cafeteria. A dinner meeting with potential 
local suppliers introduced them to the Unidine team as well as Marydale, John and other 
hospital personnel. The meeting provided an opportunity for the hospital to explain their 
program and desire to work with local producers to promote healthy food options to the 
New Milford community. In addition to using local food in its dining services, a ‘Right to 
Farm Ordinance’ toolkit is being developed to assist other communities with their own 
local food concerns. 
 
It may be too early to tell if all of these programs will be successful, but what is apparent is 
that these community-minded organizations are responding to needs within their 
communities and constituencies. The same model will not work in every situation, but, as 
more organizations try a variety of initiatives, lessons are learned, passed along and 
improved upon by other communities. Several of these programs could help JABA reach 
out to the community and promote its local food initiative. A farmers market at JABA 
locations, for example, would bring greater attention to the services JABA provides and 
engage the community in its fresh, local food initiatives. Additionally, a ‘JABA Cares Café’, 
where clients, staff and neighbors could gather for a delicious meal made from fresh, local 
food, could be Charlottesville’s answer to Chez Panisse. 

 

                                            
25 “John Turenne is internationally recognized for his innovative leadership approach in an extensive senior 
management and culinary career spanning over 25 years in the food industry.” 
www.sustainablefoodsystems.com. Retrieved 23 September 2008. 
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Case Studies – August 2008 

Community Involved with Sustaining Agriculture (CISA) 

 
 
1 Sugarloaf St. 
South Deerfield, MA 01373 
(413) 665-7100 
www.buylocalfood.com 
Contact: Devon Whitney-Deal and Claire Morenon 
 

PROJECT DESCRIPTION 
• CISA’s Local Hero campaign is an independent ‘Buy Local’ campaign that creates a 

network to connect local farmers to organizations that want to incorporate local 
food into their organization. The retirement communities that they have worked 
with generally look at the use of local food as an amenity in 
their marketing approach to local seniors.  

• The Local Hero campaign, including logo, is a ten-year old 
program.  

 
LOCAL FOOD 

• A local distributor (Squash, Inc.) uses local food and has a good reputation with the 
farming community. 

• Local farms have CSAs and are used to selling retail directly to customers, 
therefore, they are not interested in wholesale. Larger farms (200+ acres) sell 
wholesale to distributors. 

• There is already local food in the food stream (by default, when local food is less 
expensive, some of the large distributors purchase it), but it may not be identified as 
‘local’. CISA aims to get distributors to label food as 
local so that it can be identified by consumers. 

• ‘Local’ is defined as the Pioneer Valley (Franklin, 
Hampden and Hampshire counties) 

 
COMMUNITY INVOLVEMENT 

• CISA represents farmers and has several farmer 
members that have crops to sell, but need a market. 

• A challenge for farmers interested in working with institutions is the ability to create 
invoices that are required by distributors. 

• Farmers ask themselves, ‘Is it sustainable for me to work with a large distributor?’, 
considering the added business costs, greater quantities and lower product prices. 

• Some organizations and institutions buy from specific farmers and may have 
limited interest in expanding that network. For example, a personal relationship is 
formed, but not necessarily dedication to the local food movement. 
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Franklin County Community Development Corporation – Food Processing Center 

       
 
324 Wells St. 
Greenfield, MA 013701 
(413) 774-7204 
www.fccdc.org 
Contact: Larry DiLuzio 
 

PROJECT DESCRIPTION 
• The Franklin County Community Development Corporation, a non-profit 

organization, opened the Food Processing Center in 2001. This year, seven years 
after it opened, the Center may break even. 

• The Food Processing Center was built with a grant from the USDA and FDA. 
• In the beginning, marketing was  challenging and much community outreach was 

needed to draw users to the Center. 
 
LOCAL FOOD 

• FCCDC saw the Food Processing Center as a way to sustain local agriculture, 
support food entrepreneurs and create jobs. 

• During the growing and harvest season, there are two or three shifts using the 
Center each day. During other times of the year, only one shift is typically 
scheduled. 

 
FOOD PREPARATION 

• The Food Processing Center includes a community 
kitchen and processing facility, storage (dry, cold 
and frozen), shared office space and 
shipping/receiving facilities. 

 
COMMUNITY INVOLVEMENT 

• Training is provided to use the Food Processing 
Center. Alternatively, the Center is able to co-pack ( contract manufacturing for 
farmers and small, local businesses) by using temp labor. 

• A few members have recently outgrown the Center and now have their own 
processing facilities, so new members are being sought.  

• The FCCDC has business planning and marketing classes available for 
entrepreneurs who use the Center. 

• Franklin County Meal on Wheels recently began using the Center to heat and pack 
the meals it delivers to county seniors. Meals on Wheels receives $1.2 million 
annually from state and federal funding and serves approximately 140,000 meals 
each year. (http://www.recorder.com/story.cfm?id_no=5120300. Retrieved 12 August 2008) 
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Hartford Food System 

 
 
86 Park St (2nd Floor) 
Hartford, CT 06106 
 (860) 296-9325 
www.hartfordfood.org 
Contact: Jerry Jones 
 

PROJECT DESCRIPTION 
• Hartford Food System (HFS) has several initiatives to “address the underlying 

causes of hunger and poor nutrition facing lower-income and elderly Connecticut 
residents” including urban gardens, a CSA, a farmers market and its Healthy 
Retailer initiative. 

 
Agriculture: 

• Currently, there are 3 urban agriculture sites, which have better 
community participation than the single site previously used in 
Granby, CT (north of Hartford).  

• CSA with 30 shares (currently, 12 shares are sold) 
 
Farm Market: 

• The farm market program began this year and will be open until November. 
• Three site options were selected by HFS: a church, the health department and the 

senior center. Farmers paid $100 to participate in the market and, collectively, 
selected the final location from the three options presented. 

• The farmers set prices and are encouraged to consider the neighborhood where the 
market is located, which is a lower income neighborhood with many immigrant 
families. Based on the cultural diversity of the neighborhood, HFS suggested crops 
to the farmers (e.g. kakalo – a green commonly used in the 
Caribbean). 

• Six farmers sell at the farm market. All sell produce, some have 
berries, preserves, pies and potatoes. There are currently no 
dairy or meat farmers at the farm market.  

• One of the initial challenges was that local farmers are reluctant 
to go outside of an east-west band through Hartford; they are 
used to selling to commuters and customers who can afford to 
pay more for fresh, local food. 

 
Healthy Food Retailer initiative: 

• Much of the population HFS serves are limited to corner stores and bodegas for 
grocery shopping. This innovative initiative engages local food retailers to convert 
5% of their junk food footage to fresh food every year. HFS negotiates with 
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distributors for better prices on fresh food for participating stores and stores are 
eager to join because it’s good marketing in a market that is highly competitive. 

• Currently, there are 40 participating corner stores and bodegas. 
• HFS checks, with a tape measure, that retailers are increasing the footage every 

year. 
• This initiative is the result of HFS overcoming a cultural literacy challenge in its 

staffing. 
 
COMMUNITY INVOLVEMENT 

• Five or six years ago the staff was all white, now it’s more diverse. A better 
connection has been created with the community and neighbors, which has lead to 
programs that respond to community needs. 

• One of the challenges the HFS staff identified was the lack of fresh food at corner 
stores and bodegas, where many people shop for food on a daily basis. Due to lack 
of nearby grocery stores and transportation, these are sometimes the only food 
purchasing option for low income and elderly people in the community. 
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Master’s Table Farm Market 

  
 
294 Nettleton Hollow Road 
Washington, CT 06793 
(860) 619-0075 
www.masterstablefarmmarket.com 
Contact: Emily Brooks 
 

PROJECT DESCRIPTION 
• The Master’s Table Farm Market is a pilot project of BRIDGES Healthy Cooking 

School. The project seeks to create ‘a viable Senior Farmers Market Nutrition 
Program (SFMNP) for the Connecticut Department of Agriculture based on the 
Dietary Guidelines for Americans and the USDA nutrition program 
recommendations and nutritional requirements for seniors.’ 
(http://masterstablefarmmarket.com/whatweare.aspx Retrieved 12 August 2008) 

• Emily Brooks, a trained chef, contacted the Connecticut Agriculture Department to 
see what was lacking in the food system and what funding was available. Research 
revealed that the diets of seniors lacked specific nutrients that could be found in 
fresh fruits and vegetables, so she created the Master’s Table Farm Market project 
to address that need.  

• The project will be completed on November 1, 2008, and the results will be 
presented to the Agriculture Department in the form of a ‘Master’s Table Farm 
Market Program & Training Guide’. 

• BRIDGES will present the results to local Aging Agencies, as well as other state and 
federal agencies, with recommendations for future programs specializing in 
providing support to seniors. It is hoped that funding will be found to continue the 
farm markets next season. 

• Master’s Table Farm Market hours are earlier in the day (10 :30 – 12:00) to cater to 
seniors. Typically, farmers markets are held later in the day, when it is hotter, to 
cater to commuters and are less likely to be attended by seniors. 

• Participating farmers are requested to extend a 10% discount. 
 
LOCAL FOOD 

• Anything grown or produced in Connecticut is considered ‘local’.  
• The Connecticut Agriculture Department has a ‘Connecticut 

Grown’ campaign to reduce territorialism and support local 
agriculture throughout the state. 

 
NUTRITION 

• In addition to the Farm Markets, nutrition and cooking classes are held for seniors. 
Classes are presented by Chef Emily as well as other community members that 
specialize in diverse health and nutrition issues. 
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COMMUNITY INVOLVEMENT 
• The three participating sites represent very different environments and were 

selected because they are close to larger markets. 
• Middlebury, a bedroom community for Waterbury, houses its senior center 

in the community center, whose services and activities include a day care, 
WIC program distribution, Parks & Recreation Department and Town 
Council meetings. Farming has drastically been reduced in Middlebury. 
There is currently, only one farm is left in Middlebury, down from 455 in the 
1950s, The senior center and farm market keep seniors involved and 
civically engaged in the community. 

• Morris and Washington senior centers are senior specific. Generally, folks 
that use senior centers are in their 70s and older, even though senior center 
services are provided to anyone over 60. 

• A critically important component for the success of the Master’s Table Farm Market 
project was the initial social marketing and personal contact of Chef Emily at a 
strawberry festival, held at the beginning of the season, to kick off the program. 

 

 
 
 
ÔConnecticut GrownÕ logo courtesy of The Connecticut Department of Agriculture (www.ct.gov Retrieved 12 
August 2008) 
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New Milford Hospital 

 
 
30 Elm St 
New Milford, CT 06776 
 (860) 350-7731 
www.plowtoplate.org 
Contact: Marydale DeBor 

 
PROJECT DESCRIPTION 

• The Plow to Plate initiative enables the hospital to position itself 
as a community leader in disease prevention. 

• Youth program within the Plow to Plate initiative involves youth 
participants to create a menu, harvest the food, prepare the meal 
and serve it. Additionally, there is an advocacy project 
component during which the participants conduct outreach to 
promote fresh food. 

• New Milford Hospital hired consultant John Turenne to help them switch from 
conventional ‘hospital food’ to fresh, local food served in the cafeteria and hospital 
patient meals. 

• The Plow to Plate initiative began in January 2006 with then-dining facilities 
management company, Sodexco. Due to dissatisfaction with Sodexco’s response to 
the Hospital’s desire to use local food, a request for bids was put out to other 
dining management providers articulating the requirements of the hospital to serve 
fresh, local food in its cafeteria and to its patients. 

• In June 2007, New Milford Hospital contracted with Unidine to manage its dining 
services. 

 
LOCAL FOOD 

• One of the challenges encounters was that local produce and 
meat suppliers were hesitant to sell wholesale to institutions 
because they’re used to selling retail directly to consumers at 
farmers markets. 

 
COMMUNITY INVOLVEMENT 

• ‘Right to Farm Ordinance’ is a tool kit created to assist other 
communities with right to farm ordinances. 

• A dinner meeting with potential local suppliers introduced them to the new 
Unidine team as well as to Marydale, John and other hospital personnel. The 
meeting provided an opportunity for the hospital to explain their program and 
desire to work with local producers to promote healthy food options the New 
Milford community. 

• The mayor of New Milford embraces the program and, along with her staff, walks 
to the hospital from her office to eat in the cafeteria. 
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Rockridge Retirement Community 

  
 
25 Cole’s Meadow Road 
Northampton, MA 01060 
(413) 586-2902 
www.nedeaconess.com/rockridge 
Contact: Diana Hitchcock, Director of Dining Services 
 

PROJECT DESCRIPTION 
• Using fresh, local foods in the Rockridge dining rooms is an initiative driven by 

Diana Hitchcock as well as residents.  
• Approximately 300 meals are served each day in two dining rooms. 
• Rockridge is a non-profit organization with a specific budget that serves residents, 

and their guests, homemade meals prepared with fresh, local food. 
• Specific goals for local food are not used, but, currently, about 40% of the overall 

food budget is supplied by local sources, including dairy, produce and 
occasionally meat. 

 
LOCAL FOOD 

• Uses Squash, Inc., a local distributor that sells produce, butter, eggs and cheese 
from local farms. 

• Their first farmer’s market on Monday, July 28, was considered a success by both 
Diana and the farmers. Bloody Brook farm, a local producer found through CISA, is 
the sole farmer this season and Diana hopes to add another next year. 

• The farmer’s market, on Mondays from 10:00 until 12:00, is open to residents, staff, 
neighbors, and the public. 

• Andy, one of two Rockridge cooks, is responsible for ordering food and has the 
flexibility to change the menu to accommodate available produce. For example, 
blueberries replaced strawberries on one of the salads offered because Bloody 
Brook farm had blueberries available. 

 
FOOD PREPARATION 

• There are two main challenges to using local, fresh 
produce at Rockridge: 

• Working with staff to help them understand the 
cosmetic difference that can be expected from 
organic food. 

• Prep time is increased when fresh food is used. 
• Rockridge has two cooks on staff and their shifts overlap 

during the day, the kitchen has sufficient staff to prepare 
fresh, local food. 

• The kitchen works with a five-week cycle menu that is able 
to reflect seasonal produce. 
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• The focus is on providing homemade, nutritious meals from fresh food, and there is 
currently no interest, or storage space, for freezing or canning. The emphasis is on 
creating menus that use local, fresh food that is available throughout the year. For 
example, during winter months, winter squash, potatoes and other produce items 
will be served.  

 
NUTRITION 

• Diana Hitchcock has a nutrition background and believes strongly in the nutritional 
benefits of fresh, local food. When she started at Rockridge three years ago, she 
shifted the kitchen to a fresh food focus and away from frozen and canned food 
use.  

• The nutritious, fresh, local food initiative is also driven by residents from diverse 
backgrounds who are concerned with their health as well as what and how much 
they eat.  

 
COMMUNITY INVOLVEMENT 

• Marketing for the farmer’s market included notification in the Hampshire Gazette, 
Springfield Republican, many other newspapers, the local radio station and street 
signage announcing the day and time of the weekly farmer’s market. 

• Last year, Rockridge joined CISA to network with local food suppliers and 
producers. 
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V. Recommendations 
A number of key recommendations for JABA and framing the analysis of local food 
sourcing emerged during the course of the project.  

A. Facilitating an Effective Farmer/Buyer Relationship  

The most critical driver in achieving a win-win situation for the institutional buyers and 
farmers alike is an open, collaborative negotiation about product pricing. In order to meet 
the needs of both stakeholder groups, a reasonable price must be agreed upon that reflects 
the true costs of the product and a reasonable margin. Small-scale farmers may choose to 
offer high-end products, which generate more revenue to the producer (lettuce mixes, for 
example), to offset lower margin products (which require more hours of manual labor per 
dollar of revenue). However, replacing cases of conventional iceberg lettuce, sourced by 
JABA from Standard Produce at $0.50-$1.00/lb., with local mixed baby salad greens at 
$8.00/lb., will never provide an economic benefit for JABA. The converse is equally true, 
selling local iceberg lettuce heads at $0.50/lb. will never make sense for local small-scale 
farmers. Therefore, each conventional product must be comparable with locally available 
produce in terms of quality and price. In the case of lettuce, the price spread may simply 
be too steep for JABA to justify consistently paying $8.00/lb.  
 
To facilitate a win-win situation, farmers and institutional buyers will need to estimate the 
demand and supply trends in collaboration, and then work together to calculate the price 
points that each can accept. This price point reflects risk as well. If JABA (or a larger 
consortium of locally-based institutional buyers) can contract for greater amounts of food 
products during the season, then farmers may accept a lower price because their revenue 
risk has been significantly reduced. The information gained from analyzing the 2007 data 
will provide a powerful tool to anticipate the approximate pounds of each product 
required by JABA on an annual basis. This will provide the basis for such negotiations to 
move forward in the future. However, if JABA works with other Charlottesville institutional 
buyers to achieve greater scale when ordering from local farmers in the future, the strength 
of this argument and price negotiation with local farmers would likely increase in 
proportion to the projected (and contracted) demand.  

B. A Local Foods Distributor / The ‘Middle Man’ 

As a result of seeing the high variability in pricing from local farmers, we recommend that 
JABA actively pursue working with a local foods distributor. The cost of developing 
effective communications and delivery logistics with a wide array of local farmers can be 
avoided by working with a local foods distributor. At present, Horse & Buggy Produce 
represents the only model of a local foods distributor in the greater Charlottesville region. 
To reduce the costs of sourcing directly from several local farms, ordering from a single 
source will enable both operational efficiencies and empower that distributor to negotiate 
prices from a broad set of farmers. 
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The primary impediment to this model is that Horse & Buggy Produce does not actively 
source all of its produce from Charlottesville’s most proximate producers and is currently 
predominantly serving a household customer segment through its CSA rather than 
commercial buyers. If JABA wants to support the most local, small-scale farms, then the 
relationships between Horse & Buggy Produce and these farms will have to be 
strengthened. It may be possible to have Horse & Buggy Produce work, whenever 
possible, with farms that are more local to Charlottesville (within a 20-mile radius, for 
example). These contracts could specify that a certain percentage of produce sourced by 
Horse & Buggy Produce must come from farmers within an immediate, 20-mile radius of 
Charlottesville, or a tiered approach may be required. For example, local producers would 
be contacted first, if they do not have the capacity to meet the demand, then that demand 
would be supplied from beyond the 20-mile radius. Once again, the dialogue between the 
many stakeholders will have to be on-going and tied to financial pricing incentives. JABA 
(as well as the proposed Charlottesville Local Food Consortium) might consider 
delineating specific concentric rings around Charlottesville, with each ring demarcating a 
more distant ‘local’ region. This would encourage systematic sourcing from the most to 
least local farms.   
 
Another option is to develop a ‘balanced scorecard’ approach for selecting farms based on 
a diverse set of criteria. The balanced scorecard criteria might include: distance from 
Charlottesville; competitive prices; spray vs. non-spray farming techniques; and historical 
ability to meet quantity demands. Essentially, JABA needs to consider which criteria would 
provide farmers with the right incentives to meet an array of conditions as well as create 
long-term relationships that would be rewarded with prioritized contract options.  
 
Another critical component of the analysis, on a broader level, is the distribution system 
for local produce. A “middle manager” of local food markets could achieve scale and 
expertise by developing distribution systems for locally sourced food from a variety of 
farms. JABA would be better served working with this type of business, because fewer, 
larger deliveries would replace more, smaller deliveries. The farmers would benefit as well 
because time is a critical (and lacking) resource during harvest season. Thus, having a 
business devoted to managing the operational logistics of transportation and delivery, 
while maximizing truck capacity and utilization, makes more economic sense than 
requiring a spectrum of farmers to deliver to JABA in a piecemeal fashion. 

C. Continued Analysis of Data 

An extension of the project is recommended to continue data analysis on 2008 data. 
JABA’s purchasing data for this study (covering calendar year 2007) required hand-entry 
during the summer of 2008. Practices are now in place to record invoice line items as they 
are received, streamlining the input of financial data for 2008. 2007 represented a 
baseline. It provided a benchmark year from which expected outcomes can be compared 
with actual outcomes in 2008. Although there will be some variability in the data due to 
different ordering patterns among kitchen staff in 2007 and 2008, the basic parameters 
will still provide illumination about ordering trends.  
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The data from 2007 highlights core products that are worth replacing systematically with 
local produce (such as cantaloupe), and others products (such as bananas) that could be 
partially or fully replaced with an alternative product from the local market (such as 
peaches). Continued record keeping and analysis in 2008 will highlight such findings and 
help create an argument for the financial costs or savings that can be associated with JABA 
expanding its use of local food in the future. Additionally, a line-by-line analysis of the 
2008 data will show how much of its produce JABA was able to source locally and the 
opportunities and challenges that the kitchen staff encountered when undertaking this 
initiative26.  
 
If the model continues to predict increased costs of conventional food delivery, this 
information will strengthen JABA’s argument to local, state and federal funders to 
subsidize the local food components of its meals. Given the amount of funding available 
to subsidize large-scale farms, it seems appropriate that some percentage of support be 
allocated to developing and sustaining local farming communities. In fact, this national 
trend is becoming increasingly apparent as more dollars are allocated from both public 
and private funders to support local food system development, farm-to-school programs 
and a myriad of other local food initiatives. JABA may be able to leverage the information 
gathered and reported in this study to appeal for grant support to:  

!  Subsidize local food purchases;  
!  Subsidize labor costs (approximately 10/week, Hillsdale) for kitchen staff food 

preparation; and  
!  Subsidize labor costs for local foods program management (approximately 5/week, 

Hillsdale). 

D. Metrics for Analysis 

JABA needs to establish how it will measure progress and success. Continued analysis of 
data will support JABA’s voice and credibility in local economic planning. The data 
gathered may become part of broader arguments for regional efforts to build an 
economically viable, and perhaps ultimately unsubsidized, food system. Although other 
metrics may be of equal or more importance, we recommend that financial metrics be the 
primary metric that JABA uses to measure the success of its local food program, although 
JABA may choose to use dollars saved, volume metrics (e.g. pounds of local food 
substituted for conventional food) or some other numerical (quantitative) assessment as 
well. Nutritional content of local produce vs. conventional produce or the percentage of 
locally sourced items in each meal can also be monitored and factored into decision-
making. But, regardless what performance measurements are used, JABA needs to be 
explicit about how it will measure success. 
 

                                            
26 Hope Temple, a second year MBA student from the Darden School of Business, will continue to analyze 
the financial data during the spring of 2009. Although no formal report will be developed, she will deliver 
the analysis to JABA so that the kitchen staff can compare the projected costs with the actual difference in 
the 2008 budget that resulted from the local foods initiative. 
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We recommend that cost considerations to be a primary driver in evaluating the success 
of the project for specific reasons. As transportation costs rise, and the prices of 
conventionally sourced crops will rise in tandem, we therefore anticipate that the cost 
savings from substituting select products will increase over time. The limited amount of 
data available for this stage of the research made it difficult to see trend lines to illustrate 
this proposition, but rising fuel costs, increasing prices in mainstream retail environments 
and heightened public awareness about the importance of local foods, all point to the 
value of continued investment in JABA’s local food initiative. The fact remains that if the 
program cannot generate at least some cost savings (or create a strong argument for 
supplemental funding until increased transportation costs drive the model to a breakeven 
point), it will continue to come under scrutiny. For this reason, we recommend that JABA 
develop a system to effectively evaluate its annual foods costs, segregated between local 
foods costs and conventional foods costs. 
 
Although it may be too early to define these metrics, JABA staff have strongly stated their 
believe that eventually there will be cost benefits resulting from greater nutritional content 
in local foods (e.g. healthier clients). These metrics may be difficult to define, but trends 
may be observed through decreased number of doctor visits, increased vitality of senior 
citizens and lower body weights that result from improved nutrition. We recommend that 
JABA continue to look for opportunities to measure these results and connect them to cost 
savings from an institutional perspective. 

E. Tracking Local Foods Purchases 

As JABA continues to source more of its meal components from local and regional farms, 
a system for tracking the resulting cost savings or increase will need to be developed. 
Spreadsheets are easy to create and use and can provide visual outputs of collected data. 
It is important that prices be updated annually to observe cost trends.  
 
Information about the increased costs or profitability of sourcing local foods will be a 
powerful argument to convince stakeholders of the reasons this investment is valuable for 
JABA and its clients in the long-term. This type of analysis can be used to communicate 
with board members, JABA staff and the greater Charlottesville community about JABA’s 
local foods project. Additionally, it will serve as a framework for arguments about why 
certain food products were selected for replacement from local sources and which items 
are expected to generate cost savings for JABA. As transportation, packaging and fuel 
prices rise, JABA should see the numbers begin to converge, with local foods becoming 
economical relative to conventional foods. JABA will gain a clearer understanding of 
trends and be able to predict volume and costs more accurately if it maintains a system for 
analyzing data annually. 

New Ideas  

Community-minded organizations respond to constituent needs. Several of the programs 
developed by other organizations that serve senior populations could help JABA promote 
its local food initiative.  
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!  A farmers market at JABA locations, for example, would draw greater attention to 
the services JABA provides and engage the community with its fresh, local food 
initiative. 

!  A JABA Cares Café, where clients, staff and neighbors could gather for a delicious 
meal made from fresh, local food, could be Charlottesville’s answer to Chez 
Panisse. 

!  A dinner that brings together JABA clients and staff with local farmers could create 
a strong community bond as the project moves from its initial phase. 

Follow-on Research 

JABA’s Community Food System Project is a pilot effort to explore insights into building an 
enduring local food system. As such, this project may serve as a springboard to explore 
the possibility of a local food buyers consortium in Charlottesville that would create large 
contractual demand; invest in processing, canning and dehydrating infrastructure; and 
share storage space for frozen products or local foods requiring cold storage. The total 
costs associated with freezing, processing and canning may be conducted in later stages of 
research and analysis and will necessarily be far more complex as costs associated with 
facilities, processing equipment, transportation, staffing and general administration must 
be incorporated.  
 
This analysis points to the power that local institutions can have in positively affecting 
their own operations while contributing to the (re)vitalization of the local agricultural 
economy. As a micro example, JABA’s story points to the critical factors that must be 
considered when weighing both the challenges and opportunities of a larger local food 
buyers consortium. The cost benefits of certain products, and the challenges inherent with 
transportation, distribution and pricing, will remain core to the logistical issues faced by 
any group of area purchasers. However, with the aggregation of demand through a 
locally-based buyers consortium, the economies of scale provided by sourcing larger 
volumes will also begin to be activated. These economies may include, but are not limited 
to: decreased transportation costs due to packing delivery vehicles more efficiently with 
more products; reduced prices that result from negotiation of larger contract volumes; and 
increased efficiencies on local farms as they are able to devote more acreage to core crops 
and reduce diversification.27 The benefits of such a large-scale, collaborative demand are 
many, and include: “enlarging the market for local foods, thereby supporting the viability 
of local farms, creating local jobs, enhancing food security, and improving health through 
offering more nutritious foods. If the JABA Community Food System pilot program paves 
the way for more well-developed regional food system, a plentiful supply of locally-

                                            
27 By alluding to reduced diversification, I am not referencing an intent to begin mono-cropping practices, 
but rather reference the fact that many small scale farms grow a huge array of products for the CSA model. 
This extreme level of diversification can result in increased field complexity and more labor hours per 
product. 
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produced agricultural foods for Charlottesville can also contribute more broadly to the 
community’s economy and overall health.”28  
 
Collaboration among all stakeholders will remain an important feature to achieve the goal 
of facilitating a community consortium. The cost picture for each institution will look 
brighter if the budget items associated with increased storage facilities, canning facilities 
and processing equipment are shared. As such, research in this area will need to be 
ongoing as future phases of the Community Food System Project unfold. Questions about 
cost allocation will need to be addressed. For example, if a shared storage facility evolves, 
can costs be allocated and shared by those who benefit? Collaborative investment will 
require surmounting the challenges of annual budget forecasting that each institution faces 
through effective planning and open communication about what each party anticipates 
from the consortium. However, a more comprehensive understanding of the shared 
buying power of major Charlottesville institutions, such as the University of Virginia, 
Martha Jefferson Hospital and the local public school systems, will provide incentives for 
local farms to increase their scale to service this local demand. This, in turn, will foster a 
more robust local economy, increase food security for our community and facilitate 
strengthening of the agricultural sector in and around Charlottesville. 
 
Following are specific research recommendations based on the findings of this study: 

JABA Specific Research 

1. Assist with analysis of 2007-2008 data to determine food substitution opportunities. As 
it is now early fall of 2008, and the local production season is still underway, it is 
recommended that a complete comparison of 2007 to 2008 be conducted in January 
2009. This comparison would allow for two full calendar years of comparison across 
the local production season (spring through fall) and off-season months. 

2. Refine and assist JABA with adaption and adoption of a thorough collection system for 
food purchases. 

3. Conduct a broader survey of farmers to analyze prices of local foods relative to 
comparable conventional foods in terms of benefits to farmers and distributors as well 
as JABA and its clients. 

4. Assist JABA with establishing metrics to assess progress and performance. For example, 
develop a model to incorporate cost and price evaluations of food options with other 
metrics such as nutritional value. 

5. Extend analysis of local food substitution to meat, fish and dairy. 

Charlottesville Community Food System Research 

1. Assist with cost/benefit analysis of shared processing, canning, dehydrating and cold 
storage for frozen or refrigerated food needs. 

2. Assist with website design and facilitate use by stakeholders to encourage market 
development and transparency. 

                                            
28 Proposal for Community-Based Research Grant Award, University of Virginia Institute on Aging and 
Jefferson Area Board of Aging (JABA) 
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Appendix I: Community Food Dollars 
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Appendix II: JABA Produce Requirements 
 
 

Product 
Description Jan Feb Mar April May June July August Sept Oct Nov Dec 

FRUIT                         

Fruit, 
Seasonal 1808 2080 2256 2480 2832 3184 3584 2048 2288 3560 2736 2448 

Melons 192 0 0 0 144 36 24 0 28 8 0 0 

Peaches 240 480 720 480 240 480 480 480 240 240 480 0 

Pears 240 0 480 240 480 240 720 240 480 240 480 480 

Strawberries 0 0 0 32 16 8 0 0 0 0 0 0 

VEGETABLES                         

Vegetable, 
Seasonal 640 240 400 560 256 336 320 272 80 592 336 0 

Beans 400 400 720 960 480 960 1520 960 1200 1280 560 1120 

Beets 0 240 0 0 240 480 240 0 720 0 0 0 

Broccoli 576 0 384 192 192 96 192 192 96 96 192 24 

Cabbage 20 120 208 280 312 292 240 0 60 452 120 80 

Carrots 500 0 260 240 100 160 80 160 80 160 80 160 

Cauliflower 96 0 96 0 96 96 0 288 96 96 96 0 

Celery 0 20 32 24 36 16 0 0 16 12 0 0 

Corn 240 0 0 120 240 0 360 0 120 120 0 240 

Cucumbers 20 0 32 28 20 60 0 0 148 80 0 20 
Greens, 
Collard 144 144 144 144 144 288 144 144 144 144 144 0 
Lettuce (& 
mixes) 304 240 252 108 540 272 120 100 160 332 128 192 
Onion, 
spanish 12 100 100 80 40 40 40 0 0 0 0 0 
Onions, 
yellow 40 0 0 0 40 40 0 0 80 60 20 12 
Peas, black-
eyed 240 0 0 0 0 480 0 480 0 0 240 0 

Peas, green 0 160 0 0 240 0 0 80 0 80 0 0 
Peppers 
(R,G,Y) 176 104 24 20 144 8 0 0 120 180 40 20 

Potatoes 762 94 888 908 1474 820 568 854 714 1062 240 1008 

Spinach 144 0 288 0 432 288 144 288 144 288 288 288 

Squash 0 288 0 288 0 288 288 0 432 0 0 288 

Tomatoes 552 40 288 64 48 400 20 240 348 100 280 60 

Zucchini 288 144 0 0 432 0 0 0 0 0 0 0 
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Resources 
San Francisco : 

La Cocina: Cultivating Food Entrepreneurs: San Francisco’s first incubator kitchen 
(2943 Folsom St, San Francisco, CA 94110 / 415-824-2729 / www.lacocinasf.org) 

CUESA: Center for Urban Education about Sustainable Agriculture 
(One Ferry Building, Suite 50, San Francisco, CA 94111 / 415-291-3276 / 
www.cuesa.org) 
Distributes fliers about the Ferry Plaza Farmers Market including: Glossary of 
Market Terms; Waste Wise Shopping Tips; Volunteering; Recycling Food; and 
Cheeses: A Self-Guided Tour. 

Community Alliance with Family Farmers’ Buy Fresh Buy Local Campaign 
(580 2nd St. Suite 265, Oakland, CA 94607 / 510-832-4625 / www.caff.org) 
Distributes a free Buy Fresh But Local Food Guide 

Edible San Francisco: Celebrating the Food Culture of the Bay Area 
(236 West Portal #191, San Francisco, CA 94127 / 415-242-0260 / 
ediblesanfrancisco@gmail.com) 

 
Charlottesville Area Articles: 

McNeill, B. UVA students celebrate with foods from region. The Daily Progress. 22 
November 2008 

Clary, C. Your dinner starts now. C-ville: Charlottesville’s News and Arts Weekly. 1-7 April 
2008. 

Maurer, D. An idea that was ripe for the picking. The Daily Progress. 21 May 2008. 
Hardy, H. Lynchburg Grows: An organic community garden where people meet and gain a 

deeper understanding and mutual respect. The Virginia Sportsman. Dec 07/Jan 08. 

 
Charlottesville Area Fliers and Newsletters: 

Charlottesville Area Buy Fresh Buy Local 
 Piedmont Environmental Council  / www.buylocalcville.org 
Shenandoah Valley Produce Auction, LLC 

(2839 Lumber Mill Rd., Dayton, VA 22821 / 540-879-2211) 

 
Charlottesville Area Research Reports: 

Temple, Hope (Darden report). Straight from the Garden to Darden. 2007 
Kepplinger, Amy. Locally Sourced Agriculture: Examples of Successful Business Models. 14 

October 2007 
University of Virginia School of Architecture Department of Urban and Environmental 

Planning. The Charlottesville Region Food System: A Preliminary Assessment. 
Community Food Systems Student Report. Spring 2006 

University of Virginia School of Architecture Department of Urban and Environmental 
Planning. Healthy Communities, Healthy Food Systems (Part III): Global-Local 
Connections. Final Student Report. Spring 2008 


