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Methodology

Beginning in the fall of 1996, we used existing bibliographies and databases of
community gardens to identify potential entrepreneurial community gardens. We
focused on gardens in California but included those in other states as well. We also
contacted the American Community Gardening Association (ACGA), the
Appropriate Technology Transfer in Rural Areas Program (ATTRA), Center for
Urban Education about Sustainable Agriculture (CUESA), the Community Food
Security Coalition, and community gardening experts nationwide to help us identify
specific gardens and critical questions related to entrepreneurial gardens. (See
Appendix A for general community gardening contacts). Our initial list comprised
about 25 potential California gardens and 42 potential gardens in other states. (See
Appendix B for a list of entrepreneurial gardens in California and Appendix C for a
list of entrepreneurial gardens across the United States). Each of these initial gardens
was called and asked to provide general information about the program, particularly
about efforts to enhance economic development in their communities. (See
Appendix D for a list of our interview questions.)

By February 1997, we had established criteria for our definition of
“entrepreneurial community garden.” We defined “entrepreneurial community
garden” as any community-based garden that included a formal component in which
garden products were sold or community residents were employed, or both.

Our initial interviews indicated that community gardens were enhancing economic
development most directly by (1) selling some of their product, (2) by training and
employing community residents, or both. There were multiple innovative variations
of these activities that will be discussed in the next section. All but one of the
gardens were non-profit operations. We included one for-profit business, Kona Kai
in Berkeley, California, because it provided some interesting insights about some of
the key issues entrepreneurial gardens have to face. We selected entrepreneurial
gardens that had been “in business” for at least one year, preferably longer, so that-
we knew they had gone through at least one full growing season.

In March, 1997, we narrowed our list of gardens to 20 in California and 16
nationally that appeared to meet our criteria. Each of these gardens was contacted by
telephone for a more extensive interview. We gathered information on the following
variables:

e Site: size, number of sites, land tenure, facilities (greenhouses, etc.), start-up
funds required;

¢ Production/marketing model: crops grown, facilities used, food sold fresh,
amount sold/given to low-income population, markets, cooperative vs.
individual production, value-added production, sales, business plan;

e Targeted population;

o Jobs/employment: number of employees, percent time, wages, number of staff,
percent time, wages;
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Results

The 27 entrepreneurial gardens we selected represent a diverse set of 1) sites, 2)
production and marketing models, and 3) employment strategies. Although only one
of them is able to fully support their program through product sales, they each
achieve some measure of tangible economic development.

Site

Most of the gardens we interviewed were located in the western United States.
Fifteen of the 27 gardens were located in California (Figure 1). In the 12 gardens we
interviewed outside of California, four were from the West, two from the Midwest,
four from the South and two from the East (Table 1).

Most of the projects (23 out of 27) operated from community-based sites.
Four projects operated from public housing sites and four from school sites. Almost
half of the projects had multiple sites; usually two-to-four sites. A few had as many
as nine or ten sites. Most sites were relatively small (one to two acres), although they
ranged from one-quarter acre to 13 acres. The average was about two and a half
acres per site (Figure 2).

Several of the projects that were operating on only one-quarter to one-half
acre indicated that the site was too small to run a viable market garden and they
were looking to expand their acreage. One project leader suggested that two acres is
a minimum for market gardens. Those projects with more acreage had greater
flexibility to do a variety of things. For example, the Common Ground Garden
Project in Los Angeles uses part of its four-acre site to run a nursery and has
converted one-half-acre to plots for growing vegetables for market. Several projects,
including the Garden Patch in Berkeley, Califomia, the Vets Garden in Los Angeles,
California, and SEEDS garden in Durham, North Carolina use some of the space for
community plots. If more space is available, multiple uses are more likely and can
benefit each other. Market and community gardeners often interact and share
expertise, for example. The multiple use site also allows for the expansion and
contraction of the market garden as seasons or circumstances change.

As 1is typical for commmunity gardens, the land for most of these projects was
not secure over the long-term. Gardeners obtained their land in a variety of ways:
leasing it from the local community, borrowing land from institutions such as
schools or hospitals, and acquiring donated land from cities, schools or individual
property owners. The city redevelopment agency or the parks and recreation
department were two city agencies that helped groups obtain land. Community land
trusts were involved in land acquisition in two cases (Tacoma, Washington and
South Providence, Rhode Island).

Almost all of the entreprencurial garden programs started as community
gardens, food bank gardens, school gardens or public housing gardens first and
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Figure 1. Entrepreneurial Gardens in California
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marketing outlet. These CSAs sold from 25 to 42 shares at about $350 per share.
The other three projects marketed products through at least one other venue. The
largest of these (The Homeless Garden Project) sold 30 shares at $400 to $560 per
share on a sliding scale. The smallest garden CSA sold eight family shares at $50
per month. Although CSAs provide a more guaranteed market for at least one season
ahead, they reach a relatively small number of people (8 to 50 families), compared
to the hundreds of people that pass through a farmers’ market or retail outlet and see
the product (even if they do not buy it). On the other hand, visibility may not be a
project’s highest priority. It is interesting to note that each of these CSAs
specifically catered to low-income populations by employing them (homeless, low-
income ethnic groups, at-risk youth) at the garden. Some of the produce was sold
back to these populations, but the majority was sold to nearby middle income
populations. CSAs tended to be good outlets for fresh products, and not used as
much for the distribution of specialty or processed products.

A little more than half of the projects that market value-added products
(7/12) eventually sold them through retail outlets (food coops, stores) where they
were widely distributed. Food From the Hood (Los Angeles) had perhaps the widest
distribution, with its salad dressing on the shelves in 23 states (including several
large chain groceries) in the U.S. and Canada. Most projects, however, started
selling at smaller outlets such as at farmers’ markets, fairs, festivals, or local shows.
Farmers’ markets acted as small business incubators for several projects selling
value-added products; for example, a line of herbal sorbets sold through market
stands subsidized by Parkway Partners in New Orleans. About one-third of the
projects marketed both fresh and processed products to smaller retail outlets,
including food co-ops and natural food stores. As with restaurants, many retail
outlets required the highest quality produce, a regular supply, standard pack and
often, delivery.

Almost one-quarter (6/27) of the sites sold garden products to neighbors and
local residents individually, although this is likely an underestimate since sales are
informal and not recorded. Many of the sales occur in low-income neighborhoods
where the gardens are located, contributing to community food security. Almost
two-thirds of the projects (17/27) reported an explicit plan to provide food to low-
income neighbors. CSAs donated several shares to local food banks or sold shares at
a reduced price to low-income participants; extra garden food was often donated to
food banks, soup kitchens, AIDS pantries, elderly residents, public housing residents
or taken home by the workers themselves.

Gross sales of fresh and processed garden products varied widely from $20
to $280,000 per year (Figure 4). In general, sales were modest. A little over half
(56%) of the projects that reported sales figures (23/27) sold less than $10,000 per
year. Seventy percent of the projects sold less than $25,000 per year and 87 percent
of the projects sold less than $50,000 per year.
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Every project employed at least one staff member, but some employed as many as
eight or nine. Most staff were part-time (at least 20 to 30 hours per week) and 17
(63%) had at least one full-time staff.Staff were paid, on average, a little more than
$10.00 per hour. Their salaries made up a significant portion of overall expenses.
For the fifteen projects that gave us sufficient information, staff salaries made up
approximately 50 percent of total expenses, on average. It is interesting to note that
for the one for-profit business we included, salaries constituted a little over 50
percent of the overall budget.

Total project budgets were extremely diverse, ranging from about $5,000 to
$500,000. The average entrepreneurial garden project had a budget of about
$110,700 per year. This average may be slightly inflated by some of the California
projects, five of whose budgets were more than $100,000 per year. About half of the
projects, however, fell in the $10,000 to $50,000 per year category as Figure 6
shows.

To get an indication of how economically self-sufficient these
entrepreneurial gardens were, we calculated an arbitrary “self-sufficiency” index
that shows the percentage of total program expenses that were covered through
product/service sales. For the 23 projects that provided sufficient information to do
this calculation, the index ranged from less than 1 percent to 85 percent with an
average “self-sufficiency” index of about 29 percent. This means that on average,
programs could pay for about one-quarter to one-third of their total expenses
through the sales of their products and services. Eighty-three percent of the projects
had a self-sufficiency index of 50 percent or less and 17 percent of projects had an
index of more than 50 percent (Figure 7).

Figure 6. Total Annual Expenses
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Projects with the highest self-sufficiency indexes (70%+) varied
considerably from projects with fairly low budgets (about $20,000 per year) to those
with much higher budgets ( $100,000 per year). The two projects with a self-
sufficiency index of 75 percent or more were intentionally trying to improve their
economic self-sufficiency. One project was a CSA-garden that managed to improve
their index from 27 percent in the first year to 75 percent in the second year by
increasing sales through their CSA and decreasing the number of employees. Their
goal was to have the CSA completely cover the cost of salaries and wean themselves
off of grants. As the CSA grows, they may be able to pay for additional labor.

The other project with a high self-sufficiency index (the Vets Garden) is
discussed in detail in the case studies. It experienced extraordinary circumstances
that allowed it to achieve such a high degree of economic self-sufficiency. The Vets
Garden was not allowed to raise money through grants, so they were highly
motivated (with extremely creative and talented staff) to find other ways of raising
funds. Their financial situation was improved considerably since the Vets Hospital
paid for the salaries of the head staff, the land and the water. As noted above, staff
salaries averaged about 43 percent of total program expenses, so this was a valuable
subsidy.

Food From the "Hood was the only other program that was more than 50
percent self-sufficient. All profits from this project (after expenses) were used to
provide college scholarships to student-workers. It also benefited from unique
circumstances. From its inception, Food From the "Hood was fortunate enough to
have fiscally and politically astute leaders who developed the project from a school
garden to a value-added microenterprise that now grosses nearly $300,000 per year
in product sales. The participation of high-profile individuals with marketing
expertise to help with product development on a pro-bono basis as well as some
well-timed, large grants and a board that included well connected leaders in the
business community helped get Food From the *Hood off to a strong start. In

Figure 7. Self~-Sufficiency Index
(Sales as Percentage of Total Expenses, 23 Prograirs)
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addition, both the Vets Garden and Food From the "Hood have spent considerable
time and resources on outreach about their programs, keeping the project in the
public’s consciousness and building good will with the surrounding communities.

It is interesting to note that Kona Kai, the for-profit enterprise we included
for comparison, had a self-sufficiency index of 67 percent. Although Kona Kai had a
significant sales volume, it also had a high total expense budget. It employed 7 to 8
local workers on a full-time basis, year-round, contributing to the neighborhood
economy. The entrepreneurial garden business was subsidized, however, by other
business ventures, including a specialty wholesale enterprise.

Eleven projects had mid-range Ievels of 22 to 50 percent for their self-
sufficiency indexes. A little over half of these projects (6, 54%) were engaged in
landscaping contracts, a nursery business or produced value-added products from the
garden. These value-added or service activities appeared to improve the ratio of
sales to expenses for these projects. One project might have had an even higher
index, but chose to invest sales income into other parts of the overall program,
subsidizing educational activities, school gardens and other activities for youth.
Another project achieved a mid-level self-sufficiency index of 35 percent, but did
not have economic self-sufficiency as a primary goal at all. In this project, all
income earned through the sales of garden products went back to the youth for
activities they were allowed to choose. The project was also funded through on-
going grants from the local government. Its overall low budget and sales of a
significant amount of produce to a local restaurant helped account for its relatively
high self-sufficiency index. By comparison, other projects in which all garden
proceeds went to youth for their own programming had self-sufficiency indexes of 3
percent or less.

The remaining eight projects for which we had sufficient data, had self-
sufficiency indexes of 13 percent or less. A few projects intentionally used sales
income for separate youth activities and did not have economic self-sufficiency as a
primary goal. Most of the others were struggling to find ways to increase the ratio of
sales volume to program expenses. Some were beginning the process by
encouraging individuals garden members to sell produce to local businesses or at the
farmers’ market while the collective microenterprise project got underway. Most of
these projects had low sales volumes and were in the process of building them up.

If product sales and services covered about one-quarter to one-third of a
project’s overall expenses, on average, the other two-thirds to three-quarters were
covered through grants, donations, in-kind labor and equipment and community
volunteers. Of the 27 projects, only two (Kona Kai and the Vets Garden) did not
utilize grant funding. Grants still provide the bulk of funding for most of the
entrepreneurial garden projects we studied. Grants came from a variety of sources
(Table 4). Most projects had several grant sources simultaneously. Of the 21 projects
that gave us more specific information, nine of them received funding from local
government sources (the most frequent grantor). The federal government provided
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funds for five projects through the United States Department of Agriculture
(USDA), the Housing and Urban Development Department (HUD) and Job Training
Partnership Act (JTPA) funds. Local businesses, nonprofit organizations and
universities provided funding and in-kind services to four projects each. Others
received funding from local banks, charities, neighborhood associations and clubs,
state governments and local fundraising activities.

Nine projects specifically mentioned community donations, although we
suspect donations were part of most projects’ portfolios. These donations included
equipment, tools, seeds, inputs, land, and monetary donations. Volunteers were also
frequently cited as an important part of most projects’ partnerships with their
community. Some projects kept track of volunteer hours or numbers of volunteers
per year and estimated the approximate monetary value. One project, for example,
recorded 1,214 volunteer hours per year; another estimated the value of their
volunteer hours at approximately $4,500 per year. These data can be useful in
demonstrating community support for the project to future funders. Cooperative
extension and people with marketing or business expertise that could provide in-kind
services were particularly useful i-- developing these projects. Several projects also
utilized Vista Volunteers or Americorps workers.

Many projects also had collaborative arrangements with local non-profit
organizations. Although this may not have constituted a formal grant, the
arrangement allowed them to leverage the expertise of the partmer organization. For
example, one project that grew and sold produce from a local school, worked closely

Table 4. Sources of Funding

No. of
Source Gardens

Local Government: Community Development Block Grants, Mayor’s Office,
Youth programs, City Council, Parks Dept., County Govt., Board of Supervisors 9
Community donations 9
Federal Government: USDA (Community Food Projects, Sustainable Agriculture
Research and Education Program), Housing and Urban Development Program,
Job Training Partnership Act. 5
Local Businesses, Restaurants
Non-profits: American Community Gardening Association,
Sustainable Resource Center, Rebuild Los Angeles
Universities, Cooperative Extension

+

State Government

Local Fundraising Activities
Neighborhood Associations, Clubs
Local Banks

Charities

_ = N W W R b
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participants for new jobs or contributing financial resources in exchange for the
goods and services these projects provided (fresh produce, landscaping, nursery
work). Neighborhood economic development improved as a result of these new
micro-businesses. One project decided to hold an “entrepreneurial round table” for
entreprencurial gardeners in its region to discuss pricing, niche marketing and
strategies to participate more successfully in the local economy. Some projects
measured the number of new jobs created as a direct result of their programs, but
most did not. The Willard Greening Project in Berkeley made it possible for three of
five homeless men to become employed in new jobs after one year; the Carmelitos
Garden in Southern California estimated that 15 of 21 of its graduates found full-
time jobs. Although these sorts of data may take extra time to record, they are a very
useful way to measure progress and accountability. Unfortunately, many of the
projects that we spoke with did not have this kind of data. Most projects do not have
the extra staff time to spend tracking the successes of employees after they leave the
program.

Three projects described how their gardens reduced the economic burden on
state and local governments and taxpayers by allowing individuals to get off of
welfare, or leave social service programs such as alcohol or drug rehabilitation
programs. The Vets Garden in Los Angeles demonstrated a considerable cost
savings for the state by making it possible for individuals to be maintained as out-
patients, costing approximately $41 per day, as opposed to in-patients at more than
$600 per day. A study (Office of the Sheriff, City and County of San Francisco,
1996) done about the Garden Project in San Francisco, which includes a successful
prison gardening program, found that the recidivism rate was cut in half, from 55
percent to 24 percent, among those who participated in the garden.

Finally, many garden project leaders described the positive impacts these
gardens had on promoting neighborhood cohesion and trust, reducing racial
discrimination, increasing the number and quality of neighborhood associations and
coalitions and improving civic capacity among diverse community members. Many
projects spoke of the pride the entire community felt about these projects, especially
as they were recognized in local, state or national media. Community members
gradually began to feel ownership for these projects and along with that came a
genuine respect for the garden participants. Several project leaders mentioned how
elderly community members (many of whom also benefited from receiving garden
produce) enjoyed watching and supporting the neighborhood youth who worked in
the garden. Perceptions about youth or different racial groups changed as a result of
interactions the garden projects provided. One garden project mentioned that these
changed perceptions translated to in-kind donations of equipment and supplies for
garden participants.

It is important to note, however, that perceptions take a long time to change
and that acceptance and support of particular racial groups will probably never be
100 percent. Racial tensions were named by several groups as an ongoing challenge
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they had to face. Although the garden projects often helped communities work out
some of their racial issues, they were by no means the “silver bullet.”

Many project leaders noted that the ability to build new networks among
neighborhood participants, local businesses, educational institutions, local
government, and a variety of non-profits was crucial to the project’s success. These
alliances and the trust that was built between diverse groups, could then be
transferred to other areas of local concemn, such as adequate housing, improving
racial and ethnic relations, economic development or improving educational
opportunities for the community’s youth. The entrepreneurial gardens were catalysts
for creating healthy community dialogues and partnerships. These partnerships
turned out to be some of the most important mechanisms through which
marginalized community members became empowered and began to participate
more fully in their neighborhoods. While it was beyond the scope of this study to
explore the dynamics of these parmerships more fully, this would certainly be an
area worthy of further research.
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Our study included some projects that have become quite sophisticated in
dealing with land tenure issues. Two programs (Guadalupe Gardens in Tacoma,
‘W ashington and South Providence’s City Farm/Southside Community Land Trust)
were involved with land trusts, one of the most secure forms of land tenure for
community gardens. Nine programs leased land on a short or long-term basis from
the city. The other eleven programs used borrowed or donated land from the city,
schools, university or local hospitals. According to Harold Harbert of the Atlanta
Urban Gardening Program, garden project leaders should get land use agreements in
writing. Even written agreements or leases may be short-term and the local agency
may decide there is a better (or more lucrative) use for land. Even an outpouring of
community support, as in the case of the Homeless Garden Project in Santa Cruz,
may not be enough to keep a project on a designated piece of land. The more
community gardening organizations can work with local governments to initiate
land use policies in the city’s overall plan that protect urban agriculture and
community gardens over the long-term, the more stable these projects will be.

Another strategy for improving stability involved acquiring a sufficient
amount of land. About half of the projects in our study utilized multiple sites for
their entrepreneurial ventures. This strategy offered more flexibility and stability by
protecting the project from losing all the land at once and by providing more land for
growing particular crops. This allowed increased production, giving the enterprise
an opportunity to grow more produce and employ more neighborhood residents at
different sites. Since 40 percent of the garden sites were one-half acre or less, too
small to produce enough for a viable market garden enterprise according to several
garden directors, multiple sites were very important to long-term stability. SLUG’s
Urban Herbals venture, for example, now utilizes produce from three different sites
for their vinegars, jams and salsas. By expanding their production acreage, they plan

“to gradually increase local self-sufficiency and decrease the amount of produce they

have to purchase from local farmers.

Production and Marketing Strategies
The sale of fresh and processed products from the garden adds a new set of
opportunities and challenges to community gardening. We found that the most
successful projects got into marketing gradually, after first establishing stable
community and/or school garden sites. They usually started by selling fresh produce,
first through farmers’ markets that offer a flexible outlet and opportunities for adults
and youth to learn marketing skills. Later, as projects developed entrepreneurial
skills, they could approach more lucrative outlets such as restaurants, which require
a more consistent and reliable product, and offer more specialty produce items.
Flowers, herbs and nursery products were grown by several of the projects because
they were higher value items and could generate more income.

Almost half of the projects in our study had developed and sold value-added
products with at least a portion of the ingredients coming from the garden. Value-
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cohesion and partnerships, leadership development, increased opportunities for
higher education, and greater citizen participation in community affairs clearly
contribute to a community’s economic development potential. We continue to need
better ways to assess these elements of community development.

Many of the entrepreneurial garden projects in our study were organized by
local community groups in the context of multiple and complex neighborhood issues
(poverty, crime, lack of food and health resources, inadequate housing,
unemployment) faced by low-income and resource-challenged youth and adult
residents. As community-based projects that involved and benefited local residents,
the entreprencurial garden projects developed a unique and trusted standing in the
community over time. Their approach to providing job training and education,
personal counseling, and mentoring was long-term, meeting residents “where they
were.” The consistent, long-term support and training these projects provide has
made a significant difference in the lives of countless youth and adults. Informal
follow-up done by a few projects has shown that well over half of the “graduates™
are getting better quality jobs than they would have without the program and for
some, finding jobs for the first time in their lives, finding housing for the first time
in many years, staying out of prison, or going on to higher education.

By contrast, project directors suggested that although job training programs
associated with welfare reform (CalWORKS) may be successful for some
individuals, they do not work for everyone. The youth and adult participants in many
of the entrepreneurial garden projects needed the support and encouragement of
trusted members of their own community and a local place with which they were
familiar. In such a local setting, their efforts in the garden were immediately visible
to all community members and something in which they could take pride.
Participants then, began to feel ownership for their work and were recognized with
respect by others in the commmumity. In communities where respect, recognition and
success are in short supply, such achievements are vitally important. These
entrepreneurial gardens then, not only positively impacted individuals, but helped to
build more cohesive communities along racial, ethnic and generational dimensions.

At least one garden, however, has seen an opportunity to deal with welfare
reform in a creative way. The San Francisco League of Urban Gardeners (SLUG) is
moving forward with arrangements to provide job training and life skills education
at the garden site, utilizing CalWORKS funding to do it. This sets up a win-win
situation in which local youth and young adults are able to stay within their own
commumity, getting access to leadership development resources from an
organization they know and trust; the entrepreneurial garden group (SLUG) receives
funding for building their capacity in the community and stronger ties are built
between the community and local policymakers. This kind of innovative
collaboration could be utilized to a greater extent and should be explored further.
Entrepreneurial gardens that have a fairly stable job training and employment pool
should consider contacting their local welfare departments to discuss potential
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partnerships. This might allow additional entrepreneurial gardens to access the
resources they need, provide visibility for their work and allow local communities to
be strengthened, simultaneously.

Individual participants nurtured by this long-term, community-based
approach to job training and education have a more solid foundation when they are
ready to seek other jobs. Although some have opted to stay with the garden projects,
taking on new leadership and mentoring roles, others have gone on to higher
education or other jobs in the community. They know they can always come back to
the garden for support or advice as they continue on their journeys.

The groundwork laid by these entrepreneurial gardens in terms of building
human and social capital for individuals and for communities is critical for
economic development to be successful. Using the garden as a venue for identifying
individual and community assets, coalescing commmunity resources and creating
quality jobs has significant potential. The lack of sufficient resources and the ability
to do strategic planning have slowed or halted the progress of a number of gardens.
Successful entrepreneurial garden projects, however, have adopted a number of
creative financial and project management strategies that may be applied in other
settings.

Finandal and Management Strategies
Managing any of the entrepreneurial gardens we studied is not an easy task and
could easily become overwhelming. Given the limited resources most
entrepreneurial gardens have to work with, project leaders had to be creative in order
to achieve their goals. Since garden projects, on average, were only covering about
one-quarter to one-third of their expenses through sales of products and services, the
other two-thirds to three-quarters had to be raised, usually from multiple sources.
Local government and community donations were the sources cited most often. In
addition to grants provided from CDBG funds, the Mayor’s Office, various city
youth programs, and County Government, projects received in-kind donations in the
form of land, water and equipment. Several programs (SLUG, The Garden Project,
BYA) confract with city departments to provide landscaping services. These monies
from local government can provide sizable pieces of a project’s income. However,
as with all grants, projects must keep abreast of application deadlines and
opportunities, make the appropriate contacts and be aware of reporting requirements.
Community donations and the development of social capital was mentioned
by almost every project director. Most said their projects would not survive without
the multiple connections and good will they had managed to create and maintain
with community groups, local businesses, neighborhood associations, local agencies
and institutions and volunteer residents. The local community often provided much
of the physical infrastructure (seeds, tools, equipment, land, soil) and some labor to
these projects. The high level of coordination with community groups significantly
reduced the start-up costs for most of the well-planned gardens. Nurturing these
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St. Mary’s Youth Farm
Urban Herbals

San Francisco League of Urban Gardeners
San Francisco, California

The San Francisco League of Urban Gardeners (SLUG) has developed a plan for
local economic and community development which strives for long-term
sustainability and self-sufficiency by creating locally-owned enterprises that involve
and employ the people in the communities where they are located. This case study
examines two of SLUG’s many projects: the St. Mary’s Urban Youth Farm and
Urban Herbals Youth and Young Adult Entrepreneurship Training Program.

St. Mary’s Youth Farm is the home of SLUG’s Youth Garden Internship
(YGI). The farm is a 4.5 acre tract of land adjacent to the Alemany public housing
development. The Youth Garden Internship program employs neighborhood youth
to work in the garden and restore the land to a native habitat. The young people learn
landscaping, gardening, and community greening skills. While most of the produce
grown at the site is donated to the community, garlic, onions, and chilis grown in the
garden are used in the production of Urban Herbals, a community-based enterprise
that hires young people ages 18 to 22 to produce fruit jam, flavored vinegars, fresh
salsa, and honey. Many of those who complete the Youth Garden Internship
program go on to work at Urban Herbals and learn about the production and
packaging of the products, while developing business and marketing skills.

These two projects highlight SLUG’s multi-faceted approach to community
economic development that incorporates issues of food security, community-based
employment, job training and skill development. While YGI and Urban Herbals are
distinct projects, their strength lies in their interdependence.

ST. MARY’S URBAN YOUTH FARM

History and Context

The farm site was a neglected and abandoned piece of land for many years,
primarily used as a place to dump trash. The site is adjacent to the Alemany housing
development, that has an unemployment rate of 84 percent (Nuru and Calandra,
1996:1). The land is owned by the San Francisco Parks and Recreation Department
and is leased by SLUG free of charge.

The YGI was initiated in 1995 through the use of a successful pilot program
that was created the previous year at another SLUG garden in San Francisco. This
program was designed to involve youth in the development of a community garden.
At the same time, SLUG received a $200,000 contract to landscape the Alemany
development, as well as $125,000 from the Mayor’s Office of Children, Youth and
Families to start an after school youth program.
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Another important objective is to encourage local leadership and the
development of projects from within the community. SLUG introduces initiatives to
the community and attempts to cultivate leadership. For example, many crew

members working on the St. Mary’s Youth Farm were recommended for hire by the .

Alemany community through the Tenant’s Association. The community is involved
in many aspects of decision-making and claims ownership of the project, while
SLUG provides resources, support, and employment opportunities. In this way,
SLUG takes on a broad institutional role in the community.

SLUG is currently involved in a three-year project at Alemany to examine
the wellness and health of the community. It is assembling a team of advisers,
including doctors from San Francisco General Hospital, for a year-long study
investigating the most effective approach to increasing the community’s
involvement in the long-range education, nutrition, food, and exercise needs of its
residents.

Future goals for the site include the establishment of a program focusing on
youth development issues such as job and college placement, career development,
one-on-one counseling and support, and nutrition education. In addition, SLUG
wants to make the farm a resource that is accessible to the entire city for educational
purposes. Finally, it wants to increase garden output to provide produce for Urban
Herbals products, produce compost and other soil amendments for sale, and raise
chickens. :

Marketing
Originally, the St. Mary’s Youth Farm was envisioned as a self-sufficient market
garden. The youth grew food that was sold at farmers’ markets and flowers that were
sold to funeral homes. Because market gardening was a new endeavor for SLUG,
however, and not its highest priority, the garden did not produce enough to meet
market demand. The first priority was planting crops that would be easy to grow and
ensure small successes, but this did not complement the demands of growing for the
market. Eventually the gardeners abandoned the market garden idea and revised
their plans. Currently produce from the farm and the community garden is either
given to the community or goes into the production of Urban Herbals products.
Crops are grown cooperatively in raised beds adjacent to the housing umits
and in rows in the larger beds on the farm. Young people harvest the crops and
distribute them to the community. Residents are also free to take any food that they
need from the garden at any time.

Employment

The Youth Garden Intemmship (YGI) project employs 20 to 25 young people, ages 14
to 17, during the school year and 60 during the summer to work at the farm site.
Employees are paid $5.75 per hour and learn landscaping, pruning, irrigation, and
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market gardening skills. SLUG also employs one full-time supervisor to oversee the
program.

Employees’ wages come from the Mayor’s Office for Children, Youth and
Families; the Mayor’s Criminal Justice Council; Community Development Block
Grant funds; other grants; and donations. The payroll for all youth and supervisors is
about $100,000 per year.

Job Training
The YGI program was initially developed as a job-training program. The supervisor
teaches horticulture skills ranging from gardening and crop production to native
habitat restoration. In the process, employees build self-esteem and learn to work as
part of a team. Young people who have been involved in the program for some time
become crew leaders and develop leadership skills. The internship program is not
just about gardening, however. It is also designed to provide a positive learning -
experience for the young people, who often come from severely troubled
backgrounds and have a high incidence of problems with the criminal justice system.
As Nuru stated in an interview, “We’re not farmers, but we’re concerned about what
we eat and we’re concerned about the environment. We don’t train gardeners or
farmers. We build people and we save lives.” (Nuru, 1997).

As the project has developed, two objectives have remained fundamental.
The first is increasing food security in a community that has a noticeable lack of
grocery stores or fresh food outlets. The second is to provide jobs for local residents.
Urban Herbals, described in detail below, was developed as a local food-producing
enterprise that would provide jobs as well as a built-in market for the produce grown
at the farm.

Individual and Community Benefits

The development of the farm site has affected the entire neighborhood. Participants
in the program have developed leadership skills that have translated into jobs,
awards, and recognition that reach beyond the local community. For example, Kevin
Robinson, who worked as part of the landscape crew for several years, was elected
president of the Alemany Resident Management Corporation in 1996. Satti Odeye
started working with SLUG in 1992 as part of a community service requirement,
became a youth activist, was named Local Hero in a local weekly newspaper,
received a full scholarship to California State University, San Francisco in 1996, and
was recommended for appointment to the Mayor’s Youth Commission.

Furthermore, noticeable changes have occurred in the community since the
garden was established. According to Nuru, crime rates have dropped around the
housing development. People have planted their own small gardens in front of their
apartments. A sense of pride and ownership developed bringing the community
closer together.
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The program receives a good deal of positive support from the media and
public officials. In 1996, it was visited by officials at the federal, state, and local
level, was the kick-off site for the Bike Aid fundraising trip, and hosted a Festival at
the Farm as part of San Francisco’s Open Garden Weekend. These events help link
the housing project to the rest of the city and change perceptions about this low-
income community.

URBAN HERBALS

History and Context

Urban Herbals developed out of a two-year struggle to meet market demand at the
farm site. As community interest in the farm grew, SLUG began looking at options
to “grow the program” and provide more opportunities for the residents. Because
SLUG staff was already aware of the issues Alemany residents were facing, they
designed the project specifically with the community in mind. The objectives behind
creating this enterprise were threefold: to provide jobs for the local residents, to
create some form of economic development, and to maintain the important link that
the community had established with the farm. Many of the youth had completed the
internship program, which ends at age 17, but felt insecure about joining “corporate
America.” SLUG’s goal was to provide a safe place for them to work that would
encourage personal development while creating an ecologically sound product that
would benefit the commumity.

Marketing

SLUG developed the enterprise using internal financial and organizational resources
to support the new business. Kitchen space was rented at the Hunter’s Point Naval
Shipyard, recipes were created by SLUG employees, and a variety of different
products were tested. The Renaissance Entrepreneurship Program assisted with the
development of a business plan. Long-range goals include 25 percent annual growth
for the first three years of the program, and the creation of a community factory in
the next five years that will produce the products and employ 200 people.

While SLUG projects that Urban Herbals will be economically self-
sufficient in three to five years, at this point the enterprise is still financially
supported by SLUG. In its efforts to foster community ownership and local
leadership, the organization collaborates with local small-scale entrepreneurs at all
stages in the development and implementation of its ventures. Ultimately, these
mutually beneficial partmerships should expand local economic development while
supporting SLUG and its programs.

To market their products, employees originally attempted to sell their line of
herbal vinegars and jams directly to consumers, but soon realized that the profits
were too low to support their efforts. “It’s hard to send a crew of three people out
there and sell $50. It doesn’t pay for their time” (Nuru, 1997). They quickly
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In addition, two SLUG staff members are employed by Urban Herbals. One
is a project manager and the other is a part-time supervisor. These positions pay $10
to $12 per hour.

The payroll for Urban Herbals’ employees and staff averages about $4,000
per month. This is covered by a $15,000 grant from the San Francisco Mayor’s
Office of Community Development, income from sales (approximately $2,500 per
month), and subsidies from internal SLUG resources.

Expenses

Current monthly expenses, including payroll, average about $6,000. Rent on the
community kitchen used to manufacture the products is $800 per month. The farm
supplies 25 to 35 percent of the produce used in Urban Herbals vinegars. The
remaining produce is purchased from organic farmers. Supplies for the products
average $1,500 per month when production levels are high.

Urban Herbals is supported by SLUG resources that come from grants, city
and state funds, donations, and sales of the product. Over $150,000 was spent
developing the product line. Another $100,000 was budgeted for Urban Herbals for
1997. This is quite different from other projects that start very small with limited
budgets and grow along the way. SLUG has been able to stretch its resources—
including staff, funding, and community donations—to provide support to this part
of the organization.

Job Training
Like the Youth Garden Internship program, Urban Herbals is designed to provide
intensive job training in a safe and supportive environment where the youth develop
skills, receive adequate feedback, and make a positive impact on their own
communities. Responsibilities are delegated so that each employee is in charge of a
specific area of the business. For example, the organizational structure includes
managers for jams, vinegars, marketing and distribution, delivery, demo shows, and
new products. This structure is intended to encourage individual initiative and a
deeper sense of responsibility and ownership of the business.

Fundamental to this process is the recognition that this training takes time
and flexibility, especially when working with “at-risk” youth.

When you design a project, you need to look at what the options are. You
can’t leave the options on the side. You need to look at a person. If people
have problems in their lives, don’t expect them to deliver in a program if
you aren’t ready to deal with those problems too. (Nuru, 1997).

SLUG takes a much more active role in the youths’ lives than simply providing
them with training and a job. If problems arise with the youth, the supervisors are
expected to address them, whether that means taking an individual aside and talking
to him or her, or calling the youth’s parents or school and finding out why he or she
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is having difficulties. SLUG believes that paying the youth, rather than having a
volunteer program, is fundamental to their participation and to the success of the
program.

Other aspects of the training program include education in health and safety
before employees work in the kitchen, and a 12-week business training course taught
by SLUG staff for all Urban Herbals employees. SLUG is currently developing this
training program using Urban Herbals as the model so that the content will be
relevant and applicable.

Employees also participate in conferences and gift shows to gain exposure
to the business and academic world. For example, a group of Urban Herbals
employees recently spoke on a panel at the national American Community
Gardening Association conference. This type of exposure is invaluable experience
for the young people who may rarely leave their own neighborhoods.

Individual and Community Benefits

Those involved in Urban Herbals take great pride in being associated with this
community-based business, as well as in seeing the product sold in grocery stores.
Employees learn responsibility, broaden their horizons, and make a living at the
same time. As a result, the community’s response to Urban Herbals has been
significant. The program receives many applications from local young adults who
want to join the crew. For now, however, SLUG is purposely keeping employment
levels low so that it can continue to employ the core group at a substantial number of
hours without reducing their pay rate.

SLUG’s enterprising approach to community economic development has
generated considerable public attention and support as well. The organization and its
projects have been the subject of numerous television news programs, newspaper
and magazine articles, and official commendation at the city, state and national
levels.

Project Capacity and Leadership

SLUG’s support of both St. Mary’s Youth Farm andUrban Herbals is significant.
The Urban Herbals business was developed and sustained by SLUG before any
income was generated from the project. SLUG also sent the project coordinator of
Urban Herbals to business school to develop her capacity to manage the project.
The organization continues to support Urban Herbals while it expands into
additional markets and generates more income. Similarly, the farm is also supported
by SLUG, as it currently generates no income of its own.

Finding funding sources to provide this support, however, is a constant
challenge for SLUG. Nuru remarked that he spends a good deal of his time seeking
additional funding. “I lose my vision because I have to look for money. That’s the
non-profit world.” (Nuru, 1997). Because many of their expenses are covered by
grants, they are vulnerable to yearly, or project-based, funding cycles.
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Vets Garden At A Glance

Site

Location: Veterans Administration Hospital
Grounds, Los Angeles

Size: 13 acres

Ownership: Veterans Administration

Employment

Targeted Participants: Veteran patients

No. of jobs: 35PT

Pay rate: $3-12.50 per hour

Staff

No. of jobs: 2 FT Directors

Training

Organic gardening, plant propagation, floral arrangement,
retail experience.

Marketing
Garden produce and products are sold in the V.A. hospital
gift shop, a retail site, and to restaurants.

Annual Income from Sales $83,412
Annual Expenses $98,400 (not including
staff salaries or water expenses).

Funding Sources Sales, parking lot revenue,
donations.

Self-sufficiency Index 85%

All of the crops produced
are grown organically, although
the garden cannot be certified
organic because pesticides are
used in the neighborhood. No
pesticides are allowed at the Vets
Garden because some of the
Vietnam Vets were exposed to
Agent Orange and are allergic to
pesticides.

The transformation of
these crops into value-added
goods, such as dried flowers and
dried and fresh flower
arrangements or wreaths, occurs
on-site in the greenhouse,
lathhouse, and flower-drying
shed. At the time of our interview,
the program was producing
approximately 50 floral
arrangements each month.

Marketing

The Vets Garden program has two
main sources of income—sales
from garden products and revenue
from a nearby car parking lot on
the V.A. grounds. The largest
percentage of income is generated
through the sale of products from
the garden. Flower arrangements,
vegetables, and herbs are sold to

local upscale restaurants. Indoor plants, fresh and dried floral and herb
arrangements, wreathes, and topiaries are sold at retail stands in the V.A. Hospital
and at the Federal Building. In 1996, sales from the garden totaled $83,412.

The hospital provides a stable market for the garden. It requires, however,
that the garden maintain certain levels of productivity, or acquire the floral products
in some other way. Occasionally, flowers must be purchased at a wholesale flower
mart when they are not available in the garden and this creates additional expenses

for the garden.

Finding new products and markets for the garden is a struggle for the
program. In the past, restaurants have approached the program to buy its produce
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and flowers. The garden receives a good deal of positive publicity and exposure, and
this has had a beneficial impact in terms of acquiring accounts. Informal networking
is the primary means of marketing. Two of Program Director Cousino’s biggest
supporters are Mary Sue Miliken and Susan Fenniger,local restaurateurs who also
have a national television cooking show, The Hot Tamales.

Cousino sees potential for more market outlets, but she does not have the
time or resources to implement a more aggressive marketing strategy. Currently, she
is working with Bruce Rosen, a Los Angeles-based entrepreneur, on a catalog
entitled Gifts and Giving, which will offer products from non-profit organizations
like the Vets Garden to the public through mail order. The catalog will offer herb
bouquets, dried flower wreaths and products, and topiaries produced at the Vets
Garden. The catalog was to be mailed out in the fall of 1997, in time for Christias
sales.

Other ideas for increasing sales include making presentations to local garden
clubs, offering classes at the garden for local residents in topics such as landscaping,
home gardening and flower arranging, and in the future offering the garden as a site
for weddings and parties.

The second source of income for the program is the revenue that is
generated from an adjacent parking lot. During shows or festivals that are held on
the grounds, Vets Garden employees earn extra income working as parking
attendants. In 1996, the program eamed about $40,000 from the parking revenue.
This amounts to about one-third of the program’s budget (excluding directors’
salaries, which are paid by the VA). This income has recently been cut, however,
because the responsibilities for working the events have been given to someone else.
The program is trying to find other funding sources, such as increasing sales, to
replace this lost income.

Employment 4
Employees at the Vets Garden learn various skills depending on their interests,
including market gardening, horticulture, flower drying and arranging, retailing,
equipment use and upkeep, and imrigation. Currently, the garden has 35 employees
who work 25 to 40 hours per week. The wages range from $2.50 to $12.50 per hour.
The Vets Garden operates as a sheltered employment program for very low
functioning patients. For this reason, some employees are paid less than minimum
wage, based on the amount and type of work they are capable of completing, as well
as the amount of staff time that is required to supervise them.

In a six-week period from March to mid-April of 1997, the payroll was
$16,288. Seventy-five percent of the payroll is covered by income from sales. The
other 25 percent of payroll comes from the income from the parking lot.

Employees work on-site, deliver products to restaurants, and sell at the retail
stand. As employees become more comfortable and confident in their duties, their
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responsibilities are increased. An additional six employees who started working in
the garden now work as groundskeepers on the V. A. property.

Tumover among employees at the garden varies. Some veterans leave for
jobs after a month while others need years to develop work skills. Many veterans at
the garden had not worked for years when they started the program. Cousino
described one man who rarely spoke out loud when he started working in the garden.
Three months later, he was speaking all the time and had been taken off his
medications.

The program is nm by two full-time directors. Their salaries are paid by the
V.A. and so do not represent a direct expense of the program.

The program also receives many hours of unpaid labor from interns and
volunteers. College students work at the garden in internships that range from eight
weeks to three months. This works out to approximately 12 to 15 full-time
equivalents per year. Additionally, the garden generally has from 335 to 40 volunteers
working at the garden during the year.

Expenses

The Vets Garden is supported almost entirely by income from sales and the parking
lot. Total income for 1996 was $123,412, of which $83,412 came from sales of
garden-related products. The other $40,000 came from parking lot revenue. Seventy
percent of the income went to pay salaries and 30 percent went back into the
program to pay for inputs, equipment, and other garden expenses. The garden spends
about $1,200 per month on supplies and about $7,000 per month on salaries.

The garden, however, is unable to cover all of its expenses through sales. As
Cousino stated, “It’s impossible to make enough from sales to cover all your
expenses when you’re also running a training program. You have to pay for classes,
meetings, rehab and job training too.”

Because the program is part of the federally-controlled Veterans Affairs, the
Vets Garden is ineligible to receive grants. The program is currently in the process
of developing a non-proﬁt organization called Friends of the Vets Garden, which
would include a board of directors to oversee program finances. Non-profit status
would make the Vets Garden eligible for grants.

Job Training
The job training program at the garden consists of a combination of hands-on and
formal education. Employees learn various aspects of gardening, production, and
marketing through direct instruction from the directors and occupational therapy
interns from local universities. Some of this training is also led by employees who
have been in the program for a longer period of time; they are encouraged to take on
leadership roles as they develop skills.

Employees receive more formal training three days a week in a program
developed by director Bob Vatcher. This program consists of 14 lessons on the
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dependent on the V.A. for regulatory resources and organizational matters. If, as
they hope, non-profit status is established, the garden will be able to more directly
control its own resources.
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BYA Community Garden Patch

Berkeley Youth Alternatives
Berkeley, California

The BYA Community Garden Patch in Berkeley, California is a one-half acre
organic garden in a low- to moderate-income community on an abandoned railroad
right-of-way. Four youth employees work in the garden growing produce that is sold
to neighborhood parents, at farmers’ markets and local stores. Recently, the
Community Garden Patch also started a nursery business, raising plants and selling
them at three local produce markets.

History and Context _

The BYA Community Garden Patch was developed in 1993 by Laura Lawson, a
recent graduate of the Master’s Program in Landscape Architecture at UC Berkeley.
With a strong commitment to community participation in the design and
construction of the garden, Lawson worked with neighborhood teenagers to design
and build the space. The original goals of the project were: “establishing a
productive garden, providing social spaces and educational opportunities, and
creating a community open space” (Lawson, 1995). A series of meetings were held
at the garden with the teens and other community members, resulting in a design that
incorporated the ideas and needs of the residents. The final plan designated spaces
for a market garden, a 15-plot community garden, and a children’s garden. These
participatory efforts resulted in a neighborhood-based garden that had the support
and involvement of the local community behind it from its inception.

One of the original intentions of the garden was to create a place for local
children to leam where food comes from and for local youth to grow as a job
training program. Since 1993, Berkeley Youth Alternatives (BYA), a 25 year old
community organization with multiple programs for at-risk youth, has used the
market garden to provide horticultural training as part of a larger program that
focuses on personal and career development for youth age 6-18. The older youth,
age 15 to 18, are employed 15 to 20 hours a week to work in the garden, attend
classes on topics such as career exploration, resumé writing, and job skills, and
receive tutoring and group counseling.

The site on which the garden is located is owned by the City of Berkeley
and leased for $1 per year. This property, part of a long strip of land that was a
former railroad right-of-way, was unused for several years before the garden was
established. Access to the site is fairly stable, although increasing development and
property values in the area have begun to put pressure on the existence of any open
space. If these pressures increase in the future, the garden’s support within the
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BYA Community Garden Patch

At A Glance

Site
Location: Abandoned railroad
right-of-way
Size: % acre
Ownership: Leased from the City of
Berkeley for $1/year.
Employment
Targeted participants: Youth, age 15-18
No. of jobs: 4PT
Pay rate: $5.75 per hour
Staff
No. of jobs: 1 FT Director,
2 PT Americorps volunteers
Pay rate: Coordinator: $10/hour;
Americorps worker: $1,000/year
Training

Organic gardening, plant propagation, business and
marketing skills, career and personal counsefing.

Marketing
Produce and nursery plants are sold to local stores and
program parents.

Annual Income from Sales $6,892
Annual Expenses $52,000
Funding Sources

Private and public grants, sales, donations.
Self-sufficiency Index 13.25%

neighborhood may be the most
significant defense for the garden’s
continued existence.

Marketing

The BYA garden was originally
conceived as a financially self-
supporting project, based on founder
Laura Lawson’s research on two
other market gardens: Kona Kai in
Berkeley, California, and the
Homeless Garden Project, in Santa
Cruz, California, as well as the
research of John Jeavons (see
references at the end of this case
study). (The Homeless Garden
Project is discussed in detail in
another case study). Lawson’s
research suggested that a half-acre
garden could generate enough
income to support itself. Over time,
however, BYA participants have
“learned the hard way” that they
could not cover all of their expenses
by selling produce.

Nevertheless, in 1996, the
garden generated $6,892 from sales
of produce and nursery plants. This
income represents 13 percent of the
program’s annual costs. Five
thousand dollars of this total came
from sales of plants and produce at
farmers’ markets, to BYA
participants’ parents, and to
restaurants (10 to 15 percent of the

produce was sold to parents, 85 to 90 percent was sold at farmers’ markets). The
nursery business, developed in 1996, made up the remaining income, generating

$1,000 in its first year.

In 1996, a local produce store owner approached BY A looking for a way to
help the young entrepreneurs. BY A started selling plants at his store. After this
initial market was established, the youth developed marketing materials directed to
other small business owners and targeted potential stores to solicit business. Two
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additional stores responded. The young people built wooden carts to display the
plants at the stores. The carts are also stocked with printed material about the
program, which gives BYA positive, free publicity.

The program is currently considering other options for expanding existing
markets and creating new ones”’ The nursery business exhibits potential to grow and
generate more income, based on local response to the products. Other options under
consideration include the development of an eighth-acre site next to the BYA center
where a building burned down. The site is unsuitable for growing food, but BYA.is
planning to raise flowers there that could be sold in bouquets at the farmers’ market
and other local markets® They have also explored the possibility of doing value-
added production to increase revenue for the program. However, garden coordinator
Alison Lingane does not believe that it is possible to make money producing both
the food and the inputs needed for a value-added product. “You can’t grow 100
percent of a product and make a profit out of it.” She says it is too labor intensive to
grow all the necessary inputs and be involved in production while rnunning a job
training and skill development program at the same time.

Furthermore, the program wants to keep the priority on training the youth
and producing food. They are aware that other specialty crops could be grown which
would produce higher profits, but they are committed to growing a diverse selection
of produce for the community, rather than growing baby lettuces, for example,
which would be consumed at restaurants.

All of the money raised through sales goes back into the program to cover
expenses. Ideally, the garden would like to be earning enough through sales to cover
the coordinator’s salary, which is now partly covered by grants. However, Lingane,
who is the only staff person, has trouble finding the time to do marketing and
fundraising, in addition to her many other responsibilities.

Another barrier to expanding sales, Lingane notes, is the absence of a
business plan. She approached the UCB Business School to ask for assistance in
completing a plan. To date, however, no one has stepped forward to help. At the
time of our interview, Lingane was taking a microeconomics class so that she would
have the skills to develop a business plan on her own.

Employment

The four youth employed by the garden project are all enrolled in the Berkeley
Youth Alternatives (BYA) after-school program. Employees work 15-20 hours per
week year round and are paid $5.75 per hour, the current minirmm wage. They are
also allowed to take home any produce from the garden that they want. The youth
spend about 80 percent of their time in the garden. The rest of the time is spent in

* In 1998, the youth market garden launched a membership program for its produce.
Members pay a monthly membership and pick up bi-monthly bags of produce.

* Garden Patch youth spent most of 1997 developing a business plan for the flower business.
They plan to launch a flower delivery service, primarily to offices, in the fall of 1998.
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passing on the skills and education they have received. In this capacity, they hold
workshops on garden-related topics such as preparing beds for planting and growing
seedlings. Finally, the youth organize an annual Harvest Fair at the garden each
October, expanding their role in the community and sharing the fruits of their labor.

The multi-faceted design of the BYA Community Garden Patch benefits the
community as well by providing individual plots for local residents to grow their
own food, a local source of fresh organic produce for neighbors to purchase, a safe
environment for children to learn about the natural world, and a well-tended open
space in the center of the neighborhood. Neighborhood teenagers use the garden as a
space to hang out together. A great deal of interaction occurs between people of
different ages and backgrounds as well. According to BYA staff, it is not unusual to
find people from five generations and four ethmic backgrounds in the garden on any
given aftemoon.

The widespread community support of the program serves several purposes.
1t helps maintain the gardeners” access to the publicly-owned land. In addition, not
only does the youth program receive a good deal of positive publicity both within
the community and beyond, courtesy of the media, the community garden plots
benefit other residents in the neighborhood, which lends support and permanence to
the project. This endorsement is also significant for the viability of the garden as a
business. Parents of the youth involved with BYA, as well as local markets, provide
the crucial financial support that enables the garden to generate a limited income for
itself.

Project Capacity and Leadership
Alison Lingane, the project coordinator, started working with the program as an
Americorps volunteer in 1994. An organic farmer by training, with a degree in
Biology from Harvard University, she is interested in a career teaching at-risk youth.
While she juggles many different responsibilities in her work with the garden
project, her top priority is training young people. Her involvement in the garden,
almost from its inception, provides consistency and a clear sense of the direction the
program is going, as well as a grounded understanding of the challenges of running a
project that provides so much, with limited resources, to its participants.

As with all of these entrepreneurial gardens, it’s not just about gardening.
As Lawson states:

Managing a multi-purpose project is complex. Finding the right structure to
sustain the multiple goals and functions requires creativity and tenacity.
There are many players who don’t naturally interact that must be brought
together in cooperative self-interest. Business people, farmers, social service
providers, educators, and youth need to feel comfortable with this forum of
exchange. In replacing a traditional approach with a program that breaks
new ground, the rules are being rewritten as we go (Lawson, 1995).
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Homeless Garden Project
Women’s Organic Flower Enterprise

Santa Cruz, California

The Homeless Garden Project (HGP) consists of two garden-based programs that
operate as an employment and job-training program. The first program is designed
as a community-supported agriculture (CSA) enterprise in which homeless adults
are employed to raise produce sold to local residents. The second program, the
Women’s Organic Flower Enterprise (WOFE), employs homeless women to raise
flowers and create dried floral products, as well hand-dipped beeswax candles.
These products are sold at an on-site retail store and through mail order. The two
programs currently have 19 employees working on almost five acres of land.

Although the Homeless Garden Project functions financially and
operationally as a whole, for the purposes of the case study we have attermpted to
examine operation of these two enterprises individually.

HOMELESS GARDEN PROJECT

History and Context

The Homeless Garden Project was established by a group of volunteers in 1990 to
provide a safe and beautiful daytime space for homeless people. The project has
evolved over the years into a three-year job-training and transitional employment
program. During its first year in operation, the gardeners grew produce that was sold
to local restaurants. Excess produce was donated to a soup kitchen. The following
year, marketing efforts were expanded to include the Santa Cruz farmers’ market.
With the goal of increasing financial stability, a CSA operation was developed in
1993. They chose this model because it allowed community members to directly
support the employment and training programs offered by the project, as well as
create a source of organic, locally grown produce that the community receives on a
weekly basis.

HGP operates on two different sites that are leased for $1/year from the
landowners. The Pelton site is 2.5 acres of land owned by the City of Santa Cruz.
The land has been certified organic for seven years. The Natural Bridges site is just
over two acres and is owned by a local developer. The site is leased month-to-month
indefinitely, until the owner chooses to develop it. Both sites use biointensive
practices that focus on low impact, organic growing techniques. Crops are grown in
double-dug raised beds and a greenhouse.

Marketing
The Homeless Garden Project utilizes the CSA model to market shares of its
produce to local community members. The CSA season runs from late May to mid-
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Homeless Garden Project

At A Glance
Site
Location: 2 community-based gardens
in Santa Cruz.
Size: 5 acres
Ownership: Leased for $1/year from
a local developer and the city.
Employment
Targeted Participants: Homeless adults
No. of jobs: 13PT
Pay rate: $5.75-8 per hour
Staff
No. of jobs: 3FTand 2 PT
Pay rate: Director: $13.75/hour;
others: $10-12/hour.
Training

Organic gardening, CSA management, work and
social skills.

Marketing
Produce is marketed through a CSA.

Annual Income from Sa}es $40,000
Annual Expenses $210,000
Funding Sources

Private and public grants, sales,_ donations.
Self-sufficiency Index 19%

November and can accommodate
100 shareholders. Cwrently, 30
shareholders pay a sliding scale of
$400 to $560 per year (or $15 to
$20 per week) for a weekly box of
fresh produce. A portion of the
shares are available at reduced
price for low-income families. .

In 1996, the CSA
generated $40,000 from
shareholders, which represents
about one sixth of the total budget
for both the CSA project and
WOFE. The garden was planning
to increase this amount to $45,000
in 1997.

Excess produce that is not
sold in the CSA shares is sold at
farmers’ markets and occasionally
to restaurant accounts. The project
makes an effort to sell everything
they grow in order to maximize
revenues through sales. Any
produce that is not sold is used for
employees’ lunches or donated to
community groups.

~ The garden project
advertises for new shareholders by
mailing out brochures to the local
community and running public
service announcements, free of
charge, in weekly newspapers and
on television and radio. Many

shares are sold through word-of-mouth and through the visibility of the garden in the

neighborhood.

Employment

The Homeless Garden Project recruits individuals from nearby homeless shelters
and from the streets. During the application process, potential employees are asked
to work a four hour shift in the garden. This gives both the workers and the
employers a chance to evaluate the suitability of this program for each individual.
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The garden hires
inexperienced
workers with
barriers to
employment
with the primary
goal of training
them in a non-
threatening and
therapeutic
environment.

Job Training

The job-training component of the Homeless Garden Project is the most important
aspect of the program. The garden hires inexperienced workers with barriers to
employment with the primary goal of training them in a non-threatening and
therapeutic environment. Workers receive more intensive training in the winter
months, when the garden is less productive.

The three-year program is designed to increase the level of workers’
responsibility over time. In the CSA program, duties in the garden are gradually
increased until the worker is knowledgeable in all aspects of the CSA business. For
example, in the first year, workers learn the basics of fieldwork, concepts of
agriculture and organic growing techniques, as well as develop basic job and social
skills. In the second year, responsibilities include working in the greenhouse and
learning techniques of propagation. For the third year, workers may be promoted to
field supervisor, learn marketing strategies, supervise compost production, or play a
larger role in running the CSA.

One of the primary goals of this training is to build self-esteem. In both the
WOFE and CSA programs, productivity is balanced with increasing employees’
self-esteem and encouraging the development of skills. Patrick Williams, the
horticulture director, estimates that at least half of his 40 hours per week are spent
training the workers. He tries to provide a supportive environment that will
encourage people to learn, while recognizing that people acquire skills at different
rates.

The program strives to maintain a balance between its commitment to being
a job training program and the financial necessity of production. Furthermore, the
program attempts to maintain efficiency while providing employment for as many
people as possible. “We need to maintain a therapeutic atmosphere while being a
working farm,” Williams says.

One of the major dilemmas of this heavy emphasis on training is the
expense. The model of training that the program provides is not the least expensive
way to provide job training but, as its brochure explains, “provides enough structure
to be effective while maintaining the flexibility necessary to enable individuals to
regain their sense of self-worth and move beyond the need for basic sustenance.”

Expenses
The annual budget for the Homeless Garden is $210,000. At the time of our

interview, expenses, excluding payroll, were approximately $3,000 per month for
the entire program (WOFE and CSA) and included rent on the retail and office
space, repairs and upkeep on equipment and vehicles, insurance, California Certified
Organic Farmers certification, seeds and inputs, and printing. The project spends
$800 a month for water.

The Homeless Garden Project is supported by a combination of foundation
grants, local government grants, private donations, and income from sales. In 1995,
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Recommendations for Entrepreneurial Gardens

The following points summarize the key elements that contribute to the success of
entrepreneurial community gardens.

1. Begin building and maintain good connections with diverse community
stakeholders. Build and maintain community support—early, often and
throughout.

2. Develop a stable community garden with steady production and established
infrastructure before adding an entrepreneurial component. Add the
entrepreneurial component slowly, as the capacity to deal with the increased
complexity increases.

3. Consider using multiple sites in developing market gardens and employment
opportunities. Multiple sites may offer more flexibility and certainly more space.

4. Develop a business plan. Utilize community resources such as small business
development groups, business schools, pro bono services of board members.

5. As soon as garden sustainability has been established, begin exploring
mechanisms for long-term land tenure, such as land trusts, transfers to City
Parks Departments, long-term leases or conservation easements. Find out how
development and land preservation occurs in your city or county; make the
appropriate political connections and become prepared to do outreach and public
education in the future.

6. Encourage the participation of volunteers from various community groups
(seniors, youth organizations, neighborhood associations) and institutions
(schools, university internship programs).

7. Include some high-value items, such as flowers or herbs in the mix of products
grown to improve income-generation. These items are also easily incorporated
into value-added products later on.

8. If value-added products are considered, make sure the more complex
infrastructure for production, marketing, labeling and distribution is in place to
accommodate sales. '

9. Explore selling services as well as, or instead of, goods. Landscaping is one
viable option.

10. Diversify your funding strategy. Use grants, contracts, donations, memberships
(if applicable) from a variety of community sources. Local sources are the best
place to start.

11. Explore the possibility of becoming a training site for welfare-to-work
participants if your garden has the infrastructure to accommodate more
participants. Contact your local welfare department to explore potential
partnerships.

12. Continue to focus on long-term sustainability, of the garden and of the
individual participants.

Recommendations









American Horticultural Therapy Association

362A Christopher Avenue

Gaithersburg, MD 20879

(301) 948-3010

The AHTA is a national non-profit organization concerned with the promotion and
development of horticultural therapy as a therapeutic and rehabilitative medium for
disabled or disadvantaged persons. The organization works with individuals,
groups, and universities on employment and education projects concerned with
these issues. They also publish reports and periodicals on the subject.

California School Garden Project

Deborah Tamannaie

Nutrition Education and Training Program

Department of Education, Net

560 J Street, Room 240

Sacramento, CA 95814

(916) 3224792

A statewide program developing school gardens with the goal of having a garden in
every school in California by the year 2000.

Center for Urban Education about Sustainable Agriculture (CUESA)
Sibella Kraus

1417 Josephine Street

Berkeley, CA 94703

- (510) 526-2788

CUESA is a non-profit organization in the San Francisco Bay Area aimed at helping
the urban population in the region develop an informed commitment to regional
sustainable agriculture by means of educational programs and exhibits.

Cities Feeding People Project

Brendalee Wilson :

International Development Research Centre, Programs Branch
PO Box 8500, Ottawa, Ontario, Canada K1G 3H9

(613) 236-6163

BLWilson@jidrc.ca

Free publications on urban agriculture.
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City Farmer

Michael Levenston, Executive Director

cityfarm@unixg.ubc.ca

http://www.cityfarmer.org/

A non-profit society in Vancouver, B.C. that has been promoting urban food
production and environmental conservation since 1978. Their web site contains a
comprehensive array of downloadable articles on international urban agriculture
issues.

Community Food Security Coalition

Andy Fisher, Coordinator

P.O. Box 209

Venice, CA, 90294

(310) 822-5410

A national coalition of food advocates, academics, agriculture interests, and
planners focusing on increasing public dialogue on local food system issues and
encouraging local governments and non-profits to develop comprehensive local food
policies.

Cooperative Extension

Cooperative Extension offices exist in every county, nationwide. Farm and home
advisors can provide information and resources on gardening, urban agriculture,
small farms, and horticulture. Contact them through county extension offices or
through the state’s land grant university system (often listed in the business white
pages of phone directories under, for example, “University of California
Cooperative Extension.”)

GrowLab/National Gardening Association

Ann Pearce

180 Flynn Avenue

Burlington, VT 05401

(800) 538-7476, (802) 863-5962 (fax)

http://www.garden.org

A national organization that produces the National Gardening Magazine, as well as
science education programs and garden-related research. The NGA offers annual
Youth Garden Grants that provide school and community-based youth garden
programs with seeds, tools, and other resources. GrowLab is a K-8 instructional
program that uses indoor classroom gardens and innovative curriculum materials to
promote science inquiry.
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Hartfood Food System

Mark Winne

509 Wethersfield Avenue

Hartford, CT 06114

(860) 296-9325

A comprehensive community project aimed at building community-food
relationships through developing a long-term equitable and sustainable food system
that can address the underlying causes of hunger and poor nutrition. Its programs
have included food production, agricultural marketing, local food retailing,
nutrition education/information and community economic development.

The Urban Agriculture Network (TUAN)
Jac Smit, President

1711 Lamont Street, NW

Washington, D.C. 20010

(202) 483-8130

(202) 986-6732 (fax)
72144.3446@compuserve.com
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Appendix B
Entrepreneurial Gardens in California

‘Northern California

Alemany Youth Farm/Urban Herbals

San Francisco League of Urban Gardeners (SLUG)

Mohammed Nuru, Executive Director

Paul Liotsakis, Urban Herbals Coordinator

2088 Oakdale Avenue

San Francisco, CA 94124

(415) 285-7584 .
Urban Herbals, a community-based enterprise project, employs young adults (age
18-22) to produce flavored vinegars and jams. Some of the produce used in these
products is grown at the Alemany Youth Farm, a 4.5 acre urban farm adjacent to a
public housing project. The Alemany farm is one of SLUG s many projects that
encourage local residents to green their neighborhoods while increasing food
security.

Arcata Educational Farm

Susan Omelas

1834 Golf Course Rd.

Bayside, CA 95524

(707) 826-4231

A 2-acre urban farm and garden connected to Humboldt State University that
provides an apprenticeship program for HSU students, farm-based curricula for
school children, a CSA for community members, and a community garden for the
Hmong community.

Berkeley Youth Alternatives

Community Garden Patch

Danny Engelberg

2141 Bonar

Berkeley, CA 94702

(510) 845-9067

Four youth are employed at this half-acre market garden and receive horticultural
and marketing training, as well as academic tutoring and counseling. The produce
is sold to local families and to produce stores. A nursery business on-site sells plants
to local stores.
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East Bay Asian Youth Center/Gill Tract Farm

Patrick Archie

2065 Kittridge, Suite M

Berkeley, CA 94704

(510) 849-4898

A youth employment and training program on a I-acre urban farm with CSA.

The Garden Project/Carroll Street Farm

Catherine Sneed, David Sneed

Pier 28

San Francisco, CA 94105

(415) 243-8558

The Garden project provides job training and employment for formerly incarcerated
people. Two sites (a 12 acre site and a .5 acre site) produce vegetables, fruit, and
flowers that are sold to local restaurants and at farmers’ markets. Training includes
horticulture skills, as well as life skills, counseling, and GED classes. Graduates of
the garden project are eligible to work for the Tree Corps, which provides
arboriculture training that is applied to planting and maintaining San Francisco’s
trees.

Project Sunflower

Vicki Brescher

1912 Oregon Street

Berkeley, CA 94203

(510) 843-9150

This one-quarter acre youth market garden grows vegetables and flowers that are
sold at farmers’ markets. The program targets at-risk youth with the intention of
promoting self-empowerment and developing social skills.

Spiral Gardens

Daniel Miller

PO Box 13136

Berkeley, CA 94712-4136

(510) 549-9159

Spiral Gardens oversees three community-based garden sites in which vegetables,
herbs, and medicinal and native plants and products are grown for sale at farmers’
markets and at an on-site retail stand. Worms are used for composting and for sale,
and a beekeeping enterprise produces beeswax and honey for the market. The
organization offers educational workshops and weekly work days at the sites.
Individuals may also rent garden plots to grow food for home consumption.
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Strong Roots

Shyaam Shabaka

2939 Eliis Street

Berkeley, CA 94704

(510) 644-6226

Fourteen youth are employed in six community garden sites throughout Berkeley
and Oakland. Produce grown at these sites is sold to restaurants and used to make
salsa, salad dressing, and jam. They are currently developing a farmers’ market at
which the youth will work.

Urban Gardening Institute

Daniel Miller

¢/o Building Opportunities for Self-Sufficiency (BOSS)

2065 Kittredge Street, Suite E

Berkeley, CA 94704

(510) 549-9159 x4

The Urban Gardening Institute provides job training in microenterprise
development through horticulture-based projects. This 9-month program is designed
to provide training and part-time employment for individuals enrolled in drug
rehabilitation programs and in transition from homelessness. Garden sites are
located throughout the Berkeley area at low-income residential hotels, homeless
shelters, and community garden sites. Specific microenterprises include red worms,
vegetable starts, and cacti and succulent houseplants that participants grow and sell
at farmers’ markets.

Central California

Community Environmental Council

Oscar Carmona

930 Miramonte Drive

Santa Barbara, CA 93109

(805) 963-0583 x114

The Council oversees a half-acre market garden that grows herbs and vegetables for
a small CSA and to restaurants. A nursery and greenhouse is used to grow plants
and herbs that are sold at farmers’ markets. Twelve youth, age 8-12, are paid
minimum wage to work in the program. A mentorship program for older youth is
also being developed.
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Appendix C
National Entrepreneurial Gardens by Region

Pacific

Anahola Self-Sufficiency Program on Hawaiian Homelands

Judy Lenthall, Executive Director

Kauai Food Bank

3285 Waapa Road

Lihue, HI 96766

(808) 246-3809

This program provides job training and vocational rehabilitation for at-risk youth,
prison inmates, community service workers, retired people, and other volunteers at
the food bank and on the farm. Participants receive training in agriculture,
warehousing, computer scanning, grant writing, and various other areas, depending
on their interests. Youth receive agricultural training in school and use it on the
farm. The program is also organizing local growers to sell their produce to local
institutions in the tourist industry. Thirty-eight volunteers and 7 employees are
involved in the training program.

Northwest

Guadalupe Garden

Carrie Little or Bruce Triggs

1417 South G Street

Tacoma, WA 98405,

(253) 572-6582

Four homeless employees work in a CSA4 garden and receive horticulture training.
Some participants work with community groups to build other community gardens.

P-Patch/Cultivating Communities Program

Martha Goodlet

700 Third Avenue, Fourth Floor

Seattle, WA 98104-1848

(206) 684-0264

The Cultivating Communities program is a community garden/CSA project
associated with the Seattle Housing Authority. Seven families at a low-income
housing site are employed to grow produce for the CSA.
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