Kids Farm

A Kids Corporation Project for Newark Kids

Project Overview 

Kids Corporation proposes to create an organic Kids Farm at Kids Camp, our year-round environmental science facility for Newark students, in a project which will reduce operating costs, improve our environmental sustainability, enhance our programmatic activities, generate significant earned income revenue and contribute important social returns to the families we serve. 

Kids Corporation’s mission is to care for children living in Newark, NJ through programs and services that bolster academic skills, promote healthy development and stimulate a love of learning.  We change the lives of more than 4,500 kids annually through after-school and summer academic programs, a year-round environmental science camp and a free health clinic.  Kids Corp reaches children through our self-managed sites as well as over sixty Partner Programs: schools and community organizations who we assist in operating summer and after-school programs throughout the city.  Since 1972 our Kids Camp location has been used exclusively for environmental education, outdoor exploration, health services and fitness activities for Newark K to 8 children.  As the planned Kids Farm and its tangential outcomes are directly related to our mission, the earned income generated will serve as a new funding stream without need for a separate legal structure. 

Currently the 125-acre Camp, purchased and donated to us in 2006 by a generous benefactor, has several gardens combining for one quarter of an acre of farm output, and numerous unrestricted open spaces zoned for agricultural use.  Over the last year we have cultivated a group of farmer/gardener volunteers and purchased a tractor, horse, goats and other tools at farm auctions.  

By building Kids Farm, we will grow vegetables to feed our students and residential staff, produce switch-grass to provide low-cost bio-fuel to heat the property, teach sustainable agriculture to Newark students, and sell our surplus products at the Partner Programs whose children have the highest rates of obesity and malnutrition as identified in our Health Clinic. The head farm volunteer will be hired as full-time Farm Manager, assisted by the existing full-time Kids Camp instructional and maintenance staff as well as Kids Corp administrative staff.  

An investment of $79,500 in the first eighteen months of the project will be required to cultivate the land for spring planting, purchase a greenhouse and farming equipment, and hire the full-time Farm Manager.  In addition to the Prudential Strength for Capacity grant, we will seek increases in our general operating grants from Bank of America and Victoria Foundation to cover the small remaining costs.  Future years will be sustained through reincorporated farm profits, research grants and reallocated funds from the improved operational efficiency, with a net profit of $96,381 by Year Three. 

Market Need 

Kids Corporation has documented childhood hunger, obesity and malnutrition as part of our healthcare and learning-readiness programs over the last decade.  By examining over 13,000 Newark elementary school students since 2000, we found an average of 16% were obese and 9% were malnourished.  In some semesters the incidence of one or both categories exceeded 30%. 

In a 2002 report the Poverty & Race Research Action Council noted that “childhood hunger and obesity can limit children’s growth, restrict brain development” and increase school truancy.  These findings are central to Kids Corporation’s mission and the driving force behind Kids Farm.  The target market for this project is the parents and guardians of children enrolled in Kids Corporation Partner Programs with high rates of obesity and malnutrition, as identified by their medical exams in our Health Clinic, with an aim towards long-term educational improvement. 

According to the United States Department of Agriculture’s Food and Nutrition Services (USDA/FSN), low-income African-American and Hispanic children suffer disproportionately from hunger and malnutrition, at 46% and 40%, respectively, and have lower levels of essential nutrients and vitamins than white and higher-income children.  The Poverty & Race Research Action Council found that inner city stores “often offer poorer quality, older produce” when produce can be found at all.  

For Newark families, the nearest grocery stores selling fresh fruits and vegetables are located in the outlying suburbs.  Despite a rise in farmers’ markets, primarily hosted by neighborhood organizations and the city’s Family Success Centers, product selection is unpredictable and prices reflect the for-profit status of most suppliers.  In addition, most operate only from mid-summer to late fall, often on weekdays during work hours, in inconvenient locations removed from the residential areas. 

Kids Corporation’s focus on environmental science education has led us to adopt a long-term goal to severely reduce our carbon footprint and negative contribution to climate change.  The indications and effects of global warming are steadily becoming more apparent; with the average global temperature rising one and a half degrees over the last century, sea levels rising, extreme weather increasing with 18 of the hottest years on record occurring in the last two decades.  Both the public and private sectors are investing billions of dollars into the research and development of substitutes to fossil fuel usage, the single largest cause of climate change.  However, many alternative energy sources present huge obstacles for mass production because of their inordinate cost, inaccessibility, lack of support infrastructure, or unintended other environmental impacts. 
Project as Market Solution 

We will build a seven-acre organic farm at Kids Camp, which will generate revenue, reduce operational costs, produce positive social impacts in Newark, improve our environmental sustainability and create unique programmatic activities for our students. The Kids Farm will bring thousands of pounds of fresh, naturally grown produce to Newark, sold directly at the summer and after-school programs where our Health Clinic has identified high numbers of children with obesity, hunger and malnutrition.  Kids Farm products will also be used for student lunch and snack at Camp, and to offset costs for meals for our residential staff.   Included on the farm will be four acres of switch grass, a native perennial grass to be used in retrofitted furnaces to heat our buildings with low-cost, environmentally safe fuel. 

	
	Description
	Social Impact
	Financials

	Generate Earned Income Revenue
	· Sell surplus organic vegetables, herbs, greens, eggs and maple syrup to families at the unhealthiest programs

· Sell specialty greens to suburban restaurants at high profit
	· Improve health of targeted population

· All natural / organic products

· Donate unsold inventory to Newark homeless shelters
	· Total Month 1-18 Investment: $79,500

· Year One In Kind Investment: (land, animals, tractor) $574,466 

· Year One Reduced Operational Costs: $2,000

· Year Two Net Profit: $5,613

· Year Three Reduced Operational Costs: $30,000

· Year Three Net Profit: $96,381

	Reduce Operational Costs
	· Eliminate 85% of produce budget

· Use switch grass bio-fuel to eliminate 97% of facilities’ fuel costs
	· Offset use of natural gas heat, mowers, fuel and food delivery trucks

· Reduce carbon dioxide output by 20 tons/year
	· 

	Support Program Objectives
	· Students experience working farm

· Year-round enhancement of environmental science curriculum

· Hands-on sustainable energy teaching
	· Improve nutritional habits of students

· Combat obesity findings of Health Clinic

· Demonstrate entrepreneurial spirit

· Encourage conservation and sustainable living
	· 


Kids Farm goods will be affordable, on average 15% cheaper than competitors’ prices; sold at convenient locations and times; and easily incorporated into common family dinner choices. “Chop & Toss” recipe cards will be distributed with purchases to detail how produce can be simply cut up and thrown into popular dinners like Chef Boyardee, pasta dishes, soups and frozen entrees to add flavor, nutrition and healthy value.

Kids Farm will also significantly advance our environmental sustainability goals with the growth of five acres of switch grass, a rapidly proliferating perennial grass burned in retrofitted furnaces to heat our buildings 89% more efficiently than natural gas, for 5% of the cost.  Switch grass is native to all areas of North America and is therefore pest and disease resistant, and very tolerant of poor soils and extreme weather.  The grass requires little fertilization, and its ten-foot root depths actually replenish soil with nutrients and prevent wind and water erosion.  With the exception of small quantities of propane for cooking, our conversion to switch grass will eliminate Kids Camp’s reliance on destructive and costly fossil fuels, slashing our carbon footprint by 20 tons of carbon dioxide annually.  In addition, the crop will absorb at least 15 tons of carbon dioxide from the air each year. 

Product Overview

Kids Farm will begin by selling eight of the most popular items found at local farmers’ markets, including tomatoes, potatoes, salad greens, eggs and our all-natural maple syrup from Kids Camp’s forest.  All of our products will be organic or all natural, and we will continue growing in a heated greenhouse throughout the winter months for year-round production of many items.  

We will utilize our entrenched relationships with the Kids Corp Partner Programs: schools and community organizations who we assist in operating summer and after-school programs throughout the city.  We have worked with many of these 60 groups for two decades or more, providing them with the training, materials and curriculum they need to host quality academic programs, and sending their students on regular field trips to Kids Camp, where the children experience hands-on environmental science education and receive free medical exams, with free follow-up care arranged back in Newark. 

For over a decade we have used our medical database reports to identify the Partner Programs with the highest incidence of obesity, malnutrition and other hunger hallmarks, and will select three sites as pilot locations for our Kids Farm sales.  Kids Farm products will be sold at each site on one afternoon and evening per week, selling products throughout the school and summer/after-school pickup times.  Through our close relationship with the administrations of these sites, we can facilitate direct advertising via leaflets, parent groups, back-to-school night, registration days and posters. 

As the Kids Farm model expands, we will cater to our built-in customer base by conducting parent surveys on desired products, giving us the advantage of directly fulfilling the consumers’ need.  Further proposed services include: “Chop & Toss” parent cooking classes, organic culinary retreats at Kids Camp and windowsill gardens in the classrooms.

In Year Two we will double our greens production to produce specialty organic greens, which are in high demand at suburban restaurants near the Camp.  We will contract with a pilot of five buyers to sell thousands of pounds of organically grown kale, swiss chard, mustard and rocket at a much higher profit margin, creating a comfortable net revenue that will enable our low-profit sales in Newark. 

Our introduction to the environmental and cost-saving benefits of switch grass production and use came via our longstanding relationship with Genesis Farm.  Our ten-year strategic plan includes the eventual self-sustainability of Kids Camp’s energy needs, and Genesis Farm’s management and farmers have offered valuable guidance on achieving this goal.  We will continue to work with them as we cultivate this new crop, retrofit the furnaces in our winterized buildings and wean off the natural gas supply currently utilized for our heat. 

Kids Farm Business Model 

Earned Income Generation – Year One

· Pilot three Kids Corp Partner Program sites in Year One for $12,464 in gross sales [3 sites @ 40 families x 25 events @ $4.15 avg. spent/event] 

Earned Income Generation – Year Two

· Expand to five Newark sites in Year Two 

· Expand to contract sales at higher profit margin to five suburban restaurants for high-yield year-round specialty greens

· Gross sales of $95,985; Year Two net profit of $5,613

· Sales projections assume 5% below-average yields per acre for Northern NJ and 70% of all growth being sold

· Sales projections also assume a 10% crop loss contingency, 10% internal use, and 10% donation to Newark homeless shelters

Earned Income Generation – Year Three

· Minimum of five Newark sites and five suburban contracts

· Year Three Net Profit of $96,381

Cost Savings

· Year One: $1,500 annual produce expenditures for students and residential staff at Kids Camp and $500 average fuel costs for mowing lawn of proposed Kids Farm location

· Year Two: Additional $28,000 savings of average annual heating costs for 3 winterized buildings at Kids Camp

Future Revenue Growth and Cost Savings

· Additional savings of $35,000 projected annual heating costs for proposed capital expansion at Kids Camp

· Additional savings of $3,000 projected annual expense of purchased produce for proposed expansion of Kids Camp programming post-capital expansion

· Potential for exponential growth in farming on 125 acre property, sixty possible Newark-based sites for low-profit sales, numerous suburban-based sites for high-profit sales

Plans for Sustainability

· By Year Two, project will be self-sustained with net profits of $8,936 and $30,000 annual savings in Kids Camp operational costs

· Seek grants from research-based national foundations (Robert Wood Johnson Fdn, Bill & Melinda Gates Fdn, Annie E. Casey Fdn, Kresge Fdn) for longitudinal studies on impact of affordable, convenient, school-based farm stands on student health and academic progress

· Expansion of switch-grass crop for sale as bio-fuel market grows

Factors Impacting Sustainability

· Weather, drought and insect infestation

· Partner Programs site closures

· Crop failure
Target Market Demographics 

The Kids Farm project’s target market is the parents and guardians of children enrolled in Kids Corp Partner Programs; specifically, those programs whose students demonstrated high levels of obesity and/or malnutrition during their annual medical exams in our Health Clinic. 

The typical parent/guardian of these students is a single, employed, low-income, high school-educated female with multiple children or dependants.  Our target consumer faces two main concerns in obtaining fresh, healthy food choices for her family: 1.] area grocery stores with high quality produce are outside of her geographical and economic range, and 2.] the majority of Newark farmers’ markets are logistically inconvenient due to parking, location and schedule. 

By contrast, Kids Farm products will be sold:

· At a location she must visit daily (child’s school, summer program or after-school program)

· At a scheduled time just prior to dinner preparation and convenient for full-time workers

· Affordably, on average 15% less expensive than competitors

Media coverage and expanding education has led to increased awareness of the obesity epidemic in America, but a dearth of systemic solutions has stymied efforts to combat, much less eradicate the problem, especially in inner city youth.  The market for fresh produce has grown exponentially in the last five years and will continue to do so as education spreads and parents and schools attempt to incorporate healthier eating habits for their children.  Access and affordability, however, are likely to remain a problem as many competitors in this area are for-profit suppliers who must contend with rising fuel, labor and production costs to maintain adequate profit margins.  
Competition 

As a non-profit dedicated to the education and healthy development of Newark children we have a unique advantage in the sale of produce, particularly in the City of Newark where fresh farm food is underrepresented and greatly needed.
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Possible market entry barriers include the willingness of Partner Programs to host the Kids Farm stand on a weekly basis and each site’s capacity for sufficient space.  Both risks will be considerations in the site selection process, and we are open to profit sharing or site fees.  We predict that our first three pilot sites will be Lady Liberty Academy Charter School (a model Kids Corporation site), Emmanuel Church of Christ and Queen of Angels School, all long-time Partners with desperately needy students, very high incidence of hunger and tremendous enthusiasm for this project. 

Differentiation 

Kids Farm goods will be positioned as fresh, healthy, all-natural products that will supplement a family’s meals for the sake of their children’s good health and wellness.  Our convenient location and schedule, affordable prices and customized variety will be directly integrated with our parent education materials sent home with every child who tests positive for malnutrition, hunger or obesity in the Health Clinic.  The Kids Farm Stand located at high-hunger program sites will be a natural extension of the health and social services parents are accustomed to expecting from Kids Corporation, and will offer a logical solution to the medical problems to which we have alerted them. 

While we could implement MOUs with sites that prohibit direct, on-site competition, it is much more likely that we will maintain our market by nature of our superior prices and ability to medically assess a community’s need.  Additionally, because we identify hunger, obesity and malnutrition needs at every one of our sixty Partner Programs, there is the potential for exponential expansion to new markets. 

As our new venture grows in size and profit, we will consider additional value-add services such as parent cooking classes, classroom windowsill gardens and prepared foods such as salsa, spreads and packaged salads. 

Kids Farm Sales and Marketing

Kids Farm products will be sold at farm stand setups inside the facilities of three pilot sites, one day per week each, from 3pm to 7pm during student pickup times.  Our on-site visibility will aid marketing efforts considerably, as will Farm information and schedules distributed through Kids Camp trips, student registration forms, Parent Nights and PTA events, our website, and posters at each location.  We will target all the parent/guardians at each site and more aggressively target the families of the specific children who test positive for obesity and malnutrition in the Health Clinic, with Kids Farm flyers enclosed in the parent education materials sent home from the Clinic. 

Farm Manager Sarah Weinrich and our volunteer farm staff from WWOOFers (Willing Workers On Organic Farms) will rotate sale days, transporting the produce into Newark in our truck and operating the farm stand. 

Kids Farm will accept food stamps and WIC vouchers, as well as market a “Value Veggies” bag with a variety of easy-to-prepare products.  The “Value Veggies” bag will be exchanged for the commonly used five-dollar WIC produce voucher and include “Chop & Toss” recipe cards. At the end of each week, unsold inventory will be donated to Newark homeless shelters and soup kitchens to nourish the city’s most urgently needy people.  

Our marketing and sales strategies will emphasize that healthy, all-natural produce is not only essential for proper nutrition and good health, but easy to incorporate into everyday family meals without excessive time, inconvenience or cost.  “Chop & Toss” illustrated recipe cards will be distributed with purchases to detail how produce can be simply cut up and thrown into popular dinners like Chef Boyardee, pasta dishes, soups and frozen entrees to add flavor, nutrition and healthy value. 

Kids Corporation already enjoys a reputation among our Partner Programs and families for excellent educational programs and free healthcare services.  Each year more than 4,500 Newark children participate in one or more of our programs, with over 1,300 receiving free medical exams and care and another 500 assisted with other social services.  The parents and guardians are very familiar with our brand, particularly the Kids Camp trips, health services and handprint logo.

The Farm Manager, Sarah Weinrich, is native to Warren County’s farming and culinary community and enjoys well-established relationships with farmers, suppliers and restaurants.  During the first year of the project we will build on those existing networks and the high-demand market for locally grown organic produce to launch contractual partnerships in Year Two.  We will market a wide variety of specialty greens, grown March through December, and utilize this high-profit margin revenue to supplement our low-profit sales at Newark-based sites. 
Business Strategies & Key Milestones 

After the unexpected purchase and donation of the Kids Camp property to Kids Corporation by a generous individual, we incorporated asset leveraging into our long-term strategic plan and determined a number of ventures and improvements that will maximize this amazing resource.  The ownership of the Camp automatically qualified us for the local township’s Right To Farm Act, for the first time giving us the authority to cultivate land without seeking a zoning variance, as we are otherwise classified as a non-confirming use under the Township of Frelinghuysen’s Zoning Ordinance.  

Our first step was to clear a dying stand of blighted cedar trees and create a series of small fenced gardens near the stables, recruit farm volunteers and begin planting common vegetables for use in our Camp kitchen.  To date we have managed a quarter-acre of productive land, purchased a horse and tractor, trained five staff and volunteers, and built a water-saving drip irrigation system that utilizes stored rainwater. 

With the investment of Prudential’s Strength for Capacity funding, in nine months we will have a full-time Farm Manager, a functioning greenhouse and large cultivation of spring plantings, established partnerships with three pilot sites and a month of Kids Farm sales completed.  In twelve months we will be approaching harvest for an initial 2 acres of produce outside and 500 square feet of greenhouse products, and be halfway to our first harvest of switch grass.  In twenty-four months we will have profit producing farm stands at five locations, contractual relationships with five restaurants and be operating Kids Camp with switchgrass for heating fuel. 
Risk factors 

	Project Aspect
	Challenges
	Risks
	Strategies to Mitigate Risk

	Vegetable, Egg & Syrup Production
	· Official organic certification

· Recruiting sufficient farm volunteers
	· Crop failure, drought, insect infestation, extreme weather
	· All-natural products are acceptable compromise

· Multiple varied crops and crop locations for diversity

· Water-saving drip irrigation

· Heated greenhouse for spring plantings until frost has passed

· Encourage native bats, spiders, frogs and ladybugs to mitigate pests

· Utilize room / board / scholarship model for staff

	Switch Grass Production
	· Introduction of new crop
	· Crop failure
	· Training by crop experts at Genesis Farms

· Multiple sites for grass fields

	Produce Sales
	· Engage parent interest in healthy food

· Maintain contracts with restaurants
	· Partner Program site closure
	· Conduct parent education, cooking classes, administer surveys to assess desired products

· Research potential new partners and restaurants for future sites

	
	
	
	

	Competitors’ Risks and Challenges


	Kids Corporation Solutions



	· Fresh produce expense relative to low-income food budgets

· Inconvenient locations and parking

· Inconvenient schedules for working families

· Brand awareness

· Labor costs

· Production costs


	· Low profit margin requirement results in average 20% lower cost

· Local presence and organic crops highly desirable for suburban markets

· School-based location is daily parent destination

· Operated during school and program pick-up times

· Multi-decade site relationships and multi-generational family relationships

· Utilize organic farm movement volunteers and room/board/scholarship employment model

· Extensive network for donation procurement of materials and equipment


Organizational Structure 

The Kids Farm project will be led by our existing head farm volunteer, Sarah Weinrich, in the new position of Farm Manager, with her background as an experienced farmer with a bachelor’s degree in environmental studies and certificates in bio-dynamic farming and agricultural leadership. On site, Sarah will have the assistance of Camp Director Joe Tighe and his Instructors, avid conservationists and teachers who oversee environmental sustainability at Camp.  We will also make use of Willing Workers on Organic Farms (WWOOFers), a movement of organic farm workers who volunteer in exchange for room and board, an Americorps educational scholarship, and a stipend of one hundred dollars per month.  This is a staffing model we have used to great success in our Camp programs for the last fifteen years. 

Administratively, the Kids Farm project will require approximately 15% initial time investment from the Executive Director, Michaela Murray-Nolan and Bookkeeper Linda Lawrence, decreasing to 8% after the second year as best practice procedures are streamlined.  Michaela previously lived and worked at Kids Camp for six years, and spearheads our capital campaign and sustainability plans for Kids Camp, which are a focal point of our strategic plan.  Linda, in addition to being a former CFO, holds a Master Gardener Certificate from Rutgers University.
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Healthcare Foundation of NJ Health Clinic at Kids Camp
Medical Findings 2000-2009

	Number of Medical Screenings by Program and Year



	Program

& Term
	MC F00 to S01
	SU

01
	MC F01 to S02
	SU

02
	MC F02 to S03
	SU

03
	MC F03
	MC S04
	SU

04
	MC F04
	MC

S05
	SU

05
	MC

F05
	MC

S06
	SU

06
	MC

F06
	MC

S07
	SU

07
	MC

F07
	MC

S08
	SU

08
	MC

F08
	MC

S09
	Total 2000

-

2009

	Number Screened
	1636
	196
	2107
	405
	903
	306
	109
	579
	380
	567
	730
	362
	483
	686
	239
	424
	NA
	304
	523
	609
	405
	544
	787
	13,284

	Number and Percentage of Children Requiring Treatment



	Lacks Insurance
	521
	9
	381
	28
	192
	22
	26
	167
	111
	180
	142
	53
	161
	119
	10
	51
	NA
	27
	63
	75
	23
	76
	87
	19%

	Failed

Vision
	139
	14
	150
	61
	121
	51
	87
	18
	131
	82
	126
	NA
	55
	23
	53
	23
	NA
	76
	65
	84
	108
	91
	112
	13%

	Dental Problems
	307
	43
	381
	26
	64
	13
	2
	19
	89
	58
	234
	NA
	12
	38
	30
	62
	NA
	71
	118
	120
	104
	82
	107
	15%

	Obese

BMI
	171
	13
	262
	23
	176
	37
	30
	134
	64
	22
	104
	30
	87
	176
	38
	137
	NA
	49
	130
	147
	56
	110
	156
	16%

	Abnormal Blood
	4
	13
	72
	18
	21
	11
	17
	2
	76
	58
	128
	116
	61
	138
	60
	63
	NA
	35
	75
	97
	66
	59
	48
	9%

	Abnormal

Urine
	13
	0
	127
	28
	49
	2
	0
	26
	8
	42
	32
	6
	11
	50
	8
	15
	NA
	5
	17
	25
	15
	9
	13
	4%


Total Children with at least One Area Requiring Treatment:     10,065   or   76%        

Notes on Program Terms: 
Mountain Classroom (MC) operates in Fall (F), September through December; and Spring (S), January through May.





Kids Summer Camp (SU) operates in July and August. 
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