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Pilot Project, 

Planning and Execution 
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Cook Inletkeeper 



Cook Inletkeeper 

Clean water 

Healthy salmon 

Engaged Alaskans 

Clean energy 

Strong communities…. 

Food Security! 

 



Food Miles 

 
Direct farmer 
sales rose 32% 
in Alaska 
between 2007-
2012! 
 
Over $4million 
in high tunnel 
grants from 
USDA to 
Alaskans 
 
 



What is a Food Hub? 



Food Hubs 
• Third-party business 
• Aggregation of products 
• Ease of shopping 
• Marketing & sales 
• Education/Collaboration 
• Building community 
• Alaska- Kenai (2012 Pilot), 

Fairbanks 



Who?  

Producers Customers 
• Farmers – large and small scale 
• Fishermen 
• Value-added products 
• Shellfish growers 
• Non-food products 
 

• Individual Buyers  
• Institutions (hospital, senior 

centers, schools) 
• Wholesale (restaurants, 

grocery stores) 
• Possible expansion 

throughout Kenai Peninsula 
 



Community Impacts 

Economic 
– Increased revenue that stays in the 

community 
– 95% of our food is imported=$1.9 billion 

spent on food from Outside 

Social 
– Strengthens information/support networks 

Environmental 
– Reduces food miles and carbon footprint 
– Raises awareness & engagement 



USDA Grant: LFPP 

The Local Food Promotion Program (LFPP) offers grant funds 
with a 25% match to support the development and expansion of 
local and regional food business enterprises to increase domestic 
consumption of, and access to, locally and regionally produced 
agricultural products, and to develop new market opportunities 
for farm and ranch operations serving local markets.  
 
 
 

Two types of project applications: 
planning grants and implementation grants 



USDA Grant: LFPP 
“Know Your Food, Know Your Farmer” 

• Local Food Promotion 
Program 

• $11.9 million awarded 
• 160 projects nationwide 
• Three in Alaska 



“Expanding local food markets and access 
through an online food hub on the Lower 

Kenai Peninsula, Alaska” 
GOAL: Improve and stabilize local food systems by increasing 
marketing opportunities for local producers and expanding 
access to and purchasing of local foods on the Lower Kenai 
Peninsula.   
*We’ve expanded to include Kenai/Soldatna Area- Why? How? 

Photos: G.Grobarek, R. Mixon, M. Reveil 



Grant Objectives: 

1. Develop an online food hub system that will 
be live by April 2016. 

2. Establish & grow producer engagement 
3. Market the food hub 
4. Market food hub producers 

 



 
 

Food Hub 
Coordinator 

52% 

Director 
Oversite 

6% 

Total Fringe 
7% 

Producer 
Marketing 

3% 

Conference Travel 
2% 

Indirect costs 
14% 

Computer, Tablet 
2% 

Print/Radio 
Advertising 

11% 

Hub Software 
2% 

Logo design 
1% 

Our  
2-Year 
Budget 



Getting Going 

• Advisory Committee 
• Set a Tight Schedule  
• Networked Outside 
• Community Meetings 
• Software 

 
 
 



Advisory Council 
• Producer, Emily Garrity, Twitter Creek Gardens 
• Producer, Margo Reveil, Jakolof Bay Oyster Co. 
• Producer, Paul Castellani, Will Grow Farm 
• Producer, Kenai, Steve Dahl 
• Alaska Marine Conservation Council, Hannah Hemibuch 
• Seldovia Village Tribe, Amy Rattenbury 
• Sustainable Homer, Kyra Wagner 
• Homer Soil & Water Conservation District, Brad Cesar 
• Kenai Soil & Water Conservation District, Heidi Chay 
• Cook Inletkeeper, Rachel Lord (Facilitator) and Robbi Mixon 

(Program Manager) 

 



Advisory Council 

Voting body for 
decision-making, 
presenting a range 
of interests 
 
 

Product 
Food hub name 

Website 

Logo 

Drop-point established 
Business entity established 
Written policies/guidelines 

Producer/Vendor meeting FALL 

Producer/Vendor meeting SPRING 

Facebook page 

Newspaper & Radio ads 
Community presentations  

Promotional video  

Producer marketing materials developed 

Evaluation metrics & plan 

Year-one assessment 

Final assessment 



Kenai Peninsula Food Hub 
LAUNCH: April 15th! 

 
 

• Name 
• Policies 
• Drop locations 
• Software  
• Website 
• Logo (in progress) 
• Community meetings 
• Vendor sign-ups 
• Kenai/Soldotna MOU 



Policy Considerations 
• Products allowed  
• Memberships and Fees 
• Standardized product labeling, packaging and quality 
• Timing for weekly cycle- listing through pick up 
• Permitting, licenses, insurance 
• Decision making and conflict resolution 
• Liability to Food Hub vs. Producer 

 
 
 
 

 



Community Outreach 
Homer and Kenai: 
• Software demo 
• Why participate 
• Feedback on costs and days, 

times, and location of operation 
 
Additional outreach to come: 
• Producer and customer sign-up 

and training demos 
• Online how-to videos 
 
 
 
 



Software Selection Criteria: 

• Built by multiple engineers on 
robust platform 

• Intuitive for users 
• Ability to distinguish 

producers 
• Scalable/ Contractible 
• Customer support 
• Cost 
• Credit card sales  

 
 



Local Foods Marketplace 

  
Vendor Profiles 



Local Foods Marketplace 

  

Product 
Selection/Availability 



Local Foods Marketplace 

  

Weekly Ordering Cycle 



Local Foods Marketplace 

  Initial producer basic profile set-up: 1-3 hours 
• Program manager/volunteers provide 

training 
 

Weekly Maintenance: 10-20  minutes 
• Editing profile/photos/growing practices 
• Updating availability 
• Adding new items 
• Changing prices 



Costs 
Goal: To Keep Costs Low and Be Sustainable 

– Overhead: staff, software, advertising, administration costs 
(bookkeeper, insurance…) 

– Membership fees 
• Customers- $20/year  
• Producers- $40/year 

– Volunteers 
– 25% mark up on products  

• Producers set their prices 
• Food hub adds a mark-up 
• Customer only sees the final price 



Benefits to Vendors 

• All purchases through the Food Hub are Tax-exempt (501(c)3 
through Inletkeeper) 

• Food Hub pays credit card fees (normally up to 3.5%) 
• A variety of reporting and tracking tools 
• Low Overhead: membership and 25% markup 
• Less waste= only harvest what is sold 
• Easy & collective marketing 
• Expanded customer base 



Challenges…so far! 

Weekly Drop/Pick-Up Location 
– Cost 
– Infrastructure (tables, shelter, parking)  
– Proximity to city center 
– Availability on preferred day 

 
Developing policy 

– Community feedback 
– Regulatory challenges (i.e. Cottage Foods) 

 
 
 
 



Questions? 

For more information: 
 

robbi@inletkeeper.org 
www.inletkeeper.org/clean-water/local-foods 

 



Resources 

Cook Inletkeeper (www.inletkeeper.org/clean-water/local-food) 

Alaska Cooperative Extension (Janice Chumley) (www.uaf.edu/ces/districts/kenai/, 907.262.5824) 

Homer Soil & Water Conservation District (www.homerswcd.org, 235.8177 x5) 

Homer Farmers Market (www.homerfarmersmarket.org) 

Sustainable Homer (www.sustainablehomer.org) 

Alaska Marine Conservation Council (www.akmarine.org) 
 

The Wallace Center (www.wallacecenter.org) 
 

Local Foods Marketplace (http://home.localfoodmarketplace.com) 
 

Healthy Food Access (www.healthyfoodaccess.org) 
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