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1. Project Background 
A coalition of nonprofits, government agencies, faith-based organizations, and community leaders in 

McDowell County, NC have come together to create a central hub where donated food for food pantries, 

including healthy fresh and frozen foods, can be delivered in bulk by partners such as MANNA Food Bank, 

and stored for pickup by partner agencies and food pantries of all sizes, making it easier to get fresh, healthy 

food to those in need. The envisioned Hub is also a place to bring the community together and offer services 

to help improve health outcomes and increase community connectivity, through programs such as cooking 

classes/culinary training, a commercial kitchen and/or affordable café, and a center for community agencies 

to do outreach.   

Finally, the Hub may be able to support the local food economy and provide assistance to farmers by offering 

services related to produce packing and storage, and serving as an aggregation site for farmers who are 

working to diversify their market opportunities. At its most expansive, this project holds the potential to 

significantly address food insecurity, support a local food economy, and transform the food system and 

public health infrastructure of McDowell County. 

The Hub concept is the result of over four years of deep community engagement, analysis, and capacity 

building by a wide variety of partners both internal and external to the County itself. These include a multi-

year Local Food System Assessment; a survey of local food pantry capacity, strengths, and needs; a series of 

community meetings designed to learn, analyze, and develop goals for strengthening the County’s local food 

system; the establishment of a Local Food Advisory Council for the County; and a learning tour of four 

regional programs that would shape the vision of what a Hub could do and be. 

Based upon the lessons learned from these assessments and community engagement projects, project 

partners from the Local Food Access Awareness POD of the McDowell County Health Coalition and from 

the Local Food Advisory Council collaborated to submit grant proposals to the Community Foundation of 

WNC as well as the Kate B. Reynolds Charitable Trust, to fund a feasibility study to determine the following: 

▪ The specific components that should be included in a Hub facility 

▪ How much space will be needed (and how it needs to be laid out) 

▪ What the site requirements are for the facility 

▪ How much it would cost to build, equip, and operate  

▪ How the project should be staged and financed 

▪ The business plan for the facility including financials 

▪ The impacts of the facility 

▪ How the facility will be sustained over time. 

▪ And overall feasibility of building and operating a Community Food & Health Hub for the County 

Over 30 local partners signed on to express their support for the project, ranging from food pantries to local 

and county government, as well as the school system, DSS, local restaurants, local farmers, the local NAACP 

chapter, the community college, economic development, and Cooperative Extension, among many others. It 

was funded in September 2016, a project Advisory Council was formed with representatives from a broad 

variety of key project stakeholder organizations, and consulting firms Emergent Opportunities Inc and 

Smithson Mills Inc were hired to carry out the study in October 2016. 

Project Process 

The study model is a community-based, program-centric one, rooted in the belief that the people who live in 

a place know best about what is needed to help it and what might work there. The resulting report blends 
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ideas and direction from the community members who would be affected by the proposed Hub with expert 

advice and guidance from consultants, partners, and the Advisory Council’s members.  

In the first phase of the project, the consultants facilitated 5 stakeholder listening sessions engaging 85 

people, including key representatives from food pantries, local farms, the school system, the West Marion 

community, and County & City government. This included asking community members to identify key 

infrastructure gaps that a Hub might address and programs it might host, identifying ways to improve upon 

the ideas already identified for the Hub by the Advisory Council’s members, and votes from community 

members on the items and programs most needed for their community and the County as a whole. 

Quantitative and qualitative data and analysis from these meetings and from interviews of partner 

organizations were then used to create a detailed Program Plan. This draft Program Plan described a potential 

set of infrastructure components and programs that could address the needs and opportunities identified and 

prioritized through these community meetings. 

This draft program plan was presented at a follow-up stakeholder meeting attended by 73 people from across 

all of the stakeholder groups previously engaged, as well as new groups including Latino and faith community 

leaders. Recommendations from this meeting were integrated into the program plan along with input from 

partner agencies and site visits. At the same time, Advisory Council members and consultants visited and 

discussed potential locations for the Hub facility. A preferred facility was identified, and this facility as well as 

the program plan were used to create a detailed facility engineering study and business plan, and determine 

the costs and considerations involved in building and operating the proposed Hub facility.  

These financial analyses and engineering study, along with the program plan, form the foundation of this 

feasibility study. This study includes facility design considerations; equipment, fundraising and facility 

management suggestions; project management suggestions for the facility buildout itself; and a detailed 

operating budget, all based upon the votes and input of project partners and community members. In 

addition, case studies have been provided of three regional facilities that offer lessons learned and cost 

comparisons for similar facilities. Each of these elements, and the ways in which they will support one 

another, are detailed in the following pages.   

Community meetings brought a wide variety of stakeholders together to discuss 

the Hub project and ensure that it would meet the needs of every group being served  
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2. Program Plan 
The following is a high-level walkthrough of the 7 program areas that seem to be essential to the Hub’s 

operations, based upon the votes and feedback of community members during the stakeholder engagement 

and listening session process. A connections diagram at the end of the section visually maps the ties between 

these program areas, and how they feed into one another. 

I. Donated Food Distribution Center 

What is it? 

A core element of the proposed Hub is a warehouse and distribution center for donated food. Hub staff 

would partner with MANNA Food Bank, local farmers, restaurants, grocery stores, and others to source 

donated food, store it safely and effectively, and then distribute it to food pantries. The products handled by 

this distribution center would include fresh and frozen foods that are hard for pantries to store due to cost 

and space issues. Another key part of this program element is buying bulk quantities of dry and canned staple 

items that are not consistently available as donations, and selling them at-cost to food access organizations, at 

a price far lower that at the discount grocery stores where many pantries source these items. 

What community programs does it support?  

➢ Food access organizations and programs, including: 

o Food pantries 

o Community meal programs 

o Delivery pantry 

Equipment and Infrastructure Needed 

• A loading dock and receiving area for large shipments in and out of the facility 

• Ground-level access via a roll-door for smaller shipments 

• A pallet lifter and pallet jacks for moving goods 

• Pallet racking and food-safe shelving for storing goods  

• Walk-in coolers and freezers for fresh and frozen items 

• A packing line to put together pantry boxes and shipments to local food pantries, designed with 

space enough for many volunteers to work simultaneously 

• A refrigerated box truck or large van, for pick-ups and deliveries 

What Other Program Areas Does it Tie Into? 

▪ Delivery Pantry – outlet for donated food 

▪ Produce Wash Line – receiving and properly storing gleanings harvested from local farms 

▪ Local Farmer Produce Packing & Distribution – handling donated local produce 

▪ Teaching Kitchen – materials for classes 

▪ Commercial Kitchen – especially if receiving goods that have to be cooked/used ASAP 

Expected Impacts 

➢ More food will be available for people in need 

➢ Local food pantries will be able to lower their travel time and costs 

➢ Donated foods can be supplemented with low-cost staple items that the Hub buys in bulk  

➢ Donations from grocery stores are increased and made more efficient thanks to dock and cold chain 

II. On-Site, “Delivery” Pantry 

What is it? 

Food pantry leaders and community members recommended that the Hub not have a traditional client-facing 

pantry on site, but instead support the existing pantry infrastructure in the County through things like: 
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1) Facilitating the delivery of food directly to those in need, via a volunteer network that brings pre-

packed boxes (including fresh, healthy options) to those who cannot travel to pantries themselves 

2) Having pre-packed boxes on-hand and ready for delivery to pantries experiencing an unexpected 

surge in demand, or to people and families in immediate need identified by social workers, 

emergency services, and other similar partners 

3) Adding fresh produce and other healthy options to school “backpacks” before they’re distributed 

4) Being a staging and loading site for a Pop-Up Pantry program at local churches and other community 

facilities, bringing food to areas that do not have a pantry site of their own 

5) Serving as a staging area for food distribution in the case of natural disasters or other emergencies  

What community programs does it support?  

➢ Food access programs, including: 

o Food pantries 

o Pop-up pantries 

o School backpack programs 

o Emergency food assistance 

Equipment and Infrastructure Needed 

• Additional shelving for packed boxes and other ready-made items 

• Access to core infrastructure and equipment from the Donated Food Distribution component 

• Access to box truck/van for deliveries and pop-up pantry programs 

What Other Project Elements Does it Tie Into? 

▪ Donated Food Distribution Center – helping get donated food out into the community 

▪ Commercial Kitchen – if part of delivered items includes prepared foods from kitchen 

Expected Impacts 

➢ More food will get to those in greatest need, and neighborhood connections made stronger with 

food delivery, pre-packed box, and pop-up pantry programs 

➢ Healthier kids and families due to more fresh food in school “backpacks” 

➢ Stronger level of emergency preparedness county-wide, with distribution and staging infrastructure 

III. Produce Wash & Grading Line  

What is it? 

Critically important for ensuring that produce meets the Good Agricultural Practices (GAP) standards 

required by many restaurants, institutions, and grocery stores, a wash and grading line is a place where 

produce fresh from the field is cleaned, dried, and sorted for quality before it is packed up and shipped off to 

market. A wash line can be as simple as a properly set up sink, table, and a giant salad spinner, or involve 

conveyer belts and relatively complex sorting equipment. The wash & grading line’s specific components and 

equipment will be determined by consulting with area farmers and the people who serve them. A wash line is 

also important for cleaning donated produce gleaned from local farmers’ fields after the primary harvest. 

What community programs does it support?  

➢ Individual farms and farmers, by providing a GAP-compliant location to clean, grade, and pack their 

produce for market 

➢ Agricultural support agencies, as a space to teach GAP compliance classes and to demonstrate 

proper cleaning, grading, and packing procedures 

➢ Food access programming, as a place to clean gleaned produce, and also as a source of donations 

from farmers when they cull out “seconds” or provide donations from produce being washed 
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Equipment and Infrastructure Needed 

• A “dirty room” separate from but with access to/from food distribution areas 

• Wash sink(s) and floor drains  

• Large-scale produce washing equipment, including greens washer/dryers, and potentially a conveyor 

system for hard vegetables like squash and potatoes 

What Other Project Elements Does it Tie Into? 

▪ Local Farmer Produce Packing & Distribution – prepping produce for packing and shipment 

▪ Commercial Kitchen – washing produce donated directly from the field, before it reaches kitchen 

▪ Teaching Kitchen – great for farmer training, youth training on fresh produce handling 

▪ Donated Food Distribution – washing produce donated directly from the field, before distribution 

▪ Classroom(s), as part of educational programs like GAP or Good Handling Practices (GHP) training 

Expected Impacts 

➢ More local farmers become GAP certified and sell into commercial markets 

➢ Food access programs source more donated and low-cost produce from local farms 

➢ Farmers and volunteers are educated on best practices for harvesting and handling fresh produce 

IV. Produce Packing, Short-Term Storage, and Distribution Infrastructure for Farmers 

What is it? 

Once farmers’ produce is washed, sorted, and ready, it’s time to pack it into appropriate containers, and get it 

into cold storage before it’s shipped off to market. Directly adjacent to the wash line, (though in another 

room for food safety reasons), will be a packing, aggregation, and distribution area for farmers. This includes 

cooler space available for rent, and separate from the Donated Food Distribution Area’s storage space so that 

farmers can keep their products secure and food-safe. This space is intended as a preparation and staging 

ground for goods headed to places as diverse as the McDowell County Farmers Market and the Ingles 

Warehouse. Project consultants have spoken with several local food distributors who are in need of more 

local product, and who are very excited about a centralized pickup location with wraparound technical 

assistance and cold storage space to ensure high product quality. 

What community programs or community members does it support?  

➢ Individual farms and farmers, by providing a facility and infrastructure to help them more easily 

achieve GAP compliance, and also simplify their packing and distribution.  

➢ Farm technical assistance providers such as Cooperative Extension, as a space for training and 

workshops 

➢ Local produce aggregation and distribution companies, including nonprofits such as TRACTOR 

Equipment and Infrastructure Needed 

• A loading dock (or docks) and shipping/receiving area 

• Ground-level access via a roll-door for smaller shipments 

• Pallet jacks and carts for moving goods 

• Stainless steel packing tables 

• Walk-in cooler(s) for temporary cold storage 

What Other Project Elements Does it Tie Into? 

▪ Produce Wash Line – packing, storing, and shipping out farmers’ produce 

▪ Classroom(s) – used as part of GAP and GHP trainings 

▪ Teaching kitchen – farmer + teacher partnerships for training on how to cook local 

▪ Commercial Kitchen – farmers can make value-added products onsite, and distribute them from here 
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Expected Impacts 

➢ Farmers can pack their produce more quickly and safely, and easily keep the cold chain intact 

➢ More local farmers access and serve commercial/wholesale markets 

➢ Farmers are able to band together to collectively meet demands of larger clients 

➢ McDowell County farm products represent a larger part of the regional food supply chain 

V. Healthy Meal Planning, Food Preparation, and Cooking Classes 

What is it? 

Getting more healthy food available for and into the hands of community members in need is difficult 

enough. But healthy food options aren’t enough; ensuring that people will actually use and prefer the healthy 

options available to them (whether donated, or bought at the store or Farmers Market) is key for creating a 

healthier food system. In order for this to happen, we need to 1) ensure that community members know how 

to cook delicious healthy food, quickly and easily, from scratch; and 2) make it easy for them to use fresh, 

healthy foods. A teaching kitchen helps solve #1, and gives people confidence about #2. The teaching 

kitchen can also be used for engaging local youth, such as the talented students in the high school’s culinary 

program, to deepen their learning and get involved by teaching others the skills they’ve learned in school. 

What community programs does it support? 

➢ Food access programs, by teaching clients how to cook donated fresh and frozen foods.  

➢ Healthy Eating/ Active Living programs, by providing class space for anyone in the community to 

learn about cooking healthy.  

➢ Farmers, by teaching local people how to cook the things grown in the area. 

Equipment and Infrastructure Needed 

• A fully-equipped “home” kitchen, designed for teaching. Madison County Cooperative Extension’s 

facility is one model, and includes a stove, oven, sink, cabinetry, cutlery, utensils, and all the other 

elements one would expect in a home kitchen. 

• Teaching and instructional space and equipment for class attendees, including a projector and 

whiteboard. 

What Other Project Elements Does it Tie Into? 

▪ Donated Food Distribution Center – use donated food for healthy cooking trainings, and promote 

usage of fresh, healthy donated foods 

▪ Produce Packing, Storage, & Distribution – partner with farmers to teach how to cook their produce 

▪ Classroom(s) – show, and tell 

▪ Commercial Kitchen – can teach core skills in both areas, and this can be an inspected, backup 

kitchen for small productions as well as a space to do food prep and small batch cooking 

Expected Impacts 

➢ Healthier local people, due to a greater number of people in the community having the knowledge 

and confidence to use more fresh, healthy foods in their daily meals.  

➢ Greater utilization of fresh, healthy foods by food pantry clients 

➢ More local people knowing how to use the produce at the farmers’ market and local farm stands, and 

thereby buying more local produce, including through programs like SNAP Double Bucks.  
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VI. Inspected Kitchen for Commercial Scale Food Preparation and Training 

What is it? 

One of the most impactful programs and components of the Hub would be an NCDA-inspected commercial 

food production space (i.e. kitchen), geared towards a mixture of job training, food access programming, and 

enabling local entrepreneurs and organizations to produce large quantities of prepared foods using a basic, 

highly flexible set of commercial equipment. The kitchen can be used for community meals and catering; as 

the “cafeteria” kitchen for food access programming and any on-site feeding programs; and be a certified 

kitchen for entrepreneurs to make canned products like jams and jellies, acidified foods like pickles and salsa, 

and also to make dehydrated fruits, vegetables, and mushrooms. 

The kitchen is the facility’s #1 source of earned income, as discussed in the Operating Budget Narrative 

presented later in this study (in 8. Operating Budget.) The primary way in which the kitchen generates 

revenue is through rentals; renting kitchen space as a way to offset utility and staffing costs is a win/win, as it 

incentivizes the facility management to maintain the facility and keep it attractive to users, and in turn pays 

the facility back for making sure that everything is well maintained and running smoothly.  

In conversations with community members during Stakeholder Meetings in November and December 2016, 

some other programmatic ideas emerged that might provide significant sources of revenue for the facility and 

feature/promote locally-produced ingredients in season, but which need business plans of their own that are 

beyond the scope of this study. 

One of these program concepts is a local “Blue Apron” equivalent, distributing prepped ingredients and 

recipes to busy households (or to people who can’t wield a knife like they used to.) Another potential 

program is a prepared foods to-go program that sells casseroles, soups, and the like that can be taken home 

and heated up for family meals. Both of these programs would charge money to those who are able to pay, 

and use the earned income from these meals to offset giving meals away to the food-insecure.  

There has also been a proposal to do monthly “blue plate” fundraiser dinners at the facility featuring local 

chefs and local food. This is a more straightforward proposition than the “Blue Apron” or prepared foods to-

go options listed above. A regular schedule of fundraiser dinners would create a sense of community among 

the facility’s supporters, and local foods features could build partnerships with local farms and entrepreneurs.  

It is important to note that any food being produced for sale *cannot* have been donated by MANNA or 

one of their partners (though attendees at non-fundraiser community meals can make donations, so long as 

the majority of the people being served at that meal are eligible for food assistance). 

The kitchen can also be used for cooking classes – both as a host for outside programs, and also potentially as 

a place where revenue-generating programs and workshops can be held, as an auxiliary, more production-

oriented complement to the Teaching Kitchen. Finally, donated prepared foods can be re-heated and served 

from this kitchen for community meals, as is done in Asheville at the 12 Baskets Café.  

What community programs does it support? 

➢ Food access programs, by providing a space to make prepared foods and community meals both for 

on-site meals and for delivery.  

➢ Workforce development, through training youth and others about food preparation on a large scale, 

using commercial equipment.  

➢ Economic development, via entrepreneurial support for food and farm enterprises making value-

added products that can be a new business, or an added income source for farmers. 

➢ Educational programming on food preparation and cooking 

Equipment and Infrastructure Needed 
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• Basic commercial production kitchen equipment, such as a commercial range, convection oven(s), tilt 

skillet, and steam oven. Only highly flexible, non-specialized equipment is recommended. 

• Reach-in coolers and freezers 

• Kitchen utensils and prep tables for a large number of people to work at once 

What Other Project Elements Does it Tie Into? 

▪ Teaching Kitchen – the two feed off of one another, and classes can take place in both spaces 

▪ Training Classroom(s) – teaching aid for classes like Serv-Safe 

▪ Donated Food Distribution Center – producing prepared foods for distribution to people in need, 

especially those like elderly people with arthritis who can no longer prepare whole foods easily 

▪ Community Event Space – catering kitchen for event space, and for community meals  

▪ On-site Delivery Pantry – fresh foods for “meals-on-wheels” type programs 

▪ Produce Packing, Storage, & Distribution – value-added product creation area for farmers 

Expected Impacts 

➢ Local food entrepreneurs flourish, with a space to produce their goods.  

➢ More local people are trained in commercial scale food preparation from scratch as well as food 

safety, and are able to work at local dining establishments, or start restaurants of their own 

➢ Community members at all income levels have more healthy prepared-food options available to them 

➢ Stronger ties within County through community meals prepared on site 

➢ Key earned income dollars are brought in for the facility, through kitchen rentals as well as other 

revenue-producing programs 

VII. Training and Community Meeting Space  

What is it? 

In order to hold classes on subjects like food safety and healthy living, classroom space is needed. A 

classroom would also be a small multipurpose room that can be used for meetings, community events, or 

even fitness programs. The model facility plan includes two classroom/meeting spaces; one attached to the 

teaching kitchen, but divisible from it by a moving wall, and one that doubles as an employee break room. 

What community programs does it support?  

➢ Healthy Eating/Active Living programs, with space to carry out their programs 

➢ Farm support agencies, as classroom or gathering space 

➢ Community, as small event or meeting space 

Equipment and Infrastructure Needed 

• A room sizable enough to fit 20+ students and a teacher, possibly attached to teaching kitchen 

• Basic classroom equipment, such as a whiteboard and projector, chairs and tables 

What Other Project Elements Does it Tie Into? 

▪ Teaching Kitchen – especially if the second classroom is built attached to it 

▪ Produce Wash & Grading Line, Produce Packing, Storage & Distribution –GAP and GHP classes 

▪ Donated Food Distribution Center – staging space for distributions, extra packing space 

Expected Impacts 

➢ More Healthy Eating/Active Living programming is carried out in the County 

➢ Meeting and training space in the Hub encourages more people to get involved in programs there, 

increasing volunteerism as well as the Hub’s overall utilization 

➢ Farmer programming such as GAP training also increases, with a nice space to hold classes that’s 

also adjacent to the wash line and distribution area.  
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Potential Partnership and Collaboration Opportunities  

There are several programmatic and facility component ideas brought forth by stakeholders during project 

discussions which would leverage the infrastructure provided by the Hub, and multiply its impacts, but which 

do not seem to fit within the Hub’s core operations. These programs and components highlight the 

significant opportunities for partnerships and co-location with other community organizations, as well as 

social enterprises, and demonstrate the importance of locating in a space with room for expansion. They 

include: 

Community Event Space 

There has been a desire expressed by numerous community members and organizations to have a banquet 

hall-like space for community meetings, meals, and other gatherings, including hosting private events such as 

weddings as a source of earned income. This space could be a catalyst for bringing diverse groups together 

and building bridges throughout the community through programs like the Homework Dinners Initiative 

currently being organized in Asheville by Kitchen Ready Industries, the United Way of Asheville and 

Buncombe County, and local middle schools. 

Farmers’ Cooperative 

One major theme at the Farmer Stakeholder Session was the desire for a cooperative to help local farmers 

buy bulk quantities of agricultural inputs at a lower cost, and market their products to regional buyers. While 

running a cooperative is not the Hub’s role, it might be advantageous for a farmer-led cooperative to co-

locate with the Hub, in order to make use of the loading docks, washing line, and packing facilities available 

to farmers there. Lots of support exists, including grant programs, to help establish farmer cooperatives. An 

organization of farmers, or at least help from a local ag support agency, would also be very helpful in 

coordinating and maximizing the utilization of the wash line and the distribution center. 

Composting Operation 

Waste is inevitable when you’re handling a large amount of perishable food products, no matter how 

diligently you manage your operation. An on-site composting operation is one way to turn this waste stream 

into a resource, and could also help handle pre-consumer food waste from other businesses and institutions. 

On-Site Garden 

If there is suitable land nearby, interest has been expressed in having an on-site garden to demonstrate 

growing practices, and raise crops that can be donated to community food access programs, or served at 

community meals. This garden could also be a teaching plot for agricultural service providers. 

Shared Nonprofit Offices 

Several nonprofits in the region have expressed interest in locating staff at the Hub’s facility, and having 

shared equipment (printer/scanner/copy machine, kitchen equipment, etc.) as well as shared meeting rooms 

there. Further discussions are needed about this “nonprofit co-op”, and how partnerships might be 

established, and firm commitments made, to build this component out and keep it self-supporting. 

Affordable Healthy Local Foods Café or Restaurant 

One of the programmatic elements that was initially slated for investigation as part of this feasibility study was 

having an affordable healthy local foods café on-site. While initial research and community feedback indicated 

that this was not a core programmatic priority of the Hub itself, there might be opportunity for an affordable 

healthy foods café or restaurant to co-locate with or near the Hub, especially if the Hub is sited at a larger 

community center., taking advantage of its Commercial Kitchen equipment and farmer connections.  
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3. Site Selection Requirements and Essential Characteristics 
Based on community feedback and desired program activities, a site for a community food and health hub is 

recommended to have the following characteristics: 

An existing building suitable for renovation and up-fit  

Due to high costs of land acquisition and new construction, this facility should be located within an existing 

building having suitable concrete floors and a roof system in good condition. An open floor plan that makes 

building interior walls easier will help reduce renovation costs and help for a design that supports a good flow 

of products and people.  The site should have an existing loading dock or an area that can be up-fitted for 

loading and unloading of trucks. The site should either have existing floor drains or be suitable for such 

installation. Minimum recommended interior space is 8,000 square feet.  

Sufficient parking and truck access 

A site must have enough space for tractor-trailers to back up to a loading bay. This facility is likely to have 

daily traffic from a variety of vehicles, including 18-wheel trucks, vans, pickup trucks with gooseneck trailers, 

and cars. Adequate parking for twenty or more cars is highly desirable.    

Full access to utilities 

A site must have access to 3-phase power and public water. Access to natural gas, high speed internet, and 

public sewer is highly recommended.  

Other criteria 

Site characteristics not essential but highly desired include a centralized location with easy access to Interstate 

40 and downtown Marion. Co-location with other programs and activities can help with program 

implementation and encourage more community participation.  

4. Recommended Location 
A location search was conducted, working with local partners and members of the Project Advisory 

Committee, and identified a small number of potential prime sites for the location of the Hub. One in 

particular stood out after site visits and preliminary partnership discussions: the former Spectrum Dyed Yarns 

manufacturing facility at 263 Barnes Rd, in Marion, NC. This 116,000 square foot former textile mill located 

on the far eastern end of the County, is close to the Burke County line and just 1.4 miles from an I-40 ramp. 

It was recently purchased by a local church, Nebo Crossing, which will be converting it into a multipurpose 

space that includes a sizeable daycare center, a church + event space sized to hold approximately 1,200 

people, and a 44,000sf “City Center” designed to house community programs, as well as retail and service 

spaces. After discussions with the leadership at Nebo Crossing, and multiple visits to the 28.73 acre site, it 

became clear that this building is ideally suited to hosting the Hub’s programs. It is in excellent condition, is 

well located and easy to build inside of, and most importantly, has an owner whose mission dovetails with 

that of the Hub and who sees strong mutual benefit from hosting the Hub’s programs and facilities. Because 

of this mutual benefit, the Hub is likely to be able to secure a long term space rental for little or no money. 

5. Conceptual Design for McDowell Community Food & Health Hub 
Consultants provided a line-drawing conceptual design for a facility that is able to host the programs listed in 

2. Program Plan. The design presented on the following page is not intended to be used for construction, but 

can serve as an informational starting-point for a qualified architect or engineer to develop a comprehensive 

set of designs inclusive of mechanical, electrical, and plumbing needs. 
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Facility Components 

The 8,140 square foot facility design includes the following rooms and components: 

Loading, staging and dry storage areas 

The facility has a loading and handling area that has an open floor area of approximately 20’ wide by 89’ deep. 

This area includes a loading bay for trucks, a dock leveler, and a three-tier pallet racking system able to hold 

21 pallets of dry storage goods. Ceiling height is recommended to be a minimum of 14’ to allow for raised 

storage. This area will be used for staging foods coming into and leaving the facility, and provides direct 

access to cold storage units and other parts of the facility.  

Packing area for handling donated foods 

This area measures 22’-3” by 34’-6” and is a multi-purpose food handling area. It is located immediately 

adjacent to the loading area with no wall separation and contiguous 14’ ceiling. Various program activities can 

be conducted in this area, including sorting and grading donated foods, preparation of deliveries to area food 

pantries, packing food packs for individual and families, and other activities furthering the distribution of 

donated foods. There is adequate space for bins and pallets of foods being assembled or broken down. 

Worktables (not shown on the drawing) can be arranged for crews of volunteers to work with adequate space. 

The area also includes 20 linear feet of multi-row shelving adequate to hold shelf-stable food packs for 

various outlets.  

Produce washing and sorting area for local farmers 

In response to demand for washing and sorting facilities by area produce farmers, the facility includes a 15’ x 

32’ room that farmers can use for various grading and packing needs. The room has a grade-level rollup door 

for receiving and shipping small volumes of produce grown by area farms. It includes sloped floors, a trench 

floor drain, 3-compartment sink, and worktables. A 9’ ceiling will provide ease of cleaning and can also allow 

for storage of boxes and other non-food inputs in a space above (accessed from the loading area). 

The room is designed to accommodate additional washing and grading equipment that may be installed by 

partnering farms or farm organizations as specific equipment needs are identified. Its location on the 

perimeter of the facility will allow expansion of outdoor washing or cold storage, easy access for trucks and 

trailers, and removal of culls and trash for composting.  

Coolers and freezer for farmer distribution and storage 

The facility includes two 12’ x 10’ coolers and one 12’ x 10’ freezer for use by area farmers to store produce 

and meats for commercial distribution. Two coolers are included to store different produce requiring 

different storage temperatures. For example, greens and herbs are best stored at 32-34F, while sweet potatoes 

are best stored at 55F. The freezer is included to allow farmers access to storage for local meats. Farmer cold 

storage is intended to be short-term for aggregation of products to be shipped out to commercial distributors. 

The location of the farmer cooler and freezer area against an outside wall also allows for additional coolers to 

be installed outside if need be, as was done at Madison County’s aggregation facility. 

In all, the farmer coolers can hold approximately 10 pallets total, or an equivalent combination of pallets and 

shelving. The freezer can hold approximately 5 pallets or an equivalent combination of pallets and shelving.  

Why multiple coolers? 

Specific products require different storage conditions, and chilling everything to 32°F causes significant 

damage to fruits and vegetables such as sweet potatoes, tomatoes, cucumbers, and squash. It'll be tough to get 

an "optimal" set up for every crop, but with two coolers operating at different temperatures, farmer produce 

and donated goods should be able to be kept at the highest possible quality. Some example temperatures are 

provided on the next page, and UC Davis has an excellent post-harvest handling resource with harvesting and 

storage information for almost all of WNC’s core crops. 

mailto:http://postharvest.ucdavis.edu/Commodity_Resources/Fact_Sheets/
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32°F crops at 90-95% RH (Relative Humidity): 

Apples, Broccoli, Cabbage, Celery, Garlic, Herbs (except Basil), Lettuce, Melons, Onions, Peas, Spinach, 

Strawberries, Sweet Corn 

45°F crops at 90-95% RH: 

Bell and Chile Peppers, Green Beans, Irish/Inca Potatoes (mature), Okra, Summer Squash 

55°F crops at 90-95% RH: 

Bananas*, Basil, Cucumbers, Hard/Winter Squash**, Irish/Inca Potatoes (new/fingerling), Sweet Potatoes, 

and Tomatoes* 

*Tomatoes require a range of temperatures based upon ripeness, with 55 degrees best if harvested mature-green or light red, and 

fully-ripe tomatoes best at 45 degrees. 

Given the crops and temperatures above, it seems as though in fall/winter/spring, the coolers should be split 

between a 32 degree and a 55 degree cooler, with the latter devoted to storage crops. In summer, a 32 degree 

and a 45 degree cooler would suit the majority of the crops, including summer vegetables like summer 

squash, peppers, green beans, potatoes, and okra. 

Coolers and freezer for donated foods and kitchen ingredients 

The facility includes two 15’ x 10’ coolers and one 12’ x 10’ freezer for the primary purpose of storing 

donated foods. These units may also be used for storage of raw materials used in the commercial kitchen or 

for use in the teaching kitchen. The coolers can hold up to 12 pallets with plentiful additional space for 

storage shelves. The freezer can hold approximately 5 pallets or an equivalent combination of pallets and 

shelving.  

Commercial kitchen and storage area 

The commercial kitchen and storage area is located at the opposite end of the facility from the loading area 

and is largely segregated from other program activities to ensure maximum food safety. The kitchen, sized at 

33’-11” x 24’, is the single largest investment in the facility’s infrastructure. It is adequately sized to 

accommodate 24 linear feet of cooking equipment under an exhaust hood system along with enough space to 

hold at least six 72” x 24” work tables. The perimeter walls have space for sinks, a dishwasher, reach-in 

freezer and cooler, and cutting and mixing equipment on casters. As far as possible, equipment should be on 

rolling casters for flexibility based on whatever is being cooked or prepared.  For ease of cleaning and 

maintenance, ceiling height is recommended at 9’.  

The kitchen should have sufficient electrical, plumbing, and natural gas to support a variety of cooking and 

food processing equipment. These include a trench drain the width of the room, access to 3-phase power, 

and natural gas piping for ranges and ovens.  

Experiences at other commercial kitchens show that required storage space exceeds actual kitchen production 

space. The kitchen has an adjacent dedicated storage room measuring 25’ x 21’-4” and includes caged areas 

averaging 5’ x 6’. This room will allow regular kitchen users to have their own dry storage areas for safe 

keeping of shelf stable ingredients, personal small wares, personal equipment and supplies needed for their 

productions. To maximize space, ceiling height is recommended at 14’. Should this room reach maximum 

use, additional kitchen-related storage can be established on pallet racking. Kitchen users will also require 

limited cooler and freezer space for ingredients.  

Mop room and hot water heater, washing machine, dryer 

A small mop room is adjacent to the commercial kitchen/storage area. This space is essential for housing a 

hot water heater (HW), a mop sink, and cleaning supplies. It should also house a washing machine and dryer 

for cleaning linens from kitchen users at both the commercial and teaching kitchens. 
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Teaching kitchen/common room/pantry 

The facility includes a room measuring 39’-7” x 20’-7” that includes a teaching kitchen. Cooking classes 

focusing on healthy eating options and home food preparation skills can be held in this room. The kitchen 

area is designed to look similar to a home kitchen environment, but also includes an island with a stovetop 

for demonstration cooking.  It should also be designed to be able to become an NCDA inspected kitchen for 

low-risk  food production, and used for smaller commercial food production if space and time constraints 

become an issue in the larger commercial kitchen. 

Basic kitchen equipment includes a standard range/oven, a domestic refrigerator and microwave, sinks, 

cabinetry, and countertops, as well as the aforementioned stovetop island for demonstration cooking. The 

room can seat over 30 people for seminars and cooking classes. It has a divider that would allow for 

separation of the space into two meeting rooms. For ease of cleaning, ceilings are recommended at 9’. 

Adjacent to the room is a 12’ x10’ pantry for storage of kitchen appliances and supplies and materials used in 

program activities. The pantry and at least some kitchen cabinets should both have locks in order to prevent 

theft or unauthorized usage of materials by renters or groups using the space. 

Employee welfare area 

A break room, or employee welfare area, is highly recommended in any facility having employees. The welfare 

area here can also be used for small informal meetings and workspaces. It includes tables and chairs, a 

refrigerator, microwave, sink, and counter space for dishes and a coffeepot. Shelving may be installed as-

needed. The room is recommended to have a 9’ ceiling and tiled floor.  

Offices and miscellaneous storage 

The design includes four offices, each measuring approximately 12’ x 10’. The office closest to the loading 

area would be for the facility manager, while other offices could accommodate project partners overseeing 

various types of programming. A storage room is included to hold a copy/print machine and office supplies. 

The office area is recommended to have carpeted floors with 9’ ceilings. A separate zone for heating and 

cooling of offices and the break room/employee welfare area will contribute to energy efficiency.  

6. Development costs 
Costs of development can vary widely depending on the site chosen. For new construction a substantial 

portion of costs are borne with site preparation, which includes grading and siting of utilities. By redeploying 

an existing warehouse-type building in good condition with easy access to utilities, costs of construction can 

be reduced by more than 50% compared to a new build.  

The construction estimate below assumes a renovation of an existing warehouse-type facility with required 

characteristics as previously discussed. It also assumes a full cost for support fees including architectural fees, 

profit for a general contractor, and a contingency line-item for overages. Essential construction costs are 

discussed as follows: 

Drains and Plumbing 

Many of the areas will be wet when in use and will require floor drains. This is especially true of the 

commercial kitchen and the farmer washing and grading area. Coolers will also require drains, as will the 

teaching kitchen, ice machine, employee welfare area, and mop room. A trench drain in the donated food 

packaging area is not included in the plan but should be considered if funding permits the added expense. 

Installation of drains and drain pipes will require extensive cutting and trenching below the concrete floor, 

followed by re-pouring of concrete to patch floors. Water lines will also need to be installed to service most 

areas of the facility, especially the commercial kitchen, teaching kitchen, employee welfare area, and farmer 
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wash and grade area. The total estimated cost of drains, plumbing and plumbing fixtures is $81,400, or 

$10/ft2 for the entire area.  

Walls and Ceilings 

Walls and ceilings, not including costs of electrical lines, fixtures, and lighting is estimated $73,260, or $9/ft2 

for the entire facility. Ceiling height will be set at either 9’ or 14’ above floor grade, depending on the room.  

Electrical Costs 

The facility will require extensive electrical upgrades, including LED lighting in ceilings and 3-phase power to 

coolers and freezers and the commercial kitchen. As the facility grows, additional electrical demands can be 

expected. The project is therefore designed to have excess electrical capacity to accommodate future 

expansion and additional equipment, as this is one of the primary potential constraints to future growth. The 

estimated cost of electrical upgrades and lighting is $81,400 or $10/ft2.  

Fire Suppression 

Fire suppression is priced based on an assumption that the development site will have an existing sprinkler 

system. Piping will need to be dropped down below ceiling heights and will also be required in coolers and 

freezers as per code. Installation cost is estimated at $30,525, or $3.75/ft2.  

HVAC 

The facility will require a stand-alone heating and cooling system with multiple zones for energy efficiency. 

Separate zones are needed for offices, the commercial kitchen, the teaching kitchen, and farmer washing and 

grading area. The loading and staging areas, along with the donated food packaging area, may be left without 

air conditioning. Gas-fired heat blowers may be installed to provide warmth in these areas during winter 

months. Developers should keep in mind that areas with high ceilings and airflow with the outside will be 

expensive to keep at a controlled temperature. At a minimum, temperatures in these areas should be kept to a 

range between 56F and 80F at any time of the year. HVAC is estimated at $34,560, or $4 per square foot.  

Floors 

Sloped floors are required in the commercial kitchen and the farmer wash and grade area for ease of cleaning 

and to prevent pooling of water and unsafe working conditions. Sloped floors may be done using tile or 

composite materials depending on price and preference. Office areas will require carpet and subfloors over 

existing concrete. Common areas including dry storage, loading dock area and donated food packaging can 

use existing concrete floors as-is. Total flooring costs are estimated at $11,300 for 2,300 square feet of sloped 

or carpeted floors.  

Loading dock 

This design assumes that a loading dock will need to be constructed to tie into a new loading bay door. Easy 

loading and unloading of pallet-size shipments is essential. While this cost is substantial, and cheaper 

alternatives may exist (such as using a pallet lift or forklift, nothing will work as easily as a full concrete 

loading dock, cut below floor grade and with adequate drainage. The price for this addition is estimated at 

$25,000. Installation of a bay with rollup doors and a frame is estimated at an additional $5,000, assuming 

such hardware is available as a donation.   

Utilities and grease trap connections 

The facility will require exterior access to water, sewer, and natural gas lines. A grease trap, estimated at 1,500 

gallon capacity, is required according to code to be installed below-grade out side the facility and close to the 

commercial kitchen. Along with natural gas connections in the kitchen, exterior utility access is estimated at 

$16,000.  
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Management Costs 

A 15% cost for general contractor profit over base cost of construction is estimated at $53,467. Architectural 

fees, which should include construction oversight and inspection, is estimated at 9% of base construction 

costs, or $36,892.  

Contingency 

Almost all construction projects exceed original cost estimates due to natural inflation, variations of specific 

materials and labor costs, other market forces or design changes made during construction. This budget 

allows for a 10% contingency over the base construction estimate plus general contractor profit, for an 

estimated $40,991. 

Total Construction Cost 

The total estimated construction cost for an 8,140 square foot facility is $487,795, or $59.93 per square foot.  

Construction Estimate McDowell Hub 

Item Cost Total Sq. Ft Cost/sq. ft 

Drains & Plumbing 81,400 8140 10.00 

Walls and Ceiling 73,260 8140 9.00 

Electrical lighting, boxes and conduit 81,400 8140 10.00 

Fire Suppression 30,525 8140 3.75 

HVAC 32,560 8140 4.00 

Floor sloping 6,300 1050 6.00 

Carpet and subfloors 5,000 1250 4.00 

Loading Dock Construction 25,000     

Loading Bay and Roll Door Install 5,000     

Sewer connection 3,500     

Grease trap 5,000     

Water connection 2,500     

Natural Gas connection & plumbing 5,000     

Base Construction Cost 356,445 8140 43.79 

GC Overhead and Profit 15% 53,467 8140 6.57 

Subtotal 409,912 8140 50.36 

Architect fees 9% 36,892 8140 4.53 

Contingency 10% 40,991 8140 5.04 

        

Total $487,795 8140 ft2 $59.93/ft2 
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Options for Value Engineering 

To save money, some design aspects may be removed or decreased in size. Use of a pallet lift gate or a forklift 

may eliminate the costs of a new loading dock, although efficiency in loading and loading will be reduced. 

Less lighting, reduced cold storage or smaller food handling areas can all reduce the final price tag. Donated 

or in-kind contributions from architects, general contractors, and subcontractors can result in a meaningful 

reduction in cost. Nevertheless, project developers should not underestimate the cost of initial construction 

for a facility of this size and function. A final cost of just under $60 per square foot is probably less than half 

the cost of new, ground-up construction.  

7. Equipment Needs for McDowell Community Food & Health Hub 
To function properly and to support all program activities identified, the facility will require a substantial 

amount of equipment for transporting, handling, storing, and processing food products. This section 

identifies equipment recommended to have on-hand before opening for services.  

Project leaders will need to become familiar with all equipment, understand how to operate such equipment, 

and understand essential maintenance protocols to keep equipment in good working order and avoid 

expensive ongoing repair and maintenance costs. As will be discussed, the facility manager or support 

volunteers will need to have some degree of mechanical aptitude to keep equipment working.  

New food handling and processing equipment can be very expensive. While opportunities exist to source 

many pieces used and in good working order, the prices listed here are for new equipment with at least a one-

year manufacturer’s warranty. Project leaders are cautioned to avoid buying used motors, compressors, or 

other mechanical parts that will need repair. As the facility and equipment ages, repair and maintenance costs 

will rise from first year expenses. Therefore, a realistic operating budget should include a sufficient line item 

for repairs, which will rise each successive year. Depreciation of most equipment should be set at 7 years.  

Following is a discussion of the most important pieces of equipment needed for the facility, beginning with 

the most expensive. Prices are based on 2017 quotes; however, a 4% price increase is factored into the final 

full price tag for 2018 acquisition: 

Refrigerated Van 

A core mission of the Hub is to facilitate the distribution of donated foods for hunger relief and food 

security. A refrigerated vehicle able to haul relatively large amounts of goods is essential to support 

distribution to area food pantries and to collect donated foods from primary sources including Manna 

Foodbank in Buncombe County and major food retailers in McDowell County. A new refrigerated box truck 

could be ideal. However, considering the cost of a new vehicle of this size, along with high costs of operation, 

purchase of a new van modified with a refrigerated area seems more practical. The estimated cost of a Ford 

or Nissan cargo van is $45,000.  Researchers do not recommend a used vehicle due to lack of warranty and 

potentially high repair costs for replacement of cooler unit, tires, or motor. 

Walk-in Coolers and Freezers 

To accommodate refrigeration needs for donated food, locally grown food, and foods held for cooking or 

further processing, the facility is recommended to have two walk-in coolers measuring 12’ x 10’, two walk-in 

coolers measuring 15’ x 10’, and two walk-in freezers measuring 12’ x 10’. The farmers are allocated the two 

smaller coolers and one freezer, while the larger coolers and second freezer will be used for donated foods 

and other storage needs. The coolers are to be located with direct access from the loading and staging area of 

the facility with easy access to the commercial kitchen and farmer wash and grade area. The total cost of all 

walk-ins, as quoted by B. Cooke Service (a local refrigeration company), is $105,750 and is inclusive of labor. 

If cost savings are required, project leaders may opt to include only one cooler for farmer storage. Some 

savings may also be realized by purchasing cooler panels used or from a discount supplier. Project leaders 



 

McDowell County Community Food & Health Hub Feasibility Study - Page 18 

may reach out to executives at locally owned food retailers such as Ingles or Earth Fare to seek donations of 

cooler panels from renovated stores.  

Exhaust Hoods with Fire Suppression 

The commercial kitchen requires fan hood exhaust, fire suppression system, and make up air return. 

Researchers recommend 24 linear feed of fan hoods across the entire wall where cooking equipment will be 

located. At least sixteen feet of fan hoods are required to house essential equipment, with the remainder open 

for future equipment acquisition such as ovens, ranges, and kettles. The estimated cost of exhaust hoods and 

fire suppression with makeup air is $1,250 per linear foot, or $30,000 for the recommended 24 feet.  

Commercial Kitchen Equipment 

The design calls for one tilt skillet ($12,606), one dishwasher ($7,912), a double-stack convection oven 

($6,848), 20-quart bench mixer ($5,294), griddle with oven ($4,978), 6-pan steamer ($4,000), reach-in freezer 

($3,646), reach-in cooler ($2,045), 6-burner range with oven ($2,292). Priced new with warranty, these pieces 

total $49,621. In addition, stainless sinks (around $1,500) and worktables ($697 each) are required for working 

in a sanitary food preparation environment. A small commercial grade dehydrator is also included at $600; if 

dehydrator demand proves significant, larger units are available ranging from countertop ($1,000) to 

freestanding, roll-in-rack models ($6,000+). 

It is possible to acquire some used commercial kitchen equipment that is in good working condition. This is 

especially true of sinks and worktables, convection ovens, griddles, steamers, and ranges. Coolers and freezers 

should be bought new, as older units will have failing compressors. While savings can be realized from 

purchasing used equipment, increased repair and maintenance costs will offset a portion of initial savings.  

The storage area for the commercial kitchen is recommended to have a chain link fence system that allows 

for kitchen users to securely store shelf-stable ingredients and personal equipment. The cost estimate for this 

fencing is $1,100 from a local vendor.  

Teaching Kitchen Equipment 

The cost estimate for all necessary equipment in the teaching kitchen is $9,184, not including shelving and 

tables. This includes refrigerator, range/oven, microwave, domestic dishwasher, and cabinetry found in a 

common home, and also includes a range and exhaust for a demonstration island.  

Hard Vegetable Wash Line 

A wash line for area farmers and for gleaning of donated agricultural products will allow for better washing 

and grading of freshly harvested produce. A small line with automated washing, a size sorter and an 

aggregation table can be purchased from Tew Equipment in Penfield, NY for about $15,000. Further demand 

studies and discussions with key farmers are needed to determine exactly what kind of wash line is required. 

General Facility Equipment 

Other equipment essential for facility operations are a 500lb per day ice machine ($3,239), about 30’ linear 

feet of pallet racking ($5,120), and a pallet stacker ($2,739). A washer and dryer for linens and towels is 

included ($400 each). Essential hardware considered as equipment includes hand sinks for various rooms 

($641 each), and a keypad entry control system ($1,300). Finally, the facility will need to own a full set of tools 

and spare parts for ongoing maintenance of equipment ($3,000). Less expensive items, but ones sorely 

needed will be many folding chairs and tables, furniture for the break room, mops, brooms, buckets, and carts 

as identified in the master list on the following page.   
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Equipment List 

The following equipment list shows per unit pricing for all equipment identified, along with consideration of 

sales tax, shipping and installation, a price increase of 4% from 2017 to 2018, and a contingency of 10%. It is 

important to note that sales tax expenses may be reimbursed if the purchasing entity is a recognized 501-c-3 

nonprofit. A detailed equipment list spreadsheet, including sourcing information for all items below, is 

available at http://bit.ly/McDowellHubEquipment  

The total estimated cost of acquiring all equipment new is $386,035 

McDowell County Community Food and Health Hub; Equipment List and Pricing, 2017 

Equipment Units Unit Cost Total 

Van, Refrigerated 1 45000 45,000 

Cooler - Walk-in 15' X 10' 2 18760 37,520 

Freezer - 10' x 12' subzero, exterior compressor 2 17825 35,650 

Cooler - 12 X 10 2 16290 32,580 

Exhaust hoods with fire suppression & makeup air, priced per foot 24 1250 30,000 

Tilt Skillet, gas fired 40 gallon with manual tilt 1 12606 12,606 

Dishwasher, Commercial Grade 1 7912 7,912 

Tables - 5 foot on wheels; heavy duty stainless shelf 10 697 6,970 

Oven convection - full pan size, Blodgett double stacked 1 6848 6,848 

Mixer 20 qt.; Hobart HL200-1STD Bench Mixer w/ Bowl, Wire Whip, 200-

240/1 V 1 5294 5,294 

Pallet racking; Muscle Rack Pallet Rack Starter Kit, 42" Length x 96" Height 

x 96" Width 8 640 5,120 

Griddle, with oven; Garland M47R Master Series 34" 139,000 BTU (Manual 

Controls) 1 4978 4,978 

Teaching Kitchen Cabinetry and sink 1 4000 4,000 

Steamer, 6 pan 1 4000 4,000 

Freezer - 2 door reach in:  True T-49F 1 3646 3,646 

Ice Machine, 500lb daily capacity 1 3239 3,239 

Maintenance tools and spare parts 1 3000 3,000 

Sinks - 3-Compartment Sink w/ 24"L x 24"W Bowl, 12" Deep 2 1375 2,750 

Pallet stacker, 2,000lb capacity 118" lift 1 2739 2,739 

Keypad entry control system 2 1300 2,600 

Wall Mount Hand Sink - 14x10x6" Bowl, Knee Pedal, 16x15 4 641 2,564 

Range - 6 burner, gas fired; Garland, NG with oven 1 2292 2,292 

http://bit.ly/McDowellHubEquipment
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Cooler - 2 door reach in:  Arctic Air AR49 54"  1 2045 2,045 

Sinks - 2 compartment; Advance Tabco 1 1706 1,706 

Domestic Range Hood, Island, with ducts  1 1500 1,500 

Teaching Kitchen smallwares and small appliances 1 1500 1,500 

Domestic Refrigerator, Standard Dimensions 2 650 1,300 

Chairs, Stacking Oak Street SL2082-BLK 50 23 1,161 

Cart - flat bed 3000 lb capacity, 48" x 24" 3 379 1,137 

Chain Link Cages, for Kitchen storage, per linear foot 55 20 1,100 

Commercial Kitchen smallwares (Pots, pans, dishes) 1 1000 1,000 

Cart, open tray 6 level, shelf size 35"W x 21"D 1 949 949 

Robot Coupe Food Processor 1 919 919 

Tables - Training Tables 72" x 18" Plastic 16 50 800 

Rolling racks - Advance Tabco WR-36 Wire Pan Rack - Full Height, (36) 

Pan Capacity 2 383 766 

Storage shelving racks 6' x 5' x 24" 11 69 759 

Waste cans - 32 gal. with dollies; Rubbermaid 8 92 736 

Pallet jack, two-Side Pallet, 5500 lb Capacity, 48" x 6" Fork Size, 27" 

Outside Spread 1 583 583 

Domestic Range Top for Demonstration Island 1 550 550 

Recycling tilt cart 1/2 cubic yard capacity 2 269 538 

Domestic Range/Oven 1 404 404 

Fire Extinguishers, 10 lb. dry class A, B, C 4 94 376 

Microwave, Domestic 2 180 360 

Security cameras - Amcrest 960H, Four 800+TVL Weatherproof Cameras, 

65ft Night Vision, 4 cameras in all 1 350 350 

Tables - employee welfare area - break room 2 144 288 

Mop sink; John Boos EMS-2016-12 25-in Mop Sink w/ 20 x 16 x 12-in 

Bowl, 16-ga Stainless 1 220 220 

Chemical Storage Cabinet Recessed Handle 36"W x 18"D x 72"H 1 202 202 

Can openers - Edlund #1 - manual operation 2 99 198 

First aid kits; Franklin Machine 280-1471 FIRST AID/Burn KIT 25 

PERSON 3 59 177 

Hand Truck; Harper 53T86 600 lb. Steel Hand Truck with 10" x 2" Solid 

Rubber Wheels 1 129 129 
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Mop Buckets; Rubbermaid with wringer 2 63 126 

Eye wash stations; with Wall-Mount Station, Includes One 16 oz. Bottle 4 23 92 

Brooms - push broom 5 16 80 

Floor squeegees; Carlisle Sparta, 24 in, Straight Steel, Black Double Foam 2 22 44 

Mops, with handles 2 10 20 

Base Cost 

  

$283,423 

Tax 

  

$19,131 

Total Cost 

  

$302,554 

2018 price increase (4%) 

  

$12,102 

Estimated 2018 Cost 

  

$314,656 

Installation, Shipping (10%), Not incl. coolers freezers and van 

  

$18,695 

Total Equipment cost 

  

$333,351 

Contingency (10%) 

  

$33,335 

Budget projection - 2018 

  

$366,686 

8. Operating Budget 

Expenses 

The project will have certain minimum annual costs of operations. As a hub supporting other community 

partners including social service providers, private food businesses, and farmers, management will focus on 

maintaining the facility for multiple uses, scheduling multiple users, and coordinating food distribution with 

pantries and bulk food providers. 

In the first year of operations, the program should budget for the following expenses: 

Facility Director 

The facility director will be the only full-time employee of the project. This position is recommended to have 

a salary of not less than $37,000 per year, with another $7,400 in benefits covering health insurance and/or a 

small retirement contribution. Other employee-related expenses include employer-provided social security 

and Medicare payments ($3,071), worker’s compensation insurance ($740), and unemployment insurance 

payments to the State ($925). Non-salary employee-related expenses equal just over 32% of the base salary.  

Liability insurance 

The facility will need to have liability insurance for on-site accidents, coverage for loss of equipment and 

facility from fire or natural disasters, as well as product liability coverage in the event of a food-borne illness. 

Total liability insurance is estimated at $6,000 per year.  

Utilities 

The facility will be utility-intensive, especially in regards to use of electricity due to the coolers and freezers. 

Costs may fluctuate based on weather and use of coolers during winter and early spring months. The estimate 

here is for $15,000 in electricity bills per year, for an average monthly bill of $1,250. Natural gas, used to fire 

the water heater, space heaters, ranges, ovens, and other cooking equipment, is estimated at $2,400 per year, 

although monthly bills will fluctuate according to season. Water usage ($1,200 per year) will be moderate, but 
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can be expected to increase in summer months. Internet expense ($850) and telephone ($350) are priced low 

due to savings that can be realized through discount service plans. Utility expenses can be expected to rise as 

use of the facility increases.  

Supplies 

This line item includes paper towels, office paper, stamps, mops, and brooms acquired after opening, small 

wares, cleaning supplies, and other small expenses that are necessary for normal facility operation. The 

modest estimate of $2,400 in year one will rise as facility use increases.  

Auto insurance 

The recommended refrigerated van will need full automobile coverage for collision, liability, and personal 

injury. This expense is estimated at $1,800 per year. It is worth noting that annual County vehicle tax should 

be waived if the owner is a 501(c)(3) nonprofit entity.  

Travel 

Travel expenses are budgeted for $600 per year. This does not include travel associated with hauling food 

products to and from the facility, as these costs will be incurred in a separate enterprise budget. Travel costs 

here would be for visits to community partners and occasional trips out of the County for conferences and 

meetings.  

Pest Control 

The project will need to contract with a local pest control company for an ongoing plan for control of 

rodents, insects, and other pests that will be attracted to the facility’s food. This is budgeted at $800 per year, 

but may have a higher initiation of services fee for a professional assessment to establish control protocols. 

Trash disposal 

The facility will need regular trash and recycling service, recommended to start at twice per month and to 

include one medium trash dumpster and one medium recycling dumpster. Trash service is estimated at $250 

per month, or $3,000 per year. This amount will rise if frequency of service is increased to once per week.  

Repair and Maintenance 

Ongoing repair and maintenance expenses will be a regular part of operations management. While most 

equipment will have a limited one-year warranty, the first year of expenses might support electrical 

reconfigurations, additional hose bibs or lights not included in the original build, and labor charges for 

servicing the grease trap, coolers, and motorized equipment. The first-year repair and maintenance budget is 

recommended at $4,000.  

Total Expense Estimate 

The total expense estimate for the first year of operations is $87,536, or $7,295 per month.  

McDowell Community Food and Health Hub Operating Budget 

Year One 

Item Annual Cost Monthly Cost 

Director 37,000 3,083 

Director Benefits 7,400 617 

SS/Med 3071 256 

Workers Comp (2%) 740 62 

ESC Insurance 925 77 
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Liability Insurance 6,000 500 

Electric 15,000 1,250 

Water 1200 100 

Internet 850 71 

Natural Gas 2,400 200 

Phone 350 29 

Supplies 2,400 200 

Auto Insurance 1,800 150 

Travel 600 50 

Pest control 800 67 

Trash Disposal 3,000 250 

Repair and Maintenance 4,000 333 

Total $87,536 $7,295 

 

Annual increases in expenses (along with increases in revenue) can be expected. Some line items will 

necessarily rise in costs, while others may be stable or have flexibility. Management is recommended to 

budget for an annual 3% increase as follows: 

Five Year Expense Budget 

Year One Year Two Year Three Year Four Year Five 

 $87,535   $90,161   $92,866   $95,652   $98,521  

 

With this budget, monthly expenses rise from $7,295/mo. in Year One to $8,210/mo. in Year Five. In order 

to contain costs, management must hold firm to a strict cost-recovery policy for any new or expanded 

program activities. For example, if a community partner installs an additional cold storage unit, fees 

associated with that must cover additional electrical expenses. Similarly, installation of an automated wash line 

would require that farmers’ fees cover additional water usage costs.  

Revenues 

Revenue generation will come from multiple program activities in cooperation with participating community 

partners. Most earned revenue will be generated in the form of various use fees, including use of the 

commercial kitchen, cold and dry storage, and fees paid by farmers for use of the produce wash and pack 

area.  

The one program activity that is not expected to generate meaningful revenue is the core service of 

aggregating and distributing donated food for use by area food pantries and other feeding programs in 

cooperation with County schools, churches, and civic organizations. Following standard procedures in 

consultation with Manna Food Bank and others, donated food activities must strive for operational break-

even within a separate enterprise budget. This will be mostly in the form of hauling fees of donated foods 

priced on a per-pound basis, and at-cost purchases of goods bought in bulk from distributors, including 

staple food products and paper goods.  
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The first 18 months of operations will be a period of attracting program partners and developing a user base. 

For budgeting purposes, the project leaders should not anticipate any fee-based income in the first six months 

of operation, and must keep in mind that some revenues are seasonal. By the sixth month, some revenues will 

begin to materialize. For planning purposes, anticipate 50% of month 18 revenues by month six, rising to 

100% of target by the end of month seventeen. Programming activities will not begin to stabilize until after a 

year or more of operations, at which time forward projections will become more accurate.  

Based on observed levels of community interest, by the 18th month after opening fee-generated revenues 

may come from the following activities and services:  

Commercial Kitchen Use  

The commercial kitchen will be the primary driver of earned revenue for the project. Because kitchens are 

extremely expensive to build, equip, and maintain, project management will have to charge a reasonable use 

fee, which is recommended to begin at $20 per hour. Given that total development costs for the kitchen will 

exceed $250,000, this must be considered as substantially below market rate.  

Users of the kitchen may include hunger relief programs, commercial caterers, food preparers for daycare, 

farmers making value-added foods, and others making food for the public. Conversations with potential 

partners indicates that a substantial amount of activity will be considered as catering under food safety 

inspection regulations, with the County health department responsible for most inspections.  

Specific types of kitchen users, with estimated hours of use each week, may be as follows: 

YMCA nutrition programs 

The YMCA has expressed an interest in using a commissary-type kitchen in McDowell County to support 

their Child and Adult Care Feeding Program and Summer Food Service Program. The program is estimated 

to use the kitchen an average of 3 hours per day, five days per week.  

There has also been discussion of a need for a place to prepare daycare meals in a centralized location to meet 

Federal guidelines.  This program could result in 3 hours of use per day, five days per week. 

Hot meals to-go catering 

One potential community partner has expressed an interest in using the kitchen to prepare ready to eat meals 

for busy parents picking up children from school or daycare, as well as taking home meals after community 

and civic meetings such as Church.  This program could result in 9 hours per week of kitchen usage 

Local Entrepreneurs 

These may include people wanting to make value-added products such as canned goods, small scale food 

entrepreneurs such as hot sauce or baked goods manufacturers, and local caterers who may need the kitchen 

for catered events nearby. These users are likely to be active on nights and weekends, with a conservative 

estimate of 6 hours of use per week. 

With sufficient programming, total average kitchen usage could reach 45 hours per week. With a use fee of 

$20 per hour, the project could generate $45,000 over the course of a year (estimating 50 weeks of use).   

Storage 

Storage fees will be the second largest revenue generator. This will include dry storage for commercial kitchen 

users as well as use of the coolers and freezers. Commercial kitchen users will need to have dedicated dry 

storage space for their ingredients, small utensils, packaging, and individual equipment.  

A cage system in the kitchen storage room can provide secure segregated storage units with a total caged area 

of about 270 square feet. This area can be divided into small areas measuring from 25 square feet each. At a 

monthly rental rate of $1 per square foot, this area can generate $2,592 per year at 80% occupancy. 
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Farmers have expressed a high degree of interest in having a location where they can aggregate and store 

produce and meats in preparation for shipping to distributors. The facility can function in a limited 

warehouse capacity with superior loading and unloading capability.  

The facility has two 12’ x 10’ coolers and one 12’ x 10’ freezer available for rent. Space can be delegated on a 

per-pallet or per-shelf basis. A pallet measures approximately 16 square feet, while a single shelf located on a 

three-tiered cooler rack may measure 4’ wide by 3’ deep. Monthly cold storage rates may be set as follows:  

Monthly Cooler and Freezer Storage Rates 

Type Total Units Price/unit 

Cooler Pallet 8 45 

Cooler Shelves 6 20 

Freezer Pallets 5 60 

Freezer Shelves 6 27 

 

Using the rates above, with consideration of seasonal fluctuations, the project may be able to earn $8,256 

from cold storage. Project leaders will want to closely monitor electricity charges to assess whether the fees 

above are able to substantially recoup costs of operating the coolers and freezer. A rate increase may be 

warranted should costs exceed estimates.  

Farmer Wash and Pack Area 

Farmers wishing to use the facility to wash, grade and pack produce should pay a modest fee to recover 

occupancy costs. This is likely to be seasonal income unless a distributor uses the space for off-season grading 

of produce grown elsewhere. At a rate of $10 per hour, with 10 hours of use per week for 20 weeks, use fees 

from farmers may total $2,000 per year.  

Partner Offices 

The facility design calls for four personal offices. Of these at least two can be leased to partner organizations 

overseeing programs on-site. At a rate of $130 per month, these can bring in $3,120 per year.  

Cooking Classes 

Core programming in the Teaching Kitchen will be carried out by partners with a mission of teaching healthy 

eating habits and home food preparation. A likely partner is the N.C. Cooperative Extension Service, 

McDowell County office. No revenues are budgeted from CES educational activities. However, others may 

be interested in teaching fee-based cooking classes. Should the teaching kitchen also receive certification for 

limited commercial use, some income may be generated from use fees. The budget anticipates 5 events per 

year in the teaching kitchen, generating $100 per use.  

Estimates for total facility earned revenue, beginning 18 months after opening, is presented as follows: 

All Revenues, at Full Operations (18 months in) 

Item Base Fee Annual Rev. Monthly Rev. 

Commercial Kitchen       

Local Entrepreneurs, 6 hrs per week, 50 weeks/year $20/hr 6,000 500 

YMCA Meal Prep, 15 hrs per week, 50 weeks/year $20/hr 15,000 1,250 
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Daycare Meal Prep, 15 hrs per week, 50 weeks/year $20/hr 15,000 1,250 

Other hot meal prep, 9hrs per week, 50 weeks/year $20/hr 9,000 750 

Storage     0 

Cage Storage, 270 sq ft, 80% full $1/ft2/month 2,592 216 

Farmer Cooler Pallets, 7 months per year, 8 total $45/month 2,520 210 

Farmer Cooler Shelves, 7 months per year, 6 total $20/month 840 70 

Farmer Freezer Pallets, 12 months per year, 5 total $60/pallet 3,600 300 

Farmer Freezer Shelves, 12 months per year, 4 total $27/shelf 1,296 108 

Farmer Wash and Pack Area, 10hrs/week for 20 

weeks $10/hour 2,000 167 

Partner Offices X 2 $130/month 3,120 260 

Cooking Classes, 5 per year $100/event 500 42 

Total Revenue   $61,468 $5,122 

Total annual earned revenue is estimated at $61,468, or $5,122 per month. Over a five-year period, with a 3% 

annual increase, potential annual revenues may appear as follows: 

Five Year Revenue Budget 

Year One Year Two Year Three Year Four Year Five 

 $61,468   $63,312   $65,211   $67,168   $69,183  

With this budget, monthly expenses rise from $5,122 in Year One to $5,765 in Year Five. This is based on a 

static user base limited by capacity in the kitchen and storage areas. Increase cold storage for rent, either in 

the donated foods area or in units added on later, can substantially change revenue projections, but will also 

affect costs of operation. Realistically, project leaders will need to assess all revenue streams periodically and 

decide if fee structures are able to contribute a sufficient amount of operating costs.  

Looking at both estimated operational expenses and earned revenue, annual earned revenue may lag 

operational expenses as follows:  

Five Year Budget Earned Revenues and Expenses 

  Year One Year Two Year Three Year Four Year Five 

Expenses $87,535  $90,161  $92,866  $95,652  $98,521  

Revenue  $61,468   $63,312   $65,211   $67,168   $69,183  

Shortfall  $(26,067)  $(26,849)  $(27,655)  $(28,484)  $(29,338) 
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At a facility whose core mission is community support for food security, earned revenue cannot be expected 

to cover all costs. Still, the budget presented above shows the project able to cover 70% of operations 

without external support. The shortfall of $26,067, rising to $29,338 in Year Five, needs to be covered by 

community support, fundraisers, and grants or gifts.  

It is important to restate that this cash flow scenario is only possible after the ramp-up phase for operations is 

complete, estimated at 18 months. Project leaders will need to budget for full external funding for the first six 

months after opening, estimated at $43,767. For the following year (months 7 through 17), earned revenue 

may average 50% of operational costs, or about $45,000. A realistic funding plan is to secure at least one full 

year of operating costs from external funders before opening the project for services. This will allow the 

program to build up the user base, with any revenue during this period contributing to an operational reserve.  

9. Management Suggestions 
Based on experiences with other development efforts similar in scope, the following suggestions are provided 

to help the project achieve success: 

Establish a Master Budget 

Prior to soliciting for funds, project leaders should compile an all-inclusive project budget. The budget should 

detail funds needed for pre-development activities, construction, equipment, and operating expenses during 

the “ramp-up” phase of operation – the period of time between the project’s opening and the time that the 

operation achieves full utilization. A draft master budget is included in electronic format from the current 

study. However, final line-item costs should be vetted and agreed to by an oversight advisory committee.  

The project budget will be an important component of all funding requests. It will provide an overall funding 

goal that demonstrates to potential funding sources that project leaders have an accurate picture of the 

requirements in order to get the project off the ground. It will also allow project leaders to identify various 

project costs in order to correctly match them with appropriate funding sources, and provide a guide as to 

which areas of the project will need extra attention as the fund development campaign unfolds. 

Have patience and perseverance 

Proper development of the McDowell Food & Health Hub requires a plan of execution that will span the 

better part of a decade.  Very few things of real value come quickly or easily. The development plan calls for 

three years of fundraising and development of the facility before opening for services. Following opening, the 

plan calls for an 18-month “ramp-up” phase, which should bring the project up to optimal utilization from 

community partners and full establishment of programming. Beginning on the 19th month post-opening, the 

plan shows a five-year operating budget with a 3% increase in both earned revenues and expenses. In the 

master budget, these are shown with equivalent increases across all line-items. In reality, certain expenses and 

revenues will likely increase at a greater rate, while others may stay flat or even come in below projections. 

Only after operating the facility through the ramp-up phase will future projections reach a high degree of 

accuracy.  

Organize the project under the support of an existing 501(c)(3) nonprofit 

If at all possible, the project should be incorporated under the mission of an existing nonprofit organization. 

New nonprofit entities require substantial legal support for establishment, and many funders are hesitant to 

fund organizations without a track record of competent fiscal management. In most cases, for-profit entities 

are ineligible to receive grant funds from either private or government sources.   

Establish an active and supportive board of advisors 

A board of advisors with representation from all stakeholders is necessary to keep momentum going and to 

provide active oversight of a project developer and a manager. The advisory committee should meet at least 
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quarterly, and more often as the project approaches development. The advisors should have authority to 

appoint a project developer, interview and recommend hiring of a facility director, and monitor the facility’s 

progress and cash-flow.  

Appoint or hire a qualified project developer/fundraiser 

The lead project developer will be expected to oversee fundraising, grants management and reporting, 

overseeing bids for construction, receiving bids for equipment and determining best options to meet allocated 

budgets. Detailed attention to every aspect of development is required.  

Project development should be led by an individual able to accomplish the following tasks: 

• Work well with regional stakeholders and the advisory committee to achieve consensus on project 

development; 

• Develop a funding strategy, write grant requests, and successfully lobby for financial support from 

elected officials, state and federal grant-making agencies, and private grant-making foundations; 

• Manage grant funds for project development and adhere to all reporting requirements;  

• Promote the project’s development to the general public in the region; 

• Work as the “owner’s representative” and negotiate services with architects, general contractors, and 

specialized construction personnel before and during facility renovations;  

• Negotiate purchase and installation of key equipment needed to open for business; 

Hire a qualified facility manager 

This project will best succeed by hiring and project manager with significant experience in food distribution 

or working with food banks. This person should be hired upon opening for services. Key skills and training 

recommended for this position include: 

• Experience working in commercial food handling environments; 

• Experience working with community nonprofit organizations; 

• Experience using accounting software and maintaining an operations budget; 

• Strong interpersonal skills and an ability to work well with project partners; 

• Meticulous detail to sanitary operating procedures and an ability to enforce strict sanitary policies in 

the facility; 

• Good writing and public speaking skills and an ability to promote the project to funders; 

• A strong work ethic and an ability to work odd hours and on weekends as necessary.   

Hire a qualified bookkeeper/accountant 

The project will need to establish financial control protocols including billing and payments. Accurate records 

of all receipts and expenses must be maintained, as the funders are likely to require an annual audit. 

Comply with all food safety regulations 

The facility will be subject to inspections by local health authorities. Should shelf-stable foods such as jams 

and hot sauces be produced, or if foods are prepared for wholesale distribution, the facility will be subject to 

inspection by the North Carolina Department of Agriculture’s Food and Drug Division. The manager should 

be familiar with food safety regulations and be able to train facility users on compliance.  

10. Green Infrastructure Opportunities and Recommendations 

Renewable energy and energy recovery 

The preferred location within the new Nebo Crossing facility on Barnes Rd is ideally suited for solar power. 

The facility is built with its long axis running east/west, and has minimal to no shading on its south side from 
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trees or other objects; as such, it is situated in such a way as to maximize potential solar gain, either from 

roof-mounted panels, or from ground-mounted panels. As electricity comprises over 17% of the facility’s 

annual operating budget, a well-structured partnership with a local solar installer could quickly reap major 

benefits in cost savings alone, and also serve as an inspiration for the large community. 

Energy efficiency measures 

Again, with electricity comprising over 17% of the facility’s annual operating budget, energy efficiency 

measures are a high priority in terms of green infrastructure. Making sure to install highly efficient appliances 

(especially coolers and freezers) and low-wattage LED lighting is well worth additional up-front costs. 

Similarly, ensuring that the facility’s building envelope is tight and well-insulated, especially in the office and 

training kitchen areas, will lower HVAC costs. 

Water catchment and rainwater management 

With a massive roof overhead, rainwater catchment is a distinct possibility. However, water expenses are not 

expected to be a major operating cost, and most of the uses that untreated rainwater might go towards 

(especially water for flushing toilets and the like) are not a big part of the water bills for the Hub facility, while 

rainwater catchment, filtration, and treatment will likely cost more than simply piping in City water. Water 

catchment and rainwater treatment is not recommended for the Hub at this time, other than perhaps at a 

small scale for irrigating onsite gardens. 

Demonstration/community gardens 

On-site educational gardens are a good fit for the proposed site, especially in the marginal land across the 

road from the Hub’s south side. These gardens would be a great way to educate community members coming 

to use the Hub as well as the larger City Center/Nebo Crossing facility as well as the children in the daycare 

center. They would also provide a source of donated food for food access and teaching programs, as well as 

for fundraising dinners and similar opportunities. A partnership with Cooperative Extension and/or the high 

school’s Future Farmers of America program might be a great way to implement this garden program. 

On-Site Composting 

An on-site composting facility or other “green” food waste management methodology is highly 

recommended. Food waste, or “shrinkage”, is an inevitable part of running a commercial food operation, 

especially one handling donated food, and having a positive way to handle it and turn it into a useful input is 

important for a teaching facility like the Hub. Furthermore, if properly managed, composting could even 

become a net revenue generator for the facility, with compost sold to local farmers, or to gardeners in the 

community. At the very least, it will reduce waste and lower tipping fees, and be another way for the Hub to 

provide a service for the local food system. At the scale of the Hub’s operations, composting will need to be 

fairly advanced, either using windrows or a mechanical drum-based system.  

Composting at this scale is fairly intensive and expensive, and will require specialized fundraising. Grants are 

available for community composting operations from agencies such as the NC Department of Environmental 

Quality’s Division of Environmental Assistance and Customer Service (DEACS).  In general, an excellent 

online guide to food waste reduction and re-use is available from NCSU Extension at 

https://localfood.ces.ncsu.edu/local-food-resource-waste-recovery/. Warren Wilson College has a good 

example composting operation to visit. And notably, contracting with a local hog farmer to pick up food 

waste as a feed input may be a simpler answer, at least initially, than a composting operation. 

Impacts of green infrastructure investments on initial buildout costs and ongoing operating costs 

None of the green infrastructure opportunities discussed above are included in the current project budget, 

other than funds for energy efficient lights and appliances. However, grants are widely available for 

community gardens and community-scale composting, and renewable energy financing is now quite 

https://localfood.ces.ncsu.edu/local-food-resource-waste-recovery/
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advanced; the Appalachian Institute for Renewable Energy (AIRE) is a particularly good organization to talk 

to about financing solar projects for nonprofits. Ways to minimize food waste and lower energy bills should 

be high priority considerations as the finalized facility design and operating plans are developed. 

11. Fundraising Plan for Facility 
This project requires grant fundraising of about $1 million before opening day, followed by ongoing annual 

fundraising goals of approximately $30,000 to bridge the gap between earned revenues and normal operating 

expenses. While this may appear to be a daunting task, many potential funders exist with a mission and focus 

on core services of the facility. There are several areas that naturally warrant funding. Although there are 

more, for this project some of the most significant include the following. As fund development unfolds, the 

grant writer/project developer will undoubtedly uncover other potential linkages and funding opportunities. 

Food Security and Nutrition 

Many funding agencies have a mission to support food security and healthy eating. These federal agencies 

include USDA and DHHS, as well as private foundations such as the Blue Cross/Blue Shield Foundation of 

North Carolina and the Kate B. Reynolds Charitable Trust.  

Kate B. Reynolds Charitable Trust:  

Website: www.kbr.org 

The mission of the Trust is to improve the quality of life and quality of health for the financially needy of 

North Carolina. Funded operating program proposals may include both direct services to people in 

need and support for the organizations, groups, and ideas that can lead to grassroots changes and systemic 

improvements. In general, the Trust funds the following areas: 

• Capacity building 

• Direct services 

• Grassroots changes or systemic change efforts 

• Program planning 

• Technical assistance 

BlueCross BlueShield Foundation of North Carolina  

Website: http://inspirednc.org/ 

BCBS Foundation is a public health focused corporate grantmaker focusing on three primary areas. These 

include health of vulnerable populations, healthy active communities, and community impact through 

nonprofit excellence. The project seems to be a natural fit for this funder. 

Local Food and Agricultural Development 

Agricultural development grants supporting farmers and food entrepreneurs may be sourced from USDA, the 

North Carolina Tobacco Trust Fund, and the Community Foundation of Western North Carolina.  

The Community Foundation of Western North Carolina 

Website: www.cfwnc.org 

The Community Foundation is a nonprofit organization established to build a permanent pool of charitable 

capital for the 18 counties of Western North Carolina.  

North Carolina Tobacco Trust Fund Commission 

Website: www.tobaccotrustfund.org 

http://www.kbr.org/
http://www.cfwnc.org/
http://www.tobaccotrustfund.org/
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Currently, key objectives are supporting innovative projects for the agricultural industry, impacting rural 

communities and stimulating economic development. Funding is allocated by state legislative appropriations. 

Job Creation and Small Business Development 

Funding agencies that may support training and business support for facility users include the North Carolina 

Golden Leaf Foundation, USDA Rural Development, and the North Carolina Tobacco Trust Fund.  

Z. Smith Reynolds Foundation 

Website: www.zsr.org 

The Z. Smith Reynolds Foundation currently focuses on the areas of Community Economic Development, 

Environment, Public Education, Social Justice and Equity and Strengthening Democracy. They are one of the 

few funders that frequently offer ongoing operational support for established nonprofits as well as startup 

assistance for new organizations. 

North Carolina Golden LEAF Foundation 

Website: www.goldenleaf.org 

A nonprofit organization devoted to the economic wellbeing of North Carolinians, Golden LEAF endeavors 

to strengthen the state's economy through diverse grantmaking, especially in tobacco-dependent, 

economically distressed, and/or rural communities. Golden LEAF's funding priority areas include agriculture, 

job creation and retention, and workforce preparedness. 

United States Department of Agriculture, Rural Development 

Summary of Programs: www.rd.usda.gov/files/RD_ProgramMatrix.pdf 

USDA has a variety of programs that are suitable for the McDowell Community Food and Health Hub. 

Funding programs change annually and are based on federal appropriations, so project leaders will want to 

review the list of available programs annually. In past years, USDA has managed community food projects 

grants that are a good match for this project. Community Food Projects should be designed to (1): (A) meet 

the food needs of low-income people; (B) increase the self-reliance of communities in providing for their own 

food needs; and (C) promote comprehensive responses to local food, farm, and nutrition issues; and/or (2) 

meet specific state, local, or neighborhood food and agriculture needs for (A) infrastructure improvement and 

development; (B) planning for long-term solutions; or (C) the creation of innovative marketing activities that 

mutually benefit agricultural producers and low-income consumers.  Additionally, projects should meet 

specific State, local, or neighborhood food and agricultural needs for infrastructure improvement and 

development, planning for long-term solutions, or the creation of innovative marketing activities that 

mutually benefit agricultural producers and low-income consumers.  

Appalachian Regional Commission 

Website: www.arc.gov 

ARC is a regional economic development agency that represents a partnership of federal, state, and local 

governments. Established by an act of Congress, ARC is composed of the governors of the 13 Appalachian 

states and a federal co-chair, who is appointed by the president. ARC invests in activities that address the five 

goals identified in the Commission's strategic plan: 

Goal 1: Economic Opportunities 

Goal 2: Ready Workforce 

Goal 3: Critical Infrastructure 

Goal 4: Natural and Cultural Assets 

Goal 5: Leadership and Community Capacity 

http://www.zsr.org/
http://www.goldenleaf.org/
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Each year ARC provides funding for several hundred investments in the Appalachian Region, in areas such as 

business development, education and job training, telecommunications, infrastructure, community 

development, housing, and transportation. 

Local Government Support 

In addition to soliciting for support from foundations and government grantmakers, project leaders should 

work to secure local support from McDowell County government and possibly the City of Marion. Modest 

ongoing support from local government ($10-15,000/year) can substantially bridge the gap between earned 

revenues and operational expenses.  

12. Getting to an Opening Day – Process and Total Costs 
The total estimated cost of construction of an 8,140 square foot facility, along with purchase and installation 

of recommended equipment, is $854,481. Likely sources of funding for a project of this nature are a 

combination of local, state, federal, and other private foundation funds. 

In order to execute a successful fundraising campaign, researchers highly recommend that paid staff or 

consultants lead project development. Projects of this nature typically require several years of effort. The lead 

project developer will be expected to oversee fundraising, grants management and reporting, overseeing bids 

for construction, receiving bids for equipment and determining best options to meet allocated budgets.  

Project development should be led by an individual able to accomplish the following tasks: 

• Work well with regional stakeholders and the advisory committee to achieve consensus on project 

development; 

• Develop a funding strategy, write grant requests, and successfully lobby for financial support from 

elected officials, state and federal government grant-making agencies, and private grant-making 

foundations; 

• Manage grant funds for project development and adhere to all reporting requirements;  

• Promote the project’s development to potential users and the general public in the region; 

• Work as the “owner’s representative” and negotiate services with architects, general contractors, and 

specialized construction personnel before and during facility renovations;  

• Negotiate purchase and installation of key equipment needed to open for business; 

Researchers’ experience indicates that project development may require a 50% full-time commitment over a 

three-year period. Under the best of circumstances, a community partner could allocate competent staff 

resources to oversee fundraising and project oversight. If existing staff cannot be identified, a contract 

relationship may be needed with a qualified consultant with significant grant writing and project management 

experience. Compensation may be based in part upon success at fundraising, for example a 5% commission 

for all grant funds raised. Regardless of how it is funded, $75,000 in contractual fees ($25,000 per year for 

three years) is a reasonable estimate to use for budgeting purposes.  

Should project management require direct compensation, total expected costs leading to an opening day are:  

Facility Construction  $487,795  

Equipment and Installation  $366,686  

Fundraising and Project  Management  $75,000  

    Total $929,481  
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This amount does not include operational funding that should be secured before opening day, recommended 

at one year of base operational costs ($87,536), plus an additional expense of $12,500 to secure the project 

developer for the first six months after opening.  

This brings total recommended pre-opening funding to $1,046,911.  

13. Economic and Social Impact Assessment 
At this point in the project, especially given the ~3 year timeline until the facility opens, the researchers are 

not able to confidently give specific estimates of the facility’s economic impact on McDowell County and the 

surrounding region. However, the following is a chart detailing the key social and economic metrics that will 

be affected by the Hub’s programs, and how metrics and indicators can be effectively measured in order to 

determine the facility’s effectiveness in achieving its goals. There are many potential metrics to measure and 

track; doing so for all of them would likely take far too much effort to be sustainable. As such, it is 

recommended that project partners and Hub management determine a key set of no more than 10-12 core 

metrics to measure and track, and focus their energy on regularly and accurately collecting those. 

Metric (tallied annually) Programs Affecting  How to Measure 

Economic Metrics   

Number of cases of local food distributed 

through the Farmer Distribution 

infrastructure 

Produce wash/pack; 

Farmer Cold Chain/ 

Distribution area 

Farmer self-reporting as part of check in/out form 

for wash facility and cold storage 

Number of farmers selling into wholesale 

markets via the Hub facility’s distribution 

infrastructure 

Produce wash/pack; 

Farmer Cold Chain/ 

Distribution area 

Number of accounts utilizing these areas over the 

course of a given year; should have “did you use our 

infrastructure to sell to a wholesale account this 

year?” question on annual farmer-user survey 

Number of farmers and food 

entrepreneurs who received technical 

assistance due to the Hub facility (either at 

the facility, or through a Hub-related 

referral) 

Wash/Pack and Cold 

Chain/Distribution 

areas; commercial 

kitchen, training 

kitchen/classroom 

 

Trainers hand in (or photocopy) attendance sheets 

after each class on GAPs, food safety, etc.  

Number of local food businesses utilizing 

the Hub facility 

Wash/Pack area, Cold 

Chain/ Distribution 

area, Commercial 

Kitchen 

Number of farmers utilizing the Wash/Pack area. 

Number of famers using the Cold Chain/ 

Distribution area. Number of entrepreneurs using 

the Commercial Kitchen. Via check in/out sheets, 

and client database. 

Retail value of products made at the 

facility 

Commercial Kitchen, 

Training Kitchen 

Part of check in/out form for commercial users of 

kitchen facility, as is done at Blue Ridge Food 

Ventures 

Social Metrics   

Pounds of donated food distributed to 

food access programs via Hub facility 

Donated Food 

Distribution Facility 

On-site scale to weigh distributions as they are on 

their way out of facility; part of “Distribution 

Receipt” form 
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Pounds of purchased “bulk buy” food and 

paper goods distributed through the Hub 

facility 

Donated Food 

Distribution Facility 

On-site scale to weigh distributions as they are on 

their way out of facility; part of “Distribution 

Receipt” form 

Pounds of food donated directly to the 

Hub by local partners (non-MANNA 

donations) 

Donated Food 

Distribution Facility 

On-site scale to weigh donated food intake as it 

arrives at facility; part of “Donation Receipt” form 

Number of boxes delivered by Delivery 

Pantry program 

Donated Food 

Distribution Facility 

Count of boxes before they leave the Hub bound for 

clients and partner agencies 

Number of school “backpacks” packed or 

amended at Hub 

Donated Food 

Distribution Facility 

Tally sheets for each volunteer shift 

Pounds of produce donated to food 

pantries by local farmers 

Donated Food 

Distribution Facility 

On-site scale to weigh donated food intake as it 

arrives at facility; part of “Donation Receipt” form 

Percentage of donated food distributed, by 

weight, that was produce, or 

whole/minimally-processed foods 

(represents utilization of fresh, healthy 

products by food pantry clients) 

Donated Food 

Distribution Facility 

On-site scales; part of “Distribution Receipt” form 

Number of people trained in food 

preparation and food safety 

Teaching Kitchen, 

Commercial Kitchen, 

Classrooms 

Trainers hand in (or photocopy) attendance sheets 

after each class 

Number of on-site meals served Teaching Kitchen, 

Commercial Kitchen 

Class and event attendance sheets 

Number of Partners Engaged All Programs Partner database (list of organizations who have 

worked with Hub or held/attended programs there) 

Pounds Of Food Waste Rescued From 

Landfill 

Composting Program (if 

implemented) 

Weigh compost bins on scale before bringing out to 

compost, or to local farm, etc. 

 

14. Project Feasibility and Sustainability 
This Project is Ambitious but Feasible 

Ultimately, as stated above in 11. Fundraising Plan for Facility, the amount of money that needs to be raised 

for the startup of this facility is daunting, but achievable. The Hub’s work and programs touch on many 

funders’ core focus areas, and its comprehensive, systems-thinking approach to addressing local food 

economies and food access in a Tier 1 rural county should give it a leg up. Furthermore, once the facility is 

fully up and running, the Hub’s earned income revenues from its programs offset over 2/3 of its operational 

costs, making it a highly efficient, effective, and fiscally responsible investment for funders and donors.  

Finally, a review of the costs and impacts of comparable facilities within the region show that the projected 

cost of the facility is in line with other such projects, that funding for similar projects has been available, and 

that significant positive outcomes have resulted for the communities in which these projects have been based. 

As such, based upon the findings and financials available at this time, the researchers believe that this project 

is ambitious, but feasible. 
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Project Sustainability 

In regards to project sustainability: as can be seen in the detailed master budget below, which details out 

revenue and cost line items for a total of 9½  years from the project’s official start date, the facility has the 

potential to be highly sustainable with only a relatively small amount of annual fundraising to cover between 

$26-30,000/year (or around 30% of its budget). This includes operational funding grants from local 

government and philanthropic sources, gifts and donations from private individuals and family trusts, and 

fundraisers such as the “Blue Plate Dinners” discussed in the Commercial Kitchen element of the Program 

Plan for the facility.  

With that said, it is hard to make predictions past 5 years out; the actual costs of operations, revenue sources, 

and even programs of the Hub will likely have changed significantly from those laid out in this plan by that 

point. A commitment to good planning and budgeting, as well as deep community engagement and effective 

messaging about the impacts of the Hub on the County and surrounding area, will be essential for both 

driving usage of the facility’s revenue-generating components, and effectively soliciting donations and 

philanthropic support. The facility itself will have to be continually marketed as well, in order to drive usage. 

In addition, potential programmatic opportunities will arise that will provide a chance to expand the Hub’s 

program footprint and impacts and bring in new funding streams, but which will need to be carefully 

managed to ensure that they are revenue-neutral, or ideally revenue-positive, for the organization.  

Finally, as a reminder, the operating budget (Appendix I) does not include either revenues or expenses for 

donated food pickup and delivery; the assumption of the researchers is that the Hub needs to raise a 

~$10,000 revolving fund to get this program started, and to operate this program at break-even pricing, in 

order to make it work.  

15. Next Steps for Project Development 
As was noted in “12. Getting to An Opening Day…” it will take approximately three years of fundraising, 

planning, construction, and commissioning to get the facility up and running. This estimate is based upon the 

opening timelines of comparable facilities from feasibility study completion to Grand Opening. Detailing out 

this entire process is beyond the scope of this study, but key first steps are noted below to get things rolling. 

Secure a fiscal sponsor to handle raised funds 

In order to secure funds for the project and give it an organizational home during the project development 

process, a fiscal sponsor is needed. Conversations are currently underway with potential fiscal sponsors, and 

one should be decided upon quickly in order to keep the project moving. 

Create an oversight Board for the project 

An oversight Board for the project, made up of key local stakeholders, is needed to steer and advise the 

project, and ensure that the partners who have helped bring it this far remain engaged and committed. The 

current project Advisory Committee includes many of the leaders who might be tapped to serve on this 

Board, though other community members and organizations to include should be considered and recruited. 

Secure grants for and hire a Project Developer to manage the project and raise the funds for it 

To keep the considerable community support and momentum generated for this project moving forward, a 

Project Developer should be hired as soon as possible to carry out the following tasks (among others): 

• Work closely with user groups and partners to determine precise operational plans for the facility and 

how it will partner with and best serve those constituencies. These groups include: food pantries, 

health organizations, educators, farmers and farm support organizations, local government, 

community leaders including the West Marion community, faith leaders, and business leaders.  

• Spearhead fundraising efforts for the Hub – both grant-writing and donor development 
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• Work with the oversight Board to keep community interest in the Hub active and to build out the 

supporting infrastructure of programs and partnerships that will fill the Hub when it is completed 

• Serve as lead negotiator with partner organizations, contractors, purveyors, and Nebo Crossing  

• Manage the buildout of the Hub once funds are raised, including being lead point of contact for the 

architectural team and the general contractor and ensuring buildout happens on time and in budget 

• Work with the fiscal sponsor and Board to determine the operating entity that will run the Hub 

Work with the community to lay the groundwork for the Hub and its programs 

Finally, even as the Hub project moves forward, a number of other initiatives are needed to get the social and 

organizational infrastructure in place to fill the building with programs when it opens, and ensure that the 

Hub will have its desired impacts. These initiatives include things such as: 

➢ Organizing farmers to begin doing cooperative buying;  

➢ Organizing food pantries to better coordinate with one another and leverage shared resources;  

➢ Deepening the ties between the health community, farmers, and food access programs;  

➢ Engaging the educational community around food and farming; and 

➢ Bringing the broader faith community together to impact food access and community health 

16. Full Project Budget 
Project Operating Budget, from Project Announcement Until Year 5 of Full Operations 

 
Year -3 Year -2 Year -1 Mos 1-6 Mos 7-18 Year 1 Year 2 Year 3 Year 4 Year 5 

Cash On Hand 0 $300,000  $625,000  $96,170  $84,031  $69,255  $74,187  $78,336  $81,679  $84,193  

Revenue                     

Grants and Donations 325000 350000 370000 25000 30000 30000 30000 30000 30000 30000 

Sales Tax Rebate 0 0 0 19130 1000 1000 1000 1000 1000 1000 

  Earned Revenue                     

     Outside Vendors 0 0 0 0 4200 6000 6180 6365 6556 6753 

     YMCA Meal Prep 0 0 0 0 10200 15000 15450 15914 16391 16883 

     Daycare Meal Prep 0 0 0 0 10200 15000 15450 15914 16391 16883 

     Other Hot Meal Prep 0 0 0 0 5400 9000 9270 9548 9835 10130 

     Cage Storage 0 0 0 0 1950 2592 2670 2750 2832 2917 

     Farmer Cooler Pallets 0 0 0 0 1950 2520 2596 2673 2754 2836 

     Farmer Cooler Shelves 0 0 0 0 600 840 865 891 918 945 

     Farmer Freezer Pallets 0 0 0 0 2700 3600 3708 3819 3934 4052 

     Farmer Freezer Shelves 0 0 0 0 810 1296 1335 1375 1416 1459 

     Farmer Wash and Pack 0 0 0 0 630 2000 2060 2122 2185 2251 

     Partner Offices x 2 0 0 0 0 3120 3120 3214 3310 3409 3512 

     Cooking Classes 0 0 0 0 0 500 515 530 546 563 
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 Year -3 Year -2 Year -1 Mos 1-6 Mos 7-18 Year 1 Year 2 Year 3 Year 4 Year 5 

Total Earned Revenue 0 0 0 0 41760 61468 63312 65211 67168 69183 

Total Revenue 325000 350000 370000 44130 72760 92468 94312 96211 98168 100183 

Expenses           

Project Developer 25000 25000 25000 12500 0 0 0 0 0 0 

Construction 0 0 487795 0 0 0 0 0 0 0 

Equipment 0 0 386035 0 0 0 0 0 0 0 

Director 0 0 0 18500 37000 37000 38110 39253 40431 41644 

Director benefits 0 0 0 3700 7400 7400 7622 7851 8086 8329 

SS/Med 0 0 0 1536 3071 3071 3163 3258 3356 3456 

Workers Comp (2%) 0 0 0 370 740 740 762 785 809 833 

ESC ins 0 0 0 463 925 925 953 981 1011 1041 

Liability Ins 0 0 0 3000 6000 6000 6180 6365 6556 6753 

Electric 0 0 0 7500 15000 15000 15450 15914 16391 16883 

Water 0 0 0 600 1200 1200 1236 1273 1311 1351 

Internet 0 0 0 425 850 850 876 902 929 957 

Natural Gas 0 0 0 1200 2400 2400 2472 2546 2623 2701 

Phone 0 0 0 175 350 350 361 371 382 394 

Supplies 0 0 0 1200 2400 2400 2472 2546 2623 2701 

Auto insurance 0 0 0 900 1800 1800 1854 1910 1967 2026 

Travel 0 0 0 300 600 600 618 637 656 675 

Pest control 0 0 0 400 800 800 824 849 874 900 

Trash Disposal 0 0 0 1500 3000 3000 3090 3183 3278 3377 

Repair and Maintenance 0 0 0 2000 4000 4000 4120 4244 4371 4502 

Total Expense 25000 25000 898830 56269 87536 87536 90163 92868 95654 98523 

Annual P&L 300000 325000 -528830 -12139 -14776 4932 4149 3343 2514 1660 

Year-End Cash On Hand $300,000  $625,000  $96,170  $84,031  $69,255  $74,187  $78,336  $81,679  $84,193  $85,853  
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Appendix: Regional Models for Facility Development 
Project consultants visited three facilities in and around WNC that contain key elements of what the 

McDowell County Community Food & Health Hub aims to do. They are the Food Bank of Northeast 

Georgia’s Mountain Branch in Clayton, GA; Madison County Center in Marshall, NC; and Blue Ridge Food 

Ventures in Enka, NC. Brief descriptions of each facility, and some core lessons learned from each, follow. In 

addition, key lessons learned have been pulled from a past analysis of shared-use food & agricultural facilities 

conducted in 2007 by Smithson Mills and Cameron Wold for the NC Rural Center. 

Food Bank of Northeast Georgia – Mountain Branch 

Overview 

The Food Bank of Northeast Georgia is a sizeable organization, comparable to WNC’s own MANNA Food 

Bank. Their Mountain Branch is a satellite facility of some 38,000 square feet located in a shopping center 

right in the midst of downtown Clayton, GA. The Mountain Branch includes a sizeable distribution area for 

donated food to food pantries and other 

food security organizations, as well as a 

separate commercial production facility, 

with a large portion of that production 

facility’s space dedicated to an Individual 

Quick Freeze (IQF) processing line. 

Cost and Funding 

This facility is far beyond the scope of 

what we would recommend for 

McDowell County; it cost approximately 

$4.4M to build and equip, with the 

commercial kitchen still under 

construction at this time. The IQF line 

alone cost $2.4M to build, and requires 

significant staff and operating expenses 

to run and maintain. However, it is 

perhaps the closest thing to a comparable 

model, in that it blends food security, 

food processing, commercial kitchen 

space, and teaching kitchen space & 

programs under one roof in a distressed mountain county just over the border from WNC.  

Funding for the facility came largely from private donors. There are a significant number of wealthy 

individuals and families who own homes and property in the area, and who have become engaged as a 

volunteer and philanthropic base for the Food Bank and facility. Many of them own second and third homes 

in the area, heading to the mountains and lakes of the region as a respite from Atlanta and its surroundings. 

Lessons Learned 

➢ Documentation for food handling and processing certifications takes significant time; make sure to 

work with and consult with all relevant inspectors very early in the process. Production processes are 

also very documentation-heavy. 

➢ Their first hire, after the facility director, was a maintenance person, to help install and take care of 

equipment. “Big killer for production lines is parts” 

➢ Build a good team, and make sure that you have some cross-training and depth in your personnel 

The Food Bank of Northeast Georgia’s Mountain Branch is a 

sizeable facility; this is just half of their dry storage. Not 

pictured: 100,000ft3 of freezer space and 60,000ft3 of coolers. 
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➢ Private donors are a significant 

potential source of funding. But 

you have to get out and sell the idea 

to them, be OK with being told 

“no” a lot. And if you tell them a 

date or a production number, they 

are going to hold you to it! Manage 

expectations, and don’t 

overpromise. 

➢ Volunteers are key to operations, 

especially tasks like reception, 

packing donation boxes, etc. But 

they need professional supervision.  

➢ Food production work should be 

done by a trained employee, and 

any food production area kept 

physically segregated from the donated food area. 

➢ The teaching kitchen in this facility is gorgeous and wonderfully equipped, but almost to a fault. 

While it serves as a revenue-generating portion of the facility through rentals, and also hosts a large 

number of community teaching programs, it can be hard for some users, especially those living in 

poverty, to feel as though they are really cooking in a “home” kitchen. 

Madison County Center 

Overview 

The Madison County Center is in some ways the opposite of the Food Bank site described above. It is a 

farmer and small value-added-producer focused facility, taking a much simpler and more minimalist approach 

to both its infrastructure and operations. It began as a hub dedicated to the gathering, processing, storing 

and selling of locally produced foods in Madison and surrounding counties, with a local farmer network, 

Madison County Farms, as the core anchor tenant and a major focus on farm-to-school processing and 

sales. That initial 

model ultimately 

did not pan out, 

but the facility has 

adapted to serve a 

wide variety of 

local food 

entrepreneurs, 

from tamale 

makers to flower 

farmers to kimchi 

fermenters. The 

County owns the 

facility, and the 

County 

Cooperative 

Extension Service 

IQF equipment at the Food Bank of Northeast Georgia 

The Madison County Center shared-use kitchen; 300ft2 of highly-utilized space 
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Bulk-purchased poultry feed at the Madison County Center 

is based at and operates the facility. It is housed in a former glove factory inside of an industrial park, 

and its development was spearheaded in large part by farmers looking for ways to transition out of 

tobacco, and still serves local farmers in a number of ways. These include cold storage space for frozen 

meats and value-added products, managing cooperative buying of agricultural inputs (at a slight profit for 

the facility), and the provision of a wash line for processing large quantities of vegetables and fruit, as 

well as a small shared-use inspected kitchen for farmers and other food entrepreneurs. 

The facility also has a teaching kitchen that doubles as the main meeting room for the facility, and which 

is fairly close in size to the one proposed for the McDowell County Community Hub. It is used by a 

wide variety of community groups as well as Extension and other agricultural and nutritional training 

organizations, and its kitchen component is fairly close to what one might find in a typical home. 

Coolers and freezers for the facility are located outside on an above-grade pad 

Cost and Funding 

The Madison County Center cost a total of $1,205,000 to build out, including land purchase fees. Funders 

and their amounts given included the following:  

NC Rural Center  $90,000 

ARC  30,000 

Golden LEAF  275,000 

Madison County  810,000 

Total  $1,205,000 

Fundraising was helped tremendously by a major investment of $800,000 by Madison County to purchase the 

building and its 11 acre site for use as an agricultural center for the county. Madison County Government was 

the grant applicant and lead fiscal agent for the project. 

Lessons Learned 

➢ Flexibility for multipurpose 

use is key; your business 

plan will change over time, 

revenue streams and usage 

will shift, etc., so it’s 

important to build for 

adaptability 

➢ Storage is extremely 

important. Everyone 

underestimates how much 

is needed, and every single 

kitchen user of any size will 

need storage – dry storage 

for inputs and equipment as 

well as cold storage for 

ingredients and finished 

product. 

➢ The teaching kitchen has a 

lot of counterspace, and 

that has been very 

important, especially as most 
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of the hands-on classes are focused mostly on prep. Having a stovetop on an island in the kitchen 

sounds nice, but might do more harm than good in terms of decreasing prep space. 

➢ Have locks on cabinet doors in the teaching kitchen (and lockability for all storage spaces, including 

freezers); plates and cups and coffee tend to walk off otherwise, and meat must be in a locked freezer 

in order to meet inspection standards when being stored at a shared-use facility. 

➢ Cooperative purchasing of bulk agricultural commodities is a fairly simple, straightforward way to 

help a lot of farmers, especially organic farmers and others buying hard-to-find, high cost ingredients. 

It can also be a (small, but worthwhile) source of net operating income for the facility. But again, this 

takes storage, as well as the right setup to load materials onto farmers’ trucks and trailers. And getting 

a full pallet of poultry feed loaded into the back of a pickup truck is not as easy as it sounds. 

➢ Operational standards and consistent rules/guidelines are very important; need clear delineations of 

what you can and cannot do, and to apply them equally across the board. Users are very sensitive to 

inequity, whether real or perceived. 

➢ Hold regular meetings of all facility users – creates networking and business opportunities for users, 

and makes sure that they know the most recent regulations, facility updates, etc. 

➢ Seemingly minor, straightforward ongoing maintenance of equipment and facility is key; having (and 

following!) a preventative maintenance schedule will save a lot of money in the long run, and getting 

someone in to help straighten the place up and make small fixes, even for an hour or two a day, is 

really important for keeping a shared-use facility clean and working well. 

➢ Smaller, fairly minimalist facilities can still have a major economic impact; a little over a decade into 

its operations, the Madison County Center is having approximately $900,000/yr in economic impact.  

➢ Practice patience! “The road was long and the need for perseverance great.” The facility opened in 

2006, but was first conceived in 1997. It took a lot of community input, hard work, flexibility, 

adaptability, and quick reflexes to make it a reality. 

Blue Ridge Food Ventures 

Overview 

Blue Ridge Food Ventures is a shared use food-processing center in Buncombe County, founded with a 

mission to incubate small value-adding food and agricultural businesses in western North Carolina. Located at 

the Enka Campus of Asheville-Buncombe Technical Community College, BRFV is housed in an 11,500 sq. 

ft. wing of the former 

American Enka 

textile plant in 

Candler. It includes 

2,840 square feet of 

processing space 

comprised of a 30’ x 

34’ general (wet) 

processing area, a 30’ 

x 34’ dry product and 

bakery area, a 20’ x 

30’ product bottling 

room and a 10’ x 20’ 

dehydration room. 

The facility has about 

550 square feet of 

Signage at Blue Ridge Food Ventures helps keep facility users food safe 
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walk-in coolers, three 12’ x 12’ walk-in freezers and over 2000 square feet of dry storage. Additionally, the 

facility has an employee break room, four offices, bathrooms and a small utility room. 

The facility supports over 50 small food businesses, ranging from sole-proprietor caterers and food trucks to 

businesses shipping pallets of product for national wholesale distribution.  

Cost and Funding 

BRFV was developed as a collaborative effort among AdvantageWest, The N.C. Department of Agriculture 

and Consumer Services, and A-B Tech. The project was developed following a feasibility study released in 

September 2002. Paid staff at NCDA&CS led fundraising efforts, while AdvantageWest served as the 

project’s fiscal manager and legal owner. A-B Tech made space available at their recently acquired Enka 

Campus, which was donated to the college by its former corporate owner. A strong collaborative effort, along 

with an in-kind commitment of the existing building, helped project developers in securing about $1.1 million 

in funding before opening in early 2005. Funders and their amounts given included the following:  

Golden LEAF    $575,000  

Z. Smith Reynolds   $50,000  

Progress Energy   $25,000  

Asheville Merchants Fund  $50,000  

NC Rural Center   $35,000  

USDA     $53,400  

AdvantageWest   $40,000  

ARC     $97,500  

BB&T     $5,000  

Janirve Foundation   $75,000  

NC Dept. of Justice $  100,000 
Pre-Opening Total Grants:  $1,105,900 

Primary expenses to get to opening day included about $518,000 for fixed asset improvements to the building 

and another $289,000 for equipment. Since that time, the project has secured at least $200,000 for additional 

equipment and $80,000 for facility improvements.  

In its 12 years of operations, BRFV has made significant changes to both its infrastructure and its use 

policies. The facility opened with a base kitchen use rate of $22 per hour. That has now risen to $30 per hour. 

Certain equipment bought early in the project has been exchanged for more useful pieces not initially 

identified. For example, a cider press with pasteurizer was sold to make room for an automated bottling line, 

while fryers were sold to make room for more ovens.  

By 2016, BRFV clients were making and selling about $3 million in foods and natural products made at the 

facility. In that year the project revenues and expenses were about $300,000. The project itself continues 

strive to break-even on current account without the need for ongoing grants. Management reports that only 

in the current fiscal year, the project is able to cover all of its core operational costs from user fees.  

Lessons Learned 

➢ Project of this nature take time to develop. The feasibility study was commissioned in May 2002 and 

the facility opened for services in February 2005, a period of about 34 months. 

➢ Collaboration among agencies strengthens projects. BRFV was able to reduce development costs by 

having paid staff handle grant writing and financial management. Project supporters were able to 

successfully identify funders who were willing to buy into the overall project concept.  

➢ In-kind contributions can leverage cash grants. The fact that the project was housed at an existing 

facility at a low cost showed a local commitment to the project and attracted outside funders.  
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➢ Projects need to be flexible and adjust to current needs and conditions. BRFV policies and 

equipment were changed to better meet demands of clients using the facility, resulting in greater 

usage and economic benefit.  

➢ With a good project, sufficient funds can be raised for development. However, a successful project 

must work out an actionable plan to generate a significant portion of operating expenses from earned 

revenues.  

Other Lessons Learned from 2007 Survey of Shared Use Facilities 

A 2007 study, “Developing Shared-use Food and Agricultural Facilities in North Carolina” by Smithson Mills 

and Cameron Wold, offers examples and insights from facilities all over the country. While some of the 

facilities cited in this study are now closed or have shifted their business models, the lessons learned from 

them are still very much relevant today. 

 

Facility Recommendations and Lessons Learned 

➢ Need to be more than just a place to make and store products; wraparound support services are 

important for ensuring the success of the renters/users of the facility. These services include 

training, access to capital, and technical assistance (including helping kitchen users and farmers 

stay up to date on food safety regulations and carry out effective quality control.) 

➢ Encouraging tenant synergy can pay dividends in terms of shared marketing and purchasing power, 

training and technical assistance efficiencies, and creating opportunities for mutual support and even 

sharing of talented, trained employees. 

➢ Collaborate and coordinate with other agencies to share and utilize community resources, and 

provide users with the support services they need. 

➢ Work with inspectors and regulatory agencies early in the project, to make them advocates as 

opposed to naysayers and ensure that you design/build the place right the first time, instead of 

having to make expensive retrofits and changes. 

➢ Storage is so important! Cutting storage space will dramatically decrease the number of users who 

can take advantage of the kitchen, and make it hard to fully utilize the facility. 

➢ Get your rental rates at the appropriate level early; it is hard to raise rental rates later on. 

➢ Recruit anchor tenants to help you fill large blocks of facility time 

➢ Building and maintaining community interest is essential to both initial and long-term project 

success. As project development timelines are often multiple years long, it’s important to realize that 

the companies and organizations that had originally expressed an interest in using the facility 

may well not be there when the facility actually opens, for any number of reasons. As such, you 

will have to market the facility aggressively around the opening, and also do ongoing marketing 

and PR to keep promoting in order to keep it full and generating revenue. 

➢ Avoid debt-based financing – given that this facility is unlikely to ever turn a net profit, debt-based 

financing is to be avoided. 

➢ Sound facility staffing and management is essential for the facility’s success. Ultimately, getting 

the right staff, with the right skills and backgrounds and passion, in to manage and maintain the 

facility is one of the biggest factors in its success. This includes sound management for the project 

development process, with someone overseeing the process who has experience in facility 

maintenance, construction, fundraising, and grantwriting. 

http://www.smithsonmills.com/ncshareduse.pdf

