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AFSIC FEASIBILITY STUDY GOALS

The goal of the AFSIC feasibility study is to design a model for a food hub
that meets the needs of the community, is operationally sound, and is
financially feasible.

The project envisions the development of a food hub that may include (but is not
limited to) one or multiple programs and functions:

Aggregation, distribution, and storage

Food processing

Education programming

A commercial retail market

Support for local food service and food assistance providers

Business training and resources
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Project Design & Initiation Market Analysis:

- Research and engagement
- Literature Review

- Secondary Research
Market AnaIYSiS - Interviews

- Surveys

- Analysis Review

Partnership & Consensus
Building

Operating Model, Site
Evaluation, Preliminary Design

Stakeholder Design Charrette

Refinement & Financial
Analysis

Feasibility Study Finalization

 The full feasibility study is projected to take approximately 14 months to complete.

» To ensure that we can adapt and navigate this scope as a large project team — we have
divided the complete project work plan and timeline into two sections of scope:

« Part 1: Initiation & Market Analysis
« Part 2: Operating Model, Design, & Final Report
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MARKET ANALYSIS OVERVIEW

Identify gaps, challenges, and limitations within the existing local
food system that may limit economic activity, business innovation, food
access, production, and consumption of local food.

Evaluate existing programs and resources supporting the local food
economy and food access initiatives that may support or be in
competition to an Agriculture and Food Security Innovation Center.

Assess the market need and interest in the potential AFSIC
components, including:

« Aggregation

» Food Processing and Manufacturing

 Distribution

» Food-As-Medicine

» Retail Consumer Access

* Business support

Identify key partner organizations and potential spoke partners.

50
57

116

Documents including research,
policies, news articles, and surveys
reviewed

Interviews completed with leaders
across key stakeholder groups

Completed surveys
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| LITERATURE REVIEW

Multiple feasibility studies throughout the region explore support initiatives with food system planning

for local food systems and increasing farm resiliency « Multiple organizations involved in aggregation and institutional
HFAI score of 27 highlights inadequate access to local and healthy distribution including 4P Foods, Common Market, Arcadia, &

food as over 12% of families are food insecure Maryland Food Bank.

71% of residents are overweight or obese amplifying the acute « Regional demand for local produce highlighted by FreshFarms’
need to drive more healthy food to County residents presence of 26 farmers markets generating nearly $30 million in

Documented efforts to scale urban agriculture initiatives in the revenue in 2024

face of growing food insecurity and increasing farmland scarcity * A noted history of challenges with projects that require multi-

Policies supporting Food as Medicine programs are showing use permitting or special zoning permits.

promise « Documented need for additional cold storage infrastructure
Labor constraints have been “cited as a leading barrier to * Need for additional farmland and infrastructure / space for
agriculture production in Maryland, especially for small and support organizations

medium farms™ and are leading to regional harvest challenges - Identification of multiple existing grants and incentives to support

increasing food waste left of farms. post harvest infrastructure.

Increases in land preservation and parkland initiatives, along with
the pending closure of the USDA Beltsville facility may provide an
opportunity to add infrastructure or farmland to the County

Support for climate action policies that integrate sustainability
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' SECONDARY RESEARCH

The AFSIC Study Area covers a 25-mile radius
around Prince George’s County

It includes eight other jurisdictions:

Anne Arundel, Baltimore County, Baltimore City,
Calvert, Charles, Howard, Montgomery, and
Washington, D.C

5.3 million people across over 2.2 million
households, representing nearly 75 percent of
the state’s population

The study area has a majority-minority
population characterized by the
concentration of BIPOC communities in and
adjacent to urban centers

Median Income in Prince George’s County is
$97,200, 9% below the study area average of
$106,556.

County Population | Households m(zgli:: P‘;‘;:y Unemé::t)gment I:;ItCeE In:(-;?ﬁity SNAP Usage
Prince George's 959,754 365,506 $97,200 10.8% 6.4% 30% 12.1% 10.1%
Anne Arundel 598,166 236,262 $117,000 5.6% 4% 27% 11.2% 6%
Baltimore City 573,243 295,032 $58,600 19.7% 6.6% 36% 18.4% 23%
Baltimore County 850,796 350,032 $86,800 9.8% 5% 33% 13.3% 10.4%
Calvert 94,313 36,119 $124,500 3.9% 2.9% 25% 9.9% 5.9%
Charles 170,527 63,813 $105,100 6.9% 52% 26% 10% 8.1%
Howard 336,328 125,286 $140,100 52% 3.6% 25% 10.5% 5.2%
Montgomery 1,065,949 406,531 $125,100 7.5% 4.8% 28% 12.1% 6.7%
Washington, D.C. 681,294 361,014 $104,600 15.4% 6.5% 20% 12.4% 12.5%

Source: 2024 Census Report
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| AGRICULTURAL LANDSCAPE

* As of 2022, the study area contained over 3,200
farms, a 6% increase from 2017, with total farm
acreage nearing 320,000, an 8% increase

* Prince George County has 381 farms on nearly
33,000 acres (2022 USDA Ag Census)

« Total farms in Maryland increased by 1% & total

farms in Prince George's County increased by 4%.

However, total farmland in PGC declined by
4%.

« State agriculture sector generates $8.25 billion in
total economic activity (2022)

« Total farm product sales: $3.4 billion
» Livestock industry is 60% of farms and total sales

« Grains are the second largest sector, with $900
million in sales (2022), followed by nursery crops
and sod ($320 million), cows’ milk (209 million),
and vegetables ($107 million)

Legend

@ Shared Kitchens

® Regional Aggregators
and Distributors

© crop Farms

Total Number of Farms

[ Jo-30

[ 121-300
[ 301- 450
B 451 - 550
B 551 - 800

Hagerstown

Baltimore
County

Westminster

Aberdeen

O
I'ro.(k

Montgomery

= ANNADOis
o Anne
%" Arundel

llllllllll

Fredericksburg
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FOOD INSECURITY

» Study area food insecurity: 11% or 675,000 people
(& 12% or 116,000 people in Prince George's

County) +
. y . . Bethesds ;éé‘e,.‘) [
* Regional food insecurity equals annual food budget %%,% X of
shortfall of over $529M e Q:
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* 44% of County’s residents live in food deserts and
55% of the food businesses in those communities

are considered unhealthy options, such as fast food g T4
* Research analysis recognized that Black 'S v
neighborhoods had access to fewer supermarkets . ¢
and fewer public transportation options a
* Only 30% have close access to supermarkets in
Prince George’s County (within .5 miles) e QEELTW. 0 e
Legend Legend

Food Retail

@ Convenience Store (408)
@ Farmers Market (9)

Small Grocery/Corner
Store (191)

© supermarket (106)

USDA Low Income and
Low Access

2020 Population Density
(Pop per square Mile)

0-2,600
2,601 - 5,700
5701 - 10,000

I 10,001 - 25,000

I 25,001 - 51,000
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FOOD SPEND

» Across the study area, Total annual consumer
spending in study area (2024): $30.7B

« Prince George's County food spend: $4.5B

* In every jurisdiction, roughly 65% spent was on
food consumed at home, equivalent to $19.6B,
or an average of $9,157 per household.

Spending on Food Consumed at Home

(per household)
. Prince George’s
Prince George’s Study area Study area total
Food category County average County _total spending
spending
Meat'gf‘;‘;'gtgy' fish $1,678 $1,876 $590M $48
\:;:;i?fs $1,417 $1,598 $498M $3.4B
Bakery & grain
products $1,080 $1,226 S380M S2.6B
Dairy products $819 $926 S$288M S2B
Sr]lzg';s:‘rr;‘;ji‘:r $3,115 $3,530 $1B $7.58
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10

13
16

Interviewees

Farmer / Grower
Buyer / Institution
Education / Research
Food businesses
Government

Nonprofit / Community Org

Aggregation and storage infrastructure gaps
are a key barrier to growth

A "Chicken-and-Egg" investment dilemma
for small producers looking for large scale
purchasing contracts

FSMA and GAP regulations impact the ability
for small producers to enter certain
distribution channels

Processing infrastructure required for fruitful
farm-to-institution partnerships

Lack of LFPA funding impacting sales for
small & mid-sized farms

Maryland'’s local procurement mandate
lacks "Teeth"

Meat processing gaps hinder livestock
processing and operations growth

Interest to explore the feasibility of a multi-
location hub model

INTERVIEW
OVERVIEW




SURVEY

OVERVIEW

Which best describes your role in the

food system?
Respondents could select multiple answers

Individual consumer / community _ o
member 59%
Farmer or grower _ 32%
Food system resource / non-profit _ 319%
/ government stakeholder °
CPG or value-added food product
O,
producer - 14%

Food service - 11%

Grocery store / retailer - 9%

Supply chain / aggregation / o
distribution M o

0% 10% 20% 30% 40% 50% 60% 70%

Percent of Respondents
n=116

The survey respondents represented a
diverse array of demographics.

64% of respondents identified as
female and 46% of the respondents
identified as Black / African American.

The median age was 50-59, and
median income was between
$100,000-124,999, slightly above the

County’'s median income.

Respondents also represented all
aspects of the food value chain
including 32% farmers, 14% producing
value-added products, 11% in
foodservice, 9% in food retail and 31%
in a government, nonprofit, or
education resource role.

Of the farmers, 92% grow vegetables
and 19% raise livestock. And most
operate on less than 10 acres (87% of
vegetable farmers and 67% of
livestock farmers)
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PRODUCERS

Are you interested in new vending What type of vending space would you be
outlets? interested in?
Respondents could select multiple answers

81%

Selling product to a local food hub

Direct retail (a private stall/space that |

would sell from) >0%

Selling product through a regional or
national distributor

v

44%

Consignment (have others sell my

[0)
products in their stores or stalls) 38%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%

Percent of Respondents
n=20 Percent of Respondents

n=16
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' PRODUCE

RS

5 challenges that have the greatest

impact on one’s operation.
Respondents could select multiple answers

Access to capital
Balancing other jobs / responsibilities
Availability/cost of suitable land
Availability/cost of labor
Distribution/transportation
Inadequate access to vegetable/fruit
Inadequate access to infrastructure
Customer awareness of local food
Difficulties finding and/or
Inadequate access to a meat
Inadequate access to production
Fair pricing
Environmental degradation

I 70%
I 50%
I 50%
N 35%
N 30%

... I 30%
I 05%

... I 259

... IS 20%

.. IS 20%

... I 00%
B 15%
M 5%

0% 10% 20% 30% 40% 50% 60% 70% 80%

Percent of Respondents
n=20

Select up to 5 services a food hub could provide

that would be of the most value to you.
Respondents could select multiple answers

Direct purchase of farm products
Distribution services
Kitchen to process farm products

Business / entrepreneur / workforce...

An online retail marketplace

Cold or frozen storage space
Vegetable, fruit, or grain processing
Flash freezing services

Crop planning between buyers and
Aggregation & pickup services

Bulk purchasing of agricultural inputs
Contract manufacturing or processing
Food safety training

Product traceability systems

I 57%

I 43%

. 43%

. 43%

I 43%

I 43%

I 33%

I 29%

.. I 29%
I 24%
N 24%

... I 19%

N 14%
0%

0% 10% 20% 30% 40%

Percent of Respondents
n=21
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FOOD PRODUCTION & PROCESSING

What types of product(s) do

you prepare and sell?
Respondents could select multiple answers

CPG / Value-added products _ 67%
Other _ 44%
Baked goods or bread - 33%
Beverage . 11%

0% 20% 40% 60% 80%

Percent of Respondents
n=9

Where do you currently produce or

process your goods?
Respondents could select multiple answers

A commercial kitchen - 30%

At a contract food manufacturing
. 10%
facility

0% 20% 40% 60% 80%

Percent of Respondents
n=10
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FOOD BUSINESS

Top production processes Top kitchen resources required
Respondents could select multiple answers Respondents could select multiple answers
Canning, fermenting, or culturing | R 579 Preparation space |GGG 009
Drying, dehydration [ N 9% Cold storage NN 719
Assembly of dry ingredients [ N MR ?9% Stoves / range / burners [ NNGTININEGEGE /3%
Meat processing | NI 14% Freezer storage [N 43%
Smoking, curing, sausage making [ NEGIG 14% Dry storage | N 413%
Specialty beverage [N 14% Jar / bottle filling equipment | NG 29%
Baking or bread making | NN 14% Meat processing equipment [ 14%
Milling, grinding or seed collection | I 14% Fryer [ A
Flash freezing | NN 14% ovens T 12%
Cutting, slicing, shredding of fresh produce | I 14% Kettles and/or tilt skillets 0%
0% 10% 20% 30% 40% 50% 60% 0% 0%  40% 60% 80%  100%

Percent of Respondents

Percent of Respondents
n=7

n=7
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 PURCHASING PARTNERS

As a food buyer, which option below
best describes your operation?

Specialt
. P Y Shared
Value Chain Crops :
— o kitchen
Coordination
4% platform
(o]
5%

Other
(o)
Restaurant / 5%
café / food Distributor
truck / 5%
caterer
41%
Grocery
O,
CPG / Value- 18%
added
product

18%

Products of interest to purchase from a food hub?
Respondents could select multiple answers

Fresh fruit or vegetables, sliced or whole | NG 712

Frozen meat or seafood [ R -/
Dry goods (rice, beans, oil, etc) | EGTcTcTcNGEEEEEEEEE 50
Fresh meat or seafood [ /3%
Frozen fruit or vegetables, sliced or whole | RN 9%
Drinks or beverages | N /%
Other [N 19%
Prepared foods | 19%

CPG or value-added items | GGl 19%

Percent of Respondents

h=o1 0% 10% 20% 30% 40% 50% 60%
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 PURCHASING PARTNERS

Top challenges associated with purchasing

local farm products for you and your business Top priorities when purchasing from a

Respondents could select multiple answers supplier?
Respondents could select multiple answers

Pricing [INNEGG 3% . L
Competitive pricing [ MMM 7%

Too much effort to source | NN 339

Diversity or selection of product  REEEG— 350 Online ordering platform | N /5
Timing or seasonality 29% Local food options _ 43%
Inconsistent quality / standards NN 3
e Product variety | R 3
Volume availability G 2% roductvariety %
Other I 14% volume discounts | NN EREEEEE 357
1 O,
Food safety requirements not met I 10% Social responsibility | N 9%
Lack of traceability data I 10%
Professional skills of suppliers | I 10% Frequent delivery times [N 14%
Packaging specifications = 0% Frequent pick up times - 10%

0% 10% 20% 30% 40% 50%

Percent of Respondents
n=21

0% 10% 20% 30% 40% 50% 60% 70%

Percent of Respondents
n=21
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| COMMUNITY PARTNERS

Would any of the following resources or services help your

organization achieve its mission?
Respondents could select multiple answers

The top resource reported by community Funding network I 542
pa,rthers, that would help them achieve t,helr A kitchen for cooking and nutrition classes | R 369

mission is a network to connect them with

funding opportunities — reported by over half A resource to buy local food to donate I NEEEEEEENNNN 329

Of the Commur”ty partne Is. A Space to process produce _ 29%

The r?ext choice was a kitchen for.teachmg A space to host meetings and classes NN 9%

cooking and nutrition classes. A kitchen for

manufacturing value-added products and a A kitchen to manufacture value-added products 21%

kitchen for cooking meals for the community A space to process food waste | I NNNNEEEEN °1%

were less popular. A kitchen to cook meals for the community | ENREEEE 13%
If a kitchen might be part of the proposed

) . ) I s
AFSIC, this data indicates it should have the A resource to buy local food to sell 18%

functions and equipment for demonstration None of these N 11%
and students cooking/leaming. Office space for our organization | 11%

0% 10% 20% 30% 40% 50%  60%

Percent of Respondents
n=28
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| INDIVIDUAL CONSUMERS

Where do you currently

purchase local food products?

Respondents could select multiple
answers

Direct from farm or
83%
farmers market

Grocery store or retail - 59%
Other I10%

0% 25% 50% 75%
Percent of Respondents

n=59

100%

Interest in buying more local
food (Y/N)

Percent of Respondents
n=84

Would you be interested in
purchasing food through a food
hub that focused on local
products?

Yes
72%

Percent of Respondents
n=84
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INDIVIDUAL CONSUMERS

What items would you be interested in

purchasing from a food hub?
Respondents could select multiple answers

Fresh vegetables NN 359%
Fresh fruits NN S0%
Fresh meat and seafood I 579
Baked goods/bread N 10%
Frozen meat and seafood I 30%
Dairy products I 7%
CPG / Value-added products I 6%
Dry goods I )59%
Flowers I 19%
Prepared meals I 14%
Lightly processed produce I 14%
Beverages I 7%
Frozen fruits & vegetables Il 7%
Household items M 5%

0% 20% 40% 60% 80% 100%

Percent of Respondents
n=81

Interest in additional possible features in

a food hub

Respondents could select multiple answers

Use of locally grown foods on the
I 7%

menu

Pop-ups for new food businesses
Ready-to-eat/to-go food options
Community gathering or event space
Coffee, tea, beveragesfor sale

Outdoor seating

Full service restaurant - 18%

Quick service restaurant - 12%

0% 20%
Percent of Respondents
n=82

NEW VENTURE ADVISORS
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SURVEY HIGHLIGHTS

A diverse pool of respondents including 32% farmers, 14% value-
added food businesses, 11% in foodservice, 9% in retail, and 31%
government & nonprofit.

Most farmers surveyed grow vegetables and cultivate product on
less than 10 acres with 61% on less than 1 acre.

Land & labor costs along with access to capital are the greatest
challenges for farmers, mirroring outcomes from previous
community workshops.

Farmers generally want to grow more product but may lack capital,
time or land capacity.

While most producers sell primarily via direct sales channels, 90% of
growers have interest in selling through new vending outlets, 81%
of whom would sell into a food hub.

Growers also cited more storage, training, and digital resources to
grow their operation.

An online ordering and fulfillment platform would be valued by
both growers and buyers.

Several value-added businesses are producing food out of their
farm or home rather than use a commercial kitchen due to both
price constraints and the lack of excess capacity.

Both wholesale and retail buyers are primarily interested in
accessing more fresh local produce, fruit, meat and seafood.
Demand for frozen produce, beverages, or value-added products is
of less importance.

While there is interest in buying more local product, only 35% of
buyers said they were certain to pay a higher price, highlighting
existing price constraints.

Community organizations would most value having a facility to buy,
process and distribute local food, as well as host cooking and
education workshops.

While most consumers know where to find local products, they
shared that there's a need for more information about retalil
locations that sell locally harvested food.
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LOCATION

Interviewees and survey respondents were asked to consider and suggest locations
for an Agriculture and Food Security Innovation Center.

Features

Multi-Location
* The North/Urban-South/Rural Divide
* Logistics and access to highway arteries
+ Retrofitting over building

Public-Private Partnership
» Bypassing bureaucracy and fragility
* Property manager structure
* Operational expertise

Asset-Light, Technology-Driven
+ Digital value chain coordination
* Real-time supply balancing

Co-Located, Multi-functional
» Shared cold storage
» Light processing and value-add
accelerator kitchens
* Centralized logistics

Locations

Eastern County: Bowie, Upper Marlboro, Mitchellville
Southern County: Fort Washington, Brandywine and Cheltenham

Central County (proximity to metro): Capital Heights, Seat Pleasant, District
Heights, Landover

Food Priority areas that need casual dining and fresh food

lverson Mall

Within walking distance of the end of a Metro line

Multiple hubs that can accommodate the diverse needs of the communities.

Hub and spoke model
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IMPLICATIONS &
NEXT STEPS




KEY FINDINGS

Agriculture in Prince George's County is dominated by the
presence of smaller farms, averaging 86 acres per farm with
many under 10 acres.

Land costs, labor costs, input costs and access to capital are
noted as some of the largest hurdles that growers face.

Many subjects highlighted the need for cold storage and
logistics infrastructure such as coolers and refrigerated vehicles
to ensure that harvested product can maximize its shelf life.

Prince George's County's agriculture sector accounts for just 1%
of the state’s industry suggesting that an AFSIC facility might
need to support growers across the region.

Permitting and regulatory challenges exist especially for multi-
functional food businesses.

Prince George’'s County has many of mission-driven
organizations focused on driving equitable and healthy food
systems.

There is a desire for improved local purchasing guidelines and
funding to subsidize initiatives.

Small producers may require additional education training,
support and succession planning programming.

Multiple subjects highlighted the need for more food
processing facilities including affordable commercial kitchen
space for entrepreneurs.

There is a need for regional aggregation and distribution
resources that can be exempt from some GAP & FSMA
compliance.

The survey registered interest in a food hub, but questions
remain about farmer ability to scale and provide consistent
& reliable product.

There is a noted consumer demand for more local and healthy
food. While some have stated a willingness to pay a premium for
these products others have shared how pricing can be a barrier
to consumer purchasing.

After pricing, demand for an online ordering platform was the
second most important feature noted by food businesses.

Fresh fruit and vegetables along with meat and seafood are
the products most in demand from both wholesale and retalil
consumers.
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| FOOD HUB COMPONENT DEMAND & INTEREST

Aggregation & Distribution

Storage

Food Processing & Manufacturing
Business Incubation Support & Training
Retail Consumer Access

Food As Medicine

Food Access Programs

Nutrition & Cooking Programs

Organization offices and community space

Medium
High
Medium
High
High
Medium
Medium
Medium

Medium

NEW VENTURE ADVISORS
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| CONCEPT MODEL RECOMMENDATIONS

Path 1: Centralized model
 Storage Infrastructure for small farmers

» Aggregation and programming to support the marketing,
sale and distribution of produce from small growers

* Programming to support enhanced nutrition outcomes
and cooking classes

» Food business support and training programs

» Shared kitchen for value added production and
foodservice business support

 Retail access component that can provide local produce
to people who lack the finances or transit opportunity to
access healthy produce.

Path 2: Decentralized model
* Multiple cold and dry storage sites for small farmers

* Prince George's County food systems liaison to support
collaboration and programming between existing
organizations

* A retail site in an urban location that can provide local
produce to people who lack the finances or transit
opportunity to access healthy produce.

* Programming to support enhanced nutrition outcomes
and cooking classes

+ Digital platform to support sales, aggregation,
distribution, and logistics

NEW VENTURE ADVISORS 27



| PARTNERSHIP INTEREST

Organizations that have expressed interest in having a role in the programming or
operations of Agriculture and Food Security Innovation Center

Operator

* 4P Foods

« Dreaming Out Loud
» Teddy Bear Fresh

* Flavors Culinary Hub
o AfriThrive

» Walker Mill CDC

* Piedmont Harvest

Programming

« ECO City Farms

« Wild Kid Acres

* Prince George's Community College

» University of Maryland, Dingman Center
* Maryland MEP

» Chateaux Cocoa

« Cureate

NEW VENTURE ADVISORS
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NEXT STEPS

PART 2: OPERATING MODEL UPCOMING ACTIONS

« Refinement of 1-3 concept models along with July: Development of concept models & case studies

associated examples or case-studies _ _
August: Draft RFI to support site evaluation

« RFl to support site visit and potential selection . .
September: Site Evaluation

« Preliminary Design

« Community Design Charette

* Operating model refinement

« Financial analysis

* Final report
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