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Welcome to the East Warren Community Market.

 We may be new but we have deep roots, in this historic building and in the long tradition of Vermont country markets.   The place almost on your doorstep to stop by for milk, eggs, toilet paper, cold beer, and tonight’s dinner.  The kind of market where you’re almost certain to run into your neighbors to catch up on the local news.  That offers an open door in the community where the kids buy ice cream, the commuter finds early morning coffee and muffins, the local paper and the New York Times, and the tourist gets friendly directions and a sudden desire to move to Warren.  We may come out of Vermont’s past but we’re also working towards a sustainable future; selling fresh, locally grown produce and meats and a selection of organic products.    We’re small but we serve the diverse needs of our customers – we welcome special orders, quantity purchases, and suggestions for new products.   We sell what you need.  We’re your community market.
EAST WARREN COMMUNITY MARKET

Business Plan

January 31, 2009
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Executive Summary
The East Warren Community Market, (referred to herein as the Coop or the store), has been incorporated as a consumer Coop, to serve the public interest of it’s members and the Warren community by providing a convenient local outlet for basic groceries. Operating out of the East Warren Schoolhouse with facilities leased from the non–profit Rootswork, the Coop’s principal mission is to serve it’s members by providing a convenient year round market offering when possible, a broad selection of sustainably, grown, local, and/or organic goods. We plan to be a full spectrum food resource for the community, responding to requests, and making special orders available. We anticipate establishing alliances with local farmers and producers, combining their high quality products with a selection of grocery staples available through local and regional distributors. 

We believe that the time is right for the Coop. As gas and food prices rise, as industrial food becomes less safe to eat, and as our own sensibilities change to embrace sustainably and/or locally produced food, having a local market in our immediate community makes sense. The Warren Selectboard has recently expressed it’s support of the 1st floor of the East Warren Schoolhouse being used as a community grocery store.

Coop Basics:

Membership

Membership will cost $150 per individual/year or $300 per family. Members will be able to pay this equity all a once, or over a maximum of 5 years, at $30/year or $60/year respectively.  This membership will provide the opportunity to participate in special member pricing discount. In addition, prepay accounts will be offered to members which will entitle them to a 2% discount on all purchases made through their account. Working members will receive a further significant discount. Non-members are encouraged to shop at the store, but they will not receive the members’ discounts.
Management

The Coop will have a board of directors (the Coop Council) whose role will be to represent the membership and oversee the management of the store. It is anticipated that a full time store manager will be hired as well as a part-time employee. Volunteer labor will be encouraged to help keep costs down.

Financing

The store is anticipated to be financially sustainable by 2010.  In order to finance the start up of the store – capital and operations for the first two years- there are three general categories of financing

1. Donations

a. tax deductible donations through non-profits whose mission supports sustainable agriculture

b. Coop friends loan accounts that may translate into store credit in the future

2. Membership funding

a. Member Dues

b. voluntary pre-pay debit accounts

3. Community development grants and Small business loans

In order for the store to be sustainable for the long term, sales need to be approximately 

$300,000 per year.  For example, this translates into 100 local households spending $51 per week plus anticipated tourist sales of approximately $35,000 per year by 2011.

Our projected cash needs are as follows:

Initial Capital Expenditures (including

initial inventory purchases, refrigeration, 

shelving, and needed repairs,
 etc.)




$33,000

Working Capital to cover initial losses

Estimated 2009 cash losses



  21,000

Estimated 20010 cash losses



  28,000

Estimated 2011 cash losses



    4,000

Total Initial Capital Requirements




$86,000


The Coop will provide an opportunity to shop locally, support local and sustainable products, as well as yielding other benefits such as reduced gas use and the use and preservation of a historic community civic space. 

The Membership and Donation form is attached just inside the cover. If you can, please join us in supporting this community enterprise, by making a cash donation this year and pledging an amount for 2010 and 2011 to help the Coop meet it’s anticipated initial shortfalls. 

Other Vermont communities have done this successfully. With your participation, we can too.

Introductory Notes
The East Community Market will be a local grocery store, located in the first floor of the East Warren Schoolhouse on the corner of Roxbury Gap Road and the Brook Road in Warren. The store will inhabit a space that is approximately 750 square feet with beautiful historic windows on the south and west side of the building allowing for views of the neighboring Rootswork Community Gardens and the Green Mountains. Historically, the space has been home to several stores and the building is zoned for retail use.

As a food and community resource for Warren residents, Valley residents, second home owners and tourists, we will make every effort to stock the locally produced sustainable and/or organic, meat, dairy and groceries that the community requests.

The East Warren Community Market, is incorporated as a Consumer Cooperative in the State of Vermont under Title 11, chapter 7 of the Vermont statutes. As a membership organization , the members will elect a 5-7 person Board of Directors, (the Coop Council) whose role will be to represent the membership and oversee the management of the store. It is anticipated that a full time store manager will be hired as well as a part-time employee. Volunteer labor will be encouraged to help keep costs down.

Genesis

In preparation for starting this Coop, we have researched other markets in the state and have two comparable market models to share. One is the Adamant Coop, which is a small Coop that serves the town of Adamant and its surroundings. Most of the community members are members of the Coop and it clearly has strong community support. Its space is comparable to ours in size and they offer an amazing variety of foods for such a small space. The Adamant Coop has been in existence for some 70 years, born from a community reacting to hard economic times and the need to come together and support one another. 

The other comparable business is the Craftsbury Store. This store is of interest because it recently went from being a privately owned country store to a publicly owned corporation. The store needed to expand and asked the community to invest in the expansion. They raised an impressive amount of money, expanded their kitchen, and have plans to open a restaurant as well.

Another example is the Bees Knees in Morrisville. This café nearly went out of business recently, but with the support of the community, they raised money to expand and stayed open. All three examples show this interesting trend in communities taking charge of their “assets”. 

Financial Notes

Because it is challenging to turn a profit as a small grocery store that isn’t located in a highly traveled area, we plan to offer a variety of financial mechanisms to make it easy for the community to support the Coop.

First, in order to raise the Capital for the initial start-up costs the Coop is accepting two forms of community financing:

1) Donations and grants: solicited from non-profits and other organizations that support the Coop’s mission of fostering local and/or sustainable agriculture.

2) In addition to this, the Coop is accepting no-interest loans: (Coop Friends Accounts) from community members. These balances will eventually be redeemable in goods at the Coop when and if the Coop reaches the breakeven point (these loan repayments will be at the discretion of the Coop Board) (Note from Dan Raddock to consider tax implications)

Secondly, for covering its ongoing expenses the Coop will encourage ‘debit’ or ‘balance’ accounts, whereby members maintain a balance with the Coop, and shop that balance down. This will allow members to invest in their community Coop while earning a discount, and encourage our members’ ongoing support.

Core Values

Community is what lies at the heart of this proposal. While some might say “it’s just a store, what’s the big deal?”, we believe a public spirited Coop in the Historic East Warren Schoolhouse, home of the agricultural non-profit Rootswork, will create a true East Warren community center working in the public interest. By shopping  at the Coop, trading at the Coop, (ie. future small mid-week farmers market), meeting at the East Warren Schoolhouse (in Rootswork’s community spaces or on it’s community radio station upstairs), or growing food in the Rootswork Community Gardens, we can make this corner of our local world a vital and restorative part of our community.

RETAIL OPERATIONS

Name and Identity
The store will be called The East Warren Community Market (referred to herein as the Coop or the store).  It will be located on the first floor of the East Warren Schoolhouse that is owned by the Town of Warren and leased to Rootswork.

Location

Description: The Coop will be located in the East Warren Schoolhouse at 42 Roxbury Gap Rd, Warren, VT 05674.  The building is currently owned by the town of Warren and leased to Rootswork.

Lease Terms:  The Coop will pay $500 per month in rent to Rootswork.  The Coop will also pay its proportional share of electricity, and heat.  The Coop will purchase its own insurance. (See Financial Projections section for more details.)

Membership

Membership will cost $150 per individual/year or $300 per family. Members will be able to pay this equity all a once, or over a maximum of five years, at $30/year or $60/year respectively.  Membership provides the following benefits and rights:

· Eligibility for Member 2% discount balance accounts*

· Eligibility for membership discounts/specials

· Participating in Coop Council meetings

· Receiving publications/communications from the Coop

· exercising voting rights as a Member by electing directors of Coop Council

*Members will be encouraged to use balance accounts in which they prepay the store some amount and then work down that amount through purchases.

Non-members will be allowed to purchase items in the store at full price.

Service

Hours of Operation: 

Summer hours being considered are:

M-Th: 7 am - 7 pm 

F: 7 am – 8 pm

S-S: 8 am – 7 pm

Winter hours may be a bit shorter with an emphasis on extended hours for Friday and Sunday tourist traffic.

Special Orders: The Coop is very interested in serving its customers’ needs and will welcome special and group orders for items we don’t carry.

Newspapers: The Coop plans to offer local newspapers on a regular basis and larger or regional papers on an order basis, ie: Sunday NYT.

Form of Sales
All of the following will be accepted

· cash

· credit cards (Master card and Visa)

· debit cards

· pre-pay accounts

ORGANIZATIONAL AND LEGAL MATTERS

Legal Structure

The East Warren Community Market, (the Coop), is incorporated as a Consumer Cooperative in the State of Vermont under Title 11, chapter 7 of the Vermont statutes. The Cooperative shall be owned by its members and shall operate for the primary and mutual benefit of its members as patrons of its goods and services. The business of the Cooperative shall be governed by its board of directors selected by and accountable to its assembly of members. The assembly of members shall retain all powers required by law or by these bylaws.

Coop Council
The Coop Council will be the decision making body for the store, ie: pricing policies, inventory changes, hours of operation, accepting outside proposals, etc. 

The Coop Council shall be composed of 5 directors, elected by and from among members of the Cooperative. The powers and duties of the Council shall include, but not be limited to, hiring management and evaluating its performance, approving budgets and fiscal controls, ensuring fair and equitable conditions of employment, leadership in the realm of long range policy, and assuring that the purposes of the Coop as determined by its membership are carried out.  Only one director of the Coop Council may also sit on the board of Rootswork.

Store Management and Personnel

The store will be run by a manager who will be a non-voting member of the Coop Council. The Manager will run the day to day operations of the store, ordering and receiving inventory, keeping track of inventory and bookkeeping, hiring and firing of staff, managing volunteers, processing special orders, advertising, communicating with purveyors and suppliers. The Manager will work 40 hours per week and receive a salary.

There will also be a part-time employee who will fill some of the hours that the Manager won’t be in the store. We are proposing that the store be open approximately 85 hours per week. This part time employee will work 20-25 hours per week. This will leave 20-25 hours to be made up by volunteer labor.

Volunteers

The Coop will be a community within a community and we expect to be able to fill the hours that the store needs to be opened with volunteer labor from this community. We truly believe that this model will work and by including community members in the running of the store, the local vitality will be that much stronger. The Store Manager will oversee the scheduling of the part time employee and the volunteers. Volunteers will receive worker discounts to be decided by the Coop Council.

Licenses

The Coop will register the name “The East Warren Community Market” with the state.

The Coop will secure a ‘Class 2’ liquor license from the state and town in order to sell beer and wine.

The Coop will also acquire other necessary licenses (e.g. Weights & Measures, Sales & Use, etc.)
Council and Advisors:

The initial Coop Council, previous to the first annual meeting and election, will consist of, Jito Coleman, Bill Crossman, Laurie Jones, Megan Moffroid, Dan Raddock. All have considerable business and organizational skills. 

Significant counsel for this project has come from The Rootswork Board, and the Rootswork Advisory Board.

MARKETING

Product Mix 

The Coop is serving a small geographic area with customers who have diverse economic means and lifestyles.  The Coop is hoping to be a community center and gathering point for the East Warren neighborhood.  Therefore it is important to sell products that appeal to all segments including full time residents, people working in the area, and tourists coming to visit.  

There are two primary policies behind the product mix

1.
sell what members/customers want without judgment.  

2.
offer as many local and organic/sustainably grown products as possible

In general, the Coop will carry 

· basic groceries (e.g. milk, eggs, bread, vegetables, fruit, meat, frozen goods, dry goods) 

· some convenience items (e.g. paper products, limited personal care items)

· wine & beer 

· prepared foods (e.g. pies, sandwiches, muffins, coffee).  

· locally made crafts and gifts

(See Appendix for potential supplier and inventory list)

Competition
The Coop will face competition from businesses in Warren and Waitsfield.  

Warren 

In Warren, we believe the competition will be principally in prepared foods and wine and beer.  These are critical products for the Coop because in the experience of most small stores it is these three products that are the most profitable parts of the business.  Mac’s and The Warren Store will both offer competition to the Coop in prepared foods as well as beer (Mac’s) and wine (The Warren Store).  

Mac’s has developed a regular lunch trade for those working in the Warren/Waitsfield area.  They offer sandwiches, pizza, and other prepared foods at reasonable prices, and indoor seating.  Their gasoline service also increases traffic and offers one stop shopping for the lunch trade.  The Coop hopes to offer a limited menu with an emphasis on local and healthy food. 

Mac’s also offers a very large selection of cold beer.  The Coop cannot compete with Mac’s selection but will offer several popular brands of cold beer. The Coop will offer a greater variety of local and/or sustainably produced groceries, and in this way, the Coop would offer one-stop shopping that Mac’s cannot offer.   

The Warren Store also offers prepared food, both for lunch and breakfast.  It offers a wide selection of wine and beer but has a very limited selection of grocery items.  The Coop plans to have a broader grocery selection of sustainable produce, and may offer a limited selection of locally prepared foods. Again, the Coop will provide the opportunity to purchase these prepared foods along with groceries, providing a one-stop shopping opportunity.

Waitsfield

The main competition in Waitsfield is for groceries.  The Coop hopes to provide the East Warren Community an alternative to driving to Waitsfield for groceries.  The Coop will not be able to offer the variety of products that Sweet Pea, Mehurons and Shaws carry, but we are designing our inventory to please as many customers as possible. 

Promotional Ideas

· Membership Special Discounts

· What’s For Dinner- a grocery bag full of items for a complete dinner each night along with recipes

· Friday Night Basket – aimed at tourists (i.e. wine, cheese, crackers)

· Sunday Morning Basket – pancake mix, coffee, maple syrup, fruit, juice

· Seasonal Offerings – hunter’s basket (beef jerky, Nescafe), 

· Cooperative Offerings- seed swaps, plant swaps, 

Pricing Policy
The store is a Cooperative business and as such prices will be determined to pay for ongoing expenses and invest in the improvements in the East Warren Schoolhouse. We expect, in general, to price items at 40% above wholesale.

Advertising 

The grand opening of the Coop will include a press release to all central Vermont papers.  In addition a new sign is being created to hang over the door as well as a sign on the Roxbury Gap Road.  

Ongoing  promotions: ($500 per year is budgeted)

· Emails to members with weekly specials 

· Seasonal Newsletter

· Weekly ads in the Valley Reporter if possible

· Ads in trade publications if possible 

Trade Groups 

The Coop anticipates spending $250/year for trade association dues (ie: Alliance of VT Independent grocers).  The Coop Board will decide which particular associations make the best sense for the Coop.

Funding

The East Warren Coop is being established as a community- based Cooperative corporation and as such is seeking the financial support from its anticipated customer base to fund the establishment and initial operations of the Coop. 

Our projected cash needs are as follows:

Initial Capital Expenditures (including

initial inventory purchases, refrigeration, 

shelving, and needed repairs,
 etc.)




$33,000

Working Capital to cover initial losses

Estimated 2009 cash losses



 21,000

Estimated 2010 cash losses



 28,000

Estimated 2011 cash losses



   4,000

Total Initial Capital Requirements




$86,000
Please see the next section, Financial Projections, for details of the Initial Capital Expenditures and the Projected Sales and Income Statements.

Sources of Capital
Four alternative sources of capital are being sought – 

· Tax Deductable Donations:

· From non-profits and other organizations that support the Coop’s mission of fostering local/sustainable agriculture.

· Personal Community Loans

· Friends Accounts (non interest loans to raise initial start up finds )

· Membership

· Coop Members Share fee (one share/member, 2 shares/member family) 

· Balance Accounts (pre-paid debit) to help the Coop’s cash flow. 

· Grants and Loans

· Community development grants and Small business loans

Rootswork Board Commitment:

As evidence of their commitment to the East Warren Coop, as of August 25th, 2008, members of the Rootswork Board have pledged a total of $ 6,000 in donations, $13,000 in Friends of the Coop Accounts, and $1350 in membership Shares, totaling $ 20,300.
Donations

Rootswork:

Those wishing to assist in the formation and opening of the store may chose to make a donation to Rootswork, Inc. designated to be used for the Coop Project.  Rootswork is a 501 (c ) (3) tax-exempt organization and donations to Rootswork are deductible for Federal income tax purposes as allowed by law.  Donations made to Rootswork for the purpose of establishing the Coop will be used for only that purpose and are non-refundable. The Rootswork Board has decided that any funds raised will be disbursed to the Coop project only after we have raised cash donations and pledges totaling 90% of the Coop’s 3 year projected cash requirements, ( totaling $77,500). If this fundraising goal is not met, all cash raised and pledges for future donations will be returned to the donors.

Friends of the Coop Accounts

An alternative to a charitable donation is a Friends of the Coop Account.  A Friend would make an upfront payment to the Coop, which would be used by the Coop to meet its initial capital requirements and for working capital.  Each year by March 31, the Coop Council would review the Coop’s income statement for the prior year and its current financial condition.  Then, the Coop Council would determine if any or all of the Friends of the Coop Accounts could be converted to store credit to be used for purchases in the Coop.   If the Council votes in favor of a conversion, it would set the total dollar amount of the accounts to be converted for the year.  A simple majority of the Council is sufficient to effect a conversion of the accounts.  The Council may choose to make the store credit available as a lump sum or in fixed amounts per month over the remainder of the year.

For example, a supporter makes a payment to the Coop of $2,000 to create a Friend of the Coop Account. Other Friends create additional accounts totaling $20,000.   In year 3 of its operations, the Coop earns a profit of $15,000 and the Board votes that $5,000 of that profit will be used to convert a portion of the Friends Account Balances to store credit.  That $5,000 would be made available for purchases at the store to all the Friends on a pro-rata basis.  The supporter with a $2,000 Friend account would receive a store credit of $500 ($5,000/$20,000 x $2,000) and the supporter’s account balance would be reduced to $1,500.  No interest will be paid on the Friends Accounts.   

While it is the hope and intention of the Coop Council ultimately to convert all Friends of the Coop Accounts to store credit, the ability to do so will be dependent upon the store’s profitability and viability.  The Coop will be a small, local grocery serving a limited market and dependent upon community support and volunteers to be viable.   Groceries in similar markets often struggle to achieve profitability. It is possible that no conversion to store credit will ever be possible.   

The decision on whether or not to convert any or all of the Friends of the Coop Accounts to store credit will be entirely at the Council’s discretion.  The Coop may be profitable but the Council may determine not to use any of the profits to convert Friends’ Accounts.   In no event will any conversion be made if there are any past due amounts owed on other liability accounts, including but not limited to suppliers, vendors, or utilities.   

If the Coop were to cease operations, all third party liabilities other than the Friends Accounts would be paid first and then if assets remained, they would be used to repay the Friends of the Coop Accounts on a pro-rata basis. 

There is no mechanism to repay the Friends Account other than through conversion to store credit or upon the dissolution of the East Warren Coop. However, in the event a Friend moves away from the area or other exceptional circumstances arise, the Coop Board will upon request make reasonable efforts to find a purchaser for the affected Friend’s Account.   The success of these efforts cannot be predicted.   

By March 31st of each year, every holder of a Friends account will receive a profit and loss statement and balance sheet for the East Warren Coop and notification of the Board’s decision with regard to any conversion to store credit for the year.  Each Friend will also receive by March 31 an annual statement of their account, indicating the beginning and ending balances and any activity in the account during the year. 

Balance Accounts 
These are smaller working accounts that Members may open in order to shop at the store with monthly payments rather than paying for groceries at each visit. These accounts will provide a discount incentive to members of 2%, allow convenience for Members by charging groceries to their accounts, and help the Coop’s cash flow. This discount will be registered on their in-store account cards as a credit at the beginning of each fiscal year. 

Membership Funding 
Coop membership shares

In order to meet the capital needs of the Cooperative, all Members will be required to remit a one time equity payment for each adult in the household or as a family. The Coop Council shall determine the amount of the equity payments and revisit and adjust annually. The receipt of a Member’s equity payment will be credited in the financial records of the Coop to an equity or capitalization share account in the name of each Member. A Member’s equity account is not entitled to a dividend or other return on investment, and is not transferable. The Member’s equity payment receipts are to be segregated in one or more special accounts and designated for acquisition of capital assets or for payment of liabilities incurred for such purpose. Member’s equity accounts shall be subordinated to all other debt or equity obligations of the Cooperative.

(For a list of Coop member benefits see the Membership section on page 5)
Financial Projections

Presented below are the Initial Capital Requirements and financial projections for the East Warren Coop for 2008 and the next four years, through 2012.   We have focused on the cash needs of the business, both the initial capital outlay needed for equipment, shelving and supplies as well as the cash needed to meet the Coop’s initial cash deficits.  The focus of the projections is on cash generated and the cash needs of the business because ultimately the ability of the Coop to meet its cash flow needs will be a key factor in its survival.  Therefore, non-cash expenses such as depreciation have not been included.  

Summary 

We have estimated that the Coop requires initial funding of approximately $86,000 as follows:


Initial Capital Expenditures


$33,000


Projected Cash Loss 2009


$21,000


Projected Cash Loss 2010


$28,000


Projected Cash Loss 2011


$  4,000


Total Funding Requirements


$86,000

In order to meet its operating cash needs, it is projected that the Coop will need annual sales of at least $250,000, a goal the schedule below indicates the Coop achieving in the year 2011.   Positive cash flow of $8,000 to $13,000 per year is projected for 2012 and 2013, which assumes that the Coop will attain a sales level of approximately $300,000 per year.   

These sales projections have assumed that the Coop will primarily be serving the local market, which is estimated to generate about 85% of sales, the remainder coming from weekend and tourist traffic.  At sales levels of $300,000 per year, that converts to local sales of about $265,000 per year.  That amount translates into 100 local households/individuals shopping at the Coop spending $51 per week,  or 150 local households/individuals spending $34 per week.   These numbers emphasize both the need for local support for the Coop and the fact that the Coop must offer a convenient, attractive and competitive shopping alternative to serve local needs beyond the occasional coffee or last minute purchase.  

Initial Capital Expenditures

The Coop’s initial capital expenditures are estimated as follows:

	Initial Capital Expenditures
	
	

	
	
	
	

	Building Repair
	
	
	$2,500

	Shelving
	
	
	$4,000

	Counter with shelving
	
	$500

	Refrigeration
	Produce
	$4,000
	

	
	Beverage, etc
	$3,500
	

	
	ice cream
	$500
	

	
	Total refrigeration
	$8,000

	Signage
	
	
	$300

	Initial Inventory
	
	
	$12,000

	Initial Supplies and Equipment
	
	$1,200

	Commerical Kitchen
	
	
	$2,000

	Legal  and Accounting
	
	
	$2,000

	Miscellaneous
	
	
	$500

	
	
	
	

	
	Total
	
	$33,000


Refrigeration, the initial stocking of the Coop, and shelving are the principal outlays. For refrigeration we anticipate purchasing three units – a one door unit primarily for produce, a two door unit for beverages, and a three door unit for dairy items, meat, etc. This would provide the Coop with a minimal level of refrigeration and we would hope to add to the Coop’s refrigerated capacity over time.  We have received a donation of a used chest freezer, which will meet our initial freezer needs.  

Shelving and the Counter with Shelving will be built by a local carpenter and the shelving specifications are for multiple four foot units to provide maximum flexibility in the use of the space.  

Building Repair consists mostly of the repairs to the floor needed as a result of leaks from the previous tenant’s walk in cooler as well as installation of new doors and dry wall to enclose a closet.   The painting and other repairs including removal of damaged flooring, insulation, window repairs, and plumbing have been completed by generous and industrious volunteers.  

Prepared foods sales are critical to achieve small groceries to achieve profitability and while initially the Coop will be contracting with local suppliers for its prepared food needs, upgrading the second floor kitchen to a Commercial Kitchen would increase the Coop’s capacity and offerings.  The kitchen already meets certain requirements – three bay sink, hand sink, etc, however, additional modifications are needed including a new range and possibly ventilation.   While these expenditures are not essential in getting the Coop open, we do believe they are essential for the Coop to reach its sales goals.  

Initial Supplies and Equipment includes a cash register, fax machine, phone, software, and other miscellaneous supplies.

Sales Projections

The Coop’s primary focus will on its local customers and sales to locals are projected to account for approximately 85% of total sales with the remainder coming from tourist and weekend traffic. 
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Local annual sales are projected to grow to approximately $265,000 by 2011.  The following table shows the average weekly spending needed at various numbers of households/individuals to achieve the sales projections

	Average Weekly Spending Needed by Local Households



	# of Households
	2010
	2011
	2012
	2013

	50
	$42
	$85
	$102
	$102

	75
	$28
	$57
	$68
	$68

	100
	$21
	$43
	$51
	$51

	125
	$17
	$34
	$41
	$41

	150
	$14
	$28
	$34
	$34


For example, if the Coop develops a loyal customer base of 100 families, they will need to spend approximately $51 a week for the Coop to achieve its local sales projections.  These numbers indicate that the Coop cannot rely on just the casual or convenient purchase but must become a weekly shopping destination for its East Warren customers.  

Local sales are expected to have minimal seasonal fluctuations, except for a slight uptick in sales during the December holiday period. 

Tourist sales on the other hand are expected to be highly seasonal with October and December combined contributing close to 30% of the annual tourist business.   

Cost of Goods Sold

For purposes of these projections we have assumed a mark up on all goods sold of 40%.  As a starting point we are following the lead of the Adamant Co-Op who uses a standard 40% markup on all its products.  Their experience is that this policy makes some of merchandise cheaper and some more expensive.   Tracking individual items and their mark up against competitors would be ideal.  As a small market, however, our available labor and tracking systems will be minimal limiting our ability to implement a sophisticated system of pricing our products.   As we gain experience and more data, we hope to refine the mark up policy on certain items to keep us as competitive as possible with other markets.  

Operating Expenses

Operating Expenses consist of Wages and Benefits, Building Contribution, Utilities, Insurance, and Trash Removal.  Projected Operating Expenses are as follows:

	Projected Operating Expenses

	
	2009
	2010
	2011
	2012
	2013

	Wages and Benefits
	18,567
	44,683
	54,815
	54,815
	54,815

	Building Contribution
	2,000
	6,000
	6,000
	6,000
	6,000

	Utilities
	2,325
	6,300
	6,300
	6,300
	6,300

	Insurance
	567
	1,200
	1,200
	1,200
	1,200

	Trash 
	400
	1,200
	1,200
	1,200
	1,200

	Spoilage
	392
	1,821
	3,595
	4,225
	4,225

	Total Operating
	24,251
	61,204
	73,110
	73,740
	73,740


Each of the operating expense categories is discussed below.

Wages and Benefits

The projections include hiring a full time (40 hour week) manager at $30,000 and for years 2009 and 2010, hiring a second employee for 20 hours a week at $9 hour.  Beginning in year 2011, we have assumed that this second employee would become full time at 40 hours a week or that a second part time clerk would be hired at the same $9 hour.  This increase would then enable the Coop to reduce but not eliminate its reliance on volunteer labor to cover its open hours.    Included in benefits are the employer’s share of social security, medicare, unemployment and workers’ compensation.  No other benefits are projected.  

Building Contribution

The Coop will occupy the first floor of the East Warren Schoolhouse which is leased in its entirety by Rootswork from the Town of Warren.  Rootswork pays $600 per annum to the town in rent.  However, Rootswork is responsible for all repairs, maintenance and upkeep on the building.  While significant work has been done on the East Warren Schoolhouse over the years, it is over 100 years old and requires upkeep.  Rootswork in the past has relied upon rent from subleasing the first floor as well as a monthly building contribution ($100) from WMRW to meet its obligations for the building and grounds.  These projections include a monthly rent of $500 from the Coop, which will enable Rootswork to provide the needed maintenance and repairs on the building.  

Utilities

Utilities consist of heat, electricity and phone.  

Heat – The entire building is heated with propane.   There are separate thermostats for the first and second floors.  For the winter 2007-2008, Rootswork’s total propane bill was $2,300, despite keeping the thermostats set at 40F except when the building was being used.  Since the Coop will require that the heat be at comfortable temperatures throughout the day, we expect a significant increase in the propane bill.   The Coop will be responsible for 75% of any propane bills.  The Coop’s share of the propane costs have been estimated at $2,700 per annum.  Rootswork is committed to reducing the energy usage of the building and would expect to use a portion of the building contribution it receives from the Coop to improve the insulation in the building.

Electricity – The entire building is served by one Green Mountain Power meter.  At present, WMRW pays a share of the electric based upon its actual usage as read from an internal meter and Rootswork pays the remainder.  We have estimated that the total monthly electric bill to increase by $200 as a result of the Coop’s activities and have used this amount in the projection of the Coop’s electric costs.  This estimate is based upon the usage seen when the space was occupied by the previous tenant.  

Phone – The Coop will have local phone service as well as a DSL line.  Estimated cost is $100 per month.

Insurance

The building is insured by the Town of Warren as landlord.  Rootswork carries a $1,000,000 liability only policy to cover its activities and WMRW has a separate policy for liability as well to cover its equipment and the studio.  The Coop will carry a liability policy of at least $1,000,000 as well as personal property coverage for its inventory, equipment and fixtures.  These projections include an estimate of an annual cost for this policy of $1,200.
Trash Removal

Trash Removal has been estimated at $100 per month.  

Spoilage

Spoilage is based on the rate for the Adamant Coop which is 1.4% of gross sales

General and administrative Expenses

General and Administrative Expenses are estimated as follows:

	General and Administrative Expenses

	
	2009
	2010
	2011
	2012
	2013

	Licenses
	 $     200 
	 $      200 
	 $      200 
	 $      200 
	 $     200 

	Advertising /Promotion
	 $     500 
	 $      500 
	 $      500 
	 $      500 
	 $     500 

	Supplies
	 $   1000 
	$    1000
	$    1000 
	$    1000 
	$   1000

	Trade Associations
	 $     250 
	 $      250 
	 $      250 
	 $      250 
	 $     250 

	Legal./Acctg
	   $   3000 
	 $    1000 
	 $    1000 
	 $    1000 
	 $   1000 

	Bank Chg. Local&Tourist
	$     140
	$      664
	$    1267
	$    1445
	$   1445

	        Total
	 $  5,090 
	 $   3,614 
	 $   4,217 
	 $   4,395 
	 $  4,395


The following table shows the estimated operating statement as well as cash flows for Sept 2009 through 2013. 

	
	
	
	9/1/09
	2010
	2011
	2012
	2013*

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	Sales
	
	
	
	
	
	
	

	
	Local 
	
	24000
	110000
	222000
	266000
	266000

	
	W/E Tourist
	4000
	20100
	34750
	35750
	35750

	
	
	
	
	
	
	
	

	Total Sales
	
	
	 $28,000 
	 $130,100 
	 $256,750 
	 $301,750 
	 $301,750 

	Cost Goods Sold
	
	
	
	
	
	

	Store
	40.00%
	
	 $20,000 
	 $92,929 
	 $183,393 
	 $215,536 
	 $215,536 

	Spoilage
	1.40%
	
	$392
	$1,821
	$3,595
	$4,225
	$4,225

	Total CGS
	
	
	 $20,392 
	 $94,750 
	 $186,987 
	 $219,760 
	 $219,760 

	
	
	
	
	
	
	
	

	Gross Margin
	
	 $7,608 
	 $35,350 
	 $69,763 
	 $81,990 
	 $81,990 

	
	
	
	
	
	
	
	

	Operating Expenses
	
	
	
	
	
	

	Employee
	
	
	
	
	
	
	

	Salaries
	
	
	 $16,400 
	 $39,360 
	 $48,720 
	 $48,720 
	 $48,720 

	Payroll Taxes
	
	 $2,167 
	 $5,323 
	 $6,095 
	 $6,095 
	 $6,095 

	Total Employees
	
	 $18,567 
	 $44,683 
	 $54,815 
	 $54,815 
	 $54,815 

	Space/util
	
	
	
	
	
	
	

	Building Contribution
	500
	 $2,000 
	 $6,000 
	 $6,000 
	 $6,000 
	 $6,000 

	Heat
	
	75.00%
	 $1,125 
	 $2,700 
	 $2,700 
	 $2,700 
	 $2,700 

	Electric
	
	200
	 $800 
	 $2,400 
	 $2,400 
	 $2,400 
	 $2,400 

	Insurance
	
	
	 $400 
	 $1,200 
	 $1,200 
	 $1,200 
	 $1,200 

	Phone
	
	100
	 $400 
	 $1,200 
	 $1,200 
	 $1,200 
	 $1,200 

	Trash removal
	100
	 $400 
	 $1,200 
	 $1,200 
	 $1,200 
	 $1,200 

	
	
	
	 $5,125 
	 $14,700 
	 $14,700 
	 $14,700 
	 $14,700 

	General/adm
	
	
	
	
	
	

	Licenses
	
	
	 $200 
	 $200 
	 $200 
	 $200 
	 $200 

	Advertising /Promotion
	 $500 
	 $500 
	 $500 
	 $500 
	 $500 

	Supplies
	
	
	 $1,000 
	 $1,000 
	 $1,000 
	 $1,000 
	 $1,000 

	Trade Associations
	
	 $250 
	 $250 
	 $250 
	 $250 
	 $250 

	BankCh.Loc
	2.50%
	15.00%
	 $90 
	 $413 
	 $833 
	 $998 
	 $998 

	BankCh.trst
	2.50%
	50.00%
	50
	$251
	$434
	$447
	$447

	Legal./Acctg
	
	 $3,000 
	 $1,000 
	 $1,000 
	 $1,000 
	 $1,000 

	
	
	
	 $5,090 
	 $3,614 
	 $4,217 
	 $4,394 
	 $4,394 

	
	
	
	
	
	
	
	

	Total Expenses
	
	 $28,782 
	 $62,997 
	 $73,732 
	 $73,909 
	 $73,909 

	
	
	
	
	
	
	
	

	Cash  Generated (Cash Deficit) 
	 $(21,174)
	 $(27,647)
	 $(3,969)
	 $8,080 
	 $8,080 

	Membership Dues
	
	 $5,000 
	 $5,000 
	 $500 
	 $500 
	 $500 

	Initial capital budget
	
	($33,000)
	
	
	
	

	Cumulative Cash Deficit
	 $(49,174)
	 $(71,820)
	 $(75,290)
	 $(66,709)
	 $(58,129)


*A full year for 2012 is presented, assuming that the Town of Warren will renew Rootswork’s lease on the East Warren Schoolhouse.

CONCLUSION

The Coop will provide an opportunity to shop locally, support local and sustainable products, as well as yielding other benefits such as reduced gas use and the use and preservation of a historic community civic space.  Other Vermont communities have done this successfully. With your participation, we can too.

The Membership and Donation form is attached.  Please join us in supporting this venture. 

APPENDIX 

POTENTIAL SUPPLIERS AND INVENTORY
POTENTIAL SUPPLIERS

Local Suppliers
Relationships: In keeping with the goal of offering local goods, the Coop will work with local farmers and suppliers who carry local/organic products. Some of our suppliers may include but not be limited to: 

Mad River Valley

· Santa Davida Farm - produce

· Gaylord Farm – meat and produce

· Little Hands Farm - produce

· Gwenn’s Eggs – eggs

· Local artisans - crafts

Vermont

Butterworks Farm

www.butterworksfarm.com

Products:  Organic VT yogurt, cream, cornmeal, beans, sunflower oil
Hillside Lane Farm

www.hillsidelane.com  (for retail purchases but has many product descriptions)

Products: Small VT producers including Madhouse Munchies, Nutty Steph’s granola, VT Artisan Coffee, Pop Soda, VT Morning, VT Milk Co. (yogurt and curds only), Monument Farms, Maple Meadow Free Range Eggs, Woodstock Water Buffalo, Dell’Amore, Green Mountain Smokehouse and others.
Maple Wind Farm

www.maplewindfarm.com
Products:  Grass fed beef and lamb (fall only) with no added grains, antibiotics, hormones.  Pastured, organically fed Pork with no antibiotics or hormones.  Pastured, organically fed poultry without antibiotics or hormones.  Whole birds only. Poultry processed on farm.
Misty Knoll Farms

www.mistyknollfarms.com/
Products:  Growers, Processors & Distributors of Vermont All Natural, Poultry raised without antibiotics and animal by products.

Neighborly Farms

www.neighborlyfarms.com
Products:  VT Organic cheeses including raw milk cheddar, Colby, Monterey jack, and Feta.

North Hollow Farm

www.vermontgrassfedbeef.com/index.html
Products:  Grass fed beef and natural pork.  Bacon, ham kielbasa, franks are nitrate free. Pigs are raised without growth stimulants or antibiotics

Pete’s Greens

www.petesgreens.com
Products:  specialty vegetables

Vermont Coffee Company

web.mac.com/vermontcoffeecompany/Vermont_Coffee_Company/Home.html

Products:  Locally roasted organic free trade coffee

Larger suppliers
In addition, there are other suppliers that the Coop is considering using.  These include: 

Associated Buyers

www.assocbuyers.com/
Products:  6500 products including organic, natural and ethnic grocery items.  1100 bulk food items.

Black River Produce

www.blackriverproduce.com/
Products: Organic and conventional produce (by case) seafood, dairy (wide selection of cheeses, VT Butter and Cheese, Liberte,) eggs, and meat.

Frontier Natural Products Coop

www.frontierCoop.com/ (retail shopping but shows products)

Products:  wide range of teas and spices both bulk and individually packaged (Frontier brand, Simply Organic) including organic and fair trade,  supplements, herbs, personal care products (burt’s bees, kiss my face, aura cacia), paper products and natural cleaning products (e.g.7th generation and ecover).

United Natural Foods

www.unitedbuyingclubs.com/index.htm
Products: Very large selection of all kinds of organic and natural products, both food and household.  Bulk products.  

POTENTIAL INVENTORY

	Market Inventory       June19, 2008
	
	start-up

	
	
	

	dry goods
	
	

	toilet paper + tissue/(scott tissue)
	
	36

	paper towel/scott or brawny
	
	18

	bags/capitol candy
	
	64

	sandwich wrap paper/and wax bags
	
	100

	rice: brown /basmati/arborio
	
	78

	cheerios and raisin bran
	
	96

	granola nutty stephs' (or EWM's)
	
	36

	oats organic and local
	
	64

	flour king arthur
	
	48

	maple syrup: gal. Pint/honey
	
	180

	sugar/raw/white/10x/brown/maple
	
	96

	cake mix /frosting? (EWM's)
	
	36

	beans/lentis
	
	18

	coffee+tea (VtCofCo.)+chkfullo'
	
	280

	
	
	

	dairy
	
	

	monument farms milk
	
	48

	cabot cheese/vontrapp's?
	
	36

	lazy lady cheese/jasper hill
	
	48

	sour cream/cream cheese
	
	36

	yogurts: large and smalls/brown cow?
	
	32

	heavy cream/half'n'half
	
	28

	ice cream: b+j's/straffords/haagendaz
	
	48

	sorbet leonardos/ice crm bars
	
	54

	parmagiano/BHblue/Consbliss
	
	70

	old goat? and vt. chvre
	
	64

	butter:unsweetened/cabot/vt btrncheez
	
	54

	eggs: local
	
	36

	
	
	

	meats
	
	

	local beef/hadley burger/royalbutcher
	
	100

	misty knoll chickenfrozen+fresh
	
	250

	cavendish game
	
	48

	lamb source/ledg farm?(joslin?)
	
	60

	Vermont Smokehouse bacon
	
	48

	VT smokehse sausages
	
	48

	pork/source?
	
	48

	jerky? Really?
	
	12

	hot dogs/koscher?
	
	18

	
	
	

	Beer and Wine
	
	

	12wines:grig,grave,chard,sancer,gewerz
	
	1440

	2cab/merlot/chianti/pinot/zinf/rhone
	
	

	6 beers: stell'artois/bud/guiness
	
	360

	trout/corona/long trail
	
	

	
	
	

	Sodas and Juices
	
	

	coke or pepsi
	
	18

	gingerale
	
	18

	rootbeer/orange
	
	36

	diet coke/mtn dew?
	
	36

	water /pelligrino
	
	38

	teas+juices/nantucket nectar
	
	54

	apple juice/oj/bolt house/pomm
	
	54

	newman's 
	
	36

	
	
	

	Snacks
	
	

	chips: taco,potato,miguel's
	
	64

	pretzels
	
	18

	
	
	

	other
	
	36

	Produce
	
	

	spinach
	
	18

	salad greens
	
	18

	broccoli
	
	12

	avocado
	
	36

	chard and kale
	
	18

	brussel sprouts
	
	12

	winter squash/summer squash
	
	20

	onions and garlic and shallots
	
	30

	carrots
	
	16

	mushrooms wild and cultiv.
	
	36

	apples and potatoes
	
	24

	oranges/lemons/limes
	
	48

	pears
	
	24

	bananas
	
	12

	berries/figs
	
	42

	tomato
	
	24

	
	
	

	Desserts
	
	

	cakes
	
	48

	pies
	
	72

	biscotti?
	
	36

	cookies: liz l's, cc+gingr/hmbkd, oreos
	
	68

	
	
	

	Breads
	
	

	la panciatta?sandwich/manghes?
	
	30

	ezekial (frozen)gluten free
	
	36

	red hen? Orders only weds and sat.?
	
	54

	hotdog and hambrgr buns
	
	24

	
	
	

	Etc. etera
	
	

	mittens (hand-knit)
	
	72

	hats  (logo caps)
	
	72

	garden gloves (atlas)
	
	180

	t-shirt  (logo)
	
	120

	hand-knit socks (and soul mates)
	
	72

	aprons 
	
	60

	garden seeds (high mowing)
	in spring
	120

	string bag or logo canvas
	
	120

	wrapping tissue 4gifts?
	
	30

	blank cards (our own local photos)
	
	65

	soap and dtgs (vt essestls)
	
	120

	baskets /(plain and giftfilled)
	
	120

	clothes line and pins(ew-laundrette)
	
	24

	rootswrkcalendar/notecrds/postcrds
	printingcosts
	200

	
	
	

	candy and sundries
	
	

	choc bars: lindt and hershey
	
	24

	m + ms
	
	24

	candies: werthers, tootsiepops?
	
	24

	ricola (meds)
	
	24

	bandaides
	
	24

	condoms/toothbrsh/paste
	
	42

	cigarrettes?american spirit
	
	48

	tampons?non-toxic
	
	48

	newspapers: Sunday nyt+globe
	
	48

	VRptr/7days/
	
	12

	aspirin/advil
	
	36

	bug dope/salves(both Lakon?)
	
	48

	mints: altoids?
	
	24

	
	
	

	canned and jar'd
	
	

	jam/jelly(local?) and peanut butter
	
	48

	mustard and catsup and mayo
	
	48

	olives and pickels
	
	48

	soy and tamari
	
	36

	relish and chutney
	
	36

	hot sauceand salsa
	
	36

	tomato sauce
	
	24

	whole tomatoes
	
	24

	soups: mushroom/chicn/minest/
	
	72

	beans: black/kdny/chickpea/b+m
	
	68

	olive oil and(dressings?)
	
	68

	vinegars (local made?)
	
	48

	
	
	

	Frozen foods
	
	

	peas and corn
	
	36

	berries: blue/rasp/strwb
	
	54

	american flatbread
	
	72

	ezek 7grain bread (gluten free)
	
	36

	piecrust and filo
	
	42

	
	
	

	
	
	

	other
	
	16

	pesto
	
	18

	humus
	
	18

	spices(penzey.com or frontierspice)
	
	150

	baking soda, pdr
	
	18

	yeast
	
	12

	vanilla
	
	24

	soap/dish+laudry dtg(l0cal)
	
	54

	dog and cat food
	
	36

	capers/sardines/anchovies
	
	54

	misc paper goods
	
	500

	flowers and plants walts and rtswk
	
	64

	
	
	8863
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