
BUILD A

STRONG 

FOUNDATION
In this section you will learn how to
build a planning team, define your
farm to school program, and grow a
local procurement network
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BUILD A DIVERSE STAKEHOLDER TEAM 

Superintendent / Administrators
Teachers
Food Service Staff
Parents
Students

Consider the following types of
stakeholders:

Then ask the question: "Why is Farm
to School important?" 

Go down the list and answer this
question for each type of stakeholder.
Come up with supporting evidence to
back up your claim (can be data-
driven or anecdotal). Keep these
answers handy to approach
stakeholders with an empathetic lens
and lend credibility to your appeal. 

See Appendix A for a "Summary of
Farm to School Benefits" fact sheet to
help you make your case. 
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Framing Practice Activity

1
Seek team members with diverse skills, perspectives, backgrounds, and
roles. You want as much representation as possible from across the district. 

2
Educate and build enthusiasm
among stakeholders before
making your ask. They are more
likely to participate if they have a
personal connection to your
initiative and less likely to say no
to a friendly face. This may mean
attending multiple meetings to
before making your pitch.

3
Frame your ask to appeal to
different types of stakeholders.
Put yourself in their shoes, and
think about what goals they are
trying to achieve. Then frame
your farm to school activities as
a way to further these goals. See
sidebar for more information.
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7
Go in with data if you have it,
but more importantly, tell a
story. And remember, a picture is
worth a thousand words! 

8
Once you've built your
stakeholder team, be sure to set
expectations and establish
protocols. Decide when and where
you will meet and how often; if the
meetings will take place in person
or virtually; who will serve what
role (scribe, timekeeper, etc.); and
how you will hold team members
accountable for their assigned
action items. 

5
Be present. Don't underestimate
the power of physically attending a
meeting. Consider attending the
following types of meetings: PTO,
School Committee, Admin, Student
Council, Wellness Committee,
teacher meetings, City Council,
Food Policy Council, City Planning,
Community Garden, etc. 

4
When the time comes, have your
ask ready and make it specific.
What level of commitment do you
need? What activities are
required and how often? Will the
person hold a particular role or
office?

6
Bring food. Most people love to
eat, and arriving to a meeting
with treats will ensure your
popularity. This is also a great
opportunity to showcase local
produce or a new local recipe. 



Our Mission & Vision:

Mission: Provide every
student in the district with
access to locally sourced
and nutritious meals, along
with experiential learning
opportunities in the
classroom and school
garden

Vision: Achieve food
security in our community,
support the New England
food economy, and
empower our students to
develop healthy and
positive relationships with
their food.
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DEFINE YOUR PARAMETERS FOR SUCCESS

9
Once you have formed your stakeholder team,
it is important to establish the scope of your
FTS work, beginning with a mission and vision
statement. Your vision is your long-term goal,
and most likely will answer the question, "why
are we doing this work?" Your mission consists
of the activities that will help you achieve your
vision. A mission statement should be specific
and actionable, and can be revisited and
reworked over time to reflect your progress and
goals. 

10
FTS encompasses a wide range of activities.
Be sure to choose the activities that support
your mission and are relevant and realistic
for your district. You may not have the
capacity to source local, start a garden
program, sponsor farm field trips, and create
curriculum, and that's perfectly okay! To be
successful, it's important to set achieveable
goals that work for you. 

11
If you choose to focus on local procurement,
decide how you will define local. In Chicopee,
we define "local" as any product grown and
processed within New England and/or within
250 miles of Chicopee. This range allows us to
source a wide range of products from the
Northeast region. 

12
Create an action plan that will guide your work. This plan should cover a
specific period of time (e.g. 1 year) and be revisited at the end of that period.
Focus on your key FTS activities as outlined in your mission, and create 1-3
SMART goals for each activity. Set a deadline for each goal (the "T" stands for
timely), identify the resources you will need, and assign a team member to
spearhead each objective. Be sure to revisit this plan often throughout the
year to measure your progress and hold the team accountable. Check out
this Action Planning Template from VT Feed!

https://vtfeed.org/sites/default/files/imce/uploads/FTS%20Action%20Planning%20Template%20Vermont%20FEED_0.pdf


SUPORT YOUR STAFF THROUGH CHANGES
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13
Recognize their expertise. Your staff members are experts at what they
do. They know their kitchen like the back of their hand; they recognize
student preferences; and they have their own methods for efficient
operation. Don't underestimate their skills, and be sure to acknowledge
what they bring to the table. This can look like asking for their input and
involving them in the planning process, providing them with certificates
to recognize their achievements, and publicly spotlighting them on your
social media channels. This will help build confidence and make staff
members feel like they are part of your growing farm to school
movement, not an afterthought who must bear the brunt of the work. 

14
Foster leadership experiences for your staff. Invest in your kitchen
managers and their personal and professional development. They are
your biggest assets and tools for making changes to support your farm
to school program such as increasing scratch cooking, adapting to more
erratic deliveries from local producers, and offering taste tests and
incentives to students.   

15
Acknowledge the discomfort that comes with change. Change is hard,
and everyone adapts at their own pace. Make sure to give plenty of
notice when implementing something new and allow space for staff to
give feedback and express frustrations in a constructive manner. 



17
Make it fun! Offer hands-on
workshops to increase workplace
satisfaction and help your staff grow
their skills and confidence. At our
manager meetings we have hosted a
wide variety of engaging sessions. For
instance, we once brought in a pastry
chef from UMass Amherst to show our
staff how to make and decorate
chocolate covered strawberries.
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16
Educate staff about the
importance of Farm to School.
Most cafeteria staff genuinely want
their students to be happy, healthy,
and successful. Remember to
frame the "why" behind FTS so that
it is compelling for staff members
and motivates them to improve
school meals for the sake of
student wellbeing.



Gifts & Incentives for Staff 18
Show your appreciation. Reward
your staff for their hard work on a
regular basis. Thanksgiving and
School Lunch Hero Day are perfect
occasions to get the wider school
community involved in saying
thanks, but you can appreciate your
staff all year long with small gifts
and incentives. See the sidebar
below for specific examples of
effective rewards. 
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Fall - mums, pumpkins, decorative
corn
Winter - maple syrup & value added
products (e.g. pickles, jams, sauces)
Spring / summer - fresh berries,
cut flowers

Coffee & pastries
SWAG such as hats, aprons, jackets,
t-shirts, bags, mugs or tumblers
Gift cards

Food show
Conference
Hands-on PD opportunity
Awards reception 
Field trip
Social gathering or team-building
activity 

Looking to reward your staff for their
efforts or incentivize them to
participate in new initiatives? Here are a
few ideas:

Seasonal (and local) gifts:

Anytime gifts:

Participation in a special event:
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BUILD A NETWORK TO SUPPORT YOUR LOCAL

PROCUREMENT STRATEGY

20
Do your research. Looking to find farms in your area? Contact your
regional "Buy Local" organization.  We also recommend reaching out to
Mass Farm to School, and taking a look at their Food Source Map. 

22
Communicate concisely. Once you've identified a local farmer or producer
that you want to work with, be clear and concise with your asks. Farmers
are busy! There have been times when we have called our farmer and he's
been out in the field scribbling notes on his overalls! So don't be
discouraged if a farmer seems gruff or short with you. It just might not be
the best time for a long catch up, but that doesn't mean they're not excited
to do business with you. 

21
Ask around. You don't need to reinvent the wheel. Reach out to other
districts in your region who have established FTS programs and find out
who they source from. 

19
Talk to your vendors. You may be surprised to learn that your existing
vendors carry local products. For instance, we source local McCray's Farm
milk through All Star Dairy, and local Cabot cheese, local yogurt, and locally
made Jamaican beef patties from Thurston Foods. We also receive
approximately 5% local produce from our produce distributor. 

https://www.mass.gov/service-details/buy-local-groups
https://www.mass.gov/service-details/buy-local-groups
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25
Sample the product. Just because
something is "local" doesn't mean
that it will taste good, appeal to
students, or meet your culinary
needs. Don't be afraid to be picky!
We once sampled a local tomato
sauce that just frankly couldn't
compete with al Dente, so we
passed. Make sure you're able to
properly store and prepare the
product. It might taste good in
small batches, but can it hold up
on the serving line?

23
Take a field trip. When you begin a relationship with a local producer, it's
important to check out their operation first hand. Make sure that they are
meeting food safety standards and that your values align. Also be sure to
assess the producer's capacity for production and distribution. Do they
have the resources to supply you with sufficient quantity on a consistent
basis? How will the product get to your school site(s)?

24
Seek out lightly processed options to reduce staff workload. We are
fortunate to work with Czajkowski Farms in Hadley, MA, which has the
capacity to process vegetables into a variety of readily cooked forms such as
carrot coins, carrot sticks, diced butternut squash, sweet potato fries, and
more. The local lettuce we source from Little Leaf farms does not need to be
washed. We also purchase individual local apple sauce cups and individually
wrapped local apple slices. These 
products save our staff valuable 
time and allow us to incorporate 
more local on our menus. 



Consider working with a local distributor. If you're facing obstacles to
working directly with farmers or producers, seek out a distributor that
carriers local foods (such as Marty's Local or Katsiroubas Bros.). You will
have access to a wider range of products and greater logistical support
with deliveries. However keep in mind this may come with a larger price
tag than going directly to the source. 

29
Find a creative distribution solution. Where there's a will there's a way!
Find out if you have an existing vendor who is willing to pick up a new local
product. Minimum order too high? Check in with a nearby district to see if
they're also interested in purchasing the product.

Name and celebrate your local producers. Spotlight them on your menus,
on your website, and in your cafeteria. Invite them to join a special local
meal, nominate them for an award, or drop their name in an interview
with the local paper. In the image on the right, Farm Joe Czajkowski
receives a civic award from the Chicopee Citywide PTO. 
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28

27

26
Negotiate a price. Once you've
formed the relationship, sampled
the product, and decided to add it
to your menu, it's time to negotiate.
The goal is to support the local
economy, so you don't want to
lowball your producer, but as an
institution you do have the
purchasing power to generate
some leeway. Find that sweet spot
that benefits both parties. This may
entail committing to a certain
volume over a period of time,
purchasing a shelf stable product in
bulk, or getting creative with
distribution. Sometimes, the
product is simply not worth the
price, and it's best to amicably part
ways and focus on something that
will better meet your needs. 

https://www.martyslocal.com/
https://katsiroubasproduce.com/


Build more lead time into your ordering process. While broadscale
distributors often have the capacity to be flexible and handle last minute
orders, this isn't always the case for small producers. Be sure to find out
how far in advance to place your orders, and adjust your order process
accordingly. 
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30

31

32

When delivery to each school location is costly or not feasible for the
vendor, centralize your local orders. Have them delivered to one school
or warehouse location and go from there. We have a dedicated
Storekeeper position that is able to pick up a local delivery at one school
location and distribute it around the district. This helps cut down on
delivery fees, allows us to place bigger orders, and gives us more control
over when and how they are distributed to each school. 

Stay consistent! Establish a regular schedule and routine for your local
order process. This will help you, your staff, and the local vendor
acclimate to the arrangement and ensure that nothing falls through the
cracks. 

 



Here in Chicopee, we've found an excellent partner in Arnold's Meats, a local
meat distributor who agreed to bring on new local products for our district.
Prior to ramping up our Farm to School efforts, we had sourced deli meats and
other conventional products from Arnold's. As we increased our list of local
products, we sought a partnership that would allow us to consolidate our efforts
and streamline our distribution process. Rather than ordering local turkey
directly from the farm, we began purchasing it through Arnold's, along with local
beef, pork, chicken, and fish. As our demand for local products grew and our
business with Arnold's increased, we were able to request the addition of non-
meat products such as local frozen fruit and apple slices. The diagram below
illustrates the variety of local products that we currently source from Arnold's.

16  |  Farm to School 101

DISTRIBUTION CASE STUDY: ARNOLD'S MEATS

Beef & Mushroom
Blended Burger

Patties with beef
from Maine Family

Farms (ME)
Wyman's Wild

Maine Blueberries
(ME) 

IW Apple Slices
from Champlain
Valley Specialty
Company (NY)

Northcoast
Seafood Fish-in-

Chips (MA)

Diemand Farms
Turkey (MA)

Sauder's Cage Free
Eggs (PA)Murray's Chicken

(PA)



88 Acres (Boston, MA)*
Seed/grain bars and seed butters

Cabot (VT)
Mild cheddar cheese 

Champlain Valley Specialty Co. (NY)
Individually wrapped apple slices

Czajkowski Farms (Hadley, MA)*
Produce (whole and processed)

Diemand Farms (Wendell, MA)
Turkey 

FatBoy Foods (MA)
Apple sauce 

Kitchen Garden Sunderland, MA)*
Sriracha sauce

Little Leaf Lettuce (Devens, MA)
Greenhouse lettuce

Maine Family Farms (ME)
Beef, pork

McCray’s Farm (South Hadley, MA)
Milk 

Murray’s Chicken (NY)
Whole chickens

Northcoast Seafood (Boston, MA)
Breaded redfish fillets

Scott’s Jamaican Bakery (CT)*
Jamaican beef patties

Upstate Farms (NY)
Yogurt

Wyman’s of Maine (ME)
Wild blueberries

Here is a comprehensive list of the local farmers and producers that we
source from, along with the products that we typically order. Producers
marked with an asterisk are those we source from directly, while the rest
we access through distributors such as Thurston Foods, Arnold's Meats,
and Marty's Local.
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MEET OUR LOCAL VENDORS


