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Boston Area Gleaners, Inc. is dedicated to rescuing surplus farm crops for people in need.
We developed this business plan as a response to the recent growth in demand for fresh
produce from hunger relief agencies that serve people in need, as well as an increased need
from local farms for assistance in managing their surplus. Over the next three years, our
operations will be scaled up with the goal of capturing and distributing over 1 million pounds of
fresh produce annually by CY2019. The strategic goals outlined in this business plan will guide
our growth as well as define investment opportunity for potential funders that have interest in
establishing a permanent, sustainable surplus supply chain for people in need in eastern MA.
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Introduction and Background
Farm-to-plate food waste in the United States is estimated at an astonishing 40% of total
agricultural production.1 Meanwhile, 1 in 7 Americans faces hunger.2 The economic downturn
of 2008 provoked a catalytic recognition of the loss of valuable food, further highlighted in its
importance in September, 2015 when the United States Department of Agriculture and the
Environmental Protection Agency set the nation’s first food waste reduction goal: to cut U.S.
food waste in half by 2030.3 Massachusetts also recently released a state food plan that
prioritizes food recovery as an important method of providing for people in need.4
On the farm side of the food supply chain, up to 20% of the crops planted on farms is plowed
into the soil, according to our partner farms. Farmers plant surplus because it provides some
measure of risk management, balancing inevitable crop loss and profitable sales. Many farmers
are interested in donating the crops that remain in the fields to their neighbors in need, but
what is missing is a viable donation outlet that absorbs the costs of labor and transportation,
and a mission to combat food insecurity amidst plenty.
Boston Area Gleaners strives to bridge the gap between farms and people in need by building a
supply chain that connects surplus crops to hunger relief organizations that serve food-insecure
community members of eastern Massachusetts.
What Is Gleaning?
Gleaning in our setting is the collection of surplus farm crops by hand. Boston Area Gleaners
organizes and supports volunteer gleaning trips to farms in eastern MA that have quantities of
high-quality surplus fruits or vegetables which they are unable to harvest or sell. Each year, our
volunteer and staff groups harvest more than 65 varieties of fruits and vegetables that remain
in the fields and storage areas of several dozen of these farms. We then distribute the crops to
hunger relief organizations that serve individuals that struggle to access or afford the fresh,
nutritious food that they need and deserve.
Boston Area Gleaners, the only gleaning organization in the region, positions a simple idea as an
exponential resource for eastern and central Massachusetts. There are over 1,000 farms and
orchards in eastern and central MA, from small (less than 5 cultivated acres), to medium (5-25
acres), to large (over 25 acres), so the potential to scale up our operations is huge. Opportunity
is knocking – loudly – with an invitation to step up and make gleaning an assumed part of the
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Greater Boston area food system for people in need. Add the long-term upward trends in
community service and outdoor physical activity, and we believe that gleaning can become a
movement of our time.
Volunteers Love Gleaning
We rely on volunteers to help glean the majority of crops donated each year. Our volunteers
range from just 13 to over 80 years of age. People love gleaning because it allows them to
spend time outdoors on farms, work on teams, and make a direct contribution to the health
and wellbeing of people in need.
By signing up on our e-list, prospective volunteers receive gleaning alerts that invite them to
sign up for upcoming trips. This is accomplished through GleanWeb – an online software
program custom-built for Boston Area Gleaners that helps to register and track volunteers and
record gleaning data. Volunteers drive themselves or carpool to designated farms and are
trained and supported on-site by staff Gleaning Coordinators.
“Frequent” volunteers love gleaning so much that they go out on 8 or more trips each year.
“Regular” volunteers take 4 to 7 trips, and our wonderful “occasional” volunteers may go on 1
to 3 trips per year. Volunteers also help with food storage and root washing, community
outreach, special events, and the fundraising that makes all of this possible.
From Farm to People
Once crops are gleaned and packed into bushel boxes by volunteers, our immediate next step is
to get the fresh produce on its way to people in need. This is accomplished with our own
trucks, which pick up at farms and deliver directly to distribution programs or temporarily to
our Waltham, MA field station for root washing or cold storage.
We work with several food banks—the largest being the Greater Boston Food Bank—to
distribute gleaned produce to a network of over 500 programs. Processing agencies, which
preserve produce and provide meals, are another major network and chief recipients of “Grade
B” (visually imperfect, but otherwise good) crops. Additionally, we deliver fresh gleaned
produce directly to smaller distribution partners throughout the region and a wide range of
food pantries which are generally open on a limited basis and require precise quantities and
timing of deliveries. Most of these organizations pay a nominal service fee.
Each of these distribution settings is considered part of the hunger relief network—the
traditional charitable model of providing food to people at no financial cost, as long as need is
established. Other food access models are emerging which provide avenues for distributing
gleaned produce. These new programs, such as Daily Table and Fresh Truck, help with food
security for Greater Boston area families by charging modest prices to those whose income may
put them just above the no-cost cut-off line, while also providing job training opportunities for
people in communities in need of economic development.
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Strategic Goals
Boston Area Gleaners’ strategic goals between CY2017 and CY2019 are to (A) increase gleaning,
(B) expand volunteer engagement, (C) boost distribution of fresh produce, (D) scale up
organizational capacity, and (E) elevate visibility and leadership. The following section
outlines the action steps we will take to realize these goals.
Goal A: Increase Gleaning
By CY2019, achieve a three-fold increase in gleaning, working with nearly 90 farms to glean 1
million pounds of fresh produce to Boston area people in need each year.
1. Expand the number of farms that donate high-demand surplus crops.
a. Concentrate on increasing gleaning from large farms to reach 25% of large growers
in the region—from 11 in CY2015 to 19 in CY2019—for a total poundage goal of
570,000 from large farms.
b. Increase gleaning from medium size farms to reach 18% of the area’s medium
farms—from 12 in CY2015 to 27 in CY2019—totaling 324,000 lbs. from medium
farms.
c. Grow gleaning modestly with small and very small farms to reach 6% of small farms
in the region—from 27 in CY2015 to 38 in CY2019—for a total poundage goal of
114,000.
2. Increase customized communications with farmers to assure optimal timing and
maximum benefits to farmers that donate surplus crops, which include a post-harvest
pick-up service, complete harvest records, and tax incentive information.
3. Explore off-season commodity gleaning at produce terminals and elsewhere by CY2019.
a. Research potential in terms of market supply and demand and possible collaborating
agencies.
b. Decide Boston Area Gleaners’ role, if any, going forward.
Goal B: Expand Volunteer Engagement
By CY2019, engage nearly 1,700 individuals in gleaning trips each year.
1. Increase number of registered volunteers.
a. Increase the number of frequent volunteers from 32 in CY2015 to 86 in CY2019.
b. Increase the number of regular volunteers from 44 in CY2015 to 428 in CY2019.
c. Increase the number of occasional volunteers from 191 in CY2015 to 855 in CY2019.
2. Increase capacity for outreach to potential volunteers. Use targeted marketing
techniques to identify people who are most likely to sign up and become active, such as:
a. In-person outreach at volunteer fairs, food-related conferences, and agricultural
events.
b. Presentations at houses of worship, businesses, colleges and universities.
c. Online promotion via links on related websites and social media.
d. “Bring a friend” campaigns for select gleaning trips.
e. Enhanced volunteer rewards and recognition activities for top volunteers.
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3. Create regular opportunities for organized teams from corporations, houses of
worship, schools, government offices, and other organizations, accommodating 24
groups per year (totaling 360 volunteers) by CY2019.
4. Continue to refine GleanWeb as the central site for volunteer registration and trip signups.
5. Create a Master Gleaner program that trains 6-12 volunteers to conduct volunteer
outreach, orientation, and trip leadership.
6. Explore new transportation opportunities in order to increase volunteer participation.
a. Explore existing and potential technologies for carpooling.
b. Investigate feasibility of owning vehicles for transporting volunteers.
Goal C: Boost Distribution of Fresh Produce
To keep pace with increased availability of gleaned produce, expand transportation, storage
resources, and collaborations with food distribution programs that reach people in need.
1. Add new recipient agencies, and maintain relationships with existing partners to grow
our distribution network.
a. Distribute 50% of gleaned produce to food banks.
i. Expand the core relationship with Greater Boston Food Bank until such time as a
ceiling on capacity is reached.
ii. Explore relationships with Merrimack Valley Food Bank and Worcester County
Food Bank as potential major distribution partners.
b. Distribute 40% of gleaned produce to smaller distribution partners (Food for Free,
Bread of Life, and others) and processing agencies such as Daily Table.
c. Distribute 10% of gleaned produce directly to food pantries and meal programs.
2. Implement a new large-scale inventory management system that enables real-time
updates from farm fields and allows agencies and pantries to order produce online.
3. Develop streamlined, direct transportation of large loads of fresh produce from farms
to distribution locations.
4. Explore additional models for boosting distribution of gleaned produce including:
a. A direct-to-consumer mobile market.
b. Partnerships to expand processing of gleaned produce.
c. Participating in “food prescription” programs for cancer and diabetes patients or
others.
Goal D: Scale Up Organizational Capacity
Grow organizational resources and capacity to capitalize on food recovery momentum in the
Greater Boston area.
1. Increase the Development Capacity of the organization.
a. Increase Gleaners’ annual operating budget from $285,000 in FY2016 to $648,000 in
FY2020 (see Financial Projections on Page 9).
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i. Build revenue quickly in the short term by significantly increasing the number
and scale of grants and foundation awards through FY2019, leveling off at
FY2020, and thereafter descending to make up just 30% of our total revenue.
1. Identify and pursue government grant opportunities.
ii. Triple the number of individual donors by FY2020.
1. Enhance annual appeals, special events, and online giving.
2. Implement a major donor program.
3. Ensure excellent stewardship supported by an upgraded donor
management system.
iii. Double business contributions and matching gifts.
b. Explore ideas and opportunities for long-term sustained financial support through
giving networks, business sponsorships, endowments, and others.
c. Ensure up-to-date filings and seek top ratings with GuideStar and other charity
review sites.
d. Shift the fiscal year to April 1 – March 31 to better coincide with a “gleaning year.”
2. Raise $245,000 in capital to implement phased fleet, heavy equipment, and technology
acquisition or leasing in order to support expanded volunteer engagement, farm pick
up, storage, and delivery.
a. One 19.5 GVW (Gross Vehicle Weight) refrigerated trucks and one 25.9 GVW
refrigerated truck.
b. Three 10’ refrigerated box trucks.
c. Two power jacks and one fork lift.
d. Information management systems, including but not limited to, GleanWeb,
complementary applications for mobilizing volunteers, and inventory management
that enhances customer service to agencies by providing real-time updates.
e. Operational equipment upgrades that enable connectivity between field and office.
3. Implement a staffing plan (see Phased Plan for Staff Growth on Page 8) that anticipates
growth steps, ensures sufficient capacity in the field, and builds necessary management
expertise and operational support.
a. Ensure effective on-boarding, regular performance reviews, and ongoing
professional development plans for all staff.
b. Ensure outstanding internship experiences with timely outreach, mutually rewarding
objectives, and effective supervision and support.
c. Explore AmeriCorps and other opportunities for recruiting qualified candidates for
staff positions.
4. Implement plans for strong Board development and governance.
a. Increase the size of the board by 2-3 new members and assure staggered terms.
b. Conduct annual assessments of board performance and recruiting needs.
i. Follow up with board learning and development plans.
ii. Establish recruiting goals each spring; bring on and orient new board members
in the fall.
c. Create an Executive Committee; maintain Governance and Finance Committees.
d. Continue Development Task Forces; use a “Development Committee of the Whole”
model for FY2018 and assess thereafter.
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e. Establish benchmarks based on the strategic plan, monitor quarterly, and update
three-year strategic plan objectives and financial projections on a semi-annual basis.
f. Convene a Human Resources Task Force to:
i. Update personnel policies in light of planned growth.
ii. Create an Executive Director succession plan in the event of an emergency or
planned short-term absence.
g. Ensure up-to-date risk management policies and practices including board oversight,
regular staff and volunteer trainings, and appropriate insurances.
i. Create a disaster preparedness/emergency relocation plan.
5. Expand operations at the current Waltham Field Station site and monitor possible
needs for additional space or a move to larger quarters.
Goal E: Elevate Visibility and Leadership
Build understanding and support for gleaning as an essential element of the Greater Boston
area food system.
1. Implement an updated brand strategy and year-round communications plan including:
a. A more modern, comprehensive logo.
i. Update printed materials, merchandise, and other collateral
b. A refreshed website that provides a clear picture of our work to the general public,
as well as to farms, recipient agencies, volunteers, individual donors, and funders.
c. Continued production of vibrant social media content and monthly newsletters.
d. Increased features and op-ed pieces in major and local media.
2. Consult new organizations that are creating or building up gleaning programs; charge a
fee for technical assistance.
3. Take active roles representing gleaning in the Massachusetts Food System Plan and
Boston Area Food Recovery Network.
4. Prioritize participation in a range of forums: Eastern Mass CRAFT Workshop,
Massachusetts Food Policy Alliance, Massachusetts Waste Wise Forums, New England
Produce Show, National Gleaning Project, Northeast Sustainable Agriculture Working
Group, Regional Food Summits, Social Innovation Forum, and others.
5. Consider collaborating with other organizations to create a Northeast Regional
Gleaning Summit.
6. Explore publishing:
a. “How-to” guides for gleaning programs in urban areas.
b. A book on the practice and promise of gleaning in America (i.e. No Crop Left Behind).
c. Curriculum for educational gleaning experiences.
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Boston Area Gleaners, Inc.
FY18 Budget and Two-Year Projections
Fiscal Year 2018 - Fiscal Year 2020
Approved Budget
FY 2018

Projected
FY 2019

Projected
FY 2020

Operating revenue, gains and other support
Earned Income
Individual Support (inc. Events)
Foundation Grants & Contributions
Business Grants & Contributions
Government Grants
Total Operating revenue, gains and other support

$61,812
$101,000
$238,660
$73,500
$0
$474,972

$63,820
$110,000
$295,000
$75,000
$20,000
$563,820

$84,525
$200,000
$300,000
$65,000
$20,000
$669,525

Operating Expenses
Gleaning
Distribution
Education & Outreach
Development & Fundraising
Management & Administration
Total Operating Expenses

$150,722
$140,322
$51,991
$70,368
$46,556
$459,959

$190,396
$121,366
$33,122
$152,393
$44,079
$541,355

$227,387
$172,188
$34,857
$164,690
$49,059
$648,181

$15,013

$22,465

$21,344

20,000

30,000

30,000

$57,000
$57,000
$0

$57,000
$57,000
$0

$52,465

$51,344

Net Operating Income (Loss)
Additional Cash Requirements:
Additional Funding Goal for Operating Reserve

Capital Acquisition Needs
Capital Grant Funding (to be sought)
Net Capital Cash Needs
Cash Surplus (Gap)
Starting Operating Cash
Ending Operating Cash

$131,000
131,000
$0
$35,013
$201,254
$236,267

$236,267
$288,732

$288,732
$340,076

No. of Months Available Cash (goal 6-9 mo. min)
Monthly Burn Rate (excluding depreciation)

5.96
39,613

6.08
47,451

6.14
55,391

Mgmt & Admin as % of Total Expenses
Fundraising as % of Total Expenses
% of Revenue that Is Contributed Each Year
Fundraising as % of Total Contributed Support $

10%
15%
87%
18%

8%
28%
89%
18%

8%
25%
87%
18%

Note: In 2016, the fiscal year aligned with the calendar year. In 2017, our fiscal year shifted to April 1 - March
31. FY2017 is therefore only one quarter, and not included in the above actuals. The current budget is FY2018.
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Boston Area Gleaners, Inc.
Revenue History & Metrics
Fiscal Year 2014 - Fiscal Year 2020
Revenue History and Three-Year Projections

Earned Revenue
Fee for Service: Delivery Fees
Consulting Revenue
Misc. Income (inc. merchandise sales & interest)
Total Earned Revenue
Contributed Support
Grants - Foundation
Grants - Business/Corporate
Grants - Government
Total Grants
Contributions - Individuals
Contributions - Foundation
Contributions - Business/Corp.
Special Events
In-Kind Goods & Services
Total Contributed Support
Total Revenue

Revenue as Growth % from Prior Year

Earned Revenue
Fee for Service
Consulting Revenue
Misc. Income( inc. merchandise sales & interest)
Total Earned Revenue
Contributed Support
Grants - Foundation
Grants - Business/Corporate
Grants - Government
Total Grants
Contributions - Individuals
Contributions - Foundation
Contributions - Business/Corp.
Special Events
In -Kind Goods & Services
Total Contributed Support
Total Revenue

2014 Actual 2015 Actual FY2016 Actual FY2018 Budget* FY2019 Projected FY2020 Projected
$19,713
$300
$223
$20,236

$30,381
$1,100
$5,106
$36,587

$33,820
$300
$4,003
$38,123

$41,800
$0
$20,012
$61,812

$60,000
$2,000
$1,820
$63,820

$80,000
$3,000
$1,525
$84,525

$23,565
$3,500
$0
$27,065
$38,025
$550
$7,872
$21,957
$23,696
$119,165
$139,401

$98,016
$6,375
$0
$104,391
$47,303
$5,350
$14,210
$28,141
$18,161
$217,556
$254,143

$149,504
$57,000
$0
$206,504
$43,898
$6,900
$6,691
$24,798
$12,162
$300,954
$339,077

$228,660
$61,500
$0
$290,160
$61,000
$10,000
$12,000
$40,000
$15,400
$428,560
$490,372

$280,000
$60,000
$20,000
$360,000
$60,000
$15,000
$15,000
$50,000
$0
$500,000
$563,820

$280,000
$40,000
$20,000
$340,000
$140,000
$20,000
$25,000
$60,000
$0
$585,000
$669,525

2014 Actual 2015 Actual FY2016 Actual FY2018 Budget FY2019 Projected FY2020 Projected
79%
-78%
-35%
59%

54%
267%
2190%
81%

11%
-73%
-22%
4%

24%
-100%
400%
62%

44%
n/a
-91%
3%

33%
50%
-16%
32%

49%
-61%
n/a
9%
9%
-92%
164%
380%
n/a
60%
60%

316%
82%
n/a
286%
24%
873%
81%
28%
-23%
83%
82%

53%
794%
n/a
98%
-7%
29%
-53%
-12%
-33%
38%
33%

53%
8%
n/a
41%
39%
45%
79%
61%
27%
42%
45%

22%
-2%
n/a
24%
-2%
50%
25%
25%
-100%
17%
15%

0%
-33%
0%
-6%
133%
33%
67%
20%
0%
17%
19%

*Note fiscal year shift in CY 2017. FY2017 is one quarter and data is not included.
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Boston Area Gleaners, Inc.
Capital Items to Be Purchased
Fiscal Year 2018 - Fiscal Year 2020
Fiscal Year
FY18

FY19

FY20

Capital Purchase Item

Cost

12' Refrigerated Truck (gleaning use) - second
Inventory Management System and Accessory Technology
Power Jack - first
Forklift, accessories and wiring - first
Garage Tent (equipment storage)
Three new office computers
Total

67,000
30,000
5,000
20,000
4,500
4,500
131,000

Total

52,000
5,000
57,000

Total

52,000
5,000
57,000

10' refrigerated box truck (distribution use) - first
20' Dry Storage Container (food storage)
10' refrigerated box truck - second
Power Jack - second
Total Capital Needs Over Three Years $

245,000
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