A guide to building
integrated farm to
school programs

Connecting
4 Classrooms,
Cafeterias,
Communities

EHVERMONT

SFEED

A FARM TO SCHOOL PROJECT
of NOFA-VT and Shelburne Farms

LR 0 aRMs
B T s




Overview

Purpose and Use
of this Guide

This Vermont FEED Guide is intended to support
school communities in developing robust, long-
lasting, and integrated farm to school programs,
addressing whole school change. It reflects 20 years
of practice, evaluative research, and innovation

in the field. It is, in fact, the ninth farm to school
resource that VT FEED has created since 2000.

It is an updated compilation of earlier resources
and offers new approaches and tools to help your
school community successfully grow your farm to

school program.

B OVERVIEW

This guide is primarily intended for a multidisci-
plinary team of individuals working within the
K-12 system: school nutrition staff, teachers,
administrators, students, community members,
and members of support organizations. Each
school community will have a different level of
experience and familiarity with farm to school.
This resource can support a team as they align
their existing activities to their school culture and
community priorities, while also sustaining the

changes.

The guide is organized around farm to school
action planning, a step-by-step process to help you
assemble a team, identify shared goals, and plan
and conduct strategic activities. In addition, it pro-
vides valuable content on classroom curriculum,
school meal programs, and community building.
These are critical areas for action and influence.
Finally, the guide is filled with useful templates,
curricular design strategies, and creative ways to
communicate and celebrate farm to school success.
Revisit the tools and templates as your program
develops or as you plan each new school year.

A robust, long-lasting, and integrated farm to

school program should be able to:

m  Maximize equitable student access to fresh,
nutritious, locally grown foods

m  Educate students about food systems and
healthy eating habits through hands-on and
community-based experiences

m  Support and grow market opportunities for
local producers and processors.
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B OVERVIEW

What [s
Farm to School?¢

Farm to school (FTS) is a program, policy, or
initiative that intentionally connects students,
school communities, and local farms with the

goals of improving student nutrition and academic
outcomes, strengthening local food systems, and
protecting the environment. Comprehensive FTS
programming includes strategies that are integrated
across the cafeteria, classroom, and community,
such as: serving fresh and local meals in cafeterias;
offering food, farm, and nutrition education in the
classroom; and building school relationships with
farms and community organizations. Through FTS,
students develop positive relationships with food

FARM TO SCHOOL

“enriches the connection commu-
nities have with fresh, healthy food
and local food producers by chang-
ing food purchasing and education
practices at schools and early care
and education sites.

Students gain access to healthy,
local foods as well as education
opportunities such as school gardens,
cooking lessons, and farm field trips.
Farm to school empowers children
and their families to make informed
food choices while strengthening the
local economy and contributing to
vibrant communities.”

—National Farm to School Network
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and an understanding of how their food choices
impact their bodies, the environment, and their
communities—Ilessons and habits that will last a
lifetime.

43,000 schools in all 50 states
have farm to school programs
today, reaching 20 million
students and spending $789
million a year on local food.

Because of their value to students and schools,
farm to school efforts have been growing across the
country. The USDA Farm to School Census reports

that programs have grown from a handful of schools
in the late 1990s to nearly 43,000 schools in all

50 states today, reaching more than 20 million
students. Collectively, those schools are spending
$789 million a year on local food. In Vermont
schools, $915,000 was spent on local food in the
2013-2014 school year, out of $16 million total.

WHO IS BEING SERVED BY U.S.
SCHOOL FOOD PROGRAMS?

1 4. 6 million students eat

SCHOOL BREAKFAST each day,
2.4 billion breakfasts annually

30.4 million students eat

SCHOOL LUNCH each day,
5 billion lunches annually

Sources: “Economic Contribution and Potential Impact
of Local Food Purchases Made by Vermont Schools,”
Center for Rural Studies, University of Vermont, 2017;
National statistics based on schools reporting fo the 2015
USDA FTS Census.
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Benefits of Farm to
School

The long-term benefits of farm to school are many.
There are health and education benefits to students,
as well as positive impact on the local economy, the
natural environment, and the greater community.
The National Farm to School Network has compiled
country-wide research into a short brief, The Benefits
of Farm School (April 2017), excerpted here. See the
brief for source citations.

ECONOMIC DEVELOPMENT

m  Each dollar invested in farm to school contrib-
utes an additional $0.06-$2.16 to the economy;
one state saw a $1.4 million annual contribution.

m  Individual farmers see an average 5% increase
in income from farm to school sales and estab-
lish a long-term revenue stream.

PUBLIC HEALTH

m  Farm to school activities support the develop-
ment of healthy eating habits for children while

And there’s so much room to grow! The United improving family food security by boosting the
States serves approximately 31 million students quality of school meal programs.
each school day. That’s 7.4 billion breakfasts and m  When schools offer school gardens, 44% of

lunches served in a year! The scale of these food students eat more fruits and vegetables; when

programs presents tremendous opportunities to schools serve local food, 33% of students eat

feed more fresh, healthy food to hungry kids and

more fruits and vegetables.
to shift how all our students think about food and

nutrition. EDUCATION

Note: Farm to school is growing in early childhood m  Overall academic achievement in K-12 is en-
education, too—in center- and family-based child care hanced, including grades and test scores; more
settings, preschools, Head Start programs, and home opportunities for physical activity and social
visiting programs. Early childhood professionals may and emotional growth; increase in engagement.
find the action planning tools and templates useful in m  FTS offers innovative teaching platforms

their program development and in forging enhanced for core subjects, such as science, math, and
connections with public schools. language arts in PreK-12 settings, and greater

opportunity for necessary experiential and

hands-on learning.
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ENVIRONMENT

B Waste of local food is reduced, both on the
production side and the plate waste side; over-
all food waste decreases due to farm to school
activities.

m  FTS supports environmentally sound, sustain-
able and socially just food production, process-
ing, packaging, transportation, and marketing.

COMMUNITY ENGAGEMENT

m  FTS increases community awareness about and
interest in purchasing local foods and foods
served in school cafeterias.

m  FTS increases support from parents and com-
munity for healthier school meals—connecting
community and schools.

3Cs Model of
Change

Farm to School is a comprehensive strategy that
extends beyond serving a local product in the cafe-
teria. The “3 Cs” approach, which VT FEED devel-
oped in 2000, has taken root across the country as
a successful model of change that integrates efforts
in the cafeteria, the classroom, and the community
to achieve robust and sustainable FTS programs.

VT FEED has found that the most successful
programs are not “add-ons” (separate programs
that run outside the regular policies, systems, and
curricula of a school), but integrated throughout
school culture. This requires collaboration among
administration, food service, students, families,
and teachers. Ideally, farm to school can link school
wellness policies, nutrition programs, curriculum
reform efforts, family-school-community partner-
ships, student voice, nurse, guidance, and af-
ter-school programs.
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The school cafeteria is a major hub of activity. It
can be the largest classroom in the school because
it is a powerful educational environment connect-
ing with every student. Farm to school programs
demonstrate that nutrition and the cafeteria are
integral to the school day and the education of the
whole student. School cafeterias also can support

The school cafeteria is the
largest classroom in the
school. It can be a powerful
educational environment that
connects with every student.

the local food economy by buying from local
farmers to incorporate healthy, local, and seasonal
foods into school meals; connecting the expertise
of school nutrition staff with food and nutrition
education initiatives; reducing waste; encouraging

CLASSROOM

FARM
TO
SCHOOL

COMMUNITY

The 3 Cs of farm to school

Farm to school is most successful and
enduring when it is integrated into the
cafeteria, classroom, and community.



student feedback; and making nutritious food
accessible to all students. When school meals are
produced sustainably, taste great, are nutritious,
and support the local economy, everyone wins!

In the classroom, FTS education provides a real-life
context for learning across all disciplines—science,
math, art, language arts, social studies, and more.
Classroom learning can be extended by engaging
students both in hands-on community projects
(building community gardens, visiting a local farm,
volunteering with a local food pantry), and with
the cafeteria (running taste tests for new recipes,
learning culinary skills alongside school nutrition
staff). Activities like these introduce students to
new foods and empower students to make healthy
food choices that last a lifetime. Farm to school
naturally dovetails with the broader 4 Cs model

in education: critical thinking, communication,

collaboration, and creativity.

B OVERVIEW

“With the right interventions,
we can give every child a
chance to get the nourishment
and support they need to thrive and
grow. When our children eat healthy
foods, we know that they grow stronger
brains and they're better able to learn.
When children are well fed, they have
fewer discipline incidents and are able
to engage in learning. We know that the
best food we can give them is fresh
food: unprocessed, full of nutrients
straight from our farms to their plates.”

\

\

3¢

\

—Rebecca Holcombe
Former Vermont Secretary of Education
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Making FTS connections within the community

builds partnerships outside the school for place-
based learning and garners community support
for school initiatives. Youth have opportunities

to learn about how their food is produced and

to develop their own agency for creating change.
Farmers build relationships with schools and other
local institutions that allow them to expand into
new wholesale markets and boost the local econo-
my. Community dinners, service learning projects,
and harvest festivals involve parents, families, and
the whole community in building a food culture
committed to healthy and sustainable food choices.
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his chapter guides a team of school-based
Tchangemakers through a step-bystep plan-

ning process to expand and grow their farm
to school program. A number of tools utilized in
the planning process are highlighted and linked to
the appendices. Your team should review the pro-
cess and tools and then decide how best to use this
chapter based on where you are in adopting farm to
school ideas throughout your school community.

Action Planning

WHAT IS IN THIS CHAPTER?
Step 1: Build

®m  Build your team
m  Ask, listen, learn

B Assess current FTS efforts

Step 2: Plan
m  Create your shared values statement
m  Set goals

B Prioritize activities

Step 3: Act

® Digin

m  Spread the word
m  Celebrate

Step 4: Adapt

m Reflect and revise

RELATED APPENDICES

Farm to School Rubric
Farm to School Action Planning
Impact & Feasibility Analysis

Communications Planning Template

Communications & Outreach Planning

VT FEED Farm to School Guide

11



arm to school (FTS) efforts will be success-
ful and long-lasting if you take the time to:
(1) build buy-in within your school and
community; (2) build and align your team
around a shared goal; (3) identify roles; and
(4) prioritize activities based on the available
resources, impact, and feasibility.

Additionally, you may want to learn from the suc-
cesses and challenges of others who have embarked
on their own FTS journeys. There is lots of research
and data to help guide you in the right direction.
Action planning conversations allow a school team

Build Your

Team Ask,
Listen,

E-,E FARM TO SCHOOL ACTION PLANNING

Z Action Planning

to think about the work they are taking on within
the larger school context, finding points of integra-
tion with existing priorities and needs. The process
calls for continual reflection on where you have
success or challenges, and adjusting your strategies
as you learn along the way.

Kl Build

NI STEP2 | STEP 3

The first step in the action planning
process is to build a committed team.
After you have your team in place, you
want to build a strong base of informa-
tion about what is happening at your
school directly or indirectly connected
to FTS, so you fully assess your starting
point before making FTS plans.

BUILD YOUR TEAM

Create
Shared

ACT Values begin rebuilding one) to grow farm to

Celebrate When you start assembling a team (or
school, keep the 3 Cs in mind. Hav-
set ing team members from within the
cafeteria, classroom, and community
will greatly increase the likelihood of
success in your action planning pro-

Pricritize

cess. Many schools may already have a
group that has been working on FTS or

wellness, but possibly that group needs

) o a “refresh” with some new planning and
Farm to school action planning is actually a cycle of

t bers.
planning, acting, building, adapting—then repeating! new team members

VT FEED Farm to School Guide Bl 13
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STEP 1: BUILD STEP 2

Teams should be made up of individuals representing
different roles in the school, including:

B School nutrition staff (food service directors,
school chefs, kitchen managers)

Classroom teachers and other staff
School principals and vice principals
School nurses

Parents, school boards, or community members

School superintendents, business managers,
and curriculum coordinators (if planning for a
district-wide initiative)

Community partners

Families and caregivers

Students

Food producers, processors, and businesses

Involve students as much as you can. Their voices
can be powerful, and their experiences and opinions
can often shed light on important aspects that
adults may overlook. Additionally, students may
be the best communicators of the positive changes

underway. They might attend meetings, conduct

student surveys, offer feedback on new menu
options, plan events, or educate younger students
and their own families.

When forming a team, consider these questions:

m  What skills or experience do you need on your
team? What skills or experience do your poten-
tial members have?

®m  Who is already doing farm to school activities
in your school? Is there a team member who
can be a strong leader/influencer to really “rally
the troops™

m  Are there people who might be interested in
your work but don’t know about it? Talk with
them about how farm to school can help them
achieve their own goals.

m  Who in your community would have valuable
input or resources to help support your team or
connect you with others?

m  What existing groups would be interested
in your outcomes, e.g., wellness committees,
sustainability clubs, food councils, and Parent

] 4 M VT FEED Farm to School Guide



STEP 1: BUILD STEP 2

Teacher Organizations (PTOs)? In some
schools, the FTS team is a subcommittee of a
broader health or wellness committee or PTO.

m  How will your farm to school efforts reflect
the diversity of your school and community?
Are there new and different voices that could
be included at the beginning of your planning
process? Are there key individuals who can help
you connect with more diverse groups?

As your team begins to meet, remind them that
they are part of a growing state and national
network that has resources to support you.

(See “Connecting to Resources,” in Community
chapter, p.76.) Your team may want to talk with
or visit other schools in your region that have FTS

programs.

Some farm to school teams have developed a “hub
and spoke” model for their meetings: Working
groups (the “spokes”) take on specific tasks and
meet with interested members. A representative
from each working group then meets regularly with
the other representatives (the “hub”) to share what
is happening and to align efforts.

As your team is forming, it is important to take
time to build trust and respect. The norms for how
a team functions are an important indicator of how
successful that team will be. Having norms that
reinforce safety within a team, where people feel
comfortable speaking up, is the best predictor of a
team’s success. In addition, take time to appreciate
the contributions of your team members, and allow
some time for socializing. Most volunteers appre-
ciate the social component of volunteering. Simple
relationship-building activities ranging from 10 to
45 minutes can be done during team meetings.

\|
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Organize Successful Meetings

One of the keys to a successful team is well-
facilitated, effective meetings. With your team,
brainstorm the characteristics of meetings they’ve
enjoyed and meetings they haven’t. From this list,
set your best practices and protocols. Here are a
few tips:

Facilitation: Designate a facilitator to provide
leadership and continuity to your meetings, and to
keep your team on task and on time to meet goals.
A good facilitator is an active listener who crafts
agendas, sets up meeting spaces, and ensures clear
communication with all members.

Agendas: Have clear meeting agendas with
expected outcomes. Not every team member may
need to be present at every meeting.

Notes: A note taker can focus on capturing
information, decisions, and next steps while the
facilitator runs the meeting. Consider designating
a timekeeper if your group is large and highly
involved. Share written notes with those who can’t
attend frequently, but who want to stay involved.

Scheduling: Set regular meetings so members can
plan ahead. If diverse schedules prevent everyone
interested from attending, consider having your
meeting before or after other meetings, like a staff
meeting or a PTO meeting. Schedule some meet-
ings at a time when community and school nutri-

tion personnel can attend.

Communication: Clear and effective communica-
tion helps create a welcoming environment where
people feel comfortable sharing, are respectful of
others, and value all ideas and perspectives.

Snacks and Fun: Offer healthy snacks and
remember to have fun!

VT FEED Farm to School Guide l 15
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STEP 1: BUILD STEP 2

ASK, LISTEN, LEARN

Before you begin setting goals for your FTS
programming, take stock of what is already
happening and use that information to prioritize
and determine your next steps.

Food activities are probably already happening at
your school. The PTO may have a food-related fall
fundraiser. Some classes may be using indoor grow-
ing lights or the school garden for science exper-

iments. The cafeteria might have a federal Fresh
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Fruit and Vegetable Program that provides snacks
during the day. Perhaps some classes are taking
farm field trips. You may even have a school store
that sells snacks after school. All of these activities
are potential opportunities to highlight fresh and
local foods, and to build partnerships between the
cafeteria, classroom, and community.

This is also the time to seek out voices that are
often underrepresented in action planning for
school activities. Is there a gathering or meeting of
parents in your community involving English lan-
guage learn-
ers (ELL)?
Could you

Seek out voices
that are often

connect with

underrepresented families that

in planning school ~ P
afterschool or

activities. other youth
development

programs? Have you included special educators,
behavioral support staff, and ELL teachers? What
activities or goals are already happening within
these communities that farm to school could
support? Ask around the school to identify these
opportunities.

ASSESS CURRENT FTS EFFORTS

The Farm to School Rubric (see Appendix, p. 79)

is a tool designed to help schools assess the depth
and breadth of their farm to school activities. The
rubric informs your action planning and identifies
where you can deepen the program and make it
long-lasting. The rubric can also help you identify
your team’s needs for technical assistance, or deter-
mine whether you are ready to find more resources
and take action. It is also a great way to inform
your team of activities that are already happening
in the school.



To complete the rubric, consider where your school
stands in each of the indicators listed, and circle
the appropriate box. (See example of a completed
Cafeteria rubric below.) You can complete the first
three sections of the rubric—Cafeteria, Classroom,
and Community—as a team, or you can assign
each component to the person or persons most
knowledgeable in that area. Bring the team togeth-
er after the three sections are complete to share
the answers. Then, as a team, complete the fourth
section, Staying Power.

The rubric is a dynamic planning tool that can and
should be revisited regularly—at least once a year
is recommended. You will find that progress may
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move both forward and backward as the result of
your action steps, changes in personnel, or other
factors. Don't be discouraged!

A Plan

STEP 2

Once the rubric is completed, you can begin prior-
itizing areas where you would like to grow in both
the short and long term. To build momentum, plan
for growth in both areas where your FTS efforts are
just “emerging,” and where they are “developing” or
“deepening”

exampLe: F1S Rubric, Section 1: Cafeteria

Nutrition Staff | interested in the creation of
Engagement a farm to school program.

Indicator Emerging Developing Deepening Thriving
The director/manager and/
hool School nutrition staff repre! or several school nufrifion
Schoo School nutrition staff are P School nutrition staff play an staff work with faculty,

sentative regularly attends
arm to school committee
etings and activities.

active role in developing the | administration, and commu-
farm to school program. nity members to coordinate
farm to school efforts and
programming.

Possibilities for incorporating

Local local food into the menu
and/or resources to help
Procurement source local food have been

identified.

Local sources of food identi-
fied and several local foods
purchased via informal bid
procedure and incorporat-
£d in school meals. School
nutrition staff are trained
cnd able to purchase local
product through standard
buying/bidding practices.

Local food regularly
incorporated info menu for | Annual purchasing contfracts
school year. School nutrition have been established

staff can adapt to fluctu- between local farmers and
ating sources of local food, the school. System in place
are regularly purchasing to sustain the purchase of
local foods through proper local food consistently; new
procurement methods, and local food sources evaluat-
can adapt their budget as ed regularly.
necessary.

School nutrition staff have
begun to identify infrastruc-
Infrastructure ture and professional devel-
& Professional | opment needs, and identify
Developmeni what changes are needed
to make to incorporate local
food into the meal program.

Infrastructure changes
initiated or being planned.
Professional development
opportunities provided for
chool nutrition staff.

Food program infrastructure
can sustain processing,
cooking, and serving local
foods over the long term.
Plan in place for ongoing
evaluations of infrastructure
and professional develop-
ment needs as local food
purchasing increases.

Infrastructure changes allow
for incorporation of more
local foods. All school
nutrition staff have
opportunities for
professional development.

School nutrition staff are
interested in conducting

fo school progam.

School nutrition staff work
with farm to school com-
Classroom & taste tests and/or can identify mittee to gain feedback
Communify the possibilities for engaging | from students on the farm to
Connections faculty and students in nutri- school program, and how

tion education and the farm | to best incorporate nutrition
education activities.

Community members, stu-
lents, and school staff see
e school food program as
integral part of the school
Lind community and of the
educational programming.

School nutrition staff workst-
tee on taste tests, curriculum
integration, and community
farm to school events.
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| STEP 1

CREATE YOUR SHARED VALUES
STATEMENT

Many people come to a farm to school meeting with
lists of activities that they want to see happen, and
it can be hard to focus first on the overall vision.
However, it is important for your team to develop

a shared purpose and a shared understanding of
the challenges you want to address, so that your
selected activities will lead to the outcomes you
want. Sharing your values is a positive way to
frame solutions to challenges your team sees.

[t is time to draft your team’s farm to school values
statement. Have each team member write down
what they value most about food, education, and
your community (e.g., healthy kids, vibrant local
economy, connection to the community). Next,
look for alignment among the individual values,
and combine or reword them where you can. Also
look at the mission or vision statement of your
school or district (most have one). It can be stra-
tegic to align your own statement with existing
school priorities. For example, “healthy kids,”
“engaged citizens,” or “vibrant communities” are
common school priorities that your work can
support. Construct a sentence or two that links
your shared values together. This shared statement
will be the basis for setting your FTS goals.

Here are a few examples of FTS team values
statements:

At our high school, we work to create authentic inter-
actions with our local food system as a means to help
students explore the importance of environmental
and economic sustainability, personal well-being and
nutrition, and connection to community (both people
and resources). We seek to build more bridges between
the school cafeteria—and its commitment to locally
sourced, “from-scratch” meals—and classrooms to
accomplish this goal.

] 8 M VT FEED Farm to School Guide
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At our middle school, we support a FTS program that
fosters student ownership of healthy eating habits that
also develop connections to (and stewardship of) their
community, their environment, and their local economy.

We nourish our children with food that enhances our
community’s pride and directly connects to academic
and lifelong learning.

SET GOALS

Now you have a values statement as a compass for
your FTS efforts, and a completed rubric identify-
ing where FTS currently stands (and where there’s
room to grow). You are ready to set specific goals.

The goals should be statements that address the
outcomes you hope to achieve. Use active verbs,
like introduce, increase, or develop, combined with
anoun (i.e., what you want to introduce, increase,
or develop). Make sure everyone understands the
goals as written and make them as measurable and
time specific as you can.

To help you set your goals, review your completed
ETS rubric and your values statement. Where do
you see opportunities, assets, and resources to
build on? Where are there gaps that you wish to
address? How do your goals get you closer to where
you want to be?

Brainstorm a list of goals, then review the list with
the team to ensure the goals represent all 3 Cs: the
cafeteria, classroom, and community.

The Action Planning Template will help you record
your goals and what you need to implement them.
(See Appendix, pp. 84-87, and example on facing
page.) It is aligned with the FTS rubric with
sections for Cafeteria, Classroom, and Community,
as well as a final page for Staying Power. Each



STEP 1 STEP 2: PLAN

section suggests just one or two specific goals, with
their associated action steps, roles, timelines, and
resources needed.

The two-goal limit encourages you to recognize
what is reasonable to accomplish during a busy
school year. Use the long-term goals section at the
bottom of each page to capture ideas for future
years. Try to consider a one- to two-year time-
frame when setting goals.

Keep your goals realistic. For example, if your team
is just getting started, setting an aggressive first-
year goal to increase local foods in the cafeteria

to 30% may set your team up for disappointment
and frustration. Instead, set goals that will require
incremental changes that are more likely to be

EXAMPLE:

’E FARM TO SCHOOL ACTION PLANNING

Goals that require
incremental changes are
more likely to be successful
and will build momentum
and trust in your school.

successful. This will build momentum and trust
in your school. Also, set goals that your team can
accomplish themselves, before tackling systemic
initiatives engaging lots of people.

Finally, before you move on to identifying activ-
ities, double-check that the goals align with your
values statement.

FTS Action Planning, Section 1: Cafeteria

Goals Action Steps

Person(s)

Responsible
(Lead person/
group member)

Technical
Assistance/
Resources Needed

Timeline

e Use Harvest of the
Wonth materials

Twcorporate one o Have “Try-T+’

local product a

FTS Coordinator
ond Nutrition

e FTS Coordinators
e School Nutrition

e Plan this sprivg Director

ambassadors for meal
program

Tuesdays . e Start vext fall
mowth o Offer on mewit vext Director e Harvest of +|/1A@
week WMonth materials
| Imvgopvrigmr%kmm ! e Color ink on menu
. el :
Twcrease e Have students help N{/.H’l’l‘i’l()vl ¢ D)@Hrﬁ & priwt menis
; Director : ‘ e Find class to partver
student meal design menu Starting this fall .
articipation | e Choose student and teacher on meuu design
P partver o T-shirts & vests

for ambassadors

e Research and wmake a plan for universal meals

Long-term Ideas & Goals for Future School Years

e Establish a parent education program on food preparation

VT FEED Farm to School Guide ] 9
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PRIORITIZE ACTIVITIES

An activity is a specific effort, action, or set of steps
to accomplish a goal. As you've been developing
your action plan, your team has probably been
generating plenty of activity ideas: composting,
building gardens, cooking in the classroom, visiting
farms, etc. Most of your farm to school time will
ultimately be spent doing these tangible activities,
and they will give your team a great sense of
accomplishment. However, be careful that activities
do not drive your process. You want to take on
activities that will help you reach your agreed-upon
goals.

Look at your goals and brainstorm what kind of
activities might help you reach those goals. To
decide which ones to include in your action plan for
the coming year, start prioritizing your list. Combine
redundant or similar ideas. Utilize the Impact &
Feasibility Analysis Tool (see Appendix, p. 88) to
help your team move more quickly and strategi-
cally through the decision-making process. Which
activities will have the highest benefit or impact for
the least effort, time, and cost? This will help you
match actions to your capacity, and stay realistic
about timing. It can also make your decisions feel
less personal to anyone whose ideas aren’t selected.

As you prioritize activities, consider:

®  Your team’s energy. Where are your team’s
energy and interests? If most people are excited
about building a school garden but the team has
identified offering afterschool cooking classes
as an important activity, expand your team to
include individuals excited about cooking.

®  Your capacity. Do your activities match your
capacity? Building a year-round greenhouse
takes a lot more effort than building an out-
door garden.
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STEP 2: PLAN

®  Momentum. Will the activity give you early
success, credibility, visibility, and momentum
for your bigger plans?

m  Resources. Do you have the resources
immediately available for this activity?

m  Urgency. Does this activity address an
immediate need or is it an opportunity with a
short time frame?

®m  Logical sequencing. Do certain activities
need to happen before others?

®m  Your whole team. Do your activities reflect
the whole team’s agreed-upon direction and
not the interest of one person’s focus?

m  Impact. Which activities will have the greatest
impact toward achieving your vision?

Now you can begin to fill in the Action Planning
template with specifics (see Appendix, p. 84-87):
what activities are required to reach your goal;

who will be responsible for the task; what are the
specifics to accomplish the tasks; what is the time-
line for when work will be accomplished; and what
technical assistance or resources would be helpful.
If you have a large team, we recommend breaking
up into smaller groups, one for each of the 3 Cs,
plus a fourth to address staying power. Bring the
full team back together and allow time for reporting
on progress. You will most likely find that at least
one activity from each group relates somehow to
the other groups. This is a good sign—your team is
finding synchronicity.

Now you have an action plan. It can be adjusted
as needed, but it will help to guide your farm to
school program, communicate your activities with
the school community, and keep your team on
track. Remind the team that all ideas from your
initial brainstorm have been recorded and will be
revisited in the future.
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DIG IN

With a plan in place, it is time to dig in and take
action. The best first step is to take a step. You have
planned for this, you have lined up your partners,
and you are ready.

Don'’t go for the biggest effort first. Choose a sure
win to pump everyone up and keep them engaged,
or an activity that has high visibility in your com-
munity. Consider whether the action might be able
to help leverage other actions.

Identify a good photo opportunity to highlight
your first step. For example, students cooking or
working in a garden or food service receiving the
first delivery of local produce would make nice
photos to share. Perhaps this positive image could
be on the cover of your local paper or school’s social

media page. Sharing what you are doing is just as

important as taking your action steps. Don'’t let
communicating about your activities be a forgotten
step; integrate communications into your activities
to build support.

Review and Adapt

After you have completed the first few tasks, get
your partners together to evaluate and reaffirm
that you are headed in the right direction. Be pre-
pared to deal with any unintended results of your
actions. Has one of your activities gotten more
attention than you expected? Is it worth putting
more energy toward it before you move on to your
next action? Observe and reflect on each activity.
Being adaptable may lead you to some unexpected
but even more powerful outcomes.

As your team gets farther along in the activities, be
sure to establish an ongoing structure where team
members can share, reflect, and adapt as the work
unfolds. Being honest in your reflections as to what
is not working is just as important as attending to
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what is working. If one of your activities doesn’t go
well, consider what you may be able to learn from
this. Some of your most important next steps can
emerge from failed first attempts.

Time Frames, Roles, and Accountability
When you created your action plan, you created
timelines and deadlines. Honor these time frames,
but don’t be afraid to adapt them as you get into
the work. Holding to unnecessary deadlines

can turn team members off or burn people out.
Remember that your action plan is a road map to
get you where you want to go over time, but it is
okay if detours emerge along the way. Just keep a
steady but healthy pace for everyone.

Your action plan is a road map
to get you where you want to
go over time, but it is okay if
detours emerge. Just keep a
steady, healthy pace.

A steady pace will also help your group be account-
able to their plans. Hold monthly or quarterly
check-in meetings so your whole team knows that
they are accountable to one another.

Consider any new team roles that might be emerg-
ing. Who on your team will remember to share the
stories in the school newsletter or town paper? Has
someone emerged as the natural leader of your
group? Who is going to keep the action plan in
mind and keep the group on track?
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SPREAD THE WORD

By spreading the word, schools elicit donations, vol-
unteers, and community recognition and support.
Building support for your FTS program is essential
in sustaining all the hard work that your team has
done. In a research study conducted by Vermont
FEED with school principals across Vermont (see
Staying Power chapter, p. 27), communication about
farm to school has been identified as one of the key
factors leading to long-term staying power of a farm
to school initiative. Think of it as a way to enhance
the work underway. In many cases, it will make that
work easier. A good outreach or communications
plan can go a long way in ensuring that the bulk of
the work does not rest on the shoulders of only a
few volunteers. Find a team member who is excited

by communications to fill this role.

Transparency builds trust. Organize your internal
communications to make it easy for all committee
members to access meeting notes, regardless of
attendance, and make sure the school community
knows that these notes are available to anyone
interested. You might consider sharing a version

of your action plan with the larger school commu-
nity. Teams that have presented their plan to their
school board and PTO have garnered greater buy-in.

Often the best way to publicize your work is
through word of mouth. Students, families, and
teachers can help build support when you let them
in on your plans. Reach out to all these groups via
school newsletters, announcements, teachers, and
signs on the lunch line.

Communication Considerations

®  Ask your school if there are any school- or dis-
trict-based procedures or policies about sharing
information with the media or on social media.



m  Think about the messages you want to relay
to the media, families, students, and teachers
about the program as well as what you would
like them to do with that information.

m [tisjustasimportant to share the story of
what you are planning on doing as it is to share
what activities are done. Use social media, your
school newsletter, and the local paper to com-
municate your committee’s plans, advertise
your meeting dates, and ask for volunteers.

m  Invite the media to your events, such as
harvest dinners. Invite your farmers to speak
about their products and promote your work.
Consider partnering with another group at
your school that already is hosting a program
and add on to their event. At the dinner, offer
and highlight locally sourced food prepared in
your cafeteria.

® Continue to communicate information about
your meal program even after changes are in
place.

m  Be sure to send event invitations to your school
board and elected officials so they can see the
changes you are making.

m  Launch a quarterly school food newsletter or so-
cial media campaign with students so the school
community can learn more about your program.

®  Many communities have email lists where you
can share the progress of your farm to school
efforts.

m  Present your FTS activities at city and town
events such as school board meetings, Town
Meeting, and rotary club meetings.

Vermont FEED has created two simple com-
munications tools that can help you spread the
word about your school’s plans and activities to
the audiences you need to reach. (See Appendix,
Communications Planning Template, pp. 89-90,
and Communications & Outreach Planning, pp.

5 Tips for Getting
Press Coverage

GET TO KNOW LOCAL PRESS.

Read your local paper and media to get a
sense for the kinds of stories they cover. Try
to connect your story to big local issues and
themes. Learn your paper’s editorial calen-
dar, including how much advance notice

it needs for stories or announcements. (It's
often three weeks!)

GET TO KNOW LOCAL REPORTERS.
Who covers the news for your town or school?
Reach out to them with an email or phone
call. Meet up for coffee and tell reporters
about your program, or invite them for a tour
of the garden and lunch at school. Be avail-
able to answer questions.

SHARE GREAT STORIES.

Offer content through stories or events and
include a “hook” to draw in the reader. Share
photographs and multimedia. Send copies

of posters, fliers, and other materials. Practice
your elevator pitch and arm yourself with
great stories about impact and results.

DEVELOP A MEDIA KIT.

A media kit makes it easier for media to cover
your project. Assemble basic information
about your project (include key quotes and
stories to illustrate the importance of your
program), photographs, logo, and contact
information. Have it ready to send out at a
moment’s notice, or post it online so reporters
can find it easily at any time.

SHARE THE LOVE.

Have people involved in your project (stu-
dents, community members) write stories,
blogs, and editorials for the local paper or
social media. And tell the world about the
coverage you've received! Join your state’s
farm to school email list to post events.
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91-92.) Developing a relationship with your local
media can go a long way when trying to bring the
community into your program.

CELEBRATE

Celebrations to honor and mark your achievements
are important and fun activities to have in your
action plan. Whether you host a school commu-
nity dinner, participate an existing town parade,

or exhibit artwork and photos in the school, there
are lots of creative ways to commemorate achieve-
ments. Look for celebration opportunities within
your existing action plan, where you can recognize
the work that has been done, in small and big ways.
If one of your goals is to get awareness-building
articles in the school newsletter, for example,

P
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share images of students cooking or taste testing
to educate readers and honor the student work.
Celebrations do not need to be stand-alone events.
Incorporating them into existing events or commu-
nications will often get more attention.

Many schools want to host a BIG BANG event to
really draw attention to their program. These can
be very fun and popular, but don’t underestimate
the amount of work they take to pull together. If
you decide to host a large event, look for ways that
it can fulfill multiple objectives. Maybe your school
French teacher is already planning a school-wide
French night. Could you partner with them to turn
your cafeteria into a French Bistro with student
waitstaff delivering homemade healthy French

treats?
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It might be wiser to look for smaller, more frequent
ways to celebrate. Hang a banner in the cafeteria?
Be part of a small daily or weekly activity in your
school? For example, you might pick a student each
day to share one food fact on your school loud-
speaker during morning messages. Continue to
partner with existing activities. Have students
prepare and serve tasty local dishes at school events
or meetings to highlight school food changes.

Consider

Look for smaller,
participating
more frequent ways
to celebrate and
work with partners.
Appreciation is a

form of celebration!

in “harvest of
the month”
activities or
celebrations
that may
already exist
in your state.
These pro-
grams often have fun resources available, such as
posters, tabletop signs, recipes, or sample articles.
Most of the work is done for you; you just have to
adapt it for your school and community.

Appreciation is a form of celebration. Appreciate
those who are on the front lines making changes,
and the volunteers giving their time and expertise,
and the decision makers (school administration,
local leaders, state legislators), who are supporting
your efforts—or who might one day.

It can be more impactful for your school and
community to have five small ways to celebrate and
bring out the Farm to School message than to host
a single big event each year.

EXAMPLE

To celebrate the end of a math and social studies unit
on understanding community and economy, one school
hosts a school-based “farmers market.” Students set up

’E FARM TO SCHOOL ACTION PLANNING

Creative
Celebrations

m  Share photos of your activities in
school newsletters and town papers.
Make a float for a town parade.

m Have a healthy snack table at your
Back to School night, highlighting
the types of snacks that you are
encouraging for the school year.

m  Host a community FTS dinner
before a school event.

m  Share a video of students talking
about what they have learned.

m Invite parents or local community
groups to get a student-led tour
of the school gardens and cele-
brate with homemade pizza that
includes the garden produce.

m Invite farmers to your school and
ask students to present their proj-
ects or cooking creations to the
farmer who grew that food.

m  Create an award for school or
community members who are
helping with your FTS activities.

m Highlight a new cafeteria food item
in your newsletter with a recipe.

® Include community partners in
school-wide volunteer celebrations.

stands with classroom-made local food items and small
handmade crafts. They then invite teachers, parents,
and community members to come and purchase their
goods ($0.50 an item) as they transform their gym-
nasium into an indoor market. Students then do a

cost analysis on their items, looking at gross and net
income. Finally, they donate their proceeds to the local
food shelf or another food- or farm-related charity.
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REFLECT AND REVISE

After you have worked with your team to develop
and implement a farm to school action plan, you
will want to learn from your activities and deter-
mine whether they were successful. Take time to

reflect on both your successes and your challenges.

Here are some prompting questions to consider

with your team when reflecting on your FTS work:

®m  Did we accomplish what we set out to do?
Why or why not?

m  What worked well and what didn’t work very
well? Why?

m  What do we want to do more of and what
would we do differently next time?

m  How can we get feedback from students and
others in our school community?

m Do we want to change any upcoming plans in
our action plan based on this discussion?

26 W VT FEED Farm to School Guide

It is absolutely necessary to revisit and potentially
revise your action plan at the end of each year (or
sooner) to assess what has been working well, and
what has been challenging. Revisit your goals, their
accompanying activities, and the timeline your
team set to accomplish your plans. Things change,
and you need to be nimble enough to adapt to
staffing and administrative turnovers, new oppor-
tunities, and regulation changes. But don’t be so
flexible that you easily get off course. Trust that your
team has done a good job planning your project,
while allowing for adjustments along the way.

Revisit your FTS rubric and discuss what progress
you have made to deepen your program. Plot any
progress you have made on a new rubric. Also,
revisit who is on your team and consider whether
there are any new people you want to invite to help
in your next steps. Review your long-term goals
and identify what might be possible to include in
next year’s plans. Stick with it, work together, and
have fun!
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Farm to School Rubric

School Name Date

FTS MEMBERS COMPLETING RUBRIC:

The rubric on the following pages is designed to help schools or districts assess the stage of their farm to
school program. This can help inform action planning to identify what next steps might be taken to deepen the
program and give it greater staying power. It can also be used to identify readiness for farm to school grants
and needs for technical assistance.

The rubric is broken into four sections: Cafeteria, Classroom, Community, and Staying Power. To use the rubric,
go through each indicator and identify the description that best matches the current state of your farm to
school program. In some cases part of the description might apply to your program and part of it might not,
or you might feel that your program falls somewhere between two descriptions. In that case, choose the one
description that most fully describes your program, but also highlight any parts of the adjacent description
that may apply to your program. Use the blank column to further describe or clarify any responses.

While this rubric is designed as a general tool for all farm to school programs, there will certainly be aspects of
your program that may not show up in the indicators or descriptions. Feel free to add language in the appro-
priate section or blank column that more fully describes your program. This rubric is simply a starting point for
you to create a quick snapshot of your farm to school program, so please adapt it to be useful for your needs.

This assessment can be done by an individual (gathering input as needed from food service staff, faculty, and

community members), or collaboratively, by a team. A collaborative assessment will likely lead to the most
accurate picture of current practices, and can encourage more strategic action planning.

VT FEED Farm to School Guide Il 79



Bl APPENDIX B FARM TO SCHOOL RUBRIC

‘Buiw
-wpJboud [puopoONPS
Sy} JO pUD AJUNWIWOD
pup |00Yyds 8y} jo pd
[joJBaul UD so wipiBoId

POO} |00YDS 8y} 895 }DIs
|OOYDS PUD ‘SpUSPNYS
‘slequuawl AHUNWIUWOD

'SJUBAS |O0YDS
O} WD} AUNWWOD puD
‘uolyplBajul WNNDLIND
‘S}S9} ©JSD} U0 98 ILIIOD
|[OOYDS O} LD} YHM JIOM
HPIS UOLLINU |O0YDS

*SOIJIAILOD UODONPS
uoluiNu a4plodiodul §saq
0} Moy pup ‘woiboid
|OOYDS O} WD) 8y} uo
SIUSPNIS WO YO0gpaa)
uIPB 0} 98 HIIWIOD
|[OOYDS O} UID) YHM HIOM
HPIS UOLLINU |O0YDS

‘wplboid |ooyos oy
WD} 8y} pUD UOKDONPS
UOIINU Ul SIUSPNIS pUD

Alnopy} BuiBpBus Jo}
sallliqissod 8y} Ajpuspl
UDD JO/PUD §}58} 815D}

BuUILONPUOD Ul Pajsalaiul
21D }JDJS UOHLINU [O0YDS

suoldaUU0)
Ajlunwwiod
3 WOOISSD|D

'S9sPaIoUI
Buisoyoind pooy [PDO| SO
sposu juswdojeAsp |
-uoissajoid puUD BINJONILS
-DJJUl JO suolpNPAS Bul
-0Buo Jo} 9op|d Ul 51 up|d
V "uIa}-Buo| 8y} 18A0
SPOO} [PDO| DAIBS PUD
002 ‘sse201d upD aIn}
-onusoIUl WplBoid poo4

‘Juswdojpasp
[puoissajoid 10}
saljlunpoddo aApy
HPIS UoHLINU |OOYDS ||V
'SPOO0J [0D0] 8I0W JO
uolipIodiodul 10} MO0
seBuUPYD 2INONISOIU|

JJ0Js uoyuinu
|ooy2s 1o} paplaoid
alo sailunpoddo jusw
-dojoAap |PUOISSD101d
‘pauup|d Buleq alo
10 pabIIuUl USag 9ADY
soBUDYD 2INIONISOIU|

‘019 ‘sBulayjo Jusw
-dojarsp |puoissejold
‘sopnIBdn aI1nionuLsILUl
Buipnioul ‘woiboid
|o2W 8y} Oful POO} [DDO]
ajpiodiodul o) papasu
21D sabupyYD 1oym
Ajijuapl o} unbBag aApy
HOIS UoiINU JOOYDSS

juswdojaAaq
[ouoissajoid B
aInjoNYsp U]

‘Ap|NBal
PaJPN|DAS $92IN0S POOY
|DD0] MBU ‘AJUBISISUOD
pOoO0} |20 Jo aspyoind
a2y} uipysns o} @opid ul
WBJSAS D Sl @Jay] |ooyos
Sy} pUD SIDWIDY [0D0]
uLamlaq Paysigpise
u99Qq 9ADY S$}ODIUOD
Buisoyoind jonuuy

*AIDSS©08U
so 1ebpng Jivyy Jdopo
UL PUD ‘SPoYloW Jusul
-aindoud Jadoid ybnouyy
Spoo} [020] Buisoyoind
Alp|nBal 810 ‘POO} |PIO|
JO $82IN0s Bulloniony o)
1dDPO UPD JIDJS UoKULNU
|O0YDS IDBA |00OYDS 10}
nuaWw O}ul papiodiodul
AupinBal poo} [P207

*s921;00.d
Bulppia/BuiAng piopupis
ybnouyy 1onpoud [poo|
aspyoInd o} 8|go pup
pPaUIDI} 810 JJDJS UOILINU
|OOYDS “s[paw [00Yyds Ul
pa}lodiodul pup aInNp
-920.d pIg [OWIOUl DIA
pasoyaInd spooy [0D0]
|[DJOASS PUD payliuspI
OO} JO $92INOS [P0

‘PayluSpPl
u28Qq SADY PO} [DIO]
22In0s djay 0} $82IN0sal
JO/PUD NUBW 8y} Ojul
OO} [0D0] Buliplodiodul
104 SBHIGISSOd

juswaindolid
[0207

‘Buiwipibold

pUD SI0JIS |00YDS O}
WD} 94PUIPIO0D 0} S1aq
-Waw AJUNWUWOD pUD
‘UOHDISIUILIPD ‘A{NDD}
UHM SIOM HDLS Uoiinu
|O0YDS [DIOASS JO/PUD
JeBoupw/IoLoalp ay]

‘wipJboid |[ooyos
0} wip} ay} Buidojersp
ul 8|0J AL UL Apid
HPJS UoilINU [00YDS

"SOIIAIIOD PUD
sBulLeBW 93 IWWIOD
|[OOYDS O} WD) SpUSiD
AupinBal aAlpIUSsaIdal
HPIS UoLLINU |O0YDS

‘wpJboid jooyos
0] WD} D JO UoIlbaId
ayl Ul palsalalul
21D JJ0JS UOIILINU [O0YDS

juswabobug

JOIS UOHIYNN
looyos

BuiAuyy

Bujuadaaq

Buidojaaaq

Buibiawg

lojpoipu|

PLIB3JDD :| UOILDSS ‘OUgNy S.

=

80 m V1 FEED Farm to School Guide



Bl APPENDIX B FARM TO SCHOOL RUBRIC

'si@onpoud
POO0}/SIDULID}/SULID) [DDO|
UliMm sedusliadxa sjuapnys

Buipiaoid o) yopoiddo
P3}DUIPIO0D D SOY |00YDS
‘BuUIUIDS| LIOOISSD|D
UHIM $1S8] 815D} DLIBISJ0D
Buitdosuuod o) yonoiddp
Pa}DUIPIO0D D SOY |00YDS

‘(ro18 “sHSIA
ssoJo ‘sduy play) sleonpold
POO0}/SIDUIDY/SUIDS 00|
UiMm sedusadxe aADY
SUBPNS "92IN0SaI UOKDD
-NPd POO} PUD UOHLINU D
SO wplboid pooy |ooyos 1o
-pISUOD SIBY2D8] BuILIDS|
WOOISSDID UM $}S8} 8150}
DLB}BIDD |D8UUOD ALNDD4

*(ro48 “slISIA SSO|O ‘sdl}
play) sieonpoid Poo}
/SIOWID}/SWID) [DDO)
Ylim seouauadxe aAbYy
s|oA8| oprIB swoS “A}
-lUNWWOD IO DLBIB)0D
QY4 ylim Buiulos|
WOOISSDID PB}OBUUO0D
SADY A}NO0D4

‘(ro18 “s1eonpoud
‘SWIDY) AHUNWIWOD pUD
DLB}BJ0D By} O} WO
-SSDJO JIBY} Bulyo2uUu0D Ul
}s219Ul UD DALY A} NDD4

921n0sdY
sp

Ajunwwo)

3 PUSISIPD

‘oppIB 0} sprIB WOy
plINg Py} seousadxa pa
-pP|OJL IS 10} sallunpoddo

sopiroid apnIB yona

‘soousladxs Buluipg|

UO-SPUDY UM Sjuapnys
Buipiaoid o} yopoiddo
Pa4PUIPIO0D D SPY [00YDS

‘Buiuiong) 1oy sjpob
paysiigpise poddns puo
APNIS 1O sHuUN JaBID| UIylim
pappPaquIs 210 DY} SO0Ud
-uadxa Buluipa| uo-spuny
aplAoId ALNDDJ JISOW

‘N44 O} pajpjal
soousadxs BuluIng|
uo-spuny ul ebpbus
upD SIUBPNIS YoIym
ybBnouy} seousadxe
apIAoId AjNDD) BWOS

‘soouUBladXxs BUluIDa|
so (‘oo ‘Buluspinb
‘Bupood ‘Bumolb)

sodousladxa Uo-spuny
Buisn 1o} sauiqissod
AJIHUBPI UDD A}ND0DS

saunpoddo
Buiuipai
joyuauadxy

"souldiosip
o|dijjNui Ul pup sepPIB (IO
SSOJOD WNINDWIND OLUl N44
BuipiBayul o) yoooiddo
Pa}oUIPIO0D D SDY [00YDS

*N44 Buiipibajul sjun Jo
SUOSSS| Yooy} Sopnib |SOW

*so1doy N44 Buiipibayul
SHUN JO SUOSS9)
yooa} ANdD} 8Wos

.ﬁ.o._.m
‘Buiusplob ‘saipnis pooy
‘ssoujlom Buipn|oul) winj
-N2LIND ojul so1doy (N44)
UOHUINU PUD ‘WD ‘POO}
BuiipiBalul 10} saliqissod

AJIHUBPI UDD A}ND0DS

wn|noLIND

UM
Buypibaju|

‘sollunpoddo juswdojeoa
-op |puoIssajold BuloBuo
2ADY A}NDDYJ ||V "SLONS
|OOYDS O} WD 8}PUIPIO0D
0} sloquuaw ALUNWUWIOD
PUD “UOIDISIUILUPD ‘}J0}S
UOILLINU [OOYDS ULIM JIOM
slequiawl AjjNon} aidiN

‘luswdolaAsp |puoissajold
|OOYDS O} UID} 10}
salunpoddo aAny ALNo0D4
*SLIOOISSD|D UMO
112y} pUOASQ SOIIALLOD
|O0OYDS O} WD} Jusuwis|dwil
pup up|d o} djay
SoAllbjUasaIdal AL ND0DS

'SOIIAIIOD
|OOYDS O} uLD} InjnBal
soop J0 sbulleaw
29{ILULIOD [OOYDS O}
Wi} spuaiio Auoinbal
SAlpIUSsaIdal ALNDD4

‘wpJlboid jooyos
O} WJD} JO UolbaID
Ul pajsalalul 810 A{Non4

JUSWIBA|OAU|
AjinoD4

BuiAuyy

Bujuadaaq

Buidojaraq

Buibiawy

lojpoipu|

WIOO0ISSD|D 7 UOILIDaS ‘Dugny Si4

VT FEED Farm to School Guide Il 8]



Bl APPENDIX B FARM TO SCHOOL RUBRIC

JOSA |O0YDS By}
1noyBnouyi saijlunpoddo
jouolpONPs aplacid
0} suolpziupBIo PUD
slogquuiawl AUNWWOD
uLamlaq pPaysigpise
sdiysuonpjal wisy-Buo

*J09A |O0YDS
a2y} Buunp sailunpoddo
|DUOIDDNPS IO} 8DINOSI
SO suolPZIUPBIO PUD
sloquiaWwl AHUNWIWIOD
Buisn sI |ooyoS

‘(ro10 ‘siexpads ssojo
"SHSIA UIDJ “sdly ploy) ol
-lunpioddo [puopoONPS
|OOYDS IO} ©2IN0SaI 8 O}
1240 suolpziunbio pup

sloquuawl AlUNWIWOD

1O0YIS Yhm
Buusupnd Ul pajsalajul
sloquuawl AlUNWIWOD

(-o1e ‘sdnoib
DIAID ‘s91DUSBD Jusw
-wISA0B ‘spyoiduou
‘s@ssauIsNq)

saunpoddo
[puolpoNp3
Ajlunwwiod

JOBA |O0YDS By}
1noyBnolyl seousadxs
PasOg-UoIUINU
pup -poo} Buipiroid
pup POO} BUIDINOS
104 $9552UISNQ PasO]
-pO0} puUD ‘siBoNPOId
OO} ‘SWIDY [DDO)
uLaMlaq PaysIgpise
sdiysuonplal wiai-Buon

*JOBA |00YDS
a2y} Buunp sawl}
a|dijjnwi Jo sassauIsng
pPasDg-POO} PUD
‘s1ooNpoId POO} ‘SIoUID}
[020] woly jonpoud
BuIoINOS s |oOyos

"Sj0BW [00YDS
1o} jonpoud o |85 o}
p2Io}J0 SADY $8ssaUISNg
Pasg-PO0} [0D0] PUD
‘s192NpoId POOo] ‘sIsWin4

1O0YIS Ypim
Buusupnd ul pajsalalul
slooNpoId/siauny

Buispyoing
paspq
-Ajlunwwo)
3 swipy

‘1loddns Bulobuo
aplAoId O} paysIgpise
uL9q sy sal|Iby JO
Jomjau y “wnliboid
|OOYDS O} WD} O} Jusw
-JWWIOD WIai-Buo| spowl
9ADY suolzZIULBIO Ajl
-Wioj J8yjo 1o V1d/0ld

‘(ro1e ‘PUBIBILD ‘Bul
-SIDIPUNY ‘SBIHIAILDD WO
-$s0JO ‘sduy plol ‘sisel
91SD}) SSIHIAILOD |O0YDS O}
wip} Jo abupi b Ul 81pd
-1o1Pd AJSAILOD SBIIUIDS

*SOIHIAILOD [00YDS O} WD}
ul aipdioiupd Jo sBul
-}99W 990D |O0YDS
O} WD} puaiin Aupinbal
SoAllDjUasaIdal Ajluun4
(‘oo ‘@2 IWWOoD |00YDs
O} WD} ‘Sisa) a)s0y)
110} |O0OYDS O} WD}
Ul POAJOAUI 186 0} salju
-nyoddo aADY salIDL

‘wpJiboid jooyos
O} WD} JO UolDaID
Ul pajsalalul saljiun

juswabobug
Ajlwpy

SIUBAS AJUNWIWIOD
0l paxu| st wpiboid
|[OOYDS O} WD} 8y|
'sdlll} pay PUD ‘SSIIAIOD
DB} PUD WOOI
-SSDJD ‘BUISIDIPUNY YHM
djey Buiobuo spiroid
0} paysiiqpise usaqg soy
slagquuiawl AUNWWOD
JO JIomjau v

sdu} play 1o ‘SalLIAILOD
DLBISJDD PUD WOOISSD|D
‘Buisioipuny yim dipy
apiroid pup sapw
-W0OD |00YDS O} WD}
uo ajpdioipnd AjPAILOD
slogquuiawl ALUNWIWOD

‘wipJboid jooyos
0} WD} 1oj ©2IN0sal D
9Q O} PALIWWOD BADY
sloquuawl AlUNWIWOD

‘wpJboid |ooyos oy
WD} D Ul JUSWIBA|OAUI A}
-lUNWWOD 1o} salyiqissod
AJliuspl UPD (suolpziupb
-10 pup syuaiod Buipn|o
-Ul) slequiawl ALUNWIWOD

‘wpJiboid jooyos
O} WD} D JO UOIDaID 8y}
ul pajsalalul (suolpziu
-pBlIo [PDO] BuipN|DUI)
slogquuiawl ALUNWIWOD

juswabobug
Ajlunwwo)d

BuiAuyy

Bujuadaaq

Buidojaraq

Buibiawgz

lojpoipu|

Ajunwiwo) ;€ uol}oas ‘ougny Si4

82 W V1 FEED Farm to School Guide



Bl APPENDIX B FARM TO SCHOOL RUBRIC
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Bl APPENDIX B FARM TO SCHOOL ACTION PLANNING
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Bl APPENDIX M FARM TO SCHOOL ACTION PLANNING
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B APPENDIX

Impact & Feasibility Analysis

In order to set priorities on what actions to do first, you can use this simple “impact and feasibility analysis”
tool to facilitate a group discussion. It is similar to a cost-benefit analysis that helps you prioritize, match
actions to your capacity, and stay realistic about timing.

AS YOU PRIORITIZE YOUR ACTIVITIES, KEEP IN MIND:

School community support (where has there been the most energy, interest?)

Potential uptake (are resources immediately available for this activity?)

Urgency (does this address an immediate need or is it an opportunity with a short time frame?)
Logical sequencing (do certain activities need to happen before others?)

Momentum (will the activity give you early success? credibility and visibility for your bigger plans?)
Champions (is there a champion ready to make it happen?)

Mission (does this further your FTS mission and goals?)

Cost (does it offer good value in terms of cost?)

Quality of ideas (Are these activities easily doable and broadly supported? Do they have high visibility and
value?)

STEP 1: Write each activity on a separate

sticky note. ol B hig‘ﬂgﬂfjg&ﬁm 2nd CHOICES
c.q_, T and broad support probably worth it

STEP 2: Clarify what it would take to make each §

idea happen; be specific as to the time, people, and o

resources that would be required. 5 g g;csiycbli?gﬁ:sss 4th CHOICES
3 i Value not worth it

STEP 3: Sort your ideas using the matrix at right §

(it can be drawn easily on easel paper). As a team, Easy/Cheap Hord/

place each activity in the box where it best belongs. Expensive

Effort and Cost
STEP 4: 1dentify your priorities based on higher PRIORITY SETTING MATRIX

impact and higher feasibility.

Depending on which quadrant an activity lands in, it will become clear which ones are more feasible and will
have a greater impact. Make these your first priority. Activities that have less impact, but that are easy to ac-
complish, can help you build momentum. Activities that have the greatest impact but that are less feasible may
be added to your action plan as future projects.
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Bl APPENDIX

Communications & OQutreach Planning

KNOW YOURSELF

Articulate the Why, How, and What of your Farm to School program.

HOW
WHAT

Write an Elevator Pitch for your program—a short (50- to 100-word) description of what you believe, what
you're doing, and why it matters.

Identify a Communications Goal (e.g., increase food awareness, publicize event).

continued
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Bl APPENDIX l COMMUNICATIONS AND OUTREACH PLANNING

IDENTIFY YOUR AUDIENCES & NETWORKS

Brainstorm the different groups and demographics in your community (however you define it—school
community, town, region, etc.) and focus in on the ones that you are trying to reach in order to ad-
vance your particular communications goal.

®  Community Network: Formal (e.g., church members, historic
society) or informal (e.g., neighbors, diner regulars) groups in

your community 3. Calls to Action

m  Connectors: People who represent “hubs” (connect to many Sign up for email list

different networks, groups, or people) or “bridges” (link discon-

nected groups) within the community Purchase school lunches

[
®  Audience: Group or demographic that you are trying to reach m  Cook healthy meals
(e.g., elementary students, PTO members, parents, city council) ®  Follow on social media
m  Tell a friend
IDENTIFY YOUR CALLS TO ACTION == = ConZCTIONSY
m  Volunteer to help
Identify what you would like each audience to do after m  Read a story or blog post
[

receiving your message and communications. (See sidebar.) Take a class

ARTICULATE YOUR KEY MESSAGES

Key messages are the main points that you want to convey

through your communications. They are a balance between
what you want to convey and the context or tailoring that will make
it relevant to a particular audience. Even if your call to action is the Twitter, Instagram)

()]

. Channels & Opportunities

Social media (Facebook,

IDENTIFY THE BEST COMMUNICATIONS
CHANNELS & OPPORTUNITIES m——-

Now that you know what you want to say, choose the com-
munications channels that your audiences use and that will maxi-
mize reach, efficiency, and impact. (See sidebar.)

Trusted messengers
Pick-up and drop-off times

Community events

same for different audiences, your key messages may not be. ®  Local newspaper
®  School news
Example key messages for meal program participation m  Signs and bulletin boards
m  For Parents: Meal program is healthy, affordable, and will save ®  Table tents, placemats
you time and effort. m  Connectors
m  For Teachers: Meals are delicious and your participation will ®  Posters and postcards
set an important example. ®  Blogs and websites
m  For Students: Meals taste great and it’s cool to eat school m  Tables at events
lunch. m  Sidewalk chalk
®m  Email lists and forums
m  T-shirts
[
[
[
[

Community centers
(libraries, restaurants)

Contests and promotions
®  Group meetings
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VT FEED

Vermont Food Education Every Day (VT FEED) began in 2000 as a collaborative
farm to school project of three nonprofits: the Northeast Organic Farming
Association of Vermont (NOFA-VT), Foodworks at Two Rivers, and Shelburne
Farms. Today, Shelburne Farms and NOFA-VT provide leadership, resources,
and support to an evolving farm to school movement, providing hundreds

of school communities and producers with technical assistance, educational
resources, and professional development in order to increase local, healthy
food choices.

VT FEED believes that:

m In a sustainable food system, everyone has access to nutritious, healthy,
affordable foods and opportunities to produce it.

m  Students who are well-fed with nutritious foods are able to be more
engaged and successful in their learning.

m  Farm to school gives students the knowledge, skills, and values to make
healthy choices for themselves and their communities.

m  Local food systems are essential to the health of the local economy,
environment, and communities.

m A healthy food system is critical to a sustainable future.

m  School systems change when a diversity of partners and the school
community align to invest in creating change together.

Shelburne Farms is a nonprofit education organization whose mission
2 is to inspire and cultivate learning for a sustainable future. That means
% learning that empowers students to build a healthy future for their

communities and the planet. Located on Abenaki land, Shelburne Farms” home

campus is a 1,400-acre working farm, forest, and National Historic Landmark.

The Northeast Organic Farming Association of Vermont is a nonprofit
association of farmers, gardeners, and consumers. Its mission is to

promote organic practices to build an economically viable, ecologically
sound, and socially just Vermont agricultural system that benefits all living things.

vtfeed.org | shelburnefarms.org | nofavt.org



This guide is lovingly dedicated to

ENID WONNACOTT
(1961-2019)

Enid planted, tended, and nurtured
the VT FEED project during her entire tenure
as executive director of NOFA-Vermont.
Her passion for agriculture, dedication to our communities,
and love for Vermont were unparalleled.
The seeds that Enid planted will forever nourish us.

Thank you, Enid!
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