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Executive Summary 

The South King County, Washington area is an extremely diverse area in terms of 
cultures, income and economic backgrounds, languages, and feelings of community 
belonging. South of the region’s major city, Seattle, South King County attracts 
individuals and families who are interested in living outside of a metropolitan area 
either due to affordability or personal priorities. As a result, South King County has 
a higher than average number of families living within incomes that are below a 
living wage. Added to this issue is that most of the county’s “food deserts” are 
concentrated in the neighborhoods and cities of South King County, and there are 
twice as many fast food restaurants and convenience stores as the number of 
supermarkets, small grocery stores, and produce vendors combined. This makes 
purchasing healthy, local food difficult. 
 
The Center for Inclusive Entrepreneurship (CIE) was funded in 2015 by the United 
States Department of Agriculture (USDA) Local Food Promotion Program (LFPP) to 
create a feasibility plan, market assessment, and business plan for the Green Cart 
Cooperative, a social enterprise cooperative of independent mobile produce cart 
operators bringing EBT/SNAP eligible local produce into LFPP priority census tracts 
in SeaTac, Tukwila and South Seattle.  
 
During this planning project, we conducted deep community engagement, including 
listening sessions, surveys, interviews and review of work that has already been 
accomplished around the issues of food security and economic development. As a 
result of these activities, the community helped us identify various business model 
concepts and create a business plan around the most feasible model: Pop-Up 
Grocery, a mobile grocery store that serves food desert areas of South King County.  

The problems:  

●  Food deserts exist in South King County resulting in health disparities 

●  Entrepreneurial opportunities are needed in South King County to reduce 

economic inequity 

●  Healthy, local, sustainable food grown by regional farmers has limited 

markets in South King County neighborhoods 

The solution: Pop-Up Grocers 
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Pop-Up Grocers (PUG) is a Center for Inclusive Entrepreneurship incubated cooperative of 

mobile grocery worker owners providing local produce and groceries to customers in South 

King County, Washington. PUG has a mission and objective of:  

● Providing and promoting fresh, healthy, sustainable and local produce to 

underserved areas in South King County that have concentrated poverty and limited 

access to supermarkets—for an affordable price; 

● Providing an incubator business to teach cooperative management and teamwork 

to a cohort of member-owners who will share decision-making in all aspects of the 

business; 

● And supporting the local food economic system, from farmers to urban families. 

Pop-Up Grocers is a flash, pop-up Farmers' Market style grocery serving areas of King 

County where there are limited sources for local, affordable, sustainable, fresh and healthy 

farm-fresh produce and other products. Pop-Up Grocers offers a consistent and convenient 

way for community members to easily get their groceries from a location that is close to 

where they live, work, or otherwise spend time, thus removing barriers such as location 

and transportation. PUG also will offer cooking demonstrations and classes in a flash-

mob/meet-up style, meeting the needs of a customer base that is erratic in schedule and 

availability.  

PUG is a stand alone social enterprise owned and operated by the community with built-in 

incubation services of The Center for Inclusive Entrepreneurship. CIE provides cooperative 

business development services, training and technical assistance, the initial vehicle, 

coordination with a central food hub for commissary services, and partnership 

development to access potential market locations and reliable wholesale suppliers of 

Washington produce. PUG is made up of 10-12 emerging worker-owner entrepreneurs that 

join the cooperative through a competitive process and learn experientially by operating 

the business during the training. Upon successful completion of the program, participants 
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have the opportunity to continue to use the business’ vehicles or buildings through the 

cooperative or to receive support in continuing the cooperative through independent 

operation. Growth will take the form of additional vehicles, new members and increased 

reach.  

An intentional part of PUG’s strategy is to use a “triple bottom line” business model that is 

profitable and also contributes social and environmental benefits.  

Background 

During the period between October 2015 - March 2016, The Center for Inclusive 

Entrepreneurship (CIE) conducted a study of the feasibility of a mobile grocery business to 

be based in South King County. This project was funded through a grant from the United 

States Department of Agriculture’s Local Food Promotion Program (LFPP) with match from 

CIE’s general operating funds. This project sought the answer to four major questions: 

 

● Could a mobile grocery business be feasible, profitable, and sustainable in South 

King County? 

● Would this business increase access to healthy foods in food deserts? 

● Would this business increase the entrepreneurial capacity of low income, excluded 

individuals? 

● What are the aspirations of the community and what does the community want and 

need in terms of a solution to the challenges of low food access, low community 

wealth, and entrepreneurial support and development? 

Through market research, listening sessions, community conversations as well as studying 

the feasibility of different potential business models, the concept for Pop-Up-Grocers was 

developed. 
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Definition of “Healthy” 

For the purpose of this business plan, we are defining “healthy” using the definition by the 

City of Seattle Food Action Plan:  

Nutritious 

Whole or minimally processed foods that promote the physical well being of people and 

communities. 

Sustainable 

Food that is produced in a way that promotes the health of ecosystems and communities for our 

generation, without compromising the ability of future generations to produce food. Sustainable 

food is produced without the use of artificial chemicals, pesticides or herbicides, in a way that 

builds our soil, protects our waterways and air, and eliminates exposure to pesticides and 

artificial chemicals for farmers, workers, consumers and communities.”1 

 

Definition of “Local” 

For the purpose of this business, “local” is defined as food that “is raised, produced, 

aggregated, stored, processed, and distributed in the locality or region where the final 

product is marketed to consumers so the total distance that the product travels between 

the farm or ranch where the product originates and the point of sale to the end consumer 

at most 400 miles, or both the final market and the origin of the product are within the 

same State, territory, or tribal land.”2 For PUG, this includes of course Washington State, but 

also parts of Oregon, Montana, Idaho, and British Columbia.  

                                                   
1 City of Seattle Food Action Plan, October 2012. 
2 USDA LFPP RFA 2016 
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The 400-mile Diet as defined by the USDA and PUG’s 100-mile radius goal 

PUG is committed to not only local food by this definition, but also local food in a much 

stricter sense. We give special priority to food that is produced within a 100-mile radius. 

 

The Market for “Local, Healthy and Sustainable” Produce in South King County 

As the population rises in King County, the need for affordable food grows as well. At the 

same time, interest has been growing in healthy, local and sustainable foods.3 Many times 

the assumption is that low-income individuals will be unable to buy the healthiest, most 

local, and most sustainable foods. The market for food in general among lower-income 

individuals doesn’t always lean in the same direction as national trends. Food choice is a 

complex topic, and there are many reasons a person in a low-income community might not 

chose healthy food. "...energy-dense sweets and fats are tasty, cheap, readily available, and 

convenient. Where kitchen facilities, cooking skills, money or time are limited or absent, 

they offer satisfying, if nutrient-poor, options. They also help reduce waste, spoilage, and 

cooking costs. Not surprisingly, they are often chosen in preference to fresh produce and 

other more nutrient rich foods by lower income groups.”4   

                                                   
3 U.S. Grocery Shopper Trends 2012 
4 Drewnowski, Adam, and Petra Eichelsdoerfer. “Can Low-Income Americans Afford a Healthy Diet?” 
Nutrition today 44.6 (2010): 246–249. PMC. Retrieved from 
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC2847733/ 
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Target Market 

Quite a bit of research has already been completed on local food systems and customer 

preferences in Western Washington, and in areas of South King County in particular. When 

studying the market opportunity for this business model, we reviewed that research, and 

combined those findings with our own feedback through surveys, interviews and listening 

sessions.  

Healthy and local are important criteria to customers: Nationally, 78% of shoppers report 

interest in reading nutrition labels, paying more for organic products, or looking for locally 

sourced products. Over 40% of consumers feel that health and wellness products are 

“worth spending a little more on” and sustainability is important to shoppers too. “Almost 

one-third of shoppers report that products’ environmental sustainability impacts their 

shopping decisions and just over one-fifth of shoppers consider retailers’ corporate 

sustainability practices when deciding whether to purchase from them.”5  

According to a survey published as part of the 2009 Farms Report, King County residents 

stated that they think of local, healthy and sustainable foods when they think of farming in 

the area.6 When they think of farms and farming in the county, they think of food crops first 

(44% fruits, vegetables and berries, 22% dairy products), followed by concerns around 

disappearing farms and farm lands. And 15% mentioned “Fresh, local, sustainable 

products.” Only 3% stated that they didn’t know that there were farms in King County. 

When discussing how they interact with farms and farmlands in the county, 73% rated 

“purchasing fruit and vegetables farmed in King County” 4-5 on a five-point scale where 5 

means “extremely important.” High numbers (over 50%) rated purchasing eggs, plants, 

flowers, meat and dairy as important. Community members are putting their purchasing 

dollars behind their preferences, too: 62% said that they purchase food produced in King 

County more than once a month, with 27% purchasing local over once a week. 

                                                   
5 U.S. Grocery Shopper Trends 2012 
6 Appendix C: 2009 Farms Report, Survey on Agriculture in King County Research Report 
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Interestingly, rural and urban residents didn’t vary significantly in how often they purchase 

from local farms.7 

Further, the survey conducted as part of the Farms Report showed that individuals are 

purchasing this food at farmer’s markets (89%), grocery stores (87%), roadside stands 

(63%), Pike Place Market (50%), directly at farms (45%), and through eating at restaurants 

(44%).8  

Between October 2015 and March 2016, we surveyed over 114 low-income individuals 

living in food desert neighborhoods and found that over 34% shopped at least once week 

at farmer’s markets and over 92% shopped at least once a week at grocery stores. Our 

survey also found that 4% of individuals visited a food bank for their fruits and vegetables 

at least once a week, less than 1% patronized a convenience store, and 6% used personal 

or community gardens to obtain fresh produce.9  

As part of our market research, we conducted a survey online and in person at locations in 

South King County. The survey was promoted through partners such as Seattle Tilth, 

Skyway Solutions, Pinchot University, Got Green, and other community friends. We were 

able to reach 114 individuals. The complete list of questions is shown in Appendix C. Some 

major findings are shown below. 

 

 

                                                   
7 Appendix C: 2009 Farms Report, Survey on Agriculture in King County Research Report 
8 2009 Farms Report 
9 CIE Green Cart Cooperative Feasibility Study, 2016 
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“Sometimes it's a hard decision to pay high 

costs for organic and local produce, so I try to 

buy it in season when the costs are not that 

different. Sometimes I just think about how 

important it is to invest in local organic food 

and pay the higher costs knowing it is an 

investment in supporting the whole system 

including the farmers, local businesses and my 

family's health.” 
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How far away is your home from the nearest grocery store? 
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During the same period, we also conducted a series of listening sessions with potential 

customers in low-income food desert communities. Through these listening sessions, we 

learned that farmer’s markets were avoided often because of their distance from home. 

Some expressed difficulty getting to a farmer’s market with kids in tow and then having to 

carry items home on the bus. Over 30% of those who participated in a survey or a listening 

session said that they take the bus to go produce shopping, so this issue could be a real 

concern for them. Over 18% stated that they never use a car to go shopping. This could 

partially be because there are local options that do not require a car to travel to (individuals 

might walk short distances), but given that over 30% of those surveyed live in zip codes that 

qualify as “food deserts” according to the USDA, it is more likely that individuals are not 

driving because of limited access to cars rather than local options. Individuals expressed 

interest in local, healthy food, as long as they could afford the cost of fresh produce and if 

transportation was easy.10 

                                                   
10 Listening Session conducted by Mieka Briejer and Kerrie Carbary, City of SeaTac, November 17, 2015 
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Price seemed to be a main concern when making decisions about purchasing fresh 

produce. A common theme at listening sessions was that food at farmer’s markets was 

priced erratically: sometimes it was more expensive, and then shoppers would choose a 

chain grocery store or warehouse store instead, such as Costco. If prices were the same, 

community members would choose the most local and fresh produce available.11 In 

general, shoppers are willing to travel farther for lower prices and an assortment of items 

that match their needs (see figure).12  

 

 

  

                                                   
11 Listening Session 
12 U.S. Grocery Shopper Trends 2012 
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Target Geography 

At least 24% of those living below poverty in the Seattle/King County area live over a mile 

from the closest supermarket. This is equivalent to approximately 166,000 individuals. PUG 

focuses on “food desert” areas of South King County that a have higher percentages of low 

income families and individuals, and so will use a route that visits these neighborhoods and 

cities: 

• Parts of Renton 98057, 98055, 98056 

• Parts of SeaTac 98188, 98198, 98168 

• Parts of Tukwila 98188 

• Burien/ West Seattle 98106, 98168, 98166, 98136 

• Parts of Des Moines 98198 

• Parts of South East Seattle 98118 

• In addition, PUG may visit higher income areas outside of these food deserts to 
subsidize lower prices in food desert areas. 

 

At least 24% of those living below poverty in the Seattle/King County area live over a mile 

from the closest supermarket. This is equivalent to approximately 166,000 individuals.13 By 

focusing on the “food desert” areas that a have higher percentages of low income families 

and individuals, Pop-Up Grocers will use a route that visits these neighborhoods located in 

South King County. In addition, PUG may visit higher income areas outside of these food 

deserts to subsidize lower prices in food desert areas. 

                                                   
13 Jiao, J., Moudon, A. V., Ulmer, J., Hurvitz, P. M., & Drewnowski, A. (2012). HOW TO IDENTIFY FOOD 
DESERTS: MEASURING PHYSICAL AND ECONOMIC ACCESS TO SUPERMARKETS IN KING COUNTY, 
WASHINGTON. American Journal of Public Health, 102(10), e32–e39. 
http://doi.org/10.2105/AJPH.2012.300675 
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Food Deserts: Areas in King County that leave residents with limited grocery options within one 

mile of their homes. 

Although these areas are also populated by the most economically vulnerable of King 

County residents, they make up a target market that considers healthy, fresh and local food 

to be important enough to pay extra to obtain. In addition, these families often will do 

without other purchases to provide healthy food for their families.14 

When grocery stores and other businesses choose a neighborhood in which to locate, they 

naturally assume that a higher income correlates to a higher amount of money spent on 

food. Lower income neighborhoods are also avoided because of higher development costs, 

higher employee turnover, higher rates of crime, inability to focus on the needs of a 

particular community, and inability to engage the community to build the relationships that 

                                                   
14 Listening Sessions, November 2015. 
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will lead to a thriving business.15 Lower income neighborhoods are also sometimes seen as 

less stable: “the uncertainties presented by depopulating neighborhoods, and the 

perceptions and realities of urban crime kept stores away.”16 

Every business has its own risks and opportunities, but the lack of a viable customer base 

of a business selling healthy groceries in a food desert is not as risky as is perceived by 

larger box supermarkets. While food spending does increase with income, food spending 

does not increase at the same rate as income increases. As early as the 19th Century, Ernst 

Engel found that “as income increases, food spending also increases but the proportion of 

income devoted to food declines.”17 The USDA found that when income rises, the amount 

of money that is spent on food increases slightly, but overall the percentage of income that 

goes toward food actually decreases significantly. Their research suggests that a household 

with income eight times the poverty rate spends only twice as much on food than a 

household living in poverty.18 More recent 

studies even show a smaller gap: in 2012 

Gallup found that low-income Americans 

spend an average of $151 a week on 

food, while higher income Americans 

spend $180.19 

 

 

 

                                                   
15 http://peoplescommunitymarket.com/faq/why-dont-supermarkets-open-stores-in-west-oakland/ 
16 Pothukuchi, K. “Attracting Supermarkets to Inner-City Neighborhoods: Economic Development 
Outside the Box.” Economic Development Quarterly (2005). Retrieved from 
http://clas.wayne.edu/Multimedia/clas.wayne.edu/Files/EDQ_AttractingSupermarkets2005.pdf 
17 Frazao, E, “Food Spending Patterns of Low-Income Households.” USDA Economic Information Bulletin 
Number 29-4 (2007). 
18 Frazao 
19 Galllup Press Release. August 2, 2012. Retrieved from http://www.gallup.com/poll/156416/americans-
spend-151-week-high-income-180.aspx 
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Competition 

PUG’s product is essentially groceries. Our niche is local, healthy, sustainable and 

affordable groceries, with a major focus on local produce. 

When asked, individuals in the community overwhelmingly stated that they currently get 

produce from grocery stores (39.3%) and Farmers Markets (27.3%). PUG has a goal of 

converting 1% of a neighborhood’s population to occasionally shopping at a mobile market, 

and of those families, shifting at least 10% of their total grocery budget to PUG.  

Using the survey results as a baseline, it’s clear that brick-and-mortar grocery stores and 

Farmers Markets are PUG’s main competition. Each neighborhood will vary, especially in 

areas defined as a food desert. The competitive matrix shows an overview, rather than 

specific businesses that can be seen as competition. 
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Competitive Matrix 
 

 Cost Convenience Local Healthy Sustainable Keeps 

wealth in 

the 

community 

PUG x x x x x x 

Super 

market 

yes sometimes sometimes sometimes sometimes rarely 

Farmers 

Market 

yes sometimes yes yes yes yes 

Convenience 

Store 

high yes no no no no 

CSA high sometimes yes yes yes sometimes 

Home 

Delivery  

high yes sometimes sometimes sometimes no 

P-Patch or 

Garden 

low yes yes yes yes yes 

Food Bank low sometimes no sometimes no no 

 

Supermarkets are sometimes stocked with low cost products, are sometimes convenient 

(although not in food desert areas), and occasionally stock local, sustainable products. 

Some products are healthy, some are not. Some wealth might stay in the community 
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depending on the business, but most likely a grocery store’s earnings go back to a head 

office located outside the area. It’s been found that in King County, for every $100 spent in 

a non-locally owned grocery store, only $25 is re-spent locally. This amount goes up to $52 

for a locally owned grocery store.20 

Farmers Markets are generally more affordable as purchasing direct from farmers can save 

some cash that is would otherwise go to the cost of an independent distributor. However, 

products at a Farmers Market may be intrinsically more costly, since they could be organic 

and otherwise higher quality, and are sold without government subsidies that keep some 

prices low at the supermarket. Convenience is variable. Farmers Markets are local by 

definition, sustainable, and healthy. Wealth is kept in the community of local farmers and 

consumers: $62 of every $100 spent stays in the community and is re-spent locally.21  

Convenience stores usually carry products that are higher priced than other options, and 

have little variety. These stores also very rarely stock local, sustainable food, and non-

healthy food definitely makes up the majority of their products. However, convenience 

stores ARE convenient, and are often the only store in an area that sells any kind of food. 

While they do create jobs, the model is not created to keep wealth in the community, and 

much wealth is lost to franchise fees and other costs of doing business.  

CSA Deliveries could be convenient, but are sometimes not. Some CSAs distribute through 

a drop off location, so customers would need to find transportation to that location to pick 

up their weekly box. Expense could also be a barrier for many customers, and CSAs in 

general are not able to accept EBT/SNAP benefits. However, CSAs intrinsically offer local, 

healthy, sustainable food that keeps wealth with the farmers—in the community.  

Home delivery services such as Amazon Fresh, Safeway.com, Instacart, Envoy fill a niche 

that has been created by a busier consumer base, including customers who don’t want to 

spend their time at grocery stores or don’t have reliable transportation to visit stores in 

                                                   
20 2015 King County Local Food Report 
21 2015 King County Local Food Report 
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person. Cost is often higher than shopping in person, and most services add a delivery fee. 

While convenient, cost can be prohibitive, especially since these services do not accept 

EBT/SNAP benefits. Local, healthy and sustainable products are sometimes available and 

sometimes not. Choices are left at the discretion of the customer. These services do little to 

build community or community wealth.  

P-Patches, community gardens, or home gardens are the ultimate in convenience, located 

close to a family’s home. However, space can be difficult to find, as we heard from many of 

our listening session participants, and keeping the garden safe from theft and vandalism is 

an issue. Time rather than cash becomes the currency that purchases produce from a 

personal garden plot. Products are healthy, extremely local, and it’s up to the individual as 

to what they grow and what growing practices they use. This method is a community 

wealth builder, as local food systems are an integral part of creating and maintaining a 

resilient community. 

Food banks are the final major way to access food. Cost is low (free), however convenience 

is also low. Most food banks are open limited hours and choice is limited. Healthy, local, 

and sustainable are not first priorities, although some food banks are able to supply 

gleaned local produce. Community wealth is impacted in the sense that these systems 

support a sharing economy, where individuals and families ideally donate food and money 

when they have a surplus. In reality, however, most food at the food banks comes from 

supermarket donations and through grant funding.  

PUG fills all of these criteria. Cost is kept as low as possible, and to help offset that cost 

EBT/SNAP benefits are accepted. Convenience is key: PUG moves from neighborhood to 

neighborhood on a set schedule, allowing all target areas to have a local resource on a 

given day. PUG focuses on local, healthy, sustainable food and the business model is 

devised to build and protect community wealth—from farm to fork.  
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Outreach Plan 

Since high sales volume is so important to PUG’s financial feasibility, is important to 

execute substantial community outreach and marketing and drive sales. Unfortunately, it is 

unlikely that PUG sales will be high enough to support a full community outreach team in 

the early years when outreach is most crucial. To work with this reality, PUGs outreach plan 

focuses on outreach that can be integrated into the tasks of sales and business 

management positions, as well as partnerships with other organizations that have stronger 

outreach capacity.  

In outreach PUG will prioritize building strong relationship with market sites, build 

institutional partnerships, create relationships of trust and convenience with customers, 

include education to build healthy eating habits, have a consistent presence at community 

events, and/or consider being housed under a larger parent organizations.  

Beyond this direct community outreach, PUG will maintain a strong online presence. 

Through the PUG website customers will be able to see the truck schedule, get in touch 

with staff to start a new site, and book PUG to come to community events.  

Close Relationships with Market Sites: 

Market sites will be a main actor in reaching potential PUG customers. PUG employees will 

maintain close relationships with market site staff, working with staff to create specific 

outreach plans, provide outreach materials, and potentially offer discounts or incentives to 

staff for encouraging community members to shop at PUG.  

Strong Institutional Partnerships: 

Institutional partnerships will help increase PUGs visibility to a broad stakeholder audience. 

Partners will market PUG to their constituencies through their regular channels. PUG will 

focus on connections with large, established institutional partners to help establish reach 

and legitimacy. PUG will also build relationships with community based organizations to 

build connections on the grass roots level.  
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Customer Relationships: 

Talking to potential customers, we learned that convenience and trust are major factors 

when choosing where to shop. We will focus on these factors as a part of the value 

customers receive when shopping with PUG. A clean, welcoming appearance, support from 

community partners, easy online visibility, acceptance of credit/debit cards and SNAP 

benefits, and carefully chosen market sites will support relationships of trust and 

convenience with PUG customers.    

Parent Organization:  

As internal outreach capacity will be low, one of the best potential strategies for PUG may 

be to be housed within a larger, established organization with aligned mission, vision and 

values. This would increase PUG’s outreach capacity and connect PUG with a trusted and 

well-known brand. Further, the partnership could be a win-win for both the parent 

organization and PUG, as PUG would act as an outreach method for its parent organization.  

Sales Forecasts 

To meet all of PUG’s goals and to fulfill the mission and objectives, PUG will operate as a 

hybrid Non-Profit/Social Enterprise Worker Cooperative.  

 

We estimate that potential gross PUG sales will be 

$364,940 in Year 1, $670,490 in Year 2 and $831,216 

in Year 3. To arrive at these projections, we looked at 

the total population of each neighborhood or city in 

PUG’s target market (over 330,000 people), the 

average income per household ($52,626) the average 

individuals per household (2.6) and the overall 

average percentage that Washington State residents spend on food compared to their 
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income (12.8%). Further, we assume that just 0.5% of the potential target market 

population would convert to a customer of PUG and that they would spend just 10% of 

their grocery budget at PUG. There are sure to be variations due to weather and other 

risks, but we believe that this modest amount will prove to be the average over the year. In 

our own community survey, we found that South King County, individuals stated that they 

spent an average of $28 per week on fresh fruits and vegetables. Combining this data with 

a data from the Bureau of Labor Statistics, we are assuming that on average, residents 

spend approximately 12.8% of their income on food. Of that, 59% is spent on food 

prepared at home (i.e. groceries).22 Using this percentage, we were able to calculate an 

approximate amount that is spent on grocery items in our target neighborhoods. 

 
Example: Burien, Washington 

	
	

Burien has a total population of 50,188 as of 2014. Burien has an average household size of 

2.6 (for a total of 19,303 households) and an average household income of $50,595. For this 

example, we chose Burien because it has a poverty rate of 19.4%, which is around the 

average for the South King County areas we examined.  The entire county average is 14.8%.  

                                                   
22 Bureau of Labor Statistics Press Release. December 3, 2015 

Total	Number	of	Households:	19303,	and	97	will	become	PUG	customers.	

y j l Average	Household:	2.6	members.	

zj Average	Houshold	Income:	$50,595,	spending		$3671	per	year	
on	groceries.		

$ $ $ Percentage	in	poverty:	19.4%	

Amount	Spent	at	PUG	each	week,	per	household:	$7.06	
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According to the Bureau of Labor Statistics. Western Washington Households spend 

approximately 12.8% of their income on food, and of that amount, 56.7% is on food that is 

prepared at home (i.e. groceries). Using these percentages, we calculate that Burien 

households spend on average $6476 on food each year, of which $3671 is spent on 

groceries.  

If we assume that 0.5% of all households will become PUG customers, there will be a total 

of 97 households in Burien. Further, we assume that households will change their habits 

and begin to spend approximately 10% of their grocery budget at PUG, which gives PUG 

monthly gross sales of $2952 in Burien. Each household that purchases from PUG will 

spend approximately $30.60 per month at PUG: 

Population: 50,188 

Average Household Size: 2.6 

 50,188/2.6 = Total Households: 19,303 

 0.5% will become PUG customers: 0.5% of 19,303 = 97 households 

 

Average Household Income: $50,595 

Average spent on Food: 12.8% of $50,595 = $6746 per Household 

Average spent on food consumed at home (groceries) = 56.7% of $6746 = $3672 

Total sales of groceries per year in our assumed market Renton: $3672 x 97 = $354,403 

Total sales at PUG each year in our assumed rate of 10% of total purchases: 10% of 
$354,403 = $35,440.  

Which equals a total spent at PUG each month of  $2953. Or: $738 per week. 

To check the feasibility of this number, it is equivalent to $30.60 per household per month, 

or $367 per household per year.  
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Figure 1: Sample Income Spending Breakdown for Burien, Washington. 

We continue this calculation to determine an estimated sales figure for each of the 

potential markets addressed in this feasibility plan, as seen in our financial projections. 

Continuing this calculation we have estimated that weekly sales in each market per truck 

stop will be: 

• White Center: $162 
• Des Moines: $572 
• Burien: $738.34 
• Tukwila: $243.51 
• Renton: $1881.19 
• South East Seattle (Rainier Valley): $639.09 
• Delridge: $307.91 
• Skyway: $466.52 

Total weekly sales when visiting each neighborhood only once: $5403. 

 

PUG  

Market  

share per  

household  

per month: $30.60 

Spent on Groceries: 
$3672 

Spent on Food: $6476 

Total Income: 
$50,595 
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This is a conservative estimate, because in actuality households shop for groceries more 

than one time a week. For example, Renton’s total population of 98,402 doesn’t just shop 

once a month, as these calculations assume. In fact, 44% stated that they shop for 

groceries 6 times a month, and 33% stated that they shop 15 a month. While we have 

estimated that 0.5% will convert to PUG from their normal grocery shopping habits and 

that they will spend 10% of their budget at PUG, we theorize that each time that a potential 

customer is considering shopping there is a chance that they will choose to shop at PUG. 

That chance goes up when PUG is more convenient, less expensive, healthier, and more 

sustainable of an option.  

For the purpose of this feasibility study, that further quantitative analysis isn’t necessary at 

this time. It would be more beneficial for PUG to conduct market tests to determine the 

actual adaption and sales percentages that a mobile market would be able to gain over the 

more traditional grocery outlets.  
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23 Poverty information is included here to illustrate the financial vulnerability of these individuals and 
families. We were not able to find a large difference in food spending by those in poverty vs. those living 
above the poverty level, in fact spending on food has been found to not vary at the same levels as 
income. See Frazao, E, “Food Spending Patterns of Low-Income Households.” USDA Economic 
Information Bulletin Number 29-4 (2007). 

 

  City/Neighborhood 

  
White 
Center 

Des 
Moines Burien Tukwila Renton SeaTac 

SE 
Seattle  

Delridge 
(98106) 

Skyway 
(98178) 

Percentage in 
Poverty23  23.20% 14.40% 19.40% 24.30% 12.50% 22.70% 22.20% 16.90% 13.20% 

Total 
Population  13495 31011 50188 19920 98404 28126 42731 24939 24092 

Total 
individuals in 
poverty  3131 4466 9736 4841 12301 6385 9486 4215 3180 

Average 
income per 
household  41,433 60,989 50,595 43,335 64,482 49,414 53,415 40,815 69157 

Average spent 
on food 12.8% 5,303 7,806 6,476 5,546 8,253 6,324 6,837 5,224 8,852 

Prep at home 57% 3,007 4,426 3,671 3,145 4,679 3,586 3,876 2,962 5,019 

Prep away from 
home 43% 2,296 3,380 2,804 2,401 3,573 2,738 2,960 2,262 3,832 

Total spent on 
groceries, 
average per 
month  250 368 306 262 389 298 323 246.85 418 

Expected 
conversion of 
household 
population to 
customers  0.5% 26 62 97 37 193 52 79 50 45 

Expected 
amount of food 
budget to be 
spent at mobile 
grocery 10% 650 2287 2953 974 7524 1568 2556 1231 1866 

Each household 
total, per 
month  $25.06 $36.89 $30.60 $26.21 $39.00 $29.89 $32.31 $24.68 $41.83 
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Figure 2: Information from US Census, King County Mobile Grocery Survey, and Research Assumptions. 

Using our own survey results, we assumed that our responses were reflective of the 

current market in South King County. The average number of trips per household to shop 

for produce in each location, multiplied by the “expected conversion of population to 

customer” gave us an average number of trips per month. By multiplying that by the 

household total per month (see above) we were able to calculate a gross sales estimate. 

We assumed an average gross profit margin of 32%, based on a ratio we calculated from 

wholesale and retail prices in the region. Given that, in Year 1, we calculate a cost of goods 

sold of $246,650 and a loss of $65,114. However, by mid-year 3 PUG is making a profit, and 

will no longer be reliant on outside funding such as grants.  
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  Y1 Y2 Y3 Y4 Y5 

Grocery Sales $364,940.02  $670,489.68   $831,216.32   $936,635.36  
 

$1,055,424.17  
COGS $246,649.61 $453,159.45 $561,788.70 $633,037.57 $713,322.58 
Gross Profit $118,290.41  $217,330.24   $269,427.62   $303,597.79   $342,101.58  
Expenses  $183,404.00   $244,513.94   $276,659.26   $297,743.07   $321,500.83  
Net Profit  $(65,113.59)  $(27,183.70)  $(7,231.64)  $5,854.71   $20,600.75  
            
            
Wages $98,800.00 $98,800.00 $98,800.00 $98,800.00 $98,800.00 
Income to 
Farmers/Food 
HUBs $246,649.61 $453,159.45 $561,788.70 $633,037.57 $713,322.58 
Total $ wealth 
into community $345,449.61 $551,959.45 $660,588.70 $731,837.57 $812,122.58 

Figure 3: Grocery Sales are gross sales at all locations. Income to Farmers/Food HUBs is assumed from 
COGS, as all products will be sourced locally. Total wealth into the community is COGS plus wages paid. 

To reach the amount of sales found in Figure 19, PUG would need to have nearly 641 

individual sales each month that average at least $33.92 per ticket (or sale). Based on the 

population of target neighborhoods, a modest percentage of households who would 

become customers (0.5%) and a small percentage of their grocery budget that we believe 

PUG would capture (10% of grocery purchases), this is feasible. Based on our survey 

results, we determined there is easily a potential to reach 641 visits each month (or 32 per 

day, or 4-5 per hour). 

To determine whether a single truck would have sufficient physical capacity to achieve the 

projected sales, we need to convert the revenue into an estimate of volume and pounds. 

We estimate that the projected sales would translate to approximately 1474 pounds of 

groceries per month (or about 368 per week or 73 pounds per day).  

To calculate this, we assume that households (with 2-3 members24) consume approximately 

23 pounds of the kinds of products that PUG will stock each month. If 10% of those 

products are actually purchased from PUG, this translates to 2.3 pounds of groceries per 

household per month. We then multiply this by our total household customer base of 641 

                                                   
24 US Census 
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(0.5% of population in target areas), we find that on average, we can expect to sell 

approximately 1474 lbs of groceries each month.  

A sample sales breakdown of this could be: 

 

Product Average Purchased 
Quantity per 
Household (in 

pounds) per week 

10% of these purchases 
move to PUG 

Total per household Total pounds sold per 
week, assuming one 
visit per household 

per week 

Apples 1.5 10% .15 94 

Other Fruits 1.2 10% .12 78 

Potatoes 2.2 10% .22 143 

Other vegetables 1.5 10% .15 95 

Dairy (butter, yoghurt, 
cheese) 1.7 10% .17 107 

Milk 1.3 10% .13 81 

Meat 6.8 10% .68 435 

Flour 5.6 10% .56 360 

Bread .6 10% 0.3 39 

Eggs .6 10% 0.1 39 

     

Total Pounds 23  2.3 1471 

Figure 4: Sample Sales Breakdown by Product. 
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Start-up Costs 

Capital Needs for Startup 

 Truck: Purchase $50,000.00  

Extra Grocery Fixtures $5,000.00 

(Refrigerators, cabinets, shelves, fixtures, 

baskets, etc.) 

 
 

 
Overhead pre-launch 

Advertising and Marketing  $500.00  

Business Licenses & Fees  $2,503.80  

Insurance (prepaid)  $1,000.00  

Internet  $100.00  

Legal & Professional Fees  $500.00  

Misc. Expenses  $50.00  

Supplies  $100.00  

Food Service Supplies  $500.00  

Telephone  $200.00  

Starting Inventory   $15,000  

Unexpected Expenses  $1,000.00  

  
Total Expenses  $26,150.00  
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 Sources of Start-up Funds 

Since PUG will be operating as a hybrid Non-Profit/Social Enterprise Worker Cooperative, 

start-up funds are able to come from various sources, including grants, donations, 

crowdfunding, and investment. Three scenarios are shown below: 

1. Mostly non-profit resources 

• In-kind support and donations:  
• Truck: $50,000  
• Starting inventory: $15,000 
• Crowdfunding: Kickstarter $25,000 

 

2. USDA LFPP Grant support: 

Total Grant amount: $300,000 

 

3. Partnership with Worker Owners 

• In-kind support and donations:  
• Truck: $50,000  
• Starting inventory: $25,000 
• Worker Cooperative Buy-ins: $25,000 
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Sample Financial Projections for first five years: 

 

  Y1 Y2 Y3 Y4 Y5 

Grocery Sales $364,940.02  $670,489.68   $831,216.32   $936,635.36   $1,055,424.17  
COGS $246,649.61 $453,159.45 $561,788.70 $633,037.57 $713,322.58 
Gross Profit $118,290.41  $217,330.24   $269,427.62   $303,597.79   $342,101.58  
Expenses  $183,404.00   $244,513.94   $276,659.26   $297,743.07   $321,500.83  
Net Profit  $(65,113.59)  $(27,183.70)  $(7,231.64)  $5,854.71   $20,600.75  
Wages $98,800.00 $98,800.00 $98,800.00 $98,800.00 $98,800.00 
Income to Farmers/Food 
HUBs $246,649.61 $453,159.45 $561,788.70 $633,037.57 $713,322.58 
Total $ wealth into 
community $345,449.61 $551,959.45 $660,588.70 $731,837.57 $812,122.58 
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Business Structure 

PUG will be structured as a hybrid combination of two models: a worker-owned 

cooperative and social enterprise.  
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Operations and Licensing 

PUG operates out of a specialized food truck that has been designed and built to meet the 

requirements of a mobile grocery. A mobile grocery business model has been successfully 

running in several communities across the United States, where vehicles vary from 

retrofitted school or transit busses to specialty built food trucks. General operations are 

based on the final vehicles that PUG is able to purchase or lease at the time of need. Some 

samples of what the vehicles might look like are shown in Appendix E. 

PUG is exempt from the Washington State Retail Food Code, because it is not a “food 

establishment” as defined by the code. Instead, PUG is “an establishment that offers only 

minimally cut, unprocessed fruits, vegetables, and fresh herbs that are not potentially 

hazardous food or ready-to-eat food.”25 Workers will all be required to have a current Food 

Worker Card.  

Permits that PUG will need include: 

Washington State Department of Revenue 

Business License (For-Profit Business) 

$200 

Licenses for Individual Cities: 

Renton $110 

Burien $75 

Seattle $110 

Des Moines $95 

$390 

                                                   
25 p. 5 Washington State Retail Food Code, http://www.doh.wa.gov/Portals/1/Documents/Pubs/332-
033.pdf 



Pop-Up Grocery: A Sample Business Plan ©2016 Center for Inclusive Entrepreneurship   
 

36 

Mobile Vending Fees 

Public Health Seattle King County Mobile 

Food Unit Plan Review (one time) $860 

Yearly Permit Fee (Risk 2 Classification) $830 

Washington State Department of Labor and 

Industries Inspection Fee $113.80 

$1803.80 

Total Licenses and Fees $2393.80 

 

 

These permits and licenses are for a Mobile Food business in King County, Washington, and 

respective cities, which is needed to sell Level 2 Potentially Hazardous foods, including dairy 

and packaged meats.26 

If PUG moves to offering certified organic products, the business will need to obtain a 

WSDA Organic Certification for Handlers, Processors and Retailers. The new applicant fee is 

$250 and a Minimal Certification Fee is $200. Renewals are based on sales, starting at $330 

for $0-300,000 in gross annual income.27 

                                                   
26 “Risk Level 2 - This risk level is assigned to a permit that allows food processing steps such as 
receiving, storing, preparing, cold holding, and serving potentially hazardous foods. It does not include 
hot holding of food. It includes limited preparation steps, such as baking bread, frying donuts, and 
grilling or toasting sandwiches for immediate service. Examples of this type of operation include on-site 
baking, making smoothies with raw ingredients (fruit, eggs, etc.), opening ready to eat prepackaged 
foods for heating or service, cooking waffle cones or cake mixes. Grocery stores with pre-packaged raw 
meat, poultry, or seafood are also included. These operations receive one routine inspection and one 
educational visit each year with the exception of schools which receive two routine inspections.” 
Retrieved from 
http://www.kingcounty.gov/healthservices/health/ehs/foodsafety/FoodBusiness/RiskLevelsPermitClassi
fications.aspx 
27 http://agr.wa.gov/FoodAnimal/Organic/FoodHandlers.aspx 
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An important part of PUG’s business model is to accept SNAP benefits.  

To qualify to accept SNAP Benefits, PUG will need to: 

● stock three varieties of each of the following: meat/poultry/fish, bread and cereal, 

produce, and dairy products28  

● Obtain Electronic Benefits Transfer (EBT) system equipment and transaction 

services. This equipment is combined with a debit/credit terminal. 

PUG will also apply for exemption to legally offer occasional cooked foods like roasted 

peppers, roasted nuts, popcorn or kettle corn, and potentially corn on the cob for 

promotional purposes.29  

 

Key Partners 

PUG has several key partners who will play crucial roles in the success of this endeavor: 

• CIE 

• Pinchot University 

• Food Innovation Network 

• Puget Sound Food Hub 

• 21 Acres 

• Viva Farms 

• Seattle Tilth 

                                                   
28 http://www.fns.usda.gov/snap/retailers-0 
29 
http://www.kingcounty.gov/healthservices/health/ehs/foodsafety/FoodBusiness/~/media/health/public
health/documents/foodsafety/2016-Application-for-Exemption-From-Permit.ashx 
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Lifelong’s Chicken Soup Brigade offers commercial kitchen facilities, storage, and occasional 

donations of surplus food. PUG pays less than market rate for such support.  

 

Market Site Locations 

PUG will focus on market sites where residents already gather in high density at specific 

times of day like churches, child care centers, elementary schools, clinics, transit stations, 

and low income housing communities.  

Staff will be prepared to serve high volumes of shoppers in a short period of time at each 

market site. Shopping at PUG will fit easily into residents existing day to day routines, 

increasing convenience.  

In beginning years PUG will test a range of market sites, testing which of those listed are 

most convenient and accessible for consumers.   

Locations 

At least 24% of those living below poverty in the Seattle/King County area live over a mile 

from the closest supermarket. This is equivalent to approximately 166,000 individuals. PUG 

focuses on “food desert” areas of South King County that a have higher percentages of low 

income families and individuals, and so will use a route that visits these neighborhoods and 

cities. A sample weekly route could be: 

Locations Number of stops per week Days 

Renton 3 M, W30, F 
SeaTac 2 M, F 
Tukwila 0  
Burien 2 Tu, Th 
Delridge 5 M, Tu, W, Th, F 
Des Moines 2 Tu, Th 
White Center 2 W, F 

                                                   
30 Renton Farmers Market day is Wednesday, so in the case of overlapping with an existing market, PUG 
may choose to go to a location distant from the market (thus serving underserved individuals), or 
collaborate with the market and local farmers to add to existing offerings.   
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Rainier Valley 2 M, F 
Skyway 2 M, F 

 

In addition, PUG may visit higher income areas outside of these food deserts to subsidize 

lower prices in food desert areas. 

 

Implementation 

Materials Needed 

• POS software & hardware 
• Tablet 
• Scale 
• EBT Compatible Bank Card Reader 
• Laptop 
• Cell Phones 
• Inventory Software 
• Delivery truck with options for refrigeration and/or added electricity 
• Second delivery truck - no refrigeration or electricity necessary 
• Generator and fuel storage, if not built into truck 
• Signs and miscellaneous marketing materials 
• Website 
• Food and Grocery fixtures, coolers, displays 
• Food service supplies 
• Retail sales supplies 

 

Technology 

SNAP BENEFITS 

An important part of PUG’s business model is to accept SNAP benefits. To qualify to accept 

SNAP Benefits, PUG will need to: 

• stock three varieties of each of the following: meat/poultry/fish, bread and cereal, 
produce, and dairy products 

• Obtain Electronic Benefits Transfer (EBT) system equipment and transaction 
services. This equipment can be combined with a debit/credit terminal. 
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POINT OF SALES SYSTEM 

PUG will use a Point of Sale (POS) system that allows for inventory management, sales 

tracking, SNAP acceptance, and collecting other customer information that will assist in 

long-term strategic planning. This will mostly likely be based on an iPad or set of iPads, 

linked to the debit/credit terminal or a debit/credit collection app.  

PREORDERS 

To save customer time and to streamline sales, PUG will offer pre-ordering as well. This will 

be especially useful for customers who have specific needs that might not normally be 

stocked by PUG, such culturally specific foods, foods that conform to religious or cultural 

traditions, or foods that are created especially for individuals with specific dietary needs.  

TRUCK 

PUG operates out of a specialized food truck that has been designed and built to meet the 

requirements of a mobile grocery. A mobile grocery business model has been successfully 

running in several communities across the United States, where vehicles vary from 

retrofitted school or transit busses to specialty built food trucks to many models in 

between. General operations are based on the final vehicles that PUG is able to purchase 

or lease at the time of need. 
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Labor 

When considering technical feasibility, labor hours is one of the most challenging factors. 

Ideally PUG would employ enough staff to successfully execute significant community 

engagement efforts, effectively manage inventory, maintain two staff members working at 

pop up sites at all times, and utilize a business experts to support business development 

and training in the early years. Without further study, it is difficult to know if PUG will be 

able to maintain high enough sales to support such ample staff. Still, of the three business 

models studied, PUG offers the highest percentage of staff time dedicated to sales. This 

increases the opportunity for high sales volumes to support ample support staff.  

There are many aspects of PUG that enable efficient use of staff time. By using a mobile 

grocery truck, set up and take down time is severely minimized in comparison to traditional 

food stands. This increases efficiency moving between locations, enabling sales at more 

locations per day and more labor hours dedicated to sales. We expect that by prioritizing 

labor hours dedicated to sales PUG will be able to support higher sales volume, thus 

earning sufficient revenue to support back office, training, and community engagement 

staff.  

Further, by prioritizing sales, training, and back office support, PUG can create  ample 

learning opportunities for workers. 
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Inventory Management 

Vendors 

We have reached out to local food HUBs to create the beginnings of arrangements to 

supply PUG, including: 

• 21 Acres 

• Puget Sound Food Hub 

• LINC Foods 

• Other local independent farms.  

It will be essential for PUG to contract with a commercial kitchen and storage facility to 

receive shipments of products, store products, and stage the loading of the truck each 

morning. We have identified several commercial kitchen spaces in South King County that 

would be a good fit for operations, including Lifelong’s Chicken Soup Brigade Meal 

Preparation Facility. Lifelong’s facility has space for truck storage, dry storage, and 

refrigerated items, and would be willing to make space available to PUG for a below-market 

rate, which we have included in our financial projections. 

If PUG is able to form a formal partnership with a food security program such as Lifelong, 

we can assume that Lifelong would also gratefully accept any food products that are 

suitable for sales, but are still usable in their operations.  

Conclusion 

This business plan is a draft, and should be modified based on actual needs of the 

founders. It will be revised by the worker-owner PUG cohorts over time.  
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Appendix A: Financial Projections 

Summary Pro Forma 

  Y1 Y2 Y3 Y4 Y5 

Grocery Sales $364,940.02  $670,489.68   $831,216.32   $936,635.36   $1,055,424.17  
COGS $246,649.61 $453,159.45 $561,788.70 $633,037.57 $713,322.58 
Gross Profit $118,290.41  $217,330.24   $269,427.62   $303,597.79   $342,101.58  
Expenses  $183,404.00   $244,513.94   $276,659.26   $297,743.07   $321,500.83  
Net Profit  $(65,113.59)  $(27,183.70)  $(7,231.64)  $5,854.71   $20,600.75  
Wages $98,800.00 $98,800.00 $98,800.00 $98,800.00 $98,800.00 
Income to Farmers/Food 
HUBs $246,649.61 $453,159.45 $561,788.70 $633,037.57 $713,322.58 
Total $ wealth into 
community $345,449.61 $551,959.45 $660,588.70 $731,837.57 $812,122.58 

 

Locations 
Number 
of stops 
per week 

Customer 
Base 

Average 
Spent per 

month 

Gross Sales per 
Location/month Average Profit Margin 

          32% 
Renton 3 193 $39.00 $7,524.76   
SeaTac 2 52 $29.89 $1,568.21   
Tukwila 1 37 $29.89 $1,105.77   
Burien 2 97 $30.60 $2,953.36   
Delridge 5 50 $24.68 $1,231.23   
Des Moines 2 62 $36.89 $2,287.75   
White Center 2 26 $25.06 $650.32   
Rainier Valley 2 79 $32.31 $2,556.37   
Skyway 2 45 $41.83 $1,866.07   
% of visits that 
will move to 
Mobile Market   0.50% total $21,743.85 $7047.98 

 


