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Preface
Public gardens have incredible potential to connect 
people to plants in creative ways through urban agricul-
ture. In response to growing interest in urban agricul-
ture within the public gardens community¹, the Chicago 
Botanic Garden’s Windy City Harvest department and 
the U.S. Botanic Garden partnered to provide hands-on, 
practical support for public gardens interested in devel-
oping or expanding urban agriculture programming. 

The partnership began by surveying American Public 
Gardens Association member gardens about their ur-
ban agriculture programming and training interests. The 
U.S. Botanic Garden and the Chicago Botanic Garden 
used this feedback to design and offer three-day inten-
sive urban agriculture workshops for public gardens 
and their partners. The workshops incorporated topics 
such as designing urban agriculture programs, develop-
ing community partnerships, selecting and establish-
ing urban farm sites, cultivating donors and identifying 
funding opportunities, and evaluating and communicat-
ing program successes. During the workshops, partic-
ipants engaged with these topics by sharing firsthand 
experiences, lessons learned, and tools and resources 
developed over nearly two decades of the Chicago Bo-
tanic Garden’s work in urban agriculture. 

Together, the U.S. Botanic Garden and the Chicago Bo-
tanic Garden created this toolkit to reach a broader au-
dience with the ideas and resources presented in the 
workshops. Written from the perspective of the Chicago 
Botanic Garden’s Windy City Harvest staff, this toolkit is 
a resource for public gardens and partnering organiza-
tions to use in developing, adapting, or expanding their 
urban agriculture programming. It provides tools for or-
ganizations working to engage with their communities 
through urban agriculture, and is intended to spark new 
growth and collaboration in urban agriculture within and 
beyond the public gardens community.



5| 4 |   Building Capacity for Urban Agriculture Programs: Tools from the Windy City Harvest Model

Introduction

/urbanagriculture
/urbanagriculture/veggieRx


7| 6 |   Building Capacity for Urban Agriculture Programs: Tools from the Windy City Harvest Model

Urban Agriculture  
Programs
Objectives
• �Describe how urban agriculture programs can connect 

with and advance the missions of public gardens.

• �After reviewing examples of urban agriculture pro-
grams, identify a variety of audiences that urban agri-
culture programs have the potential to serve.

• �Provide examples of community needs and interests 
that urban agriculture programs have the potential to 
address.

• �List factors that may prompt adjustments to urban 
agriculture programs once they are underway.

Introduction
Public gardens are uniquely positioned to attract a broad 
range of audiences through urban agriculture programs. 
Through examples from Chicago Botanic Garden’s 
Windy City Harvest, this section describes a variety of 
urban agriculture program areas including community 
gardening, youth development, transitional job training, 
technical training in urban agriculture, business devel-
opment, and community health and nutrition programs. 
Programs may develop curricula specific to the needs 
and interests of their participants, and also may incor-
porate curricular resources from other organizations. 
For example, Windy City Harvest incorporates resourc-
es and models from the nationally-recognized National 
Incubator Farm Training Initiative (NIFTI); The Food Proj-
ect, a well-established Boston-area youth farming or-
ganization, and Roots of Success, a career-preparation 
curriculum focused on environmental literacy.

Community Gardening
Community garden establishment, enhancement, and 
administration can be an effective gateway to establish-
ing the kind of community trust and partnerships need-
ed to grow an urban agriculture program.

PROGRAM EXAMPLE:  
WINDY CITY HARVEST’S ALLOTMENT  
GARDENS

The Chicago Botanic Garden has a longstanding history 
of supporting home growers. This began with the Chi-
cago Horticulture Society, the organization that started 
the Chicago Botanic Garden, supporting Victory Gar-
dens throughout the city of Chicago during World War 
II. Currently, Windy City Harvest supports more than 100 
families on five of its urban farms through its Allotment 
Garden program. Through this program, Windy City 
Harvest staff support community residents in planting, 
maintaining, and harvesting in allotment plots. Grow-
ers also participate in on-site social events throughout 
the season. Allotment plot growers build trusting rela-
tionships with Windy City Harvest staff, and are intro-
duced to other programs within Windy City Harvest that 
they can access. Thus, the Allotment Garden program 

https://nesfp.org/NIFTI
https://nesfp.org/NIFTI
https://thefoodproject.org/
https://thefoodproject.org/
https://rootsofsuccess.org/
https://thefoodproject.org/
https://thefoodproject.org/
/urbanagriculture/youthfarm
/urbanagriculture/youthfarm
https://www.dropbox.com/s/dsck6ojcliztqnx/9monthsayear.doc?dl=0
https://www.dropbox.com/s/9m92wg51mubh2ui/2019%20Workshop%20Schedule.xlsx?dl=0
https://www.dropbox.com/s/9m92wg51mubh2ui/2019%20Workshop%20Schedule.xlsx?dl=0
https://www.dropbox.com/s/e7j48myaszhpp2j/2019%20Skill%20Assessment%20Pre%20and%20Post.xlsx?dl=0
https://www.dropbox.com/s/e7j48myaszhpp2j/2019%20Skill%20Assessment%20Pre%20and%20Post.xlsx?dl=0
https://www.dropbox.com/s/i4dtz4tup7hwhoy/Community%20Standards%202019.docx?dl=0
https://www.dropbox.com/s/i4dtz4tup7hwhoy/Community%20Standards%202019.docx?dl=0
https://www.dropbox.com/s/cvnhjs2gmz5f6cw/Violations%20chart%202019.docx?dl=0
https://www.dropbox.com/s/cvnhjs2gmz5f6cw/Violations%20chart%202019.docx?dl=0
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Transitional job training
Transitional job training programs provide paid work, job skills training, and supportive services to help individuals fac-
ing barriers to employment succeed in the workforce. In operating such programs, public gardens can benefit from 
partnerships with organizations that can help facilitate activities such as participant recruitment and job placement.

PROGRAM EXAMPLE:  
WINDY CITY HARVEST CORPS

The Windy City Harvest Corps program employs 30 to 
40 justice-involved individuals for 14 weeks each year 
in closely mentored, full-time, paid transitional jobs, 
and supports them in finding full-time, long-term em-
ployment. About one third of Windy City Harvest Corps 
participants have not attained a diploma or GED, one 
third have a diploma or GED, and one third have col-
lege experience. More than 90% of Corps participants 
since 2010 identified as male. Eighty-five percent (85%) 
identified as African American, 8% identified as Latinx, 
and 6% identified as white. 

The Corps program follows a six-step recruitment pro-
cess. The first step is a kickoff event with partner organi-
zations, followed by application information sessions, 
applicant deadlines, work shadow days, interviews, 
and background checks. Once applicants are accepted 
into the program, they join one of three 15-member co-
horts working through the spring and summer. To stay 
in the program, crew members must adhere to perfor-

/urbanagriculture/corps
https://www.dropbox.com/s/mb2y6ax9r1edpj2/2019%20Corps%20Recruitment%20Steps.docx?dl=0
https://www.dropbox.com/s/mb2y6ax9r1edpj2/2019%20Corps%20Recruitment%20Steps.docx?dl=0
https://www.dropbox.com/s/6c4tvakmzret3mu/2019%20Work%20Shift%20Standards.xls?dl=0
https://www.dropbox.com/s/6c4tvakmzret3mu/2019%20Work%20Shift%20Standards.xls?dl=0
https://www.dropbox.com/s/7z0w2871ic2zk01/jobdevelopmentworkshops.xlsx?dl=0
https://www.dropbox.com/s/7z0w2871ic2zk01/jobdevelopmentworkshops.xlsx?dl=0
https://rootsofsuccess.org/
https://www.osha.gov/otiec/
https://www.servsafe.com/ServSafe-Food-Handler
https://www.servsafe.com/ServSafe-Food-Handler
/urbanagriculture/apprenticeship
/urbanagriculture/apprenticeship
https://catalog.ccc.edu/academic-program-requirements/sustainable-urban-horticulture-advanced-certificate/
https://catalog.ccc.edu/academic-program-requirements/sustainable-urban-horticulture-advanced-certificate/


/urbanagriculture/apprenticeship
http://www.ccc.edu/colleges/daley/departments/Pages/Arturo-Velasquez-Institute.aspx
http://www.ccc.edu/colleges/daley/departments/Pages/Arturo-Velasquez-Institute.aspx
https://casfs.ucsc.edu/about/publications/index.html
https://casfs.ucsc.edu/about/publications/index.html
http://www.themarketgardener.com/
https://www.growingformarket.com/
https://www.dropbox.com/s/u4ig30qeqgm8y6v/Syllabus%202019%20WCH%20Apprenticeship.pdf?dl=0
https://www.dropbox.com/s/u4ig30qeqgm8y6v/Syllabus%202019%20WCH%20Apprenticeship.pdf?dl=0
https://rootsofsuccess.org/
https://www.dropbox.com/s/inxmts3482jaqkc/Updated%20SMART%20Goals%20WS%20WCH%20Apprenticeship.docx?dl=0
https://www.dropbox.com/s/rum7thwrwqwgy6x/2017%20Skills%20%26%20Knowledge%20Self%20Evaluation.pdf?dl=0
https://www.dropbox.com/s/rum7thwrwqwgy6x/2017%20Skills%20%26%20Knowledge%20Self%20Evaluation.pdf?dl=0
https://www.thecha.org/residents/partners-in-education-program
https://www.thecha.org/residents/partners-in-education-program
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PARTICIPANT PROFILES: 
JUAN CEDILLO AND DULCE MORALES,  
WINDY CITY HARVEST’S INCUBATOR  
PROGRAM

In 2009, Juan Cedillo walked into the Arturo Velazquez 
Institute looking to continue his education and found 
the Windy City Harvest Apprenticeship program. Since 
graduating from this program, he has taken several 
short courses at the Chicago Botanic Garden and Windy 
City Harvest including edible landscaping, tree trim-
ming, and season extension. Dulce Morales participat-
ed in the business and entrepreneurship course, now 
offered in partnership with the YWCA and a required 
course for all incubator farmers, to refine the business 
model for Cedillo’s Family Farm. Juan and Dulce began 
their farm business, Cedillo’s Fresh Produce, at the in-
cubator farm at the Legends South urban farm site, and 
after one season, graduated to a partner organization’s 
site nearby to grow their business.

/urbanagriculture/careers/incubator
/urbanagriculture/careers/incubator
https://www.dropbox.com/s/d0koscpnji7q75i/Business%20entrepreneurship%20course.pdf?dl=0
https://www.ams.usda.gov/services/auditing/gap-ghp
https://www.ams.usda.gov/services/auditing/gap-ghp
https://farmcommons.org/


/urbanagriculture/veggieRx
/urbanagriculture/veggieRx
https://www.lawndale.org/
https://www.pccwellness.org/
https://www.loyolamedicine.org/
https://www.loyolamedicine.org/
https://nifa.usda.gov/funding-opportunity/food-insecurity-nutrition-incentive-fini-grant-program
https://nifa.usda.gov/funding-opportunity/food-insecurity-nutrition-incentive-fini-grant-program
https://nifa.usda.gov/funding-opportunity/food-insecurity-nutrition-incentive-fini-grant-program
https://nifa.usda.gov/funding-opportunity/food-insecurity-nutrition-incentive-fini-grant-program
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Building Effective  
Partnerships
Objectives
• �Provide examples of various types of partners and 

their potential roles in supporting urban agriculture 
programs.

• �Identify three key principles for effective partnership 
development.

• �Describe strategies for building informal networks 
that lay the groundwork for potential collaborations.

• �Describe factors to consider when deciding to enter 
into a new urban agriculture partnership.

Introduction
Successful urban agriculture programs often include 
partnerships that increase access to public gardens 
and opportunities for programming in local communi-
ties. They can facilitate relationship building between 
public garden staff, local residents, and members of 
community-based organizations. They can also function 
in more measurable ways by improving access to land 
and agricultural infrastructure, connecting a public gar-
den with a program audience, and engaging commu-
nities in nutrition, health, and job skills programming. 
Partnerships, especially with community-based organi-
zations, typically require a sizable investment of time 
and energy, but the payoff of increased program impact 
and community support is often well worth the effort. 
This section provides general principles on partnership 
development and outlines a set of practices for engag-
ing potential partners.  

Urban agriculture programs may have multiple kinds 
of working relationships: with community-based social 
service organizations, city or municipal agencies, advo-
cacy organizations, community health centers, corpo-
rations, and school systems. Successful and enduring 
partner relationships depend on identifying who will be 

https://www.dropbox.com/s/e53rxucib5jlef1/Partners%20Sites%20Programming%20Chart.xlsx?dl=0
https://www.dropbox.com/s/e53rxucib5jlef1/Partners%20Sites%20Programming%20Chart.xlsx?dl=0
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Key Takeaways
• �There are a wide range of potential urban agriculture 

partners (e.g., community-based organizations, city 
or municipal agencies, advocacy organizations, health 
centers, corporations, school systems) that can con-
nect urban agriculture programs with new audiences 
and resources.

• �Effective partnership development takes time and 
attention. Cultivate strong community relationships, 
allow partnerships to grow organically, and recognize 
that relationships with partners grow stronger through 
shared experiences and successes over time.  

• �Building networks, by attending existing community 
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Soil management. Soil health is the heart of organic 
growing practices. The Chicago Botanic Garden’s recipe 
for growing in raised beds is 1/3 topsoil and 2/3 organic 
compost. At sites where soil is mounded on geotex-
tile fabric and edged with a wood retaining barrier—a 
technique sometimes called “windrow growing”—the 
mixture is roughly the same. Green manure and proper 
crop rotation are also important when growing inten-
sively. Cover cropping provides organic matter and aids 
with soil structure, nitrogen production, soil microbial 
activity, nutrient enhancement, and weed suppression.

Compost site. Composting is essential to healthy soils, 
and creating your own compost increases a garden’s 
self-sufficiency. Some municipalities have strict guide-

https://www.growingformarket.com
https://www.themarketgardener.com/book
https://www.themarketgardener.com/book
https://auachicago.org/resources/
https://auachicago.org/resources/


https://producesafetyalliance.cornell.edu/
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Staffing
Organizationally, Windy City Harvest is situated in the 

https://www.dropbox.com/home/Resource%20Manual%20literature/Resource%20sections/Appendix%20docs/Designing_Working%20Farm?preview=PRODUCTION+LOGS+Updated+2019.xls
https://www.ams.usda.gov/services/auditing/gap-ghp
https://www.ams.usda.gov/services/auditing/gap-ghp
https://www.dropbox.com/s/ff55inn0nvfxdqm/Food%20Safety%20Standards_updated%20June%202019.docx?dl=0
https://www.dropbox.com/s/ff55inn0nvfxdqm/Food%20Safety%20Standards_updated%20June%202019.docx?dl=0
https://www.dropbox.com/s/26twiffsggvbunx/WCH%20Market%20Standards%20FINAL.doc?dl=0
https://producesafetyalliance.cornell.edu/training/
https://www.dropbox.com/s/9tzp4gshvb2tyf4/Veggie%20Rx%20Guidelines.xlsx.pdf?dl=0
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Key Takeaways
• �Establishing a new urban farm site requires consid-

eration of physical factors such as soil health, water 
access, and shading, and sociopolitical factors such 
as zoning, support from elected officials, and relation-
ship-building with local community members. It also 
requires consideration of hardscape requirements, 
including proper fencing; growing spaces; a water 
source and irrigation; and storage and food handling 
areas.

• �Thorough record keeping is important for both pro-
gram management and food safety. Urban agricul-
ture programs may benefit from keeping records of 
purchases, crop plans and rotations, seed and supply 
orders, permits, certificates, and staffing schedules.

• �Safe food production, handling, and distribution can 
be supported through voluntary audits (e.g., Good Ag-
ricultural Practices [GAP] and Good Handling Practic-
es [GHP]); comprehensive staff training; and requiring 
staff to obtain relevant food safety and food handling 
certifications.

• �Decisions about crop varieties and quantities for ur-
ban farm sites can be informed by factors such as 
feedback from prospective consumers, food storage 
capabilities, and food safety considerations. After 
establishing a baseline for sales in the first season, 
programs can use the last season’s records to inform 
future sales targets and planning.

• �Staff positions for urban agriculture programs typi-
cally require an understanding of food production or 
program coordination, and often both. When urban 
agriculture programs have the ability to hire program 
graduates for staff positions, new staff come to their 
roles already familiar with organizational culture, val-
ues, and programs. The practice of hiring from within 
creates a continuum of opportunity for program par-
ticipants.

Reflection Questions
• �Do you have a prospective urban farm site in mind? 

What questions will you need to answer about the 
physical site and the community in which it is situated 
before deciding how and whether to move forward 
with establishing a farm there?

• �For your current or envisioned urban agriculture pro-
gram, what types of records will be most important 
for staff to keep?

• �Considering how you plan to use the food you pro-
duce in your urban agriculture program, what will you 
do to meet food safety requirements?

• �Considering your goals for your urban agriculture pro-
gram (e.g., sales to local community, training partic-
ipants as skilled growers, addressing nutritional is-
sues), what types of crops do you envision growing? 
What sources of information can help you with crop 
planning and with sales targets if you plan to grow 
food to sell?

• �What knowledge, skills, and responsibilities are need-
ed among your program staff?

• �What could a staffing structure for your urban agricul-
ture program look like? Are there opportunities to hire 
program participants for staff roles?A
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Where can we look for possible sources of support 
and examples? Sources of support for urban agricul-
ture programs might include government funding (local, 
state, and federal), in-kind contributions, private founda-
tions, businesses, small individual donations, and major 
individual gifts.

Importance of Teamwork
A team approach between program and fundraising staff 
generates the greatest probability of success. At the 
Chicago Botanic Garden, program staff implement pro-
gram activities, collect and document important data, 
and communicate goals and plans to fundraising staff. 
Program staff are also responsible for earned income 
and in-kind support. Fundraising staff focus on securing 
grants and contributions to support program activities 
and plans. This includes cultivating and sustaining rela-
tionships with funders and identifying the limitations of 
funding, aspects that may have to be achieved by other 
means such as earned income, in-kind support, other 
community partnerships, or volunteers.

Good communication and teamwork between develop-
ment and program staff can lead to opportunities that 
will benefit the program and participants even when 
monetary donation is not an option. For example, ac-
cess to land presented an initial challenge for Windy 
City Harvest. Since the Chicago Botanic Garden is not 
positioned to purchase land, WCH program staff culti-
vated a diverse set of partners willing to provide ac-
cess to vacant lots and suburban land, using various 

sustainable growing techniques to ensure food safety. 
The stability of the Chicago Botanic Garden plus an ap-
pealing program and shared goals made the partner-
ships attractive.

The success of program and fundraising staff working 
together requires open lines of communication and a 
collaborative culture. Communication and collaboration 
between fundraising teams will help ensure that pro-
grams meet community and fundraising objectives and 
that programs have the resources they need.

Special Requests
Occasionally, fundraising staff may have special re-
quests from potential funders. Together, the program 
and fundraising teams determine how much variation is 
appropriate to meet funder interests. Primary consider-
ations include:

• �Is the change manageable within regular program ac-
tivities?

• �Does the requested addition enhance the program?

• �Program staff and fundraisers should work together 
to determine how much flexibility is appropriate for 
a funder’s requests. Sometimes, a funder’s recom-
mendations to change programming are appropriate, 
while other times, they may be difficult to comply 
with or make it harder for the program to meet its 
mission.

Fundraising for Urban 
Agriculture Programs
Objectives
• �Describe roles and responsibilities for program staff 

and fundraising staff in collaborating to cultivate sup-
port for urban agriculture programs.

• �Give examples of program data that may be of inter-
est to funders, and explain how data can help demon-
strate alignment between program outcomes and 
funder expectations.

• �List potential sources of funding and income for urban 
agriculture programs.

• �Describe how strategic communications and market-
ing can build internal and external support for urban 
agriculture programs.

Urban agriculture program development depends both 
on priority issues in the community and the extent of 
available assets. Stakeholders and partners, public and 
private funders, and program and fundraising staff all 
play a role in developing an urban agriculture program 
that can thrive as a community resource.

Critical Questions for Urban Agriculture 
Programs
Organizations interested in launching an urban agricul-
ture program can benefit from careful consideration of 
some key questions.

Who benefits from this program and how? Answers 
to this question might include potential program partici-
pants and specific ways they could benefit from engag-
ing in the program. This might include developing farm-
ing skills, gaining improved access to high quality food, 
developing social/emotional skills, strengthening work 
skills and employment history, and making connec-
tions in the community. Additionally, it can be useful to 
consider the ways the broader community can benefit 
from the program’s presence in the neighborhood—for 
example, through improved access to healthy food or 
new employment opportunities. Other beneficiaries of 
a new urban agriculture program might include funders 
and partner organizations, who are able to achieve their 

goals or increase their reach by engaging with the pro-
gram. Finally, launching an urban agriculture program 
can have benefits for the organization itself, such as a 
strengthened commitment to the local community and 
its interests.

What do we need for this program to operate? 
These considerations might include farm site needs 
such as growing space, greenhouses or hoophouses, 
equipment, water access, and restrooms. They might 
also include administrative and staffing considerations 
for the program, such as start-up and operational funds, 
office space, personnel, and training expertise. Impor-
tantly, to be able to operate, a new urban agriculture 
program will need relationships with potential partici-
pants themselves, or with organizations that can con-
nect them with potential interested participants.

Can partners with underutilized resources find a mu-
tually beneficial use for them by partnering with the 
program? Fundraising for an urban agriculture program 
may require seeking both funds, in-kind donations, or 
free expertise. For farm site needs, institutions such as 
schools, parks, churches, or healthcare facilities could 
be potential resources for accessing in-kind resources 
such as growing space, office space, access to water, 
and restrooms. Small businesses, companies, and real 
estate developers might also have the potential to pro-
vide access to land, equipment, materials and supplies, 
and funding. Other nonprofit organizations may be able 
to provide connections to potential participants or to ex-
pertise needed to run the program. Finally, foundations, 
government agencies, corporations, businesses, and 
individuals all can be potential sources of funding for 
urban agriculture programs.

Why should others care about this program? When 
introducing a possible program concept to potential 
stakeholders, it is useful to consider why these groups 
or individuals might be interested in getting involved. 
For new urban agriculture programs, these reasons 
might include that the program helps achieve stated 
goals identified by community members, offers ex-
pertise in a complementary field of interest, provides 
employment (e.g., for youth, for people with barri-



31| 30 |   Building Capacity for Urban Agriculture Programs: Tools from the Windy City Harvest Model

MANAGING DONOR INFLUENCE – TWO  
STORIES

Two examples illustrate positive and potentially det-
rimental donor influence. In the first example, Windy 
City Harvest welcomed a new programmatic concept 
suggested by a Youth Farm volunteer and individual do-
nor. From her years working side by side with youth, 
the volunteer observed that youth were coming to the 
program hungry. Subsequently, she proposed funding 
a healthy food club to provide breakfast and lunch to 
youth participants at all three Youth Farm sites. Windy 
City Harvest considered how and whether it could bring 
the idea to fruition, and developed a budget for the con-
cept. They decided to pilot the healthy food club, initial-
ly with financial support from the volunteer and indi-
vidual donor who proposed it. After a successful pilot, 
Windy City Harvest incorporated the concept as a fully 
integrated aspect of its youth program, sustaining the 
practice of providing healthy meals to participants be-
yond the initial financial gift. This enabled the program 
to better fulfill its long-standing commitment to healthy 
food.

In another case, Windy City Harvest opted not to imple-
ment a programmatic change suggested by a funder. 
In this situation, Windy City Harvest program and fund-
raising staff met with representatives from a potential 
corporate funder. Offering the possibility of one million 
dollars and farmland, they proposed that Windy City 
Harvest change its educational approach to incorporate 
growing techniques that were at odds with the organic 
growing practices they were committed to teaching in 
their programs. Fortunately, prior to the meeting, Chi-
cago Botanic Garden leadership assured fundraising 
and program staff that while they welcomed the con-
versation, the Chicago Botanic Garden had a policy that 
programmatic changes would not be considered if they 
did not align with the goals, values, or strategic direc-
tion of the program, regardless of the amount of the 
potential gift. The Chicago Botanic Garden respectfully 
explained this position and the conversation ended.

Meeting Funder Expectations
Donor relationships begin with initial conversations 
and a proposal that sets standards and expectations. 
Articulating manageable outcomes is an important role 
of grant seekers, as it helps funders understand the 
realities of implementation. Outcomes focus on the 

program goals that are most important to the funder, 
determined through careful review of the published 
guidelines and candid conversations with funding staff.

Program and fundraising staff establish anticipated 
outcomes and metrics for determining success. Logic 
models that outline anticipated outcomes can be help-
ful and are sometimes required by private foundations 
and government agencies. This logic model example 

https://www.dropbox.com/scl/fi/gz5b45bog6oen618uq19d/VeggieRx-Logic-Model.doc?dl=0&rlkey=wkg30j3187p1pln6whgju7vh7
https://www.dropbox.com/scl/fi/gz5b45bog6oen618uq19d/VeggieRx-Logic-Model.doc?dl=0&rlkey=wkg30j3187p1pln6whgju7vh7
https://www.dropbox.com/scl/fi/gz5b45bog6oen618uq19d/VeggieRx-Logic-Model.doc?dl=0&rlkey=wkg30j3187p1pln6whgju7vh7
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ing and Urban Development, the Chicago Department 
of Family and Support Services continues to support 
Windy City Harvest Corps’ work with transitional jobs 
programming.

Finding sustained sources of support from government 

https://www.hud.gov/
https://www.chicago.gov/city/en/depts/fss.html
https://www.chicago.gov/city/en/depts/fss.html
https://www.imls.gov/
https://www.imls.gov/
https://www.imls.gov/grants/grant-programs
https://www.imls.gov/grants/apply-grant/sample-applications
https://www.usda.gov/topics/farming/grants-and-loans
https://nifa.usda.gov/funding-opportunity/community-food-projects-cfp-competitive-grants-program
https://nifa.usda.gov/funding-opportunity/community-food-projects-cfp-competitive-grants-program
https://nifa.usda.gov/program/beginning-farmer-and-rancher-development-program-bfrdp
https://nifa.usda.gov/program/beginning-farmer-and-rancher-development-program-bfrdp
https://www.imls.gov/
https://www.imls.gov/
https://www.usda.gov/topics/farming/grants-and-loans
https://www.usda.gov/topics/farming/grants-and-loans
https://www2.illinois.gov/dceo/Pages/default.aspx
https://www2.illinois.gov/dceo/Pages/default.aspx
https://www.hud.gov/


/urbanagriculture/veggieRx
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Other
Rising demand for farm tours, workshops, and special-
ty classes led Windy City Harvest to offer these op-
portunities for a fee, with reduced rates for nonprofit 
organizations and some scholarships for individuals. 
Currently, Windy City Harvest offers a one-hour group 
tour and a two-and-a-half-hour farm experience that in-
cludes team-building exercises and farm work. Special-
ty classes are offered in a variety of subjects, including 
aquaponics, season extension, value-added products, 
and other related topics designed to help gardeners get 
the most production out of a small space. Windy City 
Harvest has changed the structure, content, and cost 
of these workshops over the years based on customer 
feedback. Windy City Harvest staff have found that of-
fering workshops at a variety of levels of engagement 
and cost has been one way to engage a wide audience 
and supplement earned revenue.

Tours, workshops, and classes achieve two significant 
objectives for Windy City Harvest: they broaden its 
reach to younger and older audiences, and present a 
consistent yet informal way to engage partner organiza-
tions and individuals.

Windy City Harvest’s earned income activities reflect a 
strong entrepreneurial spirit that emerged in the early 
days of Youth Farm. Participation in National Foundation 
for Teaching Entrepreneurship programs, for example, 
led to money-making ventures such as tool-sharpening 
services. This outlook has served the program well, 
turning many situations into opportunities rather than 
obstacles. The number of requests for tours can be 
overwhelming, but staff have learned to balance these 
requests. Windy City Harvest now has one staff person 
who fields all inquiries for tours and works with Windy 
City Harvest staff to identify which site can host them. 
Windy City Harvest’s flexibility, reliability, and the Chi-
cago Botanic Garden brand have made it an attractive 

/urbanagriculture/tours
/urbanagriculture/tours
/adult_education/windy_city_harvest
/adult_education/windy_city_harvest
https://www.nfte.com/
https://www.nfte.com/
https://www.dropbox.com/s/30xlmvablf3cjdy/WCH%20Budget%20Format.xls?dl=0
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and land next door to the Youth Farm. Chicago Botanic 
Garden fundraising staff began pursuing donors. Initial-
ly, the fundraising was conducted at relatively low lev-
els, since the Chicago Botanic Garden was also raising 
funds for major projects at the Garden that competed 
for staff time and focus. The slow pace allowed program 
staff and Lawndale Christian Health Center to clearly ar-
ticulate expectations, and fundraising staff to cultivate 
new donors. Fundraisers also enlisted the help of a 
longtime foundation partner who served as a champi-
on in the process of attracting additional support. After 
seven years of planning and development, the Farm on 
Ogden opened in 2018.

Several qualities, circumstances, and strategies helped 
the Farm on Ogden become a reality. Patience, per-
sistence, shared values, complementary rather than 
similar services, and comparable organizational size 
and strength—all contributed to building an effective 
partnership between Lawndale Christian Health Center 
and the Chicago Botanic Garden. Further benefiting the 
process were the similarities of approach among key 
leaders who focused on taking time to find the right an-
swer and maintaining open minds on how to make it 
work. By enlisting assistance from private foundation 
staff familiar with the program, the project broadened 
its support within the philanthropic community.

Communications and  
Marketing
Communications and marketing staff are responsible 
for publicizing a brand identity that is consistent with 
the vision and mission of the institution. As public gar-
dens diversify their programming, marketing and public 
communications materials should capture the entirety 
of these programs. Beyond the practical work of tell-
ing members and the public what the organization is 
doing—often beyond its home location—this com-
munication helps attract more funding and builds the 
organization’s overall image. That image may come in 
smaller pieces, describing individual programs and spe-
cial events, but communications and marketing work to 
keep this curated image in the public eye.

An open and collaborative relationship between com-
munications/marketing staff and program staff is par-
amount. Strengthening internal PR, and “selling” your 

program so it gets the institutional support it needs is 
an ongoing activity. This is particularly true for gardens 
that are admission-based and marketing staff’s prima-
ry concern is getting people through the gate. Under 
these conditions, communicating the achievements of 
a program like urban agriculture training may take lon-
ger and not generate the crowds, but it is important to 
keep this communication on the front-burner.

As information is increasingly consumed in a digital 
format, marketing has become largely defined by dig-
ital media, where website development, social media 
presence, and even podcast communications are the 
primary means of communicating an institution’s brand 
identity. On the one hand, this gives tremendous pow-
er to marketing and communications staff in terms of 
content control; on the other, it requires a larger com-
munication staff to manage that media, increasing the 
potential for innovative storytelling that will stand out in 
the glut of digital content.

A program in a high-profile location with lots of foot 
traffic can powerfully communicate urban agriculture 
initiatives to a much broader audience. This, in turn, 
works to connect with potential funders and partners 
who can appreciate media buzz. For the Chicago Bo-
tanic Garden, the McCormick Place Rooftop Farm of-
fered a compelling opportunity to showcase its urban 
agriculture activities broadly. The novel conversion of a 
rooftop to a food growing environment, news features 
on trainees who work the site, seasonal harvests, and 
interviews with the catering chef offered a continual 
stream of publicity opportunities.

Infographics as Storytelling Tools
Communications departments help tell the story and broadcast it to influential audiences through a variety of 
platforms. Infographics can be especially valuable for quickly communicating the program to all stakeholders. The 
Windy City Harvest infographic concisely describes program participants, program outcomes, locations of opera-
tions, and their relative geography.

https://www.dropbox.com/s/sr7d0pyp6lyemoj/Map%20%26%20Infographic%20Combined%20v.8.pdf?dl=0
https://www.dropbox.com/s/sr7d0pyp6lyemoj/Map%20%26%20Infographic%20Combined%20v.8.pdf?dl=0
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https://www.wkkf.org/resource-directory/resources/2004/01/logic-model-development-guide#back=https://www.wkkf.org/resource-directory#pp=10&p=2&f1=w.k.-kellogg-foundation&f3=toolkit
https://www.wkkf.org/resource-directory/resources/2004/01/logic-model-development-guide#back=https://www.wkkf.org/resource-directory#pp=10&p=2&f1=w.k.-kellogg-foundation&f3=toolkit


43| 42 |   Building Capacity for Urban Agriculture Programs: Tools from the Windy City Harvest Model

Data Collection for Windy City 
Harvest’s programs
Some of the measures that Windy City Harvest uses 
to determine strategic success are general measures 
collected across multiple programs and aligned with 
Windy City Harvest’s strategic goals. Other measures 
are specific to individual programs, and reflective of 
particular program goals. Sometimes, measurement 
approaches developed for one program can be adapted 
for another. For example, Windy City Harvest’s Youth 
Farm has developed a range of strategies for measuring 
success that have been adapted for the Windy City Har-
vest Corps transitional jobs program. Additionally, some 
of the tools that Windy City Harvest uses to collect or 
measure data have emerged through partnership activ-
ities. For example, aspects of data collection protocols 
for Windy City Harvest’s Apprenticeship Program and 
VeggieRx Program reflect the programs’ connections 
with the community college system and the University 
of Illinois, as well as Chicago’s nutrition program. The 
following section takes a closer look at the measures 
collected by each Windy City Harvest program.

Windy City Harvest’s Evaluation Tools and 
Measures
Windy City Harvest’s Youth Farm
Because the goal of Windy City Harvest’s Youth Farm 
is youth development, the program uses weekly feed-
back protocols so that program participants track their 
own program success. Students agree to a set of stan-
dards at the start of the program that clearly outlines 
community expectations, such as showing up on time 
and what to do if that is not possible. Consequences of 
violations of these community expectations are spelled 
out. All students receive performance feedback by par-
ticipating in weekly Straight Talk sessions. Growing 

/urbanagriculture/youthfarm
https://thefoodproject.org/product/growing-together/
https://thefoodproject.org/product/growing-together/
https://thefoodproject.org
https://www.dropbox.com/s/e7j48myaszhpp2j/2019%20Skill%20Assessment%20Pre%20and%20Post.xlsx?dl=0
https://www.selpractices.org/about
https://www.selpractices.org/about
https://www.selpractices.org/about
/urbanagriculture/corps
https://www.dropbox.com/s/i4dtz4tup7hwhoy/Community%20Standards%202019.docx?dl=0
https://www.dropbox.com/s/cvnhjs2gmz5f6cw/Violations%20chart%202019.docx?dl=0
https://www.dropbox.com/s/cvnhjs2gmz5f6cw/Violations%20chart%202019.docx?dl=0
/urbanagriculture/apprenticeship
/urbanagriculture/apprenticeship
/urbanagriculture/careers/incubator
https://nifa.usda.gov/program/beginning-farmer-and-rancher-development-program-bfrdp
https://nifa.usda.gov/program/beginning-farmer-and-rancher-development-program-bfrdp
https://www.dropbox.com/s/hxaqx6hjo4b1wnl/Incubator%20Farm%20Business%20Sales%20History.xlsx?dl=0
/urbanagriculture/veggieRx
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At Windy City Harvest, growing data and sales data 
are carefully tracked, documented, and analyzed each 
year. At the close of one growing season and in prepa-
ration for the following, responsible staff for each of 
Windy City Harvest’s 11 farm sites analyze results in 
the Windy City Harvest production review meeting. 
Each staff member notes favorite and most profitable 
crops and varieties; most essential tools; as well as 
pests, diseases, and best control methods. Crop plans 
and sales goals are assigned for the coming year, with 
expectations and due dates. Growers develop the crop 
plan with feedback from the production and sales team. 
Next, the crop plan is presented to staff. Once accept-
ed, seed orders are placed. An outline for the Produc-
tion Review process illustrates this analysis. 

Connecting Program Goals with Data  
Collection
Gathering and documenting relevant data is key to un-
derstanding how well a program strategy is achieving 
its intended goals. It also keeps funders, partners, and 
institutional leadership abreast of their investments, 
and helps track unanticipated outcomes when they 
arise. Carefully tracked data embedded into program 
operations is a critical way to answer basic queries 
about a program, such as demonstrating

• �whether program participants actually represent the 
program’s target audience;

• �which varieties of produce are best-performing and 
most in demand; and

• �actual earned income versus projected earned in-
come.

The role of mission in programmatic assessments is 
always considered. Invariably Windy City Harvest staff 
are asked why they do not sell at the popular Green 
City Market, located at the Lincoln Park Zoo and fre-
quented by residents of a relatively affluent area of Chi-
cago. The answer, carefully explained, is that part of the 
Windy City Harvest mission is to create access to high 
quality produce in communities that have experienced 

https://www.dropbox.com/s/tnf92mbevshdmr3/production%20review%20crop%20planning%20due%20dates%202020.docx?dl=0
https://www.dropbox.com/s/tnf92mbevshdmr3/production%20review%20crop%20planning%20due%20dates%202020.docx?dl=0
/urbanagriculture/corps
/urbanagriculture/apprenticeship
/urbanagriculture/apprenticeship
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https://rootsofsuccess.org/
https://rootsofsuccess.org/
https://rootsofsuccess.org/
https://www.publicgardens.org/resources/role-public-gardens-american-urban-agriculture-programming
https://www.publicgardens.org/resources/role-public-gardens-american-urban-agriculture-programming
https://rootsofsuccess.org/
https://www.selpractices.org/
https://www.selpractices.org/
https://homeboyindustries.org/our-story/global-homeboy-network/
https://rootsofsuccess.org/
https://www.themarketgardener.com/
http://fourseasonfarm.com
https://smallfarms.cornell.edu/
https://rodaleinstitute.org/
https://www.csacoalition.org/
https://pickyourown.org/countyextensionagentoffices.htm
https://sustainableaged.org/
https://www.youngfarmers.org/
https://nesfp.org/#
https://wallacecenter.org/
https://rootsofsuccess.org/
https://aquaponicsassociation.org/
https://attra.ncat.org/
https://www.dropbox.com/s/vcr3gp23wijb4pl/Pathways%20Project.pdf?dl=0
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