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Introduction !
In April 2010 Cultivating Community commenced a three month pilot project called the 
‘Small Townships Fruit and Vegetable Enterprise’ with funding from Melton Shire Council. 
The aim of the project was to increase the local supply and availability of fresh fruit and 
vegetables within the Shire of Melton, and improve the food security of the Shire’s small 
townships. !
This evaluation report attempts to evaluate the outcomes of the project, assess the 
sustainability of the pilot enterprises as well as capture the learnings from the process of 
developing and delivering this pilot project. !!!!!!!!!
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Recommendations for Melton Shire Council !
As a result of its implementation of the pilot phase of the Small Townships Fruit and 
Vegetable Enterprise Project, Cultivating Community recommends that Melton Shire 
Council: !

• Identify what it can do to appropriately support and facilitate the establishment 
and operation of community food enterprises in the Shire of Melton.   !

• Develop opportunities for communities to purchase fresh produce directly from 
local growers or via local fruit and vegetable retailers/wholesalers.   !

• Support communities interested in establishing food co-operatives by providing 
appropriate information, links to existing food co-operatives (i.e. Toolern Vale 
Food Co-operative) and access to Council funding opportunities, or directing 
communities to other sources of funding, if required. !

• Ensure that Council regulations and requirements are applied to community food 
enterprises in a way that does not hinder their establishment. !

• Provide access to Council venues and facilities for the operation of community 
food enterprises. !

• Support communities to undertake a feasibility process before establishing a 
community food enterprise. !

• Undertake consultation with local organisations to establish the interest in and 
opportunities for investigating the establishment of a not-for-profit mobile fruit and 
vegetable van in the Shire of Melton. !

• Support Diggers Rest residents to explore establishing a food co-operative. !
• Support the Diggers Rest residents to explore options for establishing a produce/

craft market linked to the redevelopment of the Diggers Rest train station. !
• Ensure that Toolern Vale Food Co-operative secures a reliable local produce 

supply arrangement. !
• Ensure Toolern Vale Food Co-operative is provided with an ongoing link to 

Council so they can access support or guidance when required.  !
• Undertake initial discussions internally and with the Eynesbury developers about 

the options for allocating space for a community garden/urban orchard in the 
Eynesbury development.   !

• Facilitate interested Eynesbury residents to explore the community interest, 
requirements and process for developing a community garden or urban orchard in 
the Eynesbury development.  !

• Explore food security interventions targeted at the Sundowner Caravan Park in 
Rockbank in conjunction with local welfare agencies.  !

• Explore developing a project to work with schools, including Exford and Toolern 
Vale Primary Schools, to look at how they can support healthy eating amongst 
students and the broader community. !
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Background !
Small Townships Fruit and Vegetable Enterprise- Pilot Project !
In 2005 Melton Shire Council received funding from VicHealth’s Food for All Program to 
undertake a project which aimed to reduce systemic and infrastructure fresh food 
barriers.  Melton Shire Council was selected to participate in this program because the 
residents of the Shire were identified as being more likely to face food disadvantage and 
food insecurity than those in other local government areas, with Melton Shire ranking 10th 
on the SEIFA index of disadvantage. This is supported by Community Indicators Victoria 
data that showed that 5.7% of Melton Shire residents had experienced food insecurity in 
2007 (Melton Shire Council 2010). !
In February 2010 Melton Shire Council conducted a household survey in each small 
township to identify community interest, need and support for local access to fresh fruit 
and vegetables, and preferred service models. In April 2010 Melton Shire Council 
undertook a tender process for a pilot project called the ‘Small Townships Fruit and 
Vegetable Enterprise’.  The tender was to receive funding to undertake a three month 
pilot project to trial a number of community food enterprise models in the small townships 
of Diggers Rest, Toolern Vale, Exford, Eynesbury and Rockbank.   These townships had 
been identified as part of Melton’s Food For All project as being ‘fresh food deserts’ as 
they lacked an option for residents to buy fresh fruit and vegetables locally.   !
Melton Shire Council’s aim for the pilot project was to increase local supply and 
availability of fresh fruit and vegetables within the Shire, and reduce small township 
barriers to food security. 
  
The objectives of the pilot project were to: 

• Establish and implement an outreach small township fruit and vegetable service 
model, designed to increase fruit and vegetable access for healthy eating. 

• Plan for ongoing viability and sustainability of fresh fruit and vegetables outreach 
service provision in small townships throughout the Shire. !

The possible community enterprise models to be trialled included: 
• Fixed markets, 
• Mobile markets, 
• Food co-op/buying group, 
• Supplying local store, 
• Home/school box delivery and 
• Other agreed community-identified model. !

Subsequently Cultivating Community won the tender to undertake the pilot project as a 
result of its experience developing community food enterprises as well as its role in 
undertaking a feasibility study for the establishment of a ‘Western Region Community 
Food Enterprise’.  The learnings from this pilot project will contribute to any future 
development of the Western Region Community Food Enterprise.  !!
Cultivating Community 

Cultivating Community is a not-for-profit organisation that has grown out of supporting the 
community garden projects in inner-city public housing estates.  It has evolved into an 
organisation that promotes and supports the development of environmentally sustainable 
agricultural practices, environmental education, food security and social inclusion. 
Cultivating Community employees work supporting community gardens, supporting 
school gardens, developing food security initiatives in local councils and providing 
produce to improve fresh food access for community members in identified ‘food deserts’. 
In all of Cultivating Community’s activities it aims to strengthen community and 
strengthen community links with the environment.   !
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Cultivating Community has successfully run two community fresh food markets on the 
Fitzroy and Collingwood public housing estates for over 5 years. The markets were 
established as a not-for-profit social enterprise that aims to increase access to fresh, in 
season, local and affordable produce to people living on the public housing estates.   This 
has given Cultivating Community experience in the retailing of fresh fruit and vegetables 
as well as the sourcing of fresh produce from Melbourne’s wholesale produce markets.   !
Cultivating Community has seen and believes in the benefits that community food 
enterprises, such as community markets, can have to community health and wellbeing.  It 
believes there is an important role for the organisation to play in sharing its experience 
and supporting the development of other community food enterprises. !!!
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Findings and Discussion !!
Pilot project model !
Some of the greatest learnings gained from this project have been related to how best to 
support the development of community food enterprises. The townships selected to be 
part of the pilot project were initially identified because of their lack of local access to 
fresh fruit and vegetables.  The survey undertaken by Melton Shire Council was also an 
initial step in gauging interest, need and support in the townships in having access to 
fresh fruit and vegetables in their community.  This interest and support within the local 
community was further explored by Cultivating Community through face-to-face 
consultation, including community meetings and one-on-one meetings, with identified 
local stakeholders including schools, community groups and local leaders. As a result of 
this process and with five communities targeted as part of this project, community food 
enterprise models were only significantly piloted in three of these communities (Diggers 
Rest, Toolern Vale and Exford).   !
It is important to recognise that there are other important factors, other than community 
demand for a local option for purchasing fruit and vegetables, that make a community-led 
food enterprise successful including: 

• Community interest and drive to lead the development and ongoing management 
of a community food enterprise.   

• Volunteer capacity and commitment. 
• Access to resources including equipment. 
• Local organisational support. !

While these factors where explored to some extent as part of the pilot project through 
community meetings and consultation with local organisations/groups, they were not 
addressed to the level that Cultivating Community usually would when working with 
communities to establish community gardens.  This process involves at least five 
meetings spread over a number of months to work with communities through the process 
of exploring interest and options for a community garden, and planning for the 
establishment of a community garden.  While this process has been developed for the 
establishment of community gardens, the principles can be applied to any community-led 
project. In particular, allocating sufficient time and planning a sufficient number of 
meetings to promote the opportunities and concepts to the community, to gauge 
community interest and needs, and to work with interested communities to develop and 
test ideas.  As a result of the short time-frame of the pilot project, Cultivating Community 
only held one or two meetings in each township within a short time-frame before 
establishing the pilot enterprises.   This resulted in fewer opportunities to engage a broad 
cross-section of the community, and time for community members to develop their 
understanding of community food enterprises. !
The experience of Cultivating Community in developing community food projects is that in 
order to be sustainable community food enterprises rely heavily on volunteer 
commitment, local organisational support and some level of ongoing funding.  Therefore it 
needs to be clear if there is a local commitment and access to required resources before 
proceeding with the establishment of a community food enterprise.   !
This pilot project also highlighted the reality of the timeframes required for successful 
community development projects. Community development processes require investment 
of time and resources not allowed by this three month pilot project.  In addition 
community food enterprises generally need a significant pilot period, generally 6-12 
months, in which to test the assumptions of the feasibility process, establish efficient 
operational processes and make required changes to the model. To do this as part of this 
pilot project would have required significantly more financial investment. !
The Cultivating Community project tender referred to an application to the Department of 
Planning and Community Development (DPCD) for funding to undertake business and 
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operational planning for the Western Region Community Food Enterprise.  It was 
identified that if successful funding could potentially be used to continue the work to 
support the community food enterprises established in the Shire of Melton.  Cultivating 
Community did not find out it had been successful in receiving this funding until late in the 
pilot project.  At this stage it had been identified by Cultivating Community that there were 
not the organisations or community members with the capacity in Exford and Diggers 
Rest to take responsibility for a community food enterprise. Additionally it was not seen as 
viable for Cultivating Community to continue to support these enterprises in the manner 
originally anticipated due to the findings that they were not sustainable without ongoing 
funding, and if there was not a local organisation/group who would take a lead to operate 
these enterprises in the longer-term. Rather, it was decided that the development of 
business planning and operational tools and resources for use by community food 
enterprises, would be a more appropriate use for this funding. !!
Community consultation 
  
Community consultation and engagement is an important part of the establishment of 
successful community food enterprises. While the community survey undertaken by the 
Melton Shire Council prior to the pilot project did provide some guidance to the 
development of the project it could not replace the face-to-face consultation and 
engagement. This is because survey results cannot be interpreted as a comprehensive 
reflection of community opinion due to the generally low response rates.  In addition the 
lack of context in which survey questions are asked (i.e. residents lacked background 
information on their preferred community enterprise model) is a consideration. !
Cultivating Community undertook to ensure that the pilot project was responsive to 
community needs by: 

• Holding community information sessions held at times identified as appropriate by 
Council staff and local stakeholders. 

• Attending existing community meetings/forums including residents group 
meetings. 

• Meeting with key local stakeholders identified through consultation with Council 
staff. 

Cultivating Community found that it was more effective to reach community members 
through existing community meetings/forums than holding community information 
sessions about the pilot project.  The lack of community response to community 
information sessions could be for a number of reasons, including community members 
having ‘community consultation fatigue’. A limitation of this approach was that in some 
cases the timing of the existing community meetings/forums did not fit with the short 
timeframe of the pilot project, plus there is a tendency to reach the ‘usual-suspects’ in the 
community. It was also effective to engage with important local stakeholders like schools 
with their established relationships with community members. These could be built on, 
rather than having to start this relationship building with the community from scratch, 
which was an advantage.  !
Cultivating Community found that this process took a lot longer than was outlined in the 
pilot project plan, particularly in Exford, Toolern Vale, Rockbank and Eynesbury where 
existing relationships had not been developed.  As a result a lot of time was taken up in 
establishing relationships, explaining concepts, and gauging the level of interest and 
commitment from key stakeholders in each township.  The level of interest and 
commitment from local stakeholders was limited by their own existing commitments within 
the short time-frame of the pilot project.  While many local stakeholders were keen to 
support an initiative to increase access to fresh fruit and vegetables they were not able to 
commit significant time and resources to an initiative with so little lead time.  !
The community consultation process employed in this project did help to identify 
community interest in and preference for the type of community food enterprise to be 
piloted in the townships.  It also contributed to identifying appropriate venues and times to 
operate these enterprises, existing equipment available and interested volunteers.  It did 
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not, however, fully explore the local commitment and capacity to manage and operate 
these enterprises in the long-term.    !!
Diggers Rest !
Diggers Rest was the first township to commence with a pilot of a community food 
enterprise. This was a result of the existing relationships Cultivating Community had in 
the community, that had developed through its previous work to explore the 
establishment of a market in Diggers Rest.   A key community member in Diggers Rest 
had been involved in a working group to explore the establishment of the Western Region 
Community Food Enterprise.  The establishment process was also helped along by 
having a community development worker based in Diggers Rest who had existing 
community connections and processes in place for engaging the community.  However 
this high level of community engagement, along with existing community division, also 
resulted in an unexpected amount of the Cultivating Community project workers’ time 
being used working through issues with the Diggers Rest volunteers and community.   
Because of the limited hours of employment of the project worker this meant there was 
less time available to work with the other communities in the pilot project. This could have 
been better managed by more clearly communicating the time limitations to the Diggers 
Rest volunteers.  !
The enterprise model selected by the Diggers Rest community was a fixed community 
market to operate every Friday between 2pm-4pm.  This decision was influenced by the 
poor outcomes of a mobile fruit and vegetable service “Veg Out Van” trialled a number of 
years ago in the community.   Initially the market operated outside and then inside the 
Diggers Rest Family Services Centre but was moved to the Diggers Rest Community Hall 
due to the need for more space and a time conflict.  The pilot Diggers Market ran for 16 
weeks from 14 May to the 27 August 2010. The weekly sales, customer and profit/loss 
figures are listed in the table below.  This table shows that the customer numbers and 
average customer spend at the market were relatively inconsistent, making it difficult to 
effectively order produce to reduce wastage and financial losses. Some reasons for this 
inconsistency in numbers could be related to: 

• the limited operation hours of the market compared with the flexible hours offered 
by other outlets such as supermarkets,  

• the venue for the market, which was not highly visible,  
• the operation of the pilot during the colder/wetter months of the year, and 
• perceptions of the quality of produce. !!

In order to meet customer needs and to reduce wastage, produce orders were developed 
using: 

• information on what is in season,  
• observation of produce and quality from previous week, 
• records of quantities of produce sold and leftover from the previous week, and 
• produce requests from customers. !

This process could have been improved by supporting the market volunteers to 
undertake this task.  They may have had a better understanding of local preferences and 
tastes, as well as the ability to consult directly with community members when developing 
the order.  !

Date Produce costs Produce sales Profit/loss on 
produce

Number of 
customers

Average 
customer buy

14-May-10  $      739.00 $454.60 -$284.40 52 $8.74

21-May-10  $      608.30 $408.75 -$199.55 47 $8.70

28-May-10  $      452.50 $334.20 -$118.30 40 $8.36
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!
The volunteers, customers and other stakeholders identified that the key benefits of the 
Diggers Market were: 

• Increased fruit and vegetable consumption in the community through 
convenience and providing access to people who don’t drive. 

• Encouraged customers and volunteers to try new fruit vegetables. 
• Exposed children within the community to fruit and vegetables. 
• Promoted healthy eating within the community. 
• Provided an opportunity for volunteers and community members, particularly 

isolated older people, to meet new people and make social connections.  
• Increased volunteers’ understanding of fruit and vegetable seasonality, handling, 

storage requirements and quality control. 
• Helped volunteers to develop skills in weighing and calculating produce costs, 

money-handling, customer service and small business marketing. 
• Helped volunteers to develop some limited understanding of the financial 

management and administration of a small business. !
It was also identified by these stakeholders that the limitations to the success of the 
Diggers Market were: 

• Insufficient upfront training for volunteers in how to manage and operate the 
community market, including project planning and decision-making, produce 
ordering, stock control and financial management. 

• Volunteers limited understanding of what was involved in running the market 
prior to its establishment. 

• Limited community involvement in management and decision-making about the 
market. 

• The market’s location at the community hall which was not highly visible and did 
not have high levels of foot traffic.  However the market volunteers decided it 
would further confuse customers if the market moved venue again during the 
pilot phase. 

• The timing of the market which did not meet the needs of community members 
who work.  While this was raised during the pilot phase many of the volunteers 
expressed that they would not be able to volunteer if the market times were 
changed to evenings or weekends, and that they felt the existing times suited 
parents and older people. 

3-Jun-10  $      418.00 $336.20 -$81.80 41 $8.20

10-Jun-10  $      357.50 $285.10 -$72.40 37 $7.71

18-Jun-10  $      345.00 $310.40 -$34.60 35 $8.87

25-Jun-10  $      206.50 $224.70 $18.20 23 $9.77

2-Jul-10  $      336.40 $175.55 -$160.85 22 $7.98

9-Jul-10  $      204.50 $176.50 -$28.00 19 $9.29

16-Jul-10  $      287.00 $231.60 -$55.40 22 $10.53

23-Jul-10  $      224.70 $304.65 $79.95 35 $8.70

30-Jul-10  $      339.10 $318.75 -$20.35 40 $7.97

6-Aug-10  $      410.00 $356.10 -$53.90 37 $9.62

13-Aug-10  $      327.60         $ 268.85 -$58.75 22 $12.22

20-Aug-10  $      283.00  $ 290.20 $7.20 29 $10.01

27-Aug-10  $      288.74  $ 369.50 $80.76 32 $11.55

Total  $   5,827.84 $4,845.65 -$982.19 533  

Average  $      364.24 $302.85 -$61.39 33.3125 $9.26
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• The short three month pilot period was not sufficient to establish and make the 
changes needed to properly test the viability of the market.  

• Inconsistency of produce quality and range due to produce being purchased the 
previous day, some produce being shared with Exford mobile market and the 
carry over of produce from the previous week.   

• The advertising of the free volunteer produce boxes which provided a basis for 
some community members to criticise the market and the volunteers.  This also 
generated negative feelings amongst volunteers about their involvement and 
was at odds with the notion of social enterprise. !

Despite the recognition that the Diggers Market was welcomed by community members, 
the experience of operating the market showed that for this delivery model to continue 
beyond the pilot project would require ongoing funding to subsidise market activities 
which is not currently available, as sales levels were not sufficient to ensure the financial 
independence of the market.  However, discussions with market volunteers have 
highlighted the need for a community food enterprise in Diggers Rest, such as the 
Diggers Market, because of the large number of people in the community who cannot 
easily access fresh produce, in particular older people, mums with kids and residents 
without cars. The volunteers also recognise the value of the market in providing an 
important and enjoyable opportunity for them to work with other community members to 
contribute to their local community, and for residents to meet, socialise and build new 
friendships. As a result the Diggers Market volunteers have undertaken to explore the 
establishment of a food co-operative to ensure the ongoing availability of fresh produce in 
Diggers Rest and to maintain their community connections.  They have also expressed 
that in the longer term they would be interested in exploring the development of a broader 
craft/produce market utilising the new car-park to be built at Diggers Rest train station.  
This has the potential of not only providing access for the community to fresh fruit and 
vegetables, but could also be an important strategy for building social cohesion in a 
rapidly growing community. !!
Exford !
After initial consultation with Melton Shire Council staff it was identified that due to Exford 
being a dispersed community lacking a ‘town centre’, that the only real community focal 
point was the Exford Primary School.  After conversations with the Exford Primary School 
principal it was identified that the school was supportive of hosting a community food 
enterprise and would be able to engage parents as volunteers to operate the enterprise. 
Based on this information a decision was made to trial a mobile fruit and vegetable van 
stop at Exford Primary School on Thursday afternoon between 2.30-4pm to coincide with 
after school time and the produce buying on Thursday morning. !
The mobile fruit and vegetable van operated at Exford Primary School from 17 June 2010 
to the 16 September 2010 with a two week break for the school holidays. As the table 
below shows the initial weeks of operation of the mobile fruit and vegetable van showed a 
fairly consistent rise in customer numbers.  However this started to drop off in August 
which may have been related to the poor weather conditions.  While Exford overall 
showed reasonable consistency in customer numbers, the few weeks where there were 
significant drops in customer numbers meant that overall a loss was made on produce.  
This highlights the difficulties in making this a financially sustainable model.    !
Date Produce 

costs
Produce sales Profit/loss on 

produce
Number of 
customers

Average 
customer buy

17-Jun-10 $345  $   214.15 -$  130.85 30  $          7.14 

24-Jun-10 $206.50  $   297.15  $     90.65 35  $          8.49 

15-Jul-10 $287  $   314.25  $     27.25 35  $          8.98 
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!
The volunteers, parents and school staff at Exford identified that the key benefits of the 
mobile fruit and vegetable van were that it:   

• Provided convenient access to parents to buy fruit and vegetables. 
• Provided produce at a better price and quality than the supermarket. 
• Provide an opportunity for children to become familiar with selecting and buying 

fruit and vegetables. 
• Provided an opportunity for children to become familiar with and taste different 

types of fruit and vegetables. 
• Increased fruit and vegetable consumption of the school children by making it fun 

and accessible. 
• Provided a regular healthy social event at the school. 
• Increased volunteers understanding of fruit and vegetable seasonality, handling, 

storage requirements and quality control. 
• Helped volunteers to develop skills in weighing and calculating produce costs, 

money-handling, customer service and small business marketing. !!
They also identified that limitations on the success of the mobile fruit and vegetable van 
were: 

• The poor timing of the pilot over the colder months of the year. 
• The limited pilot period that did not allow for customer numbers to build. 
• The limited promotion of the van beyond the school community.  Promoting the 

market to the wider community proved challenging due to Exford’s dispersed 
community, and the fact that a significant proportion of new landowners were not 
yet residing in the area. !

While the Exford School Primary School staff, volunteers and parents felt that there were 
great benefits in operating a community food enterprise at the school it was identified that 
there was not the capacity within the school or school community to manage and operate 
a community food enterprise themselves beyond the pilot stage.  In particular that: 

• The school was not able to take on financial responsibility/management of a 
community food enterprise as it was outside their core business. 

• There was lack of interest/capacity within the school community to take on 
management/financial responsibility for an enterprise. 

• Many parents bought from the mobile fruit and vegetable van because it provided 
convenience and choice. Other models, such as food co-operatives, which 
required time input from parents, would not be attractive to them as they could 
more conveniently purchase fresh produce in Melton (where according to school 
staff most parents lived).   !!

Toolern Vale !

22-Jul-10 $224.70  $   330.40  $  105.70 38  $          8.69 

29-Jul-10 $339.10  $   347.85  $       8.75 39  $          8.92 

5-Aug-10 $410  $   318.60 -$    91.40 35  $          9.10 

12-Aug-10 $327.60  $   214.00 -$  113.60 20  $        10.70 

19-Aug-10 $283.00  $   296.50  $     13.50 30  $          9.88 

26-Aug-10 $288.74  $   301.85  $     13.11 28  $        10.78 

2-Sep-10 $372.00  $   278.00 -$    94.00 25  $        11.12 

9-Sep-10 $263.00  $   258.05 -$       4.95 25  $        10.32 

Total $3,347  $3,170.80 -$ 175.84 340  

Average $304.24  $   288.25 -$   15.99 30  $       9.47 
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Through initial consultation with Melton Shire Council workers it was identified, as with 
many small communities, that the primary school in Toolern Vale was a key community 
focal point.  Resulting discussions with the Toolern Vale Primary School principal 
identified that the school had a newly established kitchen garden as well as parents with 
connections to local growers. It was decided that these factors as well as at the interest 
from the school made it a good starting point to establish a community food enterprise in 
Toolern Vale.  Further consultation with parents and community members identified 
interest in trialling a food co-operative.   !
The co-operative operated with the support of the pilot project from the 15th July to 16th 
September 2010 and will recommence at the beginning of school term 4. The co-
operative commenced at the beginning of school term 3 with an initial 11 households, 
which has grown to approximately 15 households.  The co-operative’s establishment 
attracted interest from other community members with an additional 7- 8 households on a 
waiting list to establish a new ‘unit’ of the co-operative.  With input from Cultivating 
Community the Toolern Vale Food Co-operative members have been able to successfully 
establish themselves and negotiate the challenges of working in a co-operative manner 
by utilising the co-operative members’ problem solving and mediation skills.  !
Those involved in the Toolern Vale Food Co-op have identified a range of benefits from 
being involved in the co-operative including: 

• Cheap prices for fruit and vegetables with price comparisons undertaken by co-
operative members showing they were getting produce at approximately 30% 
less than at the supermarket. 

• Greater freshness of produce compared to supermarket produce. 
• Increased understanding of seasonality of produce, produce handling and 

operation of wholesale fruit and vegetable markets. 
• Developing capacity working together with others to make communal decisions 

and manage conflict. !
The co-op members also identified there have been a number of challenges in 
establishing and operating the food co-op including: 

• Making communal decisions about what produce to buy. 
• Managing internal conflicts and ensuring a sense of fairness in produce 

distribution. 
• Identifying a local source of affordable produce for beyond the pilot project. The 

initial discussions with local fruit and vegetable retailers did not yield an 
appropriate arrangement.  Cultivating Community has continued to supply the co-
operative as an interim measure until another more sustainable arrangement can 
be made.  !!

Eynesbury !
After initial conversations with key local stakeholders and a community consultation 
session in Eynesbury it was decided not to proceed with the trialling of a community food 
enterprise.  There were a number of reasons for this including: 

• A lack of interest from the community in establishing a community food enterprise. 
• The small number of residents currently living in Eynesbury. 
• The high mobility of Eynesbury residents which meant all their current food 

shopping was done outside the community. 
• The relatively high socio-economic status of residents which meant that they were 

at a low risk of food insecurity. 
• Future plans for the development of Eynesbury which include provision for a retail 

shopping strip. !
During the community consultation process there was significant interest identified 
amongst residents in establishing a community garden as part of the Eynesbury 
development as well as the use of edible plantings i.e. urban orchards.  Further 
discussions with the Eynesbury Community Association Officer, Ian Matthews, concluded 
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that it would be better to proceed with further exploration of the options with residents 
once a significant number of the new residents had moved into the housing development 
in late 2010/early 2011.    !!
Rockbank !
Initial attempts to engage the community in Rockbank via community consultation 
sessions failed through lack of interest and attendance.  Through further discussions with 
Melton Shire Council staff it was identified that the Sundowner Caravan Park located in 
Rockbank was a key location within the community for targeting people who may be 
facing food insecurity.  As with many other urban caravan parks the Sundowner Caravan 
Park provides housing for many people who are facing housing difficulties.  However 
further investigation suggested that the previous attempts by Melton Shire Council to trial 
a fruit and vegetable van at the Sundowner Caravan Park had resulted in a negative view 
of this type of initiative, and as a result would make it difficult to pilot a similar service at 
the caravan park. It was suggested that the Rockbank Primary School was the key point 
for engagement within the community and organisational support.  !
As a result a decision was made to trial the mobile fruit and vegetable van at the 
Rockbank Primary School, as it was also seen as a good starting point for finding 
volunteers.  Despite the interest and support from the Rockbank Primary School principal, 
attempts to engage school parents as volunteers resulted in only one volunteer.  One 
mobile fruit and vegetable stop was made at the school which only yielded two 
customers.  There was feedback from the school principal that the timing of the pilot was 
not particularly good for the school as a result of other time and resource commitments.  
While more effort to engage the school and wider community in Rockbank may have 
yielded more community interest and support the timeframe and limited resources of the 
pilot project did not make this viable. !!
Donated produce !
One of the partly unintended positive outcomes of the pilot project was the provision of a 
large amount of fresh fruit and vegetables to a local emergency relief provider.  Over the 
period of the pilot project approximately $1500 wholesale value worth of fresh produce 
leftover from the operation of the Exford and Diggers Markets was donated to Ponds Inc., 
a local emergency relief provider.  The feedback from Ponds Inc. was that fresh produce 
was an important supplement to packaged and prepared foods they were able to access 
through the VicRelief FoodBank.  Additionally they commented that the quality and 
freshness of the produce was better than that of produce donated through other sources.  
This feedback highlights the difficulties for emergency relief providers in ensuring that 
they are able to provide healthy and good quality produce to clients.  This issue will 
hopefully be in part addressed by the Melton Shire Council’s Melton Food Project which 
is helping to source fresh produce donations from local supermarkets for local 
community-based food programs, including emergency food relief providers. !!
Cultivating Community’s role !
The operation of this pilot has also produced some important learnings for Cultivating 
Community about its role in operating and supporting community food enterprises.  Some 
of the key learnings for Cultivating Community are:   

• That the staff time required for Cultivating Community to manage and operate 
community food enterprises in the Shire of Melton was a lot higher than expected.  
As a result of Cultivating Community being based in Richmond a significant 
amount of staff time was used commuting and managing the logistics of 
transporting equipment and produce from site to site. 
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• Any efficiencies in time and cost in combining the produce buying for a number of 
community food enterprises was offset by the increased time and cost 
requirements to manage enterprises across a large geographical area. 

• A small, tightly funded not-for-profit organisation Cultivating Community cannot 
afford to absorb the costs associated with administering a pilot project and 
therefore when developing budgets for funding must aim for full cost recovery. 

• The structure of the pilot project did not fully fit with Cultivating Community’s 
community development approach to working with communities and resulted in 
compromises in organisational values. 

• Cultivating Community’s direct management, financial responsibility and operation 
of food enterprises in communities means that ultimate decision making power 
about the direction and future of enterprises is held by Cultivating Community.  
This centralised decision-making limits the ability of communities to have the 
ultimate decision-making power about the future of the food enterprises in their 
community, which is in conflict with Cultivating Community’s community 
development and empowerment values. 

• An important part of a community development approach is capacity building. In 
order for the local communities in the pilot project to manage the community 
enterprises beyond the pilot phase there needed to be significant effort to identify 
the current capacity within the community and to provide opportunities to fill skills 
or knowledge gaps.  Sufficient time was not allocated in the pilot project to fully 
undertake this process prior to establishment of, and during the operation of, the 
pilot enterprises. 

• To manage and operate an enterprise supplying produce to community food 
enterprises or projects efficiently and viably, Cultivating Community would require 
staff with knowledge and skills in business management, the fresh produce 
industry, and transport and logistics.  

• In order to make the operations of a produce supply enterprise as financially 
viable as possible staff costs need to be kept to a minimum, staff cannot be paid 
project worker wages to transport produce.    

• There was limited understanding of the resource requirements, establishment 
timeframes, and the limitations of community food enterprises amongst 
stakeholders in the Shire of Melton.  Cultivating Community’s failure to clearly 
communicate and re-enforce this with stakeholders resulted in unrealistic 
expectations of what the pilot could achieve. !!!
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Community Food Enterprise Models !
A significant outcome of this pilot project was the practical learnings about the benefits 
and limitations of the community food enterprises models trialled as part of the project.  !!
Fixed community market !
The identified benefits of fixed community markets are:  

• Improved access to fresh and affordable fruit and vegetables to a broad range of 
community members. 

• Provision of opportunities for community members to access free or reduced-cost 
fruit and vegetables in return for volunteering. 

• Provision of opportunities and training for volunteers to develop new skills in 
running a small business.   

• An increased number of opportunities for social interaction in the local community. !
The identified limitations of fixed community markets are they: 

• Cannot generate enough income through trade to support their operations.  
Therefore they require ongoing funding for staffing, consumables and to cover 
potential losses on produce.   

• Need a high level of organisational support. 
• Carry a fairly high level of financial and produce wastage risk due to their retail 

model. While the risk of wastage can be reduced through appropriate ordering, 
customer feedback and regular promotion the risk cannot be eliminated (i.e. bad 
weather that keeps customers away).   !!

Mobile fruit and vegetable van !
The identified benefits of mobile fruit and vegetable vans are:  

• The ability to reach a large number of communities due to their mobility. 
• Provision of access to fresh fruit and vegetables to a broad range of customers, 

from those who want to purchase small amounts of produce to those who want 
larger amounts. 

• Provision of opportunities for social interaction. 
• Provision of opportunities for volunteer involvement and skills development.   !

The identified limitations of mobile fruit and vegetable vans are :  
• The requirement for significant financial investment in equipment and 

infrastructure, particularly a suitable vehicle. 
• The fairly high financial risk as a result of perishability of produce. 
• The inability to sustain themselves financially even with low levels of food 

wastage and low staff costs.  This is supported by the experience in the UK where 
it was found that even with a van operating six days per week with a high level of 
turnover, low levels of wastage and limited staff costs that the full running costs 
could not be covered (North West Food & Health Taskforce 2010).  !!

Food co-operatives/buying groups !
The identified benefits of food co-operatives are:  

• Low upfront investment required to establish as they have only limited equipment 
and administrative requirements. 

• Low financial and wastage risks because co-operative members have to pay 
upfront for produce and all produce is pre-allocated.  

• Freshness of produce is ensured as all produce is purchased and allocated to 
people on the same day.   

• Low running costs mean members pay wholesale price for produce. 
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• Encouragement of a culture of collectivism and communal decision-making rather 
than individualism. 

• Encouragement of members and their families to try new fruit and vegetables 
they may not purchase as individuals. 

• Provision of opportunities for social interaction and sharing of information about 
food (i.e. recipe ideas). !

The identified limitations of food co-operatives are:  
• Only members of the co-operative are allowed to purchase fruit and vegetables. 
• Members need to be able to able to commit to weekly upfront payment for 

produce which might not be viable for some people. 
• Requirement for members to be willing to change their buying and cooking habits 

to work around what they receive in their produce allocation. 
• Requirement for members who can work well together to make communal 

decisions. 
• Requirement for members who have the willingness and capacity to invest time 

as a volunteer. !!!
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Conclusions and Recommendations !
The pilot phase of the Small Townships Fruit and Vegetable Enterprise Project did 
increase the availability of fresh fruit and vegetables in some of the small townships for 
the period of the pilot.  It also demonstrated the community interest and benefits of having 
locally available fresh fruit and vegetables.  In addition the pilot project achieved the 
objective of establishing and implementing a number of different outreach service models 
to increase access to fresh fruit and vegetables.  The piloting of these models provided 
important practical leanings about the benefits and limitations of the different models, the 
resources and skills requirements needed for them to operate successfully, as well as the 
types of communities/circumstances they best suit.  Not all of the proposed models were 
piloted because of the lack of community interest in, and available time and resources to 
further engage communities to gauge support for, some of the models. A process for 
working with the communities and organisations involved in the pilot community food 
enterprises to explore options for continuing them beyond the pilot phase was 
undertaken.  However, this process identified that while there was interest in seeing the 
community food enterprises continue, that there was not the local capacity, resources, or 
funding to support their continuation at this stage.  This would suggest that in order to 
increase the likelihood of the enterprises being sustained beyond the pilot period, it would 
have been preferable to undertake a feasibility process prior to establishing the 
community enterprises which identified the local commitment, capacity and resources to 
manage/operate a community food enterprise. The lack of sufficient time allowed for this 
feasibility process at the beginning of the project was one of the factors which resulted in 
some of the community enterprises not being viable or able to be sustained beyond the 
pilot period.  In order to increase the likelihood of community food enterprises being 
viable and sustainable it is recommended that sufficient time and resources be allocated 
to a feasibility process.  This process can be quite lengthy and would at least take 2-3 
months. !!
Benefits of community food enterprises !
In the short time of this pilot project a range of benefits of community food enterprises 
have been demonstrated and identified in each community.  Some of the commonly 
identified outcomes/impacts were:  

• Increased fruit and vegetable consumption. 
• Increased familiarity with different types of fruit and vegetables. 
• Opportunities for learning about seasonal produce, preparing and cooking 

different types of food. 
• Opportunities for social interaction and community engagement. 
• Opportunities for community volunteering and skills development. !!

Limitations of community food enterprises !
While community food enterprises can have a range of important social, environmental, 
health and economic benefits in communities it is also important to recognise the limits to 
what they can achieve.  They cannot be seen as a ‘solve all’ to food insecurity but just 
one of the measures that can help increase community food security. Some of the limits 
of community food enterprises are: 

• Because of their small scale they cannot meet the fruit and vegetable access 
needs of all community members. 

• They cannot be guaranteed to target those most vulnerable to food insecurity.   
• They can only be sustained in communities where there is commitment and 

capacity to put in many hours of volunteer work. 
• They generally cannot be financially self-sustaining and will require some level of 

ongoing funding. This begs the question, ‘Who is willing to pay for the important 
outcomes/impacts these enterprises generate for communities and society at 
large?’ !
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Success factors for community food enterprises !
Through the process of attempting to establish and operate community food enterprises 
in the five small townships a number of key success factors were identified including: 

• An appropriate level of interest and capacity within the local community to drive 
and operate a community food enterprise. 

• Having local organisational support that can provide access to the resources 
needed to operate a community food enterprise i.e. venue, IT equipment, 
banking/financial management facilities. 

• The community having a clear understanding of the requirements for establishing 
a successful community food enterprise. 

• The use of feasibility processes prior to establishment of the enterprise to identify 
the appropriateness of the community enterprise model, and to identify whether 
the resources required to establish and operate a community food enterprise are 
available or can be accessed. 

• Having people involved who have the skills to facilitate group processes and to 
problem solve. !!

Supporting development of community food enterprises !
As has been discussed, community food enterprises have important outcomes and 
impacts which benefit communities and society on a broader scale.  At the same time 
they can be challenging to establish and sustain, therefore it is important that the 
learnings from projects such as this, as well as the expertise developed, are shared and 
that appropriate support is given to communities and organisations wanting to establish a 
community food enterprise.  Some of the key information and support requirements for 
communities/organisations to develop successful community food enterprises are: 

• Clear explanations of different community food enterprise models as well as 
information on their benefits/limitations, market, skills and resource requirements. 

• Support for interested community enterprises to undertake feasibility processes to 
establish viability of a particular model in their community. 

• Access to opportunities to learn from other community food enterprises and for 
sharing of experience and expertise. 

• Access to and information on the funding options for the establishment and 
ongoing operations of community food enterprises. 

• Support to identify an appropriate supply of fresh produce. 
• Access to training and support to develop the knowledge and skills to operate a 

community food enterprise. !
Any project developed to support the development of community food enterprises needs 
to use a community participation approach that: 

• Allows time to appropriately engage the local community and explain concepts/
options through a variety of means. 

• Provides clear information to communities about benefits/limitations of different 
community enterprise models, as well as the resource and skills requirements. 

• Allows time and resources to support communities to fully explore whether they 
have, or could get access to, the resources, skills and knowledge to successfully 
establish and operate a community food enterprise.  !!!
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Local council support for community food enterprises !
Local councils such as Melton Shire Council should view the support of the development 
and operations of community food enterprises as an important way that they can fulfil 
their role in improving the health and wellbeing of communities.  It is therefore 
recommended that Melton Shire Council further explore how it can appropriately support 
the establishment and operation of community food enterprises in particular:  

• Providing information and advice to communities interested in establishing a 
community food enterprise. 

• Providing advice to communities on the regulatory requirements (i.e. permits, 
food safety) related to establishing a community food enterprise. 

• Ensuring that council regulations and requirements are applied to community food 
enterprises in a way that does not hinder their establishment (i.e. waiving permit 
fees for not-for-profit initiatives). 

• Providing access to Council establishment/seed grants to communities wanting to 
establish a community food enterprise and/or directing communities to other 
appropriate sources of funding. 

• Providing access to Council venues and facilities for the operation of community 
food enterprises. 

• Supporting community food enterprises to secure a reliable, affordable and good-
quality supply of produce through Council’s relationships with local business and 
producers. !!

Cultivating Community’s support for community food enterprises !
Cultivating Community’s experience managing this pilot project along with its experience 
operating other community food enterprises has helped the organisation to identify how it 
best supports the development of new community food enterprises.  The main 
conclusions on how it should do this are: 

• It is more effective and viable for Cultivating Community to share its experience 
and support other communities/organisations to develop their own community 
food enterprises than for Cultivating Community to manage and operate them 
directly. 

• Cultivating Community should explore opportunities for developing community 
food enterprise resource kits to share with communities/organisations looking to 
develop community food enterprises.   

• Cultivating Community should build on its strength in using community 
development approaches to establishing food security initiatives by developing a 
community development model for supporting communities and organisations to 
develop their own community food enterprises. 

• Cultivating Community should explore options for developing relationships and 
partnerships with other organisations who can provide supports (i.e. produce 
supply and business advice) needed for the development and operation of 
community food enterprises. !!

Produce supply !
A key element to the success of any community food enterprise or project is securing a 
reliable, well-priced and good quality supply of produce.  Cultivating Community’s 
experience, as well as that of other small community food enterprises, is that securing 
this type of produce supply can be challenging as a result of the relatively small quantities 
required by community food enterprises.  This is where an element of innovation and co-
operation is required between small community enterprises to share resources and 
combine produce purchases to increase buying power.  !
It is recommended that Melton Shire Council explore how it can support community food 
enterprises to secure a supply of produce through relationships with local fruit and 
vegetable retailers/wholesalers and local growers.  By supporting the development of 
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local supply arrangements Melton Shire Council can also contribute to local economic 
growth by ensuring money keeps circulating in the local economy and to environmental 
sustainability through the reduction in ‘food miles’.  !!
Food co-operatives/buying groups !
Food co-operatives are low investment and low risk community led initiatives for 
increasing access to fresh fruit and vegetables.  However, they do require communities to 
re-think their shopping habits and members who are able to work together to make 
collaborative decisions.   Food co-operatives may also not meet the needs of those within 
the community most at risk of food insecurity as they require members to pay upfront on 
a regular basis.   !
It is recommended that Melton Shire Council explore how it can support communities 
interested in establishing food co-operatives.  In particular through: 

• Provision of information on the operation of food co-operatives such as the Bell 
Fruit & Vegie Co-op User Guide (Bell Fruit & Vegie Co-op 2008) and the Sustain 
Food Co-ops Toolkit (Sustain 2010). 

• Supporting existing food co-operatives such as the Toolern Vale Food Co-op to 
share their experience and knowledge with other communities. 

• Provision of seed/establishment funding to communities wanting to set up a food 
co-operative. !!

Fixed community markets !
The fixed community market is often selected as the preferred model in communities as it 
allows customers to select the type and quantity of produce they purchase.  However, 
community markets require significant investment to identify their feasibility and to 
establish. Community markets also require some level of ongoing funding to cover any 
staff costs or possible losses on produce. Community markets have great health, social 
and environmental outcomes but there must be a willingness for someone to ‘pay’ for 
these outcomes.  !
It is recommended that the Melton Shire Council: 

• Provide clear information to communities interested in setting up community 
markets on the resource, time and financial requirements. Guides such as the 
‘How to set up a volunteer led community fruit and vegetable stall’ (Turvey 2005) 
are useful. 

• Support communities to undertake a feasibility process before establishing a 
community market. 

• Explore options for Council to provide pilot/seed funding or direct communities to 
other relevant funding opportunities.  !!

Mobile fruit and vegetable van !
The mobile fruit and vegetable van has the flexibility and potential to reach a large 
number of communities who do not have access to affordable fresh fruit and vegetables.  
It also has the potential of delivering important healthy eating messages to communities 
through places such as schools.  Again this model requires ongoing funding to support its 
operations as they will not be able to be financially viable from trading income.  Mobile 
fruit and vegetable vans also require significant upfront investment for a suitable vehicle.  
The establishment of a local fruit and vegetable van service could act as an innovative 
approach for a local organisation, such as Djerriwarrh Health Services, to deliver on its 
health promotion and preventative health care objectives.   !
Therefore it is recommended that Melton Shire Council: 
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• Undertake local consultations to identify options and level of interest in a local 
organisation, such as Djerriwarrh Health Services, undertaking to explore the 
establishment of a mobile fruit and vegetable van as a local ‘service’ to achieve 
health and wellbeing objectives.  !!

Diggers Rest !
Diggers Rest was by far the community most engaged in this pilot project and had 
community members willing to manage and drive a community food enterprise.  However, 
the long-term community divisions, a largely commuter population and a lack of volunteer 
skill in management of an enterprise made the establishment of a sustainable 
community-led food enterprise in Diggers Rest challenging.  The volunteers, customers 
and other stakeholders involved in this project identified that there is a real need within 
Diggers Rest for initiatives that improve access to fresh fruit and vegetables as well as 
providing opportunities of social interaction.   !
Therefore it is recommended that Melton Shire Council: 

• In the short term support the Diggers Rest residents in their attempts to establish 
a food co-operative as way of improving access to fresh fruit and vegetables in 
the community. 

• In the longer term support the Diggers Rest residents to explore options for 
establishing a produce/craft market linked to the redevelopment of the Diggers 
Rest train station. !!

Exford !
Exford Primary School and the school community gained great benefit from the operation 
of the mobile fruit and vegetable van.  The pilot project demonstrated how such an 
initiative can contribute to promoting healthy eating to children and parents in a very 
practical way.  However there is not the capacity or drivers within the school community 
presently to take on the operation and management of a community food enterprise.  This 
however could change over the next year or so with new parents and children coming to 
the school from the growing Eynesbury community.  It would therefore be recommended 
that Melton Shire Council ensure that Exford Primary School be informed of or linked into 
any opportunities related to community food projects or healthy eating initiatives.  !!
Toolern Vale !
The Toolern Vale Food Co-op has successfully demonstrated how in the right conditions a 
food co-operative can be established with very little resources and in a short timeframe.  
Indications are that this co-operative will continue with very little outside input as long as 
they can secure a reliable, well-priced, good quality supply of produce.  !
 It is therefore recommended that Melton Shire Council: 

• Support the Toolern Vale Food Co-operative to secure a produce supply 
arrangement. 

• Explore opportunities to link the Toolern Vale Food Co-operative to a permanent 
council worker who could provide support or guidance when required.  

• Explore opportunities for how Toolern Vale Food Co-operative could share their 
experiences and knowledge with other communities in the Shire who may be 
interested in establishing a food co-operative. !

  
Eynesbury !
The interest in the Eynesbury community in looking at opportunities for developing a 
community garden and/or urban orchard provides an exciting opportunity for Melton Shire 
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Council to explore approaches to working with developers and communities to develop 
spaces in new housing developments for food growing.  As a local government area 
which is facing rapid urban growth, ensuring that there is provision for food growing will 
be important for ensuring the long-term health, sustainability and social cohesion of these 
emerging communities.  !
 In order to progress the exploration of these opportunities at Eynesbury it is 
recommended that Melton Shire Council: 

• Undertake initial discussions with Council’s planning department and the 
Eynesbury developers about the options for allocating space for a community 
garden/urban orchard.   

• Convene an initial meeting with interested Eynesbury residents for them to learn 
about what is involved in establishing and operating a community garden/urban 
orchard, and the options in Eynesbury. 

• Organise a community garden tour for interested Eynesbury to see other 
community gardens and how they operate. !!

Rockbank  !
While the Rockbank community is at higher risk of food insecurity as a result of the lack 
of local outlets for fresh fruit and vegetables, the residents of the Sundowner Caravan 
Park are probably most at risk due to a range of other economic and social factors.  If 
Melton Shire Council is interested in targeting the groups within the community most at 
risk of food insecurity this would be an effective target for any food security interventions.  !
It would therefore be recommended that Melton Shire Council explore interventions 
targeted at the caravan park in conjunction with local welfare agencies. Some possible 
interventions are: 

• Emergency food relief outreach services to the caravan park. 
• A low cost or free fresh fruit and vegetable box system for residents of the 

caravan park. !!
Supporting healthy eating in schools !
The pilot project has provided insights into the opportunities as well as the need for 
supporting healthy eating in schools.  It has demonstrated that schools can be an 
effective setting and provide opportunities for engaging children and parents with healthy 
eating messages. However schools also face challenges in providing students with 
healthy food options due to food safety regulations. Therefore it is recommended that 
Melton Shire Council explore how it can work with schools to provide healthy food options 
to students, support the increased consumption of fresh fruit and vegetables by students 
and parents, and deliver healthy eating messages. !
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