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How to Participate

Submit Comments/Questions Raise Hand at End of Meeting
During the Meeting for Verbal Comments

Use the Q&A feature at the
bottom of your screen
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Zoom Meeting Controls

First select
“‘More”

Use Q&A
window to send
comments/

questions




Poll Everywhere
Instructions

To Participate:

» Scan QR Code

OR:

» Open pollev.com/SDCoSustainable681 in your browser
(Chrome, Firefox, or Edge)

» Enter your name or click Skip
» Wait to be re-directed to the event
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I'm attending today's workshop as an interested...

Producer/Farm Owner

Tenant Farmer

Community Based Organization

Non-Profit Organization

Public Agency

Other

Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app
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SALC Planning Grants

SALC1.0

Purpose:

« Mapping agricultural lands

« Producer needs assessment

« Inventory of policies at local, regional
and state level

Results:

« Three main issues identified: land
access, water availability and efficiency,
and workforce development

« Ten policy recommendations

Purpose:

Expected Outcome:

SALC 2.0

Support existing and emerging
farmers through timely market
research

Develop strategies to support
economic sustainability of small farms

Inform local agencies’ decision-making
to further aid and preserve the
economic, environmental, and public
health benefits that small-scale farms
offer the region

STRATEGIC
s GROWTH
=%l COUNCIL




Project Team

Meghan Michaela

Traynor Peters

San Diego San Diego
LAFCO LAFCO

Consulting with:
Agricultural Impact Associates

Stephanie Michael
Neal Blackmun

County of County of
San Diego San Diego

Consulting with:
RICK



Project Phases
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MARKET ANALYSIS GAP ANALYSIS STRATEGIC PLAN FINAL REPORT
Virtual Workshop Public Review Forum Virtual Workshop
Open House Public Review

OUTREACH & ENGAGEMENT




Market
Analysis

A Look at Countywide
Economic Conditions




Market Analysis

An evaluation of countywide trends, operating costs, and profitability
affecting small-scale agriculture in San Diego County.

Key Findings:

« Farmland and farms continue to decline (-18 acres/day; -1 farm every 3.5 days)
« Labor and agricultural services are primary cost drivers

« Farm expenses have outpaced inflation for two decades

 Profit margins are volatile and below long-term sustainability thresholds (13%
vs. 25% benchmark)



What We Heard

@ Virtual Workshop - November 2023
® ® Open House - July 2024

« Water and labor are primary cost drivers

- Water affordability varies significantly by district

« Margins are thinner than assumed

« Imports suppress local pricing power

« Single-year data misrepresents long-term viability
« Economic feasibility must come first




Gap Analysis

Crop-Specific Findings




Gap Analysis

An evaluation of crop-level profitability and the economic gap between
marginal and sustainable farm operations in San Diego County.

Key Findings:

Profitability varies by crop type, water source, and production system
Avocados are particularly vulnerable to water cost and price volatility
Strawberries present the highest financial risk under current cost conditions

Tomatoes and lemons demonstrate positive returns under certain
assumptions

Break-even pricing thresholds highlight narrow margins and exposure to
market shifts




Agricultural
Profitability
Assessment




What We Heard

® Public Review Period - March/April 2025

/ \

®-@ Forum for Cultivating Solutions - May 2025

e ————
MARKET ANALYSIS

Are the findings from the two graphs below representativeof yourindsry? |
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« Support for real-world, data-driven analysis

- Water, labor, markets, and regulation drive decline
« Multi-year trends over point-in-time estimates

« Ag-PAT supported, with need for guidance

« Findings must lead to actionable strategies




Strategic
Action Plan

From Analysis to Action

N
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Strategic Action
Plan

« Translates findings into
implementable actions

« Organized around a flexible
framework

« Used as a toolkit to be adapted by
local jurisdictions

« Design to be phased or incrementally
implemented

|  Paired with best practice examples

19



What We Heard

® Forum for Cultivating Solutions - May 2025
@-@ Public Review Period - Nov/Dec 2025

« Strong support for an economically focused
strategy

» Water affordability identified as the top priority &

* Need for streamlined permitting and clearer
policy interpretation

« Support for regional coordination
« Support for partner-led implementation




SEED 1

Improve Infrastructure and
Systems that Support Local
Producers

SEED 2
Grow Consumer Awareness
and Local Market Demand

The Seeds

SEED 3
Cultivate a Supportive
Policy Environment

SEED 4
Foster Regional Alignment and
Agricultural Advocacy



SEED 1: improve infrastructure and
Systems that Support Local Producers

Tool 1A Increase access to direct-to-consumer models, such as farmers’ markets, food hubs, farm stands, and co-ops, by
addressing barriers, streamlining permitting processes, and strengthening regional coordination.

Tool 1B |dentify opportunities to streamline the establishment of farm worker housing and explore scalable, low-cost,
and flexible farm worker housing models (temporary, shared facilities).

Tool 1C Support the expansion and promotion of the CropSWAP Program and similar water efficiency incentive
programs.

Tool 1D Support the development of regional food system infrastructure (i.e. cold storage, processing-distribution
centers, and packaging facilities) to reduce cost for local producers.

Tool 1E Support local food procurement by local institutions and distributors (e.g., Sysco, public schools, County
institutions) by addressing barriers and creating local sourcing initiatives.

Tool 1F Work with regional partners to create a centralized, multilingual, user-friendly online platform to help producers

navigate local regulations, access resources such as funding opportunities, permitting information, and connect
with relevant agency staff.




Of these 6 tools under Seed 1, which would be your #1 priority? 20

Tool 1A

Increase access to direct-to-consumer models, such as farmers’ markets, food hubs, farm stands, and co-ops, by
addressing barriers, streamlining permitting processes, and strengthening regional coordination.

Tool 1B Identify opportunities to streamline the establishment of farm worker housing and explore scalable, low-cost,
and flexible farm worker housing models (temporary, shared facilities).

Tool 1C Support the expansion and promotion of the CropSWAP Program and similar water efficiency incentive
programs.

Tool 1D Support the development of regional food system infrastructure (i.e. cold storage, processing,-distribution
centers, and packaging facilities) to reduce cost for local producers.

Tool 1E Support local food procurement by local institutions and distributors (e.g., Sysco, public schools, County
institutions) by addressing barriers and creating local sourcing initiatives.

Tool 1F Work with regional partners to create a centralized, multilingual, user-friendly online platform to help producers

navigate local regulations, access resources such as funding opportunities, permitting information, and connect
with relevant agency staff.

Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app




SEED 2: Grow consumer Awareness and
Local Market Demand

Tool 2A | Support and expand existing efforts to develop a regional branding campaign and consumer
education campaign that promotes San Diego-grown products, strengthens community
connections, and encourages local purchasing to programs to intensify demand for locally grown
agricultural products and support a resilient, sustainable food system.

Tool 2B | Develop a coordinated outreach strategy to increase producer awareness of available programs,
funding opportunities, technical assistance, and regulatory resources.

Tool 2C | Strengthen pathways into future agriculture partnerships with educational programs to support
heritage farming and cultivate the next generation of producers.
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Of these 3 tools under Seed 2, which would be your #1 priority? 70

Tool 2A | Support and expand existing efforts to develop a regional branding campaign and consumer
education campaign that promotes San Diego-grown products, strengthens community
connections, and encourages local purchasing to programs to intensify demand for locally grown
agricultural products and support a resilient, sustainable food system.

Tool 2B | Develop a coordinated outreach strategy to increase producer awareness of available programs,
funding opportunities, technical assistance, and regulatory resources.

Tool 2C | Strengthen pathways into future agriculture partnerships with educational programs to support
heritage farming and cultivate the next generation of producers.

Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app




SEED 3: cultivate a Supportive Policy
Environment

Tool 3A |Ensure regulations and development standards enable on-farm marketing and direct-to-
consumer systems (agritourism, farm stands, Pick-Your-Own).

Tool 3B | Promote the adoption of climate-smart land management practices that enhance soil health,
conserve water, improve long-term productivity, soil sustainability, and create diversified revenue
streams for producers.

Tool 3C |Support the protection of high-risk agricultural lands by purchasing conservation easements.

Tool 3D |Explore opportunities for expanded leasing opportunities on publicly owned lands, with a focus
on underserved and/or emerging producers.

Tool 3E Develop a formal grants policy to guide future grant applications that prioritizes and benefits

farmers directly and includes opportunities for agricultural stakeholder input prior to submittal.
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Of these 5 tools under Seed 3, which would be your #1 priority? 70

Tool 3A

Ensure regulations and development standards enable on-farm marketing and direct-to-
consumer systems (agritourism, farm stands, Pick-Your-Own).

Tool 3B Promote the adoption of climate-smart land management practices that enhance soil health,
conserve water, improve long-term productivity, soil sustainability, and create diversified revenue
streams for producers.

Tool 3C | Support the protection of high-risk agricultural lands by purchasing conservation easements.

Tool 3D  Explore opportunities for expanded leasing opportunities on publicly owned lands, with a focus
on underserved and/or emerging producers.

Tool 3E Develop a formal grants policy to guide future grant applications that prioritizes and benefits

farmers directly and includes opportunities for agricultural stakeholder input prior to submittal.

Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app




SEED 4: roster Regional Alignment and
Agricultural Advocacy

Tool 4A

Coordinate with regional partners to establish an Agricultural Ombudsman position to serve as a centralized
point of contact to support producers with navigating government systems, gaining access to capital and land,
grant funding, and other incentive programs and to coordinate efforts across cities and agencies.

Tool 4B

Coordinate with regional partners to establish a Regional Agricultural Water Advisory Committee to assess the
impacts of state and local water policies on agriculture, advise on regulatory changes, explore targeted subsidy
programs, identify tiered rate schedules, and guide research on irrigation efficiency and crop-specific water use.

Tool 4C

Develop and implement a cross-sector training and coordination program for local agency staff, organizations,
and community leaders to build shared understanding of agricultural operational issues, concerns, access, -and
improve service delivery to producers.

Tool 4D

Expand agriculture analysis in local government planning documents to recognize the economic contribution of
the local agricultural industry.

Tool 4E

Develop an implementation plan/strategy and present an annual report on the progress and status of the
Strategic Actions to the LAFCO Commission and stakeholders.
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Of these 5 tools under Seed 4, which would be your #1 priority? 70

Tool 4A

Coordinate with regional partners to establish an Agricultural Ombudsman position to serve as a centralized
point of contact to support producers with navigating government systems, gaining access to capital and land,
grant funding, and other incentive programs and to coordinate efforts across cities and agencies.

Tool 4B

Coordinate with regional partners to establish a Regional Agricultural Water Advisory Committee to assess the
impacts of state and local water policies on agriculture, advise on regulatory changes, explore targeted subsidy
programs, identify tiered rate schedules, and guide research on irrigation efficiency and crop-specific water use.

Tool 4C

Develop and implement a cross-sector training and coordination program for local agency staff, organizations,
and community leaders to build shared understanding of agricultural operational issues, concerns, access, -and
improve service delivery to producers.

Tool 4D

Expand agriculture analysis in local government planning documents to recognize the economic contribution of
the local agricultural industry.

Tool 4E

Develop an implementation plan/strategy and present an annual report on the progress and status of the
Strategic Actions to the LAFCO Commission and stakeholders.

Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app




Implementation

 Flexible framework that can be adapted by jurisdictions,
agencies, and partners

- Implemented through existing programs, policy updates, and
partnerships

e County and LAFCO roles focus on convening and regional
alignment

« Progress will be supported through ongoing outreach and
periodic reporting




Next Steps

FINAL REPORT LAFCO HEARING, BOS MEMO  SOCIALIZE SAP PILOT PROJECT




Are you/your organization interested in participating in implementation?

YES

0%
NO

0%
MAYBE

0%

Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app
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Are you aware of any existing efforts in San Diego County that could support SALC 2.0
implementation?

Nobody has responded yet.

Hang tight! Responses are coming in.

Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app







Thank you for
participating!

Project Contact: Michael Blackmun
AgConservation@sdcounty.ca.qgov

Project Websites:

SALC 2.0

https://www.sandiegocounty.gov/content/sdc/sustainability/projects/SALC2.html

LAFCO:
https://www.sdlafco.org/resources/salc-1-0-2-0-page-2
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Market Analysis

Part One | Trends: How many San Diego farms & agricultural acres
will be lost if current trends continue unabated?

Part Two | Expenses: What are the costs of farming in San Diego
County?

Part Three| Profits: How profitable are San Diego county farms?

Data sources include: U.S. Department of Agriculture (USDA) Census of Agriculture, County of San Diego Crop
Statistics & Annual Report, Consumer Price Index (CPI)



Market Analysis Findings

1. Trends: -18 acres of farmland a day & -1 farm every 3 & % days

2. Expenses: property taxes & labor

o Mostfarm expenses have risen faster than inflation over 20 years

3. Profits: fluctuating operating profits

o 2022 average of 13% -- half of the 25% threshold recommended
by experts



Forecasted Number of San Diego County (Crop)
Farms in 2027

4,704
3,938
3

, 152
2012 2017 2022 Projected 2027

6,000

5,000
4,000
3,000
2,000 4,141
1,000
0
2002 2007

2,653




Forecasted Number of Agricultural Acres in San
Diego County 2027

408,003

303,889

221,538 222,094

179,330
146,016

2002 2007 2012 2017 2022 Projected 2027



Average Per-Farm Expenses for 2022

50 550,000 100,000 $150,000 $:200,000 2750,000 530:0,000

LABOR (Hired & Contracted)

5283 334

AGRICULTURAL SERVICES (Misc.)

3107 227

RENT (for Land & Buildings)

FEE.A40

SEEDS & PLANTS $67,996

FERTILIZERS

$13.852

UTILITIES {Incl. Water) - §19,221
INTEREST [Real Estate & Other) - $19,056
DEPRECIATION

CHEMICALS [} 75+

SUPPLIES & REPAIRS - 418,960

$18.728

TAXES on PROPERTY . $9,780
FUELS & LUBRICANTS . §7,408



Gap Analysis

Explores: the profitability of San Diego County crop production

 How profitable is production at the individual farm level?
* On the Countywide level?
Includes: supplemental information for 4 specific crop types

Provides: a foundation for future projects and policy change



I u rpose Economic

Profitability

Sustainable agriculture

is the integration of three / \
. — ; ! AGRICULTURE \

main objectives: a healthy 4 '

environment, economic Social & A

= Economic
profitability, and social 2 Equity
x
and economic equity S
o)J‘

TUC Sustainable Agriculture Research and Education Program. 2021. "What is Sustainable Agriculture?" UC Agriculture and Natura | Resources. <https.//sarep.ucdavis.edu/sustainable-ag>



Crop Selection

Economic

Measured by annual
revenue for each

crop type

23

Social

Measured by the
number of farms
growing each crop type

x)

Environmental

Measured by the
number of acres in
production for each

crop type



Crop Selection

e Avocados
* Llemons
* Tomatoes

e Strawberries




Gap Analysis - Avocados

= 2022 net return per acre of $3,316 above

total costs.

= To break even based on total costs, the
required price was $1.09 per pound.

= Water costs highly influence financial
performance.



Gap Analysis - Lemons

= 2022 net return per ace of 54,741
above total costs.

= To break even based on total costs,
the required price was $20.74 per
carton.

= Eureka lemons served as proxy for
citrus in this study.




Gap Analysis - Strawberries

= To break even based on total costs,
the required price was $18.42 per
tray.

= 2022 net return per acre of $40,813
below total costs.

= Strawberry production in San Diego
is generally a high-risk, low-return
endeavor.




Gap Analysis - Tomatoes

= To break even based on total costs,
the required price was $1,207 per
ton.

= 2022 net return per acre of $11,901
above total costs.

= Laboris a dominant cost, indicating a
highly manual production system.
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