
 
Old Town Farmers Market Task Force Meeting Agenda 

(12/5/17) 

The OT Farmers Market Mission: To provide fresh, local food and agricultural products directly from 
farmers and producers to residents, while creating an enjoyable atmosphere that contributes to a prosperous 
downtown and promotes a sense of community in Old Town Winchester. 

Three Season Overview 
• Attendance 

• Vendors 

• Revenue 

 
Analysis 

• Actions Taken 

• Challenges 

• Possible Solutions 

 
Considerations from VAFMA Conference 
 
 
Next Steps  
 

 



 
Farmers Market Customer Survey – 6/24/17:  17 Responses 

 
1. How often do you come to this Farmers Market?  

7   First-time visitor  
2   Rarely:  1 to 2 times a season 
5   Occasionally:  3 to 4 times a season 
2   Regularly:  At least once a month 
1   Every week  

 
2. When did you start shopping at the Old Town Farmers Market?  

7   This is the first year  
4   This is the second year  
5   This is the third year 

 
3. Is the Farmers Market your primary reason for coming out to this area of town today?  

11   Yes  
4   No, but one of the reasons  
1   No, did not know it was happening  

 
4. What is your ZIP code or how far did you travel to get to the Market today? ______________ 
 9 22601 3 22602 1 22603 3 22655 1 30 minutes 
 
5. What is your main goal or intention when you come to this Farmers Market? 

11   Food shopping  
3   Socialization  
1   Purchasing non-food items  
5   Just walking through  

 
6. Food prices at this Market are:  

9   Just right  
0   Lower than expected  
0   Very cheap  
2   Very expensive  
5   More expensive than shopping at the grocery store or other markets 
(1 - seem reasonable)  

 
7. Food from this Market compared to other farmers markets and farm stands in the area: 
(check all that apply) 

7   Better (tomatoes, organic options) 
6   Just as good  
0   Worse 
3   Not sure  
2   More variety  
2   Less variety  
2   More convenient  
1   Less convenient  

 



8. How would you rate your overall experience with the vendors at this Market? 
12  Good:  The vendors are almost always pleasant in my interactions with them and/or 

they seem happy to be doing business with me  
3   Ok:  The vendors are pleasant in my interactions with them 
0   Variable:  Sometimes they seem happy and sometimes they seem uninterested or just 

pleased that I'm doing business with them  
0   Poor:   The vendors are almost never pleasant in my interactions with them and they 

almost never seemed pleased that I'm doing business with them  
 
9. What do you think of the Market’s location? 

14  It's great! Don't move it 
1   Neutral. I like it, but if it moved that would be okay, too  
0   It would be better if it were held somewhere else. 
0   It has no place being here. Move this market now!  

 
10. How would you describe this Market’s overall atmosphere? Circle all that apply.  

13  Comfortable  
8   Meets my expectations of a farmers market  
12  Easy going and friendly  
8   Safe  
8   Great volunteers  
4   Fun  
8   Family-friendly  
6   Pet friendly  
0   Crowded, but okay  
0   Too crowded  
0   Too big  
7   A good size  
3   Too small  
0   Loud  
0   Confusing to navigate and find what I need 

 
 
 
Is there anything else you would like to see at the market?  
Comments: 
More veggie choices. Hope to see it grow large. Like to see more vendors. Keep it going. 
 
 
 
 
 
 
 

Thank you for taking this survey! 
 



Old Town Winchester Farmers Market 

Analysis 

The OTW Farmers Market is in the third season and has seen a decline in customers and an almost 
complete turnover of market vendors mostly due to limited profits. While generally positively received 
and pointed to as a dynamic addition to the downtown it is not sustainable under current conditions. 

Actions Taken: 

• Downtown postcard mailed to every resident within walking distance of the market. 
• Regular Facebook posts (2x a week typically) and notice on website and e-newsletter 
• Post Facebook Video 
• Boost posts on Facebook 
• Ad in events paper in Winchester Star and listed on widely distributed event rack card. 
• A-frame signs around the downtown and posters in downtown kiosks 
• Weekly push notifications on the OTW app 
• Customer satisfaction survey conducted 
• Conversations with vendors for feedback 
• Scheduled regular volunteer entertainment and special events 
• Attended Virginia Farm Market conference – joined association for resources 

Challenges: 

• Declining attendance at the market (average 1,000 reduced to 700 people or less weekly) 
• Limited number of customers in the downtown on a Saturday morning in OTW in general 
• Loss of vendors due to insufficient revenue  
• Price point of some goods too high 
• Quality of vendor display and customer interaction inconsistent 
• Lack of variety of goods for sale especially produce (due to previous point) 
• Competition from other farm stands and farm markets and the new Fresh Market  
• Accessibility and visibility of the market 

Possible Solutions: 

• Change the day and time to an evening market 4 to 7 on a Thursday or a Friday evening  
• Expand the concept to include artisan, craft or makers market  or even seafood or other less 

common area items and not be as restrictive with the buy local 
• Change location – Feltner Lot or Old Courthouse Lawn 
• Conduct a broader survey within the community 
• More advertising – Wintran buses, newspaper and magazine ads, more Facebook and social 

media ads 
• Add SNAP to attract a broader audience to the market 
• Start a new program such as the Fresh Chef initiative 
• Focus on Experience Marketing and improve the experience to be community focused 
• Find an anchor farm wine vendor 
• Partner with another group that has a following like a yoga class etc. 
• Develop a separate website or Facebook to better tell the story of the market and vendors 
• Conduct a market study to determine next steps. 



Business Plan for a Winchester Farmers’ Market 
Prepared by: 
Jennifer Bell, Downtown Manager, May 2013 
 
Summary 
The City of Winchester has established the revitalization of Old Town Winchester as a top 
strategic priority. This is being accomplished through a major streetscape renovation, new 
events, a rebranding campaign and other projects. In 2012 the City hired an Events 
Promoter to increase the number events to bring people downtown and to help promote and 
retain the businesses currently located there. As part of this effort and in response to 
requests from the public, elected officials and downtown business owners, Old Town 
Winchester is seeking to establish a farmers’ market in Spring 2014. With just over 26,000 
people residing within the city limits, and around 80,000 within a 10 mile radius of 
downtown, OTW feels confident that a farmers’ market in downtown Winchester could fit a 
niche that is currently being unmet. 
 
The three major driving forces for establishing a downtown farmers’ market are: 

1) Making fresh produce available to residents. While quality grocery stores are 
plentiful in the area, the rising number of farmers’ markets, both in the state and the 
country as a whole, demonstrates that people will also patronize alternative sources 
for produce and local goods. It the market is approved to offer the SNAP program it 
would make local fresh food available to a lower income population as well.  

 
2) There are is a need for a market in the downtown. There are several established 

farmers’ markets in nearby communities but several miles away. This includes: 
Community: Distance: Middletown (15 miles) Clarke County (12 miles) There 
currently is a very small market at the Winchester Freight Station Tues, Friday, 
Saturday from 8 – 1. A market was held in the downtown years ago. 

 
3) Providing a compelling reason for people to come downtown on a weekly 

basis. Unfortunately, many area residents have simply gotten out of the habit of 
coming to downtown Winchester. The intent of the farmers market is to give 
residents of the City of Winchester and surrounding communities, a reason to come 
here. In addition, we plan for this to be a fun, community-oriented event that will 
highlight the downtown and expose attendees to the wide range of shops, 
restaurants and services that are available here. To accomplish this, we plan to 
attract a critical mass of vendors and customers and to incorporate entertainment 
and eventually educational events into the market that will be a draw for all ages. If 
successful, we hope that the farmers market will be a tool for economic development 
and improve quality of life in the area by functioning as a community gathering place. 

 
Description 
Mission 
The mission of the Winchester Farmers’ Market is to provide a weekly community event for 
people of all ages that will: 

• Provide a source of fresh fruit, vegetables and local goods to residents, and 



• Highlight Downtown Winchester and encourage residents to get in the habit of 
coming Downtown on a regular basis. 

• Create a Community event which improves the quality of experience in OTW This 
market is being created to function as an economic development tool and a   
community gathering place. The purpose of the market is to promote locally 
grown/made products, highlight Downtown Winchester and encourage visitors to 
patronize nearby businesses. It is also hoped that the Market will foster a sense of 
community and improve quality of life. The intention is that vendors, customer, 
downtown businesses and residents will benefit from this market. 

 
Vision & Goals 
The vision for the Winchester Farmers Market is for it to ultimately become an established 
market that attracts people from Winchester and the surrounding areas to downtown South 
Winchester. The first two years will be dedicated to making sure that the market is 
consistent, professionally-managed, well attended and highly-visible. 
 
In 3-5 years the goal is to greatly expand the size of the market and the number of people 
that attend, perhaps adding an Art Market and adding an additional day of operation. 
Then, possibly hold a holiday market in the winter as well as other events throughout the 
year. It would also enable us to hold a market when there is inclement weather. 
To accomplish these goals, our priorities (after the Market becomes established in 1-2 
years) will be 1) publicizing the Market, both to customers and vendors and 2) obtaining 
grants from state organizations as well as the federal government and seeking 
sponsorships. 
 
Location 
The proposed location is the new market pavilion being built as part of the Taylor Hotel 
Project. The area would extend into the grassy area in front of the pavilion and adjacent to 
the building in spots reserved for large event trucks. The location would include the ability 
for farm trucks to pull into the pavilion and park perpendicular to the alley way.  
This spot is ideal because it is adjacent to the highly visible North part of the Loudoun Street 
Mall. It is also within steps of the Braddock Parking Garage providing easy, plentiful parking 
for customers. The proposed location is also near businesses and would encourage foot 
traffic to nearby merchants.  
 
Ownership 
The market will be owned by the City of Winchester, managed by the Downtown Manager 
and under the direction of a Market Manager. All financial transactions for the Farmers’ 
Market would be run through the City’s bookkeeper. It might be advisable to develop an 
advisory board to assist with the outreach and promotion of the market. 
 
Key Planning Assumptions 
Size of Market 
Most organizations that assist communities in establishing a farmers’ market recommend 
that a new market have at least 8 vendors. This is the number that creates the minimum 
critical mass to attract a steady crowd. The Market pavilion is being built with 8 parking 
bays. Ideally, we would like to have 10 or more, however variety of products and quantity 
are key determinants. 



 
Management For a farmers’ market to succeed, someone must be responsible for daily 
operations and be accountable to the Downtown Manager which oversees the market’s 
long-term sustainability. It is important that either a part-time market manager is hired or 
someone with the appropriate skills within the city has time allocated to devote to market 
management. This is essential to ensure that the event is organized and that there is a 
point-person on site for vendors and customers during the market hours of operation. The 
farmers’ market goal is to be a self-sustaining event, and the fee that vendors pay to 
participate will be used to cover the Market Manager compensation. 
 
Foot Traffic 
If adequately publicized and placed in a highly-visible location, a farmers’ market in 
downtown Winchester could attract a sizeable number of customers. A reasonable goal for 
the first year of the market would be to attract 500 – 1,000 people each week. Foot traffic 
goals would increase as the size of the market expands and publicity increases. 
 
Competition 
They are a number of farm stands within a 15 mile range of Winchester. These stands in 
some cases refer to themselves as markets and include: 

Frederick County 

• Hill High Farms - Pick-your-own apples and pumpkins 
933 Barley Lane, Winchester, VA 22602. Phone: (540) 667-7377; FAX (540) 667-8540. 
E-mail: hillhigh@shentel.net   

• Cline's Farm - strawberries  
920 Hopewell Road, Clear Brook, VA 22624. Phone: (540) 662-5684; FAX (540) 667-
2150. Email: clinesfarmlp@aol.com.  

• Marker-Miller Orchards Farm Market & Bakery - apples, beans, blackberries, peaches, 
pumpkins, raspberries (red), raspberries (yellow), strawberries, tomatoes, Fresh eggs, 
snacks and refreshment stand, restrooms, picnic area, birthday parties, weddings and 
wedding parties, school tours 
3035 Cedar Creek Grade, Winchester, VA 22602. Phone: 540-662-1391. Alternate 
Phone: 540-662-1980. Email: hmckay@markermillerorchards.com.  

• Richard's Fruit Market - apples, pumpkins 
6410 Middle Road, Middletown, VA 22645. Phone: (540) 869-1455.. 

• Rinker Orchards, Inc. - apples 
1156 Marlboro Road, Stephens City, VA 22655, VA. Phone: (540) 869-1499.  

 
Because many of the nearby markets are on Saturday mornings, it might be wise for 
Winchester to hold our market on an alternative day of the week such as Thursdays or 
Fridays from 3 – 7 p.m. Having a market on Thursday would help attract vendors who are 
reluctant to give up a profitable Saturday market to join a brand new untested market. It 
would also offer an alternative date to the existing Freight Station market and several other 
area markets. It draws people during a less popular time and would offer shopping in 
advance of the weekend. It can also increase the customer base by drawing from downtown 
employees. 
 

http://www.pickyourown.org/PYO.php?URL=http%3A%2F%2Fwww.thepumpkin-patch.com
mailto:hillhigh@shentel.net?subject=Inquiry%20from%20a%20visitor%20to%20www.PickYourOwn.org/VAnorthern.htm
mailto:clinesfarmlp@aol.com?subject=Inquiry%20from%20a%20visitor%20to%20www.PickYourOwn.org
http://www.pickyourown.org/PYO.php?URL=http%3A%2F%2Fwww.markermillerorchards.com
mailto:hmckay@markermillerorchards.com?subject=Inquiry%20from%20a%20visitor%20to%20www.PickYourOwn.org


One of the disadvantages of having a farmers’ market on Thursday is that people may find it 
a challenge to get there after work before it closes. People have less leisure time to give at 
the market on a Thursday evening.  Vendors who have other jobs during the week will not 
be able to attend.  
 
Marketing Strategy 
As was mentioned in the previous section, there are a small number of community events in 
the area. This could play in our favor, and help to make the market standout as a unique 
opportunity to purchase local food in addition to being a fun, community gathering. 
Because the market will likely have a very small budget there will not be much room for 
advertisements. The market will have to rely almost exclusively on free marketing. These 
outlets include: 
(Free) 

• The Old Town Winchester Website and Facebook page 
• The City’s website 
• The City’s TV Channel 
• The Winchester Star – community announcements and coverage 
• Advertising in the Park and Rec Guide 

 
(Nominal Charge) 

• Signage at the event and in the downtown 
• Notices to the public school students to take home 
• Joining the Virginia Farmers’ Market Associations and getting listed on their website 
• Posters and promotional material 

 
Management 
Who runs the market? What qualifications do they have? Compensation and incentives? 
Recruitment and retention? Who will help publicize the market and advertise and promote 
it? A market manager would need to be hired to assist with these tasks. 
 
Skills & Qualifications 
Farmers’ market managers need a variety of interpersonal and technical skills to work 
effectively with farmers, consumers and community partners. It is critical that the market 
manager have the following skills to perform the job effectively: 

• Effective problem solving 
• Creative thinking 
• Conflict Management 
• Self-motivation 
• Organizational skills 
• Communication skills 
• Marketing skills 
• Financial skills 
• Multi-tasker 
• Experience in retail management 
• Knowledge of and appreciation for local agriculture  
• Passion and dedication to the community 

 



Responsibilities 
1) Determine the eligibility of those wanting to sell at the market based on the rules 
established by the market’s Steering Committee. 
2) Actively recruit new producers to expand the variety or products for sale. 
3) Collect daily fees from vendors and maintain accurate records of payment. 
4) Assign selling spaces. 
5) Ensure that all applicable licenses, permits and insurances are filed with the relevant 
agencies. 
6) Stress the sale of high quality produce. 
7) Establish and enforce regular hours of operation and market guidelines. 
8) Work to establish and maintain a quality, community experience at the market. 
9) Oversee assistance of volunteers 
10) Manage a SNAP program with vendor tokens and compensation 
11) Schedule and manage weekly entertainment at the market 
12) Manage a sponsorship program 
13) Promote the market through press releases, social media and other ways.  
14) Continually evaluate the markets’ strengths and weaknesses and make 
recommendations to improve the market. 
 
Financial Strategy & Projected Income 
Overview - Ideally, the Winchester Farmers’ Market would run for a total of 14 weeks. It 
would run mid -May – mid- August. 
 
Initial Investment 
While the aim would be to make the market self-sustaining, some initial seed money is 
necessary. As little as $2,000 would allow the Farmers’ Market to purchase signage that 
would be used on city a-frames, posters and postcards to be in area businesses, basic 
supplies including information table, folding chairs, and other supplies. An additional $3,000 
marketing budget would help promote the market through local media, social media and 
through producing flyers to be distributed to public school children. 
 
If the market is able to qualify for the SNAP program there would be additional costs of 
approximately $1,000 to administer this program including purchase of an EBT reader, 
creation of market tokens and transaction fees. 
 
Revenue 
The revenue from vendor fees should cover the basic expenses of a part-time market 
manager salary. It is hoped that through the Events Promoter sponsorships could be 
attained to cover the weekly entertainment costs of approximately $100. The market 
manager would also be required to pursue grants from federal and state agencies to 
support the expansion of the market and to help establish a successful SNAP program. 
 
Cash Flow Scenarios 
There are a number of possible cash-flow scenarios for the Winchester Farmers’ Market. 
Below are two cash flow forecasts considered to be at either end of the anticipated fiscal 
performance scale. For both, a late-May opening and an early-October closing is assumed. 
This means 14 market days total, at 1 market day per week. 



In Forecast #1, the assumption is based on a minimum weekly vendor fee of $10 per 
vendor with a total of 10 vendors attending throughout the duration of the market. Forecast 
#2 assumes that the market will have 10 vendors at the maximum $25 per vendor. 
Forecast #1) 
$10/per vendor X 10 vendors = $100 weekly for 14 weeks for a season total of $1,400 
Forecast #2) 
$25/per vendor X 10 vendors = $250 weekly for 14 weeks for a season total of $3,500 
 
The intention would be to pay the market manager with the proceeds from the fees charged 
to vendors to participate in the market. Not only would this create a self-sustaining market, 
but it would also motivate the market manager to actively recruit and retain more vendors. 
This arrangement would suffice for the first few years of the market when it is still in a 
growth phase.  
Next Steps 
The next steps are intended for the City of Winchester. These should include sharing this 
business plan with current and prospective community stakeholders for comment and input. 
At the same time, the City should consult with relevant departments and the EDC etc.  
 
Key Decisions: 

• Making some key decisions about the market, including what products will be 
allowed (will we allow crafters and artists and if so we will put any stipulations on 
their participation?) and what types of products will be allowed (all organic, all local 
or no restrictions?). 

• Developing a vendor application and recruiting potential vendors. 
• Determine exactly what kind of insurance will be required and obtaining the 

necessary policy. 
• Attracting sponsors. 
• Campaigning to gain support from officials and the community. 
• Assembling of a job description, identifying and hiring a manager. 
• Deciding on a market day and time. 
• Recruiting the necessary volunteers. 
• Publicizing the future launch of the market and attracting the necessary amount of 

vendors to make the market viable. 
 

Season Revenue    
 Vendor Fees Variable $100 – 250 weekly Variable $1,400 - $3,500 
 Sponsorship Variable $50 -$100  weekly Variable $700 - $1,400  
   TOTAL: $2,100 - $4,900 
Season Expense    
 Market Manager 8 hours a week $10/hr $1440 - $1760 (18 – 22 weeks) 
 Weekly Entertainment $50 - $100 weekly  $700 - $1,400 
   TOTAL: $2,840 -  $3,160 
    
Set up Costs Marketing/Promotion  $3,000 
 Signage & Supplies  $2,000 
 SNAP Program  $1,000 
   TOTAL: $6,000 



Alternative Management 

If the City does not directly hire a Market Manager one could be contracted to manage the market. The 
Market Manager (contractor) would collect the vendor fees and do outreach for sponsorship for the 
market. They would oversee the market during market hours and enforcement of the rules as well as 
the scheduling of entertainment such as cooking demonstrations or live music and could seek out 
sponsors to help defray costs of hiring performers. The Market Manager would not be required to pay a 
fee to rent the Taylor Pavilion or pay any vendor fees to the city due to their contract managing the 
market. In this model the Market Manager has an incentive to bring more vendors to the market and 
work to keep the vendors leading to a more dynamic , robust market. Their profits from revenue would 
be limited to what is set in the contract or to what the space allows and their ability to reach out for 
sponsorship. 
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