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Executive Summary 
The Blue Hill Co-op, Inc. is a natural food grocery store that opened as a food buying club in 1974. The Blue Hill 
Co-op registered as a corporation in the State of Maine in 1979 and is structured as a consumer cooperative pursuant 
to 13 M.R.S.A., Ch. 85. Subch. I (§§1501-1731), where customers can choose to become an owner. Currently, the 
Co-op has more than 1,700 active owners who elect to invest $200 in the business and make at least one purchase a 
year. Owners receive a patronage rebate when the Co-op’s elected Board of Directors decides the amount of profit 
is high enough and the financial needs of the business are low enough to warrant a distribution. 

Operating for more than 43 years in leased spaces, the Co-op has spent the last seven years preparing to relocate. 
The current plan is to construct a custom-designed, energy-efficient expanded storefront on the South Street 
commercial area of Blue Hill. Using owner equity and retained earnings, the Co- op has moved well into the planning 
stages for a new building. Working with a respected local architect and engineers, as well as nationally recognized 
consulting firms that specialize in food co- operative growth and expansion, the Blue Hill Co-op is strategically 
shaping its relocation dream. 
 
With expert market studies and financial plans in hand, the Co-op is poised to turn an undeveloped piece of land it 
owns on South Street in Blue Hill into the region's leading organic food hub. To ensure that the expansion is 
accomplished with the utmost care, the Board of Directors hired a new General Manager with a background in co-
op project management to facilitate the relocation. The Board of Directors and the General Manager have addressed 
the internal readiness of the Co-op by focusing on increasing customer satisfaction and streamlining organizational 
systems. 
 
All Co-op staff support efforts to maintain and grow ownership base. Owner membership has grown 21% in the last 
five years. Year 2017 was a record year for new memberships, at 317. Seven months in 2017 were record breaking 
in member-owner growth; 41% of our member-owners have paid their equity in full. To date, the Co-op has 1,775 
owners.  
 
The Co-op’s trade area is located in southwestern Hancock County, Maine, an area with moderate competition in 
the organic/natural foods market. Currently, limited parking and a small retail and café space have worked to 
constrain the annual sales that the Co-op can generate--$3M in 2016. A new space, more suited to a grocery business, 
will increase the number of customers and increase the average purchase amount through the following mechanisms: 
expansion of available parking; reduction of congestion in the store; the ability to offer a greater selection of products, 
including locally produced items and local produce; and the reduction in product prices derived from increased 
buying power. It is anticipated that the first full year of business after construction will show significantly improved 
annual gross sales. The Blue Hill Co-op is seeking loans of $4,000,000, in addition to a $2,000,000 owner investment 
to: finance improvements to the purchased 5.5-acre parcel, design and construct a freestanding storefront, purchase 
inventory and equipment, and provide working capital for growth and development. As we are limited to the amount 
of money we can raise in a single year due to Securities Laws, we are looking toward member-owners to invest in 
the Co-op in two offerings; one beginning in 2016 and one in 2017. The 2016 campaign ended in August with 
$704,100 raised in investments. We are also seeking loans with repayment terms of seven to twenty years, using the 
expected proceeds from the business. The building, inventory, equipment, and other business assets will provide 
adequate collateral to secure the loans. The Co-op has had preliminary discussions with three socially responsible 
Maine and/or Co-op based lending entities, namely CEI, CFNE, & LISC, each of which have verbally committed 
$1M in debt-flexible debt financing. 
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Our Mission 
We are a welcoming, vibrant community of member-owners guided by our belief in the importance of offering 
healthy and honest food options. Through cooperative principles, we support our area economy by sourcing 
locally and by strengthening community engagement through education on food, environmental and social 
issues. 
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Description of Business 
Introduction 

Founded in 1974, the Blue Hill Co-op has been a gathering place for the Blue Hill Peninsula community 
for more than 40 years. As a one-stop natural foods market and café and a community- supported business, 
the Blue Hill Co-op has become one of the pillars of commerce in the town of Blue Hill. More than 1,700 
active owners participate in the governance of the Co-op through the election of a Board of Directors and 
the approval of changes to the corporation’s bylaws (See Appendix A). Owners are considered active by 
investing equity in the corporation through their owner share of $200 and making at least one purchase in 
a rolling year. 

History 
In early 1974, a clam digger’s truck began delivering vegetables brokered by a cooperative in Boston to 
twelve families in Blue Hill. Word spread, and by the summer of 1974, the number of owners topped one 
hundred.  The Co-op incorporated with the State of Maine in 1979 when they moved into the Sedgwick 
Grange and functioned as a monthly pre-order buying club for over ten years. In October 1991, the Co-op 
hired a part-time manager and opened a storefront in the old Sedgwick school, where it was open three days 
per week. The Co-op’s move to its present location in 1994 allowed it to offer more products and expand 
into prepared foods through the eventual construction of a café. The increase in offerings has allowed the 
Co-op to grow in both the number of owners and total gross sales. 

Co-op Principles 
The owners of the Co-op have directed that the Co-op furthers its mission by being guided by certain 
principles. These principles include the following: 

 
• The belief that wholesome food is necessary for individual well-being and also the wellbeing of 

the community; 
• The belief that supporting local farmers and industries also strengthens local communities and; 
• The belief what is purchased and carried in the Co-op should reflect the values of the owners. 

 
Another way the Co-op furthers its mission is by providing departmental buyers with guidelines for 
purchasing stock and services for the store and by informing owners and vendors about our co-op's values 
and purchasing goals. The Co-op also provides the community with informational brochures, talks, and 
presentations on food, environmental, and social issues. In 2016, presentation topics include: well water 
quality, growing rice in Maine, and summer orchard management. In addition to presentations, the Co-op 
partners with local farms to offer tours of their operations. 
These events allow community members to meet local farmers and gain a better understanding of locally 
produced food. 

 

Products and Services 
The Blue Hill Co-op offers a selection of local, organic, sustainably grown, international, and specialized 
items, not readily available elsewhere in Blue Hill. The Co-op offers a large selection of fresh organic and 
local produce, year round. It sells over 500 local and/or organic bulk items. The cheese department is known 
for handcrafted cheeses from Maine and New England, as well as artisan and specialty cheeses from around 
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the world. In addition to the above products, the Co-op offers locally raised, wild, organic and pasture raised 
meat, poultry and fish. 

The Co-op also has an extensive health and beauty section, featuring vitamins and supplements, natural 
body care products, homeopathic remedies, essential oils, and Maine-made products. Our Café offers 
delicious, freshly prepared vegan, vegetarian, and non-vegetarian items daily for eat-in or take-out. The 
Co-op Café is one of the few year-round eateries with seating in the area and helps to drive traffic into the 
store throughout the year. 

Business Location 
Current Location 

Currently, the Blue Hill Co-op leases a building located at the intersection of Ellsworth Road and East Blue 
Hill Road, (State Routes 172 and 176 respectively). It is considered on the edge of Downtown Blue Hill 
and passable sidewalks across the street allow for pedestrian traffic, although shoppers must cross the busy 
road to reach the store, limiting the amount of foot traffic to the Co-op. 

Access to the building is limited by the size and substandard design of the parking lot. There are 13 spaces 
for customers. Additionally, the layout of the parking lot, parallel to the road with limited driving space, 
inhibits easy ingress and egress. There are also safety concerns for both pedestrians and vehicles due to the 
design. The receiving dock is located at one end of the parking lot and when goods are delivered, traffic on 
the road and into the parking lot is blocked. 

Operations in the current building are at capacity. There is limited retail space to offer the selection of 
products needed to entice people into shopping at the Co-op. To keep our product diversity high, each 
product receives little shelf space, i.e. only one row of product on the shelf. In addition, because there is 
inadequate back stock warehousing space, the Co-op is unable to get bulk price breaks on products and 
when there is a run on a product, there is no backup stock to fill in the gap. Kitchen preparation space is 
also severely limited in the current store. 

In 2014, the Co-op leased the apartment in the basement of the existing commercial building to provide 
more space for administration offices. Before the move downstairs, every employee was packed into the 
receiving space of the building. Even with the reduction of employees in the back- end space, the small 
operations area hinders movement, efficiency, and storage space. 

Current Building Specifications 
• Building size: 3,600 sq. ft. 
• Retail sales floor area: 1,500 sq. ft. 
• Café area: 350 sq. ft. 

• Operations area: 1,750 sq. ft. 
• Café seating: 17 seats 
• Inadequate on-site parking 

Proposed Location & Plan 

In 2014, the Blue Hill Co-op purchased a 5.5-acre parcel on South Street (State Routes 172 and 175), 
between Mainescape and Napa Auto Parts and across from The Bay School, a Waldorf-inspired primary 
school. This area is a commercial section of Blue Hill and is where recent commercial growth has occurred. 
Within a quarter of a mile, there is a bank, a grocery store, a pharmacy, an auto parts store, a plant nursery, 
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and two schools. This location will allow the Co-op to be situated in a location that is more convenient to 
other shopping. It is also anticipated that commercial growth will continue in this location into the future, 
expanding the shopping opportunities available to customers even more. 

The new storefront will be a free-standing building designed and constructed to be an efficiently operated 
grocery store. The numerous shortcomings of the current location have been addressed in the design. 

 
The current plan calls for parking for 72 cars, with safe ingress and egress. A service road behind the store 
will allow trucks to deliver goods without inhibiting traffic. The retails sales area will be expanded to 
accommodate a more diverse selection of goods, as well as offer each product more shelf space. In addition, 
a full-service deli and fresh meat and seafood counter will be added to take advantage of this fast-growing 
segment of the grocery market. 

The new Café will have seats for more than double the number of customers year-round, and more than 
triple when the outside seating area is open in the summer months. As one of the relatively few eateries 
open year-round in Blue Hill, having ample seating is important to keeping customers happy and coming 
back. Additionally, increasing production space will allow the Café to expand its offering of prepared and 
grab-and-go (prepackaged, ready-to-eat, self-served) foods. 

In addition to these changes, the operational area of the store will be expanded to allow for greater and more 
efficient storage. The coolers and product storage areas will allow the Co-op to purchase more items per 
order, reducing the wholesale price of the individual product. In addition, the space is designed to increase 
efficiency. For instance, each department will have their own coolers and these will be located adjacent to 
their respective preparation areas. These changes will allow the Co-op to operate a much larger retail space 
using a proportionally smaller amount of labor. 

The building will be designed to reduce the amount of energy needed to operate the store. The building will 
be well insulated and a refrigeration waste-heat recovery system will be installed to offset all the demands 
for heating the building and hot water. Daylight will be taken advantage of to light the store. In addition, 
we hope to install a photovoltaic system on the roof to produce approximately 231,000 kWh of electricity 
every year. All told, it is estimated that between the increased energy efficiency and the generation of 
electricity from the roof system, the Co-op will need to use no more than the amount of electricity it uses 
in its current location. 

 

New Building Specifications 

• Building size: 11,988 sq. ft. 
• Retail sales floor area: 5,600 sq. ft. 
• Café area (including prep area): 1,166 sq. ft. 
• Operations area: 5,688 sq. ft. 
• Café seating: 40 seats inside, 48 seats outside 
• On-site Parking for customers and staff: 70+ cars 
• Community meeting room: 350 sq. ft. 
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State Licensing 
The Blue Hill Co-op filed as a business corporation with the State of Maine on February 2, 1979 with the 
Charter Number of 19791039D. We are in good standing with the state with regards to our retail licensing, 
quality assurance licensing, and nursery stock licensing. 

Personnel 
The Blue Hill Co-op has a five-level organizational pay structure. The first three levels are defined as staff, 
with limited supervisory responsibilities. The second two levels are defined as management because they 
involve the supervision of Co-op employees or they have professional responsibilities. The organizational 
pay levels are as follows: 

• Level 1 – Entry Level Staff 
• Level 2 – Experienced Staff 
• Level 3 – Specialized Staff 
• Level 4 – Manager 
• Level 5 – Executive Manager 

This document will include resumes and position descriptions for the Executive Management position, and 
position descriptions for all Level 4 and select Level 3 positions. 

Executive Management 

The Blue Hill Co-op has a dedicated Board of Directors who guide the direction of the business. The 
directors employ policy governance to ensure the Co-op achieves its goals and avoids potential hazards. 
Directors are not directly compensated for their time, but do receive a discount on purchases. See Appendix 
B for biographies on the current board members. 

The Co-op has one executive management position, the General Manager who is responsible for all the 
operations of the Co-op. See Table 1 for this position’s job description. 

Current Specialized Staff and Manager Positions 

In addition to the Executive Management, the Blue Hill Co-op employs a number of professionals who 
manage each retail and administrative department. Below are the specialized staff and management 
positions that are currently staffed at the Co-op and a short description of each position. 

See Table 2 for a list of the positions and a general description of duties. See Appendix C for a diagram of 
the current organizational structure. 

Summary of Recent Personnel Changes 

In its present location, the Blue Hill Co-op employs approximately 28 people at any given time for a total 
of 19.725 Full Time Equivalent employees (FTE) (40 hours per week equivalent). This includes 16 year-
round, benefits-eligible positions (30 hours or more per week based on a 90-day average). 
The Co-op offers the following benefits: paid sick leave; vacation time based on hours worked; $400 per 
month stipend to offset the cost of medical insurance; dental insurance; and a discount on purchases. As of  
2016, all positions at the Co-op have a starting wage of at least $11.00 per hour. This was set to be above 
the living wage for a single adult in Hancock County, Maine of $10.54 put forth by the Living Wage 
Calculator created by Dr. Amy K. Glasmeier at MIT. 
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Table 1: Current Executive Position 

 

 
Job Title 

# of 
Positions 

Entry/ Semi- 
Skilled/ 
Skilled 

 
General Description 

Executive Position    
 
 
 

General Manager 

 
 
 

1 

 
 
 

Skilled 

General Manager–fulfills the roles of general manager, 
overseeing directly or indirectly all the employees of the 
Co-op. Reporting to the Board of Directors, this position is 
charged with the day-to-day oversight and management of 
the Blue Hill Co-op Community Market and Café in 
accordance with the Co-op Mission Statement, and is 
responsible for the smooth operation of the store for the 
benefit of Co-op owners. 

 

 
 

Table 2: Current Specialized and Management Staff 
 

 
Job Title 

(Part-Time and 
Temporary 
Positions) 

# of 
Positions 

Entry/ Semi- 
Skilled/ 
Skilled 

 
General Description 

 
 
 

Assistant Store 
Manager 

 
 
 

1 

 
 
 

Skilled 

Assistant Store Manager – serves to support the General 
Manager to ensure smooth daily store operations and a 
strong management presence in the store at all times. 
Reports to the GM. Helps to oversee other Department 
Managers.   

 
 
 

Wellness Manager  

 
 
 

1 

 
 
 

Skilled 

Wellness Manager–selects, purchases, prices, displays, and 
promotes wellness products (vitamins, supplements, 
homeopathic remedies) and health and beauty aids (HABA). 
This position reports to the General Manager and supervises 
limited department staff to meet objectives for sales, margin, 
inventory turns, labor and customer service. This position is 
also expected to act as a knowledgeable resource for customers 
interested in wellness. 
 

 
 
 

Marketing Manager 

 
 
 

1 

 
 
 

Skilled 

Marketing Manager – handles all aspects of internal and 
external marketing for the Co-op. This position reports to 
the General Manager and works to ensure that all internal and 
external communications are branded appropriately. They also 
develop and manage the website, social media sites, store 
signage and print materials. 

 
Bookkeeper 

 
1 

 
Skilled Bookkeeper – tracks all invoices, pays vendors, maintains 

payroll, and monitors employee benefits. 
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Ownership 
Coordinator 
(part-time) 

 
 

1 

 
 

Skilled 

 
Ownership Coordinator – manages the owner 
database, recruits new owners, and coordinates 
educational events. 

 
 

Grocery Manager 

 
 

1 

 
 

Skilled 

Grocery Manager – selects, purchases, prices and promotes 
products. Reporting to the General Manager, this position 
supervises buying, receiving and stocking by grocery 
department staff to meet objectives for sales, margin, 
inventory turns, labor and customer service. 

 
 

Produce Manager 

 
 

1 

 
 

Skilled 

Produce Manager – selects, purchases, prices, displays, and 
promotes fresh produce. This position reports to the General 
Manager and supervises limited department staff to meet 
objectives for sales, margin, inventory turns, labor and customer 
service. 

 

Café Manager 

 

1 

 

Skilled 

Café Manager – oversees the daily operations of the kitchen, 
and provides professional leadership and direction to 
kitchen/café personnel. They also develop customer 
service policies and protocols. 

 

Outreach Coordinator 

(part-time) 

 

1 

 

Skilled 

Outreach Coordinator – develops and maintains events and 
educational opportunities to engage members and the larger 
community; fosters shared activities and relationships with like-
minded organizations; teams with Marketing to establish 
activities in sync with store focuses 

 

Positions to be Created at New Location In the new location, it is estimated that the Co-op will 
employ 45 people, for a total of 34.25 FTE. Twenty-nine of the positions will benefits-eligible. This 
represents an 74% increase in FTE positions, and an increase of 13 year-round, benefits-eligible 
positions. Please note, these potential positions are subject to change to reflect management needs. 
See Appendix C for a diagram of the future organizational structure. 
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Table 3: Proposed New or Expanded Positions 
 

 
Job Title # of 

Positions 

Entry/ Semi- 
Skilled/ 
Skilled 

 
General Description 

Full-Time Positions    
 

Meat / Seafood / 
Manager (FT) 

 
 

1 

 
 

Skilled 

Meat/Seafood Manager – oversees the fresh meat and seafood 
counters. They provide professional leadership and direction to 
appropriate departmental personnel. It is also expected that this 
position will have butchering skills. 

 
Front End Manager 
(FT) 

 

1 

 

Skilled 

Front End Manager – supervises all of the cashiers and stockers 
and set customer service policy. This position is expected to be 
flexible in scheduling and will work on the 
front end as needed. 

 

Ownership 
Coordinator (FT) 

 
 

1 

 
 

Skilled 

Ownership Coordinator – manages the member-owner 
database, recruits new member-owners, coordinates educational 
events, and ensures all member-owners are current in regards to 
purchases and equity payments. 

Meat/Seafood/Deli 
Staff (FT) 

 
2 Semi- 

Skilled 

Meat/Seafood Staff – service the fresh meat, seafood, 
and deli counters and provides friendly, knowledgeable 
customer service. 

Shift Leader - 
Front End 

 
2 Semi- 

Skilled 

The Front End Shift Leader – coordinates the work of the 
shift across departments. Supervises cashiers, stockers, and 
other entry level staff. Reports to the Front End Manager. 

 

Grocery Buyer (FT) 

 

1 

 
Semi- 
Skilled 

The Grocery Buyer – selects, orders, prices, merchandises and 
promotes items in accordance with the Co-op’s mission and 
product selection guideline. The Grocery Buyer reports 
to the Grocery Manager. 

 

Cashier 

 

3 

 

Entry 

The Cashiers – provide excellent and accurate customer 
service. They check out customer purchases, bag grocery items 
and assist customers as needed. They are responsible 
for scanning accuracy and accurate cash handling. 

Café Counter Staff 
(FT) 

 
1 

 
Entry 

Café Counter Staff - The Café Counter Staff members service 
the café counters, grab-and-go cases, and provides 
friendly, knowledgeable customer service. 

Grocery Stocker 
(FT) 

 
1 

 
Entry 

Grocery Stocker - The Grocery Stocker keeps displays, 
coolers, and shelves for packaged grocery, frozen, meat, dairy, 
and beer & wine fully stocked and rotated. 

 

Receiver (FT) 

 

2 

 

Entry 

Receiver – efficiently and accurately receives product in 
packaged grocery, bulk, frozen, produce, or cafe sections and 
ensure accountability for invoices and security of 
inventory 
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Part-Time Positions    

Meat / Seafood / 
Deli Staff (PT) 

 
2 Semi- 

Skilled 

Meat/Seafood/Deli Staff – service the fresh meat, 
seafood, and deli counters and provides friendly, 
knowledgeable service to customers. 

Café Counter Staff 
(PT) 

 
2 

 
Entry 

Café Counter Staff – service the café counters, grab-and- 
go cases, and provides friendly, knowledgeable service to 
customers. 

Grocery Stocker 
(PT) 

 
3 

 
Entry 

Grocery Stocker – keeps displays, coolers, 
and shelves for packaged grocery, frozen, meat, dairy, and 
beer & wine fully stocked and rotated. 

 
Produce Stocker 
(PT) 

 

2 

 

Entry 

Produce Stocker – efficiently and accurately stocks and 
prepares product in the Produce department and provides 
friendly, knowledgeable service to customers. 

 

The Market 
The Blue Hill Co-op has a long history of serving the Blue Hill Peninsula. For 43 years, the Co-op 
has fulfilled its mission to support its local economy though the retail sales of wholesome food. This 
mission, in conjunction with strong customer service, limited competition, and the rise in popularity 
of organic, whole foods, has given the Co-op a strong position in the local grocery market. 

Owner Surveys 

In 2009 and 2013, the Blue Hill Co-op sent out surveys to our owners to gain insight into their 
perspectives on the services the Co-op provides and their thoughts about relocation. In both surveys, 
the majority of owners said they shop at the Co-op for the following reasons: 

• To support local producers; 
• Because they believe in the values of cooperative businesses; 
• For the selection of organic products and; 
• For the selection of bulk products. 

In addition, 2009 survey respondents indicated several reasons they choose to shop at other locations 
instead of the Co-op. The main reason given was the price differences between the Co-op and its 
competitors. Following a close second was the limited selection of products at the Co-op compared to 
other stores. Finally, the third most popular reason people shopped elsewhere was convenience and 
specifically parking convenience. In addition, 72% of the respondents indicated that they would like 
to see more, better designed parking at the new store. 

The following statements are comments that were received with the surveys: 

• Yes, we would support in any way a new Co-op! The reasons are real and can be addressed 
as important for our community and health. Thank You. 

• Most important to move to larger space and parking lot asap to avoid accidents. 
• I like having access to local food. The Café is a wonder - just find it a little too pricey for 

most things. 
• I love our Co-op. It's my favorite Co-op of any I've ever visited or been a member of. 
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• I feel it is the heart of the peninsula. 
• I am very happy that the Co-op is in my community - a larger store with a bigger selection 

would move the score up. 

These statements highlight the support the Co-op has received from the community. They also show 
the perceived needs that would be addressed by moving to a bigger, more appropriately designed 
storefront. 

 

Local Market Impact 

Food co-ops, because of their missions to support local economies and their local ownership, purchase more 
local goods and spend more locally on average than conventional grocers. According to Healthy Foods 
Healthy Communities: Measuring the Social and Economic Impact of Food Co-ops authored by National 
Co-op Grocers (NCG), for every $1,000 a shopper spends at their local food 
co-op, $1,604 in economic activity is generated in their local economy—$239 more than if they had spent 
that same $1,000 at a conventional grocer (NCG; strongertogether.coop). 

Market Study 

In 2010, a market study was commissioned by the Blue Hill Co-op. A consulting firm, G2G Research 
Group, was hired to perform an analysis of presence performance and an evaluation of proposed store 
relocation opportunities. An update, including a new Customer Address & Transaction Survey, was 
conducted during the early summer of 2015 to address five years of sales growth, increased ownership, and 
an identified relocation site. 

G2G Research Group was founded by Debbie Suassuna in 2007 with the purpose of providing food co-ops, 
retailers, restaurants, banks, and real estate developers/brokers with accurate, reliable, and affordable site 
location analysis. Debbie Suassuna brings 20 years of experience in conducting site location research in the 
retail and restaurant industries, both as a consultant for a variety of retailers, and as an in-house research 
expert for Williams-Sonoma, Inc. All of the research that is conducted on behalf of cooperative food stores 
is generated through an affiliation with CDS Consulting Co-op, which provides a broad range of business, 
financial, and development services to cooperatives, in order to promote new business growth and long-
term viability of existing businesses. 

Trade Area 

Based on the CAT survey data gathered in May 2015, the trade area for Blue Hill Co-op encompasses 
southwestern Hancock County. Specifically, the trade area extends 10 miles west to Penobscot River/Bay; 
about 15 miles to the north, where it is limited from further extension by a shifting shopping orientation 
toward Bangor, Maine; and approximately 17 miles to the east to Frenchman Bay. In addition, the southern 
trade area boundary is delineated by the Gulf of Maine. 

The Blue Hill Co-op serves a moderate-sized trade area in terms of geography, from which 90% of its sales 
originate. The strong sales from the trade area is not surprising given the geographical barriers created by 
the bays and rivers that form much of the trade area boundary (See Appendix D). 

The trade area contains a substantially lower-than-average population base of 34,600 persons, compared to 
the Co-op database store average of 110,500 persons (See Appendix D). However, the Co-op benefits from 
a significant seasonal population, as well as from tourists/visitors to the area. 
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Competition 

The competitive environment within which the Blue Hill Co-op operates is moderate. There are currently 
three direct competitors located in or near the trade area for Blue Hill Co-op—Tradewinds, John Edwards 
Market and A&B Naturals. Tradewinds (which is affiliated with Hannaford) operates one store that is 
located about one mile southwest of the Blue Hill Co-op. It features a 1,200 square foot natural food store-
within-a-store section referred to as “Nature’s Place”. John Edwards Market, which is a 3,500 square foot 
(sales area) natural foods store, is located about 12 miles northeast in Ellsworth, Maine. It offers a large 
selection of wine, vitamins/supplements (with a dedicated customer service representative), herbs/spices, 
produce, dry groceries, some prepared (pre-packaged) foods, health/beauty care items, and an art gallery 
(which is located in the basement). In addition, A&B Naturals operates a 1,200 square foot store (expanding 
to 2,200 square feet in 2016) in Bar Harbor, 33 miles away, which offers some produce, dry groceries, 
health/beauty items, and a coffee/juice bar. 

There are two indirect competitors located within Blue Hill Co-op’s trade area worth noting: Hannaford, 
and Shaw’s. Hannaford operates three stores in/near the Blue Hill Co-op’s trade area, two of which (the 
Ellsworth and Bar Harbor stores) feature a separate section of natural foods (referred to as “Nature’s 
Place”). There is also one Shaw’s store located in the Blue Hill trade area (in Ellsworth) which features a 
650 square foot “Wild Harvest” natural food store-within-a-store. 

In summary, the competitive environment in the Blue Hill Co-op trade area is considered to be moderate. 
There are three direct competitors located within the trade area, one is within a quarter mile of the new 
store, but the other two occupy distant locations (13 miles and 33 miles away) from the Blue Hill Co-op. 
In addition, there are two indirect competitors who carry some merchandise considered to be competitive 
to Blue Hill Co-op, and as such, offer a locational-based advantage to the residents in the areas immediately 
surrounding these competitors. The impact of these indirect competitors is no doubt “enhanced” by the 
small size of the existing Blue Hill Co-op store. 

 
Community Support 

The Blue Hill Co-op has been open on the Blue Hill 
Peninsula for more than 40 years. Perhaps one of the 
most telling statistics is that the Co-op has 1,775 
owners who have purchased ownership shares in the 
Co-op and regularly shop there. As shown in the 
diagram to the right, these people represent a small 
fraction of those who use the Co- op, but are not 
members. Additionally, since 2011, approximately 
1,200 new owners have joined the Co-op, illustrating 
the untapped potential of loyal customers in our area. 

 
Figure 1: Pyramid of Co-op Customers 
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Sales Forecast Analysis 

The population size and demographic composition of the market area, combined with the experiences of 
other natural food co-ops in similar market situations, suggest that there is significantly more sales potential 
to be realized by Blue Hill Co-op. However, the existing store’s small size limits its ability to capture more 
of the available sales potential within the market. More specifically, the small size of the store and lack of 
specialty and service departments means lost opportunities in sales and gross margin growth and limits the 
ability of customers to fulfill all of their weekly shopping needs at the Co-op. 

While the overall sales potential is limited by the relatively low trade area population base, the proposed 
relocation site is projected to achieve substantially higher sales than the existing store due primarily to the 
building’s much larger size (i.e., 6,000 square feet of sales area versus 1,850 square feet in the existing 
store). This larger store size allows the Co-op to offer a greater array of specialty and service departments, 
thus enabling the Co-op to increase both its customer count and customer transaction sizes, and increase its 
sales penetration levels throughout the trade area. 

While there is no definitive opening date for the proposed store, the timeline anticipates the new store will 
open in mid-2019, thus making 2020 its first full year of operation. Also, because it will take some 
customers a little while to become familiar with the new store and adjust their shopping habits, the 
new/larger store is not expected to reach its mature sales level until the fourth year of operation. 

 
 

Therefore, the sales forecast for the proposed new/larger store would be: 
 

Annual Sales Forecasts 
 

First-Year 2019 $5.64 million 
$6.65 million 
$7.45 million 
$8.20 million 

Second-Year 2020 
Third-Year 2021 
Fourth-Year 2022 

 
Since the South Street site has yet to be developed, this sales forecast is based on certain assumptions (taken 
from the G2G market study), including: 

• That the proposed store will be easily visible from South Street; 
• Its parking lot will accommodate about 72 parking spaces; 
• Ingress/egress of the store’s parking lot will be relatively unimpeded; 
• The proposed new/larger store will have a retail sales area of about 6,000 square feet; 
• The proposed new/larger store will feature a relatively broad selection of natural and locally- 

produced food, to include dry grocery, fresh meat and seafood, dairy and frozen food, fruits and 
vegetables, bulk foods, beer/wine, some baked items (muffins, scones, cookies, etc.) made from 
scratch, with other baked goods outsourced to local vendors, specialty cheese, a full-service deli 
counter, a hot/cold food bar, grab and go foods, a larger café/seating area (with indoor/outdoor 
seating), a broader selection of vitamins/supplements and health/beauty/body care items, an 
expanded selection of non-food and general merchandise, and an area for cooking 
demonstrations/classes; 

• The competitive environment will remain unchanged throughout the forecast period; 
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• Growth in the natural food market at-large has been occurring at a rate of between 5% and 
10% per year, and is expected to continue; and 

• Store maturity is not expected to occur until the fourth year of operation. 

In summary, the new/larger store will benefit from a moderately limited competitive environment, (in 
terms of natural/organic food stores), within its trade area, as well as a much larger facility size relative 
to the existing store’s size. As a result, the Co-op will be able to offer a greater array of merchandise 
and specialty/service departments, thus enabling its customers to make more of their weekly grocery 
purchases at the Co-op which will translate into higher basket sizes/transaction amounts and higher 
sales performance levels throughout its trade area. 
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Table 4: Sales Forecast Summary 

Sales Forecast Summary for Proposed Blue Hill Co-op Store Relocation 
Performed by G2G Research Group - May 2015 

 
Proposed Store Blue Hill Co-op Co-op Database Store 

  Relocation Blue Hill, ME Average  

Sales Area (Sq. Ft.) 6,000 1,850 6,744 
Analog Sales per Selling Sq. Ft. $923 $1,434 $1,590 

Key Forecasting Variables 
Total Population 

 
 

34,614 

 
 

34,614 

 
 

110,500 
Group Quarters Population 1,148 1,148 6,471 
Total Population in Households 33,466 33,466 104,029 
% Self-Employed/Federal Govt. Worker 6% 6% 6% 
% College Graduate 33% 33% 41% 
% Non-Family Households 40% 40% 46% 
% Education/Health Occupations 11% 11% 13% 
Per Capita Income $30,422 $30,422 $29,438 
% Aged 40-54 Years 21% 21% 19% 
% White Population 97% 97% 79% 
% Annual Population Growth 0.2% 0.2% 0.5% 
% Pop Equally/More Convenient to other Co-op 0% 0% 12% 
% Pop Equally/More Convenient to Large-Format 
 Direct Competitor  0% 0% 15% 

% Pop Equally/More Convenient to Small-Format 
 Direct Competitor  

63% 63% 15% 

 
Analog Sales Forecast 
Analog Trade Area Sales per Capita 

 
 

$149.00 

 
 

$71.17 

 
 

$81.92 

Analog Trade Area Sales  $4,986,434 $2,381,826 $8,522,229 
% Trade Area Sales 90% 90% 81% 

Analog Sales from Beyond Trade Area $554,048 $270,785 $2,201,478 
% Sales from Beyond Trade Area 10% 10% 19% 

Analog Total Sales $5,540,482 $2,652,611 $10,723,707 

Final Sales Forecast    
2019 Total First-Year Sales $6,149,316   
2020 Total Second-Year Sales $6.867,876   
2021 Total Third-Year Sales $7,646,727   
2022 Total Fourth-Year Sales $8,490,320   

 

This sales projection assumes the following: 
Facility Characteristics: 

Site Characteristics: 

Store Marketing Budget: 

 

Assumes that the store will have about 6,000 square feet of sales area. 
Assumes that the proposed store will have about 73 off-street, "co-op only" 
parking spaces for customers and staff. 
Assumes that the marketing budget for the new store will be at least 2.5%

Annual Population Growth of: 0.2% 
Future Annual Sales Growth of: 5% (Based on historical sales growth trends of existing co-op stores) 

First-Year Maturity Impact of:  85% 
Second-Year Maturity Impact of:  90% 

Third-Year Maturity Impact of: 95% 
Fourth-Year Maturity Impact of : 100% 
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Marketing & Outreach 
The Blue Hill Co-op employs a full-time Marketing Manager who is responsible for all aspects of the 
organization’s marketing. The Co-op uses a multimedia campaign strategy 
using web, social media, e-news direct mail and print media to inform and attract new and loyal patrons. 
Print advertising with in-store specials is strategically and judiciously placed throughout the year, along 
with information about relocation and fundraising efforts. In 2017, a focus was on aligning all 
communications with a clean branded look to pave the way for a more professional feel for the new store. 
In addition, consistent public messages that highlight the Co-op's commitment to community, clean food, 
local sourcing and fair food access were developed for all points of member and shopper contact. These 
messages were applied to capital campaign efforts as well. 

 
With regard to the wider Peninsula community, the Co-op uses community events such as speakers and 
farm tours to showcase healthy, sustainable living. These events are seen as vital to the vibrancy of the Co-
op and are integral to our success in meeting our community health and sustainability goals. Our educational 
events bolster our marketing strategy to increase awareness of the Co-op in the community and allow for 
partnerships in education with like-minded area organizations to evolve and grow. 

 

National and Regional Co-op Branding 

 
The Blue Hill Co-op is a member of the National Co-op Grocers (NCG) a business services cooperative for 
retail food co-ops located throughout the United States. Representing 148 food coops operating over 200 stores 
in 38 states with combined annual sales of over $1.8 billion, NCG helps unify natural food co-ops in order to 
optimize operational and marketing resources, strengthen purchasing power, and ultimately offer more value to 
natural food co-op owners and shoppers everywhere. As a member of NCG, the Blue Hill Co-op receives the 
following benefits: 

• Participation in core national purchasing and promotional programs; 

• Access to a data collection and benchmarking system with comparative data from other food co-ops, as well 
as tools for analysis and identifying opportunities for operational improvements; 

• Group discounts based on national contracts for value-added business services. Current discounted services 
are available on packaging and store supplies, garment rental and facilities services, credit card processing, a 
gift card program, inventory service, merchandising equipment, and printing/copying services; and 

• Access to all brand support materials for the Co-op, Stronger Together brand. 
 

The consistent national branding that comes from membership in NCG helps the Co-op be more recognizable 
to seasonal customers who are customers of co-ops in their hometowns. 

Starting late in 2017, the Blue Hill Co-op joined in a collaborative print advertising effort with the four other 
Maine coast co-ops--Portland Food Co-op, Rising Tide Co-op, Good Tern Co-op and Belfast Co-op--to celebrate 
and promote (state-wide and regionally) the strength of organic food sales and the cooperative model in the 
State of Maine. 

 
Timeline to Opening 
The board and management of the Blue Hill Co-op are working to get the new storefront completed by 
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mid-2019. At this time, the site has been purchased, the schematic design has been completed, and we are 
in process of developing the final design, cost estimates, and bid documents. 
General contractor selection is scheduled for the 1st quarter of 2018. Construction is estimated to take 10-
12 months, with one month for final punch list items and one month for move in. It is anticipated that the 
Co-op will be able to move into the store by the 3rd quarter of 2019. 

 
Critical Risks and Assumptions 

• Our continued growth depends on our ability to increase sales at our new location through an 
increase in the amount of products sold and a decrease in the average amount of Costs of Goods 
Sold (COGS) achieved through greater purchasing power. 

• Our operating results may be materially impacted by fluctuations in our year-over-year same- store 
sales (meaning the level of sales at the same location compared to that in the previous year). 

• Our same-store sales growth could be lower than our historical average for many reasons, including 
the impact of new stores entering into our operating base, general economic conditions, increased 
competition, price changes in response to competitive factors, possible supply shortages, and 
cycling against any year of above-average sales results. 

• Over the past three years, sales have grown at an average of over 5% per year. Although future sales 
are projected to continue to increase, such increases are not projected to continue to increase at that 
very high level. 

• We may not be able to successfully hire and train new team members or integrate those team 
members into the programs and policies of the Cooperative. 

 
 
 
 

FOR MORE INFORMATION: Kevin Gadsby, General Manager, gm@bluehill.coop 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 


