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Case Study: Sustainable Regional Food Networks
Grant, M., Flury, B., World Food System Center, Not for Distribution
Patrick and Tulsi put down their shovels and looked across the fields of the valley. Around them were a group of local farmers from Pokhara, Nepal gathered at the Saathi Model Or​ganic Farm to learn about im​proved farming techniques. These were some of the people at the heart of the net​work that Patrick and Tulsi had diligently built up in both Switzerland and Nepal. It was break time for the training program they were running, and over a glass of warm chai they started to reflect together on their work. In a meeting with a major do​nor agency the day before, their training model had received great interest and it helped them to appreciate just how much they had achieved together since they first met in 2012. Yet they were acutely aware that they had a long way to go on their journey to build more sustainable and in​clusive food systems.

In 2008, Patrick Honauer took over the management of the general store, called the Bachsermärt, in the rural town of Bachs in the Canton of Zurich, Switzerland. At the time, his vision was to guarantee the supply of basic products for the local town, while supporting local producers and securing jobs for the rural area
. Since that time, the Bachsermärt has grown into a re​gional food net​work, encompassing 5 retail stores (2 rural and 3 urban), a logistics net​work, training and educational ac​tivities and a platform to con​nect the stakeholders in the network from farmers and producers through to consumers. The entire concept is based on a philosophy that food should be produced and consumed in a more sustainable way, based on closed loop systems and strong interpersonal relationships
.
In 2008, Tulsi Giri founded an NGO in Nepal to provide training to young people in rural areas on organic farming, fish farming and homestay tour​ism
. His vision was to provide opportunities in rural villages as an alternative to urban migration. Over the course of the next 8 years, this organization evolved into the Bazaar Agricultural Cooperative and wholesale store, an organic model retail store in Pokhara and the Saati Bio Farm, a model per​ma​culture farm and training center in the countryside around Pokhara. The activities in Nepal are similarly grounded in a philosophy of con​necting producers and consumers while supporting sustainable pro​duction systems 
In 2012, Patrick and Tulsi had the chance to meet face to face and ex​change their ideas and chal​lenges around the shared philoso​phy of build​ing sustainable regional food networks. Since that time they have contin​ued to closely collabo​rate, exchanging knowhow, skills and other forms of support. During a recent visit to Nepal, Patrick and Tulsi reflected together on how far each of their organizations had come in the last 8 years, the myriad challenges they had faced, and most importantly how they would strengthen the resilience of their ac​tivities while expanding their impact
.
The Swiss Story: Bachsermärt

The Beginning
Patrick Honauer grew up in the city of Bern in Switzerland, but whenever possible he would escape to a small house on a farm that his family rented in the Emmental valley. At a very young age, this chance to connect with the land fostered a deep love of food and farming which would continue through his life. At the age of 6 Patrick began cooking, and continued this passion all the way to become a profes​sional chef. While cooking in res​taurants, embassies and culinary schools, he always felt something was missing and his desire to con​nect farming and cooking grew stronger and stronger.
These experiences culminated when he was the head chef at the Swiss Consulate in Moscow in the 1980s. When he arrived, the consu​late was still importing food and wine from Switzerland by plane to feed the ambassa​dors, staff and Swiss community. As soon as he could, he ended this prac​tice and instead began cooking and cater​ing with local produce. Patrick re​members taking the ambassadors car and driving all over Moscow to source the best and most unique local ingredients, which he would proudly showcase to the Swiss community that would gather to eat at the consulate restaurant. Through this experience, Patrick gained an intimate under​standing of markets, terroir cuisine and pro​ducers.

On returning to Switzerland in 1993, Patrick planned to give up his ca​reer as a chef and go to university to study. However, fate intervened in the form of a small newspaper advertisement announcing the sale of the “Neuhof” in the village of Bachs. The Neuhof was a well-known cooperative that ran a res​taurant and created a communal space open to different cultures and new ideas, founded on the principles of an egalitarian commu​nity. The res​taurant had gone bankrupt, and looking at the news​paper article, Patrick knew he was the person to take it over and turn it around.
Patrick took over the Neuhof with the aim of creating a collaborative, co​operative and organic certified restaurant that sourced produce from a large network of local farm​ers. He wanted everything he did at the restau​rant to be a model for an economic system that is more so​cially minded and that integrates people who are normally excluded. The staff included many refugees from the former Yugoslavia, which was at war at that time, and the lo​cation was used by artists and for cultural festivals. The restaurant took off, but it divided the town of Bachs. When it came to opinions about the Neuhof, the town was split in two – those who thought it was a won​der​ful concept and visited regularly, and those who thought it was a place for socialist hippies and didn’t want anything to do with it.
In the mid-1990s the community of​ficials from Bachs approached Patrick and asked him to take over the local Volg supermarket – a small general store serving the population of Bachs and the surrounds. He ini​tially refused, realizing that with the divided perspectives in the commu​nity he would have trouble running the type of shop he wanted to. Several years later, the community officials ran a workshop with the in​habitants of the town around the question of “what is the future of our small community?”. At the time the post office, the bank and the local school were all in the process of closing. A large portion of the community came to the workshop and there was a strong consensus that the town needed a shop and infrastructure to help the town keep its identity.
“I actually never thought about opening a shop in my life! But I always thought I had to do something to support local farmers and create value for them” 
–Patrick Honauer on the decision to take over the shop in Bachs
The community officials and a group of residents approached Patrick and asked again if he would take over the shop. This time he agreed, as he felt there was now a critical mass behind the idea and support to do things differently. Though there were still detractors in the community who were very skep​tical about his “organic” vision, they were more frequently being stood up to by other community mem​bers.
Patrick understood that the store could play a role in addressing some of the challenges the town was facing. He thought it would help build an iden​tity for the people in a rural town that was struggling to find its identity; give people a place to access the basic foods and goods they need to live; support farmers from the region; and fur​thermore offer a venue where peo​ple with special needs could be trained in retail work.
Patrick took the time to consult the community and to identify their needs before taking over the shop. He wanted the shop to stock prod​ucts that served the community, and went around to each family to ask them about their needs and preferences. Patrick opened the Bachsermärt in 2008, stocking an as​sortment that reflected the needs and wants of the local people, while also trying to push the con​cept of preferentially stocking re​gional and organic products. This approach continues to this day.
During this time, Patrick handed over the Neuhof restaurant to a new owner and manager. His work with refugees and people with special needs trans​formed into the organi​zation “Axisbildung” which now of​fers apprentice​ships and training opportunities to youth dealing with mental health chal​lenges and learning difficulties.

The Rural to Urban Expansion

From the moment he agreed to take on the shop in Bachs, Patrick was aware that the store would not be financially self-sustaining. He knew that he would have to simul​taneously open a store in the city, where it would be possible to charge higher prices for regional products. The opportunity to do this arose in 2009, when Bachsermärt was able to open a small store in Albisrieden in Zurich city. When opening city locations, it was im​portant that the location had the history and biography that would fit with the Bach​sermärt philosophy, to make sure there was a match of values, energy and intention.
The first urban store was a step for​ward for Bachsermärt, but some se​rious challenges remained. It was difficult for the company to sustain itself eco​nomically. Although the farmers were easy to get on board when they saw a market oppor​tunity, it was not possible for Bachs​ermärt to purchase from everyone, leading to some tensions between farmers. This was particularly the case between the organic and conventional farmers.
Patrick and the Bachsermärt team also felt a strong pressure to grow. They wanted to be able to sell more products which would allow the farmers in their network to get a bet​ter income and invest in projects on their farms. They were working with many farms where the next genera​tion of farmers were taking on the management, and they were all strongly aware that they had to in​novate if they were to survive.
One means of expansion was sup​port food processing businesses to get es​tablished, in order to sell unique local products in the stores. The first step in this direction was to partner with the Neuhof in Bachs to establish a bakery which provides fresh bread to the stores.
In addition to setting up the manu​facturing, Bachsermärt actively sought out new locations for city stores. Over the years they were able to open 4 additional urban lo​cations, as well as another rural store in a town called Eglisau. Ex​panding to Eglisau allowed them to start sourcing from another rural area, and the urban stores now stock produce from farms in both Bachs and Eglisau.
Two of the shops, in Eglisau and in Seefeld, were established as col​labora​tions with cooperatives. The cooperatives financed the shop space, and the Bachsermärt ran the store. In the other locations, the rent is usually sub​sidized, either by indi​viduals or through discounted rents. These special ar​rangements are critical to the financial viability of the stores and without this subsidiza​tion the concept would not be fi​nancially viable. This was the case with the Viadukt store, which closed in 2013 after three years of opera​tions.
The Situation Today
Today, Bachsermärt comprises 5 stores in both rural and urban areas, a bakery and other manufacturing facilities and a logistics operation. The stores are broadly conceptual​ized as “health food stores” (Reformhäuser) and stock a range of fresh regional produce as well as specialty and basic packaged and processed products. Although re​gional, seasonal and or​ganic pro​duce is given preference, the stores also stock a range of prod​ucts im​ported from abroad.

In the rural stores there are also some products that are standard processed food products, for ex​ample deep frozen foods from Nestle. Although these products may seem out of place, they are there because Bachsermärt also takes into consideration the needs and wants of the local consumers when defining the assortment. However, this presents a challenge in the form of a conflict between the overall values Bachsermärt wishes to promote and what cus​tomers want. They try to balance this by always offering an alter​native – for every product they have that is not organic they have a local alter​native that meets the criteria on the “sustainability wheel” they use to as​sess local producers. Managing this process and the associated trade-offs is an ongoing challenge.
The international assortment of products is selected based on or​ganizations and projects that are in line with the philosophy of Bachs​ermärt. This is done by applying a modified version of the sustainability wheel to determine if a product fits in the assortment. For example, Bachsermärt sources dried or​ganic fruit from a project in Armenia led by a cooperative of small farmers. They source coconut blossom sweetener from a project in the Philippines which works with a co​operative of farmers to establish coconut and vege​table intercrop​ping systems, leading to products that can be sold on both the local and international markets (www.sagana.org). Bachsermärt aims to support these smaller pro​jects by offering a platform to sell and reach a wealthy market with​out having to go through the large established players such as BioPart​ner or Claro. In this way Bachsermärt sees international trade as a part of their model to support organizations with an aligned philosophy. Cur​rently they have a relationship with only a few of these producers and generally rely on a trader to source the products. However, they wish to change this in the future by estab​lishing more direct purchasing ar​range​ments.
One of the urban stores (Kalkbreite) has been established as a pilot lo​cation for new innovations that the Bachsermärt is interested in trialing. To date this has included a bulk foods dispensing system for both grains and local milk, a food waste café, public education events and training programs for asylum seekers.
Through the affiliated organization “Rundumkultur”, Bachsermärt or​ganizes a regular series of stake​holder round tables. These events bring together a wide range of ac​tors in their network to discuss prob​lems, solutions, devel​opments, col​laborations as well as collectively vi​sioning and planning the future. These activities have contributed to the store being more than just a re​tail space but also fulfilling a social function and acting as a commu​nity hub. This is particularly the case in Bachs, where the whole story be​gan. The store is now well integrated in the community, and last year Patrick was given the highest hon​our of being invited to give the speech on Swiss Na​tional Day on 1st August.

The Nepalese Story: The Bazaar

The Beginning

Just when Patrick was thinking about opening the first Bachsermärt store in Zürich-Albisrieden, Tulsi Giri was a student at Tribhuvan University in Kathmandu, Nepal. During this time Tulsi de​cided, together with his friend, Tanka Raj Subedi, to found a non-profit organization to support young people in Nepal who did not have the same fortune that they had in life to build a sustainable liveli​hood for themselves. Through moving to Kathmandu to study, Tulsi and Tanka both experienced firsthand the social and economic pressure of rural-urban migration, which has become one of the key socio-eco​nomic challenges of Nepal in this millennium
. They knew that there are many factors that drive young people out of the coun​tryside and towards larger cities, but one of the main ones is a lack of perspectives and livelihood opportunities in rural village. This was certainly the case in  Rivan, Tulsi’s home village where he had spent his childhood.
Tulsi knew a number of young peo​ple in Rivan who would be committed in building a liveli​hood for themselves if they had the opportunity. Tulsi and Tanka believed that in a country like Nepal, where agriculture ac​counts for one third of the country’s GDP and 40% of the people are stunted
,
, farming and food pro​duc​tion has to be part of the solution. For this reason, they first started thinking about organic farming and ag​ricultural innovation as part of an ini​tiative that also develops skills and professional capacity for participa​tion in the secondary and tertiary sector.

The village of Rivan became the initial project site of the non-profit or​gani​zation Tulsi and Tanka founded and called “USSHA Foundation” in 2008. The first project they initiated was called “Youth in Sustainable Devel​opment” and included designing and conducting trainings in organic farming practices, fish farming, computer literacy and homestay tourism for young people in Rivan and surrounding villages. In the same year, Tulsi received a scholar​ship for a semester course in devel​opment studies and public health in Ge​neva, Switzerland. He was set on making the best use of that oppor​tunity and already thought of enrol​ling in a Master study program in Switzerland, after that semester. With this prospect in mind Tulsi moved to Switzerland for the first time in 2008.
“You know, in Nepal all the politicians are saying: We want to make Nepal like Switzerland.”

–Tulsi Giri about his initial interest in Switzerland

After his study semester he did an in​ternship with a non-profit organiza​tion in Biel but kept working on and thinking about his passion project “Youth in Sustainable Development” in Rivan. During this time in Biel, he began to investigate the co​operative farm product sale-model that was the origin of many larger retail enterprises in Switzerland. He was impressed by the success of these cooperatives and realized that what he was witnessing in Switzerland could poten​tially be a way to move a large step forward towards USSHA’s vision.
After bouncing ideas back and forth with social entrepreneurs that Tulsi met during his stay in Switzer​land, it became clear to him that he needed to re​turn to Nepal and work on improving market access in Pokhara. This town one of the major hubs in Nepal’s midhill region for locally produced agricul​tural products from surrounding vil​lages, including Rivan.
Having just studied public health for one semester in Geneva, Switzer​land, upon his return to Nepal Tulsi was struck by the low quality of food in urban centers. This was linked to the share of imported, pro​cessed food products which had rapidly increased during the 2000’s. Witnessing this trend reaffirmed Tulsi’s commitment to ecologically sustainable food pro​duction systems. He felt that organic agricultural production and food had a role to play in addressing this issue as well as contributing to ecological sustainability.
“If you go to a general grocery store in Ne​pal, you will see a lot of… how do we call that in our presentation again? – crap!”

–Tulsi Giri about the food and nutrition status in urban centers of Nepal

The social enterprise that Tulsi and Tanka founded together in 2009 was named “Development Voyage Pvt. Ltd”. It took over the activities of the USSHA Foundation and the pro​ject activities of “Youth in Sustaina​ble Devel​opment” in Rivan. But in​spired by Tulsi’s new idea from his stay in Switzerland it went beyond the initial scope of USSHA. Tulsi and Tanka believed that working in food retailing would truly place them in a pivotal position of the value chain that would be needed to address all these challenges at the same time.
“I realized that non-profit is not my way forward. I want to become an entrepreneur and bring economic returns to what I do, not just do projects, do fundraising, do projects, do fundraising …”

–Tulsi Giri about his decision to found a company
At the beginning, neither Tulsi nor his business partner, Tanka, had any experi​ence with establishing and running a company in Nepal. The key chal​lenge was to raise capital for the ini​tial investments. At the beginning, their relatives and also many of the existing partners (young farmers from Rivan) were very skeptical about the idea to start a new busi​ness in the food sector in Nepal. For banks, Tulsi and Tanker were seen as being far too young and inexperi​enced to start any successful business.

“Our family would not provide us easily with support. They were like: You are crazy, every​body is going abroad and abandoning farming and you guys want to start some​thing about food in Nepal!”

–Tulsi Giri about the challenges of starting a business in a developing country

Nevertheless, against all odds, the newly founded company Develop​ment Voyage managed to get a loan from a local bank with an in​terest rate of 16% for acquiring and setting up a first retail store and a restaurant in Pokhara in August 2009. The restaurant would use ex​cess produce from the store to pre​pare and sell local dishes.
Besides capital, putting together the right team and finding the right part​ners was difficult for Develop​ment Voyage. Tulsi and Tanka learned that a business needs relia​ble processes, regular supplies, professional relationships and com​mitted partners. They had difficulties to find people, especially produc​ers, with the skills and mindset that allowed them to engage in such relationships. Development Voyage was dedicated to work with young people, which also meant that there was not a lot of experience and lim​ited skills.
This led to a situation where Devel​opment Voyage had an almost empty store for 5 months after opening due to a completely dys​functional supply chain. The supply from associated farmers in Rivan was very limited and ir​regular. As a consequence the company started sourcing nationwide and made a lot of compromises with regard to the production methods used to pro​duce the food they sold in the shop. Despite these efforts the store and restaurant continued to operate at a loss.
“10 months into the first phase of our busi​ness, we were about to close everything down because it just wasn’t working.”

–Tulsi Giri about the initial phase of his business

Right at that time, Tulsi was able to acquire support from the Swiss non-profit association “ACACIA” and the GLS Foundation in Germany. They together issued a soft loan for Development Voyage that allowed Tulsi and Tanka to restart their busi​ness. They found a new location for the retail shop and the restaurant and called it “The Bazaar”. The structural dysfunction of their supply chain was temporarily overcome by selling primarily handicrafts and only a small selection of organic prod​ucts from the region.
It had always been important for Development Voyage to ensure that the brand remained clearly ori​ented towards “organic food” also with regard to premiums, competi​tiveness and branding. However, “organic” has been only an emerging niche market in Nepal, even until today, so the possibility to source beyond the partner farms of Development Voyage was limited. Development Voyage was fre​quently challenged to compromise on either core principle – commit​ting to long-term partnership with selected farmers cooperatives and being an exclusive organic enter​prise. This was always a highly con​flictive experience for Tulsi. However, this time around Tulsi and Tanka would not compromise on their core principles. With this clearer profile The Bazaar worked hard and eventually earned a reputation as the first “true or​ganic retail store” in Pokhara.
Tulsi and Tanka’s work was slowly getting national recognition. The Bazaar made it into the final shortlist for a nationwide social entrepre​neurship award in 2011. Things hap​pened fast after that. The Bazaar grew quickly, so that Tulsi and Tanka were able to abandon the handicraft business and also de​cided to close down the restaurant. Instead they concentrated ex​clu​sively on food retailing.
“From the first day we started with our business we always wanted to have a res​taurant together with our shops. In a res​taurant you can really showcase your products and you can make an important contribution to reducing food waste from your retail business. But in 2012 after meeting Patrick, I realized that running a restaurant is not our expertise, so we had to close down our restaurant, focusing more on production, retailing and the sup​ply chain.”

–Tulsi Giri about a sacrifice he had to make

At its height the company operated five subsidiary businesses, four or​ganic retail stores and a wholesale business in Pokhara. The latter also handled conventional agricultural products and supplied the retail stores. However, the rising reputa​tion and ambition of The Bazaar was not matched by a growth in profit. The financial performance re​mained low, both in-terms of cus​tomer base and cash flow. By the end of 2014 two of the retail stores had to be closed down because they were not able to sustain them​selves on organic products alone. There was still no sufficient variable and reliable supply from the asso​ciated farmers.
The Rural-Urban Connection
With The Bazaar Tulsi and Tanka were more concerned about retail​ing, however, they did not abandon their initial mission, to improve liveli​hood security for young farmers in the rural countryside. They  tried to ex​tend on the earlier work within a broader vision towards a sustainable local food value chain. Two experi​ences with dys​functional supply chains had also helped appreciate the needs and challenges of the pro​duction stage.

In accordance with this vision De​velopment Voyage continued building on activities in Rivan. It es​tablished the model organic farm “Saathi Bio Farm” in 2011. After their experience with supply chain chal​lenges the farm was also intended as a way to produce organic food for The Bazaar retail business in Pokhara. But it became soon clear to Tulsi and Tanka that the platform that the Saathi Bio Farm provided for training, farming trials and to showcase best practices was inval​uable. As a result, Develop​ment Voyage refo​cused training and capacity building at the farm on sustainable farm man​agement, and agritourism development.

The Bazaar also realized that im​proving logistics would go a long way in im​proving the reliability of the supply chain. In 2012 the Bazaar purchased a Jeep for pickup of fresh pro​duce at specified collection points. The partner​ship with Patrick’s Rundumkultur Association, which provided both training and funding, was key in improving The Bazaar’s logistics opera​tion.

“The small farmers in the villages produce 5 kg, 10 kg each. A normal trader does not go to these villages unless and until there is a large enough volume. But these farmers are not organized, they don’t have produc​tion plans and are in that sense not profes​sional produc​ers. They want to partner with The Bazaar, because we organize logistics, we have a jeep and a team that goes to the farmers to collect the produce, go to their weddings and dis​cuss any and all issues... if this wasn’t there, if there was only the “ideological” idea to our work, we wouldn’t even exist in the first place.”

–Tulsi Giri about incentives for collaboration

Throughout the consolidation stage there was a steady increase of pro​ducers who were interested in part​nering with The Bazaar. Then, in 2012 Tulsi was also fortunate to find part​ner organizations from the Nether​lands who helped the organization develop a Participatory Guarantee System (PGS) for organic products. This further consolidated the coop​eration among the partner farms of The Bazaar.
Already in 2012, Tulsi and Tanka started to think about whether the partner farms of the Bazaar could be organized as an agricultural co​operative, in​spired by the models that Tulsi had observed and ad​mired in Switzerland. In 2014 Tulsi believed that The Bazaar was finally ready for this step and empowered the partnering farm​ers who had been supplying agricul​tural products to The Bazaar to join the “The Bazaar Agricultural Cooperative”.

The Situation Today

At the end of 2015, Development Voyage Pvt. Ltd. consented to the takeover of the wholesale shop and the logistic opera​tions by the Bazaar Agricul​tural Cooperative.

Development Voyage retains the model store for organic retailing in Pokhara with two employees. It also continues to operate and further de​velop the Saathi Bio Farm in Rivan where two permanent trainers are em​ployed. With this step the pro​ducers, comprising of around 300 farmers in nine villages around Pokhara, have taken ownership of the business that links the produc​tion of its members to urban mar​kets. However, Develop​ment Voy​age remains a member of the Bazaar Agricultural Cooperative and is dedicated to ensure that the initial vision of The Bazaar is kept alive. Until today The Bazaar has fo​cused exclusively on local and do​mestic pro​duction.

“In Nepal, whenever we talk about organic or any kind of sustainable production initia​tives, they are all thought to be for the de​veloped world... like you make a cool fairtrade product or you start producing coffee or tea for export ... in my opinion this is not right.”

–Tulsi Giri about the problem with organic produc​tion in developing countries

Development Voyage will focus predominantly on capacity build​ing, train​ing and education and fur​ther development and operation of the Saathi Bio Farm. The farm is envi​sioned to become a competence center within a joint long-term strat​egy of Development Voyage and Rundumkultur – the “food cycle academy”. Within this con​cept Development Voy​age would run training programs to empower and enable young people from marginalized rural regions to be​come entrepreneurs or qualify for em​ployment in the food sector. This could include vocational training for vari​ous professional profiles in the food sector, education programs on sustain​able agriculture, agritourism development and management, in​tegrated value chain management and more.
Looking to the Future

Patrick and Tulsi met in 2012, and since that time have regularly ex​changed with one another in order to move their common vision for​ward. In early 2016, Tulsi travelled to Switzerland to work together with Patrick to better ar​ticulate the shared values that drive both or​ganizations and to elaborate the strategic direction going forward. A key to this common way ahead is the conceptualization of a “food cycle academy” – a platform that would ensure the experiences and core values of both entrepreneurial initiatives could be shared more widely and allow other sustainable food initiatives to learn from their model and experiences.
Today, the activities carried out by Bach​sermärt and The Bazaar all try to bring to life the core principles shared by both organizations, namely
:

· Maintaining GOOD GOVERN​ANCE systems, including perma​nent stake​holder dialogue and participation on a basis of equal​ity, shared respon​sibility, fairness, transparency and accountability;
· Supporting ECOLOGICAL SUS​TAINABILITY through agroeco​logical produc​tion, closed loop systems, resource efficiency and zero waste ap​proaches;
· Ensuring FOOD AND NUTRITION SECURITY, WELLBEING AND SUS​TAINABLE LIVELIHOODS for every​one; and
· Promoting SOCIAL LEARNING, IN​NOVATION AND EXCHANGE within and across networks and regions.
In framing these common principles, Patrick and Tulsi also took the chance to reflect on some common challenges they had both faced along their journey as social entre​preneurs in the food system. The most serious chal​lenge is one of fi​nancial viability. Both models can only continue on a basis of financial support, be that from private, low in​terest lending or donations. The need for subsidization arises be​cause of the high infrastructure costs in​volved in the food retail business. The stores need a large in​vestment for in​frastructure such as refrigeration and cooling systems (and in Switzerland, for electricity). 
“The retail business needs very high in​vestment. That is why we are searching for other forms or models to sell and distrib​ute. More than a million francs is invested in the 5 Bach​sermärt stores in Switzerland. And the margins are so small that we have to keep refi​nancing ourselves.”
–Patrick Honauer
Even if substantial external support can be secured, the investments that need to be made are often still too high:

“Development Voyage had an opportunity to build a cold storage facility with a large enough capacity to store the entire supply of The Bazaar with a government grant of 50’000 USD. The condition that came with this deal was that the land for the infra​structure would need to be provided by the beneficiary. Development Voyage was at that time not in a position to make the re​quired investment in land.”

–Tulsi Giri about a missed opportunity due to being unable to make the required investments
The model also requires high prices for the products that are sold. This is not always well received by con​sumers, and both organizations have to invest time to explain to their customers why the prices are at the levels they are. Patrick feels that work needs to be done on how to better sell their philoso​phy to con​sumers:

“We recently worked with the Zurich School for Design and Art to do a case study on how to sell philosophy better and to better help the customers decide what to buy. We know we are at the beginning here and have much more to do, because we don’t want a label. There are enough labels. In a way we need to guide and show the cus​tomers that our rela​tion based products, we can stand 80-100% behind them and want to promote them. But we also have to offer other products to survive.
The customers they know a lot and they ask a lot more than before and that group is growing… and that gives power. The big challenge is if a customer really wants what we do and is willing to pay for it. In Kalk​breite we recently increased income by 22% because cus​tomers support what we do and pay the price premium that is required. We have a good interaction with customers and feedback on the innovations we have introduced.”
–Patrick Honauer

In Nepal, the prospect of fetching a premium for organic products is even slim​mer.

“When we started, in Nepal the idea of “organic” only existed in the terminology of NGOs. There weren’t any farmers around Pokhara producing organic crops for the market.”

–Tulsi Giri about the difficulties working with a non-mainstream idea
At the same time, both organiza​tions are aware that they need to enter a period of consolidation, where they say no to new projects and instead fo​cus on stabilizing what is there. This includes the struc​tures and processes, and develop​ing both more professionally. How​ever, this needs to be done in a way that doesn’t lose the spirit and mo​mentum moving forward.
Generally speaking, there is no shortage of ideas for new innova​tions and approaches. Patrick al​ready considers how to offer an in​ternship platform to integrate young leaders and thinkers, setting up a co-working kitchen and laboratory space for food system innovations, or setting up a fish farm in Bachs. Tulsi is currently working on a con​cept that outlines clear voca​tional training and skill development ac​tivities at Saathi Bio Farm in Rivan. 
Looking forward, Patrick and Tulsi would love to have a web of re​gional food networks all around the world that interact with one an​other. To this end, they have started collecting a database of initiatives that have a sim​ilar approach as them. They feel this will offer new opportunities in the future to move towards another dimension of thinking around the ideals they care about. This idea of a “round table at a global level” would support dia​logue, research and innovation around sustainable food systems and net​works and is currently being developed as the “Food Cycle Academy”.
They are both passionate about ex​ploring new models for how you can make a food system based on the principles they care about viable and re​silient. Increasingly their dis​cussions turn to deep question of if this is even feasible in a capitalist economic system. Patrick is partic​ularly interested in exploring, at a structural level, how the organiza​tion can move from a co​operative to a collaborative commons. He hopes to identify new ideas and business models for food retail that brings high quality products from country to city in a way that all people have a chance to access them, which does not necessarily mean the products have to be cheap.
“Personally, to know that with food you can’t make business is a big pressure. Sometimes I nearly come to the point to give up and say ok, those few big compa​nies just do all the food business. The pres​sure is high, the margins are bad. …

It becomes clearer and clearer to me that nourishing everyone cannot be a business, but I am not willing to give up on it yet! It is a human right, it is not a business. There I always had the illusion that that works, and I don’t give up. I still believe in it … it is the same for Tulsi, we have to leave the illusion that we can all (everyone in the food value chain) earn enough money to live from this.”

–Patrick Honauer
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Map of Bachsermärt Locations
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