
Front Range Native Nursery — Northern Colorado Business Plan (Northern Front Range: Larimer & Northern Weld Counties)
1. Executive Summary Business name: Front Range Native Nursery — Northern Colorado (working name) Location focus: Northern Front Range — Larimer County and northern Weld County (within 30–90 minutes of Fort Collins, Loveland, Greeley, Longmont) Concept: A specialty nursery producing provenance‑appropriate bare‑root seedlings and container native plants to support agroforestry, riparian restoration, post‑fire rehabilitation, shelterbelts, and water‑wise landscaping on the northern Front Range. Mission: Supply healthy, climate‑adapted plant stock and technical support to strengthen resilient working lands, restore riparian corridors, improve urban/open‑space plantings, and expand native habitat across the northern Front Range. 3‑year objectives:
· Produce 100,000+ bare‑root seedlings annually by Year 3.
· Secure 10–15 recurring institutional contracts (NRCS, conservation districts, municipalities) by Year 3.
· Reach $350K–$600K annual revenue by Year 3 and target 15–25% EBITDA by Year 4.
1. Market Analysis (Northern Front Range) Demand drivers
· Post‑wildfire restoration (downstream impacts from recent Front Range fires).
· NRCS, CSU Extension, Larimer County and municipal restoration programs.
· Growing homeowner and landscape demand for water‑wise native plantings.
· Ranchers and landowners adopting shelterbelts and silvopasture practices. Target customers
· NRCS (Fort Collins), Larimer County Conservation District, Weld County Conservation District, Colorado State Forest Service, municipalities (Fort Collins, Loveland, Greeley, Longmont), local landscape contractors, land trusts, private landowners, restoration contractors. Competitive position
· Local scarcity of large‑volume, provenance‑appropriate bare‑root stock targeted to Front Range seed zones; differentiation through provenance tracking, dormant‑season deliveries, contract growing, and planting support.
1. Products & Services Primary products
· Bare‑root seedlings: plains and narrowleaf cottonwood (riparian), ponderosa pine (lower‑elevation seed sources), Gambel oak, Rocky Mountain juniper (appropriate sites), chokecherry, serviceberry, willow and dogwood cuttings, mountain mahogany for transitional zones.
· Agroforestry/functional species: elderberry, native hazelnut (where microclimates permit), shrub/tree mixes for shelterbelts.
· Container stock: native grasses (blue grama, little bluestem), forbs (penstemon, monarda, asters), sedges (Carex spp.) for wet sites; 1–3 L and 3–5 gal sizes for landscaping projects. Services
· Provenance selection and planting consultation.
· Planting bundles: seedlings + biodegradable tree shelters + mulch and optional planting crew coordination.
· Contract growing for agency projects and project‑specific production schedules.
· Post‑plant monitoring guidelines and optional maintenance plans.
1. Production & Operations — Front Range Specifics Site requirements
· Preferred site: 5–12 acres within 30–90 minutes of Fort Collins with reliable irrigation (ditch or permitted well), good access to major roads, and defensible space for wildfire risk reduction. Critical infrastructure
· Greenhouse (24–30' or modular units), propagation benches, shade structures for cuttings.
· Nursery beds with drip/sprinkler irrigation, cold/rooting storage for dormant lift, secure seed storage, small equipment/tractor, loading and wash area, office/shop.
· Water storage/backup (cisterns or ponds) to mitigate drought/fire risk. Production methods and timing
· Bare‑root production: local seed procurement/collection, stratification, nursery bed culture, dormant lift for late fall–early spring delivery.
· Container production: cuttings and seed propagation, grow‑out in pots for spring–fall sales.
· Quality control: provenance tracking per lot, target root:shoot ratios, pest/disease monitoring, survival benchmarks (aiming >80–85% under proper site conditions). Seasonality
· Seed collection and propagation planning: spring–summer.
· Growth season and maintenance: spring–fall.
· Dormant‑season lift and deliveries: late fall through early spring (align with NRCS project windows).
1. Supply Chain & Sourcing Seed and propagation material
· Source from local seed collectors, Colorado Seed Network, CSU Extension partners, certified vendors; emphasize local seed transfer zones for Larimer, Boulder, Weld counties. Inputs and equipment
· Potting media, mycorrhizal inoculants (as appropriate), irrigation components, tree protection materials (biodegradable shelters), tractor and small mechanized equipment, cold storage unit. Logistics
· On‑site handling protocols, sanitation procedures for biosecurity, and coordinated delivery scheduling for dormant shipments.
1. Organization & Staffing Initial staffing (Year 1)
· Owner/Manager: operations, regulatory compliance, business development.
· Propagation Manager: production oversight.
· 2–4 seasonal nursery technicians: planting, lift, care (May–Oct).
· Part‑time driver/operator; contract planting crews as needed. Year 2–3 staffing expansion
· Sales/Contract Manager to secure institutional contracts.
· Additional seasonal technicians and expanded planting crew capacity. Partnerships
· CSU Extension (interns, technical support), Larimer County Conservation District, NRCS Fort Collins, Colorado Native Plant Society, local contractors for planting services.
1. Sales & Marketing Strategy — Northern Front Range Sales channels
· Institutional contracts and pre‑ordered dormant shipments (NRCS, conservation districts, municipalities).
· Wholesale to landscape and restoration contractors.
· Direct retail via pre‑order portal, native plant sales events, and farmers markets. Marketing tactics
· Direct outreach/meetings with NRCS Fort Collins and Larimer Conservation District; secure MOUs and multi‑year demand estimates.
· Demonstration plots with CSU Extension and partner landowners in Fort Collins area.
· Website with species lists, provenance information, ordering calendar, and educational resources.
· Field days, trade shows, and social media focused on restoration and agroforestry outcomes. Pricing
· Tiered pricing structure: bulk/contract rates with volume discounts; retail pricing for small orders; charge for delivery and planting services as add‑ons.
1. Financial Overview (Estimates localized to Northern Front Range) Startup costs (approximate ranges)
· Land lease: $1,000–$2,500/month for suitable parcel; purchase option varies.
· Infrastructure & equipment: $90,000–$200,000 (greenhouse, cold storage, irrigation, tractor, trailers).
· Working capital (Year 1): $60,000–$120,000 (labor, seed, potting media, permits, marketing).
· Total initial capital: $150,000–$350,000 (site dependent). Revenue projections (conservative to scaled)
· Year 1: $100,000–$200,000 (pilot production and initial contracts).
· Year 2: $220,000–$380,000 (expanded contracts and production).
· Year 3: $350,000–$600,000 (full production capacity and recurring clients). Profitability targets
· Break‑even target: Year 2 with secured institutional contracts.
· EBITDA target: 15–25% by Year 4 depending on scale and contract mix. Funding options
· Owner equity, USDA Rural Development programs, SBA loans (7(a), microloan), conservation grants, advance purchase agreements from agencies.
1. Regulatory Requirements, Risk Management & Insurance Permits and compliance
· Colorado Department of Agriculture nursery registration.
· Larimer/Weld county business registration and land‑use/permit compliance.
· Water rights/irrigation district agreements or well permits as required.
· Pesticide applicator licensing if pesticides are used. Risk management
· Fire and drought: site selection with defensible space, water backup systems, emergency response plan.
· Pests/diseases: biosecurity protocols, quarantine and monitoring, integrated pest management.
· Market risk: diversify customer base across institutional, wholesale, and retail channels and secure MOUs or pre‑orders. Insurance
· General and product liability, property, commercial vehicle, and crop/nursery insurance where available.
1. Implementation Timeline & Milestones (First 24 Months) Month 0–3
· Finalize site selection (lease preferred initially), secure funding commitments, apply for nursery registration, initiate water agreements, place major equipment orders. Month 3–9
· Construct greenhouse and cold storage, establish nursery beds and irrigation, begin seed stratification and cuttings, hire core staff. Month 9–15
· Execute first dormant‑season bare‑root lift and deliveries, secure 2–4 institutional contracts for Year 2, begin demonstration plots. Month 15–24
· Scale production toward target volumes, add sales/contract manager, formalize recurring supply agreements, evaluate expansion of acreage or cold storage capacity.
1. Key Differentiators
· Focused expertise on Front Range provenance and seed transfer zones for Larimer and northern Weld counties.
· Capacity for high‑volume bare‑root supply timed to dormant‑season restoration windows.
· Integrated services: provenance guidance, planting bundles, contract growing, and planting crew coordination.
· Emphasis on agroforestry and multifunctional plantings (shelterbelts, riparian stabilization, pollinator habitat).
1. Immediate Next Steps (recommended)
2. Contact NRCS Fort Collins and Larimer County Conservation District to confirm project pipelines and request preliminary demand estimates or MOUs.
3. Identify and evaluate 2–3 candidate sites within 30–60 minutes of Fort Collins with irrigation access; review lease and purchase options.
4. Develop a detailed 3‑year pro forma and cash‑flow model based on selected site costs and local labor rates.
5. Compile a county‑specific species and provenance list for prioritized seed zones with CSU Extension input.

