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Name:   Rid-All Foundation dba Rid-All Green Partnership 
 
Project Title:  Equity-Based Regenerative Agriculture through Carbon Capture  

and Utilization Technology: The Community Carboneers Collaborative 
 
Duration:  24-months 
Funding Request: $888,412.50 
Non-Federal:  $905,220.00 
 
Technical Contact: Brett KenCairn, p: 970-846-7344, e: KenCairnB@bouldercolorado.gov 
 
Admin. Contact: Randy McShepard, p: 330-242-1903, e: rmcshepard@rpminc.com 
 
Locations:  Ohio, Michigan, and New Mexico (Cleveland, OH; Detroit, MI;  

Gallup, NM and Silver City, NM) 
 
National Priority:  Energy Conservation 
 
Declaration:  Rid-All Foundation dba Rid-All Green Partnership qualifies to compete in  

the historically underserved set aside as a community-based organization 
composed of or representing historically underserved producers. 

 
Brief Description: A group of African American, Native American, and rural-based  

agricultural and resource use innovators have formed a consortium–the 
Carboneers Collaborative–to rapidly develop community-based / 
community scaled appropriate technology that significantly expands the 
capabilities and financial viability of urban and rural regenerative 
agriculture practitioners. More specifically, we propose to: utilize 
renewable bioenergy systems to enable four-season agricultural 
production; produce biochar as a co-product of bioenergy system 
generation; and explore additional biochar applications at four (4) 
demonstration sites. We are working to stimulate the development and 
adoption of innovative conservation approaches and technologies in 
conjunction with agricultural production in the most unlikely places—
disinvested and abandoned urban neighborhoods, remote Native American 
reservations, overlooked rural communities. In these places, regenerative 
agriculture and land management is emerging that combines both new 
community-based/community-adapted technologies and practices for land 
regeneration, as well as new forms of production and distribution 
networks that are resilient and have a high probability for success. 
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PROJECT NARRATIVE 
 

a. Project Background. Agriculture and forestry are fundamentally the practice of managing 
solar energy, water and carbon to create the essential food, fiber, and often energy necessary for 
human life and society. As the current health and food system crises have demonstrated, there is 
a growing disjuncture between the increasing scale and resource management impacts of 
conventional agriculture and forestry systems, and the declining ability for many marginalized or 
historically underserved communities to maintain healthy local environments, stable social 
networks, and viable local economies, until now.  

Designing an effective solution. Design is a comprehensive approach to problem solving 
and transformation with the purpose of developing solutions that do not exist by changing 
existing conditions to desired situations. With a design thinking approach, the Community 
Carboneers Collaborative is proposing Equity-Based Regenerative Agriculture through 
Carbon Capture and Utilization Technology. This project is realizable through the intentional 
design of a team of demonstration sites across the country in partnership with experiences 
technical assistance providers and project champions (see Figure 1). Together we will pioneer 
solutions in grassroots movements of community-based land stewardship and agricultural 
initiatives in unexpected places such as disinvested and abandoned urban neighborhoods 
(Cleveland, OH, and Detroit, MI), remote Native American reservations (Gallup, NM), and 
overlooked rural communities (Silver City, NM). In these places, regenerative agriculture and 
land management are emerging. These community-based/community-adapted technologies and 
practices for land regeneration (along with new forms of carbon management) are producing 
both renewable energy to power four-season agriculture as well as co-products capable of soil, 
productivity enhancements, and other land regenerative applications. 
 

Figure 1: Community Carboneers Collaborative Site & Technical Assistance Partners 
 

 

 
Through a series of connections facilitated by the Urban Drawdown Initiative, our four 

unique place-based organizations came together to jointly pilot the application of the Trollworks 
bioenergy+biochar system as a capacity-building asset. This consortium includes two African 
American urban agriculture efforts—The Rid-All Green Partnership in Cleveland, the Detroit 
Black Community Food Security Network—a Navajo Nation based Indigenous Agriculture 
initiative—Covenant Pathways, and a rural southern New Mexico community collaboration 
called the Silver City Collaborative. Each entity has to-date pursued different but related 
approaches to capturing and utilizing carbon to regenerate local land, food, and health. In 
Cleveland and Detroit, this involved building large scale compost production operations to 
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transform urban food wastes into high productivity agricultural soils for the greenhouse 
operations. In the Vanderwagen community, it is finding ways to increase carbon in soils to hold 
scarce water resources that support Navajo food and livestock systems. In Silver City, it is 
finding ways to capture wood wastes and other “liability biomass” streams to create energy. 
Together these sites represent a useful diversity of both settings and use cases for refining the 
application of this technology. Our goal is for this work to be broadly applicable in a wide range 
of different urban and rural agricultural initiatives. 

We did NOT just begin this work. This project builds upon decades of past efforts to 
explore sustainable land management strategies scaled to the needs and capabilities of urban, 
rural, and indigenous communities. Important lessons in systems and technology design have 
been learned over this period including the development of new community-based/community 
scaled biomass management technologies designed to take low-value biomass wood material and 
create value-added energy and wood products from this material. Evidence that our proposed 
innovation has been studied sufficiently and has a high probability of success is illustrated 
through the efforts of Trollworks.    

Trollworks is a community-based appropriate technology development firm. Trollworks 
founder, Gordon West, spent nearly 30 years in the community-based forestry movement 
developing both small-scale low impact logging equipment and a wide range of low-grade wood 
utilization systems and products. During this period, he developed extensive experience in 
bioenergy systems, particularly the processing and use of woody biomass. As he turned to more 
involvement in local regenerative agricultural systems development, he applied this experience 
to further exploration and development of new approaches to biochar production. Drawing on its 
roots in community-based/community scaled technology development, Trollworks set three 
design principles as essential to an effective bioenergy-biochar system design: (1) the system 
needed to be scaled to the production needs and resource availability of the host community; (2) 
it needed to utilize readily available low-value material to produce a higher value outputs—both 
energy and biochar; and (3) it had to be financially accessible and logistically operable by 
community-based agricultural or land stewardship operations. Over the past three years, 
Trollworks has gone from initial concept design to full-scale operational prototype. This includes 
the production of a full-scale production unit to produce heat and biochar for buildings on the 
Northern New Mexico College campus in El Rito, New Mexico. In preparation to move into full-
scale prototype testing and refinement, Trollworks has sought community-based partners for 
whom the availability of this technology could significantly enhance their agricultural 
capabilities and financial and operational sustainability. This is critical as biochar has been 
widely cited as a promising material and strategy for carbon sequestration and climate 
stabilization. However, most biochar production strategies are large, capital intensive systems 
that typically waste most of the heat energy being produced. Consequently, biochar has been 
largely inaccessible to smaller, community-based/community scaled agriculture efforts—urban 
or rural. 

Sites. The four project sites include Rid-All Farm, the Detroit Black Community Food 
Security Network (DBCFSN), Covenant Pathways, and the Silver City Collaborative.  

Technical Assistance Partners. The three technical assistance partners include Urban 
Drawdown Initiative (project management), Trollworks (technology), and Gila WoodNet 
(technology transfer).  

Brief profiles are in the Team Qualifications section of this proposal. 
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b. Project Goals/Objectives. This initiative was designed to achieve three (3) interrelated, 
overarching goals, and have specific and measurable objectives: 

1. Increase the environmental, social, and economic well-being and resilience of the four 
participating communities. 

a. Deploy four (4) biomass to bioenergy fuel processing units in 4 months enabling 
biochar creation being used as a heating source for four season farming, and 
biochar applications in aquaculture fish farming operations at 2 sites. 

b. Within 12 months, begin to delineate use of biochar in: composting operations to 
increase the microbiome and health of the soil; as a soil additive to increase the 
production of agricultural yields; as a form of CO2 reduction and sequestration; 
and as a water purification and filtration method. 

c. Deploy one full-scale feedstock processing system at the urban farm compound of 
the Rid-All Farm site in Cleveland 

2. Operationalize technology and implementation systems that are easily and rapidly 
replicable to other communities. 

a. Operationalize community-based bioenergy/biochar technologies and systems by 
having units installed and operational at greenhouses at all four sites within 10 
months 

b. Trained operators in place across four sites within 12 months 
c. Annual data review and collection and quarterly reporting on operations 

3. Demonstrate and advance the potential for community-based carbon management as part 
of a larger regional, national and global strategy for climate stabilization. 

a. Enhance and expand the agricultural production capability of four operations 
serving historically underserved communities by 

b. Assess new opportunities and develop business and operations plans for 2-4 
additional enterprises accessible to one or more of the four sites. 

 
Innovation demonstrated. There are two distinct areas of innovation being developed and 
demonstrated in this initiative: community-based bioenergy/biochar technology, and community-
based technology dissemination. 
 
Community-based bioenergy/biochar technology. The bioenergy/biochar systems being 
implemented in this initiative have a number of important innovations that could significantly 
expand the accessibility of both bioenergy and biochar utilization to historically underserved 
communities. These include: 

● Liability/waste biomass utilization—Drawing on decades of experience in refining 
community-based biomass systems, this project will demonstrate strategies for utilizing 
locally specific “liability” biomass utilization as the primary system feedstocks. For 
Detroit and Cleveland, this is urban forest maintenance wastes; in Gallup (Navajo), this 
could include both Tamarisk and juniper; in Silver City, this will include wildland urban 
interface thinnings, municipal green waste, and forest restoration residuals. This process 
turns a liability into a local renewable energy source. 

● Continuous feed operations enabling heat capture and use—Using advances in 
continuous feed operations, the Trollworks bioenergy/biochar systems can be paired to 
building or process heat needs and displace natural gas or propane use (two of the most 
difficult challenges for renewable energy transition). 
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● Biochar cost reduction—By being able to integrate heat capture, the Trollworks 
bioenergy/biochar system can significantly reduce the production costs of biochar, 
thereby substantially expanding its potential uses. This expands environmental benefits, 
economic opportunities, and new job creation. 

● Storeable, transportable renewable thermal fuel—While the biochar production system is 
itself an important innovation, the transformative potential of this initiative is in pairing 
this technology with the feedstock preparation system. The ability to take locally 
available low value/liability biomass stocks and convert them into a pelletized feedstock 
for the bioenergy/biochar units, this system enables the community-based operators to 
become renewable energy providers as well as utilizing this energy in their own 
operations. The feedstock preparation systems being specified into this project are 
capable of producing enough renewable thermal fuel (pellets) to support 20-30 additional 
heating/biochar producing units. Because these pellets are storable and transportable, the 
feedstock preparation unit can be operating year-round even as the bioenergy/biochar 
heating units may not be needed for facilities heating. 

 
Community-based technology dissemination. A second important aspect of project innovation is 
the way the Community Carboneers Collaborative plans to disseminate the technology and 
systems being developed.  Rather than relying on profit-maximizing private sector vendors who 
may not see the significant market potential in historically underserved communities, this project 
plans to build the capacity for disseminating proven systems through a member-controlled 
agricultural association (i.e., 501c5 nonprofit organization). This aligns the interests of the 
existing project participants with the need to rapidly disseminate effective technologies and 
systems to as many new operators as possible in historically underserved communities. 

  
c. Project Design & Methods. Based on these overarching goals, and specific and measurable 
objectives outlined in the previous section, the Community Carboneers Collaborative has 
developed the following implementation strategy. 

1. Place bioenergy/biochar systems at all four project locations. Trollworks will work with 
the lead organization at each project location to design and deploy a bioenergy/biochar 
system coupled with a greenhouse operation. This system will be designed to enable four-
season farming. Operations training for each local organization will be included in this 
process. Ongoing monthly operations meetings will be maintained throughout the grant 
period to ensure effective implementation. Remote data gathering systems will also be 
established to gather operations-critical information to help refine both technology and 
operations systems. 

2. Coordinate biochar application testing across multiple use cases. Urban Drawdown 
Initiative and other support partners will work with each site to establish applied research 
trials to evaluate the effectiveness of biochar applications across a range of operations 
currently taking place at each site including greenhouse operations, field operations, 
aquaculture operations, and compost production/applications. 

3. Design and deploy one biomass processing facility at a project site and refine systems. In 
addition to the deployment of four bioenergy/biochar production units, the project will 
deploy one full-scale feedstock processing system at the urban farm compound of the 
Rid-All Farm site in Cleveland. This system will be designed to utilize urban forest waste 
the Rid-All Farm currently receives at no cost, and convert this material into a storable 
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renewable thermal fuel (pellets) that can be used at both the Rid-All Farm site as well as 
other heat utilization opportunities to be identified in this project. 

4. Conduct capacity building actions designed to expand environmental and economic 
benefits and opportunities. In addition to on-site applied research managed by the local 
organizations, the project will contract with research organizations to gather additional 
information useful to improving the effectiveness and broaden the applications of the 
bioenergy/biochar systems being developed in this project. The Natural Resources 
Research Institute (NRRI) at the University of Minnesota-Duluth, and the Chemical 
Engineering Dept at New Mexico State University have both pledged active participation 
in support of research ranging from the analysis of biochar properties from different 
biomass feedstocks to the effectiveness of biochar-based water purification systems in 
Navajo homesites and southern New Mexico mine site reclamations. Additional capacity-
building work will be conducted to develop business assessments and business plans for 
new bioenergy/biochar opportunities identified in this project. 

5. Facilitate technology and systems transfer through a collaborative platform. The 
Community Carboneers Collaborative will conduct dissemination of successful 
strategies developed in this program through two mechanisms. First, each organization is 
already engaged in substantial education and outreach activities as part of their core 
mission work. Each has an established infrastructure and network through which each 
organization is already reaching dozens of similar operations and conducting public 
education reaching hundreds of people in each of the four regions. The new technologies 
and systems being developed in this project will be integrated into these outreach and 
education activities. 
 

The Community Carboneers Collaborative will also utilize an established 501c5 non-profit 
agricultural organization called Gila Woodnet to coordinate targeted capacity building and 
technology transfer to other community-based agricultural organizations interested in adopting 
the systems developed through this grant. More on this mechanism is described in the 
Technology Transfer section below.  
 

Logic Model. A logic model is provided to illustrate project implementation. Resources. 
The resources for the Community Carboneers Collaborative include the team and technical 
assistance providers. The resources and roles are outlined in Table 1. 

 

Table 1: Resources 
 

Resource Role 

Biomass to bioenergy fuel processing 
units 

Renewable fuel production for local agriculture and related 
operations 

Local biomass and workforce Liability biomass diverted from landfill/non-productive uses 
Local job creation and training for the local workforce 

Bioenergy-Biochar Systems Bioenergy system created for greenhouses, food processes, and 
buildings 
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Biochar system created for soil amendment, aquaculture, 
livestock feed, toxic remediation, and urban forest plantings 
Composting, aquaponics, tree soil amendments, farm soil 
enhancements, toxics remediation  

Existing Physical Assets Greenhouses (4), commercial kitchens (3), facilities heating (3) 

Rid-All Green Partners (Rid-All Farm) 
Cleveland, Ohio 

Project administration & administrative contact 
Operational Biomass Processing Facility Location 
15-acre urban agriculture site with greenhouse, commercial 
kitchen, facilities, composting, aquaponics, tree nursery   

Detroit Black Community Food Security 
Network (DBCFSN - Detroit Farm) 

Team member 
7-acre urban agriculture site with greenhouse, composting  

Covenant Pathways (Navajo Spirit 
Farm) 
Gallup, New Mexico 

Team member 
Microbiological composting and carbon, water sequestration, 
regenerative practices with greenhouse, commercial kitchen, 
facilities, composting, livestock  

Silver City Collaborative (Silver City) 
Silver City, New Mexico 

Team member 
Rural agriculture site with greenhouse, facilities, composting, 
aquaponics, tree nursery 

Urban Drawdown Initiative (UDI) Project Management, Technical Contact, TA 

Trollworks (TW) Technology and Technical Assistance 

Gila WoodNet Technology Transfer, TA, Cooperative Development 

Regenerative Industries Group (RIG) Business Systems Development 

Leverage Point Development (LPD) Monitoring and Evaluation 

 

Activities. Activities are clustered around bioenergy, biochar, renewable fuel, and systems 
development and dissemination/technology transfer. The activities are outlined in Table 2. 
 

Table 2: Activities 
 

Tenet Activity 

Bioenergy Site design and specifications; Bioenergy at all sites; Education and training; 
Bioenergy for greenhouses, food processing, and buildings; Diversion of 
liability biomass; Conferences and workshops for information sharing  

Biochar Soil Amendment, Aquaculture, Livestock Feed, Toxics Remediation, Urban 
Forest Planting; Conferences and workshops for information sharing  
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Renewable Fuel Energy Market Assessment; Operation Efficiency Optimization Research; Market-
ready Pellet Production; Renewable Fuel Production for Local Agriculture and 
Related Agriculture Operations 

Systems Development & 
Dissemination (Technology 
Transfer) 

Technology Transfer Strategy; Agriculture Cooperative; Education and 
Training; Presentation and Marketing; Evaluation Plan; Marketing and 
Communications Plan; Conferences and workshops for information sharing and 
technology transfer 

 

 
Outputs. Each tenet has very specific deliverables targeted. The outputs are outlined in Table 3. 
 
 

Table 3: Outputs 
 

Tenet Output 

Bioenergy 4 Communities 
4 Partner organizations across the country 
8 Providers trained 
20 Other growers trained 
1 Operating system/manual developed with technical standards 
4 Biomass to bioenergy fuel processing units (1 per site) 
4 greenhouses supported with bioenergy 
4 food processes supported by bioenergy 
4 agriculture-related buildings supported with bioenergy 
4 sites diverting biomass from landfills or other nonproductive uses 
Ongoing data collection, review and reporting 
Annual report of quarterly data 
Quarterly workshops for information sharing 
Annual Conference participation for information sharing 

Biochar 4 sites with blended compost-biochar production 
4 sites with soil amendment 
2 aquaculture sites supported with  
4 Urban Forest Organizations developed  
Tree care industry (biomass source) 
Community Org (heat beneficiary) 
Other Public & Private Green Heat users 
Quarterly workshops for information sharing 
Annual Conference participation for information sharing 

Renewable Fuel Energy 1 process heat market study 
1 process heat marketing plan 
1 operations plan and procedures manual 
4 site-based business plans and templates for replicating/scaling work 
1 plan for identifying Phase II sites 
1 site with operational biomass processing  
1 site with market-ready pellet production 

Systems Development & 
Dissemination (Technology 
Transfer) 

1 strategic plan for technology transfer 
1 agriculture co-op/association developed 
1 set of curriculum/materials developed for education and training  
1 presentation template developed for training and marketing 
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1 evaluation plan for technology transfer 
1 marketing and communications plan 
Quarterly workshops for information sharing and technology transfer 
Annual Conference participation for information sharing & technology transfer 
1 Final Report 

 
Outcomes. The outcomes for the Community Carboneers Collaborative are outlined in Table 4. 

 

Table 4: Outcomes 
 

Outcomes 

Short Term 
Energy self-sufficiency 

New business and revenue opportunities 
Four-season farming capabilities 

Increase agricultural productivity & revenue 
Expand local employment 

Increase data and information to inform technology transfer at a variety of diverse sites 
Increase insight through development of a short term facts sheet 

Increase awareness and knowledge if the technology potential and economic impact 
 

Intermediate-Term 
Expand utilization of local renewable resources 

Increase local food production 
Establish new local business entities 

Increase living wage jobs and asset ownership 
Increase the skills of local residents 

Increase community connections 
Increase transferability from the evaluation plan documenting how project work will be assessed 

Increase insight through development of an intermediate-term fact sheet 
Increase insight through development of a short term facts sheet 

Increase awareness and knowledge if the technology potential and economic impact 
 

Long Term 
Increase local environmental social and economic health and resilience 

Increase employment and business development opportunities 
Build stronger communities 

Strengthen communities with increased assets and social capital 
Improve quality of life 

Increase insight through development of a Fact Sheet 
Increase insight through development of a short term facts sheet 

Increase awareness and knowledge if the technology potential and economic impact 

 

Impact. The resulting impact is outlined in Table 5. 
 

Table 5: Impact 
 

Impact 

Development and adoption of innovative conservation approaches and technologies for agricultural production 
Sustainable Economic Development 

Building Community Capital & Social Inclusion 
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Bioenergy and biochar technology transfer to historically marginalized and underserved communities 

 

The components described in detail above are outlined in the logic model in figure 2. 
 

Figure 2: Community Carboneers Collaborative Logic Model 

 
d. Project Outcomes & Benefits. Project short term, intermediate-term, and long term outcomes 
and impact are outlined in the logic model above. Key benefits include ongoing data collection 
and analysis that will inform the market assessment and transferability. An evaluation plan will 
also be developed to clearly outline how the Community Carboneers Collaborative work will be 
assessed and results transferred. This project will rapidly develop community-based/community 
scaled appropriate technology that significantly expands the capabilities and financial viability of 
urban and rural regenerative agriculture practitioners. Through this work, innovative renewable 
bioenergy systems will enable four-season agricultural production will benefit agricultural 
producers. Additional benefits include biochar production as a co-product of bioenergy system 
generation along with possible additional biochar applications developed, launched, and studied 
at four (4) demonstration sites. Further benefits include practices for participative land 
regeneration, production, and distribution networks that are resilient and have a high probability 
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of success. Finally, key materials will be developed for duplicating this work including technical 
standards, operations manuals, training curriculum, handbooks, and technology utilization.      
 
e. Geographic Location & Size of Project/Project Area. The geographic locations, city 
demographics (from the U.S. Census), and scope of site are summarized in Table 6.  
 

Table 6: Multiple Site Locations & Demographics    
 

Geographic Location City-Level Demographics  Scope 

Rid-All Green Partners (Rid-All 
Farm), 8129 Otter Road 
Cleveland, Ohio 44104 
 
Opportunity Zone ID: 39035114501 

387,398 population 
$29,008 median household income 
34.6% poverty rate 
50.1% employment rate 
49.6% African American 

15-acre urban agriculture site with 
greenhouse, commercial kitchen, 
facilities, composting, aquaponics, 
tree nursery  

Detroit Black Community Food 
Security Network (DBCFSN - 
Detroit Farm), 14027 W. Outer 
Drive, Detroit Michigan, 48239 

677,155 population 
$29,481 median household income 
36.4% poverty rate 
44.6% employment rate 
78.6% African American 

7-acre urban agriculture site with 
greenhouse, composting  

Covenant Pathways (Navajo Spirit 
Farm), 212 Cousins Road, Gallup, 
New Mexico, 87301 

22,105 population 
$44,768 median household 
income1 
29.2% poverty rate 
53.8% employment rate 
44.1% Native American  

21-acres Microbiological composting 
and carbon, water sequestration, 
regenerative practices with 
greenhouse, commercial kitchen, 
facilities, composting, livestock  

Silver City Collaborative, 512 Silver 
Heights Blvd, Silver City, New 
Mexico, 88061 
 
Opportunity Zone ID: 35017964400 

9,783 population 
$34,431 median household income 
30.9% poverty rate 
53.5% employment rate 
92% White 

Rural agriculture site with 
greenhouse, commercial kitchen, 
facilities, composting, aquaponics, 
tree nursery 

 
f. EQIP-Eligible Producer Participation. All four locations are actively involved in 
community-based agricultural education and support of similar initiatives in their communities.  
The two urban agricultural operations exist in the still-emerging context of federal support for 
urban agriculture as mandated in the Farm Bill in 2018. Both the Detroit Black Food Security 
Network (DBFSN) and the Rid-All Green Partnership are still exploring ways to connect the 
unique characteristics of urban agriculture in historically underserved communities to the 
resources available through the NRCS EQIP program and other offerings. To-date they have 
been able to assist in leveraging some NRCS resources, particularly in the support of season 
extension hoop house programs. This project hopes to extend and expand this integration of 
currently supported NRCS programs to include both new practices being supported such as 
compost applications as well as exploration and validation of new practices such as biochar. The 
operational linkages for Covenant Pathways on the Navajo Nation are similarly unique and 

                                                            
1 This median income number was drawn from Gallup,NM, 30 miles to the north of Vanderwagen, NM.  In reality, 
the median income in this part of the Navajo Nation and surrounding areas is as much as 50% lower than this 
median income which includes more affluent urban and suburban neighborhoods in Gallup, NM. 
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fertile for improvement. Currently because of conflicting jurisdictional constraints between the 
USDA and BIA, Covenant Pathways has been told that it cannot apply for EQIP funding, even as 
it has provided education and capacity building support for dozens of agricultural operations 
surrounding it, many of which do qualify. The project proposed here represents a unique 
opportunity for the USDA broadly and NRCS specifically to explore new ways of doing business 
that can overcome these historic barriers to delivering needed support to these historically 
underrepresented and underserved communities. 
 
g. Project Deliverables/Products. The project specific deliverables are outlined in the logic 
model (see section c. above) and timeline (see section h. below). Additional deliverables and 
products include quarterly workshops along with conference participation for information 
sharing and network building. The Community Carboneers Collaborative will develop project 
materials to disseminate ongoing updates and final results. The communications plan is mission 
critical for creating opportunities for agriculture producers from disinvested and abandoned 
urban neighborhoods, remote Native American reservations, overlooked rural communities. The 
Community Carboneers Collaborative will also adopt a digital strategy for dissemination of 
project deliverables/products that include broad engagement utilizing collaborative technologies 
(e.g., Zoom), website development, short videos for social media channels, and a comprehensive 
social media strategy.  
 
h. Project Action Plan & Timeline including deliverables is presented in Table 7.     
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Table 7: Project Action Plan, Deliverables & Timeline 
 

 
 
i. Project Management. Overall project management will be coordinated by the Urban 
Drawdown Initiative (UDI). UDI’s director, Brett KenCairn, has over 30 years of experience in 
community-based development initiatives including management of large-scale projects 
supported by both federal and philanthropic funds. UDI will coordinate collaboratively across 
several key teams/components—project administration, project managers, research team, 
business development team, and initiative coordination (see Figure 3).      
 Project Managers—Each site in the collaborative will have an assigned project manager 
who will be responsible for delivering all aspects of the project plan at their locations. UDI will 
coordinate monthly meetings of project managers to monitor progress on the implementation of 
projects at each site and help address issues impacting project timelines and deliverables. 
 Research Teams—UDI and project managers will work with the research teams to 
coordinate research activities conducted as part of the project. Research includes two critical 
components. First is the technical research including biochar assessment and application 
analysis. We will work with the Natural Resources Research Institute (NRRI) at the University 
of Minnesota-Duluth, and the Chemical Engineering Dept at New Mexico State University 
(NMSU) for this work. Second is the research tied with human-centered design for project 
evaluation, engagement, and intentional inclusion of marginalized or historically underserved 
communities. We will work with Leverage Point Development (LPD) for this monitoring and 
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evaluation work. This team will meet on a schedule tied to research project, reporting, and 
information dissemination timelines.  
 Business Development Team—We will work with Regenerative Enterprise Group (RIG) 
for the business development component of the project. UDI will maintain a bi-weekly check-in 
with teams working on business development activities including market analysis, 
product/services testing, and business plan development.  
 Initiative Coordination—There will be quarterly meetings of the principals from all of 
the project sites, Trollworks, and Gila WoodNet to assess overall project implementation and to 
formulate plans for supporting technology transfer starting in year 2 of the project. This group 
will jointly review semi-annual progress reports generated by UDI. These reports will form the 
basis of the final grant report submitted in January of 2023. 
 

Figure 3: Project Management 
 

 
 
j. Technology Transfer. A core value common to all four primary organizations in the 
Community Carboneers Collaborative is a commitment to growing a network of community-
based regenerative agriculture organizations throughout the Country. To coordinate and support 
this dissemination process, the Community Carboneers Collaborative will utilize an established 
501c5 agricultural organization-Gila WoodNet-that is being reoriented to support the 
development and propagation of successful technologies and systems developed in this project to 
other community-based agricultural initiatives especially in historically underserved 
communities. 501c5 organizations are tax-exempt entities recognized by the IRS to conduct 
activities that promote “the betterment of conditions of those engaged in the pursuits of labor, 
agriculture, or horticulture, the improvement of the grade of their products, and the development 
of a higher degree of efficiency in their respective occupations.” Gila WoodNet will serve as the 
coordinating entity for engagement with other sites interested in exploring or adopting the 
systems being developed in this project. This coordination function will enable each Community 
Carboneers Collaborative partner to remain focused on their core business but also participate in 
guiding technology transfer activities where needed. Gila WoodNet’s non-profit status will 
enable it to raise additional funds to support this technology transfer process including 
contracting with collaborative members to provide training technical assistance support to new 
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sites. As the technologies and systems being developed in this project mature, there may be 
additional economic opportunities possible through coordinated production or service delivery 
across Community Carboneers Collaborative members. The Community Carboneers 
Collaborative plans to actively explore the establishment of a formal agricultural cooperative 
that will enable the participating members to achieve economies of scale in sales of bioenergy, 
biochar or other products and services developed in this initiative. 
 
k. Project Evaluation. The evaluation strategy will include three (3) levels of project 
effectiveness that will be monitored and evaluated: (1) Stipulated output (Did the project deliver 
the specific deliverables described in the action plan?); (2) Projected Outcome (Did the 
deliverables result in the intended outcomes that were intended?); and (3) Goal accomplishment 
(Did these outcomes result in measurable momentum towards the longer term goals for which 
this initiative is just one component?). Evaluation is another critical component of the 
Community Carboneers Collaborative. Measures of success that will be used in the evaluation 
include: (1) Successful completion of all project deliverables; (2) Demonstration of technical 
ability across the four (4) key tenets: Bioenergy, Biochar, Renewable Fuel Energy, Systems 
Development & Dissemination (Technology Transfer); (3) Demonstration of technical ability to 
impact composting, aquaponics, tree soil amendments, farm soil enhancements, toxics 
remediation; (4) Successful completion of quarterly reporting for engagement and to raise 
awareness; (5) Successful demonstration of agricultural and land regenerative applications; (6) A 
biomass-to-bioenergy/biochar system is customized for one site as a local renewable energy 
source; (7) Revenue generating business development opportunity outlined; (8) Dissemination 
and training material developed; (9) Increase in economics access and revenue generating 
opportunities for historically marginalized communities; (10) Technology transfer with the 
development of an agricultural cooperative. Project objectives related to the measures of success 
(listed above) are summarized in Table 8 to demonstrate a clear relationship between project 
objectives and evaluation. 
 

 
Table 8: Project Objectives & Evaluation 

 

Project Objectives Evaluation 

Increase the environmental, social, and economic well-being and resilience of the four 
participating communities. 

1, 2, 3,  
7, 10  

Operationalize technology and implementation systems that are easily and rapidly 
replicable to other communities. 

1, 4, 6,  
7, 8, 9 

Demonstrate and advance the potential for community-based carbon management as part 
of a larger regional, national and global strategy for climate stabilization. 

1, 2, 3,  
4, 6, 8,10 

 
  


