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EXECUTIVE SUMMARY 

A variety of barriers have left the demand for ecotypic (locally adapted) native plant materials 

in our local ecoregions unmet. The strategies outlined in this proposal address those barriers through a 

collaborative approach that provides for the development of an Ecotypic Seed Network program for 

the Rocky Mountain region. Primary functions of our Southern Rockies Seed Network include: 

pooling seed needs across a broad partnership to increase demand in the market; increasing production 

capacity through education and networking among strategic partners; coordinating essential seed 

collection, production, storage, and testing activities; developing a sound provenance system; 

marketing; and Research and development to improve knowledge and practice of ecotypic seed 

development and use. 

Given the extent of ecological disturbance in our ecoregions—booming extractive industries, 

wildfires, floods, urbanization, habitat loss, and other anthropogenic sources—and knowing well the 

keen interest in ecotypic seed among land management agencies in our region, the timing for 

developing reliable sources of ecotypic seed is critical to maintaining the integrity of ecosystems and 

habitats in our region. Further, the network is designed to meet the specific needs of its partners by 

developing ecotypic “work horse” seeds as well as niche ecotypic seeds for targeted partner goals (i.e., 

pollinator plants, shrubs for mineland reclamation, or propagation of rare species for conservation).    

From our industry research, we believe a successful seed network must develop diverse 

revenue streams, leverage rather than replicate existing industry activities, and create a provenance 

system to meet regulatory and industry standards throughout the supply chain. Achieving these 

objectives requires a strong and balanced team, including experienced business professionals, 

agriculture specialists, and researchers. We are thrilled to work with such a team to craft the attached 

operational plan, and look forward to refining the Southern Rockies Seed Network business strategy 

with our partners as we move forward together. 

Foundation support from network partners provides essential seed money to catalyze an entire 

industry towards meeting the restoration needs of a region faced with widespread ecological 

disturbance. Not only does your contribution leverage a multitude of other partner funds, but your 

contributions are matched by grants and royalty fees that will sustain this network in the long term. 

Ultimately, not only will the genetic integrity and natural resources of our forests, shrub lands, and 

grasslands benefit from your support, but a new regional industry will grow, one that has the potential 

to foster conservation solutions for generations into the future. It is with much enthusiasm we share 

this plan with you, and we welcome the opportunity to discuss partnership opportunities. 

 

Kind regards, 

 

 

 

John Giordanengo 

Executive Director 
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PURPOSE OF PLAN 

This operational plan describes the strategies and activities of the Southern Rockies Seed Network 

(network), and provides partners with a comprehensive understanding of the history and status of the 

network. Included in this plan are programmatic goals, business strategies, operations timeline, 

information about the provenance and marketing plans, an outline of the organizational structure, 

current partners, and our geographic focus area. If you have further questions, or would like to become 

a partner, please contact us to arrange a meeting. 

 

CONTACT INFORMATION 

John Giordanengo, Executive Director 

Synergy Ecological Restoration 

PO Box 212, Fort Collins, CO 80522 

john@synergy3.org 

970-420-7346 

 

PARTNERSHIP TEAM 
Building on Ecoregional Seed Network meetings that took place in Boulder and Larimer County in 

2010 and 2011, and in response to the Barrett Foundation Business Concept Challenge of 2014, the 

Southern Rockies Seed Network business concept plan was developed by the following project team: 

 

Suzanne Bassinger: Professional Engineer (Civil), Coalition for the Poudre River Watershed (Board 

member), and formal agricultural producer.   

John Giordanengo:  M.S. in Ecological Restoration. Owner and Restoration Ecologist, AloTerra 

Restoration Services, Inc.. 17 years of Restoration and seed collection experience. State-renowned 

coalition builder and natural resource manager. 

Jasmun Hendrick:  Owner, Unless Web Development. Decade+ experience in database-driven 

interactive websites. 

Rebecca L. Hill:  PhD in Agricultural Economics. Faculty, Colorado State University (CSU). 

Coordinate economic impact and assessment programming, and calculating the contribution of 

agriculture to the Colorado Economy. 

Randy Mandel: Managing Ecologist, Great Ecology. Former owner of Rocky Mountain Native Plants. 

30 years of experience in collecting, propagating, pricing, and distributing native plants. 

Mark Paschke:  PhD, Professor at CSU. Extensive knowledge of plants used in ecological restoration, 

and seed biology.  

Jim Tolstrup:  Executive Director, High Plains Environmental Center. Over 15 years of experience in 

the horticulture industry, including growing native plants for sale in CO Front Range.  

Alex Tonneson: Owner, Western Native Seed. Decade+ in seed industry (seed collection, testing, 

storage, pricing, and distribution).  

 

Other Contributors 

Wendy Campbell of Conservation Communications, Outreach, and Partnerships, Inc., Amy Ansari of 

Wildlands Restoration Volunteers, Mike Curran of the University of Wyoming, Claire DeLeo of 

Boulder County, and John Hurst, also provided key insights and strategic input into the development of 

this proposal. The following seed networks were interviewed and/or researched in order to gain an 

understanding of existing seed network business strategies:  Iowa Ecotype Project, Uncompahgre 
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Plateau Native Plan Initiative, Colorado Plateau Native Plant Program, South Texas Natives, The 

Native Seed Network, Willamette Valley Native Plant Materials Partnership, and the Deschutes Basin 

Native Plants Seed Bank. We aim to continue an open and ongoing dialogue with these well respected 

seed networks as we mature, with the goal of improving not only our own business model, but to help 

improve the sustainability of ecotypic seed networks across the country. 

 

PROBLEM STATEMENT 

The unmet demand for ecotypic seed in our ecoregion exists in large part due to a historic revegetation 

focus on mass-produced plant cultivars, a lack of consistent demand for ecotypic seed, and a scarcity 

of seed-storage facilities. Furthermore, adequate investment in research and development for ecotypic 

seed (e.g., seeds from a genetically distinct geographic population within a species adapted to specific 

environmental conditions) has not kept pace with the burgeoning demand from a rapidly growing 

restoration industry. Finally, the challenges of reliably tracking the collection, production, storage, and 

distribution of ecotypic seed through the supply chain has discouraged many seed companies from 

entering the market and has created an aura of mistrust among some consumers. Considering these 

challenges, there are a multitude of factors that require us to develop a sustainable seed network for our 

region now.  

The frequency of ecological disturbance as caused by wildfires, floods, recreation, urban sprawl, 

mining, and oil & gas development is increasing at a steady rate throughout the Western United States, 

especially in Northeastern Colorado and Southeastern Wyoming. Disturbances such as fire and flood 

are anticipated to increase in frequency according to global climate change models that predict a drier 

climate (Kirtman, B. et al., 2013), lower snowpack, and increased incidence of high intensity 

precipitation events (IPCC, 2013) in many regions of North America, including the Southern Rocky 

Mountains (Sanford et. al., 2013). Additionally, the level and rate of disturbance from extractive 

industries such as oil and gas is exorbitant in our ecoregion. Concurrently, the ecotypic plant materials 

required to restore these disturbances are largely unavailable, economically impractical, or are 

comprised of native plant cultivars originating from outside of the ecoregion. The result of this lack of 

availability is a diminished capacity for society to maintain the grazing, recreation, water quality, 

wildlife habitat, hunting and fishing benefits that our forests and grassland ecosystems provide. With 

human population in Colorado and the west far outstripping the average rate of growth in the U.S. 

(Case, P. and G. Alward, 1997; U.S. Census Bureau, 2010), the rate of ecosystem degradation in our 

ecoregion is expected to increase over time. 

HISTORY 

The evolution from a revegetation paradigm primarily dependent upon introduced species to one that is 

more restorative in nature, utilizing the benefits of site-specific populations, has been gradual. Many of 

the initial revegetation materials were introduced species, that while successful in their original 

mission of critical area stabilization, soon became invasive. Examples include kudzu (Pueraria 

lobata), crownvetch (Coronilla varia), Russian olive (Elaeagnus angustifolia), and others. By the mid-

1980’s the revegetation paradigm began to shift towards the use of improved native cultivars, then 

shifted again in the early 2000’s with the advent of ecotypic seed.  

Much of this change was spawned by the Federal Native Plant Conservation Memorandum of 

Understanding of 1994 (renewed in June 2014), whereby 11 federal agencies agreed to ensure that “to 

the greatest extent feasible, native plant species are maintained, enhanced, restored, or established on 

public lands, and that such activities are promoted on private lands.” In 1995 those agencies partnered 

with 53 organizations to form the Plant Conservation Alliance, which has coordinated efforts 

nationally. Additionally, numerous executive orders, guidelines, and regulations were created to 
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require the use of native ecotypes for the restoration of federal lands and projects involving federal 

funding. These include: Executive Order 13112 (Invasive Species, 1999); Native Plant Conservation 

Initiative National Strategy (1995); Preserve, Maintain, and Enhance the Diversity [including genetic 

diversity] of Plant Communities (36 CFR 219.27; 42 U.S.C. 4321; 36 CFR 219.1, 5; 16 U.S.C. 1601 – 

1614; 36 CFR 219.26, Part 219); Guidelines for Burned-Area Emergency Rehabilitation, encouraging 

use of seeds that originate from genetically local sources of native species (WO Amendment 2500-

2000-2, 2523.03, Policy); the Native Plant Materials Development Program (2001, CFR, BLM), and 

the Forest Service Seed Handbook (FSH 2409.26f, Seed Handbook, R2 Amendment June 15, 1993).  

Most recently, the June 20, 2014 Presidential Memorandum on Pollinators provided another boost for 

the development of native ecotypic plants for restoration. In part the presidential memorandum directs 

(Sec 3(f)) that: “The Departments of Agriculture and the Interior shall establish a reserve of native seed 

mixes, including pollinator-friendly plants, for use on post-fire rehabilitation projects and other 

restoration activities.”   

In response to these requirements, a host of Seed Networks have developed across the country, most of 

which exist as 501(c)(3) organizations, as programs within larger nonprofits, or in association with 

academic institutions, reliant primarily upon grants and the support of limited partner agencies 

(Personal communications with existing networks, 2014). Efforts to explore the establishment of an 

Ecoregional Seed Network in Colorado were undertaken in 2010 and 2011, with inter-agency meetings 

convened by Boulder County (Claire DeLeo), and by Wildlands Restoration Volunteers (John 

Giordanengo) and the USFS (Steve Popovich). The 30+ participants confirmed the critical need to 

develop such a network, but were unable to identify a sustainable business model nor an organization 

with the requisite capabilities and mission fit. 

The marketplace for our network coincides with portions of the Southern Rockies, High Plains, and 

Northwestern Great Plains (EPA Level III ecoregions) within northern Colorado and Southern 

Wyoming, and the NRCS Major Land Resource Areas 49 & 48 in Colorado, and 34, 49 and 58 in 

Wyoming (Figure 1).  
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Figure 1. Geographic Scope (Map courtesy of Ben Barker, 2014) 
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PRIMARY BUSINESS STRATEGIES & GOALS 

The majority of existing native seed networks operate by replicating some or all of the seed industry’s 

functions (growing, storing, testing, and distributing) rather than leveraging the existing industry 

strengths (Personal communications with existing seed networks, 2014). It is a keystone strategy of 

the Southern Rockies Seed Network to leverage existing industry functions in a manner that optimizes 

economies of scale, reduces the cost of entry into the market place, and increase the production and 

distribution of ecotypic seed for the benefit of network partners and ecosystems (see Appendix A – 

flow chart). For this Southern Rockies Seed Network to function sustainably, we must successfully 

execute the following business activities/strategies: 

1. Facilitate Pooled Demand for Ecotypic Seed: Facilitate a diverse body of industry and agency 

partners to identify, track, and sustain demand in a manner that stimulates market development 

for desirable ecotypic species. Conduct an annual needs-based assessment to estimate future 

demand and create a list of desired restoration species for small scale and large scale 

production. This information will be used to prioritize native seed production according to a 

multi criteria decision assessment matrix of acreage, location of restoration activities, risk, 

available funding, and partnership support. 

2. Develop Production Capacity: Identify existing capacity of regional seed producers (i.e. BFI 

Native Seeds, NRCS Plant Materials Centers, etc.) and local growers (i.e., The Boulder 

County-WRV community garden, Colorado State Forest Nursery, etc.), and provide education 

and technical assistance to facilitate the development of a strong grower’s network.  

3. Coordinate Research, Development, and Education: Facilitate research among partner 

institutions (i.e. Colorado State University, University of Wyoming, etc.) to conduct 

performance trials for source identified seed, and to investigate questions such as outbreeding 

depression, use of ecotypic seed within and between seed zones, etc. Provide transfer of 

knowledge and technology to partners for the development and use of ecotypes for restoration, 

improvement of production quantity and quality, and to meet other needs. 

4. Coordinate Seed Collection, Cleaning, Testing, Mixing, and Storage Efforts: Work with 

existing organizations and participating industry/agency partners to increase capacity for seed 

collection, cleaning, testing, storage, and mixing/blending.  

5. Develop a Premium Product Market: Develop a marketing plan that highlights the value-added 

benefits of ecotypic seed, such as greater survival, improved resistance to weed infestations, 

erosion control, watershed protection, increased provision of targeted gene pools, better 

wildlife habitat values, etc. Develop and maintain licensing, labeling, and provenance system to 

yield a high level of consumer confidence in the network’s branding claims. 

6. Broker Seed Increases: By facilitating multi-partner contracts and agreements, and deposit 

systems (i.e. 30% of production is paid in advance by the customer), we anticipate also 

brokering seed increases between growers and partners who demand a specific quantity of 

ecotypic seed over a specific timeframe, or who want a reliable supply of niche species for 

local restoration projects. 

Developing a business strategy that leverages existing capacities of production, distribution, collection, 

storage, and sales within an industry in order to introduce a new brand is not new. However, doing so 

in a collaborative manner is an approach that is essential to the success of the Southern Rockies Seed 

Network. A recent example of such collaboration is Fruition Seeds, a new organic startup whose 
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mission is to develop regionally-adapted organic vegetable seeds for the Northeast. In their first year of 

operation Fruition grew 7,000 lbs. of winter squash. Fruition pioneered a production model coined 

"Custom Collaboration," whereby partner farmers identify crops to produce in collaboration with 

Fruition, which then customizes seed selection to their partners’ soil, equipment, and market. 

Similarly, the Southern Rockies Seed Network proposes a  “Custom Collaboration” process to increase 

access to high-quality ecotypic seeds and utilize the strengths of the existing marketplace rather than 

by duplicating efforts.  

Program Goals: The following goals are integral to meeting the Southern Rockies Seed Network’s 

keystone principle of financial sustainability: 

1. Develop and sustain a body of at least 30 contributing partners from the following entities: 

 Government Agencies (Region 2 forests and grasslands of the USFS, NPS, BLM, NRCS, 

USFWS, Colorado State Forest Nursery, county and city natural resource departments, 

Colorado Parks and Wildlife, Wyoming Dpt. of Fish and Game, Wyoming department of 

Environmental Quality, CO and WY Departments of Transportation, etc.; 

 Non-profit Organizations (Denver Botanic Gardens, Colorado Native Plant Society, Rocky 

Mountain Bird Observatory, Wildlands Restoration Volunteers, Coalition for the Poudre 

River Watershed, Biodiversity Conservation Alliance, etc.); 

 Industry Representatives (Pawnee Butte Seed Co, Western Native Seed, restoration 

practitioners, and oil & gas industry representatives); and 

 Land Grant Universities (Colorado State University, University of Wyoming, etc.) 

2. Provide 5 percent of the estimated native seed market with ecotypic seed in five years, and 

10 percent of the native seed market within ten years. The native seed market in our 

ecoregion is estimated at 340,760 lbs. of native seeds per year (Table 1). 

3. Develop and sustain a network of three growers outside the ecoregion (NRCS Plant Materials 

Centers, BFI Native Seeds, Oregon Seed Growers League, etc.), and five growers within the 

ecoregion (local farms, government facilities, and community gardens). Institute guidelines, 

standards, and a program of certification to help growers meet market requirements (weed 

content, crop residue, seed viability, etc.) and attain operational efficiencies. 

4. Develop a research program to fill knowledge gaps in the ecotypic seed industry. Develop an 

educational program to transfer research information to network partners and inform adaptive 

management decisions. 

5. Develop an online database (building off of existing botanical databases such as BG-BASE) 

to track species specific data, statistics on seed managed by the network, participating growers, 

partner needs, research programs, etc.  

6. Develop a premium product brand, a marketing plan, and a system of provenance that is 

endorsed by partners. 

7. Develop a system of production and distribution that provides ecotypic seed on the open market 

at competitive costs. Developing economies of scale (i.e., large scale increase) for “work 

horse” species is an important strategy to reduce costs and generate revenue to sustain key 

network activities, including the development of new niche species for restoration.  

8. Facilitate the production and marketing of the following quantities of ecotypic seed: Year 1 (0 

lbs.), Year 2 (300 lbs.), Year 3 (6,500 lbs.), Year 4 (10,000 lbs.), and Year 5 (20,000 lbs.).  

9. Cover 85 percent of expenses (excluding R&D) by royalty and partnership fees by year 10. 
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COLLABORATORS 

Because this network is designed to facilitate the production and distribution of seed (i.e., brokerage) 

rather than selling seed, we view seed companies as integral collaborators rather than competitors. In 

turn, the extended networks of these seed companies (i.e., growers, seed storage operations, seed 

cleaning facilities, etc.) may provide a tremendous value to the ecotypic seed industry. Additionally, 

we view the organic farming industry, existing native seed cultivar producers, and other agricultural 

producers (e.g., suppliers of the progressive Colorado brewing industry) are viewed as important 

collaborators in this network. Other important collaborators include national organizations such as The 

Native Seed Network, and existing regional seed networks such as the Colorado Plateau Native Plant 

Program, with whom we can produce economies of scale in research, seed production, seed storage, 

and other key business activities. Collaborators notwithstanding, there is an important product 

competing with ecotypic seed in the region: cultivars of native plants. The constant competition 

provided by the availability of cultivars will require the Ecotypic Seed Network to succeed in keeping 

the cost of ecotypic seed within an acceptable range of the cost of equivalent cultivars, except for those 

cases where comparable cultivars do not exist in the marketplace. We also realize the cultivar 

marketplace cannot meet the small-scale niche markets for shrubs and forbs demanded by partners, and 

these components occupy an increasingly important component of restoration activities and 

effectiveness. 

Table 1. Estimated restoration needs within the ecoregion (average acres/year).  

 
 

PRODUCT DEMAND AND PRODUCTION CAPACITY 

To estimate the annual extent of disturbances that require restoration, we interviewed national, state, 

and local industry professionals. Results of these interviews yielded the estimated demand for native 

seed and container stock (Table 1). In addition to the standard restoration needs (post-fire, wildlife 

habitat, conservation reserve program, post-flood, etc.), the ongoing transfer of irrigated agricultural 

water rights to municipal drinking water supply offers a unique opportunity for utilizing ecotypic seed 

in restoration in our ecoregion. Within the last 30 years the ownership of Northern Colorado water 

rights has been transitioning from primarily agricultural ownership to municipal ownership. This 

transition is expected to accelerate with population growth and municipal water demand. The 

Disturbance Type
Acres/

year (CO)

Acres/

year (WY)

Total Acres/

year

Averaging

Period

Post-Fire Restoration 300.00                     400.00                     700.00                     Ten Years

Post-Flood Restoration 100.00                     100.00                     200.00                     Twenty Years

Wildlife Habitat Restoration 1,000.00                 1,000.00                 2,000.00                 One Year

Conservation Reserve Program 200.00                     200.00                     400.00                     Ten Years

DOT and Local Right-of-way Restoration 400.00                     300.00                     700.00                     Ten Years

Recreation-Related (OHV roads, hiking, other) 120.00                     50.00                       170.00                     Ten Years

Grazing, Logging, Fuels Mitigation Activities 250.00                     250.00                     500.00                     Ten Years

Agriculture-to-Municipal Water Use Transfer 5,000.00                 -                           5,000.00                 Ten Years

Oil and Gas Development Activities 200.00                     300.00                     500.00                     Ten Years

Other Municipal, State, and Federal Projects 1,000.00                 1,000.00                 2,000.00                 Ten Years

Estimated Total Acres/year: 12,170.00               
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Colorado Statewide Water Supply Initiative (SWSI) 2010;  Appendix I projects an increase in non-

irrigated acres (restored, CRP lands, or dryland agriculture) of between 100,000 to 176,000 acres in the 

South Platte River Basin alone. Colorado state statue (C.R.S. § 37-92-305(4.5)(a)) now requires that all 

land removed from irrigated agriculture be revegetated or converted to dryland agriculture status. 

Working directly with municipalities responsible for ensuring these lands meet state guidelines for 

restoration, we will develop an industry-specific strategy for providing seed for their restoration needs. 

Moreover, eastern Colorado and Wyoming are undergoing an unprecedented boom in oil and gas 

production, resulting in disturbances caused by access roads, pipelines, well pads, ponds, etc. For 

example, 1,400 new oil and gas permits were issued in 2014 in Weld County, CO alone (Personal 

Communication, Denise Arthur, 2014). Importantly, our conversations with Wyoming BLM staff and 

Colorado Oil and Gas Conservation Commission staff suggest that the oil and gas companies will 

likely be very amenable to purchasing locally ecotypic seed for the extensive reclamation work they 

will be performing on these locations over the next 20 years or more. The companies’ operations are 

under growing public scrutiny, and therefore their future efforts to restore landscapes with native 

plants may be important to their community outreach and public relations throughout the region and 

beyond. (See, for example, Douhly 2014, and Shauk and Olson 2014). 

Based on a conservative estimate of 12,170 acres of land restored annually in our ecoregions, and 

estimating the Southern Rockies Seed Network can meet 10 percent of this need with ecotypic seed in 

10 years, and using an average of $9/pound of seed sold and 28 pounds of seed used per acre, a 

revenue stream from point of sale royalty fees (8 percent per pound sold) yields an estimate of $36,802 

per year to sustain core operations.  

Container Stock: Additionally, network members have expressed an interest in ecotypic container 

stock and other non-seed stock (tubes, quarts, deep root, 1-5 gallon, cuttings, etc.), and a similar 

industry of growers and distributers exist for the provision of such stock in this ecoregion. Based on 

estimates of flood-impacted watersheds (320 linear miles), current annual background levels of 

riparian restoration (50 miles), and given the portion of burned area above will also be revegetated by 

container stock, we estimate a demand of over 500,000 plants per year. If the Southern Rockies Seed 

Network becomes involved with provenance, labeling, and certification for ecotypic container stock, 

this additional revenue stream may contribute upwards of $150,000 revenue per year (e.g., in addition 

to the revenue listed in Tables 2a and 2b). 

PRODUCTION CAPACITY 

Based on the existing capacity of regional and local growers, and given that some foundation seed has 

already been collected by network partners, it is anticipated that the target of growing 20,000 pounds 

of seed in year five can be met. A substantial local farm industry exists in our ecoregion, and initial 

interviews with farming industry representatives indicates local growers can grow many of the target 

species at a competitive cost. However, developing the quality of native seed needed in the local farm 

community is expected to take time, and we do not anticipate many local farmers to produce quality 

seed until year three to five. Additionally, niche species and smaller scale seed production projects 

(e.g., R&D for the development of newly commercialized ecotypic species) can be undertaken via 

local community gardens and other agency partners as there is justifiable demand. 

RESEARCH AND DEVELOPMENT 

As is true with most industries, research and development is a cost that cannot be borne by a start-up 

without significant external investment. And it is the one activity that we must support in earnest in 

order for the ecotypic seed industry to succeed in our region. As such, this is one activity of the 

Southern Rockies Seed Network that will be support primarily by grant funding. We envision that 
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Land Grant institutions in our region (Colorado State University and University of Wyoming), which 

have overlapping missions with the network, will assist with research needs and knowledge 

dissemination regarding ecotypic seed. Requisite university facilities include libraries, seed and 

analysis laboratories, greenhouses/research fields, and off-campus evaluation sites. 

The seed network will utilize its database-driven website, workshops, and outreach events to facilitate 

information dissemination to partnering agencies, growers, and industry collaborators. Additional 

methods of knowledge transfer include publication in peer-reviewed journals, outreach materials 

distributed to end users, field tours of farms growing ecotypic seed, and university extension bulletins.  

OPERATIONS TIMELINES 

 

 

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Business Concept Plan Submitted

ESN Partnership Meeting

Refine Org Structure Based on Partner Input

Revise Organizational Budget

Develop 501(c)(3) organization

Needs Assessment

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Hire Program Director

Develop 501(c)(3) organization

Needs Assessment

ESN Partner Meeting

Refine Org Structure Based on Partner Input

Partnership Agreements and Contracts

Database and Web Design

Grant Writing for Research and Program Dvlp.

Develop Labeling and Licensing System 

Build Multi-criteria Decision Matrix

Hire Project Staff

Develop Marketing and Educational Program

Marketing

Build Ecotypic Seed Catalog

First Grow-out and farm certification

Seed Collection

ESN Partner Meeting

Primary Tasks

Primary Tasks

2014

2015
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Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Strategic Planning and Org. Refinement

Needs Assessments

ESN Partner Meetings

Grower and Seed Collector Education

Partnership Agreements and Contracts

Grant Writing (Research, Education, Prog. Dvlp.

Seed Catalog, Website, and Database Updates

Refine Marketing and Educational Program

Seed Grow-outs & Farm Certification

Seed Collection

ESN Partner Meeting #3

2016 2017 2018
Task

OPERATIONS TIMELINES -- CONTINUED 

 

BUSINESS MODEL 

Revenue Model: Recognizing that existing seed network models are not designed with financial 

sustainability in mind, and such organizations are still dependent largely on grants and/or large 

financial contributions from one or two partners, the Southern Rockies Seed Network has developed a 

unique revenue model in the industry. We propose the use of short term investments (grants and 

network partner contributions) to develop a business structure that is financially self-sustaining after 

year 10 of operations. Three primary sources of revenue are expected to support the primary 

(excluding R&D) activities and staffing:  

1. Royalty Fee for Ecotypic Seed: A 7 percent royalty fee will be administered for each pound of 

seed and for each container plant sold through the Network. Network Partners receive a 

reduced royalty fee.  

2. Network Partner Contributions: Through cost-share agreements, contracts, and other 

agreements, and as evidenced by other seed networks, we expect that many network members 

would provide an annual membership fee to the Southern Rockies Seed Network in exchange 

for organizational services, including but not limited to: networking, forecasting user needs for 

producers, R&D for seed sources, single species and mixed species testing, building local 

production capacity, seed collection, independent evaluation and marketing, economies of 

scale, etc.)  

3. Grants: Through research and development grants, and other programmatic grants, it is 

expected that a portion of staffing costs can be covered, as well as the cost of additional 

services such as seed collection, educational workshops for agricultural producers, and 

overhead/indirect expenses in years 1 through 5. 
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Pricing: For the standard “work horse” native species (bromes, wheatgrasses, bluegrasses, fescues, 

etc.) currently available as cultivars, there is evidence that the ecotypic counterparts can be produced at 

a competitive prices (within 20 percent of the current price of comparable cultivars). There is 

substantial variation in the price of native seed from year to year and from species to species, ranging 

from $2 per pound to $60 per pound. For our revenue projections, we use an average of $9 per pound 

of seed (PLS, pure live seed) sold. 

It is a goal of the Southern Rockies Seed Network to reduce fluctuations in the pricing of ecotypic seed 

by means of supporting competition among seed companies, by ensuring a high and consistent supply 

of ecotypic seed, and by encouraging a large and diverse demand to meet the supply. As the cost of 

seed is a relatively miniscule cost of overall restoration projects, we believe that a 20 percent cost 

(including royalty fees) above the cost of comparable cultivars is acceptable to our market of 

discriminating partners. To accomplish this will require a robust product branding program. 

Marketing Plan: As in the organic produce industry, customers are more likely to support a higher 

price for ecotypic seed if the marketplace understands the value of ecotypic products and if the 

increased cost of production translates to benefits for customers. Marketing efforts during the 

Network’s first three years will focus on product branding, including a provenance system, 

trademarking, and adherence to seed labeling and certification requirements. Marketing efforts will 

focus on both network participants and non-traditional markets for ecotypic seed, such as residential 

and commercial landscaping, non-profit organizations involved in promoting habitat restoration work 

(The Native Seed Network, Trout Unlimited, Wildlands Restoration Volunteers, Coalition for the 

Poudre River Watershed, etc.), and the oil and gas industry. An example of an ecotypic brand for this 

network might be “E-CO” and “E-WY”, indicating ecotypes sourced from within the ecoregion by 

state.  

A similar branding and marketing effort in Colorado can be seen in Plant Select, operated 

collaboratively with Colorado State University, Denver Botanic Gardens, and the Colorado 

Nurserymen’s Association to promote horticultural cultivars suitable for Colorado high altitudes and 

arid climates. The program is funded by requiring retailers to pay a licensing fee in order to use the 

Plant Select brand and labels. The success of the Plant Select program can be quantified by the fact 

that 1.73 million Plant Select plants were sold in 2013 alone. Learning from successful branding and 

marketing programs like Plant Select and the organic produce industry will help improve the marketing 

effectiveness of ecotypic seed within our region.  

System of Provenance: Developing a system of provenance (e.g., chain of custody) will provide 

administrative protocols throughout the collection, growing, and distribution of ecotypic seed, serving 

to verify the origin of seed. At the point of sale, the seed company will access the network website to 

print a label containing a unique QR code and serial number that includes the seed lot, standard seed 

statistics for that lot, and the customer’s name. Customers are encouraged to scan the QR code, 

directing them to the appropriate record on the Southern Rockies Seed Network website to determine 

that the specific lot of seed was not previously sold to another customer. Additionally, by participating 

in this system, the seed company must agree to random inspections of purchase and sales records. 

Labeling will follow Colorado Seed Act standards, and certification will follow the Colorado Seed 

Grower’s Association yellow tag source ID label for source identified seed.  

MANAGEMENT TEAM AND GOVERNANCE STRUCTURE 

The Southern Rockies Seed Network is a seminal program of Synergy Ecological Restoration, a non-

profit organization in Fort Collins, CO whose mission is to “To develop enduring restoration solutions 

for our lands and waters through the creation of diverse public-private partnerships.” Until Synergy 

Ecological Restoration receives their 501(c)(3) status, they will operate as a Colorado non-profit 
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organization. The Southern Rockies Seed Network must be managed in a way that balances internal 

management needs with the broader partnership needs. To accomplish this, we propose the following 

management and governance structure. 

Management Team: The Network’s management structure is comprised of an Advisory Board, 

Technical Advisory Committee, and a Marketing Committee.  The network is managed by Synergy 

Ecological Restoration Staff via a Program Director. The program director serves as chair of the AB, 

and sits on the other committees as the need arises. Primary responsibilities of the Advisory Board, 

TAC, and Marketing Committee are laid out in their charters.  Generally, these management bodies are 

responsible for strategic planning and the ongoing development of programmatic and capacity needs 

expressed by network partners. The Program Director, and ultimately Synergy’s Board of Directors, 

are responsible for fiscal and legal accountability of the Network. 

Governance: The mission, values, legal, executive, and financial activities of the Southern Rockies 

Seed Network is overseen by the Synergy’s Board of Directors, representing a diverse range of 

network members and other non-member stakeholders. The founding Board of Directors for the non-

profit is listed in Appendix C. Additionally, the Technical Advisory Committee (TAC) advises on 

the evolving technical needs of the network. Finally, a diverse cohort of partner staff (Stakeholders) 

are engaged in semi-annual meetings and periodic surveys to provide strategic input regarding 

research, marketing, species demand, and restoration needs. Contributing partners (cash match, in-kind 

services, strategic collaborators, and/or purchasers of network seed) are eligible to become a member 

of the Seed Network Advisory Board, who provides strategic input regarding species to 

develop/increase, research needed, development of strategic partnerships, and other programmatic 

input.     

PARTNER BENEFITS 

Partners are recognized by the Network as providing cash or in-kind (i.e., volunteer labor, staff 

services, seed storage space) services to the network that can be leveraged with grants and other 

revenue sources to sustain core operations. Further, it is only from the participation and fiscal 

contributions of our partners that this network can be maintained. Partners ultimately benefit from the 

Southern Rockies Seed Network in the following ways: 

1. Availability of ecotypic seed and plant material tailored to your specific needs. 

2. Stable pricing for ecotypic seed as a result of broad-based pooled demand for “work horse” 

species. 

3. Leverage your annual partnership contributions with grants to support collection, research and 

development, and other key Network activities that benefit partners. 

4. Reduced cost of brokering for custom grow-outs.  Access to a network of collectors and 

growers who meet rigid quality standards (i.e., meet or exceed state weed seed standards) for 

custom grow-outs. 

5. Through our provenance system, partners receive assurance that the ecotypic seed they are 

receiving is indeed the ecotypic seed they demand. 

6. Reduced royalty fees for purchased seed (2% less current royalty fee for partners). 

7. Through a shared database, partners will have access to important information (i.e., current 

ecotypic seed availability, research, production/cultivation guidelines, etc.). 

8. Being an integral part of a program dedicated to enhancing the efficacy of the ecological 

restoration industry in our ecoregion. This truly won’t happen without your contributions! 
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DEFINITIONS 
Ecotype: A genetically distinct geographic population within species which is adapted to specific 

environmental conditions. Typically, ecotypes exhibit phenotypic differences (such as in morphology 

or physiology) stemming from environmental heterogeneity and are capable of interbreeding with 

other geographically adjacent ecotypes without loss of fertility or vigor. 

 

Cultivar: A plant or grouping of plants selected for prioritized attributes that can be stabilized and 

maintained by propagation. The International Union for the Protection of New Varieties of Plants 

(UPOV) requires that a cultivar be distinct, uniform and stable, containing characteristics that easily 

distinguish it from any other known cultivar. Such characteristics must be retained under repeated 

propagation. 

 

Tested: The progeny of plants whose parentage has been tested and has proven genetic superiority or 

possesses distinctive traits for which the heritability is stable as defined by the certifying agency; seed 

or plants must be produced to ensure genetic purity and identity from either rigidly controlled and 

isolated natural stands or individual plants, or seed fields or orchards. Complete area of adaptation and 

performance may not be known. 

 

Selected: The progeny of phenotypically selected plants of untested parentage that have promise but 

not proof of genetic superiority or distinctive traits, produced to ensure genetic purity and identity from 

either rigidly controlled and isolated natural stands or individual plants, or seed fields or orchards. 

Complete area of adaptation and performance is usually not known. Plants may not breed true with 

successive generations, and the desirable characteristics may not show up in all of the offspring. 

 

Source-Identified: Seeds or plants from a naturally growing population occupying a known or defined 

geographic area. No selection or testing of the parent population has been made. There is no 

performance or adaptation available for the collection. Offspring is produced to ensure genetic purity 

and identity from either rigidly defined natural stands, seed production areas, seed fields, or orchards. 
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APPENDIX A 

(Southern Rockies Seed Network Flow Chart & Organizational Chart) 
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Southern Rockies Seed 
Network 

Administered by Synergy 
Ecological  Restoration 

Advisory 
Board 

Chair: Program Director 

Members: 6-10 members composed of 
Network Partners and Synergy BOD 
members 

Responsibilities: Overall Program 
Direction/Structure, Financial Sustainability, 
etc. 

Meetings: Semi-annually and ad hoc 

Technical Advisory 
Commitee 

Chair:  Elected internally (TAC) 

Members:  (8-12) composed of Network 
Partners and Synergy BOD members 

Responsibilitie:  All technical issues: genetics, 
cultivation practices, standards for quality, 
develop protocols, etc. 

Meetings:  Quarterly and ad hoc 

Annual Meeting 
(Stakeholders) 

Organizer: Program Director 

Participants: Any individual, compnay, 
agency, university, etc. interested in seed 
networrk. 

Responsibilities: Pooled demand, updates on 
progress, solicitation of new members, 
World Cafe style idea generation for 
emerging issues/needs. 

Meetings:  Annually and ad hoc  

Program Director 

Staff Member of Synergy 
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APPENDIX B 

(Southern Rockies Seed Network Partners & Collaborators) 

 

  

Partner

Seed 

Collection 

Sites

Research Growing
In-kind 

Services

Seed 

Storage
Funding

Applewood Seed Company x

Araphaho & Roosevelt National Forests x

Boulder County Parks and Open Space x x

Bureau of Land Management (BLM) - Colorado x x

Bureau of Land Management (BLM, Utah) x

Chicago Botanic Gardens, Seeds of Success x x

City and County of Denver, Natural Resources x

City of Boulder Open Space & Mountain Parks (OSMP) x x

City of Longmont Parks, Open Space & Forestry x

City of Thornton, Water Resources x

CO Division of Reclamation, Mining, and Safety x

Colorado Department of Agriculture x

Colorado Department of Transportation x

Colorado Native Plant Society x

Colorado Natural Heritage Program x x

Colorado Plateau Native Plant Initiative x

Colorado Seed Lab x

Colorado State Univeristy x

Colorado Water Conservation Board x

Colorado State Forest Service Nursery x x

Boulder County Extension (CSU) x

Denver Botanic Gardens x

Golder Associates x

High Plains Environmental Center x x

Larimer County Department of Natural Resources x x

National Park Service x

Natural Resources Conservation Service x

Nocky Mountain National Park x

Pawnee Buttes Seed, Inc. x

Rocky Mountain Bird Observatory x x

Rocky Mountain Flycasters - TU x x

Society for Range Management x

SRM Seed Collection Service, LLC x x

Synergy Ecological Restoration x

Tercio Ranch x x x

The Nature Conservancy x x

University of Wyoming x x

US Fish & Wildlife Service x

USGS x

Univeristy of Wyoming, Ag. & Applied Economics x x

Western Native Seed x x x

White River National Forest x

Wildlands Restoration Volunteers x x

Wilson Associates Inc x
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APPENDIX C 

Board of Directors for Synergy Ecological Restoration 

AND 

Southern Rockies Seed Network Advisory Board & Technical Advisory Committee Members 

 
DATE: January 01, 2015 

 

Board of Directors (Synergy Ecological Restoration): 
Jeremy Sueltenfuss (Board president): Wetland Ecologist and Mapping Specialist, Colorado Natural 
Heritage Program. 
Jennifer Kovecses (Chair of governance, nominating, and human resources committee): Executive 
Director, Coalition for the Poudre River Watershed. 
Bob Tate (Chair of fiscal committee): candidate for an MS Degree in Natural Resources Stewardship 
from Colorado State University. A CSU donor, Bob is a retired corporate real estate professional.  
Richard Alper (board member): Esquire. 
Suzanne Bassinger (board member): Disaster recovery manager, farmer, and water resources 
engineer. 
Kristina Hufford, PhD (board member): Assistant Professor, Restoration Ecology, University of 
Wyoming. 
Mark Paschke (board member): Shell Endowed Chair of Restoration Ecology and Research Associate 
Dean Warner College of Natural Resources, Colorado State University. 
Emily Amadee (board member): OneTribe Creative 
 
Technical Advisory Committee (Southern Rockies Seed Network): 

First Name Last Name Organization

Amy Ansari Wildlands Restoration Volunteers

Megan Bowes City of Boulder Open Space & Mountain Parks (OSMP)

Dana Christensen Retired plant breeder (CSU)

Sara Copp Great Ecology/CO Native Plant Society

Randy Crowl Colorado Seed Lab

Deryn Davidson CSU - Boulder County Extension

Carol Dawson Bureau of Land Management (BLM) - Colorado

Claire DeLeo Bounty County Parks & Open Space

John Giordanengo Synergy Ecological Restoration

Katie Haynes USFS - Med Bow Routt

Kristina Hufford University of Wyoming (UWY)

Rebecca Kao Denver Botanic Gardens (DBG)

Randy Mandel Great Ecology

Dan Manier USGS

Matt Norville GIS technician & NR Steward

Rick Novak Colorado State University, Dpt of Soil & Crop Sc.

Mark Paschke Colorado State University

Randy Reichert USFS, Society for Range Management

Crystal Strouse City of Fort Collins, Natural Areas Program

Jeremy Sueltenfuss Synergy Ecological Restoration (CNHP)

Jim Tolstrup High Plains Environmental Center

Alex Tonneson Western Native Seed

Larry Vickerman Denver Botanic Gardens (DBG)

Sarah Ward Colorado State Univeristy

Denise Wilson Wilson Associates Inc

Kay Wiseman Synergy  
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