
HONEST WEIGHT FOOD CO-OP

MEMBERSHIP MEETING

OCTOBER 16, 2011

First Unitarian Universalist Society, Albany

HWFC Board President Lynne Lekakis welcomed members to the meeting at about 6:10.  She noted that there was not yet a quorum (106 members needed for quorum), but that the meeting would begin with  discussion, as an unofficial meeting, and that the meeting would become official when quorum was reached.  (Quorum was reached around 7:00.)   Lynne reviewed the ground rules for the meeting and introduced the people who would carry microphones to members who wanted to speak; these people would keep track of the order of speakers. 

I. Election for Governance Review Council

A. Lynne introduced the two candidates – Leif Hartmark and Sandy Mackay. She noted that Sandy had just joined HWFC, so, if elected, was not eligible to serve on the GRC before November 1. She called for nominations from the floor; there were none.

B. Lynne called for questions from members: 


Q: Why do you want to be on the GRC and what do you bring to it?


A: Leif – said he recently retired from SUNY system, where he had been in administration and   focused on oversight (and other things not recorded in the notes). He finds HWFC to be a very special organization – he likes the diversity of membership and he is attracted to the democratic process the co-op offers.  He is struck by the dedication of Board members that he has observed while working on the strategic plan.

A: Sandy – said he is a new member and that he has worked as a municipal planner, a grant-writer with an engineering firm.  He said he is used to working with organizations on/with bylaws, etc. He has been a shopper for about two years and he is interested in how HWFC operates as a community and as an organization.

C.  There were no more questions, so people cast their ballots.  The results were announced later in the meeting: both Leif and Sandy were elected.

· Strategic Plan – Discussion and voting

A.  Lynne introduced Teri Bordenave, of Thalia Consulting.  HWFC had hired Thalia/Teri to facilitate the strategic plan process. (For details of the process, which Teri reviewed, please see the meeting announcement.)  

B. Teri asked members of the Strategic Plan committee (group?) to read the goals.  (For the goals,  please see the meeting announcement and the HWFC website.)

C. Teri took questions from members about whether the vote would be on the Strategic Plan goals or on the goals and (draft) work plans.  Teri and Board members said that the vote was only on the goals, but members felt that the wording of the ballot was ambiguous.  Later in the meeting, members agreed to reword the ballot to say: “approve of the goals” (of the Strategic Plan.)

D. Teri then asked members to divide themselves into small groups to spend about 10 – 15 minutes discussing the question: “How will this new strategic plan strengthen your co-op?”  Because members still had many questions, the members of the Strategic Planning committee each joined different groups, where they helped answer questions.
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E. The groups then reported out the key themes from their discussions:


Group 1. 

·  Felt the goals were good.  

· Had questions about Goal 4 – Governance – felt working memberships and shareholders were a community.  

· They noted that people in the group missed the survey and suggested that there be a central place in the store for notices about co-op business.  

· They wondered if doing the 501(c)3 now was a good idea.  

· They had questions about Goal 6 – Leadership structure – what is it?  What advantages might there be? 


Group 2:

· Approved of goals, but had varied opinions on the work plan

· Re: governance – is the new goal limiting member participation?

· Agree that ballot should be revised to approve just the goals not the work plan.

 
Group 3:

· Had concern about the ballot (as per Group 2)

· Did not like being asked to vote on all or none, might agree with some goals, but not all.

· Concerns about 501(c)3 – compete with other non-profits?

· Concerns about governance goal – the Board seems to be asking members to give up participation.  Noted that point 2 calls for SWOT analysis and that what follows that should come from that.


Group 4:  

· Ned Depew, a Board member who worked on the Strategic Plan, worked with the group to answer questions, so the group reported that they did not have a lot of time to discuss the issues.  

· They appreciated Ned's help. 

· They felt communications are important.


Group 5:

· Had concerns about governance – too much assigned to an ad hoc committee.  

· The plan did not deal with current issues, such as competition or the logistics of the move.  

· They had some questions about the non-profit.  

· They said this seemed like it was a plan to have a plan.


Group 6:

· Had questions about the  leadership work plan – does any change in management structure require a change in the Bylaws?  

· Lynne replied that the Board is authorized by the Bylaws to choose a management structure for the store.


Group 7:

· Discussion focused on goals 2 and 3.  

· hey expressed concern and sadness about the Troy Co-op shutting down.  

· On goal 3 – Goal 3 puts profitability ahead of values.  Thinks it should be the other way around, although recognize the importance of financial stability.  

· Communication should be improved.


Group 8

· Goals looked good.  

· Congratulated the group for putting the goals together.  

· They did stumble over the work plan. 

· Had a legal / tax question on the 501(c)3 : can HWFC donate its profits to the 501(c)3.
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· Saw the need to be financially stable.

· Communications are critical – tonight is a good example of how more communication is better.  Noted that there are multiple was of communicating.


Group 9

· Felt the goals were somewhat vague, needed clarification.

· Leadership team – didn't know what the Board was thinking about, so didn't know how to respond.

· Emphasize communication.

· Felt goals would strengthen the co-op.


Group 10

· Concentrated on development of co-op – how to grow, how to be sustainable.

· Thought it was a good idea to pursue 501(c)3 to get funds to increase education that HWFC can do.

F. Terry then summarized what the groups had said.  She said the comments proved that “the devil is in the details.”

1. Recognized that people are concerned about the work plans.

2. Re-iterated that the VOTE is only on the GOALS, but that the vote is to be on all the goals, not a goal-by-goal vote.

3. Recognized that communications are an issue.

4. Proposed amending the ballot to say that it is to “approve of the goals.”

G. Terry asked for more questions from members: 

Q: What will happen if the Strategic Plan is defeated?

A: (Terry guessed that) it would be necessary to start the process over again.

      Lynne – it is the job of the Board to do strategic planning.  A lot of the things on the list (of goals) are huge, so the Board thought it best to check in with membership.  Noted that are working on some anyway –and always – for example, communications.

Q: (comment) – The goals are vague, but/so most people can agree with them.  Feels the work plan looks very fleshed out.  Thinks it is what will be happening.

A: (response) – Terry reminded people that they can express their concerns by putting them on the charts posted on the walls.  She emphasized that we are all owners, we are all working towards the same goal.

Q:(comment) – Lexa Juhre, Board member who worked on Strategic Plan, thanked people for coming.  Noted that she is a Board member who also works for the co-op.  She wants members to realize that the work plans are meant to be worked on by members.  She spoke of the difficulty of getting people to meetings, but noted that this is the only way to get decisions.  She encouraged people to sign up for the sub-committees.

A: (comment) Ned Depew – echoed Lexa.  Noted that the Board did not make up the Strategic Plan, that the Board members were part of the group, but that about 40 members had input into the plan. At the Strategic Plan Retreat, the group put out about 40-50 goals and then worked to select the most important ones. The Board wanted to tap into the ideas of the membership.

Q: Are these the things you want us to focus on?  If so, then not so much approving the goals as saying that these are good things to focus on over the next 3 years.  Thank you to all who have worked on this.  Can new goals be added – not today, but over the next few years?

A: Terry recommends yes – if something changes should be able to add something to the plan. 
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Q: Why can't the goals be voted on individually:

A:  Because they went to the Board as a group and the Board approved them as a group.

Q: Can the results of the survey be posted?  Feels the Strategic Plan does not reflect his survey responses or focus group. The Strategic Plan leaves him cold; it looks like it is moving co-op to a top-down structure.

H. Terry asked if the members felt they were ready to vote.  Members said they were.

I. Terry asked if the ballot should be amended to read:  “Should the Honest Weight Food Co-op adopt the 2011-2014 Strategic Plan goals?”  The amended ballot language was approved by a show of hands.  

J. The members voted by paper ballot. Later on the results were announced – the Strategic Plan passed – 82 – 20.

III. Lexa Juhre (Project Coordinator) gave an update on the plans for the new store: 

A. She reviewed the mission and milestones and 2010 financials.  

1. She noted that HWFC made a good profit in 2010 and had 6500 shareholders, that HWFC is committed to a living wage for its employees.

2. She noted that HWFC/we want to do more – meet the needs of a diversified customer base, make shopping easier, expand our product lines within our guidelines, expand our programming, support local organizations and the local economy, create more living wage jobs.  She noted that the last two point are significant “pluses” with potential lenders.

B. She reviewed project costs / uses – the scope has changed since the new store project was first presented.  Lexa gave details of the costs of the project, noting that the total “uses” cost is $11.1 million.  

C. She reviewed financing  and financial prospects 

1.  We are in good talks with a regional commercial bank that will finance up to 70% of land/construction.  This bank also has a leasing division that would finance other parts of the project. 

2.  Financial prospects – 
Positive cash flow in year 1; Profitability in year 2

3. Working on “triple bottom line” – planning for store to keep it culture, our environmental  /sustainability commitment, as well as it financial projections.

D. New site access and visibility – (Lexa showed images of proposed exterior, site plan, interior plan)

1. Design highlights

· 
18,000 square feet of retail, in 30,000 square foot building.

· 
Green design  features 

· tight building envelope, efficient equipment and systems (lights, HVAC, etc.).

·  May not go for official LEED as this  costs c. $100,000 to do documentation.

· 

Wider aisles, more products on floor

· 

New products and services

· 

Alcohol license under way

· 

Prepared foods – expanded

 – self-serve and served to customers

--  espresso machine

– more juices, etc.
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· 

Meat – still according to guidelines 

 – and/but will try to get more fresh meat (vs frozen) 

 – do more meat processing (cutting).  

 – maybe smoking – but in separate and well-ventilated space. 

  – will still respect that a large part of the customer base does not want to purchase meat.

· Community space –

– 3 unisex bathrooms

– Small practitioner room – for massage, etc

– 40 x 20 square foot common space, which will be able to be divided into 2 spaces

– small teaching kitchen with small pantry

– office area will also have a c. 10 people conference room so can have committee meetings w/o using community space.

E. Lexa took questions from members: 


Q: Will deli have a sit-down space?  

 A:  Yes – cafe in the front with a door to the outside terrace.  Inside will have about 35 seats; will have to check out to go into the cafe.


Q:  Will there be bicycle parking space?


A:  Yes, planned, but not sure of details yet.

Q. On the profitability projections – are these based on selling products consistent with our current food policy?


A: Yes, except for beer.  Need to have a vote to amend food/product policy to sell beer.


Q: What is the division between employees and member-labor?


A: The working understanding is that we will keep the proportions the same as we have now.


Q:  On the profitability – is this based on the current lowered discount or the earlier, higher  one?


A: (Kyle Lawrence, Board treasurer) – Based on the earlier discounts – 10% and 26%.


Q: What reduced the costs (between the first and second designs)?

A:  A number of things: 

· Taking away the 2nd floor/mezzanine – reduced the structure needed for the building

· Looking at different sheathing

· Reduced number of windows

· Reducing mechanical complexities while still keeping the functions needed

· Sano-Rubin is looking at how to reduce costs further. 

· Bidding environment is good now, so some things are coming in lower than first estimated.


Q:  Where are working members / staff to park?


A: This detail is not yet worked out.
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Lexa reminded all that the membership will have the opportunity to vote on the final design and budget.  She said that the Board will work on getting all the information out to the members.


Q: Is this a final design?

 A:  “Nothing is final.”  Are revising the schematic design, next to mechanical design.  May have to reduce, but as the design now stands, it seems pretty feasible that it will come in within the budget.

Lynne noted that it was 8:11 and  that, as required by HWFC Bylaws, there should be time for Open Discussion.  Members agreed that there would then be ten minutes of open discussion and the question and answers continued. (Most people continued to ask questions about the building.)


Q:  Have we ruled out photovoltaic and solar hot water?

A:  Want photovoltaics, but not within budget now. Perhaps we can we reach agreement with the lender and then add things.  Are building footings for solar voltaics.  Will have hot water reclaim from refrigerator units, but not solar hot water. 


Q:  Where will the plants be?


A:  Along the west side, under some sort of structure and possibly extending to the south side.


Q:  Is there room for member-workers in the reduced office space?


A:   Yes.  (Lexa then showed the sketch for office space and how the spaces might be used.)


Q:  Are there windows in offices?


A:  Yes. And skylights.


Q: What is the time line?


A:  So far it is not given, but ANTICIPATED/AIMING FOR: 

· Hoping to have commitment from commercial bank within the month.

· Hope for final construction documents in January.

– Then the appraisal

– Then final design and vote.

– Hope to open for Thanksgiving 2012.


Q: Roof space?

A: Not affordable as community space or as living roof, etc.  But looking at having a creative plant design on the site.


Q: Most communities don't like looking at a parking lot.  Consider turning the building or re-siting it?

A: Actually not looking at a parking lot.  The building is on the front-corner side of the lot. (NB: some people, including the minute taker and this questioner, had misunderstood the direction of North on the plans that Lexa had shown.)

Q:  for the Board – A member, Daniel (last name not recorded) introduced himself and said he is running a campaign in Albany to ban fracking in Albany.  He wants to get the co-op on board with this, and wanted to know how to proceed.  Should the membership decide, should the Board decide?  (Daniel then explained fracking and hazards to water and air quality and its role in increasing greenhouse gasses. He said that the Albany Common Council was going to vote on that that week.)

A:  Lexa replied – as an entity HWFC can't do anything without a membership vote.  She asked Daniel what people could do as individuals

A: Daniel to Lexa --– call city clerk and say want to speak about fracking at the Common Council meeting or come to a rally at 6 outside City Hall on the night of the meeting.

There were no more questions.

The meeting was adjourned at 8:20 pm.

Respectfully submitted,

Deborah Trupin

Below are the notes that people wrote on the charts/paper posted in the room (sent by email to minutes taker by Lynne following the meeting) : 

Sign ups for committees:

·  Kathy Sanderson- governance

· Jody Haggard- governance

· Bill Leslie- no attribution

· Liz Foster- communications

 

This excites me about the proposed new strategic plan: 

· future vision consistent with co-op values 

· That there is planning 

· Opportunity to revisit voting procedures to be more inclusive: proxy voting or online voting (not just whoever can show up on a particular Sunday night. :( ) 


