Board Retreat
September 29 — 30, 2007

Saturday, Sept 29th

Board Present: Seve Albright, M ark Reed, Chris Bentley, Dave Hockman-Wert, Fred Hell, Liz Kély,
Toni Hoyman, and Christy Anderson Brekken

Staff Present: Michde Adams

Facilitator: M arcia Shaw

Scribe: Kevin Oder

What difference/impact you hagpethe organization will make in 10 years?

Source of hedthy food

People will know what “ co-0p” means

FA is 1% choicefor loca / good produce

Fair trade food source

Source of information about how to live more sustainably

Community has automatic connection between FA and 3 & 5 above

Community gathering space (like a public square)

Accessible to the community:
0 Human scale, Community/Neighborhood Scale, Look & Feel

9. Fedingof connection to loca food web “ vibrant loca” proactive force for sustainable food in
theregon

10. Bigger variety of bioregonal food sources

11. Our work will result in amore food secure community

12. Opportunitiesto beinvolved in the community through the Co-op

13. School age children in our community have more avareness of hedthy loca resources and
nutrition / eeting

14. A mode for ethical and sustainable business practices including building, employ ees, suppliers,
customers

15. Contributetothe srength of the loca economy

16. A cooperatively owned food system

17. A mode of sygematic reuse, recycling, and reduction of waste.
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Went over these basic areas and started working them into ends language and format. Reviewed the
rough draft statement that the PG committee wrate.

Not comfortable with theword commercia center, isthat theright term, does that expand the focus of
our business beyond wha we are. Discussed whether our focus should be limited to retail food, our
current business expertise, or do we want to expand into ather types of businesses. Would we be better
off partneringwith others who have synchronistic business practices, but are experts in their own lines
of business. Hanover uses the term cooperative commerce, which seems to be amore acceptable term.

TheFirst Alternative exists to provide cooperative commer ce for the greater good of our owners and
community. Our owners and community include:

1. Owners/ shoppers

2. Saff



Loca farmers and producers
Community members
Community organizations
Other co-ops
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Generd satisfaction with Hanover’ s ends statements as amodel to pattern our policy after. Proposa to
take Hanover’ s ends statement and then find out where the differences to our rough statements above are
and then edit. Alternatively we could start with our six categories and then borrow from Hanover if they
aready cover that category, but to use our origna work. Choiceisto start with Hanover’s ends and
then find the differences and edit.

Break

Went through Hanover’s ends list point by point and edited to fit FA’s vision.

Hanover’s Ends:

1. TheUpper Vdley will have aretail source of food that is affordabl e, healthy, grown and/or
processed localy to thefullest extent possible.

2. Therewill be economic vaue returned to the community viacharitable contributions, outreach
projects, patronage refunds to member and other avenues.

3. Customers will be better educated about food issues and, as aresult, make hedthier choices than
those who shop esewhere.

4. Therewill bevibrant cooperative sector in the economy, both nationaly and regonally, and a
loca community educated in the value of cooperative principles and enterprises.

5. Thecooperative s bioregon will haveavibrant locd agriculturad community and that
community will, in turn, have areliableretail market for itsproducts.

6. Therewill bea mgor source of employ ment in the community tha provides persond satisfaction
to employees, livable wages and financial security for employees and their families.

7. Therewill beathrivingbusiness organization that pratects and restoresthe environment.

FA’srevised Ends:
The FA exists toprovide cooperative commerce for the greater good of our community. Our
community includes:
Owner/Shoppers
Saff
Loca farmers and producers
Community members
Community organizations
. Other co-ops
Because of FA:
1. Thecommunity will have aretail source of food that is affordable, hedthy, and grown and/or
processed localy to thefullest extent possible.
2. Therewill be economic vaue returned to the community via charitable contributions, outreach
projects, owner benefits, and other investments in the local economy .
3. Our community will be better educated about food, environment, and sustainability issues and as
aresult make hedthier life choices.
4. Therewill beavibrant cooperative sector in the economy, both nationaly and regondly, and a
loca community educated in the value of cooperative principles and enterprises.

ok wNE



5. Therewill bea morevibrant locd agricultura community and that community will in turn have
amorereliableretall market for itsproducts.

6. Therewill bean important source of employ ment in the community that provides persona
satisfaction to employ ees, livable wages and financid security for employ ees.

7. Therewill beathrivingbusiness that isamode for sustainable, ethical business practices and
environmenta stewardship.

8. Owners have asense of connectedness viaour programs, facilities, and opportunities to
paticipae.

Lunch Break

Group Activity — News Headlines

Corvdlis Sudied as M odd of Food Security

A Green Bdt of Food

First Alternative Saves Corvallis

FA Coop Cdebrates 50 years of Hedthy Food and Service

First Alternative Schol arships Awarded

Weekend Celebration of FA’s 5" Sore draws crowds in the Hundreds
Willamette Co-ops convert valey farmers to organic food crops

FA joins with City to Create Public Space

Willamette Co-ops join farmers to attain low-cost hedth care
Community a homein their loca First Alternative Co-op

Reviewed these for commonadlities, observations, idess...

Loca Food Economy
Partnerships with ather Organizations
* Lowered Hedth Care $

Integration with community in planning future

Discussed Carver’ s emphasis on board education on community issues and planningfor the future. A
board needs to listen to the owners, but ultimately the board is more educated on theseissues. What are
thethingsin the next 2-3 years that we wart to educate ourselves on so tha we know more about them
and that will inform our board discussions and decisions?

Brainstorm educational idess:

Loca Food Economy-1

o Contractingwith locd farmers-1

0 Wherearewevulnerable-1
Lowered health care costs-1
Partnerships with ather organizations-2
How people make their food choices-3
Integration with community in planning future-2
Food choices of consumers - How people make ther food choices-3
What should set us goart in our shoppers mind-4
Trigger points for growth-5

0 Under what circumstances-5
Define our mark et/geography -5
Long range planningfor Corvallis-2



e Trendsin agriculture and food industry: growing, manuf acturing, production, distribution-6
e Consumer habits around food-3

Reviewed and grouped thelist (shortened titles from above)
Loca Food Economy

Long range planning, integration with the community
Consumer Food Choices

What sets us gart

Trigoer points for growth

Trends in agriculture and food

ogkrhwnNhE

Each person then ranked these six groups

After talyingindividual rankings, top three are as follows:
1. Locd Food Economy
2. What sets us gart
3. Trigger points for growth

M oved into groups totak and focus on each of these topics to come up with questions tha need answers
to educate us on these topics.

Thenext questions are;
e How will we go about learning?
e Where should we start?
e Changethe questions?
e How will we educate others? How will welisten to others?

Each group worked on beginning how to go about answeringthe above questions for each of thetop
threetopics.

Loca Food Economy
1. Gatheringinformation on the benefits to the Co-op, other participants, and the greater
community .
What arethe obstacles
What arethe modds that are out there now that we can learn from
Whereis our food supply mog vulnerable
Generd information gathering about distributors, food processors, wha exists in terms of
distribution
Sart with:
a Research from publications, consultants, local groups
i. TenRivers
ii. CaroleeCoulter
ii. Portland Co-ops: Food Frort, People's, Alberta Street
iv. Cooperative Grocers
v. Goode
vi. Other gpeakers or consultantsto come and tak to the board
b. Find out what food processors are in the region and what’s no longer available and why
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What Sets Us Apart



Analyzethe similarities and differences between FA and other loca grocery storesthat carry
natural foods (M arket of Choice, Fred M ey er, Sefeway, etc.). Look at products, services,
community involvement, site characteristics, store ambience/atmosphere, eic. What makes FA
distinct tha we can take advantage of? Since other stores sell natura foods, what is our
particular niche?

a How haveother small loca businesses dealt with larger competitors arrivingin the local

market?

b. How have other coops dedt with competition (with Whole Foods, Trader Jo€'s, etc.)?
Usetheinformation gathered from the analysis to develop and hone survey quegions tha focus
on paentid distinctives.

Prepare generd survey questionsto get a sense of how we re perceived by
owners/shoppers/community interms of strengths/weaknesses, what pegple like/dislike about us.
What drives peopl€e's shagpping habits? What do people want out of aretail store/shopping
experience? Why do they go wherethey go?

Based on the gathered information, focus on what we' re good at, what emphasis should we take
on — places wewant to go. For example, if weredly emphasized support for loca food, would
owners support this with their dollars?

Is there something lacking in the community that’s anaturd fit for us tha we could promote or
develop?

We should include questions about where consumers get their information so that we usethe
correct educational vehicleto reach them.

Trigger points for growth

1.
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What is the prediction for growth in Corvdlis (demographics-20yr plan for Corvdllis, Albany,
Philomath, Adair, M onroe)

What changes will occur in ethnicity (demographics/history/census)

What effect does the college have (O SU projection/plans survey)

What effect does lack of parking have on customers (market resear ch-Pete?)

What areas do other coop stores get into besides food? (Research-Pete?)

What skill do we have in mgmt (ask Michele)

What do the banks think of our growth? (Ask banks-why?)

What is our market area? (Ask Petelexpect, survey)

What is the market? (Focus? Groc or more, what do we sell)

10 Quadity of life measures (from state)
11. Sart with:

a Look at ethnic demographics

b. What are OSU’s plans?

c. Market research on parkingimpact

d. Sart with surveys, research known demographics using such experts as Pete Davis and
government statigtics, ask bank for their views.

Chris presented the information she learned from OSU professor, Denise Locke, on what kind of help
she and one of her classes might be ableto providein conducting asurvey for us as well as just general
information about survey s and what things to consider in crafting a survey and deciding on who should
be surveyed. Thenext class shewould have that might assist uswiththisisinthe goring. Wewould tell
them what we would like to know and the class would craft the survey and conduct it for us aspart of
their class project. What the board would haveto decideis what we want to know. Consensus isthat
the board would liketo go ahead and work with her class in the spring and we'll want to devote board



time to developing the questions we would like answered by the survey. Chris will go ahead and contact
Deniseto get on her spring schedul e and start moving forward.

Break
Went over board governance budget planningfor next year.

Sunday, Sept 30th

Board Present: Seve Albright, M ark Reed, Chris Bentley, Dave Hockman-Wert, Fred Hell, Liz Kély,
and Toni Hoyman

Board Absent: Christy Anderson Brekken

Staff Present: Michde Adams

Facilitator: M ark Goehring, M arcia Shaw

Scribe: Kevin Oder

M ark Goehringled a conversation with board on the ideas presented in three separate articles included
inthe board retreat packet.

1. “Leading, Followingand the Wisdom to Know the Difference’ by John Carver

Taked about the board’ s servant-leadership role, responsibilities, relaionship to its owners and future
owners, and how welisten to and learn more about new ideas. Discussed the board’ srolevs. thegm's
rolein the co-op and operations and how the board is accountable and holds to gm accountable. How
does the board dlocateits timeto itswork? Discussed how the limitations and ends policies work
within thepolicy governance model — how they sd& boundaries and targets, and the importance of the
reports and how they’re written sothe board receives the datait needs to be assured that policies are
beingfulfilled and followed.

2. “TheRed Business of the Co-gp” by PegNolan

Linkage — Baancing serving member needs vs. the needs of the organization. How do we communi cate
effectively with our owners? How do we create economic vaue for individua owners and the
ownership as awhole? M akingthe vauerea for our owners.

Transpar ency — Discussed the various way sthat the board has used to try and let owners know what
they’ reworking on and why decisions were made. Predictability of decisions is important; they should
be able to be anticipated based on published ends staements and future decisions will be madeto
support those ends. T here should be well-established procedures to set up reliable sy stems for handling
responsibility so everyone can be comfortable with their rolein reationship to everyone else srole.
Cognition — Thinking, reasoning, and rememberingare d| criticd to an organization. Rememberingis
chalengng Speskers and engagements at the annua owner meetings can betied into that year’s board
work, which will help to document the overdl shape and pattern of that work.

3. “Maintaining Board Leadership” by John Carver

Focusing on benefits for peoplerather than projects and activities-“ outcome thinking’. Theresults are
the poirt, not how they are achieved. The eff ect the organization will have on the world and what scope
that will take. Linkingwith others around similar strateg ¢ ends and working together on common

goals. “Respect yourwords” - generate few words after much thought rather than many words without.
Focus on board training and getting new board members up to speed faster. CBLD 101 Reader might be
helpful to get into new board members hands as soon as possible. Discussed the current process for
board recruitment, the criteriaused for finding candidates, and how the didoguewith paentia



candidates occurs as well as how it might beimproved. Discussed how to pempetuatethe board work
with potentially changing board members, but also how new members bring different pergoectives and
possibilities. How do youyour work today sothat it fulfills the future.

Watched avideo of atdk by “ Garr Alperovitz” and then discussed during lunch

Went over the Board Leadership Chart which details the dy namic between the board and the gm, the
policies and del egetion, and theiterations for continually monitoring, learning, and reflectingto seeif
we removingtowards thetarget, if thetarget is still where we want to go, and are any course
corrections needed. Taked about board process around educating themselves on board work topics.
Learning is “ whole board” work, done as a group. Thework should be streched out over time. Of the
things that get tried, some will work and somewon'’t, in either case things will be learned duringthe
process.

Oncethe ends statements have been decided on (the outcomes), the board delegates to the gm the task of
making those outcomes happen. The board then monitors tha the gmis carrying out what the board
intended. The board continues to review ther policies to determineif the policies and outcomes still
servethe organization. The Board monitors that the multi year Srategic planningis on track to lead to
their desired outcome. The planningmonitoringreport will detail the current year’s strategc plan and
how those activities are leadingtowards the ends’ goals. The gm would turn in two reports tothe board
each year, one on planning (ahighly summarized strategic plan and how those activities connect to the
desired outcomes) and one of accomplishment.

How do we know whenthe policies are detail ed enough? What you want inthemistheleve of detail
that dlows the board to be comfortable with their delegation to the gm and then dlows the board to
move on to thinking about more future planning and what the organization exists for.

Brokeinto three groups for an exercise taking various scenarios and decidingwhich existing policies
would apply and wha the board role would bein re aion to them. Worked through how the board
would respondto areasonable interpretation by the gm that was outside of what they had anticipated
and how the board would then work through changing their policies to address this. M ulti-year strategic
plans tha flow from ends staements are used to plan how to reach an outcome as well as to document
why decisions were made and what the expected outcomewas at the time the decision was made. If a
complaint is madeto the board, evaluateif thereis apolicy that the circumstance would fall within and
then recognize that you’ ve ddegated the responsibility for handlingit to thegm. The board would
review whether it constitutes an out of compliance situation that needsto be addressed or something that
appears to be being appropriately address by thegm. If the situation is covered by apolicy and the
situation appearsto be out of compliance with that policy, theresolution is gill goingto be delegated to
management to bring the situation into compliance. This doesn’t mean that thereisn’'t aproblem; it’s
just not the board’ s job to resolveit, but rather to delegate the resolution to the gm and then have her
report back informing the board that it was fixed and how. The board will then judgethe gn’s response
for adegquacy based on policy.

Goingforward from here, four areas to work on:
1. Lookingat how the board uses their timein general, including committee time
2. Lookingabout how board meetingtime is used
3. Creating aboard multi-year plan around their strategic thinkingtopics-whatever the board has
identified as their work in the upcomingyears.
4. Lookingat refiningthelimitations policies



