MEETING MINUTES
Whitewater Grocery Co
Board of Directors
When: April 27, 2020 5:30PM
Where: Cisco Webex Event Virtual Meeting
Invited: All Owners of the Whitewater Grocery Co. and their elected board
Mission & Vision: We are your (future) friendly neighborhood grocer supporting fresh and local products.
We value:
- community ownership
- quality customer service
- welcoming everyone
- a lively learning and gathering space
- sustainable practices: people, planet, profit
Meeting Intention: to gather together and regroup, to come to a shared understanding of recent events and
how they impact the GroCo, and to review our timeline and communications to determine how to best move
forward with our mission.

NOTE: The meeting started late due to technical difficulties necessitating moving our virtual meeting
environment from Cisco Webex to Zoom.
Preliminaries: The meeting was called to order by President Lacey Reichwald at 5:40 p.m.
Board Members Present: Lacey Reichwald, Greg Majkrzak, Jennifer Crone, Anne Hartwick, Brienne DieboltBrown, Praveen Parboteeah, Joanna Baker, Katy Wimer, and Elvia Meza-Klosinski.
The mission and values for the Whitewater Grocery Co. was read by Lacey. The intent for this meeting is to
gather together and regroup, to come to a shared understanding of recent events and how they impact the
GroCo, and to review our timeline and communications to determine how to best move forward with our
mission.
We did not have any owners join us for our first virtual board meeting. Our intern, Jonathan Roberts, attended
and acted as our tech support.
Lacey thanked the Board for attending the meeting today, stating that wherever you are coming from, we are
all at this table together. Wherever you are, it’s okay, and we are going to move forward together. There is a
new definition for productivity these days and she wants to make sure we honor where people are mentally,
emotionally, and physically during the COVID-19 pandemic.
Lacey noted that we have several planned breaks where she will be checking in to see if we need to step away
from our screens. She asked that we interrupt verbally if we have questions or comments as she may not see
us raising our hands or indicating that we want to speak.
Greg moved to approve the agenda. Second by Katy. AYES: Lacey, Greg, Jennifer, Anne, Brienne, Praveen, Jo,
Katy, Elvia. NOES: None. Abstain: None.
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Consent Agenda: Brienne moved to approve the previous meeting’s minutes. Second by Greg. AYES: Lacey,
Greg, Jennifer, Anne, Brienne, Praveen, Jo, Katy, Elvia. NOES: None. ABSENT: None.
Financial Report: Lacey moved to approve the Dashboard & Budget. Second by Greg. AYES: Lacey, Greg,
Jennifer, Anne, Brienne, Praveen, Jo, Katy, Jennifer, Elvia. NOES: None. ABSENT: None.
Jen reviewed the Dashboard with the Board, stating that a lot of it will look similar although she is making
small changes to the format. Since our last report in early March, we’ve gained some sources and greatly
reduced our expenses. Some of the actions we have taken include vacating our office at the Innovation Center
and the temporary suspension of our movie theatre ad. The last automatic withdrawal for the cost of the ad
was in April and it was returned immediately. Jen also reduced our QuickBooks subscription cost to the next
level down. These cost reduction activities will help us realize a saving of more than $6,000. Additionally, we
received the rest of our grant from the Food Co-op Initiative. We’ve also received some small donations. Jen
gratefully acknowledged everyone who contributed to their Up & Coming Conference Registration cost for a
savings of $1,325.
Jen updated a number of budget items in Stage 2B Planning column for 2020. She reduced the office budget
to reflect no rent paid after April and reduced the overall marketing budget. She pointed out according to the
FCI’s Sources and Uses Planning by Stages template, we should have ended with a cash flow of $47,905. Our
actual cash flow at the end of stage 2A was $37,261, so we are approx. $10,000 behind our goaled cash flow
amount. We have decreased the larger gap that existed previously due to reducing expense and increasing
sources. Jen asked that we use this budget to guide our decisions on how we prioritize our work. Jen is
forecasting in her budget that we reach 850 owners by the end of Stage 2B.
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6:00
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Committee Check In:
Committee Chair Reports
Finance & Legal
Anne briefed the Board on the Finance & Legal Committee activities since the last Board meeting. Instead of
meeting virtually on April 2, Jen & I asked that our Committee members check-in virtually and write their
progress on a shared agenda in Google Docs. Aurelio & Elvia have made some progress on researching the
steps and materials we need to establish a fiscal sponsor relationship with a non-profit, preferably the
Whitewater Community Foundation. Some other action items were paused, including
a. Identifying a point of contact for the Capital Campaign Consultant;
b. Updating the Attendee Spreadsheet to reflect the presentations volunteers actually attended
at Up & Coming.
c. Jen and Destine developing a lenders presentation for the F&L May meeting.
d. Jen and Patrick meeting with insurance agent to establish insurance policy needs.
e. Jen, Aurelio, and Lacey meeting to discuss different Pro Forma scenarios from the MSI
General meeting, possibly before the next F&L meeting in April.
f. Jen emailing a copy of the Travel & Expense Reimbursement and In-Kind Donation Policy and
Expense Reimbursement and In-Kind Donation Form to members and how to return it to Jen.
g. Jen reviewing the Cash Management & Accounting Policy draft and providing Destine with
feedback.
Board Development
Jo reported on her results into researching the Board meeting frequency of other food co-ops who are in or
around our same stage of development. Most Boards are meeting twice a month - once with just the
executive team and the other with the full Board. She is working on a succession plan in May. Jo will be
leaving the Board in October and is actively recruiting for someone to take her place. She is also reaching out
to the Board members individually to see if they will continue after this year (regardless of their term). She is
looking specifically for people who fit a fundraising background in order to help with the Capital Campaign.
She is in the process of reviewing the Board Application to make sure it accommodates for limiting activities as
a result of a public health crisis. She is also reviewing the planned Board Education Assignments for Board
meetings. She suggested that everyone on the Board participate in one of the CoVideo sessions, perhaps even
one that might be outside of your wheelhouse. She attended a session on Outreach and found it really
interesting. Her goals for May include cleaning up the Google Drive and revamping the election materials.
Outreach & Ownership
Katy reported that the Committee met once after the #saferathome went into effect. They talked about what
is important for owners to hear right now. Jonathan took over social media and he has been doing a great job!
She updated the Board on changes to her Committee. Tricia Borchardt has found some other volunteer
activities. She still wants to be a part of the GroCo, but will no longer be on the Committee, nor able to help
out with administrative tasks or cover office hours.
Sam Pike moved back to Maine at least for the time being. If he feels settled, he may not come back. There is
a possibility of Sam hosting some virtual classes for us. Katy checked-in with all of her other volunteers about
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their capacity and said that it was good to chat with everyone individually.
The sales of the GroCo Pale Ale are going well. Katy promoted our collaboration with Second Salem on our
social media accounts and in our email newsletter. She’s heard anecdotally that lots of people love the taste
of it. Our collaboration with a small local business was mentioned during one of the CoVideo calls as a one of
the creative ways to do new marketing at this time.
Katy said that we need to determine how to proceed with the newsletter since we are keeping it as electronic
delivery only. Instead of a May newsletter, Katy thought maybe each of us could take a handful of owners and
call them to update them. Katy and Lacey will be working on a script, including common talking points,
number of owners, overall status, so that we are all consistent with what we are saying. Lacey says that it is a
really good idea as it would be good for owners to hear from us first about updates, then we’ll follow up with
Capital Campaign calls.
Brienne reported that she had a conversation with USDA about grants at the conference. Our grant made it all
the way through the process, which is excellent. They just ran out of funds. She heard that it is important to
focus on rural development and feasibility studies. Brienne said that there are 4 grants that we could apply
for, with deadlines of May 5 or May 18. Brienne asked for help brainstorming ideas with someone before she
completes the grant applications. Lacey, Anne, & Jen all volunteered to help. Brienne will schedule some time
to meet and will also send out a synopsis of all of the grants that we can apply for to provide insight into the
process. Lacey asked that we hold on this discussion until the next agenda item where we are talking about
what role we can fulfill right now in the community that can put us on the right path for grant development.
6:20
Board Business:
Shared understanding of how our timeline is affected by COVID-19
Badger Bounce Back Plan: Which of our activities are affected and for how long? (10 minutes)
Lacey reviewed the Badger Bounce Back Plan with the Board. Developed by Governor Tony Evers, it outlines
gated reopening of the state and what types of activities will take place in each stage. The plan states that
there are certain gating criteria that we need to reach as a state before we open the state’s economy,
including increasing testing, contract tracing, decreasing cases and deaths. When those are met, we move into
Phase 1. When the next gating criteria have been met, then we have moved into Phase 2, etc.
We are currently in the #saferathome stage. Recommendations for all stages through Phase 3 include wearing
masks if you are ill, physical distancing of 6 feet or more. In regards to gatherings, in Phase 1, we can have
events with up to 10 people. When we move into Phase 1 as a State, we need to decide whether or not we
want to meet in-person as a Board keeping in mind that we need to maintain social distancing.
We are a non-essential business. All of our business operations have to be moved online until Phase 1, partial
reopening, opening with best practices (online education & remote work, over 60 #saferat home). Phase 3 is
when we can resume normal activities.
The Board came to a consensus that we should follow the Badger Bounce Back Plan. Praveen indicated that if
the University is any reflection on how the community should respond, all courses and learning activities are
going to be held virtually during the summer and perhaps even the fall. Katy does not foresee us holding any
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in-person larger events this year.
As for meetings, if we felt comfortable being 6 feet apart, Katy could see us having in-person meetings. Video
conference in as well. Katy has been exploring ways that we can table “virtually” on Facebook or Instagram.
She also thinks that video blogs would be fun with our owners, local producers, and local businesses and
might generate energy and engagement in our social media accounts and website.
Jen thinks it would be good to overlay the Badger Bounce Back Plan this table in the bounce back plan activity on the left is Board meetings and what we expect to be doing in Phase 1, Phase 2, Phase 3 - annual
meeting, tabling, committee meetings - to clarify expectations. It could be shared with our volunteers,
owners, stakeholders. Praveen volunteered to draft the GroCo Bounce Back Plan as described. Lacey said that
Praveen should let her know by the end of the week if he needs help.
Lacey reviewed the Pause & Assess Worksheet. This was an activity that was suggested by FCI to help co-ops
identify the work that could/should be paused and the work that could continue during the pandemic.
Pause

Continue

Board Development: nothing to pause

Board Development: succession, education,
governance and policy

Business Development: nothing to pause

Business Development: site selection, business
plan, grant writing, capital campaign research, pro
forma

Volunteer Development: active recruiting, inperson training

Volunteer Development: communication and
online training

Outreach: in-person events, tabling, door-todoor

Outreach: communication and online outreach
Hiring: look for an intern for PR and Marketing for
summer/next semester

CoVideo Series: What we’ve learned? Who can join? Where are the resources?
The COVIDeo series was launched in early April as a way to provide food co-op start-ups with tools and tips on
how to manage their development during a crisis...specifically a pandemic. This series is hosted and organized
by Jacqueline Hannah at Food Co-op Initiative. Katy has attended most of the sessions and provided a
summary of their content for the Board to review. She categorized the content into three themes: Outreach,
Ownership Growth, and Board/Business Development.
Outreach:
Reach out to volunteers to find out their capacity for the project and how they can contribute now
(DONE!)
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**Board tends to say, “O&O has got this, they’ll report back,” but Board needs to be in constant
communication and collaboration with O&O.
Great outreach = meaningful and sustainable.
Sustainable = capacity
Messaging capacity = space and quality
-what kind of work will one message take
-how many steps does one message require
-audience’s capacity is limited, too
-if something’s working, make it better
DON’T BE AFRAID TO TAG LOCAL BUSINESS TO GET THEIR ATTENTION AND SHOW THAT
WE’RE IN THIS TOGETHER!
Expand and deepen your co-op community - why we are good for the community.
Vols and Board members should always interact with posts in some way, shape, or form, to help
the organic reach and avoid having to boost posts. Take a minute to go to our page and share it,
comment on it, or give it a like.
We need to be the co-op we want it to be when we’re open and start living it now.
Ideas that could work:
1. Biz video plugs
2. LIVE Q&A by Brienne?
3. Yard sign pics
4. Write cards/letters to people doing great things in the community or to our Owners
5. Do the Bingo cards for supporting small businesses
6. Put on button on website for all COVID-19 resources and links to local access to food/help
7. Call people for help during this!
8. Shift money around to create branded reusable bags for the market
9. Teach people how to garden without social contact.
Ownership Growth:
We are the solution to our local food system!
●
●
●
●

What is our goal?
What’s the next big milestone on our timeline?
What can we realistically achieve?
What tactics can we use to accomplish this goal? One idea is to emphasize owner installment
plan, or less expensive ownership options, asking for donations that will go to a pool. Jen said
that we do have donations that are earmarked for ownerships. Brienne says that we need to
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●

come up with something more standardized to help communicate a request for donations to
help support this option, including why you would want to subsidize an ownership.
How do we update our messaging in terms of the current situation and/or our timeline?

The Number One reason people join a co-op is because THEY ARE ASKED! We have to ASK.
Provide owner payment plans/subsidies. Always give an update on the co-op and a list of what we
need and action items after every event or in every newsletter.
Connect people to people. **Pics of Owners with signs or wearing our swag is fun and positive. Or
pics of Owners with other co-ops’ swag.
Call Owners! People are home and answering more often than before. OR actually calling back.
Educate and prepare your owners for the campaign!
Shift Our Measure of Success:
From Membership to Engagement...membership is still important and is always the goal, but
engagement will reflect future activity/membership for the co-op.
Maintain transparency. People care about what we’re doing. Talking about our process is critical. If
we stop communicating, that is not good. **We ARE still meeting. We ARE still checking our inboxes.
We ARE still here to answer questions.- They want to know if we are stuck, they want to know if we
are charging forward,
Possibility: Each Board member and volunteer call a handful of Owners with our next update
(“script” written up by Katy or Lacey or whomever) as replacement for the printed newsletter we were
planning to have sponsored. LOVE IT!
Ideas that could work:
1. Virtual Info Sessions in collab with other groups or bizes online
2. Online Owner Drives
3. Potluck, Share Your Recipe, and Movie Night sponsored by Cultivate Community Food Coop: Earth Day Celebration - Virtual Potluck/Movie Night - "Modified"
4. Facebook Lives to talk about our co-op
Lots of ideas can be found in the notes on the CoVideo Series: People Like the Internet.
Board/Project Development:
● Is everyone okay? We should always be asking each other.
● Does anyone need support? What do you need?
● What are our new norms? Within the co-op and in our personal lives.
Communication is key ALL THE TIME
- With each other
- With your members
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- With your partners
- With your community
(Check-in with others (especially on our board) to see how we are, what our capacity is, etc.)
Reassess & Reassign Roles based on internal bandwidth, this includes what committees look like
now, too.This is REALLY IMPORTANT NOW.
Frequent check-ins to assess personal capacities and constant shifting as the pandemic shifts. We
need to check-in and see if people who were going to move on are still thinking about that. Or maybe
new people are wanting to move on now that things have changed. These can be informal through
CHAT or HAPPY HOURS.
Good Qs to ask ourselves:
What shape was our governance in when COVID-19 started?
What do we decide to do now?
Learn to delegate.
Create a list of 3 things you want someone to do for you on a regular basis and make an
arrangement with a volunteer to do the work. Meet/talk weekly to check in. Start with smaller buckets
of work. Pretend everyone is a volunteer and make sure all peoples are on board doing work whether
large or small amounts. Hold each other accountable.
Refocus efforts on back-end systems - if we decide to pause on a lot of things externally, we can
do things internally.
Work with the knowns and plan for the unknowns. That’s what we should focus on now.
Get in touch with what we are and why we are doing this. Have a convo around whether we’re
still going to be/working toward being a store or if our goal now is to be a helpful organization (around
local food systems).
Brienne noted that our Owner-versary is next week. Lacey will join the O&O Committee meeting on
Thursday, April 30 to help plan to celebrate or acknowledge this anniversary of when we started
taking owners.
Review of our current communication. What is our current role?
Lacey provided a report on our current communication. She thought this was important to review with
the Board to assure them that the GroCo has been anything but silent. We are posting with the same
frequency as we were before and even more on several occasions.
The items with high engagement reflect when several of us shared, liked or commented on those
items. Lacey thanked Tricia, Katy, Brienne, and Jonathon for keeping our voice active during this
time. Our communication has fallen into these categories:
10

MEETING MINUTES
Whitewater Grocery Co
Board of Directors

1.
2.
3.
4.

Local business and supplier support and information (like this great resource)
Resources and advice (for people who are homebound)
Information about food, grocery stores, and co-ops
Gratitude and feel good stuff

Here is our organic reach since the beginning of the year. We are holding pretty steady overall:

Here are the total posts we’ve shared sine 3/16 (unofficial start of “all this”)
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And here are some samples of the types of posts we’re sharing:
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Messaging and work going forward: What unique role do we fill in the community?
Katy thinks of the GroCo as a hub, connecting people with the community, local business, helpful resources,
the University, local producers and vendors, the helpers, etc.
Lacey thinks of the GroCo as playing an important role in supporting fresh & local products -- even though we
are not selling, we are highlighting where people can buy these items and how people can use them.
Grace Crickette, a member-owner and vice chancellor for administrative affairs and ethics office at UWW, has
asked that we consider the feasibility of setting up a pop-up bulk grocery store in the Community Engagement
Center. Lacey wonders if we could establish some iteration of a buying club, a space where people could
purchase items from the Whitewater City Market and Whitewater Farmers Market on non-market days. The
Saturday Farmers Market has officially moved to the Historic Depot and is opening on May 4. Brienne thinks
that we could talk to Grace about this idea and see if the Community Engagement Center or would have the
staff or location capacity to develop and implement an indoor Farmers Market on non-market days.
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Greg was wondering how we could help, highlight and promote someone who might already be providing that
service in the community. He just learned that Chef Tyler Sailsbery is buying local lettuce in bulk and selling it
at The Black Sheep. Tyler is helping to keep the local supply chain healthy while at the same time providing
people in need with food.
Jo talked about Paddy Coughlin’s Pub who completely changed their business model to provide the
community with food bundles every week filled with fresh produce and non-perishable goods for people to
purchase. Jo really admires their innovation and was wondering how or if we could do the same - identify a
community need right now and fill it. The Board talked about the upcoming shortage of meat due to meat
processing plants closing as a result of COVID-19 outbreaks.
Katy talked about the role we can play in promoting local businesses on our social media accounts highlighting their history in the community, what they’re doing during the pandemic, etc.
Al Stanek joined our Happy Hour on April 26 and reminded us that we owe the CDA an update. They have
hired a new director who will be starting in June. Brienne said it would be critical to our applications for any
USDA grant that we have a matching grant from CDA.
Our goal is still to open a grocery store - and we want to continue that effort. The Board is an agreement that
we still want to proceed with the work of opening a store. In the meantime, we want to use our influence to
communicate about and promote the local food system in our community.
Jen wondered how we could fulfill other roles in the community. She cited the need to support our local food
producers and makers to better coordinate online ordering and contactless transactions. Some vendors are
better at it than others. All of them would benefit by having a more coordinated approach by making it easier
for consumers to order and pay for products in advance and pick it up from the Market.
With all of the ideas, we need to evaluate them to determine if we have the capacity to engage, research and
implement and whether or not they align with our values, including providing a service to the community and
bolstering and connecting to our local supply chain.
Lacey will reach out to Tyler, Downtown Whitewater, and some market vendors that are owners to see if we
can play a role in coordinating online payment options for our local food providers.
Administrative: Review Timeline: Prioritize our activities informed by our role in the community and our
constraints due to COVID-19.
Anne will reach out to Vicki to see if she would be willing to lead the effort to update the timeline. She is an
expert at matching owner benchmarks with business development since she attended the FCI Deep Dive
course in Ownership Growth. After Lacey hears back from Anne as to whether Vicki is on board, Lacey will
schedule a meeting with Vicki, Jen and Brienne to review and update.
Lacey noted that CCMA is going virtual during the same dates, June 8-12. Anne reported that we do have a
scholarship for one free registration. She will forward it onto Lacey when she receives it.
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Looking Ahead: Housekeeping Announcement(s)
● Lacey will send out a survey about rescheduling the May meeting date and asking what worked well
and what didn’t work well in this virtual meeting format.
● Mail hold starts on May 1. The mail will be held at the post office and we will pick it up there.
● One last update regarding site selection. Lacey reported that she had a phone call with John from MSI
last week. Next steps include concept drawings and build out costs comparison. Lacey will schedule
some time for her, Jen, and John to meet to talk about costs so Jen can continue to work on the pro
forma.
Closing:
We are all in this together even though we are apart! President Reichwald officially adjourned the meeting at
7:41 p.m. The minutes were respectfully submitted to the Board on Saturday, May 23 by the Board Secretary,
Anne Hartwick.
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