True Food Community Co-op

Minutes of the Members’ Meeting on 8" February 2022 held on ‘Teams’

Attendees: Francis Jakeman, Hilary Jakeman, Nicola Tipler, Clive Tipler, Richard
Waller, Angela Morris, Mary Tindall, Marta Garofalo, Caroline Arnold, Kat Boult, lan
Makro, Janina Maher, Sally Elston, Michael Bright, Cathy Hughes, Martin Stone, Bita-
Newman Zand, Jade Petersen, Daren Goody, Helen Eales, Becky Lawson (Beechen),
Helga Francis, Chris Francis, Vivienne Groener, Kay Oakley, Dave Kenny, Jessica
Hottinger, and Mark Robson. Also Christine Bartlett - a Friend of TF.

Francis opened the meeting by thanking everyone for attending (28 members +
Christine.

|.The minutes of our meeting on 10" November 2021 were accepted as accurate.

2.Finances

Francis welcomed Helen to the meeting, being the first time she has addressed us as
our Treasurer. She pointed out that the year end accounts will be available in full at
the AGM in June. She then shared a slide showing our monthly takings for the years
2018-2021. In November Cathy showed us the figures up to the end of October. |
can now show you figures up to the end of 2021. The takings in November and
December were £81K which was £8K better than we had forecast. However, in
January this year takings were £37,289 which is 9% lower than we had forecast and

I 1% lower than January 2021. This means that our upward trajectory in November
& December isn’t continuing into the New Year.

Helen then showed us a table describing our cashflow. It described the 3 initiatives
we had taken to improve things, namely: increasing our mark-up, reducing the use of
casual staff, and the suspension of our members’ discount; plus other initiatives taken
by the staff such as opening the shop at 9am instead of 10am. This resulted in our
cash balance at 31* December being £20.9K, a big improvement on our forecast!
However, this needs to be read in the context of our bank balance on |* January
2021 which was a little over £26K.

Helen then showed us a bar graph displaying the bank balance at the end of each
month from January 2021 to January 2022. This underlined how much lower our
bank balance is at present compared with the same time last year. Finally she
displayed a graph showing two bank balance forecasts, one assuming no member
discount and the other assuming a member discount from |* March. While the graph
looks fairly level up to the end of May, it doesn’t allow for various increases we must
expect; things like increased energy costs, an increase in National Insurance and
general price increases as the cost of living goes up.

So, Helen said that her key message is that we are not out of the woods yet and so
we need to monitor things closely and do whatever we can to keep costs down. She
finished by thanking the staff for all their efforts in improving our position and the
members for suspending their discount, both of which have helped enormously.
Daren asked Helen how she made the projections on the slides? Helen replied by
saying that she and Penny had based her figures on those in 2021 and had ignored
the figures for 2020 as being an anomalous year. Daren commented that in his view
both 2020 and 2021 were anomalous and therefore it might be better to go back to



pre Covid times for a comparison. Helen pointed out that the January sales in 2022
were so much lower than January 2019 that it wouldn’t be right to use those figures
in forecasting for this year. Francis then thanked Helen and Penny for all the work
they’ve done before moving on to our next item which is

3.‘Members’ Discount Decision’.

But before we looked at the proposal in detail, Francis explained how the
Committee had come to deciding the proposal that members were invited to adopt.
After much discussion in which it was acknowledged that continuing to suspend the
members’ discount was the prudent thing to do, the Committee decided in the end
to honour members’ willingness back in November to suspend the discount until the
end of February. Thus, we decide to propose the new discount arrangement
recognising that to do so would be a major gamble. We are gambling on the
members responding in two ways. Firstly, by volunteering and so earning a discount,
and secondly using the discount to buy things at True Food. If members react to a
new discount this way, then the sales will increase, and the business will improve.
Francis said that he sees True Food as very much a bridge between farmers who are
doing the right thing by the environment and customers who want to shop in a way
that supports the environment, so if we can stay in business, we will be serving
organic farmers, our customers and, of course, ourselves.

Francis then asked Angela to show members a slide describing the proposed
discount scheme and invited Caroline to explain it.

Caroline said that the proposal came partly from work done 2 years ago by Simon
Warner and herself in which they felt they wished to reward members on a sliding
scale according to the amount they worked for our business. They wanted to reach
out to members who couldn’t manage 3 hours/month but might be able to manage
two. So, the proposal is to give a 5% discount to those working 2 up to 3.9
hours/month. In order to encourage those who currently work 3 hours/month to
push it up to 4 hours the new scheme gives a 10% discount to those working 4 up to
I'1.9 hours/month. Caroline then said that she was aware that some people put in an
enormous amount of time for True Food and so the Committee proposes giving a
discount of 15% to those who volunteer for 12 hours or more. She said that she
looked forward to hearing members’ views while stating that the main object was to
encourage members to volunteer more and shop more at True Food!

Helga pointed out that some members can only help alternate months, so will this
scheme mean that they can only earn a discount in alternate months? Francis replied
by saying that as the proposal stands the answer is ‘Yes’. However, he then pointed
out that the proposal is to institute this discount scheme for a trial period only,
namely for discounts to be earned in February and March and applied in March and
April. What happens after that will depend on how much people use the scheme!
Richard thanked Helen for her presentation which he said showed that we were’
bumping along the bottom’ and that the key emphasis needs to be on increasing
sales. Francis relied saying that later in the meeting we will hear from Angela about
plans to introduce a loyalty scheme aimed at all customers, not just members.
Richard responded by saying that he would welcome a loyalty scheme, but even
more he would like to make it easier for people to join us as members. He spoke
about his own reaction when enquiring about membership saying that the prior
requirement to commit to volunteering before signing up as a member very nearly
put him off.



Jade then asked about the mechanics of applying the different levels of discount.
Angela explained that the details of who has done how many hours in the shop
and/or behind the scenes would be gathered as before by helperadmin, and that they
will simply produce a list showing who qualifies for what which will be behind the till.
So, there would be no need for discount cards. It would be up to members to ask
for a discount and the host to check the list to see if that’s the case.

Jason jumped in to say how much he backed Richard’s point about recruiting new
members. The more we can engage people, he said, the better things will be.
Caroline responded by saying that it’s up to all of us to draw people into the shop
and if we all do it she felt sure we can make the business thrive.

Francis then contributed some history by saying that there was a time when we did
have 400 members, but what happened was that 2/3 of them were sleeping members
whom we still had to try and communicate with. This was quite exhausting and felt
like wasted effort. A much more productive approach has been made by Angela’s
suggestion that we invite people to become volunteers. These don’t have to pay a
joining fee, they simply need a bit of training and then they can go on the rota. If in
time they feel that they share our values and would like to join, then that’s a better
way of gaining members who committed. So far, this has been very successful.
Francis then said it was time to vote on the proposal and asked Angela if there was a
way to do this via ‘Teams’? She explained what members needed to do and the
result was that 87% of those voting were in favour.

4.0Opportunities to Volunteer Behind the Scenes

Angela displayed a screen entitled ‘Member Roles’. She explained that as members
both own and run True Food, her role is to engage members in doing that. The list
of members who have signed up already for this year comes to 54 so far.
Applications will soon close which is when Angela will go through the forms to see
what members have said they would like to do. In the meantime, she wanted to give
members a heads-up showing the kind of jobs available.

She then showed a slide with |0 headings showing the various jobs people do behind
the scenes. Where the person doing them is happy to continue their name is against
the job in question. Elsewhere the word VACANCY appears. Angela promised to
load her slides up onto the Members’ area of our website. The next slide was called
‘Projects’. It has a rough timeline. Two items, ‘Shop Improvements’ & ‘Product
Photos’ are continuous lines, as they are ongoing. The seven others, including things
like making arrangements to sell alcohol, are timed projects which have a completion
date and so members volunteering to help with these, know that the project has a
certain life and will come to an end! Two projects are in blue as they have
volunteers lined up already. The other five are in green and need volunteers to make
them happen. Angela’s next slide laid out the ‘Current Vacancies’ in two columns;
one for ongoing activities, the other for projects. At the bottom was a list of people
for us to thank as they are standing down from their responsibilities. They are Ann,
Janina, Katie, Diana and Sarah. Francis underlined True Food’s thanks to them all.
Finally, Angela asked for a volunteer to take on ‘Member Engagement’. That person
would review monthly engagement and assist with pro-active contact. Angela’s last
slide showed lists of members who have volunteered to work in the shop since
January 2021. The lists were of Hosts (48), those setting up (27), packing up (23),
restocking (12), and cleaning (6). Angela wanted to take this chance to honour all the
people who have enabled the shop to function in the last year or so.



Francis invited questions and Clive said that in traditional industries they often had a
‘works shutdown’ for a week. He wondered if this might be considered for True
Food in, say, a month in August when business is particularly light. Francis welcomed
the suggestion as something worth considering.

5.‘Breakout Groups’
Francis introduced these saying it would be good to give everyone the chance to say
something, and invited members to use the time to consider 3 questions, namely:

I. How was your experience of Volunteering in 2021?

2. What opportunities do you feel attracted to this year?

3. What constraints are you aware of that will affect your volunteering?
Angela then put us into groups of about 6. Some of the technology failed for some of
the groups, but most people managed some kind of conversation. As no feedback
had been asked for Francis moved us on to

6.Plans for Future Development

Francis invited Cathy to bring us up to date. She said that there wasn’t much more
to say as Angela had covered most things. She said how encouraged she was to see
how many ideas mentioned at our meeting in November were now being tackled.
The things that are still pending are the projects to connect with people outside the
shop. These are the real ‘game changers’. We have talked about these and have
decided to make an application to Coops UK for business support from their HIVE
programme. In this, Coops UK would work with us to help us really think through
some of these ideas. As these projects would require funds that we don’t currently
have the risks involved mean we need professional advice before we start. So, we
are currently awaiting the result of our application. We then moved on to

1. Possible and Planned Events for 2022

Francis said how much enthusiasm he had witnessed from members taking part in
events last year including, the Reading Town Meal, the market at St Andrew’s
Church, the Reading Marathon stewarding and the market stall in Caversham before
Christmas. He thought this was partly because they are discreet events that it is easy
to identify the level of involvement required before one volunteers, but they are
nevertheless valuable as publicity for True Food and evidence that we are part of the
Reading community. So, Francis said how keen he is that we take part in similar
events this year and that he would welcome suggestions especially if that meant the
person was willing to organise the event!

Daren recalled the BBQ we held on the grass in front of the shop in the summer of
2019. He really enjoyed it with the music and the chance to be together informally as
members. Francis thanked him for the feedback and said how frustrated he’d been
during the pandemic when it had been so difficult to meet in person. He announced
that the Committee had been considering holding our AGM outside on the grass for
a shared lunch, with the business part taking place in the shop. Daren then said how
much he had also enjoyed taking part in stewarding the Reading Half-marathon. As
the next one is in April would it be possible for us to be involved again? Angela said
she had already been approached, but would need at least 10 people for them to
accept our offer and pay us the £200 on offer. Richard was persuaded to lead the
team again on condition that we could have the same pitch in the centre of town.



Angela agreed to do a call out to see if we could raise enough volunteers. The date
is Sunday 3" April and Rebecca is going to be running in it, so we’d have someone to
cheer on!

8.A.G.M.

Francis announced that this is to be held on Sunday 12" June.

He then invited any last minute questions and Vivienne asked whether it was known
how many of the people who visited our stall at the Town Meal and was given a
voucher actually came to the shop as a result?

Angela replied by saying that she does try to measure how many people do use
vouchers, but it is hard to quantify it. This is partly because marketing research has
shown that people need two or three nudges like a voucher at an event before they
finally make it to the shop, so it’s well worth doing, just hard to quantify. Jade asked
if it’s possible when someone does bring a voucher back whether we can tell how
much they have spent. Angela said that with the new EPOS this is possible but it’s
not something she has yet done.

Francis reminded members that the shop is now open each day from 9am, so could
members pass that news on. This means that setting up is done from 8-9am which
might suit some members better.

Francis then closed the meeting at 9.30pm.



