
Potsdam Food Co-op Board Meeting
Tuesday November 15, 2022 at 6PM

Potsdam Town Hall, Community Room

I. Members Present: Megan Lane, Aviva Gold, Karen Bage, Kim Jukic, Katie
McLaughlin, Andy Peet, Mike Corse, Marshall Issen, Jim Fryer, David Bradford, Lauren
Prentiss

Excused: Camille Frazer

Guests: Kristen Avery, Brian Reece, Bob Penski

Introduction of members and new (potential) members.

II. Appointment of new board members:
A. Kristen Avery
B. Brian Reece

Motion to vote Kristen Avery and Brian Reece onto the Board by Megan.  Seconded by
Aviva.  All in favor.  Motion passes without dissent.

III. Motion by Megan to approve minutes  Seconded by Katie.  All in favor but 4 abstains
(Kristen, Brian, Lauren, David).   Motion passes.  Minutes from October are accepted.

IV. Reports:
A. General Manager (by Andy Peet):

1. Staff: Need a new cashier to replace Marissa (got a new job offer).
2. Sales:  # of Active owners are over 1200. Cash flow: new weekly P & L

report as worked out with Bob Penski.  Saved as “Payable tracker…” in
the current meeting folder. Profit and Losses will be tracked weekly.
There has been a net loss of $2548/wk but now is $88/wk (Bob Penski is
not sure about this value).  18 hours/wk have been cut from the cashier
schedule.  Increase in bread prices. Carlie is changing production
schedule to better fit the wholesale schedule.  20 hours of labor have
been cut from bakery/deli.

3. Charging a fee for credit card use at check-out is not a popular idea?
Instead of this, maybe offer a cash, check or member card discount.
Prices would have to be raised in order to offset these costs.  Discussion
about credit card fees vs cash payments on merch.  Pros and cons.  May
have to educate members on these issues.

4. Andy is working with Bob Penski weekly, to get Co-op into a ‘cash
positive’ situation.  Question about the current major deficit in the
Payables Account.  Andy wonders if the Finance committee will allow
Coop to take on a line of Credit.  NCG has recommended to ask our own
local bank first.



5. Joint Liability Fund is required to be a part of in order to be part of NCG.
NCG will guarantee payment to UNFI for all of their members.  So we
have to buy into the fund.  $11,529 is the cost; Co-op can pay it off each
month over 12 months, starting in March 2023.  $960 per month.

6. SLC IDA, Am. Rescue Plan - early rewards for the program will be
available in early Dec.  Co-op applied for up to $10,000.

7. Double-up Food Bucks update - add on program “Loyalty Points”($1500)
required.  Andy is getting advice on how to set this up with the Catapult
POS system.  Katie - idea of a fund-raising initiative for this?

8. 2023 FISU Winter Games - Voucher program is not likely a good fit for the
Co-op.  Co-op has signed up for offering “incentives” to the volunteers.

9. Merchant service agreement for accepting campus cards has been
submitted.  Cost of $350 one time activation fee + $30 maintenance fee.
Will be good for all 4 area colleges (SLU, SUNY Pots, SUNY Canton and
Clarkson).  David B. requests that we have a time limit to assess whether
the program is cost effective or not.  Finance Committee will determine
the answer to this question.  At least one full semester or a full year was
recommended by some members.

10. Bare shelves are more common in the Coop recently.  Inventory has been
cut and orders are being kept to a minimum.  There are still out of stock
items from suppliers (meat freezer especially).  Could beer be kept in
available cooler space?

Bob Penski comments:  The financial situation is more imperative than other issues.  Andy
needed weekly financial reports and wasn’t getting them.  Discovered that the Co-op owed
$11,000 more than it had.  COGS is not known currently.  Working with Susan Goodreau and
Ann Bradburd to develop weekly.  There is only $2000+ in savings which is not nearly enough to
pay Payables.  We don’t know the financial situation right now.  “We are working in the dark.”
David Katz met with Lynn and discovered that it is not in her job description to make these
weekly reports for the GM.  The inventory has been turned into cash to pay the Payables.  We
need good (they don’t need to be great) estimates of cost of inventory and COGS.
Discussion about how bakery/deli costs are kept track of in order to determine what items are
profitable or not.
We need to have a discussion with Andy tonight about possibly installing Emergency Measures
right now.  a) temporary lay-off of employees b) consignment sales c) Reducing workers hours
d) closing on certain days
Bob says we need to conserve $3000/week Now to avoid shutting down the Co-op.
Members have a role to play.  Do they know how bad it is?  Loyal members should work with the
Co-op.
Megan supports cutting hours of the Bookkeeper (tonight) and other staff as well as reducing
hours the Coop is open.  Aviva says that previous surveys to members haven’t been productive,
Andy is a strength to the Coop and our Membership is a strength.  Board should communicate
to members and staff and discuss the sacrifices each entity may have to make.  NCG
membership, inviting students, and a line of credit to keep shelves stocked.



Need to quantify what each measure would save us.
Weekly employee discounts  $829/month of October
Total discounts $3200/month of October

Motion by Megan for board members to forfeit their board discounts till the end of
February.  Katie seconded.  1 nay. 1 abstain. Motion passes. Discussion: Board members
volunteer a lot of time and there are more effective ways to save money.

Brian says a 40% labor cost is way too high relative to Coop sales.  Andy thinks we were last
profitable in 2016.  Co-op Savings Account was depleted in 2019.  2020 and 2021 kept afloat
through the PPP Loans.

NCG has not been consulted regarding staffing issues/costs.  Andy was encouraged to consult
with the expertise available on the board and at NCG.

The breakdown between the deli, bakery and store cost of goods and labor reports will be
provided to Brian (by Andy)..

Andy thinks his plan would save $1000-2000 per week.  He thinks his plan can get us through
Nov & Dec.  Then in Jan would entertain more drastic measures.

Increasing efficiency will take time.  Andy feels he is already implementing emergency
measures - by cutting cashier hours, and doing more with less. Thinks he may have to shut
down the deli and bakery in January, perhaps.

The reports Andy has now to work with are “pretty rough” according to Bob but they’re the best
we’ve got till Susan can help work on making them more accurate.

Aviva is asking for weekly reports to be submitted to the Board.  P&L, Accounts Payable, etc.
Andy and Bob agreed.

Motion to authorize Andy to apply for a line of credit from No Country Savings Bank or
any other entity - by Megan.  Second by David Bradford.  All in favor.  Motion passes
without dissent.

What additional sales will we have to create in order to meet that $3000 per month.
Encouraged Andy to let the staff know the board doesn’t want any jobs to be cut.  Andy should
ask  what the employees are willing to do to increase sales 20%.  He thinks Andy and the staff
should come up with specific sales goals and cost goals for each department.  Andy should
have clear goals and expectations and each employee should come up with 4 or 5 things they
can do and there needs to be accountability.  Kim emphasized these points.  Bob agreed.

Andy agreed to send weekly reports to the board on Thursdays. Lauren offered to attend any of
the meetings with the staff to facilitate the discussions.



There is a working group advising Andy each week and Bob is inviting Brian to join them.  .

Some members of the board are comfortable going along with Andy’s plan and not
implementing any Emergency measures right now.

Bill Olsen and his engineering class will be presenting their proposals for Elm Street designs.
On Dec 5, 7,9 11-11:50 room 172 in Camp Computer lab at Clarkson University.

Sign up for Baking Fest volunteer doc.

Communications about committees will continue via email.

Motion by Katie to accept February 7th Tuesday for Annual Meeting. Second by Megan.
All in favor.  Motion passes without dissent.

Motion by Marshall to accept budget proposal by Finance Committee.  Second by Katie.
4 Abstention. Motion passes.

Motion to adjourn board meeting at 8:41 PM by David Bradford.  Second by Kim.  All in
favor.  Motion passes without dissent.

Next meeting is January 17th 2023


