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INTRODUCTION

Regional approaches to food and agriculture problem-solving have grown in popularity in recent years. Working
regionally across municipal, county, state, and Tribal government lines offers an opportunity to address food
systems issues that cannot be tackled within existing government boundaries. Regional food policy councils
(RFPCs) play a central role in the growing attention to regional food work.

Regional councils facilitate the governance of regional food systems by bringing together key participants from
across their regions to collaboratively identify and address important food systems issues. By governance we refer
to scenarios where private, nonprofit, and public organizations; Tribal governments/community members; and
civil society groups/individuals work together to solve public problems. Regional governance introduces the
challenges of this kind of collaborative public problem-solving across multiple local jurisdictions.

Despite growing interest in the kind of work that regional councils do, regional approaches represent a relatively
new tactic in public problem-solving and decision-making. To help develop resources to inform this regional work,
the 2022-2024 Regional Food Policy Council Community of Practice (CoP) was established to a) learn from regional
councils about their approaches to working regionally and b) foster partnerships and learning opportunities
between participating councils. Figure 1 maps the locations and geographic areas encompassed by these food
policy councils (FPCs).
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Figure 1. Map of the location and counties of each of the 11 regional food policy councils participating in the CoP.

In keeping with the objectives of the CoP, this document provides an overview of key aspects of how participating
regional councils structure themselves. These brief summaries provide insights into the variety of ways that
regional councils structure themselves and support inter-council learning.

DOCUMENT STRUCTURE
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The rest of this document provides a brief description of the context and location of each regional council
participating in the CoP. After this introduction, there are summaries of each council participating in the CoP,
organized by the date of each council’s establishment. The following categories summarize key information about
each council as of the writing of this report.

1. Organizational structure. This section notes whether the RFPC is structured as a nonprofit organization,
public sector entity, or grassroots coalition, as well as leadership, paid staffing (whether by the council or
a partner organization), committee structures, and guiding documents.

2. Relationship with government. This section outlines the extent to which participating RFPCs work with or
are supported by local government institutions across their region.

3. Council membership. This section summarizes what kinds of participants are involved in the council and
how they come to be part of the council.

4. Decision-making processes. This section summarizes how RFPCs make decisions among members.

5. Public and community outreach. This section provides an overview of how the council engages in
outreach to the broader regional community.

6. Major updates and anticipated changes. Finally, we note any updates or changes that councils have
made or are considering to their governance structure and processes, along with any relevant notes on
why they adopted/are considering these changes.

This list of topics touches on key aspects of the governance process. Importantly, there are many other important
factors that can influence regional governance, such as funding, access to resources, motivations for governance,
etc. However, this document focuses only on governance structure, not these other influential factors.

SOURCES OF INFORMATION

This summary of governance structures draws on a variety of sources of information collected during the CoP,
including the following.

1. Application materials. The application materials provided the facilitation team with its first introduction
to each RFPC and valuable introductory information about their governance structures.

2. Onboarding interviews. At the start of the CoP, the facilitation team met with each council to learn more
about their background and work. These conversations are a core source of information for the
information presented here.

3. RFPC documents. As part of onboarding interviews, each council also shared important documents,
including both written documents and webpages. These provide an additional source of information on
each council’s approach to regional work.

4. Monthly CoP session notes. Finally, the project team learned a great deal about and from each council
through the monthly CoP sessions. Notes and reflections on these sessions provide a final critical source
of information for this summary.

The respective regional councils have reviewed the summaries presented here. They are accurate as of September
2024.

SUMMARY OF GOVERNANCE STRUCTURES

The sections below summarize the elements of regional governance structures outlined in the introduction. Each
section starts with brief points about the council’s history and background, before summarizing each section in
bulleted form.

BOSTON FOOD ACCESS COUNCIL
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Originally called the Boston Food Policy Council, the Boston Food Access Council (the Council) was formed in the
2000s by the Boston City government to address hunger in Boston through policy and advocacy work. In 2022, it
transitioned from being embedded in government to an independent Council to better engage community
members and policymakers in Boston and the greater Boston metropolitan region and to maintain the
“community-led nature of the group.” The Council aims to “bring community and stakeholder voices together to
create access to affordable, just, culturally connected, healthy, and sustainable food in Boston.”

Organizational structure

Organization type: Nonprofit incubator. The Council works with a separate organization — a nonprofit
incubator — that serves as a fiscal sponsor.

Committee and leadership structure. The Council has a member network that is open to the public, a
steering committee, and four working groups not currently meeting but when reconvened will include 1)
Advocacy and Policy, 2) Community Outreach and Education and Engagement, 3) Fundraising, 4) and
Communications. The steering committee body is comprised of community and institutional seats, with
two members serving as co-chairs to support the administration and management of the steering
Committee and overall Council strategy.

Paid staff. This council does not have paid staff.

Guiding documents. The Council has bylaws that were developed when it was part of the Boston City
government, along with a strategic plan. However, these are in the process of being updated (see
anticipated changes below). The Council also relies on established meeting norms that help create an
inclusive environment for all meetings.

Relationship with government

Government initiated. The Council began as a community-facing program through the City of Boston,
developed and led by the Mayor’s Office. Leadership was originally appointed by the Chief of Health and
Human Services at City Hall. Now that the Council is managed independently from the Boston City
government, it maintains a partnership relationship with the Mayor’s Office of Food Justice.
Government membership. Government employees and elected officials do not serve on the Council.
Government support. The Council has a working relationship with the Mayor’s Office of Food Justice but
does not receive financial or other support from governments in the region.

Approaches to informing regional policymakers. The Council positions itself as a “bridge” between the
community and policymakers by engaging with community members and directly engaging with
policymakers in the region in order to bring the perspectives of community members into the
policymaking process.

Council membership

Anyone living in or around Boston, including people engaged in work related to food access, food
insecurity, food systems, or related topics in and around Boston, or anyone with an interest in supporting
or learning from food access work in Boston can become a Council “member” by completing a registration
form. Current membership is largely composed of individuals working in the food space, but new and
future partnerships will hopefully bring in more community members who do not directly work on food
access issues. This open membership and public meetings open to all mean that anyone from areas
around Boston can participate.

Participation in the Council steering committee is application-based. The steering committee members
must be a registered Council member and have a demonstrated history of supporting Council projects
and/or participating in Council activities. They are elected for up to two consecutive two-year terms.
Open seat availability and application procedures are announced through social media and email. People
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interested in joining apply and have an opportunity to speak to the assembled public meeting of the
Council about why they want to join and how their previous experience relates to the Council's work.
Existing members of the Council’s general council then vote on applicants. This election-based system
shifts from an earlier structure in which government administrators appointed members.

The Council reserves steering committee seats for specific types of members, with at least four reserved
specifically for community members, meaning individuals who live in Boston and/or have lived experience
of food insecurity or related issues. Others are reserved for members who represent organizations that
address food access, food insecurity, food systems, or other related issues in Boston. Current
organizational members represent food pantries, food recovery, other nonprofit food distribution
programs, and other community-based and community-supporting nonprofit service providers.

Decision-making processes

The steering committee, with members elected by the full council (see above), meets monthly and is the
central decision-making and working body of the Council. Currently, this steering committee is the body
responsible for advancing specific work items of the Council rather than delegating to working groups (see
below for plans to launch working groups).

There is no formal process for choosing leadership on a specific issue or delegating tasks. Members
describe the process of choosing leadership for specific issues as very “organic.”

Public and community outreach

The Council hosts community convenings that bring people together in shared spaces to discuss food,
food access, and food justice topics. In addition to receiving input from community members, the Council
hosted in-person convenings as a strategic way to provide educational information to the public. For
instance, the Council has hosted educational convenings on SNAP with food retailers and program
administrators. These sessions have been more focused on providing information about existing programs
to support the adoption/use of those programs than on policy change.

The Council has also recently embarked on a new partnership with the Neighborhood Food Action
Collaborative (NFAC), which focuses on helping community members access and be aware of food
resources. This group, which is managed and run by community members, hosts bimonthly virtual
community meetings. This partnership is an opportunity to fill gaps in the work of both NFAC and the
Council, with NFAC specifically helping the Council increase its community engagement and outreach,
while the Council supports the advocacy goals of NFAC.

Major updates and anticipated changes

Organizational structure

o The Council hopes to bring in enough funding to support a part-time paid staff member, which
would further increase fundraising capacity and create an opportunity to pursue 501(c)(3) status.

o The Council plans to develop and launch working groups to focus on specific work items in
coordination with the steering committee. Working groups will be composed of individuals who
want to support the Council on its work and projects, and a liaison from the steering committee
will support each of the working groups. Each working group will have one or two chairs and will
meet on an as-needed basis decided on by the working group. Co-chairs and/or steering
committee liaisons of each working group will report back to the steering committee and receive
feedback and support from the steering committee as needed to move the work forward.
Steering committee liaisons sitting in on working group meetings will help ensure that working
group activities remain in line with overall Council strategies. Working groups will be composed of
volunteers with no term requirements.



Regional Food Policy Summary of Governance Structures and Processes

Relationship with government. Beyond maintaining a relationship with the Boston City government,
there are no anticipated changes at this time.

Council membership. As the Council works to expand its influence regionally, it is assessing which
outreach methods are the most effective for member recruitment. It is interested in pursuing on-the-
groundwork recruitment practices, including tabling at events where individuals who may wish to learn
more and/or join the Council would be present, such as farmers markets and community resource fairs.
Decision-making processes. The Council has plans to streamline and clarify its by-laws, as the current by-
laws still reflect when it was part of the Boston City government. Changes will clarify how the steering
committee and working groups interact, the expectations of members in both of those groups, and the
openness of the public meeting and membership forums.

Public and community outreach. The new NFAC partnership is currently supporting outreach to
community members, and the Council has plans to expand its work by replicating this partnership with
other community-led, food-focused groups across Boston, beyond the specific set of Boston
neighborhoods on which NFAC is focused.

CASS CLAY FOOD PARTNERS

The Cass Clay Food Partners (the Council) was initially formed in 2010 as the Cass Clay Food Systems Initiative and
began its formal operations in 2015. It encompasses Cass County, North Dakota and Clay County, Minnesota,
including the Fargo-Moorhead area. The purpose of the Council is to build “a strong, healthy and vibrant food
system. Our vision is for all members of the community to have access to safe, nutritious, affordable and culturally
based food. We believe in a food system that: Is inclusive, integrated, and equitable; supports and enhances
quality of life for all residents; respects all cultures; is economically and ecologically resilient; and fosters
entrepreneurship and sustainable innovation.” At the time of this writing, the Council is completing a new
strategic plan, with revisions to its mission, vision, and values.

Organizational structure

Organization type: Embedded in government. The Council is embedded within the City of Fargo and is
constituted by a formal power sharing agreement between the City of Fargo and Clay County.

Committee and leadership structure. Three distinct groups make up the Council, including government
and community leadership from each county the Council represents, which inform Council operations and
identify community interests. The three groups are 1) the Cass Clay food partners steering committee, a
nine-person advisory group that provides direction and management for the rest of the partnership; 2)
the food commission, which advises policymakers on food system issues; and 3) the food action network,
which serves as the community outreach arm of the partnership.

Paid staff. Several of the public organizations whose staff participate in the Council allow staff to dedicate
part of their time to participating in and facilitating the work of the Council

Guiding documents. The commission developed bylaws to guide its operations, as well as a joint powers
agreement that outlines the agreement between Fargo and Clay County.

Relationship with government

Government initiated through legislation. The Council was established by a joint powers agreement
between the City of Fargo and Clay County.

Government membership. Government employees, elected officials, and community at-large members
are Council members or participate in the meetings. Each of the five city councils/commissions and two
county commissions determine who will represent their jurisdiction on the Council commission. Five at-
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large members, who serve two-year terms, are recommended by the steering committee and approved
by the food commission.

Government support. City and county governments support Council operations through in-kind donations
of meeting space and staff support. Government employees and officials serve on the Council
commission. The Council receives funding support from federal grants for specific events and to operate
commission meetings.

Approaches to informing regional policymakers: Policy blueprints. The Council provide structured
examples or templates of policies implemented elsewhere to serve as reference points for government
entities in their own policy development. The plans cover specific policy topics in the community and are
presented with pros and cons about such concerns as public health and sustainability.

Council membership

Membership varies across the three bodies of the Council.

o Steering committee membership includes key government representatives, including from Fargo
Cass Public Health (the City of Fargo public health agency), Clay County Public Health, NDSU Cass
County Extension Service, University of Minnesota Extension, Fargo-Moorhead Metro Council of
Governments, and a county planning member. Additionally, the committee includes five food
system experts identified by the local government representatives.

o The commission consists of seven government members appointed by the jurisdictions that they
represent: Cass County, Clay County, the City of Fargo, the City of West Fargo, the City of
Moorhead, the City of Dilworth, and the City of Horace. Additionally, the commission includes five
at-large members recommended to and voted on by the other commission members to serve
two-year terms. All of these members are voting participants. In addition to these voting seats,
the commission also includes non-voting “ex-officio” members from Fargo Cass Public Health,
Clay County Public Health, the food partners steering committee, and the Fargo-Moorhead
Metropolitan Council of Governments.

o The action network is the community member branch of the Council that is open to all residents
and interested groups in the region.

Decision-making process

The Council commission is the central decision-making body of the Council and includes both voting and
non-voting members (see membership description above). The commission, which meets bimonthly
(except during the summer), is responsible for identifying and developing topics that can inform and
advise local governments on important food system issues.

The steering committee is a key advisory body of the Council, providing guidance on the management and
future directions. Additionally, any ideas or input provided to the action network is reported to the
steering committee, which decides how to proceed with that input (e.g., by providing a presentation to
the commission, developing a policy blueprint, etc.).

Public and community outreach

The central community outreach arm of the Council is the action network. In addition to soliciting
community input on the Partners website, the action network hosts “first Friday” events, where
community members can hear about the work of the Council and provide input.
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Major updates and anticipated changes

e Organizational structure. The Council is currently in the process of updating its strategic plan, as well as
its mission, vision, and statements of values. Additionally, it is working to re-envision the role and
operation of the action network to ensure that input/ideas generated during community events
effectively find their way into Council leadership discussions.

e Relationship with government. No anticipated changes.

e Council membership. No anticipated changes.

e Decision-making processes. No significant changes are being considered here except for how input/ideas
from the action network are incorporated into Council leadership discussions.

e  Public and community outreach. From 2018 to 2023, a partner organization — Food of North — organized
and led first Friday events for the Council. However, because Food of the North ceased operations in
2023, the Council is now in the process of evaluating how best to maintain the events as part of the action
network. Currently, the Council steering committee members host several events in collaboration with
several other food-related organizations in the region. Long term plans for managing the action network
and first Fridays are being explored as part of the current strategic plan update.

COLUMBIA GORGE FOOD SECURITY COALITION

The Columbia Gorge Food Security Coalition (the Coalition) was formed in 2016 in response to a survey of
community needs that identified food insecurity as a widespread challenge in the region. The mission of the
Coalition is to “cultivate partnerships, build understanding and take action to create an equitable local food
system in which all people have access to nutritious and culturally appropriate food.” A critically important
guiding statement for the Coalition in its pursuit of this mission is its equity statement: “We commit to creating a
just, equitable local food system based on solidarity and dignity. We acknowledge that the current food system is
built and dependent upon the oppression of historically excluded communities. We will confront the systemic
injustices that create and perpetuate poverty and hunger.” This statement, which was developed early in the
Coalition’s operation by a diversity and equity working group, forms the backbone of their approach to food
system work in the region.

Organizational structure

e Organization type: Housed in a nonprofit organization. A nonprofit, the Gorge Grown Food Network
serves as the fiscal agent and coordinating organization for the Coalition. It was chosen for this role
through a nomination process from other groups participating in the 2016 planning process.

e Committee and leadership structure. The Coalition is coordinated by a steering committee consisting of
representatives from key organizations in the region, including PacificSource (a healthcare provider), the
Columbia Gorge Food Bank, Oregon State University, The Next Door (the region’s largest social service
agency), and the Gorge Grown Food Network. Additionally, it has several working groups focusing on
Tribal food sovereignty (which evolved out of what was previously the diversity, equity, and inclusion
committee), farmland preservation/land access, and food and farm policy. Working groups determine
their own structure, meeting frequency, and priorities. Additionally, the Coalition has several ad hoc
groups that focus on such issues as food access and farmer support. These ad hoc groups are not formal
work groups, they are networks of partner organizations that collaborate on specific activities and
objectives related to these topics. Another group — Healthy Agriculture — functions as a semi-independent
coalition with its own events/activities.

e  Paid staff. The Coalition was previously supported by a coordinator within Gorge Grown who assisted
with operations. After the departure of a previous coordinator, Gorge Grown and the steering committee
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have decided to not rehire for this position, but a staff person with Gorge Grown still plays a key role in
coordinating the Coalition.

Guiding documents. A “declaration of cooperation” was created and signed by leadership from
participating member organizations. This document details the commitments that these organizations
made in the FPC. Additionally, the Coalition developed operating principles, which established such
operations as partner responsibilities, voting processes/rights, functions of the steering committee and
working groups, etc. Operating principles primarily serve as references to help resolve disagreements
rather than a rigid process.

Relationship with government

Government initiated through a government program. The Coalition was formed through an Oregon
State Government program called Oregon Solutions, which provided facilitation for the Coalition’s
strategic planning process.

Government membership. Several public organizations are members of the Coalition, including school
districts and county public health agencies.

Government support. The Coalition receives financial support from several regional public health entities.
Approaches to informing regional policymakers. Efforts to inform policymakers focus on educating both
them and their constituents so that they are encouraged/informed to engage in advocating for policy
change. Partner organizations also engage in direct advocacy with policymakers on topics related to the
Coalition’s work, but not necessarily on behalf of the Coalition.

Council membership

The Coalition has a significant number of members who are Latinx and live in low-income communities.
The Coalition works closely with Tribal communities in the region. The Coalition’s Tribal food sovereignty
working group is dedicated to Tribal members/community members, creating a space where they can feel
comfortable discussing Tribal matters. Non-Tribal allies participate in the Coalition, but only by invitation
to maintain the central importance of Indigenous voices.

Decision-making processes

As the Coalition has matured, it has moved towards a more informal decision-making process that favors
discussion and consensus building over formal documents and agreements, such as the declaration of
cooperation. This is an intentional move on the part of the Coalition to make it less bureaucratic in
structure and more approachable for community members, as well as nimbler and more responsive to
community needs. However, as noted, the Coalition does have voting processes in place when they are
needed to resolve areas of disagreement.

10
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Public and community outreach

Coalition meetings, which currently occur two to four times a year, are open to the public and frequently
see new attendees.

Outreach and network building relies on the relationships of people in the Coalition. The Coalition
reinitiated its public events with a movie screening in 2023. Additionally, some of the Coalition’s
subgroups do their own events, such as organic garden tours put on by the healthy agriculture group.
Likewise, the food access group hosts a yearly garden installation at a public housing facility, which it
plans and hosts in collaboration with Oregon State University Extension and the Columbia Gorge Housing
Authority.

Major updates and anticipated changes

Organizational structure

o Since its beginning with the Oregon Solutions program, the Coalition has been moving away from
formalized meeting processes and organizational structures. A principal motivation for this
change was to reduce the rigidity of the Coalition’s structure and process, making it more
welcoming to community members.

o Akey area for future change that the Coalition is considering is adjusting its structure and work-
sharing responsibilities across partner organizations so that work is shared equitably across the
network. The goal of this potential change is to improve the sustainability of the work by making
sure that a single organization or person is not shouldering the majority of responsibility for the
Coalition’s work and coordination.

Relationship with government. An area for future work that the Coalition is considering is developing
connections and working more with state-level actors in Washington and Oregon.

Council membership. No anticipated changes.

Decision-making processes. The Coalition employs an informal decision-making structure supported by a
voting structure as needed, but it continues to assess the effectiveness of this approach and make
adjustments if needed.

Public and community outreach. The Coalition is working to further develop its network in Washington
State and has recently developed a relationship with the Washington State Tilth Alliance.

DMV FOOD COUNCIL COLLABORATIVE

Formed in 2016, the DMV Food Council Collaborative (the Collaborative) covers the District of Columbia, suburban
Maryland, and Northern Virginia (the DMV). The Collaborative began meeting more regularly during the COVID-19
pandemic to support the Food Council, an emergency food assistance organization, and other staff across the
region as they worked to respond to the impacts of the pandemic. Since then, the role and membership of the
Collaborative have continued to evolve, with Food Council staff, food assistance providers serving as food
assistance network coordinators, and state-level anti-hunger organizations as the primary members. The

Collaborative provides a forum for stakeholders to connect, share successes, and learn about timely issues from
experts. It shares a mission with the policy committee that oversees it: to “support development of long-term

regional direction and collaboration toward a more resilient, secured, equitable, connected food and farm
economy (food system) across urban, suburban and rural communities in the metropolitan Washington region
that provides more of the region’s food needs.”

Organizational structure

Organization type: Housed in a nonprofit organization. The DMV Food Council Collaborative is a working
group of the Food and Agriculture Regional Member (FARM) Policy Committee, which oversees the

11
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Collaborative. FARM is a policy committee of the Metropolitan Washington Council of Governments
(COG) and a 501(c)(3) nonprofit that serves DC, suburban Maryland, and Northern Virginia.

COG’s Board of Directors is its governing body, which sets its overall policies. A broad “network of city and
county managers, police and fire chiefs, housing and planning directors, environmental officials, chief
equity officers, public health officials, transportation planners, and more, coordinate through COG’s
committees, partnerships, and working groups.”

Commiittee and leadership structure. There is currently no defined leadership for the Collaborative itself
due to it being embedded within the FARM Policy Committee and COG. COG provides the administrative
backbone for the Food Council and the Collaborative exists as an advisory body within the FARM Policy
Committee.

Paid staff. The Collaborative is currently supported by two to three COG staff members and one full-time
contractor as part of their work with the FARM Committee.

Guiding documents. In addition to documents that guide the operation of the COG in which the FARM
Committee and Collaborative are embedded, the FARM Committee has a two-year strategic plan, and the
FARM Committee and the Collaborative are guided by founding documents outlining their purpose.

Relationship with government

Government membership. Government employees serve on the Collaborative, and elected leaders and
several appointed government employees serve on the FARM Committee.

Government support. The FARM Committee, and by extension the Collaborative, are supported by a
standalone COG fund to which participating governments voluntarily contribute.

Approaches to informing regional policymakers: Professional and annual legislative agenda meetings.
The COG Board sets legislative priorities annually, with its policy committees providing input into its
annual agenda. FARM relies on the Collaborative, another work group, and select FARM members to
elevate concerns and develop policy recommendations to share with the full FARM Committee. This
FARM Committee then brings these recommendations to the COG Board for consideration and adoption.
In this context, the Collaborative serves two important roles in regional policymaking. First, it shares best
practices with FPC staff and government entities through professional meetings. Second, as an emerging
technical advisory body, it helps elevate topics identified by Collaborative members and stakeholders to
inform the legislative priorities of the FARM Committee and the COG Board.

Council membership

COG is a nonprofit association that is comprised of 300 elected officials from 24 local governments, state
legislatures, and Congress, along with over 1,500 officials.

Within COG, members of the Collaborative include directors of local FPCs; local government and nonprofit
staff in the DMV region; food policy, security, and resiliency directors and staff of local governments; food
bank representatives; advocacy nonprofits; and institutions actively working to improve healthy food
access, including those working at the state level. Recently, the Collaborative welcomed several new
members from the Korean Community Service Center of Greater Washington to the Work Group.

New member identification and recruitment is largely an informal process. Staff of the FARM
Committee/Collaborative and/or current members of the Collaborative suggest potential new members,
after which they are invited to join the Collaborative.

Decision-making processes

The Collaborative, which primarily serves as a forum for networking, sharing resources, and discussing
regional food issues, is an emerging technical advisory body for the FARM Committee. The Collaborative
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does not have a policy agenda distinct from the FARM Policy Committee, but the Collaborative brings
topics and issues to the attention of the FARM Committee.

The Collaborative itself does not currently serve as a decision-making body. Any potential policy or
administrative decisions are made by either the FARM Policy Committee or the COG Board of Directors.

Public and community outreach

Issue-specific summits are an important form of public outreach organized by the Collaborative. A recent
example includes the Regional Food Aggregation and Distribution Summit, which brought stakeholders
together to discuss barriers to and opportunities for strengthening supply chain infrastructure in the
region. These events provide an important opportunity for the Collaborative and the FARM Policy
Committee’s Regional Agricultural Work Group (RAW) to solicit input from relevant stakeholders and
leaders. Invitations to Collaborative summits that include information about invited subject matter
experts relevant to the topic or event being announced are sent to all Collaborative and RAW members,
FARM members, and, on occasion, other elected officials across the region.

Major updates and anticipated changes

Organizational structure. The Collaborative currently shares its mission statement with the overarching
FARM Committee. As the role of the Collaborative has continued to develop, it has emerged as both an
important technical advisory body for the FARM Committee and a group that pursues its own activities,
such as the stakeholder summits previously described. As such, the Collaborative is currently working to
develop its own mission and vision statements that connect with but are distinct from those of the FARM
Committee.

Relationship with government

o Asit has emerged as an important body for regional food discussions, the Collaborative’s
connection with local governments has deepened. The Collaborative expects its relationships with
local governments to continue to grow, and it is rapidly emerging as a critical technical advisory
body on food system topics for regional policymakers and administrators.

o A nextstep in developing the Collaborative’s efforts to deepen government relationships involves
working to identify and create tangible food system projects, such as processing and distribution
infrastructure. The Collaborative is hoping to draw on stakeholder input from one of its recent
summits to identify and develop infrastructure collaboratively among participating local
governments. This may include assessing the feasibility of developing shared financing
arrangements among participating governments.

Council membership. A current topic for discussion on the Collaborative is how to identify and engage
new members so that the group can develop a membership body that more effectively represents the
diverse demographics of the region. Members of the Collaborative are reviewing current informal
practices, exploring potential formalized processes for membership identification and engagement, and
guiding values for membership inclusion.

Decision-making processes. As previously noted, the Collaborative is emerging as both an important
technical advisory body for the FARM Committee and a group pursuing distinct activities, such as
stakeholder summits. As these dual roles continue to evolve, the Collaborative is working to further
develop its organizational structure and decision-making processes to support these roles.

Public and community outreach. The Collaborative is continuing to develop opportunities for public input,
such as more regional stakeholder forums. Additionally, the Collaborative is exploring potential public
event collaborations with other regional councils and food system groups.
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FRESNO FOOD SECURITY NETWORK

The Fresno Food Security Network (the Network) was established in 2016 and operates in the San Joaquin Valley
of California, one of the most agriculturally productive regions in the world. The mission of the Network is to
promote “food security in Fresno County through cross-sector collaboration toward a more efficient, healthy food
system making a more efficient, equitable, and sustainable healthy food system for all in Fresno County.”

The Network is in its development stages as a regional entity. Although it currently includes organizations from
and works primarily within Fresno County, it is working to develop representation across eight counties in Central
California.

Organizational structure

Organization type: Housed in a nonprofit organization. The Network currently operates as a coalition of
60 public and private organizations in the region. Fresno Metro Ministry, a nondenominational, nonprofit
community action organization, serves as a backbone organization for the Network.

Committee and leadership structure. The Network has working groups for each of its six work areas —
healthy food access, food waste prevention, emergency hunger relief, economic development,
transportation and land use regulation, and equity, resilience, and evaluation — which members select
based on their interests/priorities.

Paid staff. Metro Ministries supports the staff time of one person to help coordinate and manage
Network operations.

Guiding documents. The Network is guided by an internal Network development strategy document that
was created in 2021, based on examples from FPCs around the country. It was informed by feedback from
communities and partners.
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Relationship with government

e Government initiated. The Network was not initiated by government.

e Government membership. Fresno County Public Health is a key organizational member of the Network,
and it helps lead the Network, which also includes representatives from municipalities in Fresno County
and other county government agencies from Fresno County and neighboring counties.

e Government support. The Network does not receive direct financial or staff support from local
governments.

e Approaches to informing regional policymakers. The Network is still in development and thus not
actively informing regional policymakers.

Council membership

e The Network includes approximately 100 participants representing 60 public and private organizations in
the region, primarily centered in Fresno County. Current participants primarily represent community-
based health and food security nonprofits in Fresno County.

Decision-making processes

e The Network holds full-Network meetings monthly that are primarily virtual with periodic in-person
gatherings. Working groups, which are specific to each of the six work areas in the Network, develop ideas
to address priorities within their respective topics. These working groups vote internally on their work
areas before presenting them to the full Network for feedback.

Public and community outreach

e The Network has engaged in community outreach in the past to develop priority action items within its six
categories of work. Currently, it is focusing on its internal development, not public and community
outreach.

Major updates and anticipated changes

e Organizational structure. As part of working to become a 501(c)3, the Network is exploring leadership
and organizational structures.

e Relationship with government. The Network is in the process of developing a Kresge Foundation grant in
collaboration with Fresno County Public Health that would support facilitation to further develop its
organizational structure and priorities. If successful, part of the Network’s responsibilities would be
contracted to Fresno County Public Health.

e Council membership. The Network is working to develop its membership so that it reflects the region and
engages more agricultural organizations and representatives.

e Decision-making processes. No anticipated changes.

e Public and community outreach. As part of the Network’s overall work to further establish itself
regionally, it is evaluating important voices in the region that should be represented and plans to use
outreach and engagement to engage these stakeholders in their work.

15



Regional Food Policy Summary of Governance Structures and Processes

GREATER CINCINNATI REGIONAL FOOD POLICY COUNCIL

Formed in 2014, the Greater Cincinnati Regional Food Policy Council (the Council) spans a ten-county region
extending from the city of Cincinnati to southwestern Ohio, northern Kentucky, and southeastern Indiana. The
Council’s vision “is a resilient regional food system. The Greater Cincinnati Regional Food Policy Council is a
network of food systems advocates from across Greater Cincinnati creating a resilient regional food system
together through policy and systems change. For us, resilience is social, environmental, and economic.” The
Council does this by building networks and capacity, amplifying stories of transformation, and advocating for
policy change.

Organizational structure

Organization type: Housed in a nonprofit organization. The Council functions as a program of a
nonprofit, Green Umbrella, which is a regional climate change-focused collaborative that serves as the
backbone organization for the Council’s collective impact model.

Committee and leadership structure. The Council's committee adopted its policy focus areas from the
Ohio Food Policy Network's policy agenda. The areas are 1) Farms and Land Use, 2) Access and Education,
3) Institutions, and 4) Infrastructure. The Council also has a steering committee that focuses on
communications, outreach, membership, governance, and equity.

Paid staff. The Food Policy Council is supported by staff of Green Umbrella, which currently funds a
position to direct the Council and provide community management and communications support for its
members.

Guiding documents. The Council has operating procedures to guide its operations and recently developed
a new strategic plan.

Relationship with government

Government initiated. Government employees were among the founding members of the Council, but it
was established as an initiative of the nonprofit Green Umbrella without a permanent relationship to any
government entity.

Government membership. Employees of local government agencies serve on the Council, including as
council members and committee members. Currently, a staff member of Hamilton County Environmental
Services serves as a council member on the steering committee, and staff members of City of Cincinnati’s
Office of Environment and Sustainability and Health Department serve as members of policy committees.
Government support. The Council sometimes receives funding from local governments for specific
projects through leveraged support in city budgets or grant partnerships. Local governments are
important members of Green Umbrella, and modest membership fees support operating costs of the
organization. Local governments are also eligible for a free tier of membership.

Approaches to informing regional policymakers: Strategic panel and policy landscape mapping. The
Council places an emphasis on policy advocacy, capacity-building, facilitating collaboration, and planning.
Currently, the Council is assessing the policy environments and food resources of the ten counties in its
region in order to better position itself to support and advocate for food policy changes. As part of its
work, the Council provides education and resources to a policy makers on approaches to developing a
more resilient regional food system. In addition to creating Farm Bill priorities and offering advocacy skill-
building workshops and resources, the Council creates one-pagers, presentations, and webinars for both
public audiences and members of Green Umbrella. Council activities also include offering education to
local candidates for elected office, training and supporting sponsored fellows working in partner local
governments to create climate action plans and workgroups, and reporting program implementation
outcomes and policy opportunities to local government agencies. Council staff and members participate
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in governmental planning and policy-making processes, including community health needs assessments,
community health improvement plans, climate action and sustainability plans, emergency planning, urban
agriculture and composting programs, and more. Additionally, the Council partners with local health
departments, extension services, and educational institutions on specific projects to improve food-related
policy in publicly funded spaces, like schools, recreational centers, and early care facilities.

Council membership

People can sign up to become new committee members via the Council’s website by providing
information about their interest, background, expertise, and so on. They then receive orientation
information to get them up-to-speed on the work underway in the committee(s) they have joined.
Compared to the role of a committee member, a council member is a leadership role with additional
responsibilities and commitments, as well as greater involvement and influence. Openings for this role are
filled annually each new calendar year, with the current year starting with 17 council members. Food
systems advocates and leaders interested in this role complete a brief application, which the Council’s
steering committee reviews. Council members serve one to three year terms on the Council and are
assigned to a committee or topic area based on their interests or expertise and Council needs by the
steering committee and backbone staff. New members join returning members for extensive onboarding
and capacity building at the beginning of the year. The Council seeks to engage representatives from
across the ten-county region, with the members' demographics reflecting the ten-county region the FPC
covers.

Decision-making processes

The full Council meets every other month and is open to all members. When strategic plans are drafted,
the Council highlights and sends each committee or working group the topics discussed that relate to
their work. The Council steering committee currently meets every other month, alternating with the full
17-member Council meetings. Each policy committee has two to three council members who serve as the
committee leadership.

Public and community outreach

The Council sends out a quarterly newsletter to inform the community of policy updates and any changes
to Council structure or processes. The email newsletter list includes over 1,000 recipients across the
Council’s region.

The Council also utilizes Green Umbrella’s other communications channels, including social media
accounts, bi-weekly newsletters, a website and blog, and one-off email blasts. Through these channels,
the work of the Council reaches an audience of thousands.

Members of the Council and its committees communicate internally through email lists to share updates
and resources.

The Council hosts an annual fall celebration showcasing the work of its members and periodic social
gatherings, in addition to joining events hosted by members and Green Umbrella.

Council staff and members present at public events and conferences, including local government
meetings, festivals, workshops, network meetings, and more.

Major updates and anticipated changes

Organizational structure. The Council is considering further integrating its network with that of its parent
nonprofit, Green Umbrella. This would allow the Council to better capitalize on Green Umbrella’s
developed network, which includes connections with local government officials in the region. It would
involve recruiting members of Green Umbrella’s network to be part of the Council, as well as finding ways
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to share materials and present on topics to government members who are part of the Green Umbrella
network.

Relationship with government. By integrating the Council network with that of Green Umbrella (see
above), the Council hopes to further develop its relationships with government officials in the region who
are part of Green Umbrella but not yet involved with the Council.

Council membership. While the Council is exploring new strategies for onboarding and training new
members, it has no plans for changing Council membership itself.

Decision-making processes. The Council does not foresee any significant changes to its decision-making
processes.

Public and community outreach. Trainings for council members (see above) are being considered in part
because they would further equip them to engage in community outreach within their own communities.

HUDSON VALLEY FOOD SYSTEM COALITION

Formed in 2019, the Hudson Valley Food Systems Coalition (the Coalition) encompasses the eight-county Hudson
Valley region of New York state. Geographically, the Hudson Valley stretches from Manhattan to the bottom edge
of the capital city of Albany and includes counties along the Hudson River. The mission of the Coalition “is to
realize a more equitable and regenerative Hudson Valley food system by connecting food production, processing,
distribution, consumption, and waste management practices while encouraging the use of our region's food
resources to ensure the long-term health and sustainability of our community.” The following presents
governance characteristics of the Coalition, but it is currently in a process of re-developing its mission/vision and
aspects of its structure/organization, which is described in the last section on anticipated changes.

Organizational structure

Organization type: Housed in a nonprofit organization. A local, private community foundation is the
fiscal agent that provides administrative support for the Coalition.

Committee and leadership structure. The Coalition is organized into five primary working groups, each led
by a facilitator. These groups are 1) Food Access, 2) Resource and Waste, 3) Farming and Agriculture, 4)
Processing and Aggregation, and 5) Core Values. These working groups are the “engine” of the Coalition’s
work and approach to making change. Led by facilitators, each working group develops its priority work
areas. The agendas for full Coalition meetings are developed collaboratively using a “distributed model”
of leadership.

Paid staff. The Coalition contracts with one person to coordinate the Coalition’s work and serve as a work
group facilitator.

Guiding documents. The Coalition developed bylaws, coalition values, and established meeting norms to
guide its operations.

Relationship with government

Government membership. The Coalition collaborates with such local government entities as school
districts, engages with state-level administrators and officials, and has government officials, including city
mayors and officials from the New York State Senate and Assembly, as members.

Government support. The Coalition does not receive direct local government support.

Approaches to informing regional policymakers. The Coalition periodically engages with state-level
elected officials and administrators to advocate for specific policy issues. Additionally, the Coalition invites
state-level officials to the Coalition meetings to speak on specific topics and/or hear from local
constituencies. However, the Coalition has relatively little engagement with/from local public officials.

Council membership
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Membership and meetings are open to anyone who wants to join, with no formalized positions. Much of
the Coalition’s recruitment is done “organically” through word of mouth. The Coalition has many
connections with public and private nonprofit organizations in food security, agriculture, and farming.
Additionally, the Coalition members and partners include for-profit organizations involved in the food
system, such as large institutional food purchasers.

Decision-making processes

The Coalition holds full meetings quarterly, with working group meeting held bimonthly or as needed.
Each working group is led by a facilitator who is also part of the Coalition’s leadership. Facilitators lead
their respective interest groups and develop the topics and agendas for the full Coalition meetings.

Public and community outreach

The Coalition primarily relies on personal relationships and connections of current members and
organizers for its outreach. Coalition members describe taking a slow and steady approach to developing
a strong trust-based network of partners and collaborators.

The Coalition maintains an email list of supporters, members, and community members interested in the
Coalition’s work, and it sends periodic updates and announcements to the list.

The Coalition focuses on community education on food and agriculture issues, including providing
information on federal level policy issues relevant to food and agriculture.
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Major updates and anticipated changes

e Organizational structure

o The Coalition is currently transitioning from being sponsored by the local, private community
foundation to having a more mission-aligned food organization be its fiscal sponsor to better align
the mission/vision of the Coalition with its fiscal sponsor. However, the Coalition will retain a
close partnership with the community foundation that has been its sponsor up to this point.

o The Coalition is also moving away from having working groups in order to prevent siloing of its
work areas and to focus more on community engagement. As part of this restructuring, the
Coalition is also redrafting its mission/vision statements, both to align them with its role as a
community network organization and to simplify them.

e Relationship with government. Among its goals, the Coalition is working to develop stronger
relationships/connections with local public officials so that it can position itself to influence and advocate
on local food and agriculture policy issues.

e Council membership. The Coalition does foresee any changes to its membership in the near future.

e Decision-making processes. As part of its organizational restructuring, the Coalition is moving towards
having a board of directors that oversees the Coalition. Additionally, this board of directors will have
ultimate decision-making authority, but it will be overseen/advised by an “accountability council” that will
provide input, advice, and ensure that board decisions effectively advance work that benefits the
community. The accountability council will include community members from groups historically
underrepresented in the Coalition’s membership and with strong ties to the food system. The
accountability council members will be paid for their time on the Coalition.

e Public and community outreach

o The Coalition aims to enhance outreach and engagement across diverse industries, such as food
pantries and kitchens. A key focus of the Coalition is further developing its role as a connector in
the region by helping to connect actors and organizations in the region that may be working on
related topics but are not familiar with each other.

o Additionally, the Coalition is currently planning a spring 2025 community food systems event for
the Hudson Valley titled “Emergence: Hudson Valley Food System Summit.” The Coalition is
currently recruiting partners from each of the region’s counties to help organize what will be the
first food system summit event in the Valley.

JUST FOODS COLLABORATIVE OF NASH AND EDGECOMBE COUNTIES

Formed in 2014, the Just Foods Food Collaborative (the Collaborative) is located in the northeast North Carolina
and serves Nash and Edgecombe counties. While it specifically covers these county areas, it has more limited
involvement in projects that cover Halifax, Northampton, and Wilson counties. The mission of the Collaborative
“is to be an inclusive body of people working to build healthy, viable communities through quality food.”
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Organizational structure

Organization type: Nonprofit organization. The Collaborative began as a grassroots organization in 2014
and gained nonprofit status in 2023-2024 in order to increase its operational capacity.

Committee and leadership structure. The advisory board meets monthly, and the full Collaborative meets
bimonthly. The Collaborative has recently relaunched three working groups, including Healthy Food
Access, Public Education and Awareness, and Farm to Table Value Chain, as well as adding a fourth for
Policy and Advocacy. Collaborative members self-select into working groups, which meet separately from
the main Collaborative body every other month.

Paid staff. The Collaborative contracts with the Upper Coastal Plain Council of Governments for 35
percent of a staff person’s time to coordinate the Collaborative. A nonprofit, Rural Forward, provides
meeting facilitation and administrative support.

Guiding documents. The Collaborative has by-laws to guide processes, established financial policies, and
an action plan to guide its work.

Relationship with government

Government membership. Government employees serve on the Collaborative and participate in the
meetings, including in executive leadership roles.

Government support. The Collaborative is not supported by local government.

Approaches to informing regional policymakers: Legislative partnerships and advising. Collaborative
meetings are primarily attended by institutional and organizational leaders. The Collaborative works
closely with institutional organizations, such as Bread for the World and the North Carolina Food System
Advocacy Coalition, to develop legislative connections and advance the Collaborative’s policy priorities.
Additionally, the Collaborative recently started advising the City of Rocky Mount on how to better
integrate urban agriculture into its comprehensive plan.

Council membership

Collaborative leaders serve as advisory board members and have diverse sets of expertise. The advisory
board has nine total members focused on intersectional topic areas and with varied professional
backgrounds, such as in a community development organization that focuses on housing, in a nonprofit
that focuses on behavioral health, in nonprofits that focus on community agriculture, as a childcare
director, and on a council of government.

The advisory board has a demographic breakdown that is similar to the communities the Collaborative
serves. It primarily does work in Edgecombe County, where the population is 60% black and 35% white.
The advisory board has a similar demographic breakdown.

Decision-making processes

The full Collaborative meets bimonthly, with separate monthly meetings for the advisory board.
Originally, meetings were held in community spaces and outside of work hours, but they have been held
virtually during work hours since COVID.

Proposals and agenda items about which decisions need to be made are given to the facilitator, who adds
them to the meeting agenda for the next board meeting. Board members then discuss and make
decisions as needed, usually via consensus. Items are presented to the full Collaborative session primarily
to receive input/feedback. The Collaborative makes relatively few large decisions outside of grant funding.
However, there is a voting process in place to make decisions on larger topics, like grants.

Public and community outreach
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e Recruitment and outreach primarily occur organically through word of mouth and the relationships of
current members and partners. The Collaborative also has a small email list of partners, members, former
members, and individuals interested in the group’s work to which it occasionally sends announcements or
requests for input.

e The Collaborative works hard to make sure that it is not overburdening community members with
requests for information or involvement. Thus, while it works to create a welcoming space and invites
community members and leaders to be involved, it purposefully employs few surveys, focus groups, and
email announcements. When the Collaborative does request input/feedback from the community, it
makes sure to use it to generate tangible outputs/products.

Major updates and anticipated changes

e Organizational structure
o The Collaborative recently became a formal 501(c)3 nonprofit. Because of this, the Collaborative
is planning to hire an executive director with experience and local knowledge of food and
agriculture issues to both manage Collaborative operations and lead strategic planning and
implementation.
o Currently, the Collaborative relies primarily on funding from a local philanthropic organization,
but it is looking to diversify its funding sources.

e Relationship with government. The Collaborative has recently begun to develop partnerships and explore
opportunities with organizations that do food and agriculture advocacy at the state and federal levels.
Additionally, the Collaborative is looking to build on its advising work with the City of Rocky Mount by
advising more local municipalities and county governments on food system planning.

e Council membership. The Collaborative continues to place an emphasis on making meetings and other
Collaborative activities friendly and accessible. This includes hosting meetings outside of work hours,
providing food, and reducing reliance on formalized meeting norms and industry jargon so conversations
are accessible to all attendees.

e Decision-making processes. No anticipated changes.

e Public and community outreach. The Collaborative hopes to increase its active engagement with BIPOC
and other minority farmers, further develop state-level partnerships, and foster new advisory
relationships with local municipalities on food system planning projects.

NORTHWEST INDIANA FOOD COUNCIL

Arising from a 2015 community meeting, the Northwest Indiana Food Council (the Council) officially incorporated
in 2016 and has grown rapidly, particularly since the COVID-19 pandemic. It serves seven counties in the
Northwest corner of Indiana: Lake, Porter, LaPorte, Newton, Starke, Jasper, and Pulaski, which are known
colloquially as “da region,” hinting at the strong regional identity. The work of the Council “covers service and
support; education and outreach; and policy and advocacy for our local food system to cultivate a just, thriving
and regenerative food system for all in NW Indiana. We envision a local food system where everyone has
affordable access to nutritious food that is grown by regional producers using regenerative practices. Through
community-based strategies, we work towards collaboration, healthy ecosystems, equity and resiliency for all in
NW Indiana.”

Organizational structure

e Organization type: Nonprofit organization. The Council, which gained its status as a 501(c)(3) nonprofit in
2016, originated from a task force created at a community meeting that then initiated formal actions to
create the Council.
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Commiittee and leadership structure. The Council is led by an executive leadership team, which is advised
by a volunteer executive board and an advisory board. Board positions are filled through an application
process, with each board member required to commit an additional four hours a month to food systems
work outside of board meetings. The requirements for these positions are reassessed when new strategic
plans are drafted. The Council additionally has topic-specific working groups compose of Council staff and
board members that are flexible, depending on the current issues in focus for the Council in its strategic
plan. Currently its board committees include development, engagement, governance, finance, and
executive leadership. Additionally, the Council has several programmatic areas that have emerged from
prior working groups, including 1) the Region Roots Food Hub, 2) food justice, and 3) farmer support.
Paid staff. The Council staff includes nine people, including two co-executive directors, a food hub
coordinator, a local food access coordinator, a farm-to-school coordinator, an equity and engagement
coordinator, a farm-to-chef and logistics coordinator, an operations associate for the food hub, and a
warehouse and delivery associate for the food hub. Seven of these positions are full-time.

Guiding documents. The Council is guided by its strategic plan for 2023-2026, which lays out its approach
to implementing its mission of “supporting farm viability, increasing food access, and strengthening
connections between those who grow and consume food.” These strategic plans are updated every three
years. The Council is currently in the process of updating its regional food plan. In collaboration with the
statewide Indiana Food Vision process, the Northwest Indiana Council is soliciting feedback from regional
residents on food systems issues through an online survey.

Relationship with government

Government membership. The Council’s membership includes representatives from county extension
departments. The Council also works closely with the Northwest Indiana Forum and the Northwest
Indiana Regional Planning Commission, two quasi-governmental regional planning organizations that are
informed by input from municipal leaders in the region.

Government support. Currently, the Council is primarily grant funded. This includes funds from federal
grants, state-level grants, and some funding that comes through from state sources via a regional
economic development organization.

Approaches to informing regional policymakers. The Council does not directly engage policymakers.

23


https://www.nwifoodcouncil.org/strategic-plan

Regional Food Policy Summary of Governance Structures and Processes

Council membership

Council membership is primarily composed of board members and staff, and the board is the Council’s
primary body. The Council’s board membership engagement efforts have focused on getting stronger
representation from the four more rural counties on the region’s south side, in addition to working to
increase and retain men for board leadership.

Decision-making processes

The Council’s board of directors is the central decision-making body of the Council and is responsible for
both strategic decisions and decisions about structural changes to the Council (program-specific decisions
are the purview of staff). The board is comprised of 20 members representing various aspects of the food
system who sit for two-year terms. However, the Council is not currently enforcing the two-year limit
because it is experiencing a period of rapid growth. Retaining board members, some of whom have
transitioned into staff roles, is helping the Council retain knowledge as it navigates this period of growth.
The Council recruits new board members annually and tries to bring on new members in cohorts to
facilitate quicker onboarding.

Full Council board meetings are held monthly at the offices of the Regional Planning Commission/Council
of Governments. The previously listed committees make proposals to the board, which are presented and
voted on by the full board. If approved, the committee that proposed the idea is responsible for its
implementation.

The Council elects board leadership positions, including the president, vice president, and secretary. More
serious decisions, like removing a board member, require a plurality. Major decisions and expenditures
are voted on by the board, while day-to-day financial operations, such as grants, are voted on by the
Council’s leadership.

Public and community outreach

Listening sessions. The Council hosts periodic listening sessions, focus groups, and facilitated discussions
with members of the community and/or specific groups (e.g., farmers) to gather input and feedback.
These listening sessions are announced through the Council’s email list. Additionally, the Council asks for
input/evaluation from community members participating in any events/programmatic activities.
Community events. The Council developed a reputation before the pandemic as an “events-based
organization.” Important public events that the Council has historically hosted include the Food Expo and
Discussion (FED) event started in 2017. FED brings together approximately 200 community members for
panel sessions on food system topics that community members are welcomed to propose and lead.
Additionally, the Council hosts FarmHop events that involve bus tours of regional farms for community
members. These events did not occur during the COVID-19 pandemic, but the Council intends to reinitiate
them now that it has abated.

Value-chain coordination. During and since the pandemic, the Council has been developing its role as a
value-chain coordinator, specifically focusing on developing business-to-business relationships.
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Major updates and anticipated changes

Organizational structure

o The Council is in the process of shifting from a working board to a governing board. This has
involved shifting away from working groups, which have become programmatic areas run by staff,
to board committees.

o Additionally, the Council is in the process of making plans to diversify its funding, which is
primarily grant-based at present. The food hub operated by the Council is revenue generating and
helps to offset some of its costs, though it is not revenue neutral. Additional funding avenues that
the Council is exploring include developing an endowment through the support of large dollar
donors and exploring a dues-based membership model (see below for more detail).

Relationship with government. An expected area of growth for the Council involves further work with
local economic development organizations and elected officials on infrastructure development, which will
be facilitated by the Council’s current relationship with a regional economic development organization.
The plan is to develop these public sector relationships in order to develop needed agricultural
infrastructure, such as a processing and distribution center.

Council membership. Currently, the Council’s primary membership is its board. In addition to working to
expand representation on the board, including from the rural southern counties in the region, the Council
is exploring developing a non-board membership model to further incorporate community food system
voices into its planning and decision making, creating opportunities for such members to vote on Council
plans. The Council is also exploring the possibility of developing a dues-based membership model to help
with Council revenue diversification, but it is currently weighing this against developing a solely
input/idea-focused membership model.

Decision-making processes. No anticipated changes.

Public and community outreach. The Council is always assessing the degree to which it remains accessible
to community input and ideas. As noted, the Council seeks community and stakeholder input through
feedback and evaluation at its events and programmatic activities. Part of the purpose of a new
membership model and expanding community input in the Council is to expand its community outreach.

ROANOKE FOODSHED NETWORK

Formed in 2020, the Roanoke Foodshed Network (the Network) is a regional collaboration in the Roanoke area of
Virginia that grew out of conversations and partnerships in the decade prior to the official launch of the Network.

The Network defines its region based on the concept of a “foodshed” encompassing six counties, including and
surrounding the cities of Roanoke and Salem. It works to develop “an equitable and resilient food and farm

system that produces health and abundance in the Roanoke region” by “mobilizing an expansive network to
create a collaborative, action-oriented framework to prioritize food and farm systems in the region.”

Organizational structure

Organization type: Housed in a nonprofit organization. The Roanoke-based nonprofit Local
Environmental Agriculture Project (LEAP) is the fiscal agent for the Network.

Committee and leadership structure. The Network has four working groups: Healthy Food Access,
Regional Food Identity, Farming and Food Production, and Network Development. The Network'’s
leadership team includes eight working group co-leads (two for each working group), the network
coordinator, a fiscal sponsor representative, and a Network member lead voted in by the entire Network.
At the beginning, these roles were largely volunteer/by-appointment, but the Network has developed a
formal governance structure that includes application and election processes.
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e  Paid staff. The Network has a Network coordinator and hopes to hire a communications coordinator,
funding permitting.

e Guiding documents. The Network developed a charter and documents outlining its structure/governance,
leadership/voting processes, and conflict resolution policies.

Relationship with government

e Government membership. Government employees and elected officials participate in the meetings, with
city and county governments centered around the City of Roanoke being the most heavily involved.

e Government support. The Network does not receive direct support from local government, but it has
been supported by a USDA Regional Food System Partnership (RFSP) planning grant and American Rescue
Plan Act (ARPA) funding.

e Approaches to informing regional policymakers. The Network does not currently engage directly with
regional policymakers. It is waiting to approach regional policymakers until it has developed more specific
“asks” on behalf of the Network.

Council membership

e The Network is composed of over 50 community/nonprofit organizations, local food businesses, public
institutions, and private individuals. It is primarily composed of such organizations as local healthcare
providers, a regional development commission, and universities.

e Members are primarily professional, white, and female. The Network is working to broaden its
membership by incorporating diverse voices through community organizing efforts and culturally inclusive
arts and culture events.

e The Network has added a “Farmer Network Member Lead” position to the leadership team to increase
representation from farmers.

Decision-making processes

e The leadership team, which is composed of working group co-leads to ensure connectivity across the
whole Network, is the primary decision-making body for the Network.

Public and community outreach

e Network organizers maintain a spreadsheet of local partners that are connected to each of the Network’s
working areas. They have worked to intentionally identify and map key organizational partners in further
developing this list, relying on personal and professional connections.

e The Network hosts “all partner” meetings three to four times per year, and they are open to all people
involved in the food system, regardless of whether they are involved in the Network’s working groups or
leadership team.

e The Network also has a listserv and an online platform for sharing news, resources, and event
announcements to support decentralized communication. Signups for them are available online and at all
community events hosted by the Network.

e The Network engages in neighborhood-based community organizing efforts and culturally relevant arts
and culture events in Roanoke City to connect with residents and coordinates regional farm tours and
farmer socials to better connect with and support relationship building among farmers.

Major updates and anticipated changes

e Organizational structure. The Network is waiting to hear whether it will be awarded a Regional Food
System Partnership implementation grant (pending fall 2024), which will influence its ability to hire for
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positions, such as another Network member lead (in addition to the farmer lead). It is also exploring the
creation of a land access working group.

Relationship with government. A significant goal of the Network has been to develop an established body
of work that demonstrates the benefits of the Network and its operations. Creating this body of work has
been supported by RFSP planning and (hopefully) implementation grants. The Network is hoping to use
this body of work as part of a pitch for funding support from local governments.

Council membership. The Network may increase the number of seats for representatives, funding
permitting. It may also add additional working groups, which would expand both its leadership capacity
and scope of focus. There are also plans to connect the Network with conservation groups in their region.
Decision-making processes. No anticipated changes.

Public and community outreach. The Network is looking forward to a number of community outreach
events, including an African American and Indigenous food ways event in September 2024. It will also be
engaging in community organizing events through canvassing and hosting block parties. Finally, it plans to
reach out and share information with other organizations, coalitions, and local governments in the region
to further develop its partner Network.

WESTERN PRAIRIE FOOD FARM AND COMMUNITY ALLIANCE

Formed in 2017, The Western Prairie Food Farm and Community Alliance (the Alliance) represents the rural and
sparsely populated region of Northwest Kansas, including the counties of Cheyenne, Sherman, Wallace, Rawlins,
Thomas, Logan, Decatur, Sheridan, and Gove. The Alliance works “to better balance the demand for healthy local
foods with market development... through diverse partnerships for community driven policy, programs and
education projects that impact health, economic development, small food business development and natural

resources conservation.”

Organizational structure

Organization type: Housed in a nonprofit organization. The Alliance is a project of the Western Prairie
Resource Conservation & Development (RC&D) Council, which is a nonprofit representing the county
commissioners and conservation district representatives of the nine previously mentioned counties. The
RC&D Council serves as the fiscal agent for the Alliance.

Committee and leadership structure. The Alliance is a project of the RC&D Council that is led by a
chairperson (see paid staff below).

Paid staff. The RC&D Council contracts out a part-time chairperson to organize the Alliance, as well as a
vice-chair and a treasurer.

Guiding documents. The Alliance developed bylaws and a strategic plan to guide its operations.

Relationship with government

Government membership. A significant portion of the Alliance membership is local government
representatives from resource conservation districts and county commission offices. Each of the nine
counties has two representatives on the Alliance.

Government support. As a project of the RC&D Council, which is made up of and financially supported in
part by county governments and county resource and conservation district dues, the Alliance is partially
supported financially and administratively by local governments.

Approaches to informing regional policymakers: Inclusion of local policymakers on the Alliance. The
Alliance includes county commissioners and county resource conservation district representatives.

Council membership
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The Alliance includes two representatives from each county, with one person elected by the County
Commissioners to report back about Alliance meetings and one representing food system interests in the
county. The Commissioners’ chosen representatives also create Community Action Teams (CATs) for their
counties to represent the various food system stakeholders. These county-level CATs include farmers,
market managers, agricultural producers, large agricultural landowners, Farm Bureau representatives,
school officials, food banks representatives, and other community and organizational stakeholders from
the county. Each CAT elects one of their members to represent the county CAT on the Alliance.

Decision-making processes

The Alliance meets monthly, with the chairperson coordinating the agenda with input from other Alliance
members. Meetings focus on county-level updates and areas of work in the Alliance strategic plan.
Decisions made during meetings rely on a majority-rule voting structure. However, votes only occur after
extensive discussion and modification of whatever issue is under consideration, resulting in a high degree
of agreement when a vote is taken.

Public and community outreach

The Alliance takes a grassroots approach to its outreach and engagement in the community, motivated by
the rural and sparsely populated characteristics of the region.

The most significant community outreach events are the “World Cafe” community listening sessions
organized within each county that were originally funded by a grant from the Sunflower Foundation, a
Kansas state health philanthropy. The Alliance is currently working with Kansas State University to host
several more sessions in two of the counties in their region.

The Alliance regularly sends press releases out to its membership, as well as sharing reports and other
Alliance information at large community events, such as county agricultural fairs, which supports reaching
a broader segment of the population.
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Major updates and anticipated changes

e Organizational structure

o Alliance organizers are working to develop more formalized roles for members, as well as formal
Alliance goals and meeting agendas. This work is motivated by an Alliance manager observation
that members of the Alliance are more willing to participate when they feel there are clear tasks
to be accomplished. Thus, creating formal workplans and roles for members is an effort to sustain
engagement in the Alliance.

o Organizers are also exploring the use of ripple effect mapping to better track the impact of the
Alliance’s work in the region.

e Relationship with government. No anticipated changes.

e Council membership. No anticipated changes.

e Decision-making processes. No anticipated changes.

e Public and community outreach. The Alliance is currently considering options for how to effectively
sustain the World Cafes, as there are none planned past the ones being hosted by Kansas State University.
One option it is exploring is working with county-level economic development agencies to host
community listening sessions.
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