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AUBURN INTERFAITH FOOD CLOSET 

EXECUTIVE COMMITTEE 

MINUTES OF THE MEETING 
HELD 

July 21, 2022 

at 

1788 Auburn Ravine Rd, Auburn CA 95603 

Andy Hayes called the meeting to order at 3:03 PM. 

In attendance were:  Andy Hayes, Judie Whitman, Fran Wheaton, Richard Goss, Sandy 

Bassett, and Denise Hoffman. 

Absent was Peter Clark. 

1.  CONSIDERATION OF THE RECOMMENDATIONS OF THE STRATEGIC PLAN 

GOAL 2 – BOARD WORK GROUP. 

Richard Goss walked the Committee through the Work Group’s Report and focused 

on the recommendations.  He said that this is an outline of a new structure that has 

the Board in its role as the non-profit corporation directors in the organizational 

mission and vision setting, financial and operational oversight, and legal risk 

mitigation and Operations in its role in the day-to-day food gathering and distribution 

service.  The metaphor is a 2-engine aircraft with the Board as one engine and 

Operations as the other engine.  The engines are equally important in the 

functioning of the Food Closet and cannot be out of sync with each other. 

Goss said a third group is proposed, the Advisory Group which would accommodate 

the community group representatives as well as the affiliated church representatives 

who didn’t want to take on Board responsibilities.  Whitman commented that 

“Advisory” might make the group seem de minimus, or of lesser import, but maybe 

“Ambassadors” or other title might be better.  

Sandy Bassett said that, regarding the recommended smaller Board, the contact 

with the churches which now have representatives on the Board, may be diminished.  

Hayes commented that currently the communications with most of the churches is 

through the Communications chair.  Bassett said that keeping the contacts current is 

an important annual task. 

Fran Wheaton said that the representative from the Center for Non-Profit Leadership 

indicated that the time to adjust the governance structure is before we find ourselves 

in crisis mode due to the vacancy of critical positions. 

The Committee discussed the recommendations, including how the recommended 

changes would make transition to a paid staff model a natural progression.  Goss 

said that is true, but the Work Group did not address that future possibility. 
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Goss said that the report is only the starting point, that there is a lot of work to be 

done on By Laws, policies and procedures, Operations organization, and transition.  

All of that work follows only if the Board accepts some or all of the Work Group’s 

recommendations.  He noted that Work Group member Peter Clark believes that a 

first step is to survey current Board members to determine their interest in serving on 

the Board going forward.  Hayes said that would be out of the order of the process 

we should follow. 

Hayes observed that there are three ways to go:  1.  Devote the August Board 

meeting to this topic; 2.  Take this up at the Board Retreat; or 3.  Put this on the back 

burner.   

Bassett said that we should do a deep dive on this at the Board Retreat and present 

a concept summary at the July Board meeting.  Hayes agreed that the July Board 

meeting would have a review of Strategic Plan Goal 2, and the Report and 

Recommendations will be taken up at the Board Retreat on August 27, as the next 

level for board engagement.  Hayes also commented that the ultimate need is for a 

future committee to start working on this toward recommendations for the Board to 

consider for change and timing.  Goss said this is a major shift and should be taken 

slowly because there is so much background work, e.g., By Laws and Procedures, 

to be considered. 

Hayes proposed, and the Committee concurred without formal action, that the Goal 

2 Work Group would be on the Board Retreat agenda to go through the 

recommendations after Goal 1 progress has been discussed. 

Hayes adjourned the meeting at 4:17 PM. 

 

Approved by the Executive Committee at its meeting held September 6, 2022. 

 

Richard Goss 

Secretary 
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AUBURN INTERFAITH FOOD CLOSET 

EXECUTIVE COMMITTEE AGENDA 

July 21, 2022 

Time: 3:00 pm 

1788 Auburn Ravine Rd, Auburn CA 95603 

 

WELCOME – Andy Hayes  

 

1.  CONSIDERATION OF THE RECOMMENDATIONS OF THE STRATEGIC 

PLAN GOAL 2 – BOARD WORK GROUP. 

The Executive Committee will receive and consider the Report and 

Recommendations of the Work Group and determine recommendations to be 

taken to the Board of Directors for its consideration and adoption.  

Implementation strategies may also be discussed. 

 

ATTACHED REPORT 

✓ Work Group Report and Recommendations 
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Auburn Interfaith Food Closet 

Strategic Plan Goal 2 – Board 

WORK GROUP REPORT AND RECOMMENDATIONS 

SUMMARY:  The AIFC Strategic Plan Goal 2:  Board work group recommends 

transition to a smaller Board of Directors and gathering the various committee 

responsibilities as Operations.  The visual is a two-engine aircraft, one engine is 

Operations, and the other is the Board.  A third group of stakeholders occupies the 

cabin.  Exact Board size, transition schedule, stakeholder group 

makeup, the structure for necessary communications, and necessary 

By Laws and Policy changes are all subject to future determination. 

DISCUSSION: 

The Goal 2 work group has met on Zoom and in person, including a meeting with a 

representative from the Center for Non-Profit Leadership.  It became clear to the work 

group that the biggest issue to address is the leadership paradigm that should be 

developed to anticipate our key volunteer leaders transitioning away from their long-

term AIFC roles at some time in the future. 

Currently, AIFC leadership is a very large group of passionate volunteers involved in a 

mix of governance and operational leadership, while representing the faith communities 

that support the food closet’s mission.  The draft goals set before us and the activities 

undertaken by the Goal 1 work group have opened the question about how to create 

input/participation opportunities for community groups and other stakeholders 

representing people served by the Food Closet to assure ongoing relevance of AIFC 

service. 

The following are recommendations and the thoughts behind those recommendations.  

Acceptance of these recommendations will result in a myriad of details to be worked 

out. 

RECOMMENDATIONS: 

1.  The Board of Directors changes to a non-profit corporation style Board with 7-9 

members.  It would be made up of the corporate officers and the Operations 

Manager, with Committee leaders, supporting faith community representatives, 

and/or a representative of the Advisory group filling the remaining Board seats.  The 

Board would focus on: 

▪ Governance, including Mission and Vision setting and follow up,  

▪ Policy,  

▪ Budget setting and financial oversight, 

▪ Communications outside the AIFC, and  

▪ Fundraising.   
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The frequency of Board meetings (monthly, bi-monthly, quarterly, etc.) and whether 

an Executive Committee is necessary are issues to be discussed. 

2. The Operations volunteer leadership is committed to the: 

▪ Intake and distribution of food,  

▪ Homebound deliveries,  

▪ Inventory,  

▪ Gleaning and gathering from donor farms and sources, 

▪ Outreach to communities/persons experiencing food insecurity, 

▪ Bookkeeping, grant writing and administration, and  

▪ Maintenance of the facility and equipment. 

Further discussion is needed to determine whether one volunteer leader is to be 

responsible for all the operations activities, or if there are a few other leaders with 

responsibility for specialty tasks.  One of these other leaders could be responsible 

for outreach activities and another for grant writing and administration. 

3. An Advisory group made up of supporting faith community representatives as well as 

representatives from organizations or communities served by the AIFC is proposed.  

This group assesses the success of AIFC’s efforts to provide food to all identified 

pockets of food insecurity as well as the user-friendliness of AIFC’s service delivery.  

It is envisioned that this group would meet two or three times per year and one of the 

meetings would be joint with the Board of Directors.  Designated Operations leaders 

would be the regular liaisons with this group, and a member of the Board of 

Directors could be designated to be part of this group. 

SUPPORTING THOUGHTS 

In order to move forward to a leadership structure that recognizes the level of activity 

required in Operations versus the less time intense but more legally responsible 

Director role, the consultant from the Center for Non-Profit Leadership posed the 

comparison to a two-engine aircraft.  One engine is Operations, the other is the Board.  

The AIFC needs both, working equally to move the “aircraft” smoothly through clear as 

well as stormy skies.   

Board of Directors 

This is the engine that takes responsibility for 

organizational vision and oversight by way of  

▪ Organizational mission, vision, and goal setting 

and measurement, 

▪ Policy determination and review to assure adherence,  

▪ Budget adoption and financial performance review,  

▪ Fund raising,  

▪ Identification of legal requirements with tasks to assure compliance,  

▪ Operational and legal risk identification and mitigation, and 

▪ Relationships with media and supporting community service organizations 
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The smaller Board allows the Committee leaders to not have to take on the legal 

responsibilities of Director positions.  The smaller Board may allow the elimination of the 

Executive Committee.  The Board does not delve into the details of Operations, other 

than to understand what is being done.  Board members should be expected to work 

volunteer hours in the Food Closet to gain insights in their oversight responsibilities, but 

definitely not to be a “VIP on premises”. 

The Board of Directors engine cannot go faster or slower than the Operations engine to 

keep the flight smooth.  While the Board sets policy, it cannot take sudden turns to 

avoid tearing the aircraft apart. 

The Board must also respond to the Advisory group in the cabin as it provides 

directional insights and identifies stakeholder needs that require policy and budgetary 

course corrections. 

Operations 

The day-to-day tasks of the Food Closet’s “business” is the responsibility of the 

Operations engine. Examples include: 

▪ Guest service,  

▪ Homebound delivery,  

▪ Food ordering, gleaning, relationships with farmers, 

▪ Inventory management,  

▪ Guest records tracking,  

▪ Nutrition and kitchen,  

▪ Birthday bags,  

▪ Resource referrals,  

▪ Volunteer recruitment and training,  

▪ Facility, equipment, and vehicle maintenance and sanitation,  

▪ Grant application and monitoring, and  

▪ Bookkeeping and data entry.  

Budgetary deviations within set parameters are managed by Operations, and deviations 

above the parameters are referred to the Board.  The managing volunteer(s) in 

Operations have budgetary flexibility to assure unabated service to AIFC guests. 

Under the corporate policies set by the Board, operational policies guide the work of the 

Operations engine as they are much more detailed than policies set by the Board.  

There can be no conflict between the sets of policies.  The Operations group receives 

and responds to issues and ideas raised by the Advisory group to assure that AIFC’s 

service is responsive to community needs within the policies set by the Board. 

The Operations engine runs in concert with, not separate 

from, the Board engine.  Communication between the two 

is critical to make the figurative airplane fly smoothly.  As 

outlined above, Operational leaders either serve on the 
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Board or attend Board meetings to brief the Board on the trends seen and issues faced 

by the volunteer staff. 

Advisory Group 

We have learned the value of receiving community inputs.  We also recognize that the 

proposed structure with a smaller Board changes the current practice of having up to 3 

Board seats for each supporting faith community.  An Advisory group made up of 

community representatives, faith community representatives, and possibly service 

organization representatives to be “eyes and ears” for the Board and Operations 

leadership is proposed.   

This group is flying in the cabin of the airplane and is very interested in the two engines 

taking it to appropriate destinations.  Course corrections and adjustments come out of 

this group, either in Operations service recommendations or Board policy/budgetary 

amendments.  This group might meet every 4 months with at least one annual joint 

meeting with the Board.  Failure of the Board or Operations leadership to give ear to 

suggestions from this Advisory group will, over time, render it ineffective. 

 

Implementation 

The first step is to ask current Board members to indicate their interest in remaining a 

Board member or their preference to keep or take a role in the Operations side.  The 

point is to allow current Board members to continue to serve in their Board role if they 

wish to do so.  The transition to the smaller Board occurs over time.  

Once the Board has settled on the outline of a revised governance/operations/advisory 

structure, work on Bylaws and Board policy changes, transition of Board members to 

new roles, recruitment of new and diverse Advisory Group members, and the timing of 

the adoption of those changes are details to be worked out.  This needs discussion and 

concurrence by the Board of Directors. 

 

The Work Group recognizes the valuable insights of Pastor Paul Bagai and Pastor 

Charlane Lines who participated in the formative stages of this work as well as the 

helpful facilitation provided by Renee Anaclerio. 

 

Respectfully Submitted, 

AIFC Strategic Plan Goal 2 Workgroup 

Peter Clark  Richard Goss Fran Wheaton Judie Whitman 

Date:  July 21, 2022 

 


