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—  Forming a Core Group  —
Part of the purpose of Community Supported Agriculture is to surround the growers of our food with a supportive network of passionate, helpful, friends and customers.  In a CSA, each person is the organization, the community.  If a farm recruits people to subscribe to its produce, the growers must relinquish some of their autonomy to make decisions for their CSA.  At the same time, the growers must feel that they are more than temporary employees who serve at the will of a board that may not understand a great deal about food production.  A partnership between the farmer and a group of committed CSA members, called the “Core Group,” helps the burden of CSA management rest more easily on many shoulders while anchoring the sense of community among the farmers and CSA members.  

What are the benefits to the farmer in forming a Core Group?
Not every farmer-managed CSA has a Core Group.  It depends on how many of the administrative tasks the farmer wants to share with his/her CSA members.  That said, whether the CSA is formed by a farmer or by a group of members seeking a farmer, the formation of a Core Group to handle the CSA’s administrative tasks allows the farmer to focus on growing the food.  It also creates a sounding-board for the farmer’s ideas, questions, and critiques about the CSA, which helps keep the farmer from feeling isolated within their own CSA’s community.  In the case of Silver Creek Farm in Ohio, according to the book Sharing the Havest, that farm’s Core Group “became so well trained that when [farmer] Ted [Bartlett] had a heart attack, they were able to keep the farm rolling along.”  What a comforting thought!  
In situations where the farm is located more than an hour’s drive from the members, CSAs really depend on their in-city Core Groups to handle distribution and member management.  Once-a-month meetings of the Core Group and the farmer, along with electronic communication, keep everyone on the same page and everything running smoothly — and, again, keeps the farmer from feeling so isolated from his/her customers.  

For farmers whose CSAs comprise only a part of their farm business, the Core Group can be useful in keeping the CSA’s operations straight so that the farmer can better manage sales to restaurants, farmers’ markets, etc.  In cases where the Core Group handles the bookkeeping for the CSA, the Core Group may be able to see alternate methods for CSA growth, fund-raising, long-term planning, etc. which the farmer may not have the time to consider as thoroughly.  Although creating a separate bank account for the CSA, which the Core Group can manage, is an option, the farmer need not turn over his/her bank accounts to the Core Group — the Core Group can simply keep track of the numbers, while the farmer maintains control over the actual money and banking.  
How do I form a Core Group for my CSA?

Creation of the roles and responsibilities of the Core Group is as flexible as whatever the farmer and CSA members agree to.  There are basically two steps to the process: 1) the farmer must find a few people who share a commitment to the CSA — members with a wide variety of expertise is ideal; and 2) the farmer and potential Core Group members work together to designate the roles and responsibilities of the farmer and the Core Group — this is an essential step to attracting committed individuals to the Core Group.  Below is a possible structure for the CSA’s division of roles:

EXAMPLE CSA STRUCTURE

Farmers

· Develop farm budget to present to core group

· Prepare field plans

· Soil preparation

· Seed selection

· Planting

· Cultivation

· Harvesting

· Machine work

· Maintenance and repair of tools and buildings

· Purchase farm supplies (seed, soil inputs, fuels, packaging)

· Pay farm insurance and taxes

· Capitalization and financing

· Bookkeeping

· Financial records

· Production records

· Certification

· Educate sharers about farming

· Oversee sharers’ farmwork

	SHARERS
· Decide on legal structure

· Decide on commodities to purchase jointly

· Agree on group values (e.g. organic, local,  low-income/social diversity, involvement of children)

· Selet Core Group

· Participate in CSA

· Pay on time

· Do farmwork

· Do distribution work

· Help recruit members

· Pick up and enjoy food share

· End-of-season survey to evaluate CSA
	CORE GROUP AS A WHOLE
· Selects farmers

· Selects land

· Selects crops desired

· Sets fee policy

· Sets payment schedule

· Determines work policy (amount of member participation)

· Sets distribution place(s)

· Sets distribution procedure

· Monitors progress of CSA


Roles and responsibilities of the Core Group

It is useful to have distinct roles within the Core Group, each with a general job description including what skills are involved, how much time will be required each week/season, any special equipment needed, etc.  Having specific jobs helps keep the Core Group focused and interested.  To determine the roles needed, make a list of all the tasks that need to be done and some logical categories for breaking them up. 

You may choose to distribute the tasks (by advertising among your members for help wanted) and shift them around seasonally so that nobody burns out.  It may be beneficial or necessary to compensate some of the more time-intensive jobs with a free share.

Core Group roles are completely variable, given the unique resources and needs of each CSA, so use this list as a potential guide.

Core Group Coordinator

· Oversees entire CSA operation

· Convenes and facilitates meetings

· Speaks with farmer(s) and all other core group members on a regular basis to ensure that the broad goals of the farm and members are being met

· Uses these conversations to create agendas for meetings

· Time commitment will vary depending on organizational structure. 

Many groups like to have co-coordinators.

Newsletter Editor

· Collaborates with CSA Coordinator, farmer(s), recipe collector, and other members to get newsletter material
· Formats and edits newsletter at least two times per month, ideally every week

· Helps to create innovative ways to get other members involved in the newsletter

Est. 20 hours per season

Volunteer Coordinator 

· Works with CSA Coordinator and members to ensure that members contribute at least 4-6 hours of volunteer time throughout the CSA season

· Sets up weekly schedule for members to work/volunteer at the distribution site

· Contacts volunteers each week to confirm shifts

Est. 15 hours per season

Events Coordinator

· Collaborates with Core Group, other members, CSA Coordinator, the KCCSAC, and farmer(s) to plan fun, informative and relationship-building events for members

· Plans at least one farm visit per season, potlucks, food/cooking demonstrations, kids’ programs

Est. 12 hours per season
Distribution Coordinator

· Oversees distribution of shares every week, including unloading of truck and cleanup of site. 

· Oversees weekly distribution volunteers
· Will likely involve heavy lifting
Est. 5 hours per week during season, plus meetings. 

At least 2 people needed

***Note: Many CSA groups require members to volunteer throughout the season to assist the site coordinator.  It is possible for member volunteers to run distribution without the oversight of a coordinator who is there every week. For this scheme to be successful, in-depth instructions must be available to the volunteers when they arrive for their shifts.  
Treasurer & Records Keeper

· Collects and keeps track of checks and membership information; pays farmer. 

· Computer and database skills needed; must be very organized.  

Est. 3 - 4 hours per month during enrollment period (December - May), and 1 hour per month during the rest of the year, plus meetings

Outreach Coordinator
· Recruits new members; handles publicity (mailings, media, word-of-mouth incentives)

· Answers phone and mail queries 

· Oversees volunteers to help with these activities. 

Est. 2 - 5 hours per week during enrollment period (December-May), plus meetings. 

2 people recommended.  
Some other possible roles and tasks:

· Policy Coordinator

· Develops strategies for CSA members to become more  knowledgeable about and involved in sustainable agriculture and food policy issues
· KCCSAC Liason

· Acts as contact person for KCCSAC Program Manager

· Website Manager

· Develops and updates CSA’s website, or works with a web developer to do so
· Distribution Site Contact

· Coordinates with owner of distribution site (such as a church)
· Food Pantry Contact

· Ensures that weekly surplus is donated appropriately

· Secretary
· Takes minutes during Core Group meetings, distributes minutes, etc

· Recipe Coordinator
· Collects, copies, and distributes recipes and food ideas
· Collaborates with Newsletter Editor to include recipes in weekly newsletter to CSA members
�  Adapted from Sharing the Harvest


�  Adapted from Just Food’s CSA Toolkit
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