Summary of SEMAP Planning and Strategy Meeting
March 6, 2014; 9am – 4pm
Dartmouth Grange, Dartmouth, MA

1. SEMAP Programs and Core Value
Participants gathered around a wall chart listing SEMAP’s programs between 2009 – 2014.  The chart included the years an event was held, and when the data was available, the number of attendees.  Meeting participants used sticky dots to identify three programs of greatest value to the SEMAP community.  The following is a list of the programs and the number of votes they received:

	Program
	Activity
	Votes
	Comments

	Activities and Events

	Food and Ag Conference 
	9
	· Partnership between SEMAP and the conservation district important
· Conference fills the gap of no extension service in the area  


	
	Farm to Table Dinner 
	3
	

	
	Annual Meeting 
	1
	

	
	Winter Networking Meeting 
	1
	

	
	Bog Jog
	0
	

	
	Tour de Farm Bike Tour
	
	· Wasn’t on the list for rating
· Identified as a successful event in the past

	Community Education
	Community Ed Workshops 
	1
	

	
	Local Food 101

	0
	

	Farmer TA/ Outreach
	Grower Education workshops
	4
	· Classes by Derek very helpful

	
	So you want to be a farmer
	1
	

	
	Land matching 
	1
	

	
	· Farmer potlucks
	0
	

	
	Land Access Meeting
	0
	

	
	Referral Network
	0
	

	Connecting Eaters and Farmers
	Business to Business 

	6
	· Not a lot of local food at markets in the region
· Distribution is a challenge with this program
· Farm Fresh RI was identified as a good, successful model and possible partnership opportunity.  Some local farmers sell a lot to them.

	
	Local Food Guide
	5
	· Educates consumers, something that only SEMAP can do well in this region
· Important to keep up with Buy Fresh Buy Local campaign because that has national brand recognition and puts SEMAP on par with a national campaign

	
	Buy Local Marketing Kit
	1
	

	
	CSA Fair
	0
	

	Advocacy and Policy
	Advocacy and Policy
	5
	· Agriculture in MA doesn't get the attention that other industries do
· Provides a good opportunity to educate the elected leadership on these issues in MA
· Allows for funding opportunities
· Chance to coordinate strategy with other groups working on similar issues




2. What is the Unique Value of SEMAP?
Participants gathered in small groups and discussed SEMAP’s unique value. During the course of their conversations they considered: Activities of value; Who else is working on in the area; How the food system has changed since SEMAP’s founding; and Current needs.  Data on farming in the region was distributed for reference.  The following are some of the themes and ideas shared:

SEMAP Unique Value
· Connection and relationship with growers and buyers
· Strong relationships with farmers in the region through program delivery
· Local focus gives SEMAP the unique position to carry the voice of the region to policy maker

SEMAP as “hub/ connector”
· SEMAP can be an “enabler” vehicle or “backbone” organization providing support to other stakeholders doing good work.
· SEMAP as a central location for resources - people call SEMAP if there is an issue
· SEMAP is the connector of the work that is already happening.  Need to learn more about what is already happening and how SEMAP can help
· Convener that brings people together to celebrate food, hard work and facilitating social interaction and relationship building

Differing perspectives on SEMAP’s scale and geographic region
· SEMAP should be bigger – connect to Boston, the Cape – for marketing.  Push product, not training.
· Focus on specific geographic area – target a smaller audience, be more effective
· Build partnership and collaboration with organizations outside of the region

Core goal is to support local farmers

3. Distilling Lessons from the Past
Jen Marshall updated the group on how the current moment came to be.  The group then identified SEMAP’s key challenges historically and brainstormed in small groups how they might be addressed.  Following is the list of challenges identified and highlights from the small group discussions:

SEMAP Challenges
· Focus
· Funding
· Board burnout
· Value of SEMAP unclear 
· Finding leadership that is passionate, dedicated, hands on 
· Large geographic region for small staff to cover
· Board effectiveness/ development
· Unclear distinction between SEMAP and trade associations

Financial sustainability discussion
· Viability of SEMAP as a farmer membership organization:
· Is a membership organization realistic, given the economics of farming? 
· NOFA MA good example of membership scale in line with farmer income
· Sense in the community that farmers are being asked to give more to SEMAP than they receive from it – will need to understand value of joining
· Possible model = 50% self-funding (25% – farmer membership, 25 – sponsors); 50% grant funded. 
· Are we sustainable just focusing on the farmers or go out to people who donate at Farm to Table? Many people other than farmers will support the farming community. 
· Start small, develop a track record - look at 3-5 years out. Do something well, attract more funding. 

Board engagement discussion
· Board membership should reflect the value proposition and audience it is representing
· Need geographically dispersed board, can be touch points throughout the region
· Want a working board that empowers staff to do their job well
· Concern about finding a board that will have the time and energy required
· Increased participation and role in setting strategic direction
· Consider term limits, cycle for executive committee, revisit bylaws

Leadership attributes for the executive director  
· Innovative
· On the ground
· Articulate/ spokesperson
· Productive/ positive/ high energy / passionate

Ideas for establishing concrete benefits for farmers
· Mini-grants to farmers- dollars they can put toward what they need 
· Creating a sense of community / support: offer a package of Twilight and Grower meetings to build/ nurture a cohesive and supportive community  

4.  SEMAP Critical Path Focus
After lunch the group went around the circle and answered the question: Given the challenges and potential value of SEMAP, is it viable?  The sharing from that circle led to the creation of a list of “critical path” items for the board and staff to consider as it moves forward.

Semap will fly if…

· Relevant to farmers
· Driven by farmers
· All farmers
· Give buy-in, time, dollars
· Strong engaged board
· Right folks at the table
· All staff involved in programming
· Respected passionate leadership
· Good collaboration between staff and board
· Solid financial base – mix of membership and grants
· Clear benchmarks, tracking progress
· E.g. 25% of budget from farmers/ other types
· # of new members, etc
· Offers valuable programs/ services/ has a unique role

Small group farmer engagement
Making SEMAP relevant to farmers was a core need identified by the group.  In the next session the group gathered in small groups to address the question: How can we engage with farmers to learn what SEMAP can offer that is relevant, valuable, and worth their time and investment? A list of ideas was generated and the group identified priorities by a sticky dot vote.  The results follow:

· Invite farmers to serve on board, committees, subcommittees, and advisory board. (12)
· Annual meeting that includes beer, food, “soft” place.  Include sessions/ survey that addresses the question of farmer relevance.  (6) 
· Develop questions for feedback: Should SEMAP continue and why?  Short survey form at Ag conference? (6)
· Reach out to appeal donors as possible board members and ask them to reach out to other farmers (4)
· Twilight 1:1 – a few in next few months (2)
· Regional farmer visits (2)
· Provide incentives for participation – e.g. raffle entrance fees for events like Ag fairs, etc (1)
· Phone calls to farmers who gave to annual appeal (1)
· Attend other events,
· Farmer BBQ in Fall, Sunday 6-8
· Possibly focus in Dartmouth/ Westport region – grow larger in next 5 years?
· Legislative tour

Possible strategy for determining relevance to farmers
· Identify 40-50 farmers who are representative.  Start with core work that builds credibility and relationships
· Conduct listening sessions – invites through networks and connections.  The point was made that before this could happen they would need to build trust among farmers first
· Visit farms – talk to farmers while they work
· Develop a concise survey form with a list of consistent questions that can be used across a variety of settings and entered into a database to gather a broader base of data

5.  Planning / Next Steps
Board Next Steps:
· Meeting of the Interim Board to see who is staying and go over suggestions for new board members
· Develop criteria for new board members and a list of possible candidates (e.g. farming and/or board experience; well connected, funders)
· Make calls to new board members
· Annual meeting planning
· Develop a fundraising strategy
· Decide strategy for the coming months – one suggestion is to simplify SEMAP activities and take the year to retool on a very limited budget
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