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Our Vision for the Future 
In the coming five years, our aim is to continue strengthening our Co-
op and building community resilience. We will be expanding access to 
healthy foods, investing more in our local farmers and producers, and 

implementing more sustainability initiatives.  As a cooperatively-
owned grocery store, we keep more money circulating in the local 

economy and measure our success by the positive impact we have on 
the community. Everyone can join, everyone can shop, and together 

we are creating a healthy place for our friends and neighbors, our 
children and grandchildren. 
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Our Purpose 
 

The Orcas Food Co-op exists so that owners, customers, food producers and the Orcas 
Island Community will have: 
 
1) THRIVING COOPERATIVE ENTERPRISE: A successful business that demonstrates the 

cooperative model and furthers the co-op movement. 
2) EQUITABLE AND AFFORDABLE ACCESS: Equitable and affordable access to high 

quality, local and organic foods that support diverse nutritional needs. 
3) LOCAL FOOD: A sustainable local food system with strong regional connections. 
4) LEADER IN SUSTAINABILITY: A model sustainable enterprise that practices 

environmental stewardship. 
5) COMMUNITY CONNECTION: An inclusive community connector that fosters a growing 

network of knowledge, resources and skills. 
6) MODEL EMPLOYER: A major employer that provides fair compensation in an 

atmosphere where staff, customers and members treat one another with warmth and 
respect. 
 

Our Process 

The planning process began in 2016, led by the 
Co-op Board of Directors and Managers. We 
gathered input from our members, staff and 
community through focus groups, key 
informant interviews, a survey, and an in-store 
vision board.  This Plan describes how we will 
co-create a healthier and more resilient Co-op 
and community in the coming five years.  
(* see the glossary at the end for definitions)  

Sail Along with the

Orcas Food Co-op
Strategic Planning Process

1   2016-2017   Form Strategic Planning Task Force, 
   Prepare for Voyage 
2   March 2018   Launch Strategic Planning Process at     

   Annual Member Meeting3   April - July 2018   Conduct Surveys and Focus Groups4   August - December 2018
   Create Draft Strategic Plan5   January 2019   Member Comment Period6   February 2019   Finalize and Adopt Strategic Plan7   March/April 2019   Present Strategic Plan at    Annual Member Meeting

7
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Our Plan 
 
 

 

1. THRIVING COOPERATIVE ENTERPRISE 
 
Long Range Goal: A successful business that demonstrates the cooperative model and 
furthers the co-op movement. 
 
 

 
Opportunity: As a co-op, our success is measured by the value that we invest back into our 
community. As we continue to improve our store and provide stellar customer service, we 
are also building financial reserves necessary to weather a potential economic downturn 
and thinking creatively about the potential for cooperative development in the Islands.   
 

 
 
Objectives: 

 
a. Continue to improve the services we 

provide to our members, while ensuring 
the long-term sustainability of the 
business. 
 

b. Form a new entity to advance 
cooperative development in the Islands. 
 

c. Develop a “Community Partners”  
program to expand on the ways in which 
our Co-op works with and engages the 
business community of Orcas Island.   
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2. EQUITABLE AND AFFORDABLE ACCESS 
 
Long Range Goal: 
Equitable and affordable access to high quality, local and organic foods that support diverse 
nutritional needs. 
 

Opportunity: 
Since we opened our doors in 2014, we have had tremendous community support and rapid 
growth.  From our most recent member survey, we learned that our members want more – 
they want their Co-op to provide a wider selection of healthy and local products, and to find 
more ways to make our store accessible for all.  

 
Objectives: 

a. Expand our operations to provide more people with great food and great service. 

b. Continue to broaden product offerings to meet a variety of dietary, cultural and other 
needs, while increasing the availability of local and organic foods.  

c. Strengthen programs that increase healthy food access to low-income individuals and 
families. 
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3. LOCAL FOOD 
 
Long Range Goal: 

A sustainable local food system with strong regional connections. 
 

Opportunity: 
Despite geographic, geologic and financial challenges, Orcas Island is part of a rich 
agricultural heritage, and continues to provide our community with amazing food. One of 
the original reasons for forming this food co-op was to provide a venue for local products 
and to support a thriving and viable local farm economy in the islands.  We are already the 
largest purchaser of local food in San Juan County, but we can and must continue to make 
gains in this area by expanding local market opportunities while remaining connected to 
regional efforts. 

 
Objectives: 

a. Inspire our community to purchase more locally produced goods, through promotion, farm 
visits, in-store demos and other events and activities. 

b. Increase the Co-op’s local food sales to 20% of all sales. 

c. Strengthen the working relationship between the Co-op and local producers by enhancing 
and streamlining our policies and systems of communication 

d. Partner with non-profits and businesses throughout the islands to grow the FARM Fund to 
$100,000 in annual awards.  
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4. LEADER IN SUSTAINABILITY 
 
Long Range Goal: 
A model sustainable enterprise that practices environmental stewardship. 
 

Opportunity: 
On many levels, our Co-op is situated in the heart of the Orcas Island community.  As we 
continue to employ cooperative principles in our decision making, we have the opportunity 
to be a leader in the future of sustainability in the islands and provide a model for local, 
regional and global environmental stewardship.  We participate in the National Co-op 
Grocers’ Co+Efficient Program* to help us track progress towards our sustainability goals. 
The choices we make, such as reducing our waste, offsetting of our carbon footprint*, and 
encouraging producers to use regenerative practices* can set a positive example and help 
lead our community to a sustainable future.  

 
Objectives: 

a. Continue working towards zero waste* in our store and collaborate with community 
partners to build the systems to make that possible. 

b. Offset 100% of our carbon footprint* and offer a carbon offset program* for our 
members to participate in. 

c. Establish a program for working with producers to encourage regenerative practices*. 
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5.  COMMUNITY CONNECTION 
 
Long Range Goal: 
An inclusive, welcoming community connector that fosters a growing network of knowledge, 
resources and skills. 
 

Opportunity: 
Food is community, and as M.F.K. Fisher reminds us, “First we eat, then we do everything 
else.”  Our Food Co-op is uniquely poised to contribute to deepening our community 
connectivity.  The diverse skillsets of our members, staff, and board promise to deepen our 
efforts toward healthy living on the community scale. 

 
Objectives: 

a. Convene community conversations and social gatherings, where our community can eat 
together, engage in stimulating discussion, and celebrate. 

b. Offer an expanded range of educational events and classes that build community self-
reliance and connections. 

c. Invite a wider range of our community into our store, our events, and our ventures. 

d. Increase staff and board diversity on many levels, including ethnicity, language, and age. 
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6. MODEL EMPLOYER 
 
Long Range Goal: 
A major employer that provides fair compensation in an atmosphere where staff, customers 
and members treat one another with warmth and respect. 
 

Opportunity: 
Our Co-op is dedicated to providing a healthy, positive work environment for staff. We have 
made tremendous progress as a young organization and this effort will continue, with a 
focus on providing a living wage and a strong benefits package to all staff.  A strong Co-op 
team has the ability to contribute to positive change both in the store and out in the wider 
community. 

 
Objectives: 

a. Develop a “Livable Wage” model* appropriate for Orcas Island and maintain base wages 
at this level or higher. 

b. Strengthen our staff benefits package, including health benefits and a retirement savings 
program. 

c. Provide staff trainings and professional development on diverse topics, including 
mindfulness, team building, financial literacy, volunteerism and service. 

d. Explore the possibility of converting our Co-op to a worker/consumer hybrid co-op*. 
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GLOSSARY 
 

Cooperatives: A cooperative is "an autonomous association of persons united voluntarily to 
meet their common economic, social, and cultural needs and aspirations through a jointly-
owned and democratically-controlled enterprise.” Cooperatives may include:  

• Consumer cooperatives: businesses owned by the people who use their services  
• Worker cooperatives: businesses owned by the people who work there 
• Hybrid cooperatives: businesses that share ownership between different stakeholder 

groups (for example, a consumer/worker co-op hybrid) 
• Producer cooperatives: owned by farmers, fishers, foresters, or other producers to 

share marketing, equipment, insurance, or operate storage or processing facilities 
together  

• Platform cooperatives: to co-own websites, mobile apps or protocols to facilitate the 
sale of goods and services. 

Cooperative businesses are typically more economically resilient than many other forms of 
enterprise, with twice the number of co-operatives (80%) surviving their first five years 
compared with other business ownership models (41%). Cooperatives frequently have 
social goals which they aim to accomplish by investing a proportion of trading profits back 
into their communities.  

Carbon footprint:  A carbon footprint is a way to count the greenhouse gas emissions that 
were created as a result of the actions of an entity, such as a person, household, or company. A 
carbon footprint is a way to count the greenhouse gas emissions that were created as a result 
of actions. 
 
Carbon offset program: A carbon offset is a reduction in emissions of carbon dioxide or other 
greenhouse gases made in order to compensate for emissions made elsewhere.  
 
National Co+op Grocers (NCG): A cooperative of locally controlled, independent food co-ops 
across the United States. Orcas Food Co-op is a member of NCG, along with 145 other food 
co-ops in 37 states, representing over 1.3 million consumer-owners. NCG helps strengthen our 
purchasing power and offers us with a number of programs, including help us with our 
marketing, sustainability, and discount programs. 
  
National Co-op Grocers’ Co+Efficient Program Co+efficient: A sustainability program 
designed to improve co-ops’ social, environmental, and local economic impacts. It offers a 
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common framework for co-ops to measure their sustainability baseline, analyze strengths and 
opportunities, and improve sustainability results using program tools and resources. 
 
Livable wage: Currently the Orcas Food Co-op measures “Livable Wage” using the National 
Co+op Grocers Livable Wage tool, which is used across the country by all NCG co-ops. The 
model uses publicly available data specific to San Juan County to determine the minimum 
income needed to cover basic living expenses such as housing, food, etc. On January 1, 2019, 
we increased the entry-level wage to $14/h, resulting in 100% of staff being paid above the 
livable wage threshold for the first time. 

Local: At Orcas Food Co-op, we define our “local” products as “made or produced in San Juan 
County”.  

Regenerative: Regenerative agriculture describes farming and grazing practices that, among 
other benefits, reverse climate change by rebuilding soil organic matter and restoring 
degraded soil biodiversity – resulting in both carbon drawdown, increased fertility, and 
improving the water cycle. 

Zero Waste: The conservation of all resources by means of responsible production, 
consumption, reuse, and recovery of all products, packaging, and materials, without burning 
them, and without discharges to land, water, or air that threaten the environment or human 
health. 

 


