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INTRODUCTION

Introduction
Managing an organization the size of Dowling Community Garden requires the
labor and creative energies of many people. We call these people coordinators
because they often control and harmonize the work of other gardeners fulfilling
their service requirements, although some coordinators oversee work that requires
only one person—the coordinator—to perform. This handbook describes the tasks
and procedures various coordinators may confront in carrying out their jobs.
The procedures written about here are not static; they may change with committee
rulings or by coordinator inclination. Some positions may not be active, and several,
in combination, may be held by one person. The intention of this handbook is to
provide a roadmap for the new coordinator, so that he or she is not overwhelmed by
confusion, detail, and responsibility. This is also a reference to the experienced
coordinator, and as such should be updated as procedures improve.
Although there is a wealth of detail in these pages, much has been left out because
rules change from year to year and because different coordinators may handle the
same situation differently.
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Maintenance Coordinator
Position summary
The Maintenance Coordinator maintains all structures, outdoor furniture, tools,
hoses, and miscellaneous gardening implements in good working order. He or she
may manage and oversee the requisite number of workers needed to accomplish this
objective.

Tasks
The following tasks are required:
•

Maintain the shed structure and keep both the inside and the outside areas next
to the building neat and orderly—i.e., free of debris and safe for our gardeners
and the general public.

•

Keep in good repair all shared tools and gardening implements including hoses
and wheelbarrows. Clean tools and implements when necessary. Repair hoses
that have developed bad kinks and leaks. Withdraw push mowers for sharpening
or repair when needed.

•

Make sure that hoses are stored in the correct manner so as to prevent injury,
provide for easy access, and prolong hose life. This includes both hoses stored
within the shed and those stored on posts in the Garden.

Specific procedures
The area inside the shed needs constant attention. Although gardeners should be
encouraged to replace tools and hoses neatly after use, they cannot be relied upon to
do this. Shovels, rakes, hoes, and hoses need almost daily policing during the
summer months. Without this attention, the space within the shed, which is
generally dark and close, provides an opportunity for accident and injury.
Repair or replace broken tools. If a tool is not fit to repair, dispose of it. If a tool is
of such poor quality that failure seems imminent, replace it. Garage sales are a good
source of older, high-quality tools. When adding a new tool or refurbishing an old
one, paint a portion of the handle red before placing it in the shed. Tools are often
left in the garden, and a red handle makes for easy identification and retrieval..
Examine wheelbarrow tires regularly and check that they are properly inflated. There
should be a working air pump inside the shed. Tighten any loose bolts on the
wheelbarrows. Replace any wheelbarrow trays that have rusted through. Replace the
whole wheelbarrow if that becomes cost effective.
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Often gardeners leave unwanted personal tools and wheelbarrows in the shed. If
these are of better quality then the ones we already have, use them to replace ours.
Dispose of the displaced items. If the donated tools are of inferior quality, dispose
of them.
Water bayonets for the south gardens are stored in the shed, and those for the north
gardens are stored in the north hose kiosk. Frequently check to see that all bayonets
are accounted for. If any are missing, look for them in the gardens. Sometimes
gardeners leave them in the ground valves or near water barrels. Occasionally they
have been found in the water barrels. South garden bayonets and north garden
bayonets are different sizes and are often placed in wrong and opposite storage.
Check and correct this, if necessary.
The area around the outside of the shed often collects refuse and unwanted
gardening structures—e.g., old tomato cages. Remove and dispose of this stuff.
Keep the grass around the shed trimmed. Replenish wood chips in front of the shed
door when they become low enough to expose soil and mud.
There should be a flashlight in the shed. Make sure the batteries are fresh. There is a
battery-powered, motion-detecting light on the inside of the shed door. The
batteries for this should be changed when the light becomes insufficient for
nighttime use of the drop box. The best batteries to use in cold weather are lithium
or high-output, electronic-device batteries. Both lights should be removed from the
shed for the winter months.
Keep the locks on the shed and the hose kiosk working smoothly by applying
graphite lubricant on a regular schedule. The shed lock is used more frequently,
therefore it requires more attention.
Paint the shed trim, the hose kiosk, and wooden benches when they require it. These
things can generally go several years between paintings; however, if they become
vandalized, they will need immediate attention.

Contacts
Jeffrey Loesch, Dowling Garden Treasurer, is currently (2009) the primary person to
contact with any problem involving the water valves or bayonets.

Staff coordination and communication
A minimum of two staff in addition to the coordinator were usually needed in the
past to accomplish all of the maintenance tasks. However, since maintaining the
shed and its contents have been added to the list of miscellaneous tasks posted on
the shed door, this is no longer necessary. At least 1 hour minimum labor should be
devoted to normal maintenance per week.
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Oversight by the coordinator must be continuous throughout the gardening season
because of the importance of some of the tasks. The shed’s orderliness is paramount
to prevent injuries. Water bayonet disposition is important because of their
costliness and frequency of use.

Problems encountered
Staff participation has always been the largest problem. If the coordinator is
unwilling or uncomfortable with the idea of pestering his or her workers to
participate, the coordinator will have to do the work. Now that this area is on the
miscellaneous task list, this problem has been alleviated. Although some of the
gardeners are by nature neat, it is quite easy to see whether there has been an active
effort to keep the inside of the shed organized.
Ultimately, it is the coordinator’s responsibility to make sure everything is
accomplished.

Notes
Paint for the benches is Benjamin Moore latex 2019-50 (Lemon Drops). The natural
wood on them has been coated with Minwax® Helmsman Spar Polyurethane.
The push mowers must be sharpened professionally; every couple of years is
probably okay. Any of the local hardware stores will do the job at a reasonable price.
As of 2009, we are using the Dowling School’s dumpster for disposal of non-organic
waste. It is located in the school’s fenced parking area and available on weekdays.
Since the shed is small in relation to the number of users and tools that we need, any
improvement in storage methods should be encouraged.
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Communications Coordinator
Position summary
The Communications Coordinator handles all correspondence not conveyed by
other coordinators to Dowling Community Gardeners.

Tasks
The following tasks may be required:
•

Write and send a monthly e-mail memo or update to Dowling gardeners

•

Forward information from the Committee to Dowling gardeners

•

Respond to or forward e-mail received from the public

•

Respond to or forward e-mail received from Dowling gardeners

•

Post information for gardeners in the shed kiosk

Specific procedures
In lieu of a monthly newsletter, a monthly e-mail memo to the gardeners is a
valuable tool. Even if a monthly newsletter exists, an e-mail memo is timelier
because it can be generated quickly and can incorporate last-minute information
more easily than a newsletter, which can take an entire month to create. Follow-ups,
addendums, and corrections are also easier and faster. See the Notes section
regarding mass mailing with an e-mail client.
Because writing styles differ, there are no hard and fast rules for the composition of
this memo. However, the intention is to convey information that is important to our
gardeners as well as to establish rapport. Often the information to be imparted can
be dry and boring, and it is sometimes unwelcome. To effectively communicate to
the garden population—i.e., to get them to read the memo—it helps if the memo
has humorous or personal passages. Depending on the writer, this style can also
assist in the composition of the memo.
Try for a good mix of information that the gardeners need with information that is
nonessential. Also make every attempt to verify the accuracy of the information that
the gardeners need. Unless there is a plethora of essential information, keep the
memo to one page in length (about 800–1,000 words). Longer letters are more likely
avoided by your audience, especially if this becomes a habit and your style is dry.
Be sure to inform the garden population that they can communicate with you or the
Garden Committee, at any time, by using the Garden’s e-mail address.
REVISION 1.1, NOVEMBER 27, 2009
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Occasionally, the Committee or another coordinator has information for gardeners
that needs to be transmitted outside of the monthly memo. Pass this along
immediately. If the transmission includes an attachment, such as a PDF file, make
sure that it is virus free and as small as possible. Any e-mails that contain an
attachment should state that an attachment is included, along with a short summary
of its contents. Also occasionally, you will receive requests from outside
organizations to pass along an e-mail message to our gardeners. Resist complying
with these petitions (sometimes demands) unless the information is crucial to our
gardeners and the Committee agrees to its distribution.
E-mail queries are occasionally received from the general public. The numbers
increase in the summer months. Answer these as quickly as possible or forward
them to the intended party. Some of these will be requests for information about
plot availability. Forward these immediately to the Membership Coordinator, with a
brief return note saying you have done so. Do not give out anyone’s e-mail address.
Instead, forward the message and allow the intended person to make contact if they
wish.
E-mail is also frequently received from our gardeners. Try to answer these messages
quickly, because they may be time sensitive. Also, our gardeners greatly appreciate a
fast response. Sometimes the mail may seem of low importance or it might be a
personal note or it may have nothing to do with gardening. Nonetheless, people
value a speedy reply.
Sometimes one of our gardeners will want to contact another of our gardeners. Do
not give out an e-mail address without direct permission from the second gardener.
A better solution would be to ask the questing party if you can forward their
message along. This admonition does not apply to queries from other committee
members or to coordinators with regard to their assigned workers.
A small percentage of our gardeners do not have e-mail service. To provide those
gardeners with timely information, post info in the shed kiosk, if it is of general
interest, or by postcard or letter if it is specific to one of these gardeners. Another
reason to keep the monthly memo to one page is that it will be easier to post in the
shed kiosk.

Contacts
Contacts include all Dowling gardeners and committee members. Depending on
how outgoing you are, your contacts may also include the management of other
community gardens and organizations such as Gardening Matters and the Green
Institute.

Staff coordination and communication
Not applicable to this position.
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Problems encountered
Some gardeners’ e-mail addresses will be incorrect, and these people will need to be
contacted in another fashion—e.g., postcards or letters. Try to get address
corrections if you encounter problems. Some e-mail providers such as Gmail and
Hotmail incorporate spam filters that make contact difficult. If possible, get
gardeners with these addresses to adjust their spam filters to allow your e-mail
through.

Notes
Depending on your knowledge of e-mail clients and service providers, mass
e-mailing can be problematic. Pegasus Mail works well as a client. Because of the
number of recipients, you may have to break your address book up into 3 or 4
sections, sending memos out in 3 or 4 chunks. This method helps to work around
mass mailing limitations imposed by the service providers. Always send out bulk
mailings to the Dowling Garden address as the main recipient, with the gardeners
blind copied, to maintain the privacy of personal e-mail addresses. Make every effort
to keep your address books current.
The Communications Coordinator is usually the main personal contact that our
gardeners have with the Garden and the Dowling Committee. Check your e-mail at
least once a day during the gardening season. Respond promptly and professionally
to any queries from our gardeners.
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Weed Survey Coordinator
Position summary
Dowling Community Garden has almost 200 separate gardens. It is located within a
residential neighborhood and is accessible to the general public. Its three acres are
leased from the Minneapolis Public Schools.
Since the gardens are in public view and the lease comes with restrictions, we are
required to support a certain aesthetic. The City of Minneapolis also has restrictions
regarding weeds and weed height.
The job of the Weed Survey Coordinator is to encourage garden tidiness and
enforce the restrictions regarding weed abundance and height. Additionally, the
spring planting deadline and the fall cleanup deadline are enforced by the Weed
Survey Coordinator.

Tasks
The following tasks are required:
•

Survey the gardens for tidiness and beyond-acceptable weed populations.

•

Issue warnings and/or violation notices to gardeners whose gardening practices
conflict with Dowling Garden’s rules concerning weeds and garden tidiness.

•

If you have the time and inclination, assist gardeners who are genuinely unaware
of or ignorant of weed species in identifying their weeds.

•

Survey the gardens at spring planting and fall cleanup deadlines and enforce
these deadlines with warning notices or violation notices, as specified by the
Garden’s rules.

•

Determine whether a plot has been abandoned and document circumstances of
abandonment.

•

Provide thorough instruction to your staff.

•

Communicate with plotholders by e-mail, postcard, and letter.

Specific procedures
Minneapolis city ordinances stipulate that weeds may not exceed 8 inches. This is
the distance from the tip of your thumb to the tip of your little finger with your
hand spread wide, if your hand is small.
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Examine all gardens at intervals to determine whether any violate this rule. A few
weeds exceeding this height are not cause for concern. However, depending on
weather conditions and gardener attentiveness, weeds often grow way beyond this
restriction and must be dealt with. Also, regardless of weed height, it is unacceptable
if there are more weeds in a garden than there are flowers and vegetables. This
applies to weeds within perennial planting such as raspberries and strawberries,
which can be problems.
Plotholders should also be sent a notice if their garden is infringing on an adjacent
path or another garden.
Trash and containers of fertilizer and piles of dead plants are unacceptable. Masses
or piles of rotting produce are also prohibited. As of the 2010 rules, unharvested
overripe produce is grounds for a violation.
Use any method that makes surveying the gardens easy and fast. A voice recorder is
convenient, but a small paper pad works well too. Merely record the plot number
and a short note. As soon as possible, have the Enforcement Coordinator send out
the friendly warnings. Most gardeners will respond quickly.
Contact with a gardener about problems in his or her plot should be through the
Enforcement Coordinator. Send the Enforcement Coordinator information such as
plot number, the type of notice (i.e., friendly warning, violation, or abandonment),
deadlines, and any other info pertinent to the problem. First contact with a gardener
who is having a weed or tidiness problem should come in the form of a friendly
warning. If after a week has passed there is no change in the plot, issue a violation
notice. Follow the Dowling Garden Rules regarding violations.
Spring planting deadlines indicate dates by which gardeners assigned to a plot must
take action or risk losing the plot. The first planting deadline in spring is a specific
date by which at least one half of a gardener’s plot should be planted. Check the
Dowling Garden Rules for the date of this first deadline. If a plot has not been at
least half planted by this date, send out a friendly reminder. If the reminder has no
effect, after one week, depending on weather, the plot is considered abandoned.
Notify the Committee for confirmation or vote. Send out an abandonment letter to
the plotholder of record and notify the Membership Coordinator that the plot can
be reassigned. By the second planting deadline, the plot must be fully planted. Check
the Dowling Garden Rules for the date of this second deadline and for the action to
be taken.
The fall cleanup deadline is also a specific date. Check the Dowling Garden Rules;
these dates change from year to year. By this date, the gardeners are supposed to
have dead plants and temporary structures removed from their plots. The tendency
of the Committee has been to be lenient on this objective. A few dead plants or
some messiness is not a cause for concern. Tomato cages can be piled neatly in the
center of the plot, preferably tied together to prevent the cages from wandering.
However, if a plot looks very bad, a friendly notice should be sent. If, after a week
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there is no action from the plotholder, send a violation notice. The process usually
stops at this point.
If in the process of trying to communicate a problem to a gardener you receive no
response either in action or in words, the plot may be determined to be abandoned.
Since abandonment determination requires only that a given plot does not appear to
be attended for a certain amount of time (check the rules, in 2009 and 2010, this
period is 3 weeks), this process trumps the normal violation schedule. Notify the
Committee for confirmation or vote. Have the Enforcement Coordinator send an
Abandonment Notice and notify the Membership Coordinator that this plot can be
reassigned.
If you spend substantial time looking at garden plots and talking with gardeners, you
will develop a sense of which plots are inactive. Be attentive to plots that have
received a violation notice for weeds and show no activity. Start documenting the
plot around 7 days into the 10-day grace period of the first violation. At this point
the plotholder has had almost 2 weeks from your friendly notice to correct the
problem. Documentation should include your written observations and digital
photos. If the situation merits a second violation notice, the notice should include a
warning that the plot may be judged abandoned after 3 weeks of no observed
activity. Copies of all pertinent information should be sent to the Enforcement
Coordinator for action.

Contacts
Not applicable.

Staff coordination and communication
The number of staff necessary for this team will depend on each individual’s
swiftness in carrying out their weed survey. It doesn’t have to take much more than
one-half hour to survey the entire garden. Therefore, if there are about eight surveys
during the season, depending on the weather, two individuals could do the surveys.
If you are operating under a quadrant system, fifteen minutes a week for each
quadrant should be sufficient.
You will have to instruct the staff carefully, so that hopefully you can trust their
judgment about whether a plot requires notice. Often a plotholder will object to
getting a warning or a violation; therefore, unless you are willing to recheck plots
yourself, you have to be able to trust your staff’s verdict. Make sure that your staff is
prompt in reporting their findings so that the process is not lengthy. Weeds can
grow amazingly fast once they get a toehold. Finding 5-foot tall weeds is not
uncommon.
Instruct your staff about trash in plots as well as prohibited items such as weed killer
and insecticide.
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Problems encountered
Weediness can be a matter of degrees. It is sometimes difficult to decide if a plot
warrants notice. Often a plot can be just on the edge of what you consider weedy or
messy. If the call is very close, have a friendly warning sent. A week later there will
be no question of the situation, so you might as well start the process when you
notice a potential problem. Most gardeners will respond quickly and positively.
Those gardeners who don’t respond quickly will become a problem, regardless.
Some gardeners are so inexperienced that they fail to identify weeds as such. They
will usually communicate this confusion in a response to a warning letter. If you
have the time, tag their weeds with bright tape. This will often clear things up for
them.
Trash plots have been a problem. Over a period of years, gardeners can accumulate
a wide variety of scrap wood and metal and plastic objects that they once used or
intended to use for various purposes. Eventually, they may even forget the existence
of this trash and may not see it at all. Raspberry plantings are notorious for hiding
trash. Try to be vigilant in bringing these objects to gardeners’ notice. The problem
tends to get worse over time and can even be dangerous.
Containers of fertilizer should be removed by the plotholder immediately. If any
containers of insecticide or weed killer are found in a plot, this is cause for
immediate dismissal and loss of garden privileges. Inform the Committee. See Notes
regarding weed killer and insecticide.

Notes
“Natural” forms of insecticide and weed killer are permitted. Become familiar with
the low risk products so that you can make correct determinations. The Dowling
Garden website has a link to the Minnesota Department of Education site that lists,
by search, banned pesticides. There is also a link to the Minnesota Department of
Agriculture’s list of noxious weeds. Regardless, storage of such substances in plots,
even “natural” forms, is not allowed.
Keep in mind that we have no objective measure of garden tidiness. We are not
looking for a manicured appearance, but a generally cared-for look to the plots.
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Rules Enforcement Coordinator
Position summary
This coordinator contacts gardeners regarding Dowling Community Garden rule
infringement.

Tasks
•

Send notices, violation letters, and plot forfeiture letters to plotholders, if this
duty is not handled by other coordinators

Specific procedures
This is perhaps the least favorite of all coordinator positions. Nevertheless, with an
organization of this size, someone has to enforce the rules that (in theory) everyone
accepts when they sign the Agreement form at the start of each gardening season or
when first joining the garden. Since having all of the coordinators enforce the rules
particular to their positions would bring about a chaotic and inconsistent result, it
falls to one person to send out notices and letters to gardeners when there is a
problem.
Problems encountered by the Weed Survey Coordinator (weeds and trash) and Path
Coordinator (path infringement) as well as service commitment violations are within
this coordinator’s area of responsibility. Correspondence with gardeners may include
e-mail notices, postcard notices, violation letters, letters of abandonment, and
notices of plot forfeiture. Formatted samples suitable for postcards and letters are
available (see Appendix B: Sample Letters); however, do not hesitate to adapt these or
create new styles that better fit the situation. Make sure you have a sufficient number
of postage stamps for both postcards and first-class mail at your disposal.
Communications with gardeners should be businesslike and professional in tone.
Friendly reminder letters, your first contact, should be concise and accurate in
stating the problem and also non-threatening. Notices can be sent either by e-mail or
postcard. Retain copies for at least 1 year, preferably 2.
Violation letters (letters to plotholders after a friendly note has proven ineffective,
causing a violation) should quote the rule violated and reference the friendly
reminder notice. The letter should state the number of days and the specific date by
which the gardener must correct the problem; be precise. A first violation should
also serve notice that failure to act will result in a second violation. Violation letters
should be sent by post, and you should request a “verification of mailing” from the
post office. Copies of violation letters should be kept for 2 years.
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A gardener can have no more than two violations within a 2-year period, regardless
of whether they are connected. If a gardener ignores the first violation letter, a
second violation letter (with a stronger warning message) is sent. If another rules
violation unconnected with the first violation occurs in a 2-year period, that also
counts as a second violation. The same strictures that apply to the first violation
letter apply to this second letter. Additionally, remind the gardener that since this is
the second violation in 2 years, absent corrections on their part, a third violation will
occasion the forfeiture of their gardening rights and the plot they garden. Any
pertinent notes or photographs generated by other coordinators should be collected
and assembled, along with any correspondence you have with the plotholder in
question.
A third violation notice or a notice of abandonment or of plot forfeiture, whichever
is appropriate to the situation, is the final action that the Violation Coordinator
needs to take, in theory. In reality, plotholders notified that they have lost their
gardening rights will, on occasion, fight to remain gardeners at Dowling. Prior to
sending out the third violation or notice of forfeiture or abandonment, send notice
to the Committee of the pending action.

Contacts
Any Dowling gardener requiring a notice of rules violation, involved coordinators,
and the Committee.

Staff coordination and communication
None

Problems encountered
As stated above, a gardener receiving a notice, whether a friendly notice or a rules
violation notice or notice of abandonment or plot forfeiture, will occasionally
dispute the situation. Have all information regarding the situation at hand and
present it to the Committee for resolution.

Notes
None
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Plot Survey Coordinator
Position summary
The Plot Survey Coordinator verifies plot sizes and creates maps of the Garden.

Tasks
The following tasks are required:
•

Determine and document current plot boundaries

•

Survey and determine the parameters of new plots

•

Add and maintain plot address markers

•

Act as an arbiter in disagreements between plotholders over plot boundaries

•

Maintain an up-to-date Garden map

•

Create maps for special projects

Specific procedures
The map of Dowling Community Garden in use current with the creation of this
manual was made using the school’s 46th Avenue fence and Dowling Street fence as
known points of reference. Any major discrepancies should be corrected starting
from these boundaries.
Although every effort was taken to be accurate in the creation of this map, the Plot
Survey Coordinator should revisit the measurements and make corrections
whenever discrepancies are noticed.
All measurements should be taken with care, using a decent-quality tape measure of
at least 100-foot length. Have a helper assist in holding one end of the tape or start
from a firmly fixed object or stake. Do not stretch the tape unduly or let it become
too slack. If you encounter obstructions such as bushes or other plantings that make
it impossible to achieve an accurate measurement, move to a parallel position. Use
care when you enter a tenanted plot so that you don’t harm existing plants or
structures.
Markers are used to identify plots. The method used at this time is numbered pavers.
Replace any pavers that are missing, repaint any paver that becomes unreadable.

14

REVISION 1.1, NOVEMBER 27, 2009

PLOT SURVEY COORDINATOR

When gardeners receive a new plot, they are sometimes confused about its
boundaries. The Coordinator should confirm these boundaries and mark their limits
with highly visible stakes or flags.
Occasionally, plotholders have disagreements about their plots’ limits. If they cannot
come to a satisfactory solution on their own, you should step in and resolve the
issue. Update measurements and maps, if necessary.
Plot borders can change by combining plots, breaking a large plot up into smaller
units, and by slow accretion. It is important that Plot Survey stays aware of these
situations. This Coordinator should assist by remeasuring and staking, in the first
two instances, and by correcting a plotholder’s interpretation of his or her plot
boundaries in the last instance. Any sustained perimeter changes should occasion a
map update. Expect to update the map several times a year. Whenever a major
update to the map occurs, send the appropriate file to the Website Coordinator for
publication. When any change in plot size or numbering is made, inform the
Database Coordinator in writing so that appropriate updates can be made to the
Garden’s records.
Every so often the Garden Committee will propose or embark upon a project that
requires a special map. It is the responsibility of the Plot Survey to create this map.

Contacts
The Plot Survey Coordinator often consults with the Membership Coordinator in
preparing plots for new gardeners and making decisions about subdividing large
plots. Plot Survey also needs to keep the Database Coordinator informed about any
plot size changes.

Staff coordination and communication
Not applicable at this time.

Problems encountered
Precision: The plots did not start out being perfectly square or rectangular and
some even have curved borders. It is not presumed or essential that the Plot Survey
look for perfect borders.
Whenever a plotholder has his or her garden machine-tilled, there is a tendency for
the plot boundaries to increase. Plot Survey needs to watch for this and provide
correction if necessary.
The pavers used for plot number markers disappear from time to time. Do a yearly
survey to locate all the markers in the garden. If any are missing, replace them. If a
marker becomes hard to see because of vegetation or excess soil, have the gardener
remedy the situation. If it is more convenient, relocate the marker so that it is visible.
REVISION 1.1, NOVEMBER 27, 2009
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Notes
Plot numbers are painted on brick pavers using white exterior latex paint.
The map of Dowling Community Garden concurrent with the writing of this
handbook was created with Adobe Illustrator®. Any vector-based drawing program
can produce similar results. For distribution to the Committee or another gardener
or for publication to the web, it should be converted to Adobe PDF.
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Surplus Produce Coordinator
Position summary
Coordinate the effort to collect and distribute produce to the food shelves.

Tasks
•

Meet with local food shelves annually. Determine which food shelves would
benefit the most from our produce.

•

Determine which vegetables food shelves need and prefer.

•

Meet with gardeners who have signed up for food distribution and assign service
hours.

•

Notify our gardeners of produce pickup dates and times.

•

Promote produce donations with signs and other publicity.

•

With the assistance of the Communications Coordinator, include in the monthly
memos information encouraging donation of unharvested surplus.

•

Watch for opportunities to visit with gardeners who leave vegetables
unharvested and encourage them to donate.

Specific procedures
Arrange the collection of surplus vegetables from late June through October.
Provide suitable containers and appropriate space for donated surplus, and use signs
and notices to promote donations of specific vegetables throughout the gardening
season—e.g., rhubarb, tomatoes, and squash during their respective peak harvest
times.
Publish a pickup schedule, so that gardeners know when to drop off their produce.
If possible, include the times of pickups so that gardeners know when to put their
donations in the boxes; recipients will receive the best quality if gardeners can
harvest shortly before pickup. Offer guidance about produce to donate—good
quality produce, not vegetables that are so overripe or overly mature that they would
not eat it themselves. Let people know that the idea is to leave edible donations, not
to add items to the boxes because they are closer than the school’s compost heap.
Suggest methods for organizing donations (e.g., bagging small peppers) and for
maintaining quality before delivery (e.g., putting greens in buckets with a couple
inches of water at the bottom).
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Impress on your assigned delivery people the need to pick up produce early in the
day, and most importantly on the day scheduled for pickup. Make it clear that they
are responsible for notifying you, preferably days in advance, if they will not be able
to make a delivery on an assigned day. They should also return the containers to the
garden that same day to make them available for collecting new donations. Develop
a backup plan for days when your scheduled pickup person is unable to carry out his
or her job.
Make sure you notify all delivery people of how to report their service time,
reminding them that they will not receive service credit if they do not report their
time. If there is no harvest to deliver, plan alternate tasks for workers so they can
fulfill service hours.
In addition to reporting service time, make it clear that delivery people are to record
the weight of donations made to the food shelf where they drop each donation and
place the dated receipt for collection in the shed drop box along with their service
time slip every time they make a drop-off. Maintain a running weight tally of
donations, and keep our gardeners informed so they can see and be encouraged by
the progress.

Contacts
The Communications Coordinator—work with this coordinator to make all
Dowling gardeners aware of the serious need for produce donations.
Local food shelves, which might include the following :
•

Minnehaha United Methodist Church, 3701 E. 50th Street, Minneapolis,
(612) 822-6231

•

Sabathini Community Center, 310 E. 38th Street, Minneapolis, (612) 821-2302

•

Aliveness Project, 730 E. 38th Street, Minneapolis, (612) 822-7946

•

Keystone Community Services, 1916 University Avenue, St. Paul,
(651) 917-3939

•

Minnehaha Area Pantry, 4000 28th Avenue S, Minneapolis, (612) 721-4252

•

Simpson Food Shelf, 2740 1st Avenue S, Minneapolis (612) 874-7741

•

Groveland Emergency Food Shelf, 1900 Nicollet Avenue, Minneapolis.
(612) 871-0277

Possibly Gardening Matters; this organization has been studying community garden
contributions to the local food shelves.
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Staff coordination and communication
Gardeners are needed to help with delivery of surplus to food shelves. Meet with
delivery persons at the beginning of gardening season and determine schedules for
pickup and delivery, apprise them of hours for delivery at food shelves, and include
addresses and directions. They also need to be reminded to record the weight of
their deliveries and deliver this record to either you or the drop box in the shed.
Delivery people should call the coordinator when they cannot fulfill their
assignments.

Problems encountered
Reporting on time that is completed away from Dowling gardens is somewhat
problematic. Convincing gardeners about the urgency of sharing vegetables,
including surplus and unharvested vegetables, with the food shelves can be difficult
but worthwhile. Space is needed for promotion of this project (kiosk?). Occasionally
produce isn’t picked up promptly or even on the day scheduled.

Notes
The significance of this program will grow with the downturn in the economy.
Another great way to help our community and teach a valuable lesson to gardening
families is the Plant a Row for the Hungry concept. It can be a good method of
planning for a surplus harvest. We might also think about developing a plan to
harvest garden produce when people are on vacation. We also need to thank
gardeners for their generosity.
Dowling might set aside one garden space for food shelf donations. As well as
furnishing produce for the program, this would allow those gardeners who need to
fulfill their time commitment a means to do so.
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Dowling Web Site Coordinator
Position summary
The Web Site Coordinator designs, develops, and maintains all aspects of the
Dowling Web site.

Tasks
•

Develop the Web site structure

•

Write and design content for the Web site

•

Accept content and design recommendations from the Garden Committee

•

Integrate content and structure

•

Maintain files and update the Web site as needed

•

Communicate with Hosting company when necessary

Specific procedures
Develop an architectural structure to incorporate Dowling Community Garden
content into a well organized, informative, visually pleasing, and easy to navigate
Web site. The Web Site Coordinator should be alert to changes and additions
rendered necessary by new documents created each new season, as well as
documents that change within seasons. New gardening agreement forms, rules
revisions, and updated maps of the Garden are examples of documents that need to
be integrated in the site. Timely event information important to the Garden is
another example. Links to other sites for information important to the gardening
population, specifically Dowling gardeners, should be up to date.

Contacts
Dowling Garden Committee

Staff coordination and communication
There is no staff at this writing.

Problems encountered
There are no problems as of this writing.
20
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Path Maintenance Coordinator
Position summary
The Path Maintenance Coordinator oversees the upkeep of the many and varied
paths through and around Dowling Community Garden.

Tasks
•

Establish a schedule for grooming paths

•

Coordinate the workers needed to keep the paths in good order

•

Communicate assigned tasks clearly to each worker

•

Make sure tools and materials needed to accomplish their task are available

•

Educate assigned gardeners in the proper use of tools and materials

Specific procedures
The Path Coordinator is responsible for four types of paths around the garden.
Grass. Grass paths require the most frequent attention. Select 3 or 4 of your
available gardeners for mowing these walkways. Arrange a schedule for them that
will encompass the time period of greatest growth. Most likely you will choose
separate people to attend to the north and south areas.
Make certain that all assigned people understand the proper use of the power lawn
mower. Give them the combination to the lock that secures the mower. Show them
how to start the mower and the proper gasoline filling procedure. You are
responsible for making sure that the power mower is filled with gas; however,
assigned people may occasionally do this. Stress safe procedure during operation.
Rocks need to be removed from paths before they are mowed. This is very
important for personal safety reasons as well as for mower longevity.
Manual push mowers are also available. The Maintenance Coordinator is responsible
for sharpening mower blades and general mower upkeep, so contact him or her if
there is a problem with a mower.
Woodchip. Another type of pathway is paved with woodchips. These will most
likely require attention early and late in the season. Woodchips are stored in the
woods with the compost and manure. Don’t assume your workers know its location.
After the chips are placed on the appropriate path, they should be groomed with a
rake so that the path is smooth.
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Concrete. The concrete walks around the garden perimeter occasionally need
attention, mostly to sweep away woodchips that have strayed from chip-covered
paths that are located close to the entrances. Sweep materials into the garden, not
into the street.
Asphalt. The fourth type of pathway is paved with asphalt. These require weeding
about three-quarters of the way through the season. They should also be swept clean
of debris throughout the season.

Contacts
The Maintenance Coordinator and the Rules Enforcement Coordinator. The latter
should be informed if plants or plantings from a plot adjacent to a pathway restrict
the right of way and are deemed worthy of a violation. This may be either because
they are too large to clip back easily on an inspection tour or because the occurrence
for the particular plot is so frequent that it deserves a more formal action. (As of the
2010 rules, the Garden reserves the right to remove any materials in the path.)

Staff coordination and communication
Scheduling your workforce is the best way to attend to these tasks. Make sure that
they can contact you if they encounter problems. Walk the paths yourself on
occasion to check for growth of grass or weeds that need attention beyond your
scheduling efforts.

Problems encountered
Rocks dumped in the paths by gardeners are a perennial problem. These need to be
either placed back in the offending plot or removed to some other place. Finding a
place for rocks has become more of an effort now that the school no longer allows
us to use the old rock pile site.
This coordinator or one of the Committee members needs to store gasoline away
from the Garden. It should not be stored permanently in the shed.

Notes
For 2010 (and possibly beyond), the duties associated with this position will be
handled at monthly cleanup sessions instead. Note that this does not suggest that the
above information should be ignored; rather, it should be incorporated by inference
in the path maintenance activities conducted on cleanup days.
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Cleanup Day Coordinators
Position summary
Cleanup Day is a periodic housekeeping event at the Garden. It is also an easy way
for gardeners to fulfill their work commitment in 1 or 2 days. The coordinator must
organize, attend, and supervise the cleanup days.

Tasks
•

Create a plan organizing workers and assigning jobs for each cleanup day

•

Contact workers with information and instructions

•

Collect and/or maintain supplies needed for cleanup day

•

Set up a station in the Garden on cleanup mornings so that workers can check in
and receive instructions

Specific procedures
As with most other coordinator positions, planning is the key to making this job run
smoothly. Prior to the start of the gardening season, the Database Coordinator will
issue a list of gardeners assigned to work cleanup. Contact these people a week or so
before the event to remind them of the event, and brief them about any tools or
equipment you’d like them to bring. Decide what chores are going to be tackled on
any given cleanup day. Although the gardeners may be bringing equipment, you
should make sure that you have sufficiently large garbage bags, a work surface (card
table or event table), and paper and pens at your disposal. On cleanup day, set up
early in a central location; near the shed works okay. In addition to a list of tasks, set
out a jug of drinking water and cups on your work table, especially during hot
weather. Some donuts and coffee are also greatly appreciated by the gardeners.
As gardeners arrive to work, allow them to review the list and choose jobs that they
would enjoy and that they are physically capable of doing. Make sure that they
complete time slips before they leave for the day.
On every cleanup day, the shed should be cleaned and restocked. At the end of the
season, it should be emptied prior to cleaning. Any tools that are broken beyond
repair should be placed in the garbage. Any garbage collected should be removed
from the Garden or placed in the school dumpster.
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Some other common cleanup tasks are:
•

Rake leaves on the 46th Avenue fence line.

•

Sweep the sidewalk on 46th Avenue.

•

Top off raised beds with compost to within 3" then turn into the beds (spring).

•

Empty compost bins at both raised bed areas.

•

Mow common areas/ pathways.

•

Renew woodchip paths by applying fresh woodchips.

•

Clean the area around the shed.

•

Trim plants and bushes that extend outside plots and obstruct public paths.

•

Clean entrance areas on 46th Avenue and Dowling Street.

•

Clean up surplus produce coolers and store in shed (fall, if deliveries stopped).

•

Groom abandoned plots and/or other selected areas.

•

Police main compost area, clearing a path if obstructed.

Contacts
The Database Coordinator and the gardeners assigned to cleanup days.

Staff coordination and communication
Gardeners have the choice of days to fulfill their commitment. Contact those
gardeners appropriate to each day at least a week ahead to remind them.

Problems encountered
Too many people or not enough people, and garbage disposal are the only
problems.
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Notes
For the 2010 season, we plan to hold six monthly cleanup days rather than the three
days in 2009 or the spring/fall cleanups that were traditional before this. The
monthly cleanups are intended to fold in a number of tasks that were previously
separate—path maintenance, raised-bed maintenance, and 46th Street cleanup—as
well as the traditional cleanup days. This will require additional cleanup day
coordinators, but eliminate the need for those from the encompassed tasks.
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Finance Coordinator
Position summary
The Finance Coordinator serves as the treasurer of Dowling Community Garden.

Tasks
•

Receive all checks and cash from all sources and deposit them into the Garden
bank account promptly.

•

Pay all bills and debts owed by the Garden.

•

Reimburse, on behalf of the Garden, Steering Committee members and others
for expenses that are approved, upon presentation of appropriate receipts.

•

Maintain a current and accurate account of all funds received and disbursed by
the Garden.

•

Provide a current accounting of transactions and a year-to-date summary of
revenues and disbursements at each meeting of the Steering Committee.

•

Maintain bills, receipts, bank statements, etc. in accessible order. Make such
material available for review by any Committee member as specified in the
Bylaws. Maintain all Garden financial records in a completely transparent
manner.

•

Working with the Committee, prepare an annual Garden expenditure budget.

•

Working with the Committee, prepare a rent formula and revenue forecast for
the coming year.

Specific procedures
The Finance Coordinator develops and maintains financial records in a manner that
is accessible to other members of the Garden Steering Committee. Records are
currently maintained using a Microsoft® Excel workbook, with separate tabs
(spreadsheets) for specific purposes. There is a current account tab for each year
since 2002. This spreadsheet contains summary formulas at the bottom, and the
sheet for the current year is printed monthly for distribution at Committee meetings.
The workbook also contains a rent payment record spreadsheet for each year since
2005. This spreadsheet is used to prepare deposit lists. The same spreadsheet is used
to prepare deposit lists for plant sales. Other tabs include an expenditure budget,
with both current and historical data, and a rent-model spreadsheet that also
contains both current and historical data.
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Working with the members of the Steering Committee, in the fall of each year, the
Finance Coordinator prepares an expenditure budget and a rent model for the
coming year. Once the rent model has been approved by the Committee, the
Database Coordinator prepares the data needed to prepare renewal notices and
either personally prepares the notices or provides the data to the designated resource
for preparation. The Committee mails the forms, together with rules and service
information, to all current plotholders in late January of each year.
The Finance Coordinator collects the returned forms and payment from the
Garden’s post office box, checks that the forms have been completed correctly, and
that payment is for the correct amount. He records the checks for deposit and
deposits them every week during the renewal period, which runs until mid-March.
New gardeners are then enrolled, during a period that generally lasts until the first of
May, but may continue at a slower pace throughout the season. Incorrect forms are
returned, together with the enclosed check and a form indicating the problem.
Correct forms are forwarded to the Database Coordinator.
The Finance Coordinator was formerly responsible for mailing out keys to new
gardeners, but it has since been decided that the Orientation Leader should
distribute them directly to new gardeners instead. The Finance Coordinator will
indicated to the Orientation Leader who should receive a key and will also continue
to mail out keys to current gardeners who request and pay for replacements.
The Finance Coordinator also receives and deposits checks and cash from other
sources, most importantly the plant sale, if one is held. Other sources may include
contributions received at public events.
The Finance Coordinator is responsible for paying all bills and debts and for
reimbursing authorized expenses for the Garden, upon presentation of appropriate
receipts. Annual payments to the Minneapolis School District are due at the end of
June. The payment must be sent, with a cover letter, to:
Dawn Soltys
Minneapolis Public Schools
807 N.E. Broadway
Minneapolis, MN 55413
Most other bills are sent to the Garden P.O. box or paid by Committee members
who then request reimbursement.
The Finance Coordinator arranges and pays for the Garden’s liability insurance,
currently provided through Longfellow Community Council.
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Contacts
The current (2009) Finance Coordinator is Jeffrey Loesch. The Garden bank
account is with TCF. Joan Krey set up the account and is a cosigner. The Finance
Coordinator works closely with other members of the Committee for special
projects, such as the spring plant sale and the Dowling festival.

Staff coordination and communication
This position does not require any service hours from gardeners. The Finance
Coordinator provides a current account report at each Steering Committee meeting
and responds to queries from Committee members concerning anticipated or
historical expenses. He or she should communicate directly with gardeners
concerning rents, errors in registration forms, termination for non-payment.
The Finance Coordinator position is one of considerable trust, and it is extremely
important that the finances of the Garden be completely transparent and accessible
to all members of the Steering Committee. Specifics are set forth in the Bylaws and
should be followed exactly.
Any communication concerning Garden finances outside of the Committee should
be considered and approved by the Committee before such communication occurs.

Problems encountered
There is always a rush of registrations right at the deadline, accompanied by excuses
and complaints from the latecomers. This situation is routine, and we just work
through it.

Notes
The Finance Coordinator and the Steering Committee are responsible for
maintaining a financial reserve necessary for all operating expenses and for some
unanticipated expenses. It is the responsibility of the Committee, with advice from
the Finance Coordinator, to ensure that plot rents are kept as low as possible,
consistent with prudent financial management.
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Database Coordinator
Position summary
The Database Coordinator is responsible for collecting and maintaining membership
information that is relevant to the management and functioning of Dowling
Community Garden. The Database Coordinator also fields other coordinators’
questions about contact and similar information and dispenses this information in a
manner that protects the Garden’s data from unfair use or exposure and preserves
the privacy of gardeners to the maximum degree possible.

Tasks
The following are among the tasks required of the Database Coordinator:
•

Work closely with the Committee to determine the information needed to
support implementation of the Garden’s rules, enrollment, billing, and general
management.

•

Design data structures and relationships as needed to support storage of and
access to needed data.

•

Collect and maintain current contact information for garden members, including
primary and secondary gardeners, active/inactive status, background check
status (primary only), and contact change dates.

•

Collect and maintain current information about plots, including their IDs,
dimensions, general location, fee category, use as single or combined plots to
reflect current billing and service assignment practices, active/inactive status, and
data change dates.

•

Collect and maintain information about plotholder/plot associations, including
current plot assignments, status as a temporary assignment and the assignment
term, and the renewal status and date of renewal. Provide the Membership
Coordinator with regular updates about plots currently unassigned.

•

Collect and maintain descriptions of service options, their active/inactive status,
and their annual associations with a plot’s gardeners, ensuring that each plot has
a minimum of one assignment, or more if service time is owed from the
previous year.

•

Prepare data required for the annual membership agreement/billing statement
and supply it to the Committee member designated to prepare the materials.
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•

Record annual service assignments and prepare a master list of annual service
assignments, restricted to minimal contact information (plotholder name, phone,
and email address) and supply it to the Membership Coordinator (see Specific
procedures for related task that may accompany this).

•

Provide the Communications Coordinator and the Rules Enforcement
Coordinator with regular updates about contact information changes, especially
email addresses.

•

Provide the Finance Coordinator with data about active plots and their plot fee
categories annually for preparation of the annual rent model.

•

Provide information as needed for management of the Garden to members of
the Dowling Garden Committee.

•

Maintain regular backups of the database and also regularly provide a copy to a
designated Committee member, strictly for backup purposes.

•

Take reasonable and appropriate measures to safeguard the Garden’s
membership data from unnecessary exposure and unfair use and to preserve the
privacy of member gardeners.

Specific procedures
Following are some specific procedures the Database Coordinator performs,
organized largely around data provided and role in the process.
Rent model data. During September or October annually, the Database
Coordinator provides the Finance Coordinator with data required to prepare the
rent model. This is a straightforward listing of discrete plots, the fee category of each
according to its area, and the current standard price for the category.
Note In 2008, by Committee decision, the term “plot” was defined as not based solely on
a geographic part of the garden but rather on the collected holdings of a plotholder.
Renewal mailing. During December or January, the Database Coordinator must
provide the accurate, up-to-date set of data needed to prepare the annual
membership mailing for each plot. As of 2010, the data required for each plot is the
plot ID and fee, name and contact information for the plotholder of record,
indication of whether the plotholder has previously submitted a background check
form, and name and contact information for any associated co-gardener of the plot.
The Database Coordinator then supplies this data to the person authorized by the
Committee to produce the annual agreement form used for the January renewal
mailing.
Reenrollment update. The annual mailing has traditionally gone out at the end of
January, and renewal forms begin to trickle in shortly thereafter. This marks the
beginning of the busy season for the Database Coordinator.
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Before forms start coming back, provide the Finance Coordinator with a contact list
by plot, indicating plotholder name, phone, and email address. As described in the
Finance Coordinator section, the Finance Coordinator picks up the renewal envelopes
from the post office, processes checks for completed reenrollment forms, and then
supplies the original forms in batches to the Database Coordinator, who then
verifies and updates plotholder contact information and existing plot partner
information, adds new member records for any new or replacement partners, and
records the date of renewal receipt, generally recorded on the form by the Finance
Coordinator. Renewal dates are used both to determine which plots are occupied
and also supplied to the Membership Coordinator for use in determining the order
in which service request preferences should be honored.
Sending out the renewal forms inevitably reminds a few people to leave a voicemail
message or send an email message to the Communications Coordinator that they’re
dropping out, which spawns a new round of plot reassignments and generation of
replacement agreement/billing mailings during the same timeframe as the main
renewal update activity.
The Database Coordinator must make every effort to keep up with the enrollment
flow for a number of reasons. He or she must work closely with the Membership
Coordinator to ensure that both agree about which plots have been renewed and
which have been given up and should be reassigned. Also, coordinators will be
clamoring for their assigned workers and gardeners will be requesting their service
assignments before the entire enrollment process concludes—and the Database
Coordinator has a role to play there too.
New enrollment update. Once renewal agreements received by the drop-dead date
(March 15) have been processed, unrenewed plots are assigned to new gardeners or
reassigned to current gardeners requesting different plots. Any new agreements sent
out after the initial mailing will also still be in play. The same processes are used for
these as for the reenrollment update. Database updates are made, the forms are
passed to the Membership Coordinator, and the Database Coordinator provides
regular updates about renewed/empty plots until all plots are (temporarily) full. This
first wave can stretch into May or even June. Another smaller wave may occur after
spring planting deadline arrives and additional plots are declared abandoned and
replacement gardeners assigned. This may carry on sporadically throughout the
remainder of the year.
Service assignment update. Although ideally it would occur after the “final”
agreements have been processed, the service assignment updates must occur in the
midst of the renewal/enrollment update process. Garden activities begin in early
May (2009—cleanup on May 2 and plant sale May 16). Coordinators often request
information on their assigned workers well before then.
To facilitate the assignments, the Database Coordinator provides a “final” list of
plot assignments and renewal dates, sorted in order of renewal date (in an Excel
spreadsheet) to the Membership Coordinator for use in making service assignments.
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The Membership Coordinator returns either the completed spreadsheet or a
printout with assignments written in. The Database Coordinator then updates the
assignments in the database.
Once the database has been updated with the “final” service assignment for the year,
the Database Coordinator sends a master list of service assignments to the
Membership Coordinator. Data in this set consists of the plot ID, plotholder’s
name, phone number, email address, total hours required (makeup hours for a
previous year’s shortfall may be required), and service task(s) assigned.
The Database Coordinator then provides each coordinator with assigned gardeners a
list consisting of plotholder names, phone numbers, email addresses, and hours
required for that coordinator’s project, by email, either as an Excel or PDF file.
The Communications Coordinator and the Database Coordinator then prepare a
postcard mailing to inform all plotholders of their service assignment(s) for the year,
the service time required (may vary if time is owed), and all associated coordinators’
names and contact information (phone and email). See Notes for a suggested
alternative.
Contact updates. Contact information for gardeners changes and updates are often
made outside of enrollment. People move, change email addresses, get new garden
partners, and so on. Changes may be reported to the Dowling voicemail or by email
to the Communications Coordinator or recorded on muddy slips of paper in the
drop box on the shed door. Changes should be recorded as soon as possible and the
date of change recorded to make it easier for the Communications Coordinator to
determine which changes are recent and should be updated in the Garden’s email
address books.
Provide regular updates about email address changes to the Communications
Coordinator, listing both plotholders and partners separately to allow maintaining
separate lists (some mail is sent just to plotholders). Provide the Membership
Coordinator and the Finance Coordinator with a contact list for plots (plotholder
phone/email address) as requested.
Ad-hoc requests. From time to time, the Database Coordinator may receive
requests for information from Committee members, coordinators who are not
Committee members, other member gardeners, or even members of the general
public. Evaluate each request, regardless of source, to determine whether the request
meets the criteria indicated by the Garden’s Bylaws (see Notes).
Backups/security. Preserving the Garden’s data and keeping Garden and gardener
information secure are both important objectives of the Database Coordinator.
Employing proper password protection of data and making regular backups are both
mandatory. Backups should regularly be stored on a separate computer and
periodically, after significant changes, also provided to a designated Committee
member at a different location for backup purposes. All information dispensed is to
be on a need-to-know basis.
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Contacts
The Database Coordinator regularly consults with the Membership Coordinator and
the Finance Coordinator in preparing for the annual membership renewal and new
gardener enrollments (see descriptions under Specific procedures). The Membership
Coordinator must inform the Database Coordinator of all changes in membership
that occur outside of submission of the renewal forms.
The Membership Coordinator is also responsible for making service assignments for
all plotholders and for communicating those assignments, and the Database
Coordinator has a role there too (see Specific procedures). The Database Coordinator
also communicates with the person who prepares the annual mailing regarding
service assignments.
The Database Coordinator must also have contact with the Plot Survey Coordinator
regarding any plot size changes made by combining or subdividing plots or by new
surveys. He or she must also keep the Rules Enforcement Coordinator appraised of
current member contact information.
If the Database Coordinator does not also serve in the role of membership materials
developer, close coordination will be required with the person serving that role when
preparing the annual mailing.

Staff coordination and communication
The Database Coordinator does not currently have any staff. Successful
performance of the role, however, does require collaboration and communication
with other coordinators; see the Contacts section.

Problems encountered
Coordinators listed in the Contacts section sometimes forget to inform the Database
Coordinator of relevant changes that must be tracked to provide an accurate picture
of the Garden.
The entire renewal/enrollment process is cumbersome and painful, especially since
the renewals and new gardener enrollments may overlap each other and the service
assignment process as well, and the same resources are responsible for all. We
should streamline the processes and eliminate some of the handoffs.
Service coordinators are often unclear about the exact nature of their data requests.
Members of other organizations have in the past asked us for our entire mailing list.
Acceding to these requests is counter to our stated policy of data privacy.
Additionally, we promise our gardeners on all our agreement forms that we do not
supply their information to any other organization.
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Notes
The Dowling Community Garden data is currently maintained in a Microsoft®
Office Access 2003 database.
The Database Coordinator position is one of considerable trust, and that trust
should not be taken lightly. Evaluate each request for data to ensure that it meets the
Bylaws’ need-to-know-basis requirement before supplying the information. Provide
only the particular data needed in each case (e.g., don’t supply addresses if only
phone number and email address are needed).
There is no intrinsic reason requiring that the Database Coordinator distribute the
list of assigned workers to each coordinator. The Membership Coordinator could
inform the coordinators on making the assignments, at the same time she informs
the Database Coordinator, or from the “master” spreadsheet supplied.
Informing gardeners of their service assignments could be accomplished more easily
and cheaply by posting a list indicating each plot’s ID, plotholder first name, and
assignment(s) on the shed door rather than sending out postcards. This would have
the added benefit of grandfathering assignments by plot for any new gardeners who
replace those leaving after initial service assignments have been made for the year.
Currently, the Database Coordinator (as of 2009) prepares the annual renewal notice
and mailing materials, but this is not inherently a database-maintenance task. It could
reasonably be done by anyone with the ability to write and design forms and to set
up a mail merge, as long as that person can be relied on to verify the accuracy of
preparation and can be entrusted with the Garden’s membership data. Although the
Database Coordinator may naturally perform this added role, it may be appropriate
to have a different person serve in this role, according to the time and/or skills
available.
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Membership Coordinator
Position summary
The Membership Coordinator is our “first contact” with new gardeners. He or she
assigns prospective gardeners their position on the waiting list and contacts these
people when a plot is available for them in the Garden. She conducts and/or
arranges an orientation session when a new member has completed the registration
process. Because of this coordinator’s familiarity with the membership, she plays an
important role in solving gardener-related problems.

Tasks
•

Maintain the waiting list by adding names and contact information for people
seeking a plot at the Garden.

•

Keep track of open plots.

•

Transmit contact information for new plot assignments to the Database
Coordinator, Communication Coordinator, and Finance Coordinator.

•

Transmit contact updates to the Database Coordinator and Communication
Coordinator.

•

Supervise new gardener orientation sessions.

•

Assign service jobs to gardeners.

Specific procedures
Requests for garden space generally arrive via voice-mail or e-mail. Record all of the
important information including the date of the request, and contact the applicant to
confirm their addition to the list. Inform the applicant about the length of time they
need to wait for a space. Contact the person again when their application advances
to the top of the list and a plot is available. If the petitioner is not ready for a plot,
keep their name on the list for up to 2 years in case their situation changes.
When a new person accepts a plot, confirm their contact information and relay this
to the Database Coordinator. Registration materials can be sent by e-mail or post;
find out which method the new gardener prefers. Send this info to the
Communication Coordinator along with a request that the proper forms be sent as
soon as possible.
New gardeners are given a Garden orientation. Do this yourself or assign this task to
another gardener familiar with the Garden. Topics covered at the orientation are:

REVISION 1.1, NOVEMBER 27, 2009

35

MEMBERSHIP COORDINATOR

access to water and how to use the water bayonets, pesticide use, tool availability and
use, service tasks and service time recording, where to find the compost and wood
chips and manure, weeds, and anything else that seems important. If the Dowling
Gardener Handbooks are accessible, give one to the new gardener; otherwise refer
them to the PDF version on our Web site. Encourage new gardeners to contact our
e-mail or voice-mail if they have any questions or concerns.
The agreement forms that are sent to gardeners early in the year, and to new
gardeners at any time, have a list of service options. Gardeners can choose and rank
preferences for several potential jobs for the season. The Membership Coordinator
is responsible for assigning these jobs. Generally, assignments are handed out
according to the order the agreement forms are returned. However, the Membership
Coordinator has the choice of adjusting the order of service allocations. The reason
for this discretionary power is that some gardeners can be unsuitable for a job, even
though they choose the task. If a person owes service time from the previous year,
more than one task can be assigned.

Contacts
Send information on new gardeners to the Database Coordinator. Contact
information on new people should be sent to the Communication Coordinator, who
will also send out agreement forms by e-mail or post to new gardeners.

Staff coordination and communication
Orientation staff should be very familiar with the Garden and its rules. They should
provide new gardeners with a schedule of available dates for orientation sessions.
Generally, two people are sufficient to handle the number of newcomers we see
each year.

Problems encountered
None

Notes
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Water Coordinator
Position summary
Water barrels are placed in various locations throughout the garden area. The Water
Coordinator is responsible for scheduling gardeners to fill water barrels on a daily
basis. The Water Coordinator supervises the water barrel filling. Since 2009, this
position has been shared by two people (one each for the north and south regions),
and there are several water-barrel stations in each of the regions that require filling.
The barrels in these stations must be filled at least once a day.

Tasks
•

Establish a schedule for filling water barrels and send it to the gardeners assigned
this task.

•

Make sure contact information such as phone numbers and/or email addresses
are communicated to the gardeners so they can contact each other to swap times
if they are unable to fill barrels on their scheduled date.

•

Train the water-barrel fillers.

•

Send out e-mail reminders to the water-barrel fillers.

•

Remind workers to report service hours.

Specific procedures
Each Water Coordinator is responsible for keeping the water barrels full in the areas
of the garden that he or she manages. The Database Coordinator (or Membership
Coordinator) provides each Water Coordinator with a list of gardeners assigned to
this task for the relevant garden portion. The water is usually turned on by May 15
and turned off around September 15. Thus, workers should be scheduled to cover
the times between these dates.
As of this date, each Water Coordinator uses a different procedure for scheduling
assigned water-barrel fillers. One prefers to schedule specific dates that individual
gardeners fill water barrels. The other divides the workers into groups and assigns
each group a timeframe (30 days) to complete their hours, at the workers’ discretion.
One day of filling water barrels equals one hour of service time. This last method
should be considered the preferred one, since it requires far less work by the
coordinator, and although some gardeners prefer a strict schedule, this method has
been quite successful.
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Coordinators who prefer a daily schedule for filling barrels should communicate this
schedule clearly to their workers. The schedule should be emailed to each member
of the water barrel filling team. The schedule should also be posted on the shed
door and emailed to the Web site coordinator for posting on the Web site (using
first names only).
The water bayonets for the south gardens are stored in the shed, and those for the
north gardens are stored in the north hose kiosk. South garden bayonets and north
garden bayonets are different sizes and are often placed in wrong and opposite
storage. Check and correct this, if necessary, misplacement can lead to gardeners
trying to use the wrong bayonet in a valve and breaking either the bayonet or the
valve or both.
Also, there are separate shut-off valves for the north and south gardens. Learn the
locations of these valves; this information will be important if one of the outlets
malfunctions.

Contacts
Database Coordinator (or Membership Coordinator) and Maintenance Coordinator

Staff coordination and communication
Coordination is usually conducted via e-mail or phone.

Problems encountered
Scheduling can be the most difficult problem. If the Water Coordinator chooses to
schedule individual gardeners on specific dates, it is inevitable that some workers will
not accomplish their task (they forgot, got sick, were out of town, it was pouring
rain on that day, etc.). Therefore, the gardeners may have to “horse trade” their
service hours among themselves. The Water Coordinator is usually unaware of these
“deals” and thus cannot assess accountability should water barrels not be filled.

Notes
None
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Appendix A: Water System Fact Sheet
This fact sheet was written by Jeffrey Loesch, the Dowling Community Garden
member primarily responsible for the water system and its extension throughout the
garden. This sheet was updated August 1, 2009.

General
The Dowling Community Garden water system is part of the Dowling School
outdoor water system. It is maintained by the Minneapolis Public Schools (MPS)
Plumbing Department. The Plumbing Department pressurized the system in the
spring and blows it out in the fall using compressed air.
There are two system zones, one for the south part of the garden and one for the
north part. For historical reasons, the fittings for the north and south parts of the
garden are not the same. The south garden uses ¾-inch bayonets (“Quick
Couplers”). The north garden uses 1-inch bayonets.
Each zone has its own shutoff valve. The south garden shutoff is located about
5 feet north of the east outlet valve, along the paved path, under a circular green
plastic cover. The north garden shutoff is also under a circular green plastic cover,
located about 8 feet southwest of an outlet about 120 feet east of the paved path,
near the north-south center of the north garden. This outlet is marked by a green
steel post. Note that the shutoffs control all outlets within or on the edge of the
garden except the one just east of the paved south garden path.

Contact information
The primary contact for the MPS Plumbing Department is—
Bill Sederstrom
Manager, Plumbing Department
807 Broadway N.E.
Minneapolis, MN 55413
612.668-0346
William.Sederstrom@mpls.k12.mn.us
Bill is nearing retirement, so the name of our Plumbing Department contact could
change, but the address and telephone number should remain the same. Requests
for specific repairs or maintenance of the existing system should be directed to Bill
Sederstrom.
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Requests for changes or enhancements to the system should be directed to—
Kyle Ueker
Assistant Manager, Plant Maintenance
612.668.0283
Kyle.Ueker@mpls.k12.mn.us

System parts
All extensions of the water system were performed by the MPS Plumbing
Department. However, I (Jeffrey Loesch) purchased valves and bayonets for all
system extensions. This ensured that the correct equipment was installed in the
correct areas. When transferring the valves to Plumbing Department personnel, I
clearly labeled each part, including the designation of “North Garden” or “South
Garden.”
I purchased all equipment from—
Pioneer Midwest, Inc.
415 County Road #81
Osseo, MN 55369
763.420.8981
www.pioneermidwest.com
They accept telephone orders with a credit card and mail the parts. (No need to trek
into the darkest reaches of northwest suburbia.)
South garden The following table contains information about parts for the south garden.
P.M. Part No.

P.M. Description

Comment

WB4HS-075

Hose Swivel ¾"

Swivel top part of ¾" bayonet

51029

Orbit ¾" Quick Coupler Valve

In-ground ¾" valve

51031

Orbit ¾" Quick Coupler Key

Bottom part of ¾" bayonet

North garden The following table contains information about parts for the north garden.
P.M. Part No.
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P.M. Description

Comment

WB4HS-100

Hose Swivel 1" × ¾"

Swivel top part of 1" bayonet

WB4V100-P

Buckner Quick Coupler Valve

In-ground 1" valve

WB4C100

Buckner Quick Coupler Key

Bottom part of 1" bayonet

WB5VSK-10

West Ag Seal Kit Quick Coup

Valve seal repair parts, incl.
gasket
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North garden valve repair
Unlike the south garden valves, the north garden valves contain a rubber gasket that
seals around the smooth bottom part of the bayonet when it is engaged. This gasket
can be damaged if someone inserts a south garden ¾" bayonet into it. The seal kit
listed above contains a replacement gasket. The gasket is U-shaped in cross section.
It should be installed so that open part of the U faces down. It must be installed in
the lowest groove inside the valve. This can be accomplished using fingers and a
blunt tool like a piece of dowel. Do not use any sharp tool, as this may cut or tear
the gasket. Just fold the gasket and push it down until it fits into the lowest groove.
It will snap into place when correctly positioned. If it is installed in a higher groove,
it will be destroyed when the bayonet is engaged.

General system maintenance
Major problems with the water system should be reported to the MPS Plumbing
Department immediately. Issues with bayonets are the responsibility of the Garden.
Issues with valves are a judgment call. If I could solve a plumbing issue in either
shut-off area in the past, I solved it without resorting to contacting the Plumbing
Department. There are two reasons for this. First, the problem gets fixed much
faster. Second, I do not want to call attention to the amount of use that the Garden
applies to the school’s water system. To date, I have not had to call the Plumbing
Department for any repair services.
When making system repairs within either shut-off area, it is very important to avoid
contaminating the system. Contamination occurs whenever dirt or (especially) small
pieces of gravel enter the system. Such contaminants can cause valves to jam open
and other bad things. To prevent contamination, always make sure that water levels
in any hole around a fitting are lower than the open fitting. Bail out the hole and
install a temporary extension pipe that extends above ground level. After installing
the extension, blow out the system by turning on the shut-off valve for several
seconds. Be sure to bail out the hole thoroughly before removing the extension and
reinstalling a valve.
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Appendix B: Sample Letters and Postcards
This appendix contains sample letters and postcards used to communicate such
information as reminder notices, friendly warnings, and services assignments as well
as different types of rules violation notices.
The examples that follow are intended for illustration only. The corresponding set of
Microsoft® Word and Publisher files used to produce these documents can be made
available to Dowling Community Garden coordinators upon request, for Dowling
Garden use alone.
Example 1. Renewal reminder postcard for gardeners without email
Example 2. Service assignment for a gardener with a single assignment
Example 3. Weed warning postcard for gardeners without email
Example 4. Last planting date reminder postcard for gardeners without email
Example 5. Fall cleanup reminder postcard for gardeners without email
Example 6. Violation letter for first-year service-time deficit
Example 7. Expulsion letter for second consecutive service-time deficit
Example 8. First-violation letter for a first violation in the current and
previous years
Example 9. Second-violation letter for a follow-on or second violation in two
years
Example 10. Expulsion letter for third violation in two-year period
Example 11. Expulsion letter for abandonment by failure to meet lastplanting date
Example 12. Expulsion letter for general abandonment of plot
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Example 1. Renewal reminder postcard for gardeners without email

Example 2. Service assignment for a gardener with a single assignment
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Example 3. Weed warning postcard for gardeners without email

Example 4. Last planting date reminder postcard for gardeners without email
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Example 5. Fall cleanup reminder postcard for gardeners without email
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DOWLING COMMUNITY GARDEN
PO BOX 6757, MINNEAPOLIS, MN 55406
651. 255. 6607
WWW.DOWLINGCOMMUNITYGARDEN.ORG

November 21, 2008
John Doe
4000 Chicago Avenue South
Minneapolis, MN 55407
John,
This letter is being sent to inform you that you are in violation of the contract
that you signed with Dowling Community Garden. Our records indicate that
you did not complete the required 4 hours of service for 2008. The Garden rules
that you agreed to by signing and returning your 2008 agreement specify that
gardeners who do not complete and report at least 4 service hours in 2008 will
receive a violation notice and must make up the missing hours the following
year.
Rule 3, Service Commitment Procedures:
•

After the November reporting deadline, the Committee will issue a violation
notice to any gardener who has not fulfilled and reported in a timely fashion the
minimum service hours.

•

Any shortfall will be added to that gardener's service requirement for the
following year. If the new requirement is not met in total that year, the
Committee will notify the gardener that the plot has been forfeited, and the plot
will be reassigned.

Because the November 16 deadline for completing service time has passed,
you can perform no further service for the Garden in 2008.
You have a reported service time of X hours for 2008. Your service commitment
for 2009 will be increased by XX hours, for a total of XX hours. You will be sent a
reminder note with your agreement form for 2009.
Please make sure to read the second paragraph under Rule 3 above. If you do
not complete your compounded service commitment for 2009, you will lose
your gardening privileges.
Dowling Community Garden Committee

Example 6. Violation letter for first-year service-time deficit
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DOWLING COMMUNITY GARDEN
PO BOX 6757, MINNEAPOLIS, MN 55406
651. 255. 6607
WWW.DOWLINGCOMMUNITYGARDEN.ORG

November 16, 2009
John Doe
4000 Chicago Avenue South
Minneapolis, MN 55407
John,
This letter is your official notification that you have failed to perform your
obligatory service time for 2 years consecutively. Under Dowling
Community Garden’s rules concerning service commitment procedures,
this situation necessitates forfeiture of your plot.
When you signed and returned the Dowling Community Garden
Agreement form, you agreed to the rules and conditions contained
within. A copy of these rules and Agreement form is available on our
website.
Your gardening privileges are hereby revoked. You may remove any
plants or structures that you wish to keep from plot XX before the end of
2009. If you have any perennials that need to be removed in the spring,
contact this address. This information will be forwarded to the Membership
Coordinator, and we will try to protect your plants from removal until
spring planting begins.
This forfeiture in no way prevents you from gardening again with us in the
future.
Dowling Community Garden Committee

Example 7. Expulsion letter for second consecutive service-time deficit
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DOWLING COMMUNITY GARDEN
PO BOX 6757, MINNEAPOLIS, MN 55406
651. 255. 6607
WWW.DOWLINGCOMMUNITYGARDEN.ORG

September 11, 2009
John Doe
4000 Chicago Avenue South
Minneapolis, MN 55407
John,
This letter is being sent to inform you that you are in violation of the
contract that you signed with Dowling Community Garden. Rule 8b –
Expected Conduct, concerning plot maintenance, clearly states that no
plot may be consistently or excessively weedy or contain weeds taller
than 8 inches.
Plot XXX has problem weeds and you have been sent a previous message
as a warning. You now have ten (10) days to correct the problem. Failure
to correct the problem by September 22 will lead to a further violation.
Please correct this problem as soon as possible.
Dowling Community Garden Committee

Example 8. First-violation letter for a first violation in the current and previous years
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DOWLING COMMUNITY GARDEN
PO BOX 6757, MINNEAPOLIS, MN 55406
651. 255. 6607
WWW.DOWLINGCOMMUNITYGARDEN.ORG

October 2, 2009
John Doe
4000 Chicago Avenue South
Minneapolis, MN 55407
John,
This letter is being sent to inform you that you are in violation of the
contract that you signed with Dowling Community Garden. Rule 8b –
Expected Conduct, concerning plot maintenance, clearly states that no
plot may be consistently or excessively weedy or contain weeds taller
than 8 inches.
Plot XXX has problem weeds and you have been sent previous messages
as a warning. You now have ten (10) days to correct the problem. Failure
to correct the problem by October 13 will lead to a further violation. This
violation is your second in a two-year period. If you receive three
violations in two years you could forfeit plot XXX and lose your gardening
privileges.
Please correct this problem as soon as possible.
Dowling Community Garden Committee

Example 9. Second-violation letter for a follow-on or second violation in two years
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DOWLING COMMUNITY GARDEN
PO BOX 6757, MINNEAPOLIS, MN 55406
651. 255. 6607
WWW.DOWLINGCOMMUNITYGARDEN.ORG

July 12, 2008
John Doe
4000 Chicago Avenue South
Minneapolis, MN 55407
John,
This letter is your official notification that you have failed to bring garden
plot XXX into compliance with Dowling Community Garden rule 7b, and
as this is your third violation notice in a two-year period, you have forfeited
this plot.
When you signed and returned the Dowling Community Garden
Agreement form, you agreed to the rules and conditions contained
within. A copy of these rules and Agreement form is available on our
website.
Your gardening privileges are hereby revoked. You have until July 22,
2008, to remove any plants or structures from plot XXX. You are
encouraged to remove any materials you wish to keep before that date;
any materials left in the plot at the end of that day may be discarded.
During the intervening time, the plot may be reassigned. The new
gardeners will be instructed to respect any prior plantings that still live.
Please reciprocate and have regard for any new plantings.
Dowling Community Garden Committee

Example 10. Expulsion letter for third violation in two-year period
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DOWLING COMMUNITY GARDEN
PO BOX 6757, MINNEAPOLIS, MN 55406
651. 255. 6607
WWW.DOWLINGCOMMUNITYGARDEN.ORG

June 25, 2009
John Doe
4000 Chicago Avenue South
Minneapolis, MN 55407
John,
This letter is your official notification that plot XXX, your assigned plot, has
been declared abandoned. By signing the renewal agreement earlier this
year, you agreed to abide by the Garden’s rules. Dowling Garden Rule 7
Planting/Cleanup Deadlines clearly states, “Any plot not prepared and at
least half planted by May 31 is considered abandoned and will be
reassigned immediately, with no refund provided.”
Your gardening privileges are hereby revoked. You may have until July 5,
2009, to remove any plants or structures from plot XXX. You are
encouraged to remove any materials you wish to keep before that date;
any materials left in the plot at the end of that day may be discarded.
During the intervening time, the plot may be reassigned. The new
gardeners will be instructed to respect any prior plantings that still live.
Please reciprocate and have consideration for any new plantings.
Dowling Community Garden Committee

Example 11. Expulsion letter for abandonment by failure to meet last-planting date
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DOWLING COMMUNITY GARDEN
PO BOX 6757, MINNEAPOLIS, MN 55406
651. 255. 6607
WWW.DOWLINGCOMMUNITYGARDEN.ORG

August 25, 2009
John Doe
4000 Chicago Avenue South
Minneapolis, MN 55407
John,
This letter is your official notification that plot XXX, your assigned plot, has
been declared abandoned. By signing the renewal agreement earlier this
year, you agreed to abide by the Garden’s rules. Dowling Garden Rule 7b
clearly states, “Any plot with numerous weeds 2’ or taller or that shows no
obvious maintenance for 3 weeks will be presumed abandoned and is
subject to immediate forfeiture without refund.”
Your gardening privileges are hereby revoked. You may have until
September 8, 2009, to remove any plants or structures from plot XXX. You
are encouraged to remove any materials you wish to keep before that
date; any materials left in the plot at the end of that day may be
discarded. During the intervening time, the plot may be reassigned. The
new gardeners will be instructed to respect any prior plantings that still
live. Please reciprocate and have regard for any new plantings.
Dowling Community Garden Committee

Example 12. Expulsion letter for general abandonment of plot
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