These minutes are draft only. Minutes are not finalized until approved by the Alberta Cooperative Grocery
Board of Directors at the following monthly meeting.

Alberta Cooperative Grocery Board of Directors Meeting
February 3, 2026 6:30-9:30pm
Meeting Held in Person

Feb 2026 Board of Directors Meeting Summary
e The Board discussed the following ARFs: Approved General Store Budget, BFC & Kitchen Staff Meeting
Update, Update to Language in L3.4, Board Improvement Initiatives, Review/Monitor Language Definition,
Steps to Improve Board & CM Communications, and the Amended CM Budget and Targets.,
e The Board Monitored the following policies: N/A

Directors present: Rochelle Mollen (she/her), Kristen McKee (she/her), Eugene Rosolie (he/him), Christopher A.D.
(he/him) (partially attended)

Owner Members & Guests: N/A
Collective Management/Staff: Victoria, Jess, Joy, Kirsten
Board Support Staff:
e Board Link: Shane Lei (they/he), Board Administrator: Frankie Martinez (he/him), & Board Facilitator:
Charlotte (she/her)

Directors not present: Lesley Farmer (she/her),

The Board began its agenda at 6:35PM

1. Opening and check-ins.
e Participants shared how they’re arriving at the meeting, and shared their name and pronouns.

2 & 3. Owner Comment and Board Response
e N/A

4 & 5. Decision: Review and approve agenda, approve draft minutes, and meeting agreements

e The Board unanimously approved the agenda and consent agenda. Consent Agenda items
included the January 2026 Meeting Minutes.

6. Commitment Review

Commitment Review

Number | Date Person/Group Commitment Deadline Notes
Begun Responsible
1 04/01/25 Lesley Propose edits to the Recording Meetings ARF Feb 2026 Move to next meeting
2 06/03/25 Lesley Work on talking to the CM about M4 and getting more Feb 2026 Move to next meeting
involved with providing information to the Board Link.
3 09/02/25 Rochelle + Lesley Begin search for backup Board Facilitator Feb 2026 Identified potential candidate.
4 11/4/25 Eugene Explore training and consultation group Feb 2026 On tonight’s Agenda




5 11/4/25 Kristen + CEC Kristen + CEC to discuss how to better onboard new Feb 2026 Bumped to February CEC
board members. Meeting
6 12/2/25 Facilitator Create new board meeting calendar Feb 2026 In progress - troubleshooting
with Josh.
7 12/2/25 Board/CM/Link Monitor - Board/CM/Link joint audit due by April 15. April 2026 Due in April
8 12/2/25 Link + BFC Monitor/Report - L4 - Budget/Planning Feb 2026 Delayed due to revised budget
needing approval.
9 1/6/26 SFPC PP SFPC PP will report back with updates on each point of Ongoing
compliance as they are addressed, with an Discussed.
understanding that there will be weekly updates
between Board Meetings.
10 1/6/26 SFPC PP SFPC PP will reach out to NCG to ask about consulting Feb 2026 Completed
resources.
11 1/6/26 Lesley, Rachel, & Shane Lesley + Rachel + Shane to raise the Board’s concerns Feb 2026 This was discussed internally
about the Kitchen at the CM Meeting. and information was shared, but
not in a formal presentation.
Completed.
12 1/6/26 BMAD BMAD to discuss if any written communication is needed | Feb 2026 Completed.
to be provided to the CM about the Board’s concerns
being brought to the CM meeting.
13 1/6/26 MODO/Board Link Earliest month to receive annual meeting date from CM Feb 2026 MODO notified of due date on
(G12.1). New commitment at meeting. 1/30. Completed.
14 1/6/26 Board Link Notice SFPC PP - L3 Q4 due in March March 2026 SFPC PP notified of due date on
1/30. Completed.
15 1/6/26 BMAD/Board Link Monitor L7 - Collective Management Link Feb 2026 L7 is delayed, may need to push
Replacement/Sub; Link Replacement/Substitute back to March/April.

7. Committee Reports

e Board Maintenance and Development (BMAD):
i. Discussed Kitchen Budget, Kitchen Team + BFC Meeting, Backup Board Facilitator, L
Reports, and Backup Link.

e Community Engagement Committee (CEC):
i. Discussed hygiene kits and items to be added to the pantry shelf.
ii. Reviewed CEC from 2025, what went well and what didn’t.
iii. Discussed plans for 2026.
iv. Member Appreciation Day on 2/14/26

e Board Finance Meeting (BFC):
i Discussed L4 and the need to push that back.

ii. Discussed financial situation with Kitchen and Budgets.

ifi. Discussed Grocery Store budget and projected loss.

8. ARF: General Store Budget
o Reviewed the provided materials. Updates included

i. Combination of the two previously provided versions, as well as corrections to
calculation errors.
ii. General Store is requesting an additional 4 hours a week (for a total of 52 hours).
iii. Quarterly Operation Breakdown Tab

There is a projected small profit in Q4 2026.




2. Projected Net Loss for the year
iv. Questions
1.  Would the General Store be open to presenting a monthly update to the Board?
a. Yes, if this would be ok to receive in a report. In person could be
difficult
b. Commitment: (Joy) Monthly reports from the General Store and
in-person quarterly updates.
2. Did the CM already approve this budget?
a. Yes.
3. The Board voted unanimously to approve the General Store budget.

9. ARF: BFC - Kitchen Staff Meeting Update

Update provided that the meeting ended well. A concern was noted, however, that some
members of the team perceived to be “put upon” and may not necessarily be 100% on board. It
was also noted that throughout the meeting, it felt that there was a sense of attributing fault
elsewhere.
Reference was made to the notes from the BFC/CM/Kitchen Meeting.
The plan at the end of the meeting was to get the kitchen team help in the form of a consultant.
New Updates
i The CM did not approve the ARF to hire a consultant.
ii. There is a proposed hearing on the Kitchen Project on Monday 2/9/26.
Clarifying questions were asked:
i Was a consultant the only option that was presented as a way to move forward? Or were
there other options?
1. Based on all the meeting attendees, it was the consensus that the consultant
was the way to move forward.
2. Insight was offered that there was some discussion about a possible 3-Day
training on Kitchens.
For clarity, insight was offered from the discussions during the BMAD meeting regarding the
concerns from the Board as follows:
i Lack of Demonstrated accountability in following project plan and budget

ii. Increase in budgeted labor hours
iii. Projected loss in 2026
iv. No plan to break even in sales until 2028.

Insight was offered:
i A challenge exists due to the frequent need to communicate smaller, more focused
discussions to a broader audience. There has been a disconnect in the information
shared between two distinct groups.

ii. The Kitchen Team had indeed received some communication about the Board concerns
before the meeting with the BFC.
iii. It was clarified that there wasn’t an explicit conversation about the Kitchen Budget not

being approved during the meeting. There was discussion about passing less than the
total requested hours.
Additional context was offered:
i It was a take away from the meeting for some that the budget wasn’t going to be
approved at all, not with a modification of reduced hours and/or with a consultant.

ii. It felt to some that the decision to hire a consultant was the decision to move forward
before the discussion was had.
iii. There was confusion about if a consultant was the only way forward, or if there were

other options possible given the high cost of a consultant.
CM Meeting Insight
i A question was raised if a consultant for the kitchen was the best way forward vs.
looking at the business overall.
ii. Could that money be spent in other ways?



e Revisited the Question:

i. Are there alternative options to a consultant?

1. Have we explored NCG resources to the fullest extent?

e What is a hearing?

i. A meeting on a single topic and, typically, does not have the ability to make a decision

that affects the entire organization. However, they can, and have in the past.

e Hearing is on Monday

i Commitment: Kristen, Rochelle, and Chris to attend Kitchen Hearing.

10. ARF - Update To Language in L3.4 v.1
e Reviewed background of ARF.
e This update is to get policy language clear and aligned with the Board process.
e 0Old language:
i Policy: Limits 4 - Budgeting/Financial Planning
ii. L4.3 Fail to be approved by the CM and brought to the Board by the December Board
meeting with a summary of quarterly projections for sales and all board targets;
New language:
i Policy: Limits 4 - Budgeting/Financial Planning
ii. L4.3 Fail to be approved by the CM and brought to the Board for approval by the
December Board meeting with a summary of quarterly projections for sales and all
board targets;
e The Board unanimously approved the update to the language in L3.4.

Break from 7:26 to 7:36PM

11. ARF - Board Improvement Initiative
e Background on the ARF was provided.
i. Northwest Cooperative Development Center (NWCDC) appears to be the best choice.
ii. Proposal: The Board recognizes the need to move forward with its plan and as such
invites representatives from the Northwest Cooperative Development Center (NWCDC)
to attend the March Board meeting. After which the Board can decide whether or not
to engage (NWCDC).
1. The Board voted unanimously to approve this proposal.
2. Commitment: Eugene to reach out to (NWCDC) to invite them to next board
meeting.
e Brief discussion of the AORTA crash course/class as an option. ($20-$80/person)
i. Could we open up 10 slots for this course and make it available to the Board and CM?
1.  Who would facilitate that? Kristen will commit to facilitating this invite.
2. The Board voted unanimously to approve this proposal.
3. Commitment: Kristen to facilitate invitation to training on facilitation from
AORTA.

12. ARF - Review/Monitor Language Definition
e The ARF was reviewed.
e Goal for this conversation is to get a common understanding of what we mean by “Review” vs
“Monitor”.



MONITOR: are we doing what we
said we'd do?

REVIEW: does policy say what we
want it to say?

Update and ensure policy
accurately describes Board
expectations

Compare policy with data
to ensure compliance

According to:

what Caercr G 5

How? Compare Compare data or Have a look at it, decide if it is up to date and
Compare finsnctal pMonitolingjReraro accurate, “report” back to the board. Only polic
P audit results Policy and use Decision rep - y policy

to policy Tree to approve revisions require approval

The Board directs the organization through Policy Governance. Accordingly, on an annual basis, the Board will:
G3.1 Prepare a calendar for monitoring and reviewing all policies.
G3.2 Monitor performance against all policies.
G3.2.1 G policy monitoring is conducted by the Board Maintenance and Development Committee (BMAD) (except G14,
monitored by BFC).
(G3.2.2 M policy monitoring is conducted by the Board Maintenance and Development Committee (BMAD)
(G3.2.3 L Principles policy monitoring is conducted by the Board based on monitoring reports delivered by the
Management.
G3.2.3.1 The Board may choose to monitor Management’s compliance via direct inspection or an external audit.
(3.3 Review all policies to ensure they are up to date and accurately describe Board expectations.
G3.3.1 Any policy revisions must be consented to by the Board.

When?

e Summary Of Discussion:

i Monitor: Are we doing what we said we’d do? Compare policy with data to ensure
compliance.
1. “When you’re monitoring, you’re always using the monitoring tree.”
ii. Review: Does policy say what we want it to say? Update and ensure policy accurately
describes Board expectations.
iii. G, M, L policies use the term “monitor”, but in practice the Board uses the word

“Monitoring” about the act of using the monitoring tree (L Policies) and a report from
the CM to ensure compliance. Reviewing is internally monitoring the Board’s work re: G
& M policies.

e Discussion on if the L3.4 policy that was revised tonight, was that a monitor or review process?

i It was offered that it was not because tonight's revision was not scheduled. The Board

has reviewed internal policies (G & M) by assessing full policies for updates according to
an annual schedule. The L3.4 update was due to another conversation, and only the
individual sub-policy was examined on its own - not as part of the annual process, fully
related to the rest of the policy, or examining related policies for potential updates.

ii. Opinion was offered that the work of defining words like monitoring vs reviewing could
be worked on with a consultant.
ii. If there is a change to how Monitor and Review are defined, then G and M policies would

need to be updated as well.
e  “Monitoring always implies use of a monitoring tree, comparing data and policy. Reviewing is
looking at policies and proposing changes. Reviewing and Monitoring are scheduled activities.”



13. ARF - Steps to Improve Board - CM Communications ARF v.1
e The background of the ARF was read outloud.
e Discussion

i It was noted that Draft meeting minutes are posted on the website.

1.  CM have access to draft meeting minutes when they are posted on the website,
within the following Board meeting agendas, and in summarized form (at the
CM's request) within the Board Link report to CM, which is usually submitted
about two weeks after the Board meeting (in alignment with the CM ARF
schedule).

ii. It’s noted that the Board has a responsibility to communicate to the Owners. It’s the
understanding that the CM’s representative on the Board is meant to communicate
Board matters to the CM. It’s noted that communication has gotten better over time,
but the current issue with the Kitchen has highlighted some communication issues with
the CM.

e Proposals

i. Create a brief, easy to read “Board Meeting Highlights” template that is filled out and
consented to at the end of the Board Meeting, then hung on the basement door in the
coop the following day.

ii. Formally request that the CM elect a second board link to share the role, and to provide
back up for each other. Be sure the invitation is welcoming and in the context of
distributing engagement, sharing the workload and improving timeliness and clarity of
communication.

ifi. Get to know the CM better: visit the store, get to know who is working there, learn
about worker needs through simple clear feedback methods (ie.brief survey, interactive
feedback tools like bean votes or stickers), express and model curious, respectful and
appreciative interactions. Help people understand the role and function of the board.
Listen to needs and demonstrate that we have heard them. Express gratitude and
validation.

iv. Other Ideas

1. Having different department leads attended Board Meetings to share updates.

e  Questions/Discussions

i It was noted that minutes are being posted online, but some of them are linking to
Google Docs rather than PDF’s and some items link to Agendas vs Minutes. It’s also noted
that there are still public documents that are editable by individuals outside the
organization.

e Insight was provided that some of these requests have been made previously to the CM, so it
would be helpful to extend some patience when managing expectations.

e When CM moved the meeting, that resulted in an additional week delay for CM to receive an
updated report, and then past the deadline to have an ARF added to the Board Meeting Agenda.

e Commitments:

i. Frankie: Offer assistance to Josh and Marketing with identifying public documents
that are editable, improperly linked, or missing, and reviewing the document
posting process with any new team members.

e  Questions/Comments

i Could the Board Administrator be able to update website links for public documents to
make things easier?

1. This request has been made in the past and it has been denied.

ii. Not only do we not have a second/back up Board Link, there isn’t a second CM
representative on the Board at the moment.

1. A question was asked by a Director, How can we help recruit for this role?

a. One proposal was offered: An easier way to get CM to attend Board
Meetings is to allow anyone to attend any meeting, while also being
compensated for that time. This would allow a “soft launch” into
Board Meetings in order to become familiar with the process before



committing to join as a Link.
b. Additional insight was offered that three year terms can be difficult to
commit to for some.
iii. How does the Board formally request the CM elect a second board link?
1. Insight was provided that this could be via email or language submitted via an
ARF. It’s suggested that this be communicated both.
2. Commitment: BMAD to draft language for both the email and the ARF to
formally request CM elect second board link during the February 2026
meeting.
e The Board agreed to start providing Board Meeting Highlights to be posted in the Store.
Commitment: Kristen to post Board Meeting highlights in office.

14. ARF: New Targets + Amended CM Budget
e NET INCOME:
i. Changes that contributed to this increase:
1. Increase in department hours - 2 new positions
a. Staff Trainer
b. Financial Coordinator
i It’s noted this position will be hired outside of the general

pay scale.

ii. Discussion on this role, how it will be recruited for and
monitored, and the confirmation process.

ifi. Discussion on the historical confirmation process vs. current
process.

e  Concern was noted:
i The high combined loss across the Grocery Store, Kitchen, and General store is not
sustainable.

1. Insight was provided that this was part of the concern at the CM Meeting when
the discussion was had on a kitchen consultant vs. a consultant for the entire
business as a whole.

2. It was noted that this high loss was also brought up to the Kitchen Team and
other folks.

3. Insight was offered at the CM meeting that only ~50% of the cash on hand is
available for operational activities. The remainder are reserved funds.

4. Insight was provided that the last Financial Coordinator left because he noted
the Co-Op was reaching its profit ceiling ($/sf).

a. This was part of the decision to expand and it was noted that the
Grocery Store being at a deficit should be expected moving forward
given the current space limitations and operations.
e Question
i. When the CM discussed getting a consultant for the entire organization, did that seem
to be the majority consensus or minority?

1. Insight was offered that it was one of many options presented, but it did seem
like the CM was indeed open to this proposal.

a. It was suggested that some CM might mistakenly believe the cost for a
Consultant to review the entire organization would be comparable to
the cost of the Kitchen Consultant. It is highly probable that the
organizational consultant’s cost would be significantly higher.

15. Review: New Commitments, Upcoming Monitoring, Long Term Projects, Board Meeting Highlights

The board agreed to push L4 monitoring, but will monitor L3 and L2 as scheduled.



Number | Date Begun | Person/Group Commitment Deadline Notes
Responsible
1 2/3/26 Joy/General Store Provide monthly report from the General Store to the Board, Ongoing
Team along with quarterly in-person updates.
2 2/3/26 Kristen, Rochelle, Attend Kitchen Hearing on Monday 2/9/26 2/9/26
Chris
3 2/3/26 Eugene Reach out to NWCDC to invite them to the March Board meeting 3/3/26
to present on available services.
4 2/3/26 Kristen Coordinate invitation to training on facilitation from AORTA. 2/24/26
5 2/3/26 Frankie Offer assistance to Josh and Marketing with identifying public 3/3/26
documents that are editable, improperly linked, or missing, and
reviewing the current document posting process with any new
team members.
6 2/3/26 BMAD Draft language for both the email and the ARF to formally 3/3/26
request CM elect second board link during the February 2026
meeting.
7 2/3/26 Kristen Post new Board Meeting Highlights in store 2/4/26
8 2/3/26 MODO/Link ARF - Approve annual meeting date from CM 3/3/26
9 2/3/26 BMAD/Full Board ARF - Review Governance overview 3/3/26
10 2/3/26 SFPC Report - L3 - Financial Condition Q4 (prior year). Board to 3/3/26
monitor.
11 2/3/26 BFC Dividends Recommendation 3/3/26
12 2/3/26 Link ARF - Initiate the nomination process for CM directors 3/3/26

16. Check Outs + Looking Forward
e The Board adjourned its meeting at 9:20PM and moved to closed session.
e The next meeting is on March 3, 2026 and will be in person.




