6:30-9:30 pm
Meeting to be held via Zoom.

Agenda for 01/06/2026 ACG Board Meeting

Item Pgs. Reference Participant Intended Time Total
s Outcome Time
Check in All Grounding 0:05:00 5
Owner Comment Owners/ 0:05:00 10
/Board Response Directors
Consent Agenda 1-2 Today’s Agenda All Decision 0:03:00 13
3-6 December 2025
Meeting Minutes
Meeting 7 Meeting Agreements All 0:02:00 15
Agreements
8-10 Board Meeting Guide
Acronym Overview
11
Document
Commitment 12 Commitment Review | All Updates 0:15:00 30
Review
Committee BMAD All Discussion 0:10:00 40
Reports CEC
BFC
Closed Session All Discussion 0:15:00 55
ARF #1 Report/Monitor - L3 | All Monitoring 0:15:00 70
- Financial Condition
Q3
ARF #2 General Store Update | All Discussion 0:15:00 85
ARF #3 Kitchen Project All Discussion 0:20:00 105
Update
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https://docs.google.com/document/d/1ZTUaoI07koJGidNg4Fgp5LgyyeG87EYYqXdKzJ7lDbE/edit
https://docs.google.com/document/d/1WZm93vZqsaUaFhMrNTmJQGEkhpMix5ki7lKvbixuacU/edit
https://docs.google.com/document/d/16CmjG-MQVM1Onra1KnVfewGi0YWoqF13Jr3M-n46riE/edit#heading=h.ag5f9fy3avoc
https://docs.google.com/document/d/16CmjG-MQVM1Onra1KnVfewGi0YWoqF13Jr3M-n46riE/edit#heading=h.ag5f9fy3avoc

ARF #5 Review of Current All Discussion 0:30:00 135
CM Budget and
Annual Plan

Break Break 0:15:00 150

ARF #6 Officer Roles and All Discussion 0:20:00 170
Committees

ARF #7 Vital Records All Discussion 0:15:00 185
Response

ARF #8 Board Improvement | All Discussion/ 0:20:00 205
Initiative Decision

ARF #9 Review/Monitor All Discussion/ 0:15:00 220
Language Definition Decision

Review New Commitments, All Overview 0:05:00 225
Upcoming
Monitoring,
Long Term
Projects

Check Out All Finishing up/ 0:05:00 230

Team Building

e Approve Agenda
e Approve Minutes
® Meeting Agreements

FYI documents (in packet but not on agenda):

® Board Spreadsheet for Meeting & Agenda Due Dates pg
e Comprehensive Yearly Board Calendar pg

Bike Corral (potential future topics):

e Role of the Board

® Director expectations



https://docs.google.com/spreadsheets/d/1XQVZFI3HaJInt4bQ_G14CBcR9dftKjg1idAwz-Z9Tk8/edit
https://docs.google.com/spreadsheets/d/1UTargvAOQ8-h3e5oE5Z3gRCKDlIBfznvE-LCQpbixbo/edit#gid=0

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
December 2, 2025 6:30-9:30pm
Meeting Held In Person

November 2025 Board of Directors Meeting Summary
e The Board discussed the following ARFs: 2026 CM Budget + Annual Plan and formed an Elections
Committee.
e The Board Monitored the following policies: M3 & M5 via consent Agenda.

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

Owner Members & Guests:

Collective Management/Staff: Kyan (Partially Attended)

Board Support Staff:
e Board Link: Shane Lei (they/he), Board Administrator: Frankie Martinez (he/him), & Board Facilitator:
Charlotte (she/her)
Directors not present: N/A

The Board began its agenda at 6:34PM

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 November 2025 Meeting Minutes, M3 - Assignment of Responsibility to the Management,
Report - M5: The Role of The Link.
e The Board agreed to enter a closed session from 6:44PM to 7:40PM, before the Commitment
Review and prior to continuing the Agenda.
ARF #1 & #3 were moved to Jan 2026 Meeting.
Board Discussed moving meetings to in person vs. current meeting cadence.
o Proposal is to move to (1) Virtual Meeting a Quarter and the rest of meetings in person.
o Commitment: Facilitator to create new meeting schedule (Quarterly Virtual Meeting &
In Person Meetings Otherwise)

6. Commitment Review

Commitment Review

Number | Date Person/Group Commitment Deadline Notes
Begun Responsible
1 04/01/25 Joy—+ Lesley Propose edits to the Recording Meetings ARF 12/2/25 Jan 2026
2 06/03/25 Jeoy— Lesley Work on talking to the CM about M4 and getting more Jan 2026 Jan 2026
involved with providing information to the Board Link.
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3 8610325 Board-Admin Remove from commitment
review.

4 09/02/25 Eugene/BFC Get confirmation/clarity surrounding Board 12/2/25 Completed

Stipend/Discount line item amount + policy language.
5 09/02/25 Rochelle + Lesley Begin search for backup Board Facilitator Jan 2026 Jan 2026
6 10/7/25 Lesley Request data from the Kitchen team regarding rental 12/2/25 BMAD will assume responsibility
utilization. for this commitment and reach
out for additional information.
7 11/4/25 Board Admin Remove Board Budget discussion + decision deadlines 12/2/25 Completed
from March/April. Discussion in June, Submit in July.
8 11/4/25 Board Admin Remove Budget Targets submission deadline from Board 12/2/25 Completed
Calendar (that is not in August).

9 11/4/25 Eugene Explore [Board] training and consultation groups 12/2/25 In Progress - Update Jan 2026.
Kristen also sent out suggestions
to trainings.

10 11/4/25 Kristen + CEC Kristen + CEC to discuss how to better onboard new 12/2/25 In Progress - Update Jan 2026

board members.
11 11/4/25 BMAD + Rochelle BMAD to write language for the lawyer to ask what 12/2/25 Completed
Board Documents are required by law to retain, for how
long, and what are the repercussions of not having those
records. Rochelle will then relay to the lawyer.

12 11/4/25 BMAD Reflect on if L6.6 needs updating based on feedback Dec 2025 to In process: January 2026
from the lawyer. Jan 2026

13 11/4/25 Board Link Board Link to review the language provided in the 12/2/25 Kristen sent draft in an email to
“Review/Monitor Language Definition” ARF and provide Shane. In progress, update to
written feedback. Jan 2026.

14 11/4/25 President Form Election Committee (G10.1) 12/2/25 Completed - on Agenda.

15 11/4/25 SFPC PP Report/Monitor - L3 - Financial Condition Q3 12/2/25 Moved to January 2026

16 11/4/25 BMAD M3 - Assignment of Responsibility to the Management 12/2/25 In consent agenda

17 11/4/25 SFPC PP Report - Presentation of Approved Budget and Annual 12/2/25 Discussing During Meeting - Hold

Plan To Jan 2026
18 11/4/25 BMAD Report - M5: The Role of The Link 12/2/25 In consent agenda

7. Committee Reports
e Board Maintenance and Development (BMAD):

i
ii.
iii.
iv.

Discussed Facilitator Hire

Vital Records Language + Language Development
Review/Monitoring Language

M3 + M5 Monitoring

e Community Engagement Committee (CEC):

i
ii.
iii.

Board Outings
Hygiene Kit Discussion

Improving dynamic of BIPOC Inclusion and Leadership at Events and Board participation,
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and Membership.
iv. Events Calendar

Board Finance Meeting (BFC):
i Meeting was rescheduled to Jan 2026

8. Break: From 8:02 to 8:13

9. ARF #1: Report/Monitor - L3 - Financial Condition Q3

ARF was moved to January Meeting

10. ARF #2: Review of Current CM Budget and Annual Plan

Noted that CM Budget needs to be approved and CM may request approval via email once
approved. Or, the Board could wait until the Jan 2026 meeting to approve.
Brief discussion was had on what would happen if budget wasn’t approved until Jan 2026
meeting.
When will the CM Budget be ready for review?
i Insight was provided it was likely that the budget would be approved at the
Dec 17, 2025 CM Meeting.

ii. Commitment: Link to forward the completed budget to the Board once approved at the

CM meeting.
Are the labor hours for the Kitchen included in the current draft of the CM budget?
The budget that is being approved may or may not include the Kitchen Budget.
Discussion: Can the Board approve the proposed budget, with conditions that the General Store
and Kitchen Budget would be produced and provided to the Board within a certain amount of
time.

i. There are clear expectations in the CMA which outlines requirements of the yearly
budget. It’s noted that all expenses should have line items and details included in the
budget.

Discussion on the General Store budget and the line item deduction for the Office Space (MOD).
What do we want to leave this conversation with?

i. Direction to the CM about concerns surrounding the current budget.

1. Can the Kitchen Labor Hours be included in the Store Budget to account for the
Kitchen expense?

ii. Noted that there is not going to be sufficient time between the budget being provided
and the approval request (via email).
iii. What factors should we consider when voting to approve the budget?

iv. What conditional restraints can we put on budget approval, if any?

V. What action items can we take in advance to prepare the CM to provide the budget that
the Board can approve?

vi. Clearer designation, are all labor hours included in the Store Budget? What elements are
not included in the Store Budget?

Additional Insight Was Provided:
i. The Kitchen requested additional labor hours, with regular increases during 2026.
1. There are staff concerns regarding this request.

ii. The Kitchen had an initial budget with a line item for labor hours, but they are currently
exceeding those hours.
ifi. Most recent estimates note a total potential loss for the entire organization

The Board briefly reviewed the previously provided 2026 CM Draft Budget.
Does the Kitchen Team use or plan to use menu costing software?
i. It is noted that the Kitchen Team is calculating costs, however it’s unknown if they are
utilizing software.
How many people are on the Kitchen Team?
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i. There are 2 people and there have been temporary support hours.
Has the Kitchen Team responded to initial concerns?
Commitment - Kristen to draft a proposal and send it to Board Link to submit to the SFPC: We
would like to approve the budget, however we need clearer information. Can you provide a
budget as outlined in the CMA section 12.4, which includes information on all projects including
the Kitchen, General Store, and Storage Project?
Board discussed options for approving budget with or without additional information about the
Kitchen and General Store?

i It’s proposed that the Board commits to deferring the budget approval to January 2026

board meeting and to communicate this timeline to the CM.

Commitment: Board Link to request and provide data about current Kitchen Labor hours.
Proposal: Can the Board hold a special zoom meeting to review and approve the Budget?

11. ARF #3: Officer Roles and Committees
e Moved to Jan 2026.

12. ARF #4: Form Elections Committee
e Eugene and Kristen volunteered to join the Elections Committee.

13. Review: New Commitments, Upcoming Monitoring, Long Term Projects

Number | Date Begun | Person/Group Responsible | Commitment Deadline Notes
1 11/4/25 SFPC PP Report/Monitor - L3 - Financial Condition Q3 Jan 2026
2 11/4/25 SFPC PP Report - Presentation of Approved Budget and Annual Plan Jan 2026
3 12/2/25 BMAD Request data from the Kitchen team regarding rental Jan 2026
utilization. BMAD will assume responsibility for this
commitment and reach out for additional information.
4 12/2/25 Board Link Forward the completed budget to the Board once approved | Dec 2026
at the CM meeting.
5 12/2/25 Kristen + Link Kristen to draft a proposal and send it to Board Link to Dec 2026 Completed
submit to the SFPC: We would like to approve the budget,
however we need clearer information. Can you provide a
budget as outlined in the CMA section 12.4, which includes
information on all projects including the Kitchen, General
Store, and Storage Project?
6 12/2/25 Board Link Request and provide data about current Kitchen Labor Jan 2026
hours.
7 11/4/25 BMAD Officer Roles and Committees - Moved To Jan Agenda Jan 2026
8 12/2/25 Facilitator Create new board meeting calendar Jan 2026
9 12/2/25 Board/CM/Link Monitor - Board/CM/Link joint audit due by April 15. April 2026
10 12/2/25 Link + BFC Monitor/Report - L4 - Budget/Planning Jan 2026 Postpone to February 2026
11 12/2/25 BFC/SFPC PP Report - G14 - Annual Audit Recommendation Jan 2026
12 12/2/25 Link Confirm scheduling of annual or full audit with SFPC PP Jan 2026 N/A

14. Check Outs + Looking Forward
e The Board adjourned its meeting at 9:36PM
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Meeting Agreements

Respect the Process
Value each other’s contributions by arriving on time and prepared, raising your hand before speaking,
and holding everyone accountable to the meeting structure.

Foster Inclusive Conversations
Share your thoughts openly, assume good intentions, address offense with empathy, and embrace
diverse viewpoints and experiences.

Listen and Learn

Keep an open mind, encourage participation, ask questions to foster mutual understanding, and expect
to be changed through the meeting process.
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ACG Board Meeting Guide for New and Prospective Members

The following document generally outlines the format of agendas for Alberta Cooperative
Grocery Board of Directors Meetings. Each standard agenda item is described for the purpose
of mitigating confusion among new and prospective Board Directors as well as ACG co-owners
and members of collective management who may wish to attend meetings.

Check In

e Each meeting we do a round of intros to check in with each other, to help ground us and
transition into the meeting, and to learn each other’s names and pronouns if there are
people in the meeting who aren’t acquainted.

e During intros the facilitator will ask everyone to share their names, pronouns, and will
usually ask folks to share how they’re doing if they feel comfortable to do so.

Owner Comment & Board Response

e During each meeting there is space for any Cooperative Owners to share any
comments, concerns or questions. Following any comments made by owners, the board
is given a chance to respond during the “Board Response” section of the agenda.
Meetings frequently contain no comment from owners, and meetings are often only
attended by Board Directors and Board Staff.

Consent Agenda

e The Consent Agenda is a set of items which have been looked over by Board Members
before the meeting, which are voted on as a group before the meeting begins, along with
the night’s agenda.

e Board members are able to ask that items on the consent agenda be moved onto the
main agenda if they would like for them to be discussed, or ask to amend the main
agenda.

e The consent agenda is a way to systematically and officially approve things which
directors have agreed upon outside of Board meetings, so they can be documented in
the meeting minutes as being approved. An example of an item which is always included
in the consent agenda is the previous meeting’s minutes.

Meeting Agreements

e The meeting agreements are often gone over during the meetings, especially if new or
less experienced members are in the meetings, or if guests are in attendance

e The meeting agreements are as follows:

Respect the Process

Value each other’s contributions by arriving on time and prepared, raising your hand before speaking,
and holding everyone accountable to the meeting structure.

Foster Inclusive Conversations

Share your thoughts openly, assume good intentions, address offense with empathy, and embrace

diverse viewpoints and experiences.

Listen and Learn
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Keep an open mind, encourage participation, ask questions to foster mutual understanding, and expect
to be changed through the meeting process.

Commitment Review

e The commitment review is a spreadsheet of commitments previously taken up by Board
members or Board support staff. During this part of the agenda, the facilitator will read
off each commitment, asking whomever it is assigned to where they are at in the process
of completing their commitment. The Board Administrator will notate commitments which
have been completed, as well as new due dates for commitments if requested.

e The commitment review generally takes a while to go over, and can be very confusing
for those not familiar with the meeting process. If you feel confused, don’t worry!

e The commitment review is gone over early in the meeting so as to be clear about
everyone’s responsibilities when discussing other topics during the agenda.

e As the meeting goes on, the Board Facilitator, Administrator and Link will all attempt to
note new commitments that have been taken up. We will go over these at the end of the
meeting, and add them to next month’s commitment review.

Committee Reports
e Committees which have met during the last month will share what they discussed during
their last meeting and what they are currently working on
e The ACG Board has the following committees
o The Community Engagement Committee (CEC)
o The Board Maintenance and Development Committee (BMAD)
o The Board Finance Committee (BFC)

ARFs
e ARF stands for Agenda Request Form. These are forms used to submit agenda items
for Board meetings. During the main agenda the Facilitator will use submitted ARFs to
give context for items as they are discussed.
e ARFs submitted by Board Directors or Staff will contain:
o the topic to be discussed or voted on
o the background context for the agenda item
o the policy language which may be changed if there is a proposal in the ARF to be
approved
o the time the submitter of the ARF wishes to have allocated in the agenda for the
topic at hand
o and whether the item requires a discussion, decision or both.

Review
e The last section of the meeting is reserved for reviewing upcoming policy monitoring,
long term projects and reviewing new commitments which have been taken up
during the meeting with the purpose of adding them to the commitment review
spreadsheet.
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e Policy monitoring is the process by which the board reviews reports from the Co-ops
Collective Management in order to determine compliance or non-compliance with co-op
policies. At the end of meetings, the facilitator will go over what policies will be monitored
in the following month’s meeting and whether the policy is meant to be monitored by a
Board Committee or the Full Board of Directors.

e At the end of the meeting the Board Facilitator, Administrator, and Link will go over new
commitments which were taken up during the meeting to assure they are all added to the
commitment review.

Check Out
e Before the end of the meeting the Facilitator will have those in attendance go around
and repeat their names and pronouns, if everyone in the room is not already well
acquainted, and share something they are looking forward to, whether related to the
Board or otherwise.
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Board of Directors Abbreviations and Acronyms

ACG: Alberta Cooperative Grocery

ARF: Agenda Request Form

BA: Board Administrator

BF: Board Facilitator

BL: Board Link

BoD: ACG Board of Directors

CEC: Community Engagement Committee

BFC: Board Finance Committee

BMAD: Board Maintenance and Development Committee
EC: Elections Committee

SFPC: Strategic & Financial Planning Committee

SFPC PP: Strategic & Financial Planning Committee Point Person
CM: Collective Management
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Commitment Review

Number | Date Person/Group Commitment Deadline Notes
Begun Responsible
1 04/01/25 Lesley Propose edits to the Recording Meetings ARF Jan 2026
2 06/03/25 Lesley Work on talking to the CM about M4 and getting more Jan 2026
involved with providing information to the Board Link.
3 09/02/25 Rochelle + Lesley Begin search for backup Board Facilitator Jan 2026
4 10/7/25 BMAD Request data from the Kitchen team regarding rental Jan 2026
utilization.
5 11/4/25 Eugene Explore training and consultation group Jan 2026
6 11/4/25 Kristen + CEC Kristen + CEC to discuss how to better onboard new Jan 2026
board members.
7 11/4/25 BMAD Reflect on if L6.6 needs updating based on feedback Dec 2025 to
from the lawyer. Jan 2026
8 11/4/25 Board Link Board Link to review the language provided in the Jan 2026
“Review/Monitor Language Definition" ARF and provide
written feedback.
9 11/4/25 SFPC PP Report/Monitor - L3 - Financial Condition Q3 Jan 2026
10 11/4/25 SFPC PP Report - Presentation of Approved Budget and Annual Jan 2026
Plan
11 12/2/25 Board Link Forward the completed budget to the Board once Dec 2026
approved at the CM meeting.
12 12/2/25 Board Link Request and provide data about current Kitchen Labor Jan 2026 Completed.
hours.
13 11/4/25 BMAD Officer Roles and Committees - Moved To Jan Agenda Jan 2026
14 12/2/25 Facilitator Create new board meeting calendar Jan 2026
15 12/2/25 Board/CM/Link Monitor - Board/CM/Link joint audit due by April 15. April 2026
16 12/2/25 Link + BFC Monitor/Report - L4 - Budget/Planning Feb 2026
17 12/2/25 BFC/SFPC PP Report - G14 - Annual Audit Recommendation Jan 2026
3 1242425 Lk Confirm-scheduting-ofannuat-orfut-audi-with-SFRCRR JaR—2026 N/A
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Board Spreadsheet for Meeting & Agenda Due Dates

NEED TO UPDATE CALENDAR FOR 2026
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Comprehensive Yearly Board Calendar

January
Board/CM/Link joint audit due by April 15.
L4 - Budget/Planning

G14 - Annual Audit Recommendation

Confirm scheduling of annual or full audit with SFPC PP

February
Annual extended meeting - reschedule for October?

Earliest month to receive annual meeting date from CM
(G12.1). New commitment at meeting.

Notice SFPC PP - L3 Q4 due in March

L7 - Collective Management Link Replacement/Sub; Link
Replacement/Substitute

March

Approve annual meeting date from CM?
BMAD/Full Board - Review Governance overview
L3 - Financial Condition Q4 (prior year)
Dividends Recommendation

Initiate the nomination process for CM directors

April

Contact Design CM to request fliers at annual meeting of
decisions made at previous meeting.

Last month to receive annual meeting date from CM
L2 - Staff Treatment, Training, and Compensation

Dividends Decision

Process

Monitor
Monitor

Report

Email

ARF

Email

Monitor

ARF
ARF
Monitor
Discuss

ARF

Email
ARF
Monitor

Decision

Who
Monitors/
Responsibility Reviews

Board/CM/Link
Link BFC
BFC/SFPC PP Full Board
Link
MODO/Link Full Board
Link
Link BMAD
MODO/Link Full Board
BMAD Full Board
SFPC PP Full Board
BFC Full Board
Link Ccm
President/Treas
urer
MODO/Link Full Board
Link Full Board
BFC Full Board

Desired Outcome

Joint Meeting
Approval
Approval - CA

Confirmation of audit
date

Approval

Confirmation of L3 report
scheduling

Approval

Approval
Review
Approval

Discussion/Feedback

Confirmation of flier
printing

Approval
Approval

Approval
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Bylaws Revision Proposals

ACG Yearly Internal Audit - Board, Management, Board
Link

G3 - Policy Governance Review Process

Dividends Decision

May

Notice SFPC PP - L3 Q1 due in June

June

Finalize annual report to membership for annual meeting

BMAD Table before Annual Meeting to answer questions
and make members more aware of the Board Elections &
Bylaw Revisions process as it relates to G10.

L3 - Financial Condition Q1

Notice SFPC PP - L3 Full Year due in August

July

BFC - Review G14 & L5 in preparation for August L5
monitoring & October audit recommendation.

Annual meeting - provide decisions from previous annual
meeting.

G5 - Individual Director Responsibilities
G7 - Building Board Capacity

Submit Next Years Final Board Budget to CM

August

Orientation [in monthly Board meeting] this month.
Requred by G7.1.2.

Contact all directors to schedule October annual extended
meeting (training).

Notice SFPC PP - L3 Q2 due in September

Endorse

Discuss

Report

Email

Discuss

Table

Monitor

Email

Discuss

Report
Report
Report

Report

ARF

Email or
ARF

Email

Any sponsor Full Board

See name &

Board/CM/Link comment

BMAD Full Board

Link

President/Treas

urer

BMAD

SFPC PP Full Board

Link

BFC

Pres/Treas/Desi

gn

BMAD Full Board

BMAD Full Board

BFC Full Board
Full Board,

Board Support

Facilitator Facilitator

Link

Approval

Approval
Approval - CA

Confirmation of L3 report
scheduling

Completed annual report

Approval

Confirmation of L3 report
scheduling

Discussion/Feedback

Fliers distributed
Discussion
Approval - CA

Submit Completed Budget

Orientation completed

October extended meeting
scheduled

Confirmation of L3 report
scheduling
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L3 - Financial Condition Full Year Monitor

L5 - Asset Protection Monitor
Submit CM Board Targets for next year Report
September

Elect new Board officers Vote
Determine Committee membership Discuss

BFC - Discuss/Decide whether to require a yearly audit or

review at monthly committee meeting. Discuss
L3 - Financial Condition Q2 Monitor
L1 - Customer Service & Value Monitor

G10 - Elections Commiittee (elections & Bylaw revision) Report

G12 - Annual General Membership Meeting Report

October

BFC - Last month to bring recommendation to the Board if

financial audit/review is needed. Report
Annual Extended Meeting Meeting
November

Notice SFPC PP - L3 Q3 due in December Email

L6 - Board & Management Communication Guidelines Monitor
M4 - Monitoring Management Performance Report
December

Form Election Committee (G10.1) Discuss
L3 - Financial Condition Q3 Monitor

M3 - Assignment of Responsibility to the Management Review
Presentation of approved budget and annual plan Report
M5 The Role of the Link Report

-END-

SFPC PP
Link

BFC

President

President

BFC
SFPC PP
Link
BMAD
BMAD

BFC

Fac/VP/Secreta
ry

Link
Link

BMAD

President
SFPC PP
BMAD
SFPC PP
BMAD

Full Board
Full Board

Full Board

Full Board
Full Board
Full Board

Full Board

Full Board,
Support

BMAD

Full Board

Full Board

Full Board

Full Board

Approval
Approval

Submit Final Targets

Decision

Decision

Decision
Approval
Approval
Approval - CA

Approval - CA

Approval

Complete training for new
Board

Confirmation of L3 report
scheduling

Approval

Approval - CA

Decision

Approval
Approval - CA
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Committee Reports

BMAD + CEC Pending
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BFC Meeting Minutes, Board of Directors

Meeting Location Google Meets

Meeting Date 12/19/2025 @ 3:00PM

Next Meeting Date 01/13/2026 @ 6:30PM

In attendance: Eugene Rosolie (BFC Chair), Christopher DeAngelis, and Frankie Martinez
(Board Admin)

Agenda:

e Report - G14 - Annual Audit Recommendation
e 2026 CM Budget
e Updates from SFPC PP (KPI's from August/September 2025)

Minutes:

1. Updates from SFPC PP (KPI's from August/September 2025)
a. There were some items noted that need further information/clarification
i. Days Cash On Hand
ii. Average basket size is in dollars ($), which may not be the most accurate
metric to compare against previous years given inflation/pricing
fluctuations, etc. It would be more helpful to compare if the figures were
able to be adjusted for inflation.
1. Could the Coop explore utilizing Co-Metrics (available via National
Coop Grocers) to help clarify this concern?
2. Could the number of items in a basket be a helpful metric?
ii. Sales
1. Are these sales figures for individual items?
2. These figures are in dollars ($)
b. Questions were raised about the “Key” provided in the KPI report and if those
were appropriate ranges.
c. Concerns about the Kitchen Project were discussed.

2. Report - G14 - Annual Audit Recommendation
a. It was discussed that we just completed a full audit in 2025, so this isn’t needed
for this year.

3. 2026 CM Budget
a. Question was raised about the discount line item for workers, what is attributing
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to this increase?

b. On the working copy of the budget available to review, there seems to be
discrepancy between the Snapshot and Expenses tabs as it relates to
Labor/Personnel expenses which causes concern. It’s possible that this version
has been updated. Pending access to the Approved Budget.

i.  What expenses are included in the Labor % of Sales Metric as they relate
to the “Personnel Expenses” line item.

c. lItis noted that there is a new/different version that was “Approved” but no
members of the BFC or Board Admin had access to review this budget.

Commitments for December:
[CJ Eugene will reach out to SFPC PP to get clarification on these questions.

Previous Commitments:

(]
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ARF#1 - Report/Monitor - L3 - Financial Condition Q3

Annual MONITORING REPORT, Date: December 22nd, 2025
Policy: L3 — Financial Condition - Q3 2025

Revised: October 21, 2022

Unless indicated otherwise all data in this report is for Q3, 2025, a period beginning
July 1st and ending September 30th, 2025 and is accurate as of that date. I certify that

the information contained in this report and attachments is true to the best of my
knowledge.

Rachel Heichen, Strategic and Financial Planning Committee

I assert non - compliance with this policy

Attachments: Comparative Balance Sheet, Profit & Loss and Cash Flow Statements

Policy Language for L3: Management must not cause or allow the development of fiscal

jeopardy or material deviation of actual expenditures from board priorities established in
ACG’s Principles.

Interpretation: The Collective Management of Alberta Cooperative Grocery (ACG) must refrain
from any activities or decisions that may cause financial harm to ACG. Fiscal Jeopardy is when
the business is put into danger, hazard, or peril through financial means. Management must not
enact any policies, enter into any contracts, or engage in any activities that put ACG at risk.

Note: We monitor L3 in full annually. On a quarterly basis, we only monitor L3.1, unless there
is information indicating that we are out of compliance with the other sub policies in L3.

Management must not cause or allow:

L3.1. Any targets set by the Board of directors or any approved revisions to be unmet. Targets
are monitored on a quarterly basis for compliance.

Interpretation: Any targets set by the Board of directors or any approved revisions to those
targets must be met. Targets are monitored on a quarterly basis for compliance.
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The targets given to the CM by the board for 2025 are noted and presented against actuals.
I assert non-compliance with L3.1 for Q3 2025

2025 Q3 P&L, 2025 Q3 Balance Sheet, CashFlow, Margin Spreadsheet

Plan for Compliance

We have some work ahead of us to get more financial clarity as we enter the next year with
two brand new businesses. Unfortunately, we ended the year with financial chaos, and that
hasn’t set us up very well for being able to get that clarity. The points below are far from a
complete plan, but hopefully it’s a start.

Financial Coordinator Position

In January, we are having a final hearing on what the future Finance Team will look like.
There has been a push to hire a Financial Coordinator (FC)for some time. As the SFPC Point
Person, I have been responsible for many of the duties that would be performed by an FC. 1
no longer have the capacity to do both Personnel and FC duties, which have both increased
greatly over the past couple of years. We need someone that is dedicated to understanding
our financial picture that can share that information with both the staff and board. Hopefully,
after the hearing, there will be a proposal brought to the January CM meeting. This will also
include a proposal for hiring a permanent bookkeeper.

Margins

We need to understand where margin shortfalls are a result of department losses. Lower than
expected margins can result from not raising prices as inventory costs increase, shrink and
theft. I think that there needs to be a conversation with the buyers to determine what might
have caused the low margins - maybe it’s something they are aware of that can be adjusted. I
know that Jim (bulk) has mentioned not having enough time to do price adjustments all the
time. For wellness, it’s a little more complicated because we are having a hard time getting
good counts. We could consider hiring an inventory company that does a financial count a
couple of times per year. “ A financial inventory audit is a thorough examination of a
company's inventory records and physical stock to ensure accuracy, transparency, and
compliance with accounting standards” according to Apex Inventory.

Personnel Costs

I plan on doing a full breakdown by department for the year to see where we went over our
budgeted labor hours. Without that information, it’s hard to provide a plan for how we will
get back into compliance. Again, we were not that far off of our target. I suspect it might
have to do with the addition of so many hearings and meetings that have been held to deal
with issues for which staff feel a sense of urgency.
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https://drive.google.com/open?id=1v6AP0Sp-U_eyfmMdSmY0dwpXG5U8MAWI

ARF #2 - General Store Update

Pending
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ARF #3 - Kitchen Project Update

Pending
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ARF #4 - Review of Current CM Budget and Annual Plan

Attachments: 2026 Budget Approved (for board)
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ARF #6:

ACG Board Meeting Agenda Request Form

Note: there are some explanations and questions in italics; please
make a copy of this Google Doc, erase all notes, and replace them

with your answers!

Please name your document with this title: YYYY/MM/DD (meeting
date you’re submitting the ARF for), followed by the ARF name

(“Item”) - Source ARF link

Item:

Officer Roles and Committees ARF v.1:

Sponsor:

Lesley/BMAD

Date/Time Requested:

15 mins 11/03/25

Attachments: https://docs.google.com/document/d/1NpRI-IZtQEOPGX13EZD-B
WcWI3ylbiCdgPKDV3TAHoc/edit?tab=t.0
Background: There has been some confusion about officer roles. This ARF contains

information to clarify duties.

The current officers are:

President - Rochelle

Vice President - Lesley

Treasurer - Eugene

Secretary - Christopher (nominated)

The Board has also asked for clarification around Board Committee chair
assignments, committee roles and duties. Information about committees

is spread across the Bylaws and the Policy Register. References from G

policies and committee charters are on the attached document.

Generally speaking each director is assigned to a standing committee.
As for the issue of committee chairs, committees are assigned a "liaison"
tasked with running their committee and the Treasurer is assigned to be
the “chair” of the Finance Committee. The Bylaws use the words liaison
and chair. This can be confusing but they mean the same thing. The
liaison or chair is any board member tasked with communicating to the
Board about committee work, and assuring that meeting notes are taken,
given to the administrator to post, etc. (the duties are listed in G.5).
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https://docs.google.com/document/d/1-a7swfQxRTxTTVDQIDwAf7r5-XPw72GJXfS0mGiqAUA/edit

From the Bylaws:

From Article V.4 Board of Directors:
The Board shall assign to each standing committee one Director,
who shall function as a liaison between the Board and the
committee. The Board shall have the right to change committee
liaison assignments at any time.

And Article V1l (Officers) states that “The Treasurer shall serve as the
Chair of the Finance Committee.”

Actual Language:

Officer Roles

President
Policy: Governance 4 — Roles of Board Officers, Staff Members

G4.1 The Board President has the following responsibilities:

G4.1.1 Ensure the integrity of the Board’s process and that the Board
behaves in accordance with its own rules and legal requirements.
G4.1.2 Be the official signatory of the Cooperative.

G4.1.3 Ensure fulfillment of the following tasks, which may be delegated:
G4.1.3.1 Supervise the business and affairs of the Cooperative.
G4.1.3.2 Prepare the agenda for all membership and Board meetings.
G4.1.3.3 Facilitate membership and Board meetings.

G4.1.3.4 Adhere to the Board’s annual Policy Governance.

G4.1.3.5 Present the membership with an Annual Report based on the
Board’s policy monitoring work.

G4.1.3.6 Represent the Board to outside parties.

G4.1.4 If the Board employs a Facilitator for its meetings, manage them,
including reviewing contract, performance, and compensation at least
every two years.

Vice President

G4.2 The Board Vice President has the following responsibilities:
G4.2.1 Provide support to the President as needed.
G4.2.2 Assist the President with officer and committee recruitment.
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G4.2.3 Understand the responsibilities of the Board President and be
able to perform these duties in the President’s absence.

Secretary

G4.3 The Board Secretary is responsible for ensuring fulfillment of the
following tasks, which may be delegated:

G4.3.1 Ensure minutes are taken for all membership and Board
meetings.

G4.3.2 Ensure that the collection of non-policy Board procedures is kept
in one place and passed on to the next Secretary when the time comes.

G4.3.3 Ensure compliance with the posting of notices as outlined in the
Bylaws.G4.3.4 Ensure a summary of all Board committees is posted in
the Cooperative.

G4.3.5 Respond to inquiries directed at the Board via email in
accordance with G1.5.

G4.3.6 If the Board employs a Board Administrator,manage them,
including reviewing contract, performance, and compensation at least
every two years.

Standing Committees

Committee members

(BMAD) Board Maintenance and Development Committee: Lesley,
Rochelle and Kristen

(CEC) Community Engagement Committee: Rochelle and Lesley (BFC)
Board Finance Committee: Eugene and Christopher

G6.1 Board committees help the Board perform its role.
G6.1.1 Committee work is limited to those tasks specifically
delegated to committees by the Board.

G6.1.2 Board committees do not exercise authority over staff.
G6.1.3 Board committees report solely to the Board.

* Directors in their first term are required to serve on at least
one committee
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G6.4.1 Non-Directors may serve at the discretion of the committee
chair.

G6.5 Board committees chairs are appointed by the Board and have
the following responsibilities:

G6.5.1 Ensure the committee fulfills its charter and maintains compliance
with Board policies.

G6.5.2 Arrange, set the agenda for, and preside over committee
meetings.

G6.5.3 Ensure committee meeting minutes are maintained and stored on
the Board'’s electronic drive within seven (7) days of each committee
meeting.

G6.5.4 Submit proposals based on the committee’s work to the Board.

(G6.5.5 Ensure Owners are informed of committee work and opportunities
for participation.

G6.5.5.1 Ensure meeting announcements with proposed agendas are
posted to the Cooperative’s online calendar at least seven (7) days in
advance of each committee meeting.

Intended Outcome: DISCUSSION
Owner Input: n/a
Cost: n/a
Evaluation: n/a
Implementation Date: |n/a

Notes to Facilitator:
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ARF# 7 - Vital Records Response

Pending
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ARF #8 - Board Improvement Initiative

ACG Board Meeting Agenda Request Form

Item: Board Improvement Initiative

Sponsor: Eugene Rosolie

Date/Time Requested: | 20 minutes

Attachments:

Background: Over the past year the Board has talked about bringing in an outside

Consultant to help the Board be more efficient and effective. The 2025
Budget had $4,000 allocated for the hiring of a consultant, but no action
has taken place. The Budget for 2026 has $2,000 for consulting. As
justification for the $2,000 two firms were referenced but only the
Northwest Cooperative Development Center (NCDN) appears to be the
most affordable and the dedication to the Cooperative movement. I'm
proposing that we start the consulting process now.

Actual Language:

The Board recognizes the need to move forward with its plan and as
such invites representatives from the Northwest Cooperative
Development Center (NCDN) to attend the February Board meeting.
After which the Board can decide whether or not to engage NCDN.

Intended Outcome:

Discussion/Decision

Owner Input:

I’m not steadfast on NCDN and willing to consider other options

Cost:

TBD

Evaluation:

Implementation Date:

December 2, 2025

Notes to Facilitator:
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ARF #9 - Review/Monitor Language Definition
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