Agenda for 02/03/2026 ACG Board Meeting

6:30-9:30 pm
Meeting to be held in person..

Item Pgs. Reference Partici Intended Time Total
pants Outcome Time
Check in All Grounding | 0:05:00 S
Owner Owners/ 0:05:00 10
Comment Directors
/Board
Response
Consent 1-3 | Today’s Agenda All Decision 0:03:00 13
Agenda
4-9 January 2026 Meeting
Minutes
Meeting 10 Meeting Agreements All 0:02:00 15
Agreements
11-13 | Board Meeting Guide
Acronym Overview
14
Document
Commitment 15 Commitment Review | All Updates 0:15:00 30
Review
Committee 20-22 | BMAD All Discussion | 0:10:00 40
Reports 23-25 | CEC
26-27 | BFC
ARF 28 General Store Budget | Joy Update 0:20:00 60
ARF 29 BFC- Kitchen Staff All Discussion | 0:15:00 75
Meeting Update
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https://drive.google.com/file/d/1Q0RfCwoWghtScxRF_pCUgCU3cFT1aeeU/view?usp=sharing
https://drive.google.com/file/d/1Q0RfCwoWghtScxRF_pCUgCU3cFT1aeeU/view?usp=sharing
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
https://docs.google.com/document/d/1k9ijwyxRkJTtki_ocREDpLiUXLf_E2uhCuf9D7zArOs/edit?usp=sharing
https://docs.google.com/document/d/1bnZRlZNbWXSlt88y946qBOTfbNqjn4S2mskoBTdwExI/edit?usp=sharing
https://docs.google.com/document/d/1sBuRh6ytnDZUR5t1-2A48yF4egXZGy4ipav78tEiaOg/edit?usp=sharing

9 | ARF 30-31 | Update to language in | All Discussion/ | 0:15:00
L3.4 v.1: Decision
Break Break 0:15:00
10 | ARF 32 New Targets + All Discussion/ | 0:35:00
Amended Decision
11 | ARF 33 | Board Improvement All Discussion/ | 0:20:00
Initiative Decision
12 | ARF 34-35 | Review/Monitor All Discussion/ | 0:15:00
Language Definition Decision
13 | ARF 36-37 | Steps to Improve All Discussion/ | 0:20:00
Board-CM Decision
Communication ARF
v.1l
14 Review New Commitments, All Overview 0:05:00
Upcoming
Monitoring,
Long Term
Projects
15 | Check Out All Finishing 0:05:00
up/
Team
Building
16 | Closed Session All Discussion 0:15:00

e Approve Agenda
e Approve Minutes

® Meeting Agreements

FYI documents (in packet but not on agenda):

e Board Spreadsheet for Meeting & Agenda Due Dates pg 16

° mprehensi

Bike Corral (potential future topics):

® Role of the Board

Yearly Boar lendar pg 17-19
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https://docs.google.com/spreadsheets/d/1XQVZFI3HaJInt4bQ_G14CBcR9dftKjg1idAwz-Z9Tk8/edit
https://docs.google.com/spreadsheets/d/1UTargvAOQ8-h3e5oE5Z3gRCKDlIBfznvE-LCQpbixbo/edit#gid=0

e Director expectations

3 0of 37



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
January 6, 2026 6:30-9:30pm
Meeting Held via Zoom

January 2025 Board of Directors Meeting Summary
e The Board discussed the following ARFs: General Store Update, Kitchen Project Update, and Review and
Approval of the 2026 Grocery Store Budget.
e The Board Monitored the following policies: L3 - 2025 Q3.

Directors present: Rochelle Mollen (she/her), Lesley Farmer (she/her), Christopher A.D. (he/him), Kristen McKee
(she/her),
Owner Members & Guests:
Collective Management/Staff: Ruth (They/Them/She), Rachel Heichen (SFPC PP), Joy (They/Them)
Board Support Staff:
e Board Link: Shane Lei (they/he), Board Administrator: Frankie Martinez (he/him), & Board Facilitator:
Charlotte (she/her)

Directors not present: Eugene Rosolie (he/him)

The Board began its agenda at 6:33PM

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 December 2025 Meeting Minutes.
e The Board agreed to move the Vital Records Response, Officer Roles and Committees, Board
Improvement Initiative, and Review/Monitor Language Definition ARFs to the February Meeting.

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 Jan 2026 Move to Feb 2026

2 06/03/25 Lesley Work on talking to the CM about M4 and getting more Jan 2026 Move to Feb 2026
involved with providing information to the Board Link.

3 09/02/25 Rochelle + Lesley Begin search for backup Board Facilitator Jan 2026 Move to Feb 2026

4 10/7/25 BMAD Request data from the Kitchen team regarding rental Jan 2026 Completed
utilization.
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5 11/4/25 Eugene Explore training and consultation group Jan 2026 In progress - Feb Check In
6 11/4/25 Kristen + CEC Kristen + CEC to discuss how to better onboard new Jan 2026 On the Jan CEC agenda
board members.
7 11/4/25 BMAD Reflect on if L6.6 needs updating based on feedback Dec 2025 to Discussing tonight
from the lawyer. Jan 2026
8 11/4/25 Board Link Board Link to review the language provided in the Jan 2026 On tonight’s agenda.
“Review/Monitor Language Definition” ARF and provide
written feedback.
9 11/4/25 SFPC PP Report/Monitor - L3 - Financial Condition Q3 Jan 2026 Completed - on Agenda
10 11/4/25 SFPC PP Report - Presentation of Approved Budget and Annual Jan 2026 Discussing this evening
Plan
11 12/2/25 Board Link Forward the completed budget to the Board once Dec 2026 Completed
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 On Agenda
14 12/2/25 Facilitator Create new board meeting calendar Jan 2026 Discussing tonight, moved to
Feb 2026
15 12/2/25 Board/CM/Link Monitor - Board/CM/Link joint audit due by April 15. April 2026 Will add to BMAD Agenda for
Jan.
16 12/2/25 Link + BFC Monitor/Report - L4 - Budget/Planning Feb 2026 In progress
1242425 BFEASFRPERP Repert—GH—Anrntat-AnditRecommendation Jan2026
12225 Hnk Conrfirmsehedutine-ofarruat-er futbauditwith-SFRCPR Jan2026 N/A
7. Committee Reports
e Board Maintenance and Development (BMAD):
i Discussed L policies, budget, and noted additional information was needed.
ii. Also discussed Vital Records response.
e Community Engagement Committee (CEC):
i Hygiene kit project on hold for now.
e Board Finance Meeting (BFC):
i. Discussed August/September KPI’s that were provided.
ii. Reviewed available working CM Budget, and noted access was needed for the correct
version.
ifi. Concerns were noted about increase in discount line items and some conflicting
information throughout the tabs. Most likely due to access to the draft version only.
8. ARF #1: Report/Monitor L3 - Financial Condition Q3

e Reviewed the Report provided by the SFPC PP which notes that policy is out of compliance.

e It was noted that there was a low negative net profit for the quarter and that operational costs
were attributed to the loss of profit.

e  Highlights
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i Negative net profit.
ii. Personnel costs were also higher than budgeted.
1. These can be partially attributed to the additional labor hours for the Kitchen
Project and General Store.
iii. Inventory was also noted as being higher for the quarter, although it would balance out
over the year. Partially attributed to the power outage and loss of product.
1. Wellness/Supplements margins are also below goals.

iv. Margins were also lower for the quarter.
V. It’s noted that there will be a hearing on 1/7/26 regarding hiring a Financial
Coordinator.
Questions

i There are mercantile items being sold in the General Store which are being accounted
for separately. Could this be attributed to the margin concern?
1. The General Store opened after Q3.

ii. Could L6 be out of compliance given the issues with the outgoing Bookkeeper?
1. An annual review may be needed.
iii. Are the challenges around inventory counts with supplements also occurring with other
departments?

1. There is an access issue to the Basement in order to do the counts.

2. SFPC PP also notes that some margin goals may be too high/out of alignment.

3. There are companies that can help with the inventory count (via Apex for
example) if needed. A consultant may be needed to help correct inventory

discrepancies.
iv. Could monthly inventory counts be needed?
V. Financial Coordinator (in the past) has helped provide more information around margins

to Buyers Team and educate on what factors are influencing margins.
1. It was noted that currently Buyers do have access to tools to build skills around
analyzing margins, etc.
It is noted that there is a Plan for Compliance without a defined timeline. Due to the unique set
of circumstances, the Board agrees this is acceptable with the understanding that there will be
updates on each part of the compliance plan (Financial Coordinator Position, Margins, and
Personnel Costs) as they are addressed, as well as weekly check-ins from the SFPC PP, Board Link,
and Ben.
The Board Monitored L3
i. Did individual directors receive and read the written report in advance of the meeting
and come to the meeting prepared to act?

1. Yes
ii. Is the Operational Definition/Interpretation Reasonsable?
1. Yes
ifi. Is there adequate data to determine compliance/accomplishment?
1. Yes
iv. Does data demonstrate compliance/accomplishment?
1. No

V. Was there an acceptable plan, including a timeline for compliance/accomplishment?
1. Working Plan In Place - Yes

vi. Is the Board prepared to proceed without any additional information?
1.  Yes - Accepted with acknowledgement of non-compliance.
vii. The Board accepted the L3 - Q3 report as out of compliance, with an approved plan for
compliance.

Commitment: SFPC PP will report back with updates on each point of compliance as they are
addressed, with an understanding that there will be weekly updates between Board
Meetings.

Commitment: SFPC PP will reach out to NCG to ask about consulting resources.

Additional Questions: Is a full L3 report needed, as opposed to just L3.1, due to L3.6 and 3.8
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9. ARF #2:

10. ARF #3:

being out of compliance?
i. It is noted that a full report is not manageable at this time, although this is usually the
standard expected by the Board.

General Store Update
Reviewed provided information
i. Rachel's Budget Copy
ii. Original Budget Copy
ifi. General Store Data
“General Store Budget” Presentation
i. Breakeven Analysis (Monthly) was identified.
ii. Quarterly Operational Breakdown
1. This sheet does not include the PTO and Insurance Cost
2. Negative Operating Result for the year, with Q4 of 2026 projected to have a
profit.
“General Store Budget Working Copy”
i This version includes additional labor expenses (PTO and Employer Taxes)
ii. Net profit on this copy is noted as being higher than above.
iii. Both of these budgets will be combined for the final version.
“General Store Data Tracking”
i. Reviewed gross sales, monthly margins, and weekend customer data.
Final Budget for the General Store will be presented to the CM and then will be brought back to
the Board at the next meeting.
Questions:
i Any additional insight on upcoming inventory?
1. Current Buyers inherited the initial Buyer’s stock purchase.
2. Reviewed sub-departments and some of the items within those.
3. It was noted that the items within the outdoor category can be difficult to align
with current buying principles.

Kitchen Project Update
A brief update was provided on the budget and the historical context surrounding its creation,
which originally planned for these projects to break even.
i. What would the break even point be for the Kitchen?
ii. Labor hours are the main factor contributing to loss.
It’s noted that the project plan is not being fully followed as originally outlined.
A concern was noted that the labor hours in the kitchen present a significant financial risk to the
Co-Op, and-a question stated of whether the current plan is the best course of action at this
time.
How can expectations be communicated to the Kitchen Team around limitations on how labor
hours are being used, particularly around creating new recipes vs creating grab and go items.
i. A potential recourse is not approving the requested hours and having a hearing and
requesting a written plan in place to prioritize income generating activities.
It’s noted that there is a broad range of understanding within the CM on where and when
flexibilities can be taken vs not, for example as it relates to following project plans.
Insight was provided that there is an organizational opportunity to better hold people
accountable in a more timely manner.
Current Plan:
i CM will be voting on the Kitchen Budget at the January meeting. Additional narrative
was requested to better breakdown labor hours and how they are being utilized.
ii. Once the CM votes, and if it’s approved, then it will come to the Board.
Would it be beneficial for the CM to know that the Board may not approve the budget as it is
currently presented?
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i. It’s noted that the Store Budget gets approved by a two-thirds vote, but that is not

current procedure for the Kitchen and General Store budgets.

1.

Insight was provided that there are some discussions on updating the CMA to
change this so the General Store and Kitchen budgets also get approved by a

two-thirds vote.

ii. Insight was also provided that there are discussions around a desire to support the
Kitchen staff as much as possible, but there isn’t agreement on how to best provide that
currently. A hearing may be requested.

ifi. Insight was provided that continued, consistent, and clear communication between the
Board and CM will (hopefully) lead to better working relationships. So it may be
appropriate to note some of these concerns to the CM prior to or at the next meeting.

iv. Commitment: Lesley + Rachel + Shane to raise the Board’s concerns about the
Kitchen at the CM Meeting.

V. Commitment: BMAD to discuss if any written communication is needed to be
provided to the CM about the Board’s concerns being brought to the CM meeting.

vi. Additional insight was provided that there are some concerns with the Kitchen staff not
being provided with enough financial training/support.

11. Break from 8:44PM to 8:55

12. ARF #4: Current CM Budget and Annual Plan
e Context and background was provided around the Board’s involvement in the Budget process.

o Questions:

i. Does the non-wage personnel costs include hours for the General Store or Kitchen?
Yes, they do. Non-wage personnel costs included in the Grocery Store budget
like Health Insurance. Items like Staff Discount and Worker’s Compensation will

1.

increase as labor hours increase.

ii. Would it make sense to approve the Grocery Store budget, without the General Store
and Kitchen budget?
Historical context was provided why the General Store and Kitchen budget are

1.

tracked separately.

Insight was provided that this budget should be approved given the time

constraints surrounding wage increases.

Both the General Store and Kitchen are providing projections of loss on a

quarterly basis so performance and losses can be assessed and monitored.
ifi. It is clarified that only the Grocery Store budget is being requested for approval.

e The Board voted unanimously to approve the 2026 Grocery Store Budget

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

Number | Date Begun | Person/Group Responsible | Commitment Deadline Notes
1 1/6/26 SFPC PP SFPC PP will report back with updates on each point of
compliance as they are addressed, with an understanding
that there will be weekly updates between Board Meetings.
2 1/6/26 SFPC PP SFPC PP will reach out to NCG to ask about consulting
resources.
3 1/6/26 Lesley, Rachel, & Shane Lesley + Rachel + Shane to raise the Board’s concerns about

the Kitchen at the CM Meeting.
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1/6/26 BMAD BMAD to discuss if any written communication is needed to
be provided to the CM about the Board’s concerns being
brought to the CM meeting.

1/6/26 MODO/Board Link Earliest month to receive annual meeting date from CM
(G12.1). New commitment at meeting.

1/6/26 Board Link Notice SFPC PP - L3 Q4 due in March

1/6/26 BMAD/Board Link Monitor L7 - Collective Management Link Replacement/Sub;

Link Replacement/Substitute

14. Check Outs + Looking Forward
e The Board agreed to meet in person for the February and March, and then will meet virtually in

April.

e The Board adjourned its meeting at 9:32PM and moved to closed session.
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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
04/01/25 Lesley Propose edits to the Recording Meetings ARF Feb 2026
06/03/25 Lesley Work on talking to the CM about M4 and getting more Feb 2026
involved with providing information to the Board Link.
09/02/25 Rochelle + Lesley Begin search for backup Board Facilitator Feb 2026
11/4/25 Eugene Explore training and consultation group Feb 2026
11/4/25 Kristen + CEC Kristen + CEC to discuss how to better onboard new Feb 2026
board members.
12/2/25 Facilitator Create new board meeting calendar Feb 2026
12/2/25 Board/CM/Link Monitor - Board/CM/Link joint audit due by April 15. April 2026
12/2/25 Link + BFC Monitor/Report - L4 - Budget/Planning Feb 2026
1/6/26 SFPC PP SFPC PP will report back with updates on each point of Feb 2026
compliance as they are addressed, with an
understanding that there will be weekly updates
between Board Meetings.
1/6/26 SFPC PP SFPC PP will reach out to NCG to ask about consulting Feb 2026
resources.
1/6/26 Lesley, Rachel, & Shane Lesley + Rachel + Shane to raise the Board’s concerns Feb 2026
about the Kitchen at the CM Meeting.
1/6/26 BMAD BMAD to discuss if any written communication is needed | Feb 2026
to be provided to the CM about the Board’s concerns
being brought to the CM meeting.
1/6/26 MODO/Board Link Earliest month to receive annual meeting date from CM Feb 2026
(G12.1). New commitment at meeting.
1/6/26 Board Link Notice SFPC PP - L3 Q4 due in March March 2026
1/6/26 BMAD/Board Link Monitor L7 - Collective Management Link Feb 2026

Replacement/Sub; Link Replacement/Substitute
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Board Spreadsheet for Meeting & Agenda Due Dates

Month

January 2026

Febuary 2026

March 2026

April 2025

May 2026

June 2026

July 2026

August 2025

September 2026

October 2026

November 2026

December 2026
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Comprehensive Yearly Board Calendar

Process
January
Board/CM/Link joint audit due by April 15. Monitor
L4 - Budget/Planning Monitor
G14 - Annual Audit Recommendation Report

Confirm scheduling of annual or full audit with SFPC PP Email

February

Earliest month to receive annual meeting date from CM

(G12.1). New commitment at meeting. ARF
Notice SFPC PP - L3 Q4 due in March Email

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

Approve annual meeting date from CM? ARF
BMAD/Full Board - Review Governance overview ARF

L3 - Financial Condition Q4 (prior year) Monitor
Dividends Recommendation Discuss
Initiate the nomination process for CM directors ARF
April

Contact Design CM to request fliers at annual meeting of

decisions made at previous meeting. Email
Last month to receive annual meeting date from CM ARF

L2 - Staff Treatment, Training, and Compensation Monitor
Dividends Decision 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 c™M

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
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BMAD Meeting Minutes, Board of Directors

falberta 1

@

A co-op

BMAD Committee Meeting Agenda and Minutes

Meeting Location Breakhouse
Meeting Date 1/12/26
Next Meeting Date 2/9/26

Attendance ‘

Lesley, Rochelle, Kristen, Christopher, Shane

BMAD Committee Responsibilities

reporting to the full Board on a quarterly or more frequent basis.

Ensure that the Policy Register is usable, readable and Internally consistent.
Ensure that everyone has access to the Policy Register.

Ensure that the Board has facilities and supplies necessary to conduct its business
Ensure that the Board has an orientation and retreat each year.

Ensure that the Board has adequate training and development to meet its needs.

Create and implement a mechanism for monitoring and reviewing Governance policies,

e Maintain the Board of Directors Annual Calendar, listing all Board commitments, including but

not limited to: membership meetings, training, and retreats; monitoring and reviewing policies;

and Board Link and Management reviews.

Minutes and Commitments

e Decide and provide re: Kitchen Budget. Lesley, Shane and Rachel will deliver a message

from the Board to the CM to alert them that a kitchen budget that we are not likely to

consent to a budget does not address our concerns. With regards to L3 noncompliance,

we might also want to let them know that we would like a simple, brief - but more
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frequent update on actions taken toward compliance (hiring financial coordinator,
bookkeeper, hearings, working with NCG (Neha/Apex), clarification of margin shortfalls,
or adjusting personnel costs) Decide what type of clarification or other support is
needed for workers to deliver this message.

COMMITTMENTS:

o Christopher and Eugene to meet with SFPC (Ben, Rachel, Jim and Josh) and
Kitchen staff this week to get clarity on roles of the kitchen staff, and how they
can meet these two goals:

m Follow aplan
m Confine hours to execution of the plan

o Shane to meet with Jupiter to discuss an address concerns around kitchen, and
provide clarification on board concerns. We, the board, have these specific
concerns around the kitchen budget:

m A lack of demonstrated accountability in following the project plan and
budget
An increase in budgeted labor hours for kitchen
A projected loss for 2026 (a significant portion of cash reserves for the
whole store serving a single project)
m No plan to break even in sales until 2028, even when demonstrated tools
to do so were included in the original project plan (and not implemented)
e Backup Board Facilitator update - Rochelle checked in with her friend, who would be
willing to serve as backup. Standing facilitator should be in communication with backup
and backup to attend a future meeting to try it out. Check in on this next month
e L reports-Noting:

o non-compliance with L3 as discussed in the last meeting,

o The board’s request for simplified (ie. a short paragraph) weekly updates from
the CM (Rachel sent this out- very helpful)

o Shane’s verbal agreement to provide more regular and simpler reports, (and the
difficulty in doing so wrt the chaos of the past few months)

UPDATE: It has been a struggle for Shane to do the FYIs as well as L reports, it has been
overwhelming and it has not been easy to find a backup. Blockers include CM culture,
clarity of participation opportunities for workers, clarity between de jure and de facto
roles. Board members recognize that this is not ideal. Best practice (and policy
compliance) and better service to the organization would be to have two people
managing the role of link

COMMITMENTS:
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e Kristen to create an ARF for Feb meeting requesting that CM find a backup link,
and offering support and encouragement in filling this role.
Shane to let CM know that generally, the Board is requesting a backup link

e Lesley to add benefits of serving as Link to Slideshow

The following items were POSTPONED until February BMAD:

e Board/CM/Link joint audit - Due by April 15

o Budget- We have consented to main store budget. Update progress on kitchen and GS.
Final Budget for the General Store will be presented to the CM and then will be brought
back to the Board at the next meeting.

e Vital Records - Rochelle spoke to lawyer, review email responds and decide actions if
any.

e Review Monitor/Review definitions- This is an ARF for Feb- we likely will not have time
to review, but please note the analysis shown in the ARF reflects discrepancies between
policy and the board calendar which may need to be updated soon. -
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C

EC CommiTTEE MEETING AGENDA AND MINUTES

Breakhouse

Jan 12, 2026 1:00 PM

2/9/26

ATTENDANCE

Rochelle, Lesley, Kristen, Roxy, Christopher

CommMuNnITY ENGAGEMENT CoMMITTEE RESPONSIBILITIES

Develop projects to serve the community.

Educating owners and community members on the cooperative model, the nature of
ownership, and the work of the Board.

Informing owners and community members of the Board’s current endeavors.
Soliciting input from owners and community members for the Board.

Facilitating Board recruitment.

Creating opportunities for collaboration between owners, community members and
the Board.

MinuTes AND COMMITMENTS

e Hygiene Kits- Blocker from last month: Suggested site was a wholesaler. Potential

partnership with Forage Hot Yoga? Potentially partner with Street Roots? Rather than
kits we could have individual items (toothpaste, shampoo etc) - less packaging, more
freedom to choose what is needed. Do we know what is needed by our community?
COMMITMENTS:
o Lesley to ask Patrice to order small size Dr. Bronner’s and possibly toothpaste for
the shelf and use board funds for this, and will drop us an email to let us know
the response.

o Review of CEC 2025

o  What went well?
m  We implemented more than last year.
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Annual meeting went well - good volunteer/member turnout.
We had two cooking classes

Roxy and Kristen joined the last half of this year

It was good we had a calendar

o  What didn’t go well?

Misconnects with marketing for promotion of bike ride and annual
meeting.

Cooking class content was not appealing to public

We didn’t keep up with the calendar

There were only two of us for the first part of the year

Disconnect between resources and commitments

o How can we improve?

Maintain 3+ people on the committee

Facilitate recruitment of both board members and (just CEC) volunteers
Get user feedback - Who reads the newsletter? What are our members
interested in? Survey the public at tables or online? Voting bean box at
the register? Can we look at the newsletter analytics to measure member
engagement, and to consider targeted communications to full co-op
members about specific topics, like board-related activities and needs?
Calendar tabling - offer clear options for how to participate

Increase partnerships

Consider hiring (existing staff) event planner for summer

Consider donor matching and tax breaks when working with partners and
offering donations

Consider kitchen catering for fundraisers long term

Improve printed content for distribution

o Set goals/outcomes for 2026 (we didn’t have time to discuss this section- move

to next month)

Bipoc inclusion and leadership
Recruiting board members
Educate community on coops, involvement and engagement

COMMITMENTS:

o

Lesley to give two $50 gift certificates from co-op board budget, along with
informative flyers to Kristen to deliver to Lauren at Repair PDX. (Kristen can swing

by the store to pick them up and deliver to Lauren)

Roxy to reach out to Katie at PFTP for potential canning/preservation workshop

Christopher to find a window washer and recommend to Lesley
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Events Calendar- Populate calendar for upcoming year
COMMITMENTS:
e Kristen to update calendar with events discussed.

e Rochelle to order cakes for member appreciation day 2/14 Saturday, and will
connect with Lesley around credit card. One vegan cake, one non-vegan.

Rochelle to ask Eugene to pick up cake otherwise Christopher as backup.
Lesley to ensure Member Appreciation Day is posted in the newsletter a couple
of weeks before the event.
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BFC Meeting Minutes, Board of Directors

Meeting Location Google Meets

Meeting Date 01/13/26 @ 6:30PM to 8:00PM

Next Meeting Date 2/10/26 @ 6:30PM

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

Agenda:
1. Monitor/Report - L4 - Budget/Planning - Discussion
a. Should this be rescheduled/updated in Calendar?
2. Updates on Financial Situation + Upcoming Meetings with SFPC

Minutes:
1. L4 - Budget/Planning
a. If this is for 2027, it seems like it’s too early to start discussing this now. Should
this be rescheduled to later in the year?
2. Updates on Financial Situation + Upcoming Meetings with SFPC
a. Note that the BFC Chair met with SFPC PP to discuss the current situation.
b. Concern was relayed regarding the Kitchen Project and financial feasibility
moving forward.
i. Insight was provided that the upcoming meeting between the SFPC,
Kitchen Team, and the BFC - goal is to discuss labor hours + importance
of plan adherence.

1. Disagreement with CM + Kitchen Team as it relates to the project
plan. Kitchen Team believes the primary objective is creative
priorities/production work vs ready to consume items..

2. Requirement for financial performance and reporting is not being
met.

3. Concerns that have been raised:

a. Increase in labor hours beyond the original project plan
b. Projected Financial Loss in 2026 is a significant % of Cash
Reserves.

i.  This figure was calculated by SFPC, not the
Kitchen Team, and it was noted that this may be
higher. This figure also does not account for start
up costs.

No projected break even point until 2028
No demonstrated commitment to following the approved
project plan

oo
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4. Request Moving Forward
a. Establish a timeline to get into compliance/realign with the
original plan.
b. Stay within Labor requested in the original project plan.
5. Additional Insight was provided regarding conflicting viewpoints on
the best path forward within the organization.
Discussion on organizational accountability and opportunities for improvement.
Historical context was provided on organizational structure, changes, and
previous CM + Board Relations. Additional discussion on the role and
responsibilities of the Board.

e. Insight was provided on various problem areas for different departments, and that

these are not necessarily unique to ACG and can still be course corrected.
3. Discussion on how we are measuring success/failures as it relates to KPI Reporting.

a. In particular as it relates to accounting for inflation and the need to measure the
impact of this (or lack of) on our financial health.

b. Does the Board have an obligation to have a stronger role/more involvement in
particular areas? How can this be achieved without overstepping the Board’s
role?

i.  How can policy governance functions be better utilized/optimized to
address these concerns?
ii. Can department leads come to Board meetings to provide regular
reporting?
1. It's noted that this is not an uncommon practice in other
organizations.

c. Would it be helpful for the BFC to meet with the SFPC prior to the meeting with

the Kitchen Team?
i. It may be helpful, but time may be a factor.
d. Grocery Store Budget
i.  The projected loss from the Grocery Store needs to be combined with the
loss of these additional projects. This may result in a need to put a hold
on other projects.

e. Discussion on the understanding that new projects may not be profitable at first,
but that as long as there is a plan for moving forward, it's an acceptable loss and
risk.

f. A concern is noted specifically with the Kitchen that rental income from the
Kitchen was an important piece of the project plan, and that hasn’t been a
priority. There needs to be an emphasis on increasing this rental income
component.

i. Insight was provided that there is reluctance from some individuals to
divert time/resources to this component.

oo

Commitments for January:
[J ARF - Discussion/Decision to reschedule L4 to May rather than January - Christopher
[J Frankie - Email Christopher ARF Template Document

[v] Reach-outto-SFRG PP tosceifwecanarrangea

Previous Commitments:

O
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ARF: General Store Budget

AUTHOR: Joy

SPONSOR:

PURPOSE (Consent, Discussion, Activity): Consent

REQUESTED DATE: January 2026 CM Meeting

BACKGROUND: The General Store budget, created in collaboration with the General Store team
and SFPC, is ready to be discussed/approved by the full CM and board. Included in the budget
are expenses (rent, labor, etc), a breakeven analysis (profit needed to cover expenses), and
quarterly operational breakdown (projections, sales targets, net profit expectations). The
General Store budget is separate from the full store budget, which has already passed. It
projects a net loss with the fourth quarter (Q4) expected to break even or turn a modest profit.

Attachment: General Store Budget

PROPOSAL: Discuss and Approve General Store 2026 budget. If approved, bring it to the
February board meeting for board approval.

COST (bill $18.00 per hour of work): SO
WHO WILL BE ON POINT TO IMPLEMENT THIS?: General Store team, SFPC/Finance, Personnel
IMPLEMENTATION DATE: Immediate, pending board approval

NOTES TO FACILITATOR (Including Amount of Time requested): 20 minutes
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ARF - Kitchen Staff Meeting Update
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ACG Board Meeting Agenda Request Form

Item:

Update to language in L3.4 v.1:

Sponsor:

Lesley/BMAD (special thanks to Shane for researching policy)

Date/Time Requested:

01/06/26 consent agenda

Attachments:

Background:

There is a need for clarity about the Board’s authority in passing
budgets. There are some Collective Managers who may not
understand that the Board approves the store budget, rather than
just ok’ing the targets. The policy language implies that the Board
has a duty to approve budgets but the language is not explicit.
Limits 4.3 should be amended, so that the language is clear and
reflects the Board’s real role.

Existing policy points that support the Board’s role in budget
approval:

e [ 3.10 Any unbudgeted capital improvement project or
unbudgeted capital expense expected to cost more than
$10,000 or that will cause L3.1 to become out of
compliance to proceed without Board approval.

L3.11 Any unbudgeted non-capital expense expected to
cost more than
$10,000 or that will cause L3.1 to become out of
compliance to
proceed without Board approval.
L3.10-3.11 speaks indirectly to the requirement of Board approval
for budgets. How can the Board ascertain those kinds of expenses

if they're not examining the annual budget to the point of approving
it?

e [ 4.3 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

L4.3 implies Board approval for budgets.

e TRANSITION GENERAL MANAGER JOB DESCRIPTION
PURPOSE: The Transition General Manager is responsible
for managing the operations of the Alberta Cooperative
Grocery in order to serve the mission and meet the goals
and objectives set by the Board of Directors. This includes
achieving compliance with a recent change to the co-op’s
bylaws requiring that “the staff shall be organized as a
self-managed collective under the direction and control of
the Board of Directors.” The TGM will be responsible for
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actively facilitating the management transition process. The
TGM works in accordance with the Coop's mission
statement and the Cooperative Principles. The TGM is
hired by the board and held accountable for the following
areas of responsibilities: board management linkage,
planning, finance, operations, membership and outreach,
and personnel. The TGM is empowered by the board to
divide and delegate duties as necessary.
The transitional GM job description identifies points of
responsibility not outlined in L policies. The GM job description
shows a history of Board involvement in budgeting. The GM who
was responsible was accountable to the Board.

Actual Language:

Old language:
Policy: Limits 4 — Budgeting/Financial Planning
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:
Policy: Limits 4 — Budgeting/Financial Planning
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;

Intended Outcome:

DECISION, Consent Agenda

Owner Input: n/a
Cost: n/a
Evaluation: n/a
Implementation Date: |ASAP

Notes to Facilitator:

J
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ARF - New Targets + Amended CM Budget (Pending)
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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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ACG Board Meeting Agenda Request Form

ltem: Review/Monitor Language Definition v.3:

Sponsor: Kristen

Date/Time Requested: | 75 Min

Attachments:

Background: This topic was proposed in November, moved to December and

then to January. We were slated to consult with Shane regarding
the question “What is the difference between Review and
Monitor?” but we have not been able to meet.

Kristen did a cursory review of this using the Policy Register and
the Board calendar which is summarized in the image below.
Please note this only covers the terms “monitor” and “review”.

tE 1

Terms “report”, “discuss” and “decide” are not included in this ARF.

Actual Language:

Lets look at the image below, clarify any obvious discrepancies and
commit to updating existing documentation that is inconsistent.

Intended Outcome:

Get a common understanding of “monitor” and “review”.
Make commitments to update any key documents to reflect that
understanding.

Owner Input:

Cost:

Evaluation:

We could update the glossary of terms (p. 6 of Director Handbook)
and create a separate quick reference document linked under the
meeting agreements section of the agenda. In the future we could
review and include terms like Decide, Discuss, Block, Chair,
Consensus, Liaison, Link, Report, Stand Aside, Quorum.

Implementation Date:

Notes to Facilitator:

Kristen can offer a brief overview of the image below and open it
for discussion.
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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? L7, L6 G14,L4.3 L1, L2, L3, L5 ‘— Calendar _} G14, L5 “

“ rar >

How? ::::5:: Mg:i't';'r’iar"e g:'i:’l’m Have a look at it, decide if it is up to date and
Compare  ,uditroauits  Policy and use becision accurate, “report” back to the board. Only policy
to policy Tree to approve revisions require approval

. l - - .

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.
G3.3 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.
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ACG Board Meeting Agenda Request Form

ltem: Steps to Improve Board-CM Communication ARF v.1:
Sponsor: Kristen
Date/Time Requested: | 20 min

Attachments:

Board Meeting Highlights

Background:

The current communication practices between Board and CM is
not meeting either the Board or the CM’s needs for timeliness and
clarity.

This is due to:

1. Proportionally low CM engagement in direct communication
with the Board - very few people engaged in the
communication process compared to the total number of
workers

2. Structural Communication Delays

a. CM - > Board:
i. ~ Board/Workers insufficiently resourced for
expected load,
iil.  Single (rather than partnered) Link,
iii. ~ Changes to monthly L3 updates,
iv.  Lack of awareness of how to engage with
Board (and how Board works)
b. Board - > CM:
i.  Required approval of minutes in consent
agenda causes significant delay that impedes
a “conversation’,
ii. ~ New Board members unsure of appropriate
channels for CM communications
iii.  Minutes not clearly posted/shared (part of a
larger email, staff not aware when minutes go
out, minutes too long and difficult to read out
of context)

3. Lots of irregular transition (changes in CM roles/position
(Buyers, Marketing, Bookkeeping), changes related to 3
new business projects this year, transition of multiple board
members, people out on leave/sick time, etc.)

Actual Language:

The CM (esp. Rachel, Shane and Lesley) have been great in
improving communication this past month with more frequent and
informative emails. What other specific steps can the Board take to
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address the root causes?
Here are some proposals:

1. 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.

2. 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 context of distributing
engagement, sharing the workload and improving timeliness
and clarity of communication.

3. 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
fo needs and demonstrate that we have heard them.
Express gratitude and validation.

4. Other?

Intended Outcome:

Understand the presented background and proposal.
Discuss options, or propose additional options.
Potentially decide and act on one of the proposed options.

Owner Input:

Cost:

None

Evaluation:

If we enact a method to improve communication (such as posting a
highlights document) we should request feedback from workers as
fo whether or not this is helpful.

Implementation Date:

Feb 3, 2026 or as soon as possible

Notes to Facilitator:

Kristen to present background and proposal, discuss as a group
and make any decisions or commitments.
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