Swarthmore Co-op Board Meeting
Minutes
Monday, March 22, 2021
Via Zoom

The existence of this member-owned market means that Swarthmore and its
surrounding communities will be healthier and more vibrant, the local food
system will thrive, and meaningful connections will be forged between member-
owners, customers, and workers in a welcoming environment.

In Attendance: Donna Francher, President; Chris Galbraith, Vice President; John Moots,
Treasurer; Mark Rossi, Secretary; Greg Bockman, Stephanie Edwards, Jim Godderz, Kevin
Kebea, Vibhat Nair, Lauren Shohet, Jennifer Smuts, Mike Litka, General Manager

Absent: Ines Rodriguez

Guest: Sam Jenkins, Member/Owner

7:33
7:33

7:35

7:40

Call to Order / Agenda Review Donna
Approve Minutes of February Board Meeting

Mark added a sentence to the February minutes to clarify the working
relationship between National Cooperative Grocers (NCG) and United
Natural Foods, Inc. (UNFI). The Co-op is now advancing a relationship with
KeHE, another wholesale food distributor, which offers favorable pricing.

Lauren made motion to approve the minutes, including this addition, and the
motion passed unanimously.

Member comments:

Sam Jenkins joined the meeting and expressed his thanks to the Co-op staff
for running operations well during the past year.

General Manager Monthly Update Report Mike
Mike reported to the Board on the following:
Events/Donations/Outreach/Marketing:

e Honoring David Ffrench: The Co-op is exploring a memorial to David
Ffrench, who was very active in the efforts to build the current store.
A plaque or memorial brick in the front garden in being considered
Mike will follow up on this idea with David’s daughter.



8:00

Mike and Swarthmore Town Center are discussing the transfer of the
responsibility for the Truck-A-Thon event to Town Center.
The Co-op web page continues to be updated.

Facilities:

The refrigeration leak repairs discussed at the last meeting will cost
about $8,000.

New merchandising units from Dietz and Watson are being added to
the back wall of the store. This will allow for merchandising
opportunities with prepackaged meats.

A new merchandiser case has been received from Bassett’s Ice Cream.
A new shelving unit has been added in the beer and wine section to
store products that are not on display.

Operations:

The conversion from UNFI to KeHE as our primary supplier is now
underway. There are only about 50 items that are no longer available.
KeHe provides a 15% discount.

The Co-op continues to seek forgiveness for the PPP loan we received
to support finances during the COVID-19 outbreak. We are tracking
and providing documentation.

Mike is exploring options to reorganize the responsibilities of the
leadership group.

Financial Highlights:

Mike noted there were large expenses to purchase beer and wine
during the last period so actual contribution margins are favorable to
what appears in the results.

Sales year to date are up $29,694 over budget

Cost of goods was over budget by $28,466 due to timing of charges for
wine and beer purchases.

Sales are up year to date $149,436

Net profits year to date are under budget by $17,146, but this will
swing back in the next month.

Finance Committee Report John

John reported on the Committee’s work with the following:

Hazard Pay Renewal

John asked the Board to consider continuing the Hazard Pay Renewal for the
entire staff because of the continuation the pandemic. Mike noted that this



8:00

would help us to respond to outside pressure to increase pay for equitable
hourly pay for hourly staff, and also noted that we are currently under
budget due to several staff vacancies. The Board discussed the options to
make the hazard pay renewal permanent and agreed that a quarter-by-
quarter monitoring and review would make sense.

Action: Lauren made a motion for the Board to approve the renewal of the
hazard pay for the next quarter and the motion passed unanimously.

Monitoring of Savings:

John also noted that monthly statements in future will show line items more
clearly. With reduction in the mortgage, we are will transfer savings into a
separate fund. We will continue to monitor and track the repayment
schedule for the reduced monthly mortgage payments and our resulting
savings.

Proposed Revision to Timing of Annual Budget:

John asked the Board to revisit a previous discussion about changing the
timing of the annual budget process. Currently, the budget is on a calendar
year basis, meaning that preparing of the budget has to occur during the busy
fall quarter. The Board previously discussed moving the budget to the first
quarter of the calendar year, allowing for the review process to take place in
the first quarter of each calendar year. This would allow the budget to be
completed by the end of March and to take effect on April 1 of each year. We
would need to enact a change to the bylaws for this change to take effect. For
now we will keep the same plan in which the budget for 2022 will be
formulated and passed in October 2021. We will modify the budget in March
2022 and shift to a March budget schedule going forward.

Action: Following the April 2021 Annual Member meeting, the Board will
address and formally approve realignment of the annual budget and
resulting changes to the bylaws.

Board Monitoring:
C1: Governing Style
C2: Board’s job

Ines reported to Donna that Board member responses to the surveys for C1
and C2 were received and there were no issues raised regarding compliance.

Lauren made a motion for the Board to approve that the Board is compliance
with both C1 and C2 and the motion passed unanimously.



8:05

GM Monitoring:
B4: Membership

Jennifer made a motion for the Board to approve that Mike is in compliance
with B4 and the motion passed unanimously.

B9: Communication with members, customers and others

Lauren made a motion for the Board to approve that Mike is in compliance
with B9 and the motion passed unanimously.

Committee Reports/Update on Strategy Session

The Board discussed follow-up to the strategy in late January and how the
ideas that were addressed are being incorporated into the work of the
standing committees. Following are highlights of the discussion:

Student Intern: Vibhat reported that he has identified a student intern who
can work with us and asked for the Board to identify areas/topics we would
like analyzed.

Beer and Wine Committee: Kevin reported that the beer and wine
committee is back together and bringing topics of the strategy session into
the committee’s work. Jennifer noted that she is working with the
committee on improving the marketing and communication going forward.

Store Operations:

e Mike noted that the left back quadrant of the store provides an
opportunity for improvement and is experiment ting with new
merchandising ideas.

e The structure of the store leadership is another area of focus. Mike
noted that we are running the store with just three managers and
ideally we should have a fourth one.

e Mike and Chris are also looking ways to improve the display and
merchandising of prepared foods in that area.

e Chris noted that we need to continue looking at the meat case and
how we will use it in the future, without creating additional labor.

e Another area of focus is how to create additional community space,
now that we have beer and wine in the store.

Engagement Committee: Jennifer noted that members are being
encouraged to submit ideas to showcase the Co-op. The most recent idea was
for people to submit recipes that include products found exclusively in the
store; i.e., “You can get everything at the Co-op!” We will post recipes in
What's Fresh.



8:20 Annual Meeting Preparation

Donna and Mike are preparing for the Annual Membership Meeting on April
22. Members are being encouraged to attend via Zoom and will receive an
email requesting their approval to the bylaws changes and the ballots for the
Board Members to be elected for a new term (Ines, Mark, John, Greg.).

8:30 Review of Action Items

Adjourn

Next meeting: Annual Meeting, Thursday April 22, 2021
7:30 p.m., Via ZOOM

March 22 Board Meeting Documents:

Board Meeting Agenda: March 22, 2021

DRAFT Board Meeting Minutes, February 22, 2021
General Manager Monthly Report, March 2021

GM Monitoring: B4 - Membership Monitoring

GM Monitoring: B9 - Communications Monitoring
Actual vs. Budget Board Report: February 2021
Co-op Income Statement, February 2021

Co-op Cash Flow Statement, February 2021

Co-op Balance Sheet, February 2021

13-month rolling income statement, February 2021, parts 1 and 2
Co-op 2020 vs. 2019 Sales, February 2020

Board Monitoring: C1 - Governing Style

Board Monitoring: C2 - The Board’s Job



