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Belfast Community Co-op Board of Directors Meeting Minutes

October 22, 2025, Public meeting commenced at 6:01 p.m. Abbott Room of the Belfast Free Library and via Zoom
Directors Present: Todd Bluhm, Kevin Cope, Ernie Cooper, Susan Cutting (president), Rio Greeley, John Krueger
(treasurer), Kim Relick (secretary), Valerie Tate

Absent: Jim Miller (vice president)

Staff: Doug Johnson (GM), Emily Berry (scribe)

Owners: Mary Bigelow, Annie Bussiere, Jamie Cermak, Gina Ferendo, Danielle Freeman, Heather Q Hay, Becca Lane,
Ivy Richter, Nicole Richter, Ashleigh Russell, Catherine Shyka

Preliminari
Agenda

The Board Development Committee added that they will be providing an update on the nomination panel and board
election process during their report.

The BOD accepted by consensus the agenda with the above addition.

Announcements

November 15th is the deadline for submitting applications for running for the BOD. Application materials can be
found on the board page of the BCC website. Two information sessions for owners considering running for the BOD
will be held on November 3rd, in the 3rd floor conference room of the Belfast Free Library. The first info session will
be from 1-2pm designed specifically for Co-op workers and the second at 5:30pm for all owners, workers can attend
either.

Owner Comments

None.

GM Reporting
Alignment

Due to the ongoing government shutdown, SNAP benefits will not be issued this November. Doug reported that the
Management Team met the day of this meeting to brainstorm ways the Co-op can hopefully lessen the burden to
these folks. Without government funding, there is no backing for the Farm Fresh Rewards program and management
began tentatively thinking about how to carry this program forward, in addition to expanding the CORE program to
those eligible but not currently enrolled. They also discussed forming a 501-C3 branch of Co-op to fund programs like
CORE, although with the time it would take to implement, this would be more of a big picture strategic plan. Currently
shoppers can donate funds at the register, 100% of which will go directly to the Belfast Soup Kitchen.

No product will be donated without operations talking to the organization, e.g. Belfast Soup Kitchen or GBAM Food
Cupboard, in order to provide what they actually need.

Losing funding for the SNAP program will be a huge problem locally but also nationwide.

GM Update Report

While looking at the financials provided in the GM Update Report, Doug noted that the spikes seen in 2024 from
weeks 47 and 51 were Thanksgiving and Christmas. If current sales momentum holds through the holiday season it
will be exceptional. As is traditional, the board is invited to help bag groceries in the front end during peak hours of
Thanksgiving shopping.
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Board Action Items

Consent Agenda

The BOD accepted by consensus the minutes from September 24, 2025.

D1 - Unity of Control

The Board Development Committee recommended this policy be accepted as in compliance.

Policy D1 outlines that the BOD speaks in one voice through their modified consensus decision making process in
order to direct the General Manager.

A director mused that there is no such thing as a perfect system and they are of the opinion that this is better than
the other alternatives.

The BOD accepted by consensus policy D1 - Unity of Control as in compliance.

CBLD Contract Renewal

The BOD began its discussion of renewing its Cooperative Board Leadership Development (CBLD) Program contract
with Columinate with a reminder that the BOD is committed to educating themselves. This is in Cooperative Principle
5: Education, Training, and Information; policy C2.6: “Perpetuate the Board’s leadership capacity using ongoing
education and training”; and policy C8.1: “We will make sure that Board skills, methods and supports are sufficient to
allow us to govern with excellence.” In order to best follow this principle and remain in compliance with these policies
the BOD will need an alternative if it does not re-enroll with Columinate.

Concerns around Columinate really centered on the cost and effectiveness of the CBLD program in regards to
education. Several directors strongly expressed their concern that Columinate services are overpriced, with one
director vehemently opposed to working with Columinate at any cost. Several directors pointed to ways the BOD
could self-educate in lieu of Columinate, including engaging a business student to make an evaluation of the Co-op,
using Columinate’s library as a resource, the already established B-meetings, etc. It was also voiced that consultants
are incentivised to affirm their own work whether that is in the Co-op’s best interest or not.

Those points that tended to favor sticking with Columinate focused on the assigned consultant’s assistance with crisis
resolution, which to some has been invaluable over the years. Additionally, Columinate has in-depth understanding of
how cooperatives function and considerable knowledge regarding best practices in cooperative businesses. Their
long-standing relationship with the BOD carries with it institutional memory. The BOD’s Columinate consultant has
helped mediate, facilitate, and educate and the officers have clearly found it useful. It was also pointed out that this is
a board with the potential of a 30% turnover of members each year. If the BOD is self-educating there is potentially a
lot to reinvent each year. In that regard, having a go-to system like CBLD is valuable.

Other points that came out of the discussion:

e Adirector encouraged the BOD to evaluate its institutions like CBLD and Policy Governance in a systematic
way - diagnose, assess, plan, implement, evaluate.

e Since Policy Governance is the system the BCC uses, as well as the majority of other food co-ops in the state
and nation-wide, then the BOD probably needs people to help that are really knowledgeable in Policy
Governance.

e In this time of need -- SNAP benefits not being released, workers not yet earning a livable wage, etc., it seems
like the money from the CBLD contract could go toward another pressing need.
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The BOD will either receive an extension on or forgo the early bird discount on CBLD enrollment and will use the
interim before the current contract expires to find out if Columinate is flexible on its pricing structure. Do they have
options for fewer consulting hours, a shorter contract, a consultant retainer, an hourly rate, prices per training, etc.

FY 2025-2026 Business Plan & Budget

Directors appreciated that the operational budget in the FY25-26 Business Plan was projected out to FY27-28.

The BOD remains concerned about worker wages. They were pleased to see that the business plan lays out a 4.5%
wage increase across the board and they were curious if unspent funds from the board portion of the budget could
be put toward the employee appreciation fund. Doug responded that he could look into that. A director pointed out
that it is in the GM’s purview to spend operationally.

The BOD highlighted the Co-op’s financial success from February to the end of September, noting that the actuals are
better than budget in every category. It’s a real achievement and the Board thanked the workers for that
accomplishment. Due to reported trends, operations expected exceptional growth after the renovation but to exceed
20% is remarkable!

The BOD accepted by consensus the FY 2025-2026 Business Plan and Budget.

B2 - Business Planning & Financial Budgeting

A director questioned a statement from the B2 monitoring report: “It is not feasible to make projections of owner
return, but planning for positive net income — from which a patronage dividend is derived, is part of the budgeting
process.” Projections on owner returns are not feasible because patronage dividends are based on the amount of net
income derived from sales specific to owners which are returned to the owners in proportion to how much the
individual owner spent.

The BOD accepted by consensus the B2 - Business Planning & Financial Budgeting monitoring report as in
compliance.

Scheduling Tri-Annual Audit
The finance committee recommended that the tri-annual audit of the Co-op’s finances be performed by Wegner
CPAs. The BOD agreed by consensus.

Change Annual Meeting Date
The BOD agreed by consensus to change the 2026 annual meeting date to March 1, 2026

Discussion ltems

B6.3 - Progress toward Living Wage

A director raised the issue that it appeared that no reasonable progress was made toward a living wage since 2021,
which would make the GM out of compliance with policy B6.3. If the BOD accepts that policy B6.3 is out of
compliance, they would need a plan to bring it back into compliance. The director also noted that this is a big
complicated issue, without a quick fix and is unclear if it would even be feasible.

Doug confirmed he has continued to work toward a livable wage for employees. He stated that progress has been
made. A livable wage was achieved in 2021 due to budgeting groundwork laid in 2016 specifically to meet this goal.
Due to inflation and unexpectedly rapidl increase in the cost of living, worker wage increases were not able to keep
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up with the living wage post-pandemic. Quick math says that to bring all workers to livable wage right now would be
a 38% increase.
The BOD has requested Doug look into mapping a path to meeting a livable wage.

A - Global Ends
The discussion of policy A - Global Ends was tabled until the November meeting.

Finance Committee
FC referred to their report with a note that they are happy to be paying back loans.

Owner Engagement Committee
Nothing to report at this time.

Board Development Committee

The nomination panel met 3 times thus far and has reached out to 50-60 people by phone, email, or in-person. One
new candidate was identified. BDC gave a big shout out to Jamie (Co-op Marketing Manager) for helping in that
process. There is still time for interested owners to submit an application; the deadline is November 15th. This will be
the third and last consecutive term for both Susan and John. Any director who wishes to run for the BOD following
serving three consecutive terms may do so after a break from service, according to the bylaws.

Strategic Work Committee
The Strategic Work Committee floated the idea of a men’s cooking class as a future Co-op event. Some directors
encouraged all genders be included in the event proposal.

Executive Committee
The Executive Committee is waiting to hear back from the Columinate consultant to set this year’s retreat date for
December 6th.

Closings
Homework

Full Board
1. Respond to all policy polls
Let Susan know if you are interested in submitting an article for the Co-op’s newsletter
Send ideas/input for the Annual Meeting to Susan
Document shopper feedback for inclusion in the BOD packet
Submit questions re: Ends Report to Todd’s document

vk wnN

Owner Engagement Committee
1. Learn about intersection of Marketing and OEC roles and responsibilities
2. Implement a process for Board members to contact Owners or staff who express interest in serving on the
Board and/or committees.
3. Evaluate how Owners and broader community view the current Ends Statement and share with SWC
4. Discuss using the Ends Report as the basis for an Owner Forum (possibly in conjunction with SWC)

Strategic Work Committee
1. Include Doug in strategic topics discussions as needed.
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2. Discuss whether or not Board needs multi year plan
3. Discuss using the Ends Report as the basis for an Owner Forum (possibly in conjunction with OEC)

Finance Committee
1. Go over the 2024 financial review

Executive & 50th Committees
1. Look into bylaws and brainstorm ways to comply with AM parameters while shortening the business portion
of the AM

Doug
1. Update the Board introduction to the NCG Statement on Israel-Palestine Conflict, noting that the Co-op would
provide country of origin information when possible.
2. Infuture B1 reports:
a. define netincome
b. Interpret financial trends
3. Update the BOD on operation’s SNAP supplementation ideas/progress
4. Delve into mapping a path to meeting a livable wage

1. Talk to BCC’s Columinate Consultant about organizing a local training
2. Follow up with Doug on peak Thanksgiving shopping times and create a bagging schedule

3. Follow up with Columinate re: contract, i.e. hourly rate, retainer, 3 or 6 month option, etc.

Owner Comments
None.

Debrief

Valerie thanked Susan for a fantastic facilitation job. Something to think about for the future -- rotate facilitation so
others gain experience and allow Susan to fully participate in meetings.

John found the conversations rich and thanked his fellow directors.

Public Meeting adjourned at 8:13 pm. Minutes respectfully submitted by Emily Berry, scribe.



