Winter Board Retreat
12.7.2020 | Held virtually via ZOOM
Present: Melinda Schab, Alice Ma (President), Laurene Sorensen (Vice President), Cheyne Mayer (Secretary), Ken Hart, Mark Thorne, Rob Ely, Isabel Barbuto, Julia Parker, Maxine Durand, Chloe Rambo (Board Admin), Thane Joyal (Columinate), Julie Massa (Columinate)
______________________________________________________________________

Thane created the agenda for the evening and included two readings to prepare: 
1) Assessing Emerging Expansion Opportunities by Michael Healy
2) Field Guide to Key Financial Indicators by Michael Healy

Introduction and Check-ins:
Members of the Board and Thane offered introductions and check-ins based on two questions: 
1) One thing you’re excited about for December
2) One thing that would make tonight a success

Key Financial Indicators at Moscow Food Co-op: Thane and Melinda
Thane shared a presentation and led discussion on governance, board responsibility and empowerment, and servant leadership, as broad framing for discussion to come.
[image: ]
Photo: Grid created by Art Sherwood (Columinate, presents on Strategic Planning)

Thane continued the presentation to discuss the question “what is a grocery store?” Later Thane and Melinda discussed the current sales growth of the store. 

	Q: Why do we do inventory?
	A: To find the Cost of Goods (COGS)

The store is currently at 14.8 Inventory Turns, (number of times the business sells its whole inventory during the year. The store wants to be closer to 18 Inventory Turns.

	Shrink: The loss of goods due to spoilage, damage or theft.

Shrink accounts for an average of $3 billion in annual losses in grocery retail, 50% from shoplifting and 50% from employee theft. 

	Gross Margin: 	The % of sales after deducting COGS. 
			Our Gross Margin is 39.7%
	What influences COGS? Volume discounts, controlling shrink, pricing/gross margin.

Our gross margin is skewed high for our industry due to the fact that prior to COVID-19, almost 30% of our sales were food service, and those departments have a higher margin to pay for higher labor costs. 

Action: Melinda will share the target margins for sub-departments & departments with the Board.

Personnel is our second biggest expense category.

What influences personnel costs?
		Wages and benefits
		Staffing levels
		Systems

Sales per Labor Hour (SPLH) : Sales produced for every hour worked in a time period. A measure of labor efficiency.

Ours is $70, and Melinda’s target goal is $90

All grocery: $151
All NCG Co-ops: $119
Small co-ops: $50-$90

The Board discussed moving the action item (action item currently listed in Parking Lot and is written as: “The Executive Committee will draft a statement regarding the Board’s commitment to workplace excellence”) as a higher priority for completion.

Thane presented other metrics included in the document by Michael Healy and the Board asked clarifying questions. 

The Board took a short break and regrouped at 6:41 p.m.




Assessing Emerging Opportunities: Thane
Thane introduced discussion on the nature of strategic work, and how strategic work (and strategic conversations) are ever-evolving and can be quite lengthy. Thane presented a timeline detailing another co-op’s extensive expansion project, spanning from 2002 to 2012.

	Four Cornerstones in Three Stages, (from the Food Co-op Initiative Model):: 
		Vision
		Talent
		Systems
		Capital

Thane shared the Expansion Opportunity Assessment, a tool used to test the viability of a project (focused on expansion).  Thane reviewed pieces of the assessment, including the “success analysis” and “brand alignment.” 

The Board discussed how or in which situations they would potentially put this tool to work in the future. The Board discussed it could be:
· A conversation starter;
· Used flesh out disagreement;
· Utilized to reach alignment;
· And used to“triage” opportunities that come up in short order or in quick response to environmental conditions.

Convergence: What do we take from today’s conversations? What work is ahead for our board? Notes below are brief summaries of Directors’ responses.

Alice - Using the tool will be beneficial to give conversations structure and get clear on goals.

Chloe - Tool is great for bringing conversation full circle, considering the next best opportunity is to revisit the assessment tool.

Laurene - Tool is much like a decision tree, you can’t move on to options C and D until criteria A and B have been met and that is helpful.

Cheyne - Excited about use of the tool to have this structure, rather than reinvent the wheel.

Mark - Excited about empowering the Board to think together through decisions like this, to help us realize what we’re capable of, and what we can do.

Ken - Connecting the financial statements to the project assessment tool. (Ran through an example of project building and how that’s different at a co-op, co-op’s projects can be very community serving and not all necessarily based on revenue)

Rob - Curious if there’s any additional loans associated with pandemic support, or for employers who are keeping people working?

Julia - Having a structure for this conversation will either help us stop conversations (without investing too much time into them) or keep having the conversation in a way that makes sense.

Isabel - This tool is good at helping us see the value (of opportunities) but is only as valuable as the board members that interpret it. They outline the limitations and opportunities highlighted by it 

Maxine - A good organizational tool and a good foundation to work from. I do think we should use this tool but I don’t think it’s going to change anyone’s mind, and we will likely end up split along the lines that we already have been.

Melinda - Looking forward to building a shared vision around growth and expansion.



The retreat came to a close at 7:33 p.m.
Notes taken by Chloe Rambo
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