Meeting Minutes for Weaver Street Market’s
Board of Directors
February 2017 Meeting
Monthly Board Meeting, WSM Admin Center, Hillsborough, NC on February 8, 2017, 6:15 pm to 9:30 pm
Directors present: Ruffin Slater (general manager), Alicia Altmueller (consumer owner), Hank Becker
(consumer owner), David Bright (consumer owner, secretary), Jon McDonald (chair, worker owner),
Linda Stier (consumer owner), and Charles Traitor (worker owner).
Others attending: Andy Sachs (facilitator), Brenda Camp (notes), and Amy Lorang (worker owner).

1. Preliminaries
Owner Input: No owner input.
Agenda: The Elections timeline was added to the agenda and two Elections Committee (EC) items were
swapped out.
Minutes: The minutes from the December meeting were approved with a date correction.
Decision: The Board approved the December minutes with a date correction.
Decision Recorded from January 6 retreat: The Board elected officers for 2017: Jon McDonald, Chair; Dave
Bright, Secretary; and Alicia Altmueller, Treasurer.

2. GM Succession
The Board continued its discussion of updates for policies related to GM Succession. Jon McDonald and
Dave Bright presented their work on the task assigned at the January retreat.

B9-Emergency and Interim GM Succession
The Directors agreed on the need to add language to Policy B9 so that it covers GM succession in two
situations—emergency situations and for planned situations, such as when the GM was resigning. The
Directors revised the policy to include “Interim” as well as “Emergency GM Succession.” The updated
policy reads:
B9-Emergency and Interim GM Succession
To protect the Board from sudden loss of GM services, the GM must not have less than one
other manager sufficiently familiar with Board and GM issues and processes to enable her/him
to take over with reasonable proficiency as an interim successor.

B2-Planning and Budgeting
The Directors agreed that “succession planning” is important enough to be included with “social,
environmental, and financial planning” in Policy B2. They also reworded provision 4 to remove the
confusing stacked negatives. The Directors considered adding a fifth provision that would require a
development plan to prepare internal candidates for key management positions, but the Directors
agreed that this provision was not needed. The updated policy reads:
B2-Planning and Budgeting
Planning, including social, environmental, financial, and succession planning, shall not risk
fiscal jeopardy, fail to be derived from a multi-year plan or fail to be consistent with achievement
under Ends policies and other Executive Limitations policies.
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Further, without limiting the scope of the foregoing by the following, the General Manager
shall not:
1. Risk incurring those situations or conditions described as unacceptable in the Board policy
"Financial Condition and Activities."
2. Omit credible projection of revenues and expenses, owner investment and return, separation
of capital and operational items, cash flow, and disclosure of planning assumptions.
3. Fail to address business system improvements or to test for feasibility.
4. Fail to provide for Board prerogatives during the year as set forth in the Board budget.

C2-The Board’s Job
The Board agreed to add a provision to Policy C2 that identifies hiring the General Manager and
preparing for GM succession as part of the Board’s job. The Board also agreed to make all six
provisions start with an action verb. The updated policy reads:
C2-The Board’s Job
The job of the Board is to lead the organization toward the desired performance and to assure
that it occurs. The Board’s specific contributions, which can only be fulfilled by the Board, are
necessary for proper governance and management.
Accordingly, the Board will take direct responsibility to:
1. Create the link between the Cooperative and its owners so that owners’ interests can be
translated into organizational performance. The Board will:
a. Listen to owners in order to understand common interests and values.
b. Ensure that owners understand the role of the Board: the process that it uses to lead
the Cooperative, the ongoing work in which it is engaged, and the current issues
facing the Cooperative.
c. Account to owners about the accomplishment of Ends within acceptable means.
2. Hire the General Manager and prepare for General Manager succession by creating and
maintaining a hiring process for the General Manager.
3. Create written governing policies, which address the broadest levels of all organizational
decisions and situations:
a. Ends: The specific organizational results to be produced for which beneficiaries and
with what cost-efficiency.
b. Executive Limitations: Constraints on Executive authority setting the prudent (risk)
and ethical boundaries within which all Executive activity must take place.
c. Governance Process: How the Board conceives, carries out, and monitors its own task.
d. Board-General Manager Delegation: How the Board hires, compensates, delegates
responsibility to, and holds accountable a General Manager.
4. Assure successful organizational performance:
a. Rigorously monitor operational performance in the areas of Ends and Executive
Limitations.
b. Rigorously monitor Board performance in the areas of Board Process and BoardManagement Relationship.
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5. Perpetuate the Board’s leadership capacity:
a. Create opportunities for owners to engage with the Board in a way that will
encourage and educate future Board members.
b. Ensure a robust recruitment process and fair elections.
c. Promptly make temporary appointments to elected seats until the next election in
order to keep all seats full.
d. Fill the two appointed Board positions using the process in Appendix C4.
6. Determine how financial surplus is distributed.
Decision: The Board made revisions to B2-Planning and Budgeting, B2-Planning and Budgeting, and C2-The
Board’s Job as documented above.

3. Quarterly Ends Update
The GM presented a Quarterly Ends Update—an informal report that updates the Board on what was
proposed in the 2017 Plan and what’s on the horizon. The Ends and the 2020 goals provided the
framework for the report, with Quarter 2 updates in boldface:
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In addition to the updates shown, the General Manager reported that he would share the update at the
managers’ quarterly retreat. The GM expressed his intent to provide more metrics and to make the
update available on the website and for employees.
He noted that at the managers’ retreat, the group would look at the 10-Year Journey from 2008, when
the Hillsborough store and the Food House opened, to 2018. He observed that the journey has had four
transformative goals—quality, artisan products, unique local and co-op produced products, and efficient
operating models and systems—which have allowed the stores to focus on service and product story.
The GM expressed the need to pick up the pace over the next 18 months, especially with healthy
products, use of local ingredients, presentation and story, cross training, supplier development, logistics
software, and an internal communication system.
Directors expressed appreciation for both the quarterly update and that it was being shared at the
operational level as well.

4. Project Outlines for Packaging and Product Tastings
The GM presented project plans for two new owner groups: A group to test returnable containers and a
group to participate in product tastings. Preliminary plans have been made for the returnable container
group. The group will test consumer acceptance and operational issues, such as packaging, labeling,
transport, display, sale, return, return transport, and washing and storing. The plan is to distribute one
product in returnable containers at the April 30 Co-op Fair. Consumers will be asked to complete a
survey and bring the containers back to the stores.
This spring a seven-person employee tasting group will build on the tastings already held the FH,
which have been successful in evaluating new Food House products being developed. In the fall, the
project will broaden to include consumer tastings. The GM clarified that the goal was both to have
more products tested and to have more feedback per product.
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The Directors were excited about the owner groups and the test project for the reusable containers.

5. Board Business
Recruiting Committee
The Board reconvened its Recruiting Committee for the 2017 elections. Members are Jon McDonald,
Hank Becker, and Dave Bright.

Elections Committee
Elections Committee Chair Linda Stier reported that the committee is looking for a new consumer
member to join the current committee, which includes two worker owners and two consumer owners.
Worker-owner Caroline Yerena is interested in joining the committee and will attend the March 22
meeting.
Stier also reported to the Board that Hank Becker brought up the question of whether owners are
receiving sufficient information to make a choice among multiple candidates. She observed that
currently candidates provide information through answers to the questions in “Call for Candidate”
brochure/application and to the questions asked by the Elections Committee for the candidate video.
Decision: The Board conditionally approved Caroline Yerena as a member of the Elections Committee based on
her agreement to serve.
Decision: The Board approved the Elections Timeline.

Board Budget
Treasurer Alicia Altmueller made the quarterly Board budget report. There were no questions.

6. GM Reports
February 2017 GM Report
The General Manager answered questions on his monthly GM reports. Highlights from the report
include:



Sales Growth: Sales in the quarter ending in December were up 7.5% overall, with Carrboro up
7%, Southern Village up 8% and Hillsborough up 7%.



New Kind Engagement: The New Kind project to better present our story to the greater
community is underway. The first of five phases—data gathering and analysis—will run to the
end of February. Over 3,000 current and potential overs have participated so far: over 1,500
existing owners, 1,500 people in downtown Raleigh, and 100 worker owners submitted surveys,
and New Kind has done lengthy interviews with key stakeholders. New Kind will present the
data in a workshop with the Project Team on March 2.The total project will take approximately
six months.



Community Food Partnership: The December Round Up fundraising drive was a big success.
The round up had about 82,000 donations and raised about $43,000. For calendar 2016, owners
and shoppers donated over $133,000 in the three campaigns, which was a 60% increase over the
prior year. We are part of a project looking at distributing low-cost frozen healthy meals
through convenience stores in low-income neighborhoods.
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Southern Village Expansion: The Southern Village expansion has started. The store entrance
has been moved to the front right corner, and the construction area across the front of the store
has been fenced off. Demolition is complete and the new construction is about to start. The
construction should be done by the end of April.

Monitoring Report: Policy B1 – Financial Condition
The General Manager answered questions on “Monitoring Report: Policy B1 – Financial Condition.
The GM noted that the addition of Lease Renewal Notices and agreed to highlight new information in
subsequent reports. When asked why the quarter had been so successful, the GM responded that profits
were good because sales were good. He attributed increased sales in part to the strategies that are
working for increasing co-op products. He observed that it is unusual for sales growth in all three stores
to be almost identical. He further noted that five weeks into this quarter, sales growth is more like 5%
due to the snow storm and loss of water from OWSA in Chapel Hill and Carrboro.
Decision: The Board accepted Monitoring Report: Policy B1 – Financial Condition.

Monitoring Report: Policy B – Global Executive Constraint
The General Manager answered questions on “Monitoring Report: Policy B – Global Executive
Constraint.” The Chair observed that the new policy includes the co-op principles provision, which is a
new way of looking at the monitoring report. The GM agreed to add a table of benchmarks being used
for the report and how they’re being watched and monitored.
Decision: The Board accepted Monitoring Report: Policy B – Global Executive Constraint.

7. Open Board Time
Director Hank Becker brought up two items that he believed would increase owner participation:
Increasing volunteer opportunities with the co-op and increasing two-way communications through the
cooperative relationship system being developed.
Linda Stier expressed appreciation for the video Director Charles Traitor made for Orange County
Living Wage.
Task: Brenda will identify where our living wage certificates are going to be displayed.

8. Closings


Decisions and Tasks



Next Month’s Agenda



Meeting Evaluation

8. Executive Session


Real Estate



GM Evaluation

