
MINUTES (FINAL)
Karma Food Cooperative: Board of Directors Meeting 

Thursday, February 24, 2005 (7pm)
St. Alban’s Boys and Girls Club

Board Present: Nina Bregman (Business Planning Committee Liaison), Grif Cunningham
(Member Labour Committee Member), John Deluca-Howard (Promotions Committee
Liaison), Jason Diceman (Web Committee Liaison and AGM Committee Liaison),
Melissa McDonald (Chronicle Committee Liaison), Amy Stein (Treasurer and Finance
Committee Liaison), Christie Stephenson (Secretary and Finance Committee Member),
Lachlan Story (Business Planning Committee Member and Member Labour Committee
Liaison), Andy Summers (Vice President and Supervisory Committee Liaison).
Staff Present: Graeme Hussey (General Manager).

1. Approval of Agenda   

There was agreement to approve the agenda.

2. Correspondence and Announcements   

Graeme noted that he received a query from an out of town member inquiring
membership fee exemptions. Lachlan said he would review the by-laws.

3. Minutes   

There was agreement to approve the minutes of the January 2005 board meeting.

4.      Business Arising from the Minutes  

4A. Board Issues (Minimum Requirements in & Out of Meetings, Retreat Date & Plans,
Decision Making, Board Internal Communications Policy) (Andy / Lachlan / Jason) 

Discussion
There was agreement to hold the board retreat on March 6th with a location to be
determined.

There was a discussion as to whether the board listserv messages were confidential. There
was agreement that while board decisions were public, that specific discussion leading to
decisions, whether at meetings or on the listserv, were not. So board members should
treat the content of the email discussions as though they were intended only for the
recipients of the messages.

4B. GM Hiring Process and Wrap Up (Andy) 

There was agreement to move the discussion in-camera.
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5. General Manager’s Report (Graeme) 

The receiver general has been paid.
PST and WSIB payments are up to date.

Sales & Expenses
The sales appear to be on target for the month of February.

Capital Changes
• Have not replaced the grocery shelf as indicated in my January report. I am delaying

this until I have a stronger idea of the merchandising and design changes that will
happen in the next 15 months. This process is happening concurrently with the draft
budget development.

Finances
• Treasurer and I are currently developing the draft FY 2006 budget. This will be

presented to the finance committee at the March and April committee meetings and to
the board at the April (draft) and May (final) board meetings.

Member Labour & Relations
• Working with the member labour committee, membership secretary and member

labour coordinator to develop an appropriate system for tracking important member
labour statistics.

• Attended a workshop on Dotmocracy.
• The Dotmocracy board is up and running in the store. Response has been

overwhelmingly positive. A few members were concerned that the events posting
were awkwardly placed above the shopping carts. Alternatives are being looked into.

• In the beginning stages of developing a Karma Transportation Plan with Ian
Thomson, co-chair of the Toronto Cycling Committee and member labour. The goals
of the plan are to (1) facilitate access Karma by all means of transportation, (2) reduce
the environmental impacts and increase the health benefits of transportation activities
associated with Karma, and (3) promote membership in Karma through
transportation-based initiatives.

• In the beginning stages of developing a community/member business program. The
goal of this project is to promote businesses and services provided by community and
Karma members.

• 2004 Member Survey analysis is expected to be completed in the next two weeks and
will be made available ASAP.

Operational Changes
• Nothing to report

Promotions and Marketing
• The brochure is being finalized and will be going to the printers later this week.

Feedback was incorporated from the board, The Chronicle was used for copy editing
and a second photo shoot increased our picture diversity.
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• Attended a workshop on branding intended for not for profits by IMPACS.
• The promotions committee has still not had a meeting. I continue to work on

promotional ideas. The lack of activity on this committee should be addressed.

Staff
• John Viktorin will be attending the board meeting to briefly present and discuss the

employee handbook, which is in a final draft form right now.
• Staff party, delayed from December 2004 because of GM hiring, is being held on

March 5.

Miscellaneous Items
• I have moved all of the GM documents and computer into the office. The members

room, which was used by the GM as an office will now be solely used by members (to
place coats, have meetings, etc.) and by the staff (as a break room). The change will
mean increasing the seating area, a white board and internet connection for meetings,
painting and other small improvements.

• I am ahead of schedule in my predefined GM training.

Announcements and Questions to the board and committees
• Orientation committee still has not been told about the supervision change and have

not been supervised since October. What is the board doing about this?
• I ordered several resources for general managers and board of directors from the Co-

operative Grocer Information Network. I will bring the resources to the board meeting
and you are encouraged to borrow and use them. They resources include, The
Ownership Toolbox, Expansions and Relocations, The Governance Toolbox,
Challenges to the Cooperative Board of Directors, Hiring a General Manager,
Evaluating Your General Manager, Financial Management, A Workbook About
Member Equity.

• I would like the board to consider the development of business and not for profit
memberships.

Action Items
• The promotions committee has still not had a meeting. I continue to work on

promotional ideas. The lack of activity on this committee should be addressed.
• Orientation committee still has not been told about the supervision change and have

not been supervised since October. What is the board doing about this?
• Present any items that need action at this meeting or in an upcoming future meeting.

The GM might want to double record an item previously presented under another
heading under this heading as well to present its significance

• John Viktorin will be attending the board meeting to briefly present and discuss the
employee handbook, which is in a final draft form right now.

Discussion
Graeme reviewed the current state of signing authority at Karma (no board members
have, and some staff but not all staff do). There was consensus to pass a resolution to
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outline who has signing authority (All managers at Karma to have signing authority for
the Metro Credit Union).

Graeme introduced John Viktoran who has been working on contract and for member
labour on human resource issues for Karma. He reviewed his HR background and said he
was working on an employee handbook. There is a draft that Andy and Melissa have
reviewed and three Karma staff members and Karma’s lawyer will go over as well. After
that, it will go to the board for review.

6. Executive Reports

6A. Vice President (Andy) 

Action Items Not Completed
• Andy review terms of reference for Supervisory committee.
• Acquire access to web binder as president
• GM job description and contract on Web Binder
• Review job description and replace with outcomes and timelines that Sarah and I

created.
• Post minutes of committee to web binder
• Board Retreat to be planned.
• Committee Retreats to be planned: Web, AGM, Supervisory, Chronicle, Business

Planning, Finance, Promotions, and Member Labour
• Employee handbook would include staff related policies, benefits, being finalised at

present. Board members to review.
• Link Board retreat, Committee retreats with recruitment of President.

6B. Treasurer (Amy) 

Date of last meeting: February 7, 2005
Date of next meeting: March 7, 2005

Action Items Completed:
• Amy to forward a first draft of her financial model prior to the next finance meeting.
• Christie to track down the membership budget and any committee budgets.

Action Items Not Completed:
• Amy to incorporate latest changes to the Finance Committee Manual (currently in

draft form). John Biggs to draft a list of financial policies that exist at Karma to
include in the manual.

• Amy to research industry ratios for the committee.
• Question of whether the bookkeeper should report to the general manager or to the

board through the treasurer, was tabled for discussion at a future meeting.
• A discussion of the representation of Karma’s Windshare investment in the financial

statements was tabled until a future meeting.
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• Donald to draft a calendar for the committee to outline what activities it needs to
undertake and when.

• Donald and Harry will bring draft wording that delineates board vs. general manager’s
financial decision-making authority to the next finance committee meeting.

• Graeme will communicate to the finance committee his ideas on priorities for cost
containment and enhanced sales.

Announcements to the board and committees:
• I have created an Excel spreadsheet modelling Karma’s financial position. There is a

lot of data, but I set it up to print summary information in two pages. Please look at
those two pages carefully, and let me know if you would like to see different
information, or if you do not understand some part of it.

Other Notes:
• We are having a recurring problem getting each month’s financials in time for the

finance committee to review them before the board meeting. January’s financials just
arrived today, two days before the meeting. As a result the finance committee has not
had an opportunity to review them.

• Based on a combination of our actual financials to date and the budget for the
remaining four months of the year, Karma looks to be in reasonable financial shape.

Discussion
Amy reviewed her financial model briefly and said she would provide an additional
explanation at the board retreat.

6C. Secretary (Christie)

Action Items Completed:
• Draft January 2005 board meeting minutes and distributed to directors for review
• Amended December 2004 board meeting minutes and submitted for website posting
• Checked Karma board email account for messages intended for the board
 
Action Items Not Completed:
• Update Karma Bylaws with AGM changes

7. Committee Reports

7A. Business Planning Committee (Nina)

Date of last meeting: February 18, 2005
Date of next meeting: t.b.a. once board retreat is set

Action Items To Be Completed:
• Caitlin will post minutes on Web Binder by Monday, February 21, 2005 noon.
• Todd will follow-up application to Cooperator’s Grant. Graeme will advise OCA of

this.
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• Graeme will draft a proposed critical path (for Business Planning Committee’s
mandate of deciding whether or not Karma should move locations), and will
distribute it to the committee prior to the next board meeting.

• Todd will post the job description for a future prospective consultant on the Web
Binder.

• Graeme will distribute previous expansion committee reports to committee members
who need them.

• Lachlan will follow up with members of the 1990 expansion committee to find out
reasons for decisions made and why they weren’t implemented.

• Nina will hold board accountable to securing a date for a board retreat.
• Jason to be invited to part of a future committee meeting to provide a tutorial on how

to use the Web Binder.

Announcements to the board and committees:
• Heather Thompson (member) is writing an in-depth history of Karma Co-op.
• Response to application and monies will not be available from OCA before April

2005.

Discussion
Nina noted that the board’s support would be needed to proceed with how to make a
decision about whether to move the store location. Jason suggested that using the
dotmocracy process could be helpful in getting feedback from members. Graeme said he
would put together a “critical path” document as a point of discussion for the retreat.

7B. Chronicle Committee (Melissa)

Board Liaison: Melissa McDonald
Date of last meeting: February 17, 2005 
Date of next meeting: April 14, 2005

Action Items completed: 
• Mission statement revised with grammar and punctuation changes made
• February/March issue released 
• Responsibility assigned for upcoming issues
• Schedule for deadlines for next three issues set
• Draft complaints policy written

Announcements to Board and Committees:
• Graeme Hussey wished to know from the committee what resources would be

required in order for the Chronicle to monthly publication: the committee reports it
would require twice the number of editors and designers, twice the budget and
especially more submissions

7C. Finance Committee (Amy)

See Treasurer’s report.
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7D. Member Labour Committee (Lachlan)

Date of last meeting: Jan. 31st, 2005
Date of next meeting: March, TBA

Action Items Completed:
• January member card reconciliation completed
• Meeting set up with GM and staff to plan for better ML data gathering (set for Feb.

24th).
• Committee auto-credit discussed
• Article on clean-up workers written

Action Items Not Completed:
• Planning for June 01, 2005 membership policy changes in progress (see below)

Announcements to the board and committees:

• Under the member labour changes that were introduced as of June 2004, there are a
number of details that become more relevant as June, 2005 approaches.

On June 1, 2004, the hours owed on each household's member card was recorded.
These hours are considered "forgiven but not forgotten".  These hours can be paid off
or worked off at any time before a member leaves the co-op.  If neither of these is
done before a member leaves Karma, the value of the hours will be deducted from the
member's loan.  There is no urgency in dealing with these hours.  This was a one-time
event.  

As of the May 31, 2005 reconciliation, any owed hours that were built up during the
previous financial year will be handled differently from at any point in Karma's past.
The following is a brief outline of the process.  

At the end of the Karma's 2004 financial year (May 31, 2005) all the member labour
cards will be reconciled.  Any deficit will be recorded on a new form, somewhat
similar to the warning or temporary surcharge attachments used today, and attached to
the household card.  The cashier will show the attachment to the member when a
member is paying for groceries.

Members have one year to either work off any owed hours or pay them off at the work
shift cash equivalent of $9.00/hour.  The hours are considered worked off, if at any
time in during the year, a monthly reconciliation results in a zero or positive balance.
If at the end of the next fiscal year, May 31, 2006, the owed hours have not been
worked or paid off, the member will have their card pulled and may lose their
shopping privileges.  

Members can avoid all of this by working enough hours between now and May 31 to
bring their balance to zero or even better, a positive balance.  Note that while we are
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still in the process of gathering specific data on this topic, a large proportion of people
behind in hours will be people who fell behind in hours and then later switched to
non-working member status without paying off or working off these owed hours.
(Thanks to Linda Doran for the above concise summary)

• The committee discussed the current "auto-credit" system for committees. It is the
consensus of the committee that whatever administrative benefits this system has, it
also has a number of liabilities. While further consultation would be advised, the
committee suggests that crediting monthly hours actually worked by committee
members (as is the case for in-store ML work) would be a workable solution to a
number of current problems.    

7E. Promotions Committee (John)

John distributed a handout from the committee over viewing the members involved and
events held in the past.

Discussion
John said there were people still active in working on promotions events (three members
at present). He said it was not clear whether those members preferred to operate as a
committee (in which case they would have to function as a committee by holding
meetings, taking minutes, reporting to the board, etc.) or whether they preferred to
organize individual events and be allotted per-hour credit (instead of autocredit which
committee members receive) as members of a working group supervised by staff. John
said he would talk to the members and find out. He said the one or two members he had
spoken to expressed interest in remaining as a committee. He and Andy agreed that they
would arrange to meet with the former committee members before the next board
meeting.

7F. Supervisory Committee (Andy)

Date of last meeting: Monday 31st January 2005
Date of next meeting: Monday 28th February 2005-02-01

Graeme set up meetings with all working groups: Property management, Food Issues, and
Orientations Committee with Sara Pullins

7G. Web Committee (Jason)

Date of last meeting: Feb 15 2005
Date of next meeting: March 21 2005

Action Items Completed:
• Link to site map on every page of karmacoop.org
• Chronicle section navigation is improved
• www.karmacoop.org/committees/chronicle/   easier to navigate
• Added links to the web binder from KarmaCoop.org
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• GM is trained in updating KarmaCoop.org News & Events from web binder
• Google search now searches both KarmaCoop.org and web binder
• Food Issues committee trained to use web binder
• Web binder librarian position is better defined

Action Items Not Completed:
• Get proper mailing lists to be used rather than forwarders (e.g.foodissuesall@)
• Get all key accounts to be IMAP or web mail (i.e. discontinue the use of POP mail

accounts)

Announcements to the board and committees:
• Sorry for the service issues during the server migration last week.
 
8. Questions for the Board 

8A. Chronicle Committee: The committee would like to know when the 2004 survey
results will be tabulated and if they are not going to be tabulated soon, could the
committee have access to the raw data for the questions related to the Chronicle?

Lachlan noted that the 2004 survey results data should be tabulated by the 10th of the
month.

8B. Nina: Date for Board Retreat. The committee requires the board’s support to pursue
its mandate re. investigating the viability/pros and cons of moving locations and to
approve the proposed critical path in this regard. The retreat should allow time for a
focused discussion on the mandate of the Business Planning Committee and must include
someone from Finance Committee.

This item was addressed under the Business Planning Committee report discussion.

8C. Web Committee: What is the use plan/policy for the members’ mailing list?

Lachlan said that the current email list was created explicitly for AGM notification
purposes and shouldn’t be used to contact members for general purposes without their
permission. 

There was agreement that Jason should send an email for members to opt in to receive
general email communication.

Melissa said she would look at whether  (and/or how) privacy legislation affects
communication with members.

8D. Member Labour Committee: Does any Board member have any questions or
concerns at this point about the above June 01 policy and process? The Committee will
be planning the communication and execution of this change over the next few months,
so now is the time for input.   
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No member raised questions or concerns about the June 1st policy and process.

8D. Member Labour Committee: Committee auto-credit: does it make sense to wait on
making changes to this until the Board has a better vision of committee governance in
general, or should this initiative be moved forward on the Board agenda and then back to
the ML Committee in order to come up with a specific plan for consultation,
communication, and possible implementation?

There was agreement to table this item until the board retreat.

8E. Andy: Graeme’s contract states he is not entitled to accrue vacation until probation
over. Was the intent to mean not entitled to take until end of probation? Check with
Board as to this being the intention.

9. New Business

9A. Committee Governance/Re-organization (including Orientation) 

Nina and Andy agreed to decide how best to contact and/or meet with the members
involved in orientation activities to express the board’s feeling that the members already
function in a working group format not as a committee structurally or in terms of
activities (meeting, recording activities and reporting to the board) which is why a motion
was passed to formalize the recognition of this structure. 

9B. Auto-credit Discussion (Lachlan) 

There was agreement to table this item until the board retreat.

9C. Complaints Policy / Chronicle Article and Board Relationship (Andy/ Lachlan) 

There was agreement to move the discussion in-camera.

9D. Board Email Self-Censorship 

10. Adjournment
There was agreement to adjourn.
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