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Workshop Overview 
1.  Welcome & Introductions 

2.  What’s On Your Mind? 

3.  Roles & Responsibilities of a Board 

4.  Advising and Overseeing a General Manager 

-  BREAK – 

5.  Representing Members 

6.  Fostering a Healthy Board Culture 

7.  Common Concerns & Challenges 



Board Roles & Responsibilities 

• Duty of Care 
 
• Duty of Obedience 
 
• Duty of Loyalty 



The Duty of Care  

 

ALSO KNOWN AS: 
 

The duty to reveal that you don’t know everything 

 



The Duty of Care 

Devote the time and attention necessary to make 
informed decisions 
• Attend meetings 
• Access expertise outside of the co-op 
•  Build a culture of education 
• Ask questions and respect the questions of others 
•  Build a structure that enhances good decision-making 





The Duty of Obedience 

Perform your role with full knowledge of the governing 
documents of the organization: 

 
• Articles 
•  Bylaws 
•  Policies 



The Duty of Loyalty 

The board must support the success of the 
organization as a whole. 
Code of Conduct  

• Disclose conflicts of interest 

•  Respect confidentiality 

Board Authority 

“Speak with one voice” after a decision is made 



Discussion 

The board votes on a controversial topic and you 
take a strong position.  The vote is 4 – 3 and you 
are on the losing side.  You believe that the 
decision puts the co-op at great risk. 
 
How do you talk to members about the vote and 
your position? 



Advising & Overseeing  
a General Manager 



 
Who’s Job Is it? 



 
Who’s Job Is it? 
• Overseeing the co-op’s product mix 

• Setting the co-op’s product policy 

• Choosing a new color for the wall in the seating 
area 

• Redesigning the co-op’s logo 

• Developing the annual budget 

• Approving the annual budget 

• Renegotiating the co-op’s lease 

• Hiring and overseeing store staff 

• Hiring and overseeing the GM 

• Responding to owner complaints 

 

 



What’s your governing style? 



Elements of a strong governance 
system: 

•  Trusteeship 
•  Vision and future focus 
•  Clear delegation 

•  Accountability 
•  Role clarity 

•  Unity of voice 
•  Leadership Perpetuation 



Elements of a strong governance 
system: 

•  Trusteeship 
•  Vision and future focus 

•  Clear delegation 
•  Accountability 
•  Role clarity 
•  Unity of voice 
•  Leadership Perpetuation 



Delegation & Accountability:   
Board to Management 

Delegation: 
The act of giving control, authority, or a duty to 
another person. 

 
Accountability: 

An obligation or willingness to accept responsibility 
or to account for one's actions. 



Delegation & Accountability:   
Board to Management 
Delegation: 

The act of giving control, authority, a job, a duty, 
etc., to another person. 

 
Accountability: 

An obligation or willingness to accept responsibility 
or to account for one's actions. 

What does this look like at your co-op?   



	
	
	

A	Salty	Tale	
Your	boss	puts	you	in	charge	of	a	very	important	dinner	that	will	include	a	visi8ng	digni-
tary.	The	success	of	the	dinner	could	greatly	impact	the	future	success	of	your	organiza8on.		
	
You	are	a	good	cook	but	the	scope	of	this	dinner	is	beyond	your	abili8es,	so	you	hire	a	
professional	chef	to	be	in	charge	of	food	prepara8on.		You	retain	final	oversight	of	the	
menu,	and	choose	your	grandmother's	soup	recipe	for	the	first	course.		

As	the	soup	is	cooking,	the	chef	tastes	it	and	realizes	it	is	far	too	bland	and	
needs	a	bunch	more	salt.		Suddenly,	an	emergency	pops	up	at	the	other	
end	of	the	kitchen	that	needs	aCen8on.	While	the	chef	is	aCending	to	
that,	you	walk	by,	taste	the	soup	and	realize	that	it	needs	lots	more	salt,	
which	you	add.	AEer	you	move	on	to	other	maCers,	the	chef	returns	and	
adds	the	needed	salt.	The	soup	turns	out	to	be	far	too	salty	and	inedible.		
	
Whose	fault	is	it?	Who	should	be	held	accountable?	How	could	you	have	
avoided	this	situa9on?		



Delegation & Accountability 
in Four Simple Steps: 

1.  Have expectations. 
2.   Write them down. 
3.   Assign responsibility 
4.  Check. 
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Effective Delegation:  Written Policies 

Common Areas for Written Policy – Board to GM: 
• Financial Condition  
• Business Planning and Budgeting 
• Asset Protection 
• Membership Rights & Responsibilities 
• Customer Treatment 
• Staff Treatment and Compensation  
• Communication to the Board 



Effective Delegation:  Written Policies 

The Sample Policy Template for Food Co-ops 
is a starter set of policies that includes:   

• Board of Directors Working Agreements 

• Management Limitations 
 

Turn to policy F on page 6.  
 



Delegation & Accountability 
in Four Simple Steps: 

1. Have expectations. 
2.   Write them down. 
3.   Assign responsibility 
4.  Check. 



Effective Accountability:   
Written Reports 

Why a monthly written GM report?   
•  Keep the board up to date on key developments. 
•  Demonstrate GM’s compliance with board policies.  
•  Document that the board is providing adequate 

oversight.  
•  Can include check-ins on specific written policies 

on a regular, recurring schedule.  



Effective Accountability:   
Elements of a GM report 

• Report briefly on notable developments and a 
manageable set of key indicators 
• Provide a short report on how the co-op is meeting 
requirements of a major written policy (on a regular 
schedule).  

• Deliver the report several days in advance so that 
board members can be ready with any questions.  

 

 
 



Sample GM report 

	
	
	

ABC Co-op – GM Report, August 8, 2016 
For August 15 board meeting 

Monthly	Financial	Highlights	
Results	 Year	over	Year	Variance:	

Sales	(year	to	date)	 $427,600	 +4.0%	

Average	Transaction	Count	per	week	(this	
month)	

575	 -0.3%	

Average	Basket	Size	 $26.65	 4.2%	
 
General Updates:  

1. Sales continue to run higher than last year by about 4%.  While our transaction count is 
holding steady, our average basket size is larger.  I attribute this in part to our “Great 
Deals” program, which appears to be encouraging customers to stock up on a few more 
items when they shop. 

2. Our “Meet Your Farmer” on Saturday, August 6, was very well received, with many 
people stopping by during the day to chat with the folks from Blue Tomato Farm and try  



Being a Great Boss 

	
	
	

In	most	food	co-ops,	the	GM	is	the	board’s	sole	“direct	report.”		As	an	employer,	
the	boards	should	hold	themselves	to	the	same	high	standards	that	they	expect	
of	the	GM!	

So	what	does	it	take	for	a	board	to	be	a	great	employer?		
•  Clear	expecta8ons	
•  Clear	delega8on	
•  Trust		
•  Regular	feedback	
•  A	shared	sense	of	purpose		
•  Support	for	the	GM’s	professional	development	
•  Recogni8on	that	board	+	GM	are	a	team		
•  Timely	responsiveness	to	ques8ons	and	issues		
•  Apprecia8on	and	kindness	



Take a Break!   
 

Please return by ______ a.m.   



Representing Members 

 

Cooperative Democracy: What does it mean? 
 
Voting for board members? 





Representing members: the basics 

• Is information about the cooperative readily 
available to members? 

• Are their opportunities for members to have input? 

• When members give input, do they get feedback 
on the final decision? 



Representing members 

• Does the board actively promote diversity? 

• Are opportunities for input equitably accessible? 

• Does the board understand the dynamics of power and 
privilege?   



Discussion 

Your cooperative has an active member group 
opposing a recent decision that management 
supported and the board approved. 
 
As a board member, what are your responsibilities 
now?  How do you work with the group? 
 



Fostering a Healthy Board Culture 

BUT FIRST, the WORST:  

What kinds of things can a group do to ensure  

that it is an utterly ineffectual failure?   

 

 

 

 



 

 

 

 

Fostering a Healthy Board Culture 

Great Meetings 
•  Check-ins 
•  Thoughtful agendas  
•  Staying on task and 

on time 
•  Check-outs 

Group Norms 
•  Agreements about 

how we will work 
together  

•  AND what we will 
do when things go 
awry 

Group Discipline 
•  Holding each other 

accountable for following 
norms.  

•  Handling conflict 
effectively.  

•  Regular group self-
evaluation 

Shared Vision 
•  Alignment about why 

we are here & what 
we are trying to 
accomplish 

A Work Plan That: 
•  Makes sense to everybody 
•  Is flexibly adapted to 

evolving needs 
•  Is “right sized” to balance 

capacity and ambition 
•  Exists in writing!! 

•  !		

Kindness & Appreciation 



Tuckman’s Team Development Model 

FORMING	

STORMING	

NORMING	
PERFORMING	

TRANFORMING	

Work	begins;	differing	
viewpoints	&	conflict	
arise.	

Team	navigates	the	
storming	&	figures	out	
how	to	work	together	

Team	has	agreement	on	
purpose,	means,	and	
how	to	interact—all	is	
clicking!	

The	team	evolves--new	
leadership,	departure	of	
old	Cmers,	arrival	of	new	
folks—&	things	change	

Team	comes	together	
to	take	on	some	work.	
	



A few things to keep in mind: 
• All stages are necessary and inevitable for a group to grow, 

develop, & achieve 

• Understanding the natural cycle can help you to be aware & 
prepare 
• Complacency during Performing is a recipe for Storming 
• When Storming, the big question is whether it will be a 

squall or a hurricane 

• Movement is not necessarily circular—you will probably jump 
around between stages 



Other Concerns & Challenges? 


