January 7, 2005

To National Audubon Society Board Members:

The attached report and recommendations of the Ad Hoc Chapter Committee are the culmination of nearly two years of effort to identify and address priority National-Chapter issues and clarify the role of Chapters within the Audubon community.

The Committee defined its goals in the context of the vision presented in the Audubon Strategic Plan: to strengthen and empower the Audubon Grassroots Network; to develop a greater Chapter-National partnership; and to promote conservation outcomes.

This report consists of a four-page section covering principles that guided the Committee, specific goals related to partnership and collaboration, and our recommendations for implementation.  The report also contains four attachments that summarize the Committee’s progress, status of pilot programs, guiding principles for membership and the current One Audubon membership policy.

The overarching importance of creating an environment of mutual respect, trust and confidence was a partnership theme repeated over and over in our many visits and conversations with Chapter leaders and throughout the Audubon community.

The collegial process followed by our Committee can serve as a model for creating a positive and productive working environment between National, State Programs, and Chapters.  We assembled a diverse and representative Audubon group, combined round table meetings and face time with conference telephone and written communications to achieve a higher comfort level and feeling of trust with each other, and engaged in frank, open and respectful dialogue with a full airing of different viewpoints aimed at building consensus.

While the task of this committee is now completed, we regard this as just the beginning of an important process to create and institutionalize an enduring National-Chapter partnership.  In the report we recommend additional Board-Staff actions around Chapter leadership training, capacity building, collaborative/coordinated fundraising, and State Program support services.   The pilot projects have been defined but not yet implemented.

Finally, I want to express my sincere appreciation to John Flicker, his senior staff and State Program executives for their great support and participation.  In particular, the Committee is deeply appreciative of the important contributions that Lynn Tennefoss made through her coordination, writing, editing, and above all her untiring perseverance.

Bill McQuilkin

Chair, Ad Hoc Chapter Committee

Board Member, National Audubon Society

I. Ad Hoc Chapter Committee Vision and Guiding Principles

The Ad Hoc Chapter Committee (Committee) seeks to provide recommendations for better implementation of Audubon Strategic Plan, Strategic Recommendation #3: “Strengthen the distinctive grassroots network and reinforce the partnership between members, Chapters, staff, and the Board to promote effective conservation at local, state, regional, and national levels.”

II. Introduction

The Committee has developed the following recommendations as a first step towards improved collaboration between Chapters and National Audubon Society (National), primarily through State Programs. They are presented to the National Audubon Society’s Board of Directors and its Chapters with the intention of providing tools to strengthen all elements of the Audubon network and creating a starting point for an ongoing conversation within Audubon about more effective collaboration.  

Through these recommendations, the Committee seeks to define a true partnership and institutionalize the concept of partnership and internal collaboration, by which we mean integrate these principles into every-day working goals and activities at all levels of Audubon. In this partnership, a strong community-based presence is the foundation for statewide protection of birds and wildlife. If our collective Audubon leadership1 can first envision and then implement true, strong, mutually supportive partnership between Chapters and National—from conservation to fundraising and outreach—we will be able to create an environment of mutual respect, trust and confidence throughout.  

Because conservation is critical to the partnership, the Committee would like to articulate its definition as relevant to this document. The working definition within this document is that “conservation” be broadly interpreted as those activities that support and promote the Audubon mission to conserve and restore natural ecosystems, focusing on birds, other wildlife and their habitats for the benefit of humanity and the earth’s biological diversity. Such activities include education programs and activities, citizen science, advocacy and public policy, habitat conservation and restoration, and IBA related work.

These recommendations are necessary because Chapters are recognized as a critical part of the Audubon Network, yet the Audubon Network as a whole has yet to maximize the potential of the Chapter-National relationship and leverage it to accomplish our shared mission. In addition, the emergence of State Programs and Centers have added a level of complexity to the relationship between National and its Chapters that need not distract us from our core mission. Rather it ought to be an opportunity for increased collaboration.  The Committee’s recommendations specifically focus on funding and membership. Communication, fundraising, and pilot projects are also important. While the Committee considered these topics, it did not finalize recommendations in these areas. 

III. Goals

A. Strengthen and Empower the Audubon Grassroots Network:

1. Build on the strengths of Audubon Chapters, Centers, and State Programs to accomplish our collective conservation priorities. Increase the capacity of Chapters to serve as local leaders in conservation.

2. Work together to align and integrate the strategies and goals of Chapters, State Programs and Centers in order to best engage people at the community level. 

3. Broaden the circle of Audubon supporters and increase the pool of financial resources to expand the Audubon Grassroots Network.

4. Integrate these principles into the every-day working goals and activities at all levels of Audubon.

B. Develop a Greater Chapter-National Partnership:  
1. Core elements that must be shared in any strong partnership between National and Chapters include:

· Common Mission: Recognize that we share a common mission and goals as the basis for finding common ground. 

· Shared Values: Shared values include leadership in conservation, collaboration among all partners in the Audubon community, respect and integrity in how we interact with each other and in our public advocacy and education. 

· Effective Communications: Communications between and among National, State and Chapter leaders, staff, and members are key to effective partnerships. Personal attendance at meetings along with regular electronic and printed communications offer opportunities to meet, interact and understand each other’s priorities and programs.
2. Chapters and State Programs are encouraged to collaborate in joint fundraising and capacity building around shared conservation goals and projects. Flexibility in ways of working together, setting priorities and allocating funding is essential. 

3. Partnership projects model best practices and demonstrate successful collaborative relationships (See Attachment B).

C.  Promote Conservation Outcomes: 

1. All people involved with Audubon play a valued role in identifying and implementing Audubon's ambitious conservation goals. State Programs and Chapters in particular are encouraged to coordinate opportunities to discuss and prioritize public policy issues, develop advocacy support and training on pertinent issues, and integrate collective conservation priorities into annual and long-term planning. 
2. Partnership projects can accomplish conservation outcomes while demonstrating new and better approaches for working together.  

3. We espouse a renewed commitment to promote joint conservation planning. 

IV. Implementation

A. Funding Recommendation

In order to build and strengthen the Audubon grassroots network to be a more effective force for conservation, we recommend continued funding for Chapters from National. Continuing investment in Chapters helps build capacity, thus increasing Chapters’ ability to serve as local leaders in conservation.

· The Committee recommends that National increase its funding for Audubon Chapters. We recommend a new approach that provides an investment in the long-term growth of our grassroots organization, designed to strengthen Chapters and increase collaboration around conservation. This will replace the current dues share/safety net approach.

· We recommend that National funding increase over three years from the FY05 level of $900,000 to $2 million in FY08. Funding should include both a baseline amount for each Chapter (based on current amounts under the “safety net” for FY06, and an updated formula in future years) and an additional amount of new monies for priority Chapter conservation activities. The baseline amount will provide a predictable source of revenue for Chapters. Priorities and allocation of new collaborative funds to Chapters are to be determined through consultation between the Chapters and State Programs or Chapter Services in each state.

· Specifically, the Committee recommends that National budget an increase in Chapter funding to $1.25 million in FY06 as split below, and strongly consider the recommended increases for FY07 and FY08 during the annual budgeting process for those years.





Year

Baseline
Collaborative

Total



Next Fiscal Year:
FY 06

$1 M

$250 K


$1.25 M

Future Fiscal Years:
FY07

$1.1 M

$500 K


$1.6 M

FY08

$1.2 M

$800 K


$2 M

· National funding should be allocated to the State Programs or Chapter Services and distributed to Chapters through an annual certification process.

· Chapters and State Programs are also encouraged to work together to seek additional new funding from local and state sources through joint fundraising.
B. Membership Recommendation 
The Committee recommends continuing the existing membership policy between National members and Chapter members, with additional clarification and acknowledgement of its flexibility:

· National recruits and renews National members. Chapters may also recruit National members. National members will continue to be assigned to Chapter territories.

· Chapters may (but are not required to) recruit and renew Chapter members. 

· National retains membership revenue raised for National-recruited members. Chapters retain membership revenue raised from Chapter members, and also receive incentive payments for any Chapter-recruited National members.

· Both National and Chapters can choose whether or not to provide membership, benefits and services (such as newsletters, discounted programs, special field trips and events) to some, none or all members of the other entity. 

· Both National and Chapters make each other’s membership lists liberally available to the other for conservation programs and activities*

· Both National and Chapters make each other’s membership lists available to the other up to three times annually to solicit donations for their programs, as per the current One Audubon Membership Policy.* 

· Where list sharing is involved, members’ names will be transferred electronically to Chapters or to National. Specific details will be developed regarding the transfer and use of names.

· National Audubon will discontinue use of the term “free Chapter membership” as a benefit in National recruitment and renewal materials. Similarly, Chapters are strongly encouraged to change the name of “Chapter-Only Members” to “Chapter Supporters” or “Chapter Members.” These changes will help encourage members of National Audubon Society and Chapters to provide financial support to both entities.

* Names of National members or Chapter supporters are shared unless the individual has specifically requested otherwise. In that case, the full number of members in the Chapter’s territory is shared but names and addresses may be withheld by either entity. Each may also withhold certain names from exchange if they are being cultivated for special purposes.

For additional clarification, Attachment C presents guiding principles for membership and Attachment D describes the current One Audubon Membership Policy regarding Chapter and National memberships.

C. Additional Recommendations

1. The Ad Hoc Chapter Committee did not finalize recommendations for all areas of concern that were discussed. We recommend that the National Audubon Society Board continue to build on the Committee’s work. In particular, the Board is encouraged to:

· Examine opportunities for State Programs/Chapter Services to collaborate with Chapters to institutionalize leadership training, capacity building and support services that will result in improved conservation outcomes; 
· Develop guidelines that effectively address the inherent challenges and competitive aspects of fundraising as it is currently practiced and seek to improve coordination and strengthen the effectiveness of our respective fund raising activities. We strongly recommend that a representative group including Chapters and National be asked to address these issues; and, 
· Explore new ways to help reduce Chapters’ administrative costs.  
At the May 2005 Board Meeting, the Board should communicate the process for moving forward in each of these areas through direction to staff or creation of another Board Committee, in order to take additional action as soon as possible.

2. We recommend the Chapter Services office receive an additional person (1 FTE), to help in outreach to Chapters particularly in states without State Offices. This recommendation is in addition to the recommendation for new funds for Chapters outlined in IV.A. above.  

3. The Committee supports the suggestion of many Chapter leaders that Audubon examine the option of increasing basic membership dues by $5 to $10. We also strongly recommend a standard for new and renewing members that is consistent year to year, and individual to individual.
It is important to document the growing effectiveness of the grassroots network. While no final recommendation is offered by the Committee, there is broad agreement that continuing effort is warranted to evaluate the overall partnership between State Programs and Chapters and conservation achievements of that partnership. The Committee recommends that regular evaluation be included in the Chapter Certification process and annual review of State Programs and Chapter Services.

4. Attachment A: Summary of Ad Hoc Chapter Committee (2003-2005) 

The National Audubon Board of Directors established the Ad Hoc Chapter Committee at the March 2003 Board meeting. Members included Bill McQuilkin, Chair, Jack Dempsey and John Whitmire. The purpose of the Committee was to identify and make recommendations regarding priority NAS-Chapter issues and the role of Chapters, now and longer term, within Audubon. The Committee was also tasked with recommending a funding policy to follow expiration of the safety net payments in FY04. 

As their first step, the Committee met with Chapter leaders, State Board members, Regionally Elected Board members and others to develop a set of priority issues and opportunities. These issues represent the most pressing concerns that staff and board have heard from Chapters, State Programs and other National staff. 

At the June 2003 Board meeting in St. Louis, the National Board reviewed and concurred with the issues, and stated their determination to find positive and supportive ways to resolve them.  They also encouraged the Ad Hoc Committee to solicit the Chapter leadership for solutions.

Five priority issues areas were identified (Communications, Fundraising, Membership, Governance, Administration), a letter to Chapters drafted and sent, and feedback received through August 2003 from numerous Chapters on each of these issues.

At the September 2003 Board Meeting, the Committee presented feedback from the Chapters and made several recommendations approved by the Board – to initiate pilot projects that would jumpstart new models of partnership with Chapters; to meet with Staffed Chapters on the East and West Coasts; and to encourage increased Board attendance at Chapter, Council and State Board Meetings. Projects identified for possible pilots included IBA Stewardship, a unified State/Chapter Newsletter, State and Regional Assemblies, Chapter-Center collaboration, NAS Investments in Chapter Excellence and Audubon-At-Home programs.

In early 2004, the Committee was enlarged to include an advisory group consisting of representative members of Chapters, State Boards, National Board Members, State Executive Directors, and staff. This began the planning and implementation phase in a strongly collaborative manner. Committee members include:

Kristen Berry, Senior Grassroots Coordinator, NAS

John Biesmann, Board Member, Houston Audubon Society (TX)

Marsha Cannon, Madison Audubon Society (WI)

Caroline Coe, Richmond Audubon Society (VA)

Les Corey, Chief Field Operations Officer, NAS

David Henderson, Audubon New Mexico, Executive Director

Lynn Herring, Oregon Audubon Council (OR)

Charlie Kahle, Western Regional Director, NAS Board 

Joyce King, President, St. Petersburg Audubon Society (FL)

Bill McQuilkin Southeast Regional Director, NAS Board; Chair, Ad Hoc Committee

Sonja Macys, Executive Director, Tucson Audubon Society 

David Miller, Audubon New York, Executive Director

Elizabeth Murdock, Executive Director, Golden Gate Audubon Society (CA)

Dave Pardoe, Mid-Atlantic Regional Director, NAS Board

Bob Perciasepe, Chief Operation Officer, NAS

Ruth Russell, NAS Board Member

Lynn Tennefoss, State Programs and Chapter Services, NAS

John Whittle, Southwest Regional Director, NAS Board

The goal of the enlarged Committee was to create a renewed spirit of partnership and common purpose between NAS and Audubon Chapters by implementing policies that resolve Chapter concerns and more closely align Chapter priorities with the NAS Strategic Plan.

Through the first half of 2004, Committee members continued to receive feedback through Chapter and Council meetings, and also met with staffed Chapters on both East and West Coasts. A transition plan was approved by the Board in May 2004 that included a one year continuation of the Safety Net payments and funding for pilot programs. 

A Preliminary Report, Draft Recommendations and Appendices were crafted at a Committee Meeting in Cleveland, Ohio at the end of July 2004 and circulated in September to Board and Chapters for feedback and comment. Draft recommendations and PowerPoint presentation were also placed on Audubon Web site at that time.

From October to December 2004, 115 comments on the draft recommendations were received from Chapters and 28 responses from individuals, each of which was placed on the Audubon Web site, along with a summary, at http://www.audubon.org/local/cso/adhoccom/recommendations.php. In addition, members of the Committee visited more than 30 Council, State Board, Chapter and State Assembly meetings to explain the draft recommendations and discuss the proposals with Chapters in attendance.

In December 2004, all comments from Chapters were reviewed and new recommendations drafted for presentation to Chapters and National Board in January 2005.

Attachment B: Pilot Partnership Programs

The Committee believes strongly in the potential of pilot programs to provide opportunities and models for partnerships between Chapters and State Programs. Current Audubon Partnership Projects have been designed to:

· Create opportunities for partnerships between Chapters and State Programs, Centers, Chapter Services, or other entities,

· Offer to Chapters a means to underwrite various activities,

· Encourage Chapters and State Programs to fund raise together for cooperative ventures, and

· Strengthen common ties within Audubon.

The pilot projects currently underway or in the planning stages fall into the following categories:

1. Chapter Grants (Fundraising Grants, Programmatic Grants and IBA Grants)  

2. State Assemblies

3.  Audubon at Home

4. Integrated State/Chapter Newsletters 

5. Chapter/Center Partnerships

6. Integrated Chapters and State Program

7. Education Partnerships

8. Leadership Training

 Attachment C: Guiding Principles for Membership

· Audubon’s membership policy should be easy to explain and efficient to implement.

· Chapters are key partners in the Audubon mission of engaging people to accomplish conservation goals. Shared membership in and support of National Audubon Society and a local Chapter strengthens the entire organization and enables us to accomplish our mission. 

· Anyone who supports National Audubon Society or an Audubon Chapter, or who participates in an Audubon program, is counted as part of the Audubon network.

· Providing Audubon members with opportunities for education, involvement and action is one of the most critical roles of a Chapter. However, a Chapter has the right to determine specific benefits provided to its members, regardless of the recruitment source, and so does National.

· Reciprocity and transparency between Chapters and National in recruitment, sharing of member/donor names, fundraising and communications are key to building a stronger relationship.

· It is a benefit to recruit membership widely and all parts of the Audubon network should be given the opportunity and incentives to solicit memberships.

· Members come to Audubon for a reason. We will be mindful of what they want, and respectful of their needs. It is the member’s choice, not an institutional choice, which part of the organization they want to support.

Attachment D: Current One Audubon Membership Policy

(Final Recommendation of the “Friends of” Task Force, December 9, 2001)

One Audubon Membership

Audubon Membership will consist of two categories of members: National Members and Chapter Members.

For purposes of external communication, there will be one Audubon membership, which is a combination of National Members and Chapter Members.  When communicating externally, we will not distinguish between our internal membership categories.  When either a Chapter or National refers to Audubon membership, each may refer to our total joint membership.

For purposes of internal administration, such as allocating revenue, voting for officers and directors, renewal, servicing, financial solicitation, benefits, minimum contribution levels, and data management, the following guidelines will apply1:

NATIONAL MEMBERS

Any person who contributes $20 or more to the National Audubon Society is a National Member. Chapters are encouraged to recruit National members, and Audubon will continue to encourage Chapter recruitment of members. The following guidelines apply to National Members:

· National Members may vote for directors and officers of the National Audubon Society, as well as for directors and officers of their Chapter according to Chapter bylaws.

· National Members will receive Audubon Magazine.

· This policy does not impact the Membership Dues policy set by the Board of Directors.

· National Member names in Chapter territories will be shared with Chapters on a regular basis.

· Chapters may solicit Chapter Members and National Members as they deem appropriate. National Members may opt out of receiving solicitations or mailings, by notifying either National or the Chapter. National and the Chapters should forward to each other any requests by National members who wish to not receive Audubon communications.

· National Audubon Society will renew and service National Members, and determine what benefits apply to National Members.

CHAPTER MEMBERS

Chapters may develop their own “Chapter Member” program where a person who makes a minimum contribution to a Chapter is a Chapter Member.  The following guidelines apply to Chapter Members:

· Each Chapter will determine the minimum contribution required for Chapter Membership.

· Chapter Members may vote for Chapter directors and officers according to Chapter by-laws.

· Chapters retain all contributions they receive made to the Chapter.

· Chapters will share Chapter Member names with National Audubon Society on a regular basis.

· Each Chapter will renew and service its Chapter Members, and determine what benefits apply to its Chapter Members.

· National Audubon Society may solicit Chapter Members by mail or telephone up to three times annually.  National Audubon and Chapters will cooperate in good faith to coordinate financial solicitations to the extent possible. 

· Chapter Members may opt out of receiving solicitations or mailings from National, by notifying either National or the Chapter. Chapters should forward to National any requests by Chapter members who wish to not receive Audubon communications. Chapter Members names will not be sold to outside organizations through list rentals.

· Chapter Members will not receive Audubon Magazine unless National Audubon Society elects to provide it at its own expense.

· It is important for Chapters to maintain their 501(c)(3) tax-exempt status with the IRS so they can legally accept tax-deductible contributions.

In all cases, the intent of the donor/member must be respected, and all Audubon policies should be aimed at assuring that the wishes of the donor/member are given first priority. 


1 The term “Chapter Member” refers to a member who belongs to a Chapter while “National Member” refers to a member who belongs to both National and their local Chapter (if there is one).

