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The best ways the Massachusetts Tree Wardens’ & Foresters’ Association can help its members do their jobs comes from its own strength, stability, cohesion, flexibility and growth.

Therefore, organizational issues become fundamental to fulfilling the needs, interests and preferences of each member.  The Association is its members, of course.  The Association, in addition, is more than its membership because the organization can do more and different work—always in its members’ behalf—than any single member can do alone.

The creation of the 2013 Committee set a direction that now, in the aftermath of the facilitated session, moves the Association to specific ideas, formed in five-year and ten-year plans, that will advance the Association as both an industry leader and a practical helper to its members.

It is timely to receive the Executive Board’s reactions to this report and preliminary recommendations.  When they are in hand, a final report will be delivered, as agreed, in December 2005.

Please know that I will be happy to sit with you, the Executive Board and others when this document is discussed.

Thank you.
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“Make No Little Plans.”

Make no little plans.  They have no magic to stir the blood and probably themselves will not be realized.  Make big plans.  Aim high in hope and work, remembering that a noble, logical diagram once recorded will not die, but long after we are gone be a living thing, asserting itself with ever-growing insistence.

--Daniel Hudson Burnham, 1846-1912.

Massachusetts Tree Wardens’ & Foresters’ Association

The oldest protector of American trees.
INTRODUCTION
This report covers the rolling conversation held at the Massachusetts Tree Wardens’ & Foresters’ Association’s facilitated session on June 8, 2005.  The report also lists specific preliminary recommendations forming the nucleus of projected five-year and ten-year plans.  

Originating in the Association’s aim to review its capabilities and assess its opportunities, the five-year and ten-year plans will detail, through project budgets, timetables, and project descriptions, the programmatic milestones enabling the Association to advance in two main ways: 

· Support the daily work and plans of its members.

· Design and implement its own objectives, some of them administrative, so that the Association, as a leader, gains strength and practical usefulness in its members’ behalf.

The Association leadership anticipated the long-term plans when it established the 2013 Committee, so named to mark the Association centennial.  The plans themselves will serve as a means for fixing priorities and spreading responsibility, both of which will necessarily involve the efforts of increasing numbers of members.  This will prove indispensable in the development of the Association as an organization.

Participants

A list of the participants in the facilitated session is found in the Appendix of this report as a part of the contemporaneous notes taken by Executive Secretary Kelly Woods.  Her notes can be expected to provide context for this document for members who were unable to attend the facilitated session.

ASSOCIATION FRAMEWORK
Much discussion led to and flowed from the facilitated session’s early afternoon focus on drafts of a vision, mission and purpose.  These fundamentals shape future Association philosophies, policies, public statements and actions.

Vision
A statement of prevailing conditions when the mission has succeeded.

Appreciation and respect for the functions of trees 

in the ecosphere and in the landscape.

Mission
Why the vision is worthwhile.

To promote the arboricultural, physical, aesthetic 

and inspirational functions of trees.

Purpose

The steps converting the mission to reality.


To sponsor and pursue professional advancement of tree wardens, promote public education and advocate government policies that create conditions favorable 

To the care, preservation and protection of trees.

Consequences of the Framework 
With an eye toward the five-year and ten-year plans, the vision, mission and purpose provide direction for the Association’s major broad and daily activities.  

It is important to note that the Association’s duty to help its members do their jobs depends in very large measure on the capabilities of the Association itself to function as a strong organization.  One discipline, typically expressed in all of the doings of any strong organization, can be found as follows:

Goals  Time-sensitive expectations of productivity to fulfill the purpose.

Objectives  Ideas about the vision.

Strategies  Decisions for competitive advantage.

Tactics  Actions taken to implement strategies.

Message(s)  The expressed match of the Association’s strengths and its audiences’ interest; the message(s) can only create, conserve, crystallize or change anyone’s existing notion of what the Association stands for.

Measurements  Bases for judging the value of a plan, shown in units of time.

The Association’s Reputation Among Various Audiences

The following graphic depicts the relationships among baseline reputation management documents, both external and internal, whose preparation shapes and brings to light the essential ingredients of the Association’s reputation.  The documents are management tools.  The Association’s leadership can use these tools in steering the organization and influencing the perceptions of broad and selected audiences.  The tools, which are not operational tasks, are recommended for development within the five-year and ten-year plans.

Reputation Management

For Consistent Association Messages






















PRELIMINARY RECOMMENDATIONS

The finalized recommendations convert to components of the five-year and ten-year plans in which each recommendation serves as a link in a chain of projects.  Costs and timetables, in addition to sequencing, form the nucleus of the plans.  The plans fit within a framework of the Association’s Vision, Mission, Purpose, Goals, Objectives, Strategies, Tactics, Message(s) and Measurements.  

When the plans are carried out, the Association’s reputation is set forth.  The Association’s reputation is found in what others believe the Association stands for.  And this can only be known from the actions the Association takes.  The actions make clear the Association’s ambitions for its members and itself.

In format, the plans include master charts spelling out each project’s budget, description, purpose, the resources required, production timelines, delivery date, the name of the responsible individual(s), and the expected outcomes.

The following preliminary recommendations arrange themselves in five categories: Member Services, Membership Development, Association Advancement, Public Education and 2013 Committee.

Member Services

The following recommendations pay direct attention to the members.

· Establish and maintain an online Help Center where a member can describe a problem or a quandary or ask a question or seek advice, and receive a useful response in a timely moment.

· Produce an at-a-glance wallet card covering the broad ideas and specific responsibilities of tree wardens and foresters for their distribution in their respective communities.

· Compile, publish and distribute a media advisory booklet presenting the expertise of those members wishing to be listed so that, statewide, every media outlet has a local contact for knowledgeable information when issues involving trees become part of the news; reproduce the booklet on the website.

· Hold a second full membership event each year.

· Conduct each year a training session entitled Grow Your Computer Skills: From Seedling to Sequoia.

· Webcast all executive board meetings.

· Conduct quarterly online membership meetings.

· Promote optional professional certification, perhaps to include grandfathering or perhaps setting a five-year grace period prior to certification.

Membership Development

The following recommendations focus on increasing the size and stepping up the level of participation by the members.

· Create a new member sponsor program, including special recognition for new members.

· Establish and maintain a membership database showing, for each member, years in present position, years in the profession, years as an Association member, special professional interests, history of Association committee participation, record of Association meeting attendance, and email address/phone/fax/ postal address. 

· Check comparable organizations across the country to find possible benefits the Association will wish to adopt and/or adapt.

· Enumerate member benefits.

· Document and analyze all costs associated with creating and maintaining an annual membership, and identify the amount and source of any subsidy.

· Analyze the relationship of dues increases to levels of membership in conjunction with specific member benefits.

· Analyze the dues structure with an eye toward a discounted introductory dues program, student membership dues and multi-year fully-prepaid discounted dues.

· Revamp the committee structure:

2013 (phases out of existence at the completion of its assignments listed on Page 13)

Bylaw

Conference

Finance (budget, fundraising, audit)

Government & Industrial Relations

Member Education

Nominations

Planning

Public Education

Scholarship

Seedling 

Technology

· Write a job description or statement of scope and responsibility for each committee.

· Survey the entire membership to discover individual interests and capabilities for service on various committees.

· Recruit new member sponsors.

· Assign new members directly to one or more committees of the new member’s expressed interest.

Note: The committees offer excellent continuing opportunities to widen the base of member involvement by drawing more members more deeply in support of the Association.  Here is a detailing of the current total committee membership.

Total Current Committee Membership
	Name of Member
	Number of Committees Serving On
	Number of Current Committees

	George Ackerson
	4
	

	David Bloniarz
	1
	

	Tom Brady
	2
	

	Ted Bubbins
	3
	

	Peter Buttkus
	3
	

	Tom Chamberland
	2
	

	John Haines
	2
	

	David Hawkins
	2
	

	Arthur Jeselonis
	2
	

	Bob LeBlanc
	2
	

	Melissa LeVangie
	2
	

	Jim MacArthur
	2
	

	George Markarian
	2
	

	Dennis Ryan
	2
	

	Derek Saari
	2
	

	Eric Seaborn
	1
	

	Paul Sellers
	2
	

	Christi Smith
	2
	

	Matt Thurlow
	2
	

	Kevin Weber
	2
	

	Marc Welch (as President, should be an ad hoc member of every committee)
	3
	

	Chris White
	2
	

	Total 22 names (1 vacant chair)
	
	Total 7 + 2013 Committee

	Total membership 378
	
	

	Membership participation rate in committees is 5.82%
	
	


· Define the Executive Board to include elected officers, appointed committee chairs and any co-chairs, county representatives and the immediate past president.

· Form a Past Presidents’ Advisory Council to ensure an institutional memory and to retain generational perspective.

Association Advancement

The following recommendations serve as the ecology of the member services and membership development preliminary recommendations listed above.

· Achieve sound financial footing by developing predictable sources and levels of revenue while always seeking additional funding support.

· Perform zero-based budgeting each year.

· Devise a revenue plan enabling the Association to move, in stages on a milestoned calendar, from a part-time Executive Secretary to a part-time Executive Director to an eventual full-time Executive Director.

· Undertake an early sweeping review of the bylaws so that the actions taken within the five-year and ten-year plans are authorized and so that the bylaws take into account the impact of technology in the work of the members and the way in which the Association will organize itself.

· Clarify the role of county representatives.

· Explore the possibility of accommodating the Southeastern Massachusetts/Cape Cod Regional Association, making it fully a part of the Association.

· Consider phasing out the name Tree Warden, which, like Fence Viewer, connotes a quaint, cute, pet-like activity, not the professional, science-based and official nature of the work involved.  (Long ago, the name Dog Catcher or Dog Officer was dropped in favor of Animal Control Officer or Humane Officer.  In comparison, Tree Warden doesn’t strike an authoritative note.)

· Create and maintain an archive and designate an archivist.

· Compose a marketing mission statement.

· Compose a positioning statement.

· Compose a set of strategies.

· Compose a themeline or tagline.

· Revamp the website to include an online Help Center and a chat room as well as postings of newspaper clippings involving the work of the members, plus links to professional readings.

· Explore membership by the Executive Secretary in the American Society of Association Executives.

· Produce a policy handbook for the members and post it to the website.

Public Education

· Publish a quarterly residents newsletter that is distributed, either in hard copy or online, with municipal water bills and/or formatted as bookmarks at the public library checkout desk.

· Create a model display for duplication and placement in city and town halls and schools and treat it as an opportunity to secure media coverage.

· Compose, publish and distribute a book, entitled The Life of a Tree, which as a kids’ coloring book can be used informationally in schools as well as in households.

· Use local community cable access at every opportunity and develop a model program for adaptation locally.

· Enrich the liaison with vocational-agricultural and vocational-technical high schools for curriculum and student membership purposes.

· Create a modernized logo and use it at every suitable occasion and on all Association materials.

2013 Committee

The following recommendations represent special projects which, when implemented, can be handed over to a standing committee for continuing attention and action.

· Survey, every three years, the members’ professional needs and preferences and examine the Association’s intermediate and long-term aims in order to compose a comprehensive program of adjustments to Chapter 87.

· Pursue working relationships with like-minded organizations to establish, as an advocacy group, a strength-in-numbers Assembly of Outdoor and Environmental Organizations. 

· Organize a Hall of Fame for introduction in the year 2013.

NEXT STEPS
· Review, discussion and response of the Executive Board to this document.

· Consultations by the Executive Board with key non-Executive Board members.

· Consultations by the Executive Board with recognized leaders in the field, across the country.

· Submission of final version of this document in December 2005, which will complete this phase of the project.

· New arrangements to proceed in drawing up five-year and ten-year plans.

· Identification of recommendations meriting fast track attention even while the five-year and ten-year plans are being readied.

· Continuing consultations among all planning participants.

Please note that some recommendations set the stage for others.  The entire set of recommendations, which in their implementation would be spread over several years, is not submitted cafeteria selection style.  Indeed, adoption of all of them is proposed.  

Appendix

Recommended Reading for The Association’s Leadership
An Element in the Association’s Reputation Management

to Help Develop and Preserve the Association’s Sensitivity 

to the Sometimes Cooperating, Sometimes Contending 

Interests of its Diverse Audiences

As an educational organization with fundamental and major community involvement, locally and statewide, and potentially beyond, the Association enjoys some of the loftier public perceptions usually belonging to nonprofits.  Therefore, the following readings, though they relate to purely nonprofit organizations, are recommended.

Andreasen, Alan and Kotler, Philip.  Strategic Marketing for NonProfit Organizations, 6th edition.  Prentice-Hall, 2002.  ISBN: 013041977X.

Cutlip, Scott M. and Center, Allen H. and Broom, Glen M.  Effective Public Relations, 8th edition.  Prentice-Hall, 1999.  ISBN: 0135412110.

McLeish, Barry J.  Successful Marketing Strategies for Nonprofit Organizations (Wiley Nonprofit Law, Finance and Management Series).  Wiley, 1995.  ISBN: 0471105678.

Rados, David L.  Marketing for Nonprofit Organizations, 2nd edition.  Praeger Publishers, 1996.  ISBN: 0865692548.

Sargeant, Adrian.  Marketing Management for Nonprofit Organizations.  Oxford University Press, 1999.  ISBN: 0198775660.

Reputation Management Assumptions

· The public is a passing parade, not a standing army.

· Consumers are royalty and possess the absolute power of enforceable choice, which comes directly from the cross of a capitalistic form of economy and a representative form of government: Capitalism plus democracy creates competition.

· Information is an asset.

· A viable reputation is a never-ending process, not an event.

· A reputation is a promise.  A successful reputation creates expectations among consumers and then, at the very least, fulfills those expectations.  A very successful reputation exceeds consumer expectations.  Owing to the changing nature of expectations (life isn’t frozen), a reputation must be managed.

· A reputation can only be created, conserved, crystallized or changed.

· A reputation is irrelevant to a potential consumer relationship when it fails to match a marketplace need, interest, preference or wish.

· Positive consumer relationships tend to increase the number of profitable transactions.

· A satisfied consumer will not only resist competitors’ appeals but may even defend against those incursions.

· Share of market increments grows increasingly expensive while share of existing consumer increments grows increasingly inexpensive to develop and maintain.  

· The competition can be controlled by causing it to spend unplanned funds and time to respond to initiatives confronting it.

· A ‘moment of truth’ occurs when a potential or actual consumer is in contact with an organization in a way, large, small, deliberate or incidental, by which the consumer reaches a conclusion about the quality of that organization and its products and services.  A moment of truth is, for example, the way a phone call is answered, the cleanliness of a premises, care in packaging and promptness, quality of printed materials; in sum, every part of an organization’s public profile.  

Executive Board Meeting & Facilitated Review Session

Wednesday, June 8, 2005 at 9:00 am

Doyle Conservation Center, Leominster

Present:  Marc Welch (City of Newton, current President), Kelly Woods (Executive Sec.), John Haines (Town of East Bridgewater, EB), Peter Buttkus (Town of Duxbury, EB), George Ackerson (Horticultural Technologies Inc., EB), Brian Gilbert (Town of Amesbury, past EB and MAA), Arthur Jesselonis (City of Medford, former EB), Tom Brady (Town of Brookline, EB advisor), Matt Thulow (DCR), Tom Chamberland (Town of Sturbridge, EB), Bob LeBlanc (Town of Walpole, EB), Ted Bubbins (Town of Plymouth, EB), Melissa LeVangie (Trees New England, Town of Duxbury, Vice President), Eric Seaborn (DCR), Chantell Wead (American Planning Association – Montachusett Regional Planning Commission), Roger Hammond (Town of Grafton, NE Chapter of the American Public Works Association), Larry Morrison (facilitated review consultant)
Facilitated Review

· Hosted by consultant Larry Morrison

· Today is a brainstorm – make no decisions today.  Give ideas a chance to ferment and develop.

· Discussion:

· Funding:  What sources are out there to fund this organization?

· Current: 

· dues

· seedlings

· investment income

· grants

· advertising

· programs

· Historically finances have fluctuated

· Grant has been key to stability and new programming efforts

· Investment strategy is evolving – has experienced some decreases and investment strategy is under review

· Currently have about $110K in the banks

· Need to formalize/ draft budget process – 

· And grant documentation/ application/ relationship

· How important is the grant?

· Very, we rely on it tremendously

· Without the grant we would need to review programs to either make them viable to stand alone

· We have tried to position ourselves as collaborative partners with the state - in particular in connecting with our members who are key to their goals

· Need to position ourselves to be recognized as a continuing resource

· We do more programmatically because of the grant

· Lifecycle if grant went away?  5 years?

· Concern has been expressed by DCR advisors that TWs get too high a % of funding available – expect that to begin to change?

· Program goals?  Quality and content of programming – do we need to make those programs sustainable?

· In order to justify grant money we need to find and create program to spend money

· We have not priced programs to be sustainable because the grants supplement the overall cost

· Relationships with government officials:  is anyone working this, is anyone responsible for this?

· No

· Is it worth pursuing something like this?  Informal “lobbyist”?  

· Know our constituents and play to them?

· Invite to conferences and events?

· Historically perhaps?  Not current.

· Some members know certain individuals but the association doesn’t think strategically about

· Overlap with PR efforts/ issues?

· At the state level this may be new to most members

· Tree City USA – does this include some of this?

· Need to make DCR more aware of what we are doing – otherwise when a call comes in no one knows what is going on?

· Issues are different in how local government and state government function?

· Sometimes local activities/ governments can leverage their efforts on the state level?

· RECOMMENDED FOR CONSIDERATION (2-3 people who regularly participate in these efforts – missed opportunity otherwise)

· Turn over of membership:  Is there a structured way leadership is developed?

· Current:  sometimes volunteering to take on responsibility, nominating committee occasionally, sometimes you are just not in the room

· As an all volunteer executive board – the expectation is that members will participate.  Presidents create committees as needed or requested for programs – usually 2-3 folks

· Occasional problems include new members then not participating/ showing up

· Term limits, etc. – we need to consider how to involve new members

· Informality breeds informality – we get what we sow

· Would a more structured process then help to reinforce the commitment and expectation

· Rotation of roles, etc. would then “train” members for future leadership

· Need to reach out to non EB members to involve on special projects as a way to test/ introduce new blood to EB

· Difficult to get folks to commit to current EB never mind other responsibilities

· Why?

· Is it the perception of the MTWFA strong in the industry?   Perceived value for being involved?  No, plus people don’t know what we do.  Integration with public works is challenging too.

· Staffing an Executive Secretary position was a first step in balancing responsibilities and time

· Do we need to consider a more Executive Director role?  Like the MAA?

· RECOMMENDED FOR CONSIDERATION (formalize, structured process for leadership development and responsibility, define responsibilities)

· What if the association created a means for members to self nominate themselves for leadership?  What about a mechanism – like a chat room on the website that is acknowledged by a current officer?  Network with vocational schools to use such a resource with students?

· Activeness of membership:  

· Current membership: about 353 – 1/3 participate in more than just membership – does this mean that 2/3 are at risk to not renew because what is the value to them?

· Membership has grown from 70 paying a couple of years ago to the current membership

· Website is new – just 3 years old – and was created initially just to get info up and out to members, a test.  

· About 100 individuals actually use the site

· Do we need a communications committee?  Website is included – and to consider connecting with outside resources of value to members.

· Tips for making annual reports to town?

· New member component? 

· Links to resources in state, federal, other organizations, etc.

· RECOMMENDED FOR CONSIDERATION (Development of interactive website.)

· Membership categories: individual (include student, senior levels – primarily municipal affiliations), commercial member:

· Commercial Membership

· Commercial membership developed to reach out to non-municipal members

· Website used to promote opportunity

· Initial discussion was focused on a benefit to those commercial arborists that already were members

· Resource to consider on website:  Spec jobs to Commercial Arborists?

· How do we make ourselves “pop up” when a search happens?

· Need to get local communities to recognize role of TW

· Create a program to promote TW role that then our members could use in their communities

· Consider building relationships and leverage as the State Foresters Association – use state law to drive change, etc.

· Several communities have voted to eliminate the TW position; the SE organization has sent letters and got very limited response, has sent letter to AG and have not received response

· Perhaps in the future cc legislative members to provide backup in enforcement

· If our role is to protect public trees – chapter 87

· Are we limiting ourselves?

· What is our focus

· Conservation Commissions have more power and role in our local communities

· Building membership = Dues = Public Recognition

· TO CONSIDER:  creating a certification program for the association

· Including issues related to Ch 87, NASF, Fence Viewer, state archeologist, “no shade”/ pubic relations/ promote value of trees in a community IE FURTHER THE MEMBERS INTERESTS

· What do we think about this idea?  Why don’t we have one?

· All volunteer?

· No – perception of TWs role

· Discussion began with effort to get “Qualified Tree Warden” in chapter 87 – the challenge then was to avoid an un-funded mandate so there is no definition of what that means

· No teeth to enforcement

· Example of another law:  City of Lowell’s – Care of Trees

· We need to develop clout like conservation and archeology

· Build a constituency and then lobby

· Do we build tools for our members or do we do it ourselves?

· The association exists for Tree Wardens but the association not a TW so they can consider things that the individual TW can not

· Guess that half of our members are not actually involved in tree industry

· Community thinks trees are great till reality of DPW issues like paving, sidewalks, etc.  Balance of $.

· Idea;  we’ll help you find a TW if you don’t have one?

· What are the roots of this association?  What is worth keeping?  What should we build on?  What is worth adjusting?  Strengths?  Weaknesses in how we are set up?  What do we want the future to be for this association?

· No clear mission.

· Up hold law – care and preservation of public shade trees

· Training and education – we now support scholarships

· Moth inspector – insect pest control issues

· Advocacy?

· Societal changes from (1899) 1913 – 2013:

· Need for shade trees on streets evolve from horse care to different today

· 80% state deforestation

· Core the same:  trees along public ways

· Parallel creation of Arbor Day

· Education of both the public and professionals

· Change in perception of value of trees – greater understanding today of what they bring and offer – health, home values?

· Are we actually doing the advocacy these days?

· Perceptions reflected in Arbor Day vs. Earth Day

· Opportunity to re-involve/ promote/ highlight Forester component to our name to broaden/ advocate for our larger influence/ responsibility to broader land management/ environmental decisions

· Will such broadening make us overlap with other organizations and increase demand on those with TW roles?

· New ISA municipal certification?

· CT certification program – is it a more professional role in towns?  The state manages the organization, the organization is the certification program.

· Name change:

· Can’t change due to wording of chapter 87

· Tree Warden is not a current term – usually referred to as an arborist

· Mission evaluation – what are the ambitions for the association?

· Protection and preservation of public shade trees

· TWs also get calls regarding private trees from our citizens, etc.  Should we just be for “trees”?

· More inclusive?  Certification may exclude some?

· Could also broaden role of TW too far – need to prioritize time and resources and responsibility to citizens…

· Should this include cultivation of future shade trees 

· As well as public understanding and appreciation of such

· Public safety

· Do we what to be an authority?

· Knowledge

· Enforcement

· Should we have include a role to promote/ cultivate allies?

· Example of living out might include letter to AG from several organizations?

· Our TW roles today incorporate a variety of roles beyond trees

· Need the MTWFA to be a resource to me in my day to day work

· Look to MTWFA to support TWs 

· Do we need to look to the urban forest and reflect the support of that in our mission?

· Maintain service/ focus to TWs in their day to day role as a TW?

· Networking & resources are key

· Mission = to support protection and preservation of TREES

· Purpose = to provide resources and support to TWs to meet their responsibilities

BREAK FOR LUNCH

Executive Board Meeting

1. Treasurer’s Report
· Review of investment plans – presented by John Haines & Peter Buttkus

· No fee to change our advisor of record

· Have interviewed Phillip Weber with Merrill Lynch

· They usually have clients over a million, they work as a team and we would be a non-profit opportunity for them

· Has expressed an interest in presenting a proposal in September

· Very forthright and responsive

· Initial review:  our funds are good but we may have other options in Oppenhiemer family and want to also review our overall portfolio and options with Merrill Lynch

· Motion made by Tom Brady to change our advisor of record to Phillip Weber of Merrill Lynch and to ask him to present a proposal at the September meeting; seconded by Melissa LeVangie – unanimous approval

· Please see attached financial records from May

· Motion to approve, second – unanimous approval

2. Secretary’s Report

· Please see attached meeting minutes from May

· Motion to approve, second – unanimous approval

3. Next Meeting

· September , 2005 at 

RETURN FROM LUNCH

Return to Facilitated Review

· Remarks by guests:

· Remarks by American Public Works Association NE Chapter representative

· Mass Highway Design:  Street widening is a regular issue – discuss promoting smaller road development

· Funding issues are the same

· Act as a resource

· Montachusett Regional Planning Commission (Planning Association) representative

· Work with 32 towns – able to help facilitate communication with their members

· Issues around noise and air pollution

· Very supportive of trees for a variety of options

· This may be an area the MTWFA can participate in – advising on planning issues?

· Vision/ draft for discussion:

· Appreciation and respect for the functions of trees in the ecosphere and in the landscape.

· Agree to remain global in perspective in the vision

· Mission/ draft for discussion:

· To promote the arboricultural, environmental, esthetic, and inspirational.

· Purpose/ draft for discussion:

· To sponsor and pursue professional advancement of tree warden, public education & permanent policies that create conditions favorable to the care, preservation and protection of trees.

· What are the messages to persuade audiences:

· Trees are an asset to the community – then tailor to each for example:

· Development folks:  reduced storm drainage, value of property, 

· Financial folks, accountants:  accounting actual value of assets

· Dues structure:  is value shown in current schedule?

· Dues has been low and is only recently been adjusted

· Question value of TCIA prices, ISA – kept for certification

· Ours is low compared to other comparable associations?

· ISA – including certification and chapter ($35) and national ($100/ year to stay certified)

· MAA - $140 plus dinner meetings $55 each

· Impact of grant – is it keeping our membership rate artificially low?

· How would membership respond to incremental dues increase?

· Members have not pushed back with recent increases ($5/ year)

· Need a budget to determine what our actual costs are

· However need to be able to justify membership rate to towns

· MAA promotes value of membership constantly – they also do long range financial planning to define dues structure and then justify value (fixed costs vs. variable program)

· Current membership benefits are being subsidized by other income - $45 does not cover actual costs?  RECOMMEND DUES ANALYSIS

· Is there an introductory rate?

· Have offered a $35 special

· Not enough to woo?  Influence decision?

· Offer a more significant packet – TW handbook and hat?

· Do not have non-profit status – we are an educational organization

· Inquiries from membership:

· Response time to email, voice, and mail is usually 24-48 hours

· Bark, website, PDS mailings

· Consistent prompt response is key

· Backups of electronic files are happening monthly,

· Web page is being reviewed to restructure for constituencies

· Institutionalizing processes –underway, lots more opportunities to do so

· Exec. Sec. reports directly to President for priorities and action

· How open is the Executive Board?  Task force options?

· Committees carry responsibilities for programs

· Internal EB members – limited input from the general membership

· Can be challenging to involve a new member in activities – commitment and effort

· Used to try to rotate membership meetings around the state – however meet over lunch and expense was occasionally an issue.  One meeting place makes it easy to plan and get back & forth.

· Bulk of EB members are from metro area

· Online meetings, web cast meetings

· Cost and technology issues for members?

· When have hosted programs have gotten minimal response from Western Mass

· Time is precious – some town management/ selectmen less supportive of dedicating such time

· Conference calls can be effective when well organized and facilitated

· Do we need another event each year – used to have a fall event or June event now just in mid-winter?

· Recognized as the nation’s oldest tree protection organization: would other organizations find fault with this?

· No, we could prove it.

· Our industry is proud of our collective heritage

· If they do – then too bad

· Tradition and pride in history is strong in long time members

· Currently functioning on a day to day basis – ideal goal for 2013 is to develop a professional sustainable processes and ways of work.  Stewardship is very important and valued.

· Institutional memory appears to be relatively short?  Though it is strong

· Need for outreach is important – needs to be strengthen and diversified – a committee, individuals who are focused on this effort:

· Mentoring works but difficult to make happen today

· Sponsor concept is a good one

· Supports a new EB member to understand process

· Could help to keep meetings efficient

· Ensure an inclusive environment

· MAA uses a primary and secondary level of committee responsibilities structure – each position was double slotted, each member had one of each to be responsible for

· Important to have EB reflective of membership (diverse)

· Review of goals and objectives annually

· RECOMMEND A DEVELOPED DETAILED MEMBERSHIP DATABASE THAT CAPTURES DETAIL OF MEMBER INVOLVEMENT/ HISTORY

· Solicit such content from members in member renewals?

· What is the deal with the regional associations?

· Grant funding impacted – required to have multiple chapters

· Over the years these organizations have folded in to this association – the only remaining is SE board that meets the unique needs of the Cape

· Idea for web page: in the news highlights

· Great idea but how do we make that happen realistically

General remarks:

· Thank you to Tom Chamberland for making this conversation happen – ultimately useful even if nothing else happens (though we know/ hope it will)

· Technology – is this a barrier?  What can our current members use?

· We need to move forward on the technology front and be thoughtful and considerate of the multitude of levels our members may be at in their own communities

· Reality is that we can transition paper to electronic formats in a cost effective way and will continue to do so

· Can we bridge those that are hesitant with technology for business in the association to how they do business in the field

· Take a collaborative, advising role

· Generational issues as well as “values, interests, personality, & skill” issues may impact 

· Collaborative environment is important and central to the organizations culture

· How do we foster this?

· How do we connect with new members – to ensure they know and participate in this environment

· Perhaps the second “gathering” is more social, networking opportunity?

· County delegates play an increased role?  Refer new members to their delegate as a resource, and notify delegate to contact/ host new member’s arrival.

· Slogan – interested in developing a tag line

· It all comes back to trees.
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Communications with Association members 





Positioning Statement
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Member materials
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Distinctive graphics plan
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Goals





Objectives
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Member services materials





Membership development materials





Association advancement materials





Public education materials





2013 Committee action








