GOVERNING BOARD WORKING SESSION

January 28, 2003

Riverwood Inn, Monticello, MN

Introduction of Board members

Training (Eaton)
1. How to run a meeting – Robert’s Rules of Order

Positions and Duties

Chair:
• Call the meeting to order

• Announce business according to the prescribed order of business

• Recognize members who are entitled to the floor

• State and put all questions that legitimately come before the assembly to a vote

• Announce the result of the vote

• Maintain order throughout the meeting

• Expedite business, and do so fairly

• Provide factual information in response to questions, without expressing opinion

• Declare the meeting adjourned

Chair-elect:
• Perform the duties of the Chair when not present or when expressing an opinion

Secretary:
• Responsible to accurately record the meeting (minutes)

Order of Business

1. Call meeting to order
2. Approve past meeting minutes

3. Reports of Officers, Councils, and Committees  (Finance, Director, Districts, Council/Committees)

4. Reports of Special Committees

5. Special Orders (matter required to be considered at a meeting, like elections)

6. Unfinished Business

7. New Business

8. Announcements

9. Adjournment

Motions

Main Motion

Amend (or modify) the main motion

Postpone Indefinitely

Commit or refer to a committee

Recess

Adjourn
Comments

People felt that following Robert’s Rules of Order would be a good but in a relaxed fashion. If an issue becomes contentious or the meeting becomes serious, the Chair should tighten up or better follow the rules. This will allow everyone to be recognized and fairly heard.

Robert’s Rules should be used at large meetings like the annual business meeting. To assure only one person is heard at a time, a single microphone should be placed in the audience for all comments.

A copy of the “Robert’s Rules of Order” publication used by AWWA will be distributed to all board/council/committee members to better understand how meetings should operate.

Even though the publication says the Chair should not express their opinion, everyone felt they could as long as they did not feel strongly about the topic. If the Chair felt strongly about the topic, they should relinquish their control of the meeting to the Chair-elect.

Motions, various kinds, and voting were discussed. It was suggested that members thoroughly review these areas of the publication.

eoplelP2. Finances – Where does the money come from and go?

Reviewed the income/expense versus actual/budget figures for 2003. The significant income was noted, in both section finances and the investment finances. It was also noted that the budget numbers did not closely reflect the actual. Eaton stated that the budget figures were being reviewed and fine tuned annually so future budgets will better reflect the actual figures.

Reviewed the Statement of Cash Flows. Noted the significant turn-a-round in the past three years (from a $77K loss to a $53K profit). Thornley requested a historical statement of cash flows (like the past 10 years).
Reviewed the sources of revenue and expenses (pie charts). Scheerer asked how our pie charts compare to other sections and organization (like MRWA). AbouAish stated the association gets about 1/3 of the income from education, 1/3 from the conference, and 1/3 from other sources. The goal is to diversify the income so any income losses will have a minimum impact on the section. Spain asked why the section needs to save so much money. Eaton stated the 5-year plan addresses reserve levels and how/why the figures are arrived at/needed.

Reviewed the monthly financial reports (financial statement, class report, investment graph). Board members feel comfortable with the information received. The investment numbers seem redundant (repeated 3 times). It was explained that QuickBooks outputs the information in that format.

Reviewed the 5-year plan and discussed why the section needs reserves (financial stability and cash flow management). It was noted that the association’s reserve goal is 50%, same as proposed in the section 5-year plan. Need to better explain all our financial definitions (operating fund/checking account, reserves, endowment, etc.) and what happens to investment money. It was explained in a financial emergency the section would use the operating funds first, the reserve funds second, and the endowment funds last (the advantage of the section growing the fund versus personal donors with restrictions).
Definitions:

Operating Fund – general fund that money goes in and out of annually. At the beginning of each fiscal year 10% of the budgeted expenditures for the fiscal year should be the minimum balance. This balance acts as a ready reserve for the year and allows the section to not transfer money unless some significant event takes place that impacts our finances (like a 9-11).

Reserve Fund – money available for an unplanned time of need. The reserve goal is defined as 50% of the budgeted expenditures. Money earned above the goal would be used for new programs (seed money).

Endowment Fund – a source of income for section provided scholarships. The previous years dividends/earnings will be used to support all current year section scholarships.

Capital expenditures and special assessments were discussed (purchasing AV equipment, training facility, buildings, etc.). It was explained that most equipment becomes outdated quickly and has been a hassle to haul from place to place. The only noted exception is the computer projectors (currently). Yasser commented that a training facility and staff may be required if the section was to apply and receive a large grant (like Wisconsin). Eaton noted the current special assessment ($10) was for legislative services. Gerads commented that the section might want to reassess (…or not) the assessment after all the financial goals have been met.

3. Governing Documents – We have some???

Eaton explained that we have governing documents (bylaws, policies and procedures, a strategic plan, organization charts, and district boundaries). Our section does not have a formal review process of these documents. Our section has been incorporated since the year 2000. Why did we incorporate? Insurance was a topic; our section is covered by the Association insurance policy.

Notebooks (containing the governing documents, how to run a meeting, financial information, etc) should be provided for new board members. Eaton stated all the information is on the web. Thornley will make sure it is all there.

A change to the organizational structure is being suggested and will be discussed with the strategic plan (Gerads).

4. Section Self Assessment/Peer Review 

Eaton requested the section participate in the review. It is on the web and takes about 20 minutes. April 1, 2004 is the deadline. Results will be provided at the ACE. Other sections have said it was helpful in identify areas to improve upon.

Fall Conference (Schneider)
1. Update on 2004 Fall Conference

The conference is set at the Holiday Inn in Owatonna. Schneider met with the hotel staff in January. Crooks is again setting up the program sessions. The session rooms will be slightly smaller than in Moorhead and should feel better (not as big).

Schneider plans to meet with Mason about the vendor show and Beldon to discuss the Wednesday social. Scheerer stated the MAC is concerned about an offsite vendor show. Schneider assured that he will work with MAC to do what they want. MAC requested a large tent be setup onsite versus traveling offsite. Schneider will check into the tent idea and costs (tent, generator, climate control, etc.). AbouAish commented that a MAC person should sit on the conference committee to assure their needs are being met.

Schneider distributed and discussed the fall conference budget. Like the section budget, Schneider is fine-tuning the budget as he better understands where the money is distributed. Schneider explained that meal counts makes or breaks the budget. Getting accurate counts will keep the costs in line. The drinking water institute assessment will continue (as voted on and approved at the 2003 fall conference).

2. Conference fee structure

Conference fees were reviewed and discussed. Gerads suggested continuing to slowly raising the conference fees to cover all the conference expenses (except vendor show related costs which should be covered by the vendor fees). 

Exhibitor fees were significantly discussed. It was suggested that exhibitor fees only cover the exhibits; a single fee and as many people as the vendor wants in their booth. Attendance to the conference would be a completely separate fee (including the banquet). Does the exhibitor fee include the Wednesday social?
3. Do we continue moving from district to district or stay in one location

Other sections (South Carolina, Illinois, and Indiana) have experienced significant growth in attendance (government agencies, teachers, higher education staff, etc.) and exhibitor participation after fixing a conference location. Does the Minnesota Section want a central conference location? If so, where?

Schneider has contacted many resorts in the Brainerd Lakes area and has narrowed the focus on three main resorts (Craguns, Maddens, and Breezy Point), but has not pursued any formal pricing. Schneider is waiting for the Board to give him direction.

MAC is in favor of a conference central location the Twin Cities area near the capital, not the Brainerd Lakes Area, citing the regulatory agencies attract more people. Schneider, as Conference Council chair, states a conference in one location is much easier to coordinate than one the moves from place to place. The metro district did not want the conference in their district because they have difficulty staying away from work which affects the numbers at the conference, banquet and other meetings/functions, …and costs are significantly higher. District trustees would like the conference to keep moving, except through the metro district. Most districts enjoy hosting the event and it brings business to the area (it was noted that the Brainerd Lakes area has never supported the AWWA and the central district has felt pressure to keep it away from that area).

People see the fall conference as a management type conference, not an operational conference. Rural Water’s conference is directed to the operators. Board members agreed that the conference attendance needs to grow. A suggestion was made to consider who our audience is; superintendents, management, engineers,  operators, regulators, teachers, etc.?

Resolution? The consensus is to keep the fall conference moving, avoid the metro district. Target the conference to an audience (the Association newsletter versus Rural Water newsletter was used for an example). Offer free training to operators, make the money elsewhere. 

4. Guest Program

The guest (spouse) program has been largely subsidized by the section. The local arrangements person finds interesting things to see and do, filling a three day schedule (a big task!). Schneider suggests changing the format to a “meet and greet” on the first day of the conference with a local chamber of commerce describing the local highlights and tour possibilities and then let the guests do what they want. Spain stated spouses wanted more free time (per survey at Craguns) to socialize. The general consensus is to transition from our current guest program to one that offers opportunities (from the local chamber). This years fall conference will have a one-day program…Schneider will work with Volker to make the arrangements.

The guest fee should cover the initial “meet and greet”, lunches, Wednesday social, and Thursday banquet. Offer a related Top-Op contest named “Counter-tOp” (Yasser’s idea). This approach would reduce costs and give greater flexibility to the participants.

Strategic/Business Plan (Gerads)

Gerads handed out and reviewed the 1993 strategic plan, 1999 strategic plan, proposed 2004 strategic plan, goals/objectives planning worksheets, draft Trustee job description, and a summary of his PowerPoint presentation.

1. Strategic Plan

Highlights of the strategic plan were the mission, vision, goals, and objectives all on one page. All of these items were previously reviewed, discussed, and conceptually approved by the Board (Oct 2003 BOD meeting). Gerads recommended assigning certain goals to specific councils.

.

2. Business Plan

This is where the tasks and action items for councils and committees will be found. This plan should be reviewed annually before budgets are submitted. It is expected that the council chairs discuss this information with their committees and that the committees return the purpose and task (with realistic tasks) portions with their 2005 budget and membership roosters before the fall conference BOD meeting.

3. Section Structure

Gerads proposed organizational structure changes that are reflective of the Strategic/Business plan.

Councils and committees will have specific purpose statements and action items/tasks that are reviewed and updated annually with their budget and membership rosters. In addition, Gerads proposed working groups for highly specified tasks (like the Fuller and Thompson awards, and the MAC and WUC topic groups).

Councils would change to a group of people versus just one person. The council chair would be the chair of the group comprised of the committee chairs. MAC and WUC already operate in this manner.

Below is the proposed organizational structure.

	Administrative Council


Finance


Information Technology


Awards



* Fuller



* Thompson



* Meritorious Service


Nominating



* Director



* Chair-elect



* Trustee-at-Large

Conference Council


Program



* House



* Local Arrangements


ACE Reception

Minnesota Associates Council (MAC)



* Exhibits



* David B. Morris Endowment



* Social



* Fresh Ideas


	Public Affairs Council (PAC)


Membership


Young Professionals


Public Information


Scholarship


Publications


Water for People

Training Council


Education


Management School


Research


Safety


Small Systems

Water Utility Council (WUC)



* Energy



* Legislative Affairs

Council


Committee



* Working Group


4. Position Descriptions

Trustees – A draft PD exists and was distributed. A discussion of how much work a Trustee could perform took place. It is understood that the out state districts are small, making it difficult to find new members and potential board members. 
The purpose of the Trustee is to relay information between the board and their members. Also the Trustee is the small systems contact person for their district. Small systems are considered a population of 3300 or less by SDWA, 10,000 or less by MRWA

Council Chairs – PDs will be formed via the business plan.

Executive Board Members – PDs still need to be developed.

Open Discussion (Eaton)

Yasser stated the budget is a tool to translate the strategic and business plans into action and hence the budget should reflect the business plan. This would make the strategic plan, business plan, and section budget aligned. In plane terms, council/committee tasks should have associated budgets and be reflected in the overall section budget. Districts would have mini-business plans with items like districts schools that would be reflected in their budget that is submitted for the overall section budget. The finance committee would have to make sure that everything is aligned. If there was mis-alignment, contact would be made with the council/committee/trustee for correction and/or the issue be taken to the board for discussion (possible strategic/business plan changes).

Lange suggested one or two trustees should be linked or assigned to each council to promote communication about programs and membership both ways. The idea was well received. A further suggestion to use phone conferencing was made to minimize travel and time away from work.

The proposed bylaw change could disrupt the strategic/business plan if it is not passed. Spain stated most long time AWWA members are against the change and most short time AWWA members are neutral or for the change. Gerads stated the board was setup with council chairs playing a major role. 

A discussion about membership and its activities took place. It was delayed a few times to stay focused on the strategic plan.

Rovang and Eaton shared the membership breakdown as of mid-January. Rovang will continue to review the data and target utilities for membership.


NW
78
NE
73
Out State
42

Central
149
Metro
581

SW
97
SE
73

A discussion began about AWWA members versus non-members at district schools; a majority of the attendees are not members. Also discussed was MRWA’s interaction/participation with the district schools. MRWA will come out and assist at section schools. MRWA charter states they cannot charge for training.







