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            RETREAT MINUTES
APACA 2020 – WHAT DO WE NEED TO CONTINUE TO GROW AND EXCEL IN THE NEXT 10 YEARS?



BOARD RETREAT  ACTION ITEMS
The Board decided to form a working group to address some of the programs and issues discussed during the Retreat.  The group will begin on a broader level, and then break down into subgroups by Portfolio Manager or counterparts at the local level.  The members of the working group are:

· Juan Borrelli

· Kim Christensen

· Kurt Christiansen or Vince Bertoni

· Jay Higgins

· Pete Parkinson

· Charles Rangel

The Board asked the Standing Conference Committee and several others to look at the issues of conference location and meeting the continuing education needs of the members.  The following committee members will hold a conference call and submit their recommendations to the Board in June.

· Vince Bertoni

· Kurt Christiansen

· Hing Wong

· Juan Borrelli

· Kevin Keller

· Julia Lave Johnston

· Lynne Bynder

· Stefan/George Associates

The Board asked Jeff Bridges to contact National (see discussion below under “Where Does the Work Get Done? California vs. National”) and report to the Board.
The Board asked Collette Morse and Kim Christensen to hold a conference call with the Section PDO’s to assist with the main roll out of the continuing education program.

The Board appointed Julia Lave Johnston as the Section Director representative this year on the Executive Committee.  (The Executive Committee includes the statewide elected offices and one Section Director.) The Executive Committee was asked to recommend whether the Chapter needs a management consultant.  

BOARD RETREAT  DISCUSSION

Board Structure and Role of Board Members
Although the California Chapter has grown to over 6,000 members, the Board has kept the same basic structure, with a few additional positions, that has been in place since membership was less then 1,000.  
The Board has also assumed more responsibility over time, and the workload of several of the portfolios may need to be redistributed or split between two people, or assigned to subcommittees, which would also help to grow leadership.   There should also be uniformity of positions across all the Sections.  For example, each Board should have a VP Policy & Legislation and Planning Commissioner Representative.  
Following were the additional options discussed related to workload:

· Identify administrative tasks that should be done by staff instead of Board members.

· Create Vice Directors of Programs in each Section; each will be responsible for one program per year which will provide ample time for preparation.

· Use the APACA website for communication and to conduct meetings.

It was noted that the Northern Section has a good Board structure, which includes regional advisory councils, an editor at large and a managing editor.  This Section has a third of the State’s membership and multiple counties within its boundaries, while other Sections cover just a single county.  The geographic boundaries for the eight Sections haven’t changed in over 20 years and may no longer make sense

In addition to Board members working cohesively together, acting in the best interest of the organization as a whole, and ensuring the Chapter is running smoothly and effectively, the specific roles of several of the individual Board and staff positions were identified as follows:

· Chapter President:  Chair Board meetings; ensure agenda is completed and action items are accomplished
· President-Elect/Past President:  Oversee elections, interact with students, coordinate special projects
· VP Policy and Legislation:  Coordinate the legislative program, fulfill role as spokesperson for the Chapter on legislative and regulatory issues

· National Legislative Representative:  Work with National on National legislative issues and policies, and act as liaison between the Chapter Board and National on these issues
· VP Public Information:  Oversee CalPlanner and website, coordinate public relations program, supervise Information Technology Director
· VP Professional Development:  Oversee Chapter professional development and AICP training, coordinate Chapter FAICP nominations, and coordinate with National on certification maintenance program
· VP Administration:  Manage financials, monitor state conference, oversee awards program and membership, supervise Membership Inclusion Director
· Student Representative:  Address issues related to students
· Planning Commission Representative:  Represent voice of planning commissioners, write ‘Commissioner’s Corner’ for CalPlanner, coordinate commissioner training
· Chapter Historian:  Coordinate the Planning library at CSUS Northridge, document historical issues of the Board, maintain archives of the history of planning, and coordinate National historical and Pioneer awards
· Executive Director:  Handle the day to day functions of the organization
· Director of Administration:  Carry out the administrative and financial daily functions
· Public Relations Firm (Porter Novelli):  Inform public as to why planning is important
Role of Staff
The California Chapter has tripled in size since Stefan/George Associates was first hired as the association management firm, and can expect to grow an additional 10% per year.  
There are already additional activities that Stefan/George is not compensated for, such as distributing and incorporating the new APA logo and branding, coordinating the Section financials, and fulfilling National’s new accounting requirements.  The Executive Board should look at what activities Stefan/George should handle as well as determine the priorities and associated costs.  

The expectation for services is also growing, and as membership increases, a percentage of the additional dues should be targeted to providing services.  The Chapter needs to develop both a short-term and long-term plan to do this. 

WHAT ARE WE DOING WELL?
The Board identified the following areas in which the Chapter is doing well:

Conferences

· Increased attendance

· Increased quality of the sessions

· Maintained low cost of the conference vs. high return in value

· Generated substantial revenue

Public Relations Strategy

· Completed research, focus groups, and surveys with non-planners

· Issued Op Eds 

· Allowed Chapter to be better prepared for ‘Son of Prop 90’ eminent domain measure

Legislative Program
· Became a major player in the legislature, with an emphasis on providing solutions

· Became a source for members and Sections for positions on policy and legislation

Proactive Board

· Provided the Chapter a voice through the  PR and Legislative program

· Set up smooth transition process for Leadership

· Communicate well to our members

Awards Program

· Recognized by members and National as a well-run program

· Successful:  California has had 21 National awards in the last 10 years

Website

· Generates revenue through job ads

· Provides a good communication tool
Membership

· Increased substantially:  membership was at 5,000 by the year 2000

Budget Controls

· Continue to be fiscally solvent and have sufficient funding to accomplish major programs and goals

WHAT CAN WE DO BETTER?

Grow Membership
The Chapter membership has grown to over 6,000 people.  However, the recent dues increase and downturn in the economy could result in a decrease in members.  The following steps should be taken to grow membership: 
· Determine why the Chapter membership is growing and strive to continue to  increase and maintain membership.
· Reach out to established planners who are not yet APA members and Retain students to roll over into full membership.
· Focus on membership retention services.

· Show value of membership to planners and their employers.

· Promote the Chapter with affiliate organizations.

· Ensure sufficient operating reserves are available to continue to provide services without making any cuts in the event membership falls.

Grow Leadership
Growing leadership is important to recruit individuals for future Board positions as well as increase the number of National APA positions filled by California members.

· As the number of hours required of leadership is daunting, Board members should team up with other people to provide support.

· Multiple functions and responsibilities occur in the same timeframe, including the budget process, state conference, elections, and awards.  To ease the workload, move some of these functions to other times of the year.  

· Employer support is essential; provide leaders with a list of skills that leaders acquire from being part of APA and give to employers. 

· Delegate more authority and responsibility to the Section level, where volunteer resources are easier to recruit.

· Use appointed positions and Section positions as a starting point in the leadership process; then encourage people in those roles to move up.

· Conferences and legislative review team members are good sources of potential leaders.
· Plan ahead for the possibility of providing training at the Chapter level for certification maintenance and consider additional resources to support the VP Professional Development.
· VP Administration should send a thank you letter to the City manager and Mayor for those people serving as leaders, highlighting the wonderful things the employee made happen by volunteering their spare time (obtain Board member’s approval prior to sending letter).
Grow Relationships
Relationships with Affiliated Organizations:

· Continue relationships with affiliated organizations and form coalitions and long-term relationships.

· Build better relationships with unaccredited universities.  

· Improve outreach to planning commissioners to show the value of membership.  
· Build better relationships with unaccredited universities.

· Invite other large employers like CalTrans to join APA.

· Align Chapter with other organizations that deal with planning, such as water agencies, utilities, and tribes.

· Build relationships with Indian Tribal groups such as TACIN, based on mutual interests, cultural preservation, and SB 18 (i.e. inland Empire is conducting a workshop with the Pachanga Tribe on the impacts of tribal gaming).

· Bring in people that deal with the changing issues that California is facing, such as global warming, sustainability, and green building.

· Set up a booth at the annual League meeting and attend League regional conferences.

Relationship with National:

· Continue to be proactive in growing leadership in National appointed and elected positions.  

· Identify what roles are available at National and who the viable candidates are for those roles, including the Divisions.
· Ensure that people from California who serve at the National level report back to the Chapter Board.

· Encourage members to vote and participate in nominating committees.
Relationship with Sections:

· Use State Board as a clearing house so Sections can share their ideas on successful models for workshops and programs.
· Ensure that Sections take Board information and news back to share with their local membership, so they can see what they’re getting for their dues.
· Have Section Directors meet without the State Board to share ideas.

· Provide a report on an annual basis to showcase Section best practices, successes, failures.

· Schedule a combined meeting at the State Conference to include all the Section Boards.

· Create a standing column in CalPlanner for Sections to report their activities and promote their events.

Improve Conference Locations and Facilities
Attendance at the State Conferences has grown exponentially from 1,200 to 1,800 in just three years.  As a result, there are only a limited number of sites available that are large enough to host the conference.  The high rates charged for hotel rooms are also becoming prohibitive.   To counter these problems:
· Rather than continue to rotate conference locations, split the conference between the North and South sections of the State and change the conference profit split to give 60% to the host section and divide the remainder between the eight sections.

· Rent dormitories from universities when not in session to reduce hotel costs and hold conference in areas where more students and junior planners can attend.

· Instead of holding conferences in hotels, use convention centers that are near less expensive hotels.  

· Revisit fee structure to determine which fees are too high and which are too low.

MESSAGING
Messaging and branding needs to be updated for the:

· Legislative Program

· Sections
· Website
· Communication to members.
WHERE DOES THE WORK GET DONE?
California Chapter vs. National
There have been issues between APACA and National in the past, as well as between other states and California.  There were a number of miscommunications with staff and previous presidents at National, but both sides have been working hard to restore those relationships going forward.  

Bob Hunter, the new President, has been very supportive of the Chapter and showed his commitment by flying out from Florida with Paul Farmer to talk with California about the relationship.  It was a good meeting, and Hunter appointed Vince to a committee designed to help the Chapters communicate the value of planning.
AICP Certification continues to be an issue.  Conference courses and sessions submitted to national for AICP for certification have taken months to process.  Staff is still getting the program up and running and they are overwhelmed right now.  National should provide a timeframe as to when a response can be expected and to better communicate to members what the process is.  There will be an article in CalPlanner that will summarize the requirements and explain the issues.   

The Board discussed other options to build on those improvements to build leadership and involvement by asking National to:

· Make the budget and financial statements, and other documents that should be public, easily accessible on National’s website.
· Work with a Chapter liaison to assist the Chapter in navigating through National staff and processes and assist with locating the right contact and resources. 

· Beef up the press room, and help members submit press releases.

· Provide guidance for AICP exam preparation or training information.

· Share the revenue with the Host Section and Chapter when we host a National Conference.

· Ensure agendas for the Chapter President’s Council Are made available to members.

· Hold a Chapter reception at the National Conference to build better relationships.
California Chapter vs. Sections

· Identify activities that are currently completed at the State level that could or should be handled by the Sections, and vice versa.
· Shift more responsibilities and resources to the Section level to increase participation and visibility; examples of items already moved to the Sections include awards programs, and workshops.
· As the Sections are key to growing membership and leadership, provide State funding for activities requested by the Chapter to be done at the Section level.  Provide specific direction along with the funds, such as how to spend the money on public relations outreach.
· Assist Sections in responding to the press on legislative issues, i.e. provide talking points on the website about key planning bills and provide training on engaging the press; bring members up to speed on specific issues through email blasts.
· Ensure Section is alerted if the State Board takes a position on a local issue.

· Assist with new board member training and professional development training – provide a model for Sections to conduct AICP training, and provide resources to the smaller Sections for local programs. 
· Create a library of certified continuing education programs to streamline the process and get expedited approval.
· Improve communication of policy and legislative issues to the local level and encourage more direct involvement.
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