
Attendees:  Christine Atkins, Carol Burton, Pam Cahn, Heidi Carpine, KC Dietz, Mary Beth Dols, Mark Ewbank, Connie Foster, Herb Foster, Hooper Havokotte, Christine Henderson, Dianne Kelso, Donna Kostka, Giselle Lovekin, Mike Marsh, Judy Raymer, Kay Shoudy, Brad Wakeman, Leslie Walker, Jenny Nazarko (notekeeper), Special Guest Nancy Long, Executive Director of Executive Service Corps ofWashington (ESCWA).

Welcome and Introduction - by Carol Burton.  Carol said that this is a special meeting of the Board and other interested parties who are concerned about the role and function of Heron Habitat Helpers.  This meeting was called to discuss these issues, and to that end she introduced Nancy Long, Executive Director of Executive Service Corps of Washington (ESCWA) 

Nancy then took over as facilitator for the meeting.  She explained that ESCWA is a non-profit organization that helps other non-profit organizations with leadership issues, organization and structure, goal setting, etc.  She stated that the purpose of tonight’s meeting is not to make decisions, but to talk through the issues that were troubling the members and to ease tensions, and to gain clarity on the focus of the group.  She then went through the Ground Rules for the[image: image1.png]


 meeting and everyone received a handout of them as well.  

Nancy explained that successful organizations have a clear sense of mission, and they are mission focused, not organizationally or hierarchally focused.  While it can be hard to slow down and talk through awkward issues, she applauded the group for taking this approach, as it will serve us better going forward.

She gave her synopsis of what she had gleaned from a prior week’s meeting the Board members as follows:  the primary issue is the desire for greater focus, and that there is conflict among members between the original mission of HHH and the more recent focus and activities of the group.  Second, there is the issue that the amount of time one spends volunteering for the organization does not equal authority in the structure of the group, creating conflict, due to the lack of recognized and supported structure.  Third, there are some members who believe there is a lack of respect among some members for others.  She explained the difference between the mission of HHH and the normal instinct of people to try to mold the group to their personal priorities.  With the lack of clarity on the mission for every active member, this tendency has caused some fractures in the group.  

Nancy next gave some time to discussion among the participants on what they see as the priorities of HHH.  The comments were:

· Advocacy was the initial focus of the group 7 years ago when it was formed 
· The mission statement in the long term plan update completed in spring 2008 did not change from the original
· There is interdependence of members upon each other for specific content knowledge and sharing of this knowledge
· Observation was made that the history of the group originated with a small number of members with relevant careers and focus, and that now we have grants and a far greater expansion of activities and many more people involved
· Conflict between political (advocacy) activities and restoration activities
· Sense that priorities had been set with the long term plans, and some members are not conforming to those priorities
· Things have happened that were not expected, and there was the felt need to respond to them – question on how to fit them in with established priorities
· Need and desire for transparency
Nancy next explained the Voice – Exit – Loyalty concept.  This means that a member of an organization has an obligation to speak out on issues they feel strongly about, but that once a decision has been made by the whole group/board, then the member also has the obligation to either exit the group, if they feel strongly enough about it, or they can express their loyalty by following the decision made, and supporting it for the greater good of the group.  

We then moved on to an Ends & Means Discussion.  Nancy explained a diagram of a circle divided in half, that part of it represented the Ends and the other half the Means.  The Board is responsible for the Ends part, meaning that they determine the Ends or ultimate purpose of the group, while the Means part is done by the volunteers in how to get to the Ends. The first asks the question, “what benefits do we provide and to whom”, while the second asks, “how do we get there”.  The Ends are the Board and the “what”, and the Means are the volunteers and the “how”.  And to be successful, we must always start with the end in mind, and then the organization provides the means of getting there through structure and allocation of authority.  Nancy highly recommended that HHH consider adopting a Code of Conduct, or a variation thereof, as a way of gaining greater clarity and role definition.  She handed out a sample of a Code for review.  

Next we were asked what we each wanted HHH to do in the next 18 months, what are the benefits of those activities, and who are the beneficiaries.  We want to get at the final benefits of what we do, not how we get there.  Comments were varied and many, and the conclusions were as follows:


HHH provides a voice for Kiwanis Ravine to multiple constituencies, basically broken down into the Environment, which includes the birds, their nests, other ravine wildlife, etc. and how they fit into the environment, and the community, which includes the people who live in the area, plus city government as a subset of the greater community.  When asked for the ultimate benefits of our work, it was broken into 4 areas:  the birds (nest environment), the environment (drainage, pollution, global warming, reduced dumping, reduced crime and unsafe activities), the community (stronger community, safer community, joy & peace, sharing of values with youth and others), and the city (change of city government ways, government awareness of the herons and their habits, expertise of the group, revision of regulations).  This then was consolidated into the ultimate beneficiaries: the environment and the community.  HHH after all is named Heron Habitat Helpers.  From this we came up with three goal type statements:


1.
HHH provides information, expertise, and opportunities for direct involvement that results in better stewardship of our local urban environment.


2.
The people of Seattle have an awareness of and enjoyment of the birds and other animals in the habitat.


3.
The environment is improved in Kiwanis Ravine, allowing for the return of native plants, a healthier habitat, and herons and other wildlife.

We then came to the final topic in the agenda, which was a discussion about the Board Structure, and attempting to gain or re-establish clarity about the Board.  Participants were invited to share their thoughts about the Board, and comments included:

· Want to see more consolidation on the board

· Want less structure, not more

· Smaller board, and an odd number for voting purposes

· Clearer channels of input to board, whether individual or a committee, with a ancillarygoal of greater transparency for decision making

· Question on why the restoration committee is separate from the Board when it is the main mission of the group

· Concern on the evolution of the organization from the focus on just the herons to larger environmental activities beyond the Kiwanis Ravine

· Have project teams or task forces instead of committees, since more work seems to be like once a year projects, while the overriding work is restoration

· Maybe have a board committee for developing the board

· Idea that there should be open meetings and also separate board meetings just for the board, with guests for specific agenda topics – would help to regain clarity of mission and purpose

With time running out, Nancy asked each participant in the room to please state out loud what they think the Board should do in the next few months, and what they are committed to do to help.  The ideas of what participants thought the Board should do are recorded here:

· Establish and adopt a Code of Conduct

· Work on operating policies

· Continue meeting

· Define and decide structure, re-establish trust


· Board should decide what they want

· Make clear what volunteers can do to help

· Keep meeting and talking

· Restoration committee and board work together more fluidly

· By March, understand the responsibility of being a board member and be willing to take it on if stand for election

· Implement what we talked about tonight and organize self

· Adapt Code of Conduct, set a nominating committee, establish a more formal relationship with the restoration committee

· Adopt rules of conduct, make decisions and decide issues, mission and move forward

· Figure out how to deal with ad hoc issues that come up

· Need to find a leader, and treasure our volunteers

· Smaller board with more vested responsibility in each role

· Much more focused and concise roles and mission 

· Cover all core issues but also have a way to handle ad hoc issues

· Stop beating up on ourselves so much

· Get organized, get focused, incorporate rest of learnings from the evening

· Restructure whole board, meet monthly, delete restoration committee

· Prioritize and be realistic about what we can do

It then being a few minutes after 9:00 pm, the group adjourned for the evening.  
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