Additions/corrections:  


Cielo will help with the office transition


Don will stay on the Advisory Committee as Vice Chair


Harvard’s budget corrections (fundraiser salary, total, explanation of being $48,000 over-budget)





January 16-18, 1997





Steering Committee Retreat/Meeting





Attending: Andrew George, Andy Mahler (Fri-Sat), Alison, Babe, Cielo (Fri-Sat), Danna, Dave (Fri-Sat), Denny, Don, Doug, Harvard, John, Jon, Katie, Ron (Sat-Sun), Sam, Scott (Sat-Sun)





Notes: Jon





Agenda: 


Presentations


	Concerns about the Dogwood Alliance


Cielo’s future plans


Campaign overview


Treasurer/finance overview


Steering Committee observations


Regrants overview


Heartwood’s responsibilities


Bylaw ratification process


Regrants


Trust


Vision/Mission


Sub-committees/prioritization


Budget (Round 1)


Direction/priorities


Budget (Round 2)


Future meetings


Additional issues





Concerns


Andy: 





We are not our structure.  Structure is important for fundraising, but this is primarily about people who want to live in harmony on this planet.  This is a “movement” or “circle” of people who can talk and relate to one another.  Transform the way human society functions.  Dogwood is simply a piece of the big picture that is looking at chip mills and private lands.  We need to be careful with language -- labels are boxes.  There are major questions that we need to think about and resolve.  What is the nature of the DA?  Do we want to win a specific fight and then dissolve?  What is the nature of our commitment to each other?  Let’s find the answers together.





We need to find a way to live and function with e-mail and new technologies.  We need to build trust between each other -- i.e. DC meeting, FSC.  We have got to recognize that what we are doing must come from the circle first.  Let’s not rush ahead too fast.


Dogwood is fundamentally about trust and shared purpose.  SEFP is a concern.  We don’t know the structure or accountability of SEFP.  Who is SEFP accountable to?





Discussion: Regarding FSC not being on the agenda, Doug solicited everybody.  It was unclear to Doug that we agreed on having FSC on agenda.  Reached out as many folks as he could.  Regarding SEFP…this will be discussed later on.





A “block” represents a lack of trust.  Maybe temporary block is a better word. 


We need to increase our information sharing -- from us to membership, from coordinators to steering committee.  It is pointed out that we have had many accomplishments and many successes to date.  But Dogwood is new territory.  We are growing so fast, we have growing pains.  E-mail does not replace human contact.  There is concern about us being dysfunctional due to structural reasons.  We need to find a balance.





Sam is a revolutionary and an anarchist.  Dogwood, she sees, is mutual aid and cooperation between autonomous organizations.  It is attractive.  We need creative growth, while functioning on a day to day basis with consensus.  Consensus is, with organic growth, which comes with fear, needs to be organic with trust.  Revolution means empowerment for people to take up tools and plug in to what is going on.  There is a vital DC component.  It is not anybody’s job to represent the grassroots -- grassroots need to do this on their own.  There is an illusion of history...we need to create change in people.





Future plans


Cielo:  





Cielo wrote and e-mailed to all of us a list of accomplishments to be referenced for what we want in a campaign coordinator.  She will be working with us forever -- because she is addicted...but cannot define what she is doing yet.





Campaign overview


Danna:  





This year has been a tremendous year.  Lots of highs.  We are doing the right thing, going in the right direction.  A concerns for Dogwood is that “we can’t see the forest for the chip mills.”  For us forests = our problems.  We need to focus on things beyond chip mills -- look at long term problems and give each other space to pursue those visions.





What we are faced with is urgent, but we need to slow down. We need to make decisions, but we need consensus.  We need give people room to move in this dichotomy.  We put ourselves in a difficult space, we will make some mistakes.  We need space to pursue our passions.





We need to support our membership organizations.  We are nothing without them.  Network coordinating is incredibly important.  We need more time to do this vital work.  She needs support/feedback. 





Discussion: “Revolution”, “us and them”.  It is not necessary and is counter-productive.  We need more outreach.  Don’t let our personalities and beliefs limit our outreach.  We need to work with community groups and the general public.  Dogwood support helps in community work.  We need more of us.  There are groups coming together in TN as well as NC.  It is beautiful and inspiring. What is the consequences of our work on people -- what are our offsite impacts?  i.e. are we alienating hardwood users and small business people?  We need to think through having hardwood users as our allies.  Our goals are not the same.  What is our relationship going to be?  We need to work on our language and our targets. 





Treasurer/Finance overview


Don Morris/Dave Brodin:


Role of treasurer: to empower others by preparing budgets and help to clarify organizational roles.  Keep people advised as to where we are financially, coordinated with Heartwood.  Focus on planning assistance.


Budget reconciliation results: $ 4,900 owed to Cielo.  We will then zero out TAGER’s account to give to Heartwood (dogwood) account.


Recommendations from work as treasurer: ‘98 budget, based on our proposal and what we have raised money on.  It is a campaign oriented budget.  


Identification of decisions we will need to make: 


1. we need consensus that campaign coordinator has authority to spend this money.  


2. Finance committee; president, treasurer, someone from Heartwood monitor spending.  3. Change, opportunity which means some financial shifting -- finance committee have authority to make those shifts.  Concern: networking & campaign coordinating, outreach -- need better definition.


4. re-imbursement policy


5. 501c3 status





Discussion: good media results in more money and membership.  Beige papers are a source of income.





Steering Committee Observations


Doug Sloane:





We need to evaluate ourselves, look toward the long range plan idea.  We have $50,000 in the bank, plus $10,000 for NC.  We have raised $110,000 to date.  Sara predicts that we can raise another $100,000.  Don is designing our next year budget with $80,000 to be safe.  We have proposals to Turner for private land outreach/consumption reduction and Town Creek for land holder outreach, region-wide study, community-based outreach.  We will be looking at individual donors next.





Regrant Overview


Harvard





See discussion below





Heartwood Responsibilities


Alison Cochran/ Dave Brodin:





Heartwood’s responsibility to Dogwood is financial (Dave covers), but also is talking to people and helping out with our struggles.





Heartwood is unclear as to what Dogwood wants from Heartwood, fiscally (accounting).





We should think about if/when we want our own 501c3 .





Looking into setting up a 401k plan -- so we can set up a fund for pre-tax benefits.


We may want to look into getting a consortium of environmental groups together for benefits.  





Dogwood cooperating with the Forest Council in the Spring.





Bylaw ratification process


Jon Ellenbogen:





To require membership ratification of decisions is disingenuous and unfair.  Our bylaws should reflect that only Dogwood members who have the time and money to travel to our semi-annual meetings can vote.  Furthermore, the practice of securing ratification of decisions at semi-annual meetings has not been effective in soliciting the “brain power” of our membership or allows for fair, in-depth discussions of pending decisions.  Pending decisions should be written and distributed to attending members before the meetings so that there is time to digest the ideas and would allow for better discussion.





Regrants


The Authorizing Group (AG) will be made up of four to five members


The AG will operate by consensus.


The AG selects proposals for regrants by using the DA Regrants Guidelines.


The AG members will review regrant proposals individually, discuss potential proposals in a face to face meeting or conference call or electronic means of communication.


Requests for more than $2,000 must get approval of the Steering Committee (SC).  The SC has one week to make a decision.  If SC does not comment within two weeks, then their position is considered to be an approval for that proposal.


The AG will share the lists and amount of requests with the SC before making decisions.


The Network Coordinator or designee will notify the Campaign Coordinator about proposals received as they related to specific DA campaigns.


The AG works with regrants requests on a rolling basis.  


SC will designate the amount of money to be given to the AG for consideration.


The general membership will receive written notification about the regrant program and call for applications.


Grant proposals expire at the end of each cycle.


SC will confirm substitutes.


Each elected AG member will have annual term limit.


The DA Network Coordinator will always be a member of this group.  The Network Coordinator will administer regranting program, take in applications, get them out to the AG, and make/compile recommendations.


The DA AG Chair will be a member of this group.


Three other DA members, preferably Steering or Advisory members, will serve as AG members.  These three positions must have regional representation as much as possible.  When those members leave, they will be replaced by the Steering Committee.


No member of the AG can have regrant proposals and must recuse themselves when there  is a conflict of interest.





Authorizing Group: Bill Belitkus (upon his acceptance), Scott, and Alison, Adv. Com Chair, Network Coordinator





Alternates: Andy, Andrew





Reminder: Tracking can be cumbersome.





NOTE:  One of the bullets states that the Chair will be a member of the AG.  Below it, the Chair is not named as a member of the AG.  WHICH IS IT?





Application and Guidelines for re-grants were agreed upon as written.  We recognize that they are imperfect and will be improved upon.





SATURDAY


Trust:  Censored.





Dogwood Vision:  “The Dogwood Alliance vision for the Southeast is that of sustainable, stable human communities that maintain and enhance the functioning, resiliency, and health of the region’s remaining native forest ecosystems.”





Concerns: SE is too narrow of a focus.  We should also consider something about re-forestation.





Consensus: To be discussed and re-defined at membership meeting.  Andrew will make sure that this happens.





Dogwood Mission:  “The DA will focus on stopping the chip mill threat in the Southeast by conducting a coordinated and integrated series of strategic initiatives.  We will seek adequate financial resources to support the member groups in carrying out both their part of the central strategies and their own individual initiatives until the threat is eliminated.”





Sub-committee Structure/prioritization


Prioritizing major strategic and budgetary focus of Dogwood work for the next year. 





Discussion: Sub-committees don’t seem to be as effective as they can be.  Sub-groups do best work when they develop organically.  Assign a name around what is already happening.  Employees aren’t necessarily the best ones to head sub-committees, due to the structure of their employment.  It may just take time to get the sub-committees going -- we shouldn’t scrap the concept or the goals.  This was intended for members to more easily be a part of our process.  Maybe we just aren’t trying as hard as we need to.  It should not be necessary that the steering committee be the point-people on these “working groups.”  Because this involves the membership we should do this at a membership meeting.  We should add working group ideas to the newsletter to help generate interest.  We are talking about issues and campaigns, not sub-committees.





Consensus: We no longer use the terminology “sub-committees of the Steering Committee” and begin to call our work “working groups.”  





Consensus: “The point person of the working group does not have to be a steering committee member.”





Discussion: Working groups are great.  How will we decide what the work/goals will be?  Who will do the work?  How will the Steering Committee relate to it, etc.?  We should tie our work to budgetary matters.  Are we trying to create a working group where there isn’t one, or are we trying to put a structure on what we are trying to do?





SUNDAY


Budget  (Round 1)





Consensus:


1. Finance committee shall be made up of Chairperson of DA, a Heartwood Representative, and Treasurer and one other person from the Steering Committee.


2. Finance committee has authority to spend money on non-budgeted expenditures between meetings of the Steering Committee and help with the preparation of the annual budget.





Consensus: Allow the Chairman (or in this case Doug) the power to negotiate an increase in the amount of time we allow the fundraiser to work to fulfill her contract, up to an annual salary of $12,900.





*Proposal to consider that we have an egalitarian salary system.


*Proposal to support Cielo when she tells us she needs it.





We need to minimize staff, maximize $ to grassroots.  Tinker to make it work.





Consensus: We will establish a personnel/search committee to find an office person for the new Dogwood office and to find a Network Coordinator.


John, Andrew, Harvard, and a woman will make up this committee.  Harvard will serve as the Chairperson.





Brevard office person


Get office help ASAP


Samantha will send the job description to the committee


Description for office coordinator will be done by upcoming Friday


Call for applications will be out by the following Monday.


Need to have an office person hired by March 1


Sam offered to serve in this position in the interim to keep things moving.  


Coordinator Position


	Needs geographical diversity.


	Hired by March 15.





Danna will be responsible for interim Office Assistant (OA).


OA will be responsible for:


helping to move the office/locate a space


paying rent


getting the framework together


managing the data base


doing the mail/e-mail


setting up/answering phones





Direction (priorities)


Discussion:


Some think that the DA 2nd position should be an outreach person 


Some think that the DA 2nd position should be an administrator/director


We need to understand what Cielo is doing, what Danna is doing, what else needs to be done, what our direction will be, why there is burn-out, and how well we are doing what we have set out to do before we hire another person.


*Proposal to keep Cielo an official representative of Dogwood.


We need someone who can do strategy


Danna will work more with the folks that Cielo has been working with


One possibility is that we can hire a half time administrative person and a half time office person…Our needs are many.  We need much more discussion before we can resolve the hiring/budget questions.





Doug resigns as Chair, recommends that we call position a facilitator if we maintain the circle format.





Don resigns as Treasurer but will remain as Vice Chair on the Advisory Committee.





Budget (Round 2)


Harvard will step in as interim Treasurer.


Harvard presents conservative funding plan.


Funds in hand: $75,000


Sara believes we can raise $115,000 in our fiscal year (June 30 ’98 through June 30 ‘99)


Income (expected) through June 30, ‘99: $190,000





Expenses for this 17 month period will be:





$ 18,000 	Fundraiser


$  5,750 	Fiscal Sponsor


$ 60,000 	2 Coordinators


$ 20,000	Office Manager


$ 20,000	Administrator (half-time, 12 months, including expenses)


$  7,000	Postage/Copying/Newsletter


$  4,000 	Packet Prep


$ 15,000	Travel (staff)


$ 12,000	Phone


$  4,000	Office Supply


$ 10,000	Meetings/Conference Calls


$  5,000	Capitol Budget


$  7,200	Office


$ 50,000	Regrants


$237,950	Total








Obviously, we are about $48,000 in the red with this budget unless we raise more than projected.  We will reevaluate periodically to see if we are raising more or will need to scale back our expenditures. We will also be looking at ways not now included in these plans to raise the additional funds.





Concerns: we need a copy machine, phone system, another computer.  May be able to get money from individual funders and other sources.


We should not take from the regrants (solely) if we encounter a deficit.


Recognize that we, the people in this room, will be the ones to fill any potential holes.





Consensus on budget, with agreement to revisit in March.


Regrants -- $10,000 to NC and $7,000 for other regrants, remembering that the Steering Committee will meet again and reserves the right to authorize more.





Doug will stay on as Chairman until March with the caveat that we work on our problems.





Andrew will help get next Steering Committee meeting together.





Scott will serve as an interim Steering Committee member.





*Proposal for strategic action working group.





Office move working group -- Andrew, Denny, and John


Cielo will also help with the transition.





Future meetings


Last weekend of March


Agenda will be process Fri & Sat, business Sat & Sun


Possibly arrange time for meetings Monday morning for interested working groups





Thursday April 30, 12:00, Steering Committee will get together before the Nashville retreat.





Additional issues that need to be addressed:


Steering Committee Process


Benchmarks


Future meeting in Nashville 


What’s happening on the human level -- with us


	E-mail/technology/ computer primacy


	SEFP 


	Trust


	Consensus decision making/John Dunn deal


	Prioritizing sub-committees


	How not to become another scumful bureaucracy


	Burn out


	Support


	Language


		Authority to spend this money


	definition of campaigns


	reimbursement policy


	501c3 status


	definition of membership


	Fundraising competition/coordination


	communication to  membership


	Meeting frequency (with board responsibilities)


	Cumulative impacts of our work on others


	Media campaign


	Certification


	Bylaws (ratification)


	 Price of beige paper


Culture 


Process


Prioritizing campaigns


etc….


