
All Star II Family Conference Corporation (ASIIFCC)

Minutes of the November 4, 2007 Meeting

The meeting was called to order at 3PM by John Lutterbie, a quorum having been deemed present.

1. Minutes were presented by Jordan Young.

Cathy Cordes/Rodney Lowe moved/seconded that the minutes be approved as presented.  Approved.
2. The treasurer’s report by presented by Jim Blue, the Flints being in Australia.
Phil Hürzeler/Cathy Cordes moved/seconded that the report be approved as presented.  Approved.
3. Conference Planning Report.

Tom Fenn presented.  Tom and Julie’s speaker, Peter Fenn, can not do the speaker’s duties next year; Tome and Julie have worked through Plan A, and are working on Plan B.  
The Star Island Corporation has given us the option of having up to 280 conferees this year; our 2007 registration was full, with a large wait list; some of our wait list went over to ASI.  SIC has asked us whether we can commit to this figure for next year, based on how we think increased room and board rates might affect our numbers.  The consensus was to maintain the 280 number.  
How does that play with our children's program limits?  They had been between 90 and 100 in the past.  Tome didn't seem to feel that this would be a problem.  
4. Dan Fenn and Rodney Lowe on Development Efforts.

Dan reported on the 2006 on-island efforts.  We were going for participation, and got to 88%, not including the kids contribution as a lump sum.  Overall around 65% participated from our conference community (including those not on-island in 2006).  Our dollar figure was $37,000 plus, which iwas an increase over prior years, though still not a stand-out performance as other conferences go.  Dan & Karen had worked on a list from the corporation for our conference that had only about 200 names – what happened to the rest of our names?  Dave Mellen provided updated information from our ASII database to the corporation.  Dan will be working with Irene to pick up the status of ASII the fund-raising letter.  This will be followed by a general Island-wide November appeal.
Would we be interested in a phone-a-thon to contact people who don't respond to the written appeals?  John Lutterbie circulated a sign-up sheet for those wanting to participate.
Rodney is the development director for our conference.[Confirm title]   The annual fund will continue as it does most years; the goal is $625 thousand, which we are very likely to  make.  But we need an additional $1.2 million to be "whole" from the summer’s debacle – lost revenue plus additional expenses.  If everyone could do three times their 2006 gift, our problem would be solved.  Obviously, that won't happen, but that's the scale of the thing.
A capital campaign is in the very initial planning stages, probably to kick off next fall after a successful summer season.  Over the long term, we need in excess of $10M, possibly as much as $20M, to provide an endowment that can fund the capital projects necessary for the long-term stability of the island.  But these are scary numbers.  There will be a quiet phase before the campaign goes public.  Have a successful summer season will be key.
Q&A regarding development efforts:

Q: What's the "actual real figure" for what we expect/need between now and end of January?  

A: Can't say.  What we can really say is what the "hole" is - $1.2M; right now we don't have a real "expected" number for what we will raise.  Early in the year, the question was whether a rise from $625 thousand to $675 thousand was realistic.  Obviously, that thinking has got to change.  If we raise $625 thousand and we empty out the trust, we run out of money in June.  We'll be spending registration money as it comes in.  That leaves no margin for a week's closure (eg) due to weather.  

Q: Is the development committee going to do anything substantively different this year on the annual fund? 

A: No because we want to make it clear that this is NOT the capital campaign that's going to address the island’s long range issues.

Q: Will there be a public document that explains what the expenses have been and explain how much money we need to open?

A: Yes, at the annual meeting in April as part of the treasurer's report.

Q: Shouldn't we point potential donors at that list/report?  Can we document the $1.2M hole between missing revenue and expenses?

A: Yes, the board has asked for that from the treasurer and it can be made available.

Suggestions:

· Rod's presentation at the Corporation meeting on October 13th  was very effective; can we get a copy?  We should use it widely.
· Conference phone-a-thons could be a really good idea.  Can we recommend that idea to other conferences as well?

· Ask people who gave early in the year; they'll give again.

· People who have gotten a lot of information and request this year to which they may not have responded; many would find a phone follow-up with a summary and “closing” request to be very effective. 
· Get an itemization of the $1.2 million number. 
5. Board update – Ron Cordes & Suzanne May
Personnel updates:

· Karen Muldoon has resigned as development director.  The intention is to replace her with someone with a similar profile; no restructuring of that position is currently being contemplated.
· Joe Watts is acting Executive Director

· The Wickers’ contract (food service manager and purchasing manager) was not renewed.  Many viewed that as a shock.  There was a question as to the board’s role in that process.  This is a personnel decision, not a policy decision, and the board was not involved beyond being briefed by the acting Executive Director (Dave Boynton at the time).  

· We have two job searches going on: 
· Chief Executive Officer (see www.starisland.org/working/yearround/ (live as of November 3, 2007)

· Director of Operations and Maintenance (a working title for a job position that is still being defined.)  The structure stems from one of the lessons from the Island Opened Late report: there was never one person who was our regulatory compliance person.  We need one.  The intention is to upgrade the “facilities manager” position to something like a Director of Operations and Maintenance, and find someone with a profile like that of a small college facilities manager or DPW chief at a small town – we need a manager, not a hammer swinger.
The board has decided that it wants to follow what are essentially Carver's principles of “Policy Governance®” (see www.carvergovernance.com/model.htm or tinyurl.com/2DL29D) - set policies and create mechanisms to review how those policies are being implemented.  Operational decisions are the purview of the Executive Director/CEO.  
Comments:
· There is on-going discussion as to how fully Policy Governance® can be implemented or makes sense for us.  For example, if this were an "ordinary" nonprofit where the board were outsiders this would be easier.  For people who have a deep connection with and knowledge of the island, this is difficult, and may not make best use of their skills and knowledge.   
· Information flow to the board is key to making this kind of board work.  If the board role is limited to assessing how well policy is being implemented, they must have communication channels into the organization other than just the Executive Director/CEO; relying on information from one source has created problems for us in the past.
· What our policies are is conditioned on what our mission is.  Our bylaws state that our mission is “to hold and administer Star Island…for religious, educational and kindred purposes.”  It says nothing about stewardship of the Island or the facilities on it.  As our institution has evolved, perhaps we need to reassess our formally stated “mission” as it relates to what we actually want to be doing.
6. Roger Kellman and Jim Blue on Conference Attendance Numbers and Costs

Obviously, it is now necessary to fill as many room/bed/nights as is physically possible.  All conferences have been asked for a maximum goal.  For 2008, if a conference doesn't feel that they can hit a full-capacity goal, the corp will create a structure to fill the additional room/bed/nights, probably by selling individual room/bed/nights, or by organizing special-interest groups to fill the room/bed/nights.  In 2008, there is no financial penalty for not making the target number, given the change in fees anticipated for this year.  This is not likely to be true in the future.

Margy Young/Jonas Gavelis moved/seconded that we accept the 260/280 range as our target commitment to the Star Island Corporation for 2008.  Approved.

Discussion: There are two issues here: the projected hotel room and board rates, which drive (with some other factors) our conference registration rates.  
Projected room and board rates: Room and board rates are currently projected to increase at between 25 and 30% for next year.  The most recent 25% budget scenario was still $180 thousand out of balance; that’s why the rise may be as much as 30%, but the budget exercise is still on-going.  Last year, the lowest double was $608; that would rise to $760 with a 25% increase; $790 with a 30% increase. 
Ferry beach (with a lower level of service, and a more rustic environment, and a cost of doing business significantly lower than ours (no electricity generation, water desalinization, or boat transportation) is 25% CHEAPER than Star Island.  (A quick look at their web site indicates dorm-room accommodations for an adult for a family week was $735 this year - www.ferrybeach.org/summercon/family_friends.html as of November 4, 2007).  Our projected raises would put us in line with them, with The Mountain, and with out UU conference centers.  
Even with these fee increases, the guesstimate is that we're underfunding maintenance by about $500 thousand per year if we were to try to fund capital maintenance from the operations budget.  That's what drives the capital campaign number. To actually fund the island on a cash basis, we would have to raise room and board by 50% or more.  But can we get away with a $900 weekly fee and less drastic fundraising?  Probably not in the long term to fund our capital needs.
This is why the capital campaign MUST lay the groundwork for financial stability over the long term.  If it doesn't we will not be viable over the long term.  But this led to a feeling that we all thought we were stepping up to the plate when we were asked for money, and now the feeling is that we’re getting the message “You’ve been slacking – we need a whole new level of commitment.”  This isn’t the intention of the message at all, even though it’s understandable how it can be read that way.

We’ve been making rational (generous) responses to rational requests made under flawed assumptions.  That’s why we need new facts to create new assumptions so that we can make more realistic requests, which will (hopefully) get us rational (generous) responses that meet our needs.  Put another way, rational decisions under flawed delusional assumptions yield bad decisions.  That's what we've been getting.  We need to change those assumptions so we can make better decisions.
We need to communicate the message that this is a sea-change in how we view what we do, and how we conceptualize ourselves.  The fund raising message can't be “you all have to give more” - it has to be “we need to change how we understand the needs of the island and support at a different level.”  The message needs to be positive.
Valuation and monetization of the Appledore asset is the elephant in the room.  There was a request that the board be clearer about what the thinking is on this issue.  In line with how these kinds of decisions are made by municipalities when creating tax valuations and other valuation decisions, we need to value Appledore at its highest economic use-case, and then make our decisions starting there.  That doesn’t mean we need to attain maximum economic value from it if that would conflict with our values (eg selling it to be a biological weapons facility – just to pick something I think we can agree we wouldn’t want to see happen).  But we should know what it’s costing us not to do that if that’s what we choose to do.  

There was anxious concern over whether “we” – Star Island, the Corporation, and Conferences – as currently structured, are viable.  Some think not, because there is no plan in place the leads to economic sustainability.  Some are skeptical that such a plan will be in place by the time the fundraising case needs to be made.  Given the time lines and immediacy of the challenge, is there time for out-of-the-box thinking?  But if not, what's going to change?  That's what scares people.  
Margy Young/Cathy Cordes moved/seconded that we write a letter to the board addressing the following points (most of which were addressed in more detail above):

· Room and board cost, including the possibility of raises beyond 30% if that would actually solve the problem; 

· Out-of-the-box thinking possibilities (burial in the Chapel?  Cemetery?);
· Sale of Appledore;
· Communications issues – how the numbers driving the funding requests are being derived and detailed information to those whom we are asking for funds;

· Concerns about viability;
· The phone-a-thon idea;

· Tone of fundraising messages;

· Need for financial plan to which we're fundraising for short term (the $1.2 million) and long term (the plan for the $20 million);

· How will the board implement the recommendations of the Island Opened Late committee. 
Because of the board meeting schedule, this letter should be in their hands by December 15th in order to be addressed at their December 20th meeting.  We figured we couldn’t make it by November 9th for their November 15th meeting. 
The letter committee will be Cathy Cordes, Dan Fenn, Margy Young, Pat Hürzeler.   The motion was approved.
Jim Blue/Lee Blue moved/seconded All Star II Family Conference registration rates of $100 for adults, $85 for children, with a family cap of $370.  Approved.

Discussion: Should the schoalership fund cover registration?  Should we be paying full room and board for our staff?  That affects our registration fee.  This rate schedule will cover full room and board at the anticipated new rates for staff.
But….

Affordability – between the room and board rates and the conference fees – is becoming a tragic issue for some.  There is active discussion of a sliding scale for room and board, but event IF this were deemed feasible, no plan would be implemented for the 2008 season.  Do we need a senior discount?

7. Mary-Ellen Mellen on the Ginny Levine Shoalership fund:

Marry-Ellen distributed a proposed policy statement for the ASIIFCC to adopt concerning shoalerships.  After a friendly amendment, it read:

It is the policy of the All Star II Family Conference Corporation to provide a means by which individuals with limited financial resources can participate in the Star Island experience.  The corporation delegates to the members of the “Ginny Levine Shoalership Fund Committee” the determination of qualifications for financial assistance with the understanding that the committee will adopt and follow a set of guidelines and procedures.  The guidelines and procedures shall be set by the committee and approved by a consensus of the committee.

Cathy Cordes/Jonas Gavelis moved/seconded the adoption of the policy.  Approved.

Mary-Ellen suggested that the guidelines and procedures will be made public, along with the intent of the fund.  That suggestion met with approval.

Regarding how much can be disbursed in a given year, this was delegated to the committee in July, but they want more guidance.  In the recent past, we've spent around $1,500 per year.  This year, we would have spent $5,000, with the anticipation that this would be replenished from the art auction.  But that level of disbursement would probably not be sustainable on the long term.  Should there be some sort of a cap - a percentage of funds on hand?  "What the treasurer feels is prudent?"  
The committee feels that disbursements should not exceed a set percentage of funds on hand.  The sense of the meeting was that such a guideline should be non-binding, and that the judgment of the committee should guide its operations.  There was feeling that this might be the moment to spend down our accumulated savings in the fund because it's a transitional moment.  If this is a flow-through kind of situation - raise some money, give some money away, keep a "slush fund" for years when raising and giving don't match - then we should be giving most of it away.  
We have not been clear on how money from the art auction is allocated - the inference has been that it all goes to the fund.
Roger Kellman/Cathy Cordes moved/seconded that the proceeds of the art auction go to the Shoalership fund.  Approved.

Rodney Lowe/Margy Young moved/seconded that the Blue Brochure write-up inviting an optional “check off” for the shoalership fund increase the suggested additional donation to $25.  Approved (with dissent).

The committee would like guidance as to continuing the “½ of the first-year grant in the second year; ¼ of the first-year grant in the third year; three year limit on grants” policy.  The meeting was not in a position to consider this thoughtfully and recommended continuing the policy for the coming year.

One comment stressed the importance of having defined procedures and guidelines and sticking to them when sensitive issues of money are involved.  While the Committee has been delegated the ability to create procedures and guidelines, it has not been delegated flexibility in applying those procedures and guidelines.  This is important to ensure the equity and the perceived equity of the committee’s decisions.
For the future, we should also consider whether we can create a mechanism by which we could provide on-going support for one or more families to attend the conference.

8. Other business

· Roger Kellman encouraged people to read the Island Opened Late committee report (available at http://www.starisland.org/PDF/20071016StarIslandIOLReportPublicV104.pdf as of November 4, 2007) and to provide feedback via the committee’s e-mail address StarIslandOpenedLate@gmail.com
· The ASIIFCC board thanked Ron Cordes and Suzanne May for the inordinate amount of work they’ve done this summer to keep the Star Island Corporation running.

· The ASIIFCC board thanked Allen Armstrong for his work as registrar and welcomed Katy Weeks and Dave Kay as our in-coming registrars.

9. Adjournment

John Lutterbie adjourned the meeting at 5:05PM
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