17
18
19

20
21
22
23
24
25
26
27
28
29
30

&

;__:§‘

=

; X

E Society of American Foresters

N Growing better all the time

Final Report of the Sub-committee on Policy Process to the
New England SAF Executive Committee

March 08, 2010

Executive Committee Members:

In the second half of 2009 our subcommittee members responded to your direction to review the
policy process of the New England Society of American Foresters. This final report to the
Executive Committee includes actionable items to improve that process, and to meet the
member-valued purposes identified by our members in the recent membership survey.

We considered in detail the member responses to our membership survey, researched like
processes in other organizations with similar missions and membership profiles, and reviewed
the guidance and effectiveness of our existing process.

We believe that your consideration of the following recommendations will empower our
members not only to fulfill these needs, but that it will also engage them in an organization in
which they want to be more involved.

Respectfully submitted,

Ron Lemin Jr., Chair, New England SAF (ex officio)

Pete Howland, Policy Chair, New England SAF (ex officio)
Mary Beth Dewey, Chair, Green Mountain College Chapter
Dave Field, Maine Division

Peter L. Greeno, Membership Chair, New England SAF
Jeff Hutchins, Chair, University of Massachusetts Chapter
Ken Laustsen, Maine Division

Charlie Levesque, Granite State Division

Spencer Meyer, New England SAF Representative, Maine Division
Chris Pryor, Chair, Massachusetts Chapter

Charlie Thompson, Massachusetts Chapter
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Executive Summary of the Recommendations to Support an
Effective Policy Program and to Bolster Membership Engagement

March 8, 2010

In the July 2009 membership survey our members identified four recurring member-valued
purposes that they desire from the New England Society: Empower our members - give them the
potential to impact; Effectively build public awareness of forestry issues and the value of
foresters; Provide a sound, unified foundation for regulatory initiatives; and Strengthen our
organization - increase member value by being actively relevant.

To meet these concerns we focused the recommendations that follow on ensuring:

1.

2.
3.

4.

Relevancy — products must be timely and about issues immediately important to the state
or region for which it is being drafted;

A Targeted Audience — speak to the right people to ensure its use;

Quality Control — there needs to be a formal review process so issues reflect membership
but also to make sure a quality product goes out the door; and

Effective Communications — so that the product is effective in serving its purpose.

We recommend that the Executive Committee redefine how we approach policy efforts at the
New England Society. From redefining how we approach policy, increasing our effectiveness
with sustained communication efforts, to engaging and empowering our members; our
recommendations are as follows.

Ensure that Policy Chair vacancies are filled through a thorough candidate search for
a clearly defined role

Create a Communications and Qutreach Chair position to facilitate full use of position
statements and to meet member-valued purposes

Focus the initiatives of our policy efforts on State regulatory initiatives
Clearly identify selection criteria for our position statements

Restructure the standing Policy Committee into an issue-specific, ad hoc committee
structure

Ground all initiatives in forest science with direct input from issue experts
Provide for a structured member comment period

Seek a vote of the membership for each position statement

Ensure the timeliness of position statements throughout the development process
Officially adopt the Operations Manual

Actively clean our member email lists in order to enable maximum response and
participation

We believe that these actions will strengthen our Society, and ask that you put these suggestions
before our membership.
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Recommendations to Support an Effective Policy Program and to
Bolster Membership Engagement

March 8, 2010

Ensure that Policy Chair vacancies are filled through a thorough candidate search for a
clearly defined role

The NESAF Policy Chair position is an opportunity for member involvement that should be open
to all members. We recommend that the Executive Committee fill all Policy Chair vacancies
through a thorough candidate search. In addition, clarify the role of the Policy Chair to aid in that
search.

» Clearly define the roles and responsibilities of the Policy Chair by adding a job
description to the Operations Manual through a vote of the Executive Committee;

» Update Section 4 of the Operations Manual to clarify the roles and responsibilities of the
Policy Chair as mentioned above through a vote of the Executive Committee;

» Require the current and future Executive Committees to fill the Policy Chair position
through a thorough candidate search, and to make the position available to all members
through an update to Section 2 of the Operations Manual through a vote of the Executive
Committee;

» Form a task force to initiate a thorough candidate search through a vote of the Executive
Committee.

While there may be short periods of time when we have a vacancy during the search, it is crucial
that we open the opportunity through an announcement to all members, and that we seek a
specific skill set to fill this critical role. The Policy Chair position should be one of tracking
relevant issues, seeking qualified leaders for short term task forces on those issues, and providing
continuity and consistency in document quality and form.

Highly valued skills include a history of working on policy initiatives, knowledge of key players
and issue experts throughout the region, and superior skills in facilitation of team projects where
interests may be broad. Potential candidates include members who have substantial connections
throughout NESAF and experience in policy initiatives. The candidate should know the issue
experts that we can tap for review and/or committee representation. In recognition of the time
investment required, candidates should not hold additional Executive Committee responsibilities.
Substantial flexibility is needed to respond to time-sensitive initiatives.

We recommend that the Executive Committee follow the candidate search models of the Forest
Science Coordinator and Website Administrator Coordinator. The first Policy Chair is crucial
and will set the expectations for future appointees.

In addition, considerable time investments are needed to respond well, and to make the best use
of the more limited time of committee members. Attracting highly qualified candidates in
recognition of this time investment necessitates a stipend.

» Propose a stipend in the budget for the Policy Chair position through a vote of the
Executive Committee and subsequent member approval at the annual business meeting.
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Create a Communications and Qutreach Chair position to facilitate full use of position
statements and to meet member-valued purposes

Timely and relevant position statements are not effective at initiating external change without
effective communications. As a crucial step to having effective position statements we need a
sustained focus on external communications and outreach. While our bylaws currently specify
the authority to call on an ad hoc communications committee, we need sustained effort to see any
substantial results.

» Direct a task force to define the position, the responsibilities, potential products, and the
appropriate guidance documents in support of this position through a vote of the
Executive Committee;

» Form a standing position by adding language to Article 9 of the NESAF bylaws through a
referendum for a vote of membership;

» Adopt the guidance and position description through a vote of the Executive Committee;

» Change the name of the ad hoc ‘Communications’ committee under ‘Special
Committees’ in Article 8 of the NESAF Bylaws to ‘Communications and Outreach’
through a referendum for a vote of the membership;

» Fill the position through a thorough candidate search through a vote of the Executive
Committee;

Traditional position statements from Chapters, Divisions, and NESAF will back up any letters,
comments, or forums where we imply a position; having this position statement in place first also
helps us as it is our means to get approval from the national office of SAF. We can then outreach
based on that position statement in a variety of other forms.

Each candidate search should include notice of the opportunity to all members, and should not
have other Executive Committee Responsibilities. The position should have an external focus to
compliment our current internal communications positions and to make best use of the policy
efforts.

The appointee will work with Policy Chair to review the communications effectiveness of all
policy documents. The responsibilities should include maintaining the presence of the New
England Society in appropriate media and developing media contacts through timely media
outlets, both traditional and electronic. Long-term relationships and networking are paramount.

This position will also further meet member needs by providing an education and outreach focus
that communicates the values and positions of SAF throughout New England. Potential
audiences include landowners, legislators, or media. The chair should have the ability to organize
members on an ad hoc committee basis to produce timely and relevant materials.

In addition, considerable time investments on communications and outreach are needed to
portray a positive, external face to the Society. Attracting qualified candidates in recognition of
this time investment necessitates a stipend.

» Propose a stipend in the budget for the Communications and Outreach position through a
vote of the Executive Committee and subsequent member approval at the annual business
meeting.
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Focus the initiatives of our policy efforts on State regulatory initiatives

Relevancy is crucial to maintaining both member and external interest in the work of our
organization and any position statements therein. Responsibilities of the Policy Chair need to be
focused on informing the Executive Committee of those issues that concern our Divisions and
Chapters.

» Add specific guidance to Section 4 of the Operations Manual that focuses the initiatives
of our policy efforts on State regulatory initiatives through a vote of the Executive
Committee

The Policy Chair should closely follow all Chapter and Division statement processes and offer
assistance where possible. This assistance requires that the Chair maintain active relationships
with Policy Chairs at each level within the organization. Enhance the appearance of an active
policy process with timely, relevant submissions to our internal newsletters. Any position
statements should be initiated upon request by our members, Chapters or Divisions in response
to current, specific initiatives.

To effectively impact forestry in New England, focus position statements on specific regulatory
initiatives. These are largely State specific, and even more so, should reference specific
initiatives. The target is rarely regional, even if the topic is applicable to a broader region.

In effect, we are seeking one time champions from the States that request assistance. They then
serve as issue experts in a larger ad hoc committee with discussion facilitated by policy chair to
create well targeted positions.

Clearly identify selection criteria for our position statements

The SAF Bylaws identify 6 criteria in Section II-D-1.b identify specific selection criteria for
determining whether an issue requires adoption of a position. These same selection criteria are
applicable and appropriate measures for consideration at all levels within the New England
Society.

» Add selection criteria to Section 4 of the Operations Manual through a vote of the
Executive Committee

The recommended selection criteria include:

1) Is the issue likely to have major public impact?

2) Is the Issue relevant to matters presented in Forest Policy Principles?

3) Is the issue within the knowledge and skills of the forestry profession?

4) Is the issue of general interest to the level of the Society that is considering it?
5) Is there time for SAF to act responsibly on the issue?

6) Does SAF have the resources to act responsibly on the issue?

Page 5 of 9



183

184
185
186
187

188
189
190
191
192
193
194

195
196
197
198
199
200
201

202
203
204
205

206
207
208
209
210

211

212
213
214
215
216
217

218
219
220

&

§

=

x

E Society of American Foresters

N Growing better all the time

Restructure the standing Policy Committee into an issue-specific, ad hoc committee structure

Restructuring the existing standing Policy Committee into an ad hoc committee structure offers
the most members an opportunity to take part in position statement development and
acknowledges the basic reality that we cannot achieve a full array of issue expertise with any
given set of members.

» Remove existing language that defines the standing Policy Committee as defined in
Article 8 of the NESAF Bylaws through a referendum for a vote of the membership;

» Define the authority to create ad hoc policy committees with language under ‘Special
Committees’ in Article 8 of the NESAF Bylaws by seeking a referendum for a vote of the
membership;

» Move and clarify the language defining our Policy Chair position from Article 8 to
Article 9 by seeking a referendum for a vote of the membership.

Chapters and Divisions requesting NESAF position statement development should have
members willing to serve in this capacity. Given that these issues are primarily State level
regulatory initiatives, they are likely a portion of the issue experts that are necessary. This new
structure recognizes that the Policy Chair’s responsibility is not to write position statements but
to coordinate the skills of issue experts to facilitate position statement development. Each
specific issue should have a specific ad hoc committee. The Policy Chair shall serve on each ad
hoc committee and will remain directly involved.

Providing these ad hoc committees is a crucial part of the tiered-approach to member
engagement opportunities. They should be short term appointments, (3-6 months), with the
understanding that tasks which are expected to take longer should be broken down into smaller
segments that are achievable.

Regardless of the issue experts that are available, or the focus of the project at hand, all members
should have the opportunity to join. Notification of such opportunities should always be made to
the entire membership through email when possible and through postal mail to all others. In each
case consideration should be given to whether there are sufficient members to effectively
represent the membership and to include sufficient issue based knowledge.

Ground all initiatives in forest science with direct input from issue experts

While members, Chapters, and Divisions may provide excellent potential pools of issue experts,
these knowledge bases may be focused on the regulatory initiative. At the onset of any new
initiative the Forest Science Coordinator should identify potential issue experts based on the
current research in the field of interest. The Policy Chair and ad hoc committee members should
seek input, comment and/or review from identified experts regardless of SAF or New England
Society membership.

» Add appropriate guidance that directs the Policy Chair to seek direct input from non-SAF
and non-NESAF members to Section 4 of the Operations Manual through a vote of the
Executive Committee;
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» Add appropriate guidance that clarifies the need to seek direct input from identified issue
experts regardless of membership to the Position Statement Process portion of Section 4
of the Operations Manual through a vote of the Executive Committee;

» Add appropriate guidance that clarifies the responsibility of the Forest Science
Coordinator to identify issue experts for position statement development to the Forest
Science Coordinator portion of Section 4 of the Operations Manual through a vote of the
Executive Committee.

This new structure again recognizes the Policy Chair’s responsibility to coordinate the skills of
issue experts to facilitate position statement development. The Policy Chair should maintain a
list of potential researchers who to whom they can seek expert advice, but the Forest Science
Coordinator has an important role to see that our position development process has the potential
to be grounded in science. Potential resources might include working with other SAF Societies
such as the New York Society for their expert advice even if the final document is adopted
separately.

Provide for a structured member comment period

Providing a comment period will give the Executive Committee and any ad hoc committee a
preview of membership consensus and potential pitfalls of the current initiative. It is also a
crucial part of the tiered-approach to member involvement opportunities.

» Add guidance to Section 4 of the Operations Manual to provide a member-wide comment
period after position statement development by the ad hoc committee through a vote of
the Executive Committee

Several models exist; however we suggest that the comments be accepted on a line-item basis
that allows for specific changes to an already well-vetted document while minimizing broad re-
write edits. The ad hoc committee should respond to many of the comments indicating what
changes were incorporated or why no change was incorporated. They should produce a final
table-based document with comments and responses listed by line. See the U.S. Climate Change
Science Program model that was used for the U.S. Synthesis and Assessment Reports. These
comment opportunities should be offered to all members directly after a position statement is
voted out of the ad hoc committee, and should be done for every position statement regardless of
the scope or focus of the regulatory initiative. Notice should be sent online whenever possible,
with notice sent to members without electronic capability prior and in anticipation to the
comment period.
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Seek a vote of the membership for each position statement

As a standard throughout many member based organizations, voting on items such as position
statements puts ownership in the hands of the members. Provide for a member vote on all
position statements.

» Add appropriate guidance to Section 4 of the Operations Manual to follow the balloting
procedures as found in the SAF Bylaws through a vote of the Executive Committee

Second only to being a member, this is yet another critical step to providing a tiered-approach to
member involvement opportunities. Notice of a voting opportunity should be sent online
whenever possible, with notice sent to members without electronic capability prior and in
anticipation to the voting period.

Ensure the timeliness of position statements throughout the development process

Given the fast pace of changes in regulatory initiatives in conjunction with membership
commitment concerns, set effective timelines to ensure that any work produced by our members
is completed in a timely fashion.

» Add appropriate timeline guidance to Section 4 of the Operations Manual through a vote
of the Executive Committee

The process in whole, as developed in the prior action items is listed here with suggested and
mandatory timeframes.

1) The entire position statement development process should have a suggested 3-6 months
timeframe. This includes an allocated minimum of 7 weeks for the membership vetting
process;

2) Once that ad hoc committee votes a position statement out of committee it should
immediately go to a member comment period of 2 weeks. Notification and comments
should be done in an electronic format; notify postal members prior to impending
opportunity to comment such that they have a full two weeks to comment coinciding with
the electronic comment opportunity;

3) Immediately following the comment period the ad hoc committee should have a
suggested ideal of 2 and maximum of 4 weeks to respond to the comments and produce
the final edited document;

4) The final edited document is immediately sent to the national SAF policy office to start
review process; in addition a copy is immediately sent to the Executive Committee;

5) The Executive Committee should have 1 week to recommend a vote membership. If the
position statement does not appropriately fill the mission of the Society and they do not
recommend a vote of the membership it goes back to the ad hoc committee for review.
They can make this determination through email or in person;

6) Upon the recommendation of a vote of the membership members will have 2 weeks to
respond. Notification and voting should be done in an electronic format; notify postal
members prior to impending opportunity to vote such that they have a full two weeks to
vote coinciding with the electronic voting opportunity.
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Officially adopt the Operations Manual

The Executive Committee had not officially adopted the current Operations Manual. There is a
need for clear and consistent guidance to ensure a high quality of work over a sustained period of
time. Support our appointments by officially adopting the Operations Manual, and providing a
copy to new responsible parties.

» Adopt the Operations Manual through a vote of the Executive Committee

Actively clean our member email lists in order to enable maximum response and participation

Provide clear and consistent guidance to the Website Administrator and Membership Chair to
work proactively to maintain clean email lists.

» Add guidance that instructs both positions to this end under the charters of both positions
in Section 4 of the Operations Manual through a vote of the Executive Committee

Not only do we desire to engage more members more quickly; we want to ensure membership
retention by making the best use of new processes such as this one to provide additional value to
our members.
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