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COVER SHEET FOR BOARD AGENDA DECISION ITEMS

November 2007
NOTE:  This report from the CEO to the Board was approved on November 3, 2007.

Subject:  Formula for Determining the Number of ACA Delegates
Relevant Policies:  
ACA By-Laws, Article 1, Section 2



EL-13: Section Relationships
Background Information:
Per policy EL-13, I asked the Field Service Committee (FSC) to develop a recommendation regarding the formula the Board uses to determine the number of Delegates from each chartered Section.  They provided a very detailed report back to me and have recommended that the formula (beginning in 2009) be changed to be simply based on a Section’s percentage of the total membership on June 30th of any year.  Per the By-Laws, the total number of potential delegates would always remain at 140; twenty one spots are reserved for the National Board*, and 24 spots are reserved for the Section Presidents.  Thus, 95 spots would be divided up annually to the Sections based on the same percentage** they have of the total membership.
* In the years that the National Board had less than 21 members, the total number of delegates would simply be reduced to either 139 or 138.

** Percentages would be rounded to the nearest whole number, as you cannot have a portion of a Delegate!

I support their recommendation.
Board Action Requested:  
The Board must approve one of the following:

Option1:  Approve the recommended change to the Delegate formula.

Option 2: Send the issue back to me for reconsideration based on input from the Board.
Supporting Documents:
Memo from the Field Service Committee to the CEO dated 9/24/2007.
MEMORANDUM OF RECOMMENDATION
To:

Peg Smith, CEO

From:
ACA Field Service Committee; Chris Strevel, Chair

RE:

ACA Delegate Formula

Date:
September 24, 2007

As requested, the Field Service Committee has examined the current formula for determining the number of Delegates per Section because ACA has now reached the maximum allowed in the By-Laws.  We are providing you background information, details of our review, and a recommendation for the new formula.  Note, these recommendations would take effect for 2009 and be based on the membership numbers as of June 30, 2008.  The current formula is in effect for 2008.

Background
The ACA By-Laws address the issue of the number of Delegates in Article I, Section 1.2 with: 



(a)
 The Council of Delegates consist of the Delegates elected by each local unit chartered by the Corporation to accomplish the purposes of the Corporation (a "Section"), and shall include the members of the Board of Directors of the Corporation and the Chair or President of any other affiliated group or committee specified by the Board of Directors as full voting members. 


(b)
 The President of each Section shall serve as a Delegate Member.  Additional members shall be elected by each Section, the number to be based on a formula determined from time to time by the Board of Directors of the American Camping Association. The number of delegates per section to be elected shall be based upon the number of association members in each Section as of June 30 of the year prior to that in which a Section elects Delegate Members. Under no circumstances shall the number of delegates be fewer than two per section. Further, the maximum number in the Council of Delegates shall not exceed 140 persons.
Through its policies (EL- 13), the ACA National Board has required the CEO to establish an operational committee with an operating code that includes:



provision for the review and determination of the formula used to identify the number of delegates from each chartered Section; and



provisions for Sections to participate in the discussions above.
Finally, attachment #3 to the ACA Charter Agreement gives the current Delegate Formula as:

· One delegate from each Section with membership in good standing of not more than sixty.
· Sections with membership in good standing larger than sixty shall have one additional delegate for each additional sixty members or fraction thereof in excess of thirty members.
· The number of delegates shall be based on the membership counts of June 30 of the previous year; and

· Delegates (one of whom shall be Section President) shall be elected by the Board of Directors of the Section
Current Situation  Based upon the June 30, 2007 membership numbers, the ACA Council of Delegates is now exactly 140 members.  (We would have been at 141 and in violation of the By-Laws, however, one Section President is also a member of the National Board.  Based on past precedent, the Section retains that vote and the National Board simply reduces its number by 1.)

Review  The Committee reviewed a number of different scenarios, including:

· Changing the baseline of 60 members to other numbers such as 70 and 75

· Changing the “add an additional” number from 30 to other numbers such as ½ of the baseline above

· Eliminating the “add an additional” number (this making 1 delegate per 60 flat)

· Eliminating the “add an additional” number, and making the baseline a different number than 60 – such as 70 and 75

· Basing the number of delegates on the percentage of the total membership a Section has.

During the review we also considered that the By-Laws require two significant things related to the total number of Delegates:

· All members of the Board of Directors are Delegates and the number of Directors can vary only from 19 to 21 individuals. (By-Laws limitation).

· All Section Presidents must be Delegates – 24 individuals (currently)

Finally, during the review we also considered the potential membership growth of the association.  We wanted to recommend a formula that will stand at least for a few years – knowing that the association has great plans for explosive membership growth.

Recommendation  It is our recommendation that the Delegate Formula for the Council of Delegates be simply based on a Section’s percentage of the total membership on June 30th of any year.  The total number of potential delegates would always remain at 140.  Twenty one spots are reserved for the National Board*, and 24 spots are reserved for the Section Presidents.  Thus, 95 spots would be divided up annually to the Sections based on the same percentage** they have of the total membership.


EXAMPLE: On June 30, 2007, ACA had 7,269 members.  ACA, New England had 900 of those members (12.4% of the total.)  ACA, New England would receive 12.4% of the available number of Delegates (95) – in addition to their President as a Delegate.  Thus, ACA, New England would have a total of 13 Delegates.
* In the years that the National Board had less than 21 members, the total number of delegates would simply be reduced to either 139 or 138.
** Percentages would be rounded to the nearest whole number, as you cannot have a portion of a Delegate!

Analysis of Impact  We examined what this recommendation would mean to each individual Section.  We based our analysis on June 30, 2007 membership data and looked at both the current formula and the recommended formula.  Results:

· 15 of the Sections would see no change in the number of Delegates

· 3 of the largest Sections would each lose 2 Delegates (ACA, NY, NE, and SE)

· 1 of the largest Sections would lose 1 Delegate (ACA, SC/H)

· 5 of the mid size Sections would gain a Delegate (ACA, GR, NL, OH, RM, SW)
It is our consensus that this recommendation represents the most fair assignment of Delegates, will stand up no matter how large the organization grows, and is in the best interest of the association.  Please let us know if you need further information from us regarding this issue.
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