MARCH/APRIL 2010 REGIONAL SUMMIT DISCUSSIONS OF

ICMA ORGANIZATIONAL STRUCTURE AND GOVERNANCE

(Highlights of comments from the Summits are provided in bold in this discussion handout)  
Introduction: ICMA has worked with state and affiliate organizations over many years, but without the structured, institutional relationships that are more common to membership associations.  In developing ICMA’s 2008 Strategic Plan, the Strategic Planning Committee, working with the ICMA Executive Board, emphasized the importance of strong, strategic partnerships to achieve ICMA’s Mission and highlighted the need for synergistic relationships with state and affiliate organizations – key partners with whom ICMA shares many members and a commitment to advance the profession.  The board decided that it was important to engage in a conversation that looked to the future on how ICMA and these key partners could work together most effectively as envisioned in the Strategic Plan. 
In 2009, as a first step, the ICMA Executive Board asked President David Limardi to convene a task force to consider association governance models that would best address:
· the present and future needs of member and association communities; 

· implementation of the new strategic plan; and

· the changing global environment.  

The task force defined goals for organizational structure and governance and looked at many alternatives including moving towards a more integrated structure, particularly with state and assistant associations, similar to a chapter model common with many other associations.   In this model, ICMA would have formal relationships with all state associations including having all members automatically belonging to both ICMA and the state association.  The task force explored a financial model for full integration, but found that it would not work for members in all states.
The task force then explored what else could be done to achieve stronger partnerships to meet the stated goals – partnerships that would more closely align activities of ICMA and affiliates (state and assistant associations, international and domestic affiliates) and that would be mutually advantageous.  They believed that it was in the interest of both ICMA and state/affiliate organizations to explore new opportunities for partnership and to consider moving beyond the informal relationships that currently exist. 
The board has taken the recommendations and work of the task force and framed proposals and questions to engage the membership and association leadership in further conversation.  The proposals are to stimulate thinking and conversation.  No decisions have been made.  
The Regional Summits provide one useful venue for conversation.  In addition, Regional Vice Presidents will seek opportunities at state meetings to solicit feedback from members and a member survey will be crafted after the Summits.  The board will have a conversation on preliminary feedback at their June board meeting and will assess next steps at the October board meeting in conjunction with the San Jose annual conference.   
PROPOSED GOALS

For Organizational Structure:

A relationship structure with affiliate organizations that:

· adequately supports progress under the new strategic plan 

· fosters connectedness, diversification, economic vitality, next generation outreach, and a worldwide ethical platform 

· provides services to the profession in a complementary way without competing


For Governance:

A governance structure and election process that adequately represents ICMA’s membership; serves the mutual interests of ICMA and state associations; and of ICMA and its international and domestic affiliates (NFBPA, IHN, NACA)
Questions:

· Are these goals important for ICMA and its state/affiliate organizations to achieve?

· Do you agree with the goals as stated? Are there others?
· Would achievement of these goals improve the relationship between ICMA and state/affiliate organizations?
· Does the goal of a governance structure and election process that adequately represents ICMA’s membership meet the needs of ICMA and its state/affiliate organizations?
Discussion Highlights:
· There was general agreement with the goals but some had questions about what had prompted the discussion – what problem needed to be fixed.  The board explained that it was important to engage in a conversation that looked to the future on how ICMA and state and affiliate organizations could work together most effectively as envisioned in the Strategic Plan.
· It was suggested that having more discussion at the state level about Strategic Plan goals and how best to work together could assist with strengthening relationships.
PROPOSALS FOR ORGANIZATIONAL STRUCTURE
Build on the current exploration of new affiliation/partnership agreements with all state/affiliate organizations in order to develop more synergistic relationships.  (Ten state associations have signed agreements and seven are in discussion.) The agreements would share core values and principles but would be tailored to meet the needs, interests and capacities of individual states/affiliates.   

The agreements would strengthen the opportunity for ICMA and states/ affiliates to serve members and the profession more effectively by leveraging resources and minimizing duplication of effort in the areas of membership development, professional development, the awareness of the value of professional local government management and knowledge sharing.   

ICMA is an individual membership organization with no formal defined role for states and affiliates.  The task force sought a model that formalized these important relationships without going to a more typical association model of chapters. The concept was to help ICMA address the dual loyalty of individual members to ICMA and to their states through stronger relationships/alignment that come from specifically defined roles and agreements.  Currently, there are local government professionals who belong to both ICMA and their state associations, others who belong to only their state associations, and still others who belong only to ICMA.

Questions:

· Can affiliation/partnership agreements accomplish the Organizational Structure goals?
· What other vehicles could contribute to accomplishing the Organizational Structure goals?

Discussion Highlights:

· There was general support for affiliation agreements, but many stated a preference for the term partnership instead of affiliation.  

· Attendees supported having some clear minimum expectations for agreements and agreed with the need for tailoring agreements in order to address variations in state associations.

· All regions suggested having templates and signed agreements posted on the web site in the spirit of transparency and to facilitate learning from each other.

PROPOSALS FOR GOVERNANCE
Encourage closer alignment between ICMA and state/affiliate organizations by giving those associations with an ICMA affiliation/partnership agreement direct involvement and responsibility for the identification and nomination of ICMA vice president candidates.  Instead of the current process of providing candidates for the ICMA Nominating Committee to consider, regional nominating committees would select nominees for the ballot.  This would build on the regional protocols that exist in the Northeast, Midwest, and Southeast.  The option to run by petition would be retained.

The task force identified the following as important to changing the nominations process:

· Achievement of the current goals of diverse representation on the ICMA Executive Board:

The ICMA Executive Board’s policy is to recruit nominees who will provide a balanced board that represents the profession and those served by it. 

· A structure and process that is universal

· A system that is more understandable to the membership, state associations and affiliates.

Questions:
· Could delegating responsibility for nominations to affiliated organizations accomplish the governance goals?

· Would this delegation be likely to produce a representative and diverse board?
Discussion Highlights:

· The Northeast, Southeast and Midwest commented positively about the regional protocols and screening panel process that they have been using to endorse candidates to the ICMA Nominating Committee.  The Mountain Plains and West Coast were encouraged to develop protocols.  The MP/WC attendees discussed the idea of states with large numbers of ICMA members (“superstates”) having regular representation on the board.


· There was interest in delegating nominee selection to the regions (with only one name coming out of the screening process), but there were differing views about achieving diversity.  Some still saw the need to have a national nominating committee to ensure diversity; others did not.  There was general support for having a representative from affiliate organizations (the International Hispanic Network, National Forum for Black Public Administrators and National Association of Counties) on each of the regional nominating committees.  

