
Questions for ACA National about Transition (9/20/2010)

General Questions

· What is the desired timeline for unification?
Answer: We have multiple sections who have adopted unification, and plans are in place to meet or set up meetings with those who’ve not indicated their plans to date. Many Sections will address opportunities at their Fall board meetings.  We anticipate most Sections will be in the process of rolling in, or minimally, will have adopted unification, by February, 2011.
· When asked what are the benefits of unification, what is the best response?

Answer: The real benefits of unification are not short-term and tactical but medium to long-term and are strategic.

-Better marketing position

-A larger market share

-A higher public profile

-Greater political influence

-More strategic fundraising

-A larger staff with the ability to specialize and mobilize to provide more service

-The creation of a continuum of service with unified systems and decentralized delivery

-Better economies of scale
Office logistics

· Check writing- Answer: checks will be issued out of the national office.
· Credit/Debit Cards – new ones or continue with the ones we have (currently linked to our existing checking account)? Answer:  New cards will be issued from the national office. The card holder will be responsible for turning in their receipts and coding the expense to the appropriate account.
· Phones (office and cell) Answer:  Office Phones eventually will be integrated with nationals phone system.  However, this may not happen immediately there are details that will need to be discussed so there is no interruption in service to the members. Cell phones will vary by individual.  IRS Publication 535 Business Expense states, “if you have an expense for something that is used partly for business and partly for personal purposes, divide the total cost between the business and personal parts. Only the business can be deducted”.  Some individuals use their personal cell phone for business and will receive reimbursement for the business percentage of the  cost;  others  have a company cell phone that is dedicated for company use only.  
· Reimbursements for internet service Answer: If the internet is used for business and personal the percentage of the cost for business will be reimbursed. (IRS Publication 535). 
· Mileage Reimbursements- Answer:  Employees who must use their private automobile for travel on ACA business shall be reimbursed at the rate authorized by the Internal Revenue Service (currently .50 cents per mile).
· Rate of reimbursements for home office expenses/travel expenses –will this change or stay the same and what is the process? Answer:  We know there are several different processes in place on how home office expenses are currently being reimbursed by section.  Once we have evaluated all the different processes a standard home office expense reimbursement guideline will be developed using industry standards that fall within the IRS Guidelines. In the meantime we will evaluate each situation and if the expenses meet the IRS business expense guidelines the expenses will continue to be reimbursed. If it is outside the IRS guidelines then further discussion will take place prior to a final decision. Travel expense reimbursements that follow ACA Personnel Manual Section E Employee Expense Accounts (see below) there will be no change. If the travel expense is outside the following guidelines then they will be evaluated  prior to making a final decision. 

 Employee Expense Accounts

1.
ACA reimburses employees for all expenses normally incurred in the performance of association business. Employees must exercise good judgment in the use of their expense account privilege.


2.
Expense vouchers are to be compiled and submitted promptly after the expenses are incurred.  These should be submitted in the same month as the expense occurred, if not submitted in the same month at least within one month of the occurrence for fiscal purposes.  Vouchers must be approved by the employee’s team leader.


3.
Receipts for cash expenses should be obtained when possible and attached to the voucher. A receipt for any cash expenditure in excess of $25 is mandatory.


4.
Employees who must use their private automobiles for travel on ACA business shall be reimbursed at the rate authorized by the Internal Revenue Service.


5.
ACA shall reimburse employees for all:

•
Business meals — employees should exercise good judgment regarding prices of meals. No ceilings are set, but prudence is expected. Breakfast is paid if an employee is away from home overnight on ACA business or if it is part of a planned business meeting. Lunch is paid if it is part of an ACA planned business meeting, business appointment, or if traveling on ACA business. Dinner is provided only if an employee is required to attend the dinner as part of a planned meeting, as a business appointment, or if the employee is traveling on ACA business.

•
Hotel/motel bills
•
Tipping (see Office Practices and Procedures for 




Venues and Suggested Amounts)

•
Business telephone calls
•
Parking

•
Transportation including airlines, trains,
•
Postage and shipping
buses, taxis, etc. (economy class only)
•
Other documented ACA business expenses
· Purchase approvals….what is the process? i.e. if I need to buy paper or a new toner cartridge, will I need to get approval prior or just purchase as I need (within budget) as I have been doing? Answer: Prior approval is not required for purchases that are within the approved budget. 
Staff and Human Resources
· Staff meetings – would we be a part of regularly scheduled staff meetings?  Who, what, when, where, etc? Answer:  Yes, you will be an employee of ACA and be part of all regularly scheduled staff meetings. Your participation may be in person or by phone and webinar. . All staff meetings are generally held once per month.  
· What do we foresee around travel to/from Indiana for National Staff meetings/orientation/etc., and how would that work?  Answer: Currently we budget for two in-person staff meetings where all staff comes to the national office for 3 days.  However, based on the association needs there may be the need for additional in-person meetings. The orientation is being developed and will more information on that later.
· Org Chart – when possible, can we get a copy of an updated org chart with a whos who listed on it – and how we fit into it? Answer: We do not operate with a traditional organizational chart.  We use an Operational Design.  We plan to describe how the Operational Design supports our ends during the Staff Development Meeting in October.  Accountability, however, is paramount and there are national performance competencies we each must demonstrate.  We do operate in a collaborative, team environment, have individual job description, and a decision making protocol.
· Evaluation process – what does that look like, when does it happen, what are the outcomes?
(gives commitment, outlines hopes and expectations) Answer: We are testing a new system between July and August this year.  We will provide you with the documents. Your timeframe for review is to be determined. 
· Expenses / Salaries- Answer: We are all a part of the national staff doing the business of ACA.  That said we each have defined work (job description) and assigned primary portfolios that reflect the focus of our work by function and/or geographic concentration.
– how do we split the cost if staff is spending time working on national programs We work with a fiscal allocation process that does not delinate by location but assigned tasks. The allocation process assigns costs to appropriate cost centers.  Each geographic area will be a cost center and the appropriate allocation will be assigned.  Again, the orientation process will provide greater detail.


Education – Professional Development, Conferences

· Education – we are assuming that our local board/council will continue to drive education initiatives (NDOs, Standards Courses, etc).  How will we pursue other opportunities as they arise (such as we did for the Darkness to Light Stewards of Children training opportunity). Answer: Yes, strategic work around education, professional development, and educational alliances will be key for the local volunteer Leadership. Ideally, as part of the transformed association, local leadership can focus more time and energy in this area, and enjoy some relief from other, task-based work. 
· Continuing on in that same topic, if we would like to pursue funding for a local initiative (program or education related), what will the process for that look like? Answer: Together, we will develop sponsorship solicitation guidelines and yes, often, some of the best opportunities are local, others regional, and in many cases national in scope.  
Financial

· How does the National Budget Process work and will our section’s budget really work in that model? Answer:  The budget process involves all staff.   Individual budgets are developed around program areas and then consolidated into one budget.  Sections that roll-up will be assigned a unique cost center number that will be consolidated into the association budget. 
· Expense Reports (staff and volunteers) – how will these be handled and what is the timeframe for turnaround? Answer: Checks are issued weekly.  If the expense is turned into accounting by noon on Wednesday a check will be processed on Friday.  
· Do investments stay in a separate account for our Field Office?  CD, Money Market Answer:  Fund balances that are transferred from a section to the national will be accounted for in a separate unique account on the association Statement of Financial Position (balance sheet).   To maximize efficiency and efficacy all funds will eventually be transferred to national’s financial institutions. 
· With respect to the logistics of Standards, how will visitor reimbursements work this summer?  Who will approve them and how will checks be cut/what will be the turn around so that we can share this information with visitors? Answer: We know that sections reimburse standards visitors differently. Therefore, we will continue to reimburse visitors expenses based on the sections current practice. Once we have evaluated all the different visitor reimbursements a standard guideline will be developed.  Each field office will be responsible for approving the visitor’s expense and authorizing payment.  Checks will be issued out of the national office.  Checks are processed weekly so the turn-around could be less than one week.  

Board of Directors / New Leadership Council

· If we turn over finances by July 1, when do we dissolve our legal board and become a council?  What steps need to be taken legally?  Answer: Our local boards, for the most part, are not “legal” boards. Guidelines for transitioning from board to a leadership council (exact language to be developed)  is something our local and national leadership will work together to created.  Most section boards are not legal entities and only recognized by the national ACA Board’s chartering process.
· Local leadership is and will be critical.  Maintaining that leadership is critical.  Since it is not an issue of legal identify, or dissolving, the practice of bringing together local leaders to help influence, guide and make decisions is paramount.
· ACA national leadership will be working together with local leadership to define roles and responsibilities including needed descriptions. While  some roles will be consistent from area to area, others  will be customized to address  the specific issues and opportunities unique to that area.

· What is the wording that should appear in board minute referencing adopting of ACA Unification?
Standards / Accreditation
· Standards Approval Process – (this might be a long term question), but how will we “approve” visitors, accredited camps, extensions, etc. – currently board does this Answer:  We shared the Heifitz (sp) article with you that describe Distributed leadership . The Standards program is an excellent example of distributed leadership and will continue to  approve  accreditation status
· Are section staff still able to conduct visits as a 2nd visitor? We are aware that national staff are unable to do visits, but this is a big part of learning the camps and people in the section. Answer: For the time being, 2nd visits may continue, however; we are seeking council from the COA around industry standards for staff vs. volunteer visitors. 
Membership

· Currently, local staff members handle most membership on the local level and drive any dues related questions or renewals to staff in the National Office.  Do we foresee this process remaining the same?  How may it be different in the future? Answer: We need to look for efficacy here, with sales, and some customer service taking place locally, with standard processing components and account level customer service taking place at the National Center.  SOP’s around a good, working division of labor to be developed.  Input to be sought from all relevant staff, including staff working on the front line of membership delivery in the field offices. 
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