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The road since the initial survey has taken me in a direction that I had certainly not anticipated as you will see as my report unfolds. I sent e-mails to twenty five active and inactive members of NARFE.  That number has since expanded. Federation President Hughes at my request forwarded it to every chapter president with e-mail. This report reflects the numerous responses that I received minus identifying comments. I was surprised at the lack of response, but I feel that the responses that I received have revealed a truth about our organization that we old timers will be unwilling to easily accept.
What rang loud and clear is the comment from one of the respondents: “Few of our members have ever attended a state convention and even fewer have attended a national convention. The state conventions seem to be primarily to elect officers and approve a budget to maintain the needs of approximately 3% to 4% of our membership.”

I was drawn to the article that Dr. Carew wrote concerning Baby-Boomers. Baby-boomers are the group of potential members that we are seeking as participating members and officers. Baby-Boomers are not joiners in the traditional sense. As one respondent wrote, “First let me admit I'm one of those CSRS retirees who doesn't mind paying the dues but have no real interest in being active in the local chapter.” … “Folks like me would be much more inclined to attend that special meeting as it directly ties into the objective you and I agree on:  I see the necessity of protecting my benefits and recognize that NARFE is the only organization that is dedicated totally to that purpose".  “Frankly Bill the few chapter meetings I have attended in the past were not worth my time because they were generally social in nature and honestly there was minimal things I had in interest with the other attendees. The fact that we all get federal retirement benefits is in fact the only thing we all have in common.”

We had more traditional responses such as: establish an officer academy, cross train officers, identify strong leaders/officers and have them visit other chapters and help.
 All of the ideas included in the total report should be considered and utilized if practical. The following remark is from a former federal executive with vast NARFE experience including chapter and federation president: “It's time to throw out the baby with the bathwater and birth a new baby”.  I have come to believe that he is right on target. I recognize that this will not happen overnight, but we should begin planning now for a logical transition.  This transition by necessity will effect our organization from top to the bottom.
First we must deal with the immediate problem of recruiting officers to lead the”Hero” generation. The following suggestions were submitted:

1. Create a leadership academy.  This assumes that we have potential leaders who need training to step forward and accept responsibility. This should be given consideration.  Perhaps it could be held in conjunction with the federation convention.
a. If this approach is endorsed, I would suggest that President Hughes appoint Jim Whitten, Charlie Pratt, and Walt Smith as a committee to draw up and teach a lesson plan.  Note: We have been provided a couple of excellent presentations from Region V and VII thqat would be a good start.
2. Identify strong officers who can mentor new potential officers.

3. Put a limit on chapter president’s term. A chapter president should be given a few perks while serving. (Help toward attending state and national conventions, a free meal, etc.)

4. Remove the restriction within the bylaws that restrict elected federation officers from holding a chapter office.

5. We must convince proven leaders that NARFE is worth spending their time leading.

6. It should be recognized that we are not looking just for past management experience.  We need leaders with political experience since politics is the foundation of our organization. Some of the best political leaders have never served in management positions.

7. We must establish a common purpose and strive to achieve it. Chapters need a clear definition of their purpose and the purpose of our national organization.
8. NARFE needs to avoid the pitfall of becoming involved with numerous sidetracks that can dilute or distract us from our primary mission..

9. Each chapter president should schedule a different officer each month to run the chapter meeting. It was suggested that doing so would relieve the fear of addressing the chapter and build confidence toward accepting more responsibility.
10. Chapters need to articulate what real difference they create on the political front within the state and nationwide.
11. We need an up to date e-mail address system. Most members now have e-mail capability, but for some reason do not share their address with NARFE. We must seek ways to overcome this resistance.
12. Saturday was identified as a negative factor for chapter meeting attendance.  The thought was that members either have grandkids to entertain on the weekends or weekend golf partners. It was suggested that week days should be given first consideration. In addition to choosing the right day, the place where the meeting is held is also important. It should be centrally located with ample parking.  Good food at a reasonable cost would be helpful too.
13. The chapter meetings have got to be interesting. Most members of NARFE are paying dues to have someone work to protect their benefits.  The baby boomers “especially” only want to meet when there is an urgent need. It has been suggested that we can make inroads if:
a. Members feel there is something to be gained from attending the meeting. Perhaps we should explain WEP-GPO- Premium Conversion Etc.  The persons explaining each would probably learn as much as the audience.
b. If members feel they can make a contribution.
c. If members feel that they belong to the group. We must make all attendees feel welcome.
14. There should be a system to contact those who did not attend the meeting and a calling tree to reach and remind members of up coming meetings.
15.  Perhaps a well organized rally at the NC assembly to promote NARFE issues might help.
16. Chapters/Areas should sponsor a “meet the local candidate night” during election campaigns. It would cost a little time and effort but it would create an awareness of NARFE plus the involvement of our membership.
17. We should seek donated permanent space to house a local/area office. For instance, the Charlotte Credit Union might be willing to donate space since the persons seeking NARFE information would also be potential members of the credit union and vice versa. Senior centers might be another source.
18. Invest in recruitment ads in the local newspaper under the help wanted section. “Needed retired and current federal employees to help protect our annuity.  The national public relations will match dollar for dollar advertising projects.
19. Region V and VII have created a professional presentation that I suggest we have each Area VP share with each chapter within their area. We can also use them as a basis for our own leadership class.
Next we should position ourselves to accommodate future Baby Boomers - NARFE members who do not like formal scheduled meetings still need NARFE.
NARFE is in a transition period from the “Hero” generation to the “Baby Boomers”.  The traditional chapter/federation configuration will not well service the majority of our members in the 21st century. We must recognize that NARFE is a large business and that it should be run like one.  That includes a long term (10 year) business plan.  If NARFE is to survive in the future we must agree upon a long term strategy to improve our organization.  I suggest that NARFE should look something like this in the not too distant future:

1. Headquarters should have one “resident” officer: the National President/Chairman of the Executive Board.

a. The President should be provided a residence.

b. It should be noted that three of the resident officer’s positions are not driven by workload.  They could easily become part-time positions working from home and traveling to DC for special events. (We had to turn down an outstanding, highly qualified gentleman with an awesome resume and background that ran for National Treasurer because he could not commit to moving to DC.)
c. The president would have only two direct reports. (The Legislative Director and the CEO), maybe three if you include the marketing director.

2. Times are changing. NARFE’s day to day operation should be managed by a COO who should be hired by the President/Chairman of the Executive Board with the approval of a 2/3rd majority of the National Executive Board. The COO should serve at the pleasure of the Board.  This position could replace one of the present staff Directors minimizing additional cost. 

Note:  This approach has been tried before and failed because the National Vice-president, Secretary and Treasurer also remained in DC and their duties conflicted with the COO. It should also be noted that the staff was reduced by more than 33% during the COO’s tenure without adversely affecting service.
Benefits:

a. This will open our national officer ranks to many more qualified, dedicated members.

b. The position of Secretary and Treasurer could be combined saving another $100,000.00 annually.
3. Each functional area (Membership, Operations, Finance, Legislative, etc.) could be managed through functional Managers/Directors under the oversight of the COO.  Questionably the Legislative Director could answer directly to President and the Board. (We have Directors for each function in place now.)

4. The new COO would have the flexibility to streamline the entire National Operation in order to utilize the most cost effective methods of operation.

5. The Regional Field Vice President’s position and duties should be enhanced.  The Regional Vice Presidents should be staffed to accept responsibility for most programs now managed by the federations. (WEB Page Coordinator, Public Relations Alzheimer’s, and etc.) 

6. State federations should remain intact but their role should change.  Federations should only be responsible for our core business (Legislation, Membership, and Service). The Regions should provide services for Alzheimer’s, Public Relations,  etc. that are now provided by the state federations. The region will simply serve a larger membership base for our non-critical functions.  This would cut the cost of organizational overhead considerably. In most cases, 50% to 80% of duplicated federation effort.
7. The ten RVPs and three or four national officers would continue to comprise the NARFE National Executive Board/Board of Governors.
8. A Region Executive Board should be created. Each State Federation President would be a member of their Region’s Executive Board. This would get the decision making process closer to the membership.
9. All financial operations for the federations and Regions could be handled by the National Treasurer.  The Region and federation would operate under the national budget.

a. There would be no federation assessment of chapters (Per Capita).

10. Each federation would have a president, a vice president/membership chair, Secretary/Treasurer, a combined national/state legislative officer, and a Service Officer. District Vice Presidents would remain as they are presently configured within each state.
11. There should be one national due which would support the ten regions, federations and chapters. National would provide a portion of the national dues to chapters based upon a certain percentages or dollar figure per paying member. 25% of the national due should be sufficient. (Remember, there would be no federation assessment, so nationwide, chapter dues requirements would be closer to the same amount.) For Chapters with less of a need the excess dues could be refunded to its members. Chapters with a greater financial need could be supplemented from the national due for an adjustment grace period.
12. There should be one super chapter for each Congressional District with satellite chapters scattered throughout each district as they are presently configured or as the might evolve.  I expect the Baby Boomer generation will eventually gravitate to the Area Chapters and will attend chapter meetings when an issue is critical to the protection of our annuities. The super chapter would work closely with the district vice president or could even be chaired by the Area Vice Presidents to provide a newspaper and hands-on guidance for the cluster of chapters within their District.  The super chapter would also provide legislative, membership and service officer advice and counsel to each of the individual chapters within the district cluster.

13. The ten regions could hold a convention during the off year of the national convention.  This would allow maximum participation of national officers and functional directors.  State federation meetings, caucuses/conventions, could be held at the region conventions to concentrate on elections, training and education.

My guess is that we would be able to operate such an organization with an annual national due well below what is being collected now even if we paid federation officers a small stipend. (Remember, Baby Boomers don’t mind paying dues to hire someone to do the work.)
I suggest that it is time to begin a process to reshape NARFE. We should move in a direction that will take advantage of the efficiencies of the 21st century. 

I suggest that our strategic plan should include: 

A plan to refocus upon

 Moving Back to the Basics
We should concentrate our limited Resources on our Core Business.  
Legislation & Membership - Recruitment and Retention – Service
We must cut cost and become more efficient and productive.

We must continue to generate non-dues revenue
If the North Carolina Federation of Chapters can reach a consensus about how to restructure NARFE, we should share our “final” plan with all other federations for their input and/or suggestions.  If we can reach a nation-wide consensus about how NARFE should function in the 21st century we should construct a By-law change to implement the plan. 
I suggest that the plan be implemented over a two to four year period. Once the overall concept has been adopted by the convention the national office should create a committee made up of one member from each region to re-write the by-laws in order to accommodate the planned revisions.
The plan should include:

 Step one: lead NARFE to create a single NARFE due system. Forty dollars almost passed at the 2008 national convention. If we structure NARFE correctly, we should require less.
Step Two: Create an organizational structure for the ten Regions that basically reflects the current federation “program” structure

Step Three: The federations should have their scope of responsibility reduced to concentrate on National and State Legislative issues, Membership, which includes Recruitment and Retention, and Service.   Each state federation would require a president, a vice president/membership chair, a national and a state legislative officer, a Secretary/Treasurer and the current number of district vice presidents (At least one per Congressional Districts).  Note: Region RVPs and state federation presidents should have a two-term, four year term limit or a three-term, six-year term limit.

Step Four:  Appoint a committee made up of parliamentarians within NARFE and chaired by our national parliamentarians to prepare a bylaw revision to accommodate the following plan. 

1. Fold in state federations’ non-critical functions into the region over a two year period. The state federation should have no appointed officers.  

2. The entire organization could be funded by the national dues through the national treasurer.  Based upon a quick survey of the budgets/expenses paid to select State Federation Presidents, VPs, Secretaries, Legislative Officers and District Vice Presidents the officers in question could operate well within a budget based upon the 10% fund presently allotted to federations and the organization should be able to absorb the increased cost of region expansion.

Step Five:  All federation officers could be elected at state convention/caucus’ at regional conventions. 

Federation Presidents

Federation Vice/President/Membership Chair

Federation Secretary/Treasurer (This one may or may not be needed.)
Federation Legislative Officers – National and State

Federation Service Officer

Federation District Vice Presidents

We could require the NARFE National Convention Salary Committee to handle all recommendations for national dues changes.  Once the initial national due is set, the salary committee should recommend to each national convention an increase/decrease in the annual dues to reflect the COLA and/or annual CPI increase.  This would avoid the drastic high dollar, desperation, forced increases that drive our members away.

The Regional Executive Board should consist of:

1. Region RVP as the Chairman

2. State Federation Presidents

All other regional officers should be appointed positions by the Region Vice President and approved by the Region Executive Board and should be provided expenses as required.

The Regional Board could meet three or four times a year, prior to, or after each National Executive Board meeting.

The time is now.  NARFE requires a fix that will get us focused on the future driven by a dynamic plan to propel our business, our organization, into the 21st century.

I will appreciate your consideration of these ideas as we brainstorm our future.

