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STARTING POINT

A Guide to Organizing New Leagues
PREFACE
The LWVUS has prepared this revision of the long out‑of‑print LWVUS publication Grow in response to the many requests from state League leaders for specific "how to" information on the formation of new Leagues.

Our call for input on new procedures at Council '95 and during the following summer elicited many thoughtful suggestions from local as well as state League leaders.  We wish to acknowledge especially the contributions made by the state League leaders who reviewed the draft of Starting Point: Nancy Bassett (NY), Joyce Forney (AZ), Betsy Hedden (CT), Fay Law (FL), Karen Nicholson (TX), Rosemary Shockley (WY), Alice Stolz (WA) and Ethel Sturgis (SC).  Their "hands-on" expertise was invaluable and is much appreciated.

We hope that the suggestions in Starting Point will help simplify and demystify the process of establishing new Leagues.  The Member-at-Large (MAL) Unit approach outlined here is designed to streamline procedures and create an easy‑to‑follow path to local League status.  It replaces the provisional League process used previously.

Delegates to Convention '96 amended the LWVUS bylaws to eliminate the category of provisional League.  The amendment does not affect the status of any existing provisional Leagues until July 1, 1998.  By that date the state League will either have requested LWVUS recognition of the provisional League as a local League or designated the group as an MAL Unit.

The guide is in the form of separable, three‑hole punched sections so that it can be updated as required.  You will find here sections on responding to requests for information, on organizing and nurturing a Unit of members‑at‑large and on helping the group move towards full local League status when that seems appropriate.  The audience for some of the items in the appendices will be state League leaders.  Some items are designed for you to reproduce or adapt for distribution to the members of new League groups in your state.  Other materials cited in the manual may be obtained through LWVUS Publication Sales.

Starting Point is available as LWVUS Pub. # 263, $10.00 and on computer diskette in WordPerfect 5.1 format.

Your comments and suggestions for supplemental materials that you would find helpful would be welcome.

I. INTRODUCTION
The goal of the League of Women Voters is to empower citizens to shape better communities worldwide.  A key strategy for reaching this goal is to increase overall membership, as well as the number, diversity and vitality of local League groups.  By joining the League, citizens can gain the information and skills they need to become effective participants in government.  Belonging to an active local League offers additional opportunities to take part in the democratic process.  And for the organization as a whole, new members and new Leagues mean fresh ideas, innovative approaches to resolving public policy concerns, and ongoing sources of leadership.

State Leagues play the starring role in the formation of new League groups.  They field requests for information from interested citizens and recruit them as members-at-large (MALs).  They help groups of MALs master League procedures and policies, and coach them through the steps towards full recognition as a local League.  The League of Women Voters of the United States (LWVUS) has developed this guide to assist state League leaders in this important work.

Each state League is responsible for setting its own requirements for groups of members‑at‑large within that state.  Such Units vary widely in their level of activity.  In some cases, they may continue indefinitely as Units of MALs; in others, they may serve as the starting point for establishing a new local League in a community.

The materials in this handbook are therefore designed to accommodate a range of approaches to forming new Leagues.  The common purpose--whether the community in question is large or small, urban or rural--is to ensure that fundamental standards of nonpartisanship and an objective approach to issues are maintained while making the process of establishing a new League group both exciting and manageable.

You are encouraged to look over your state League's requirements for MAL Units with the suggestions in this guide in mind.  A regular review and updating of these requirements will help ensure a healthy balance between safeguarding the principles of our organization and setting reasonable expectations for new League groups.

Fifteen Steps to Forming a New League

 1.
The idea for forming a new League arises, either through citizen inquiry or board initiative.


 2.
A nucleus of interested citizens is recruited.


 3.
A state advisor is appointed and confers (in person, by phone) with the interested group.


 4.
An informational meeting is held and the decision to proceed is made.


 5.
Preparations for an organizational meeting are made.


 6.
The organizational meeting is held and requirements for recognition are met (nonpartisanship policy; required number of paid members; leadership team selected).


 7.
The state League recognizes the MAL Unit.


_________________________


 8.
Unit leaders plan a calendar of activities for the year and assign tasks for fulfilling the steps for recognition as a local League.


 9.
The Unit carries out a program of activities that furthers the League's mission, that is of interest to members and the community, and that demonstrates members' understanding of League policies and procedures.


10.
Unit leaders develop and implement a plan for membership growth and diversity.


11.
The Unit meets its financial obligations to the organization as a whole and demonstrates its ability to secure needed member and community support for its operations.


12.
The Unit publishes a regular newsletter that keeps members and community informed about Unit activities, critical issues, and organizational achievement.


13.
The Unit prepares for its annual meeting (budget, bylaws, program and nomination of a slate of officers and board of directors).


14.
The annual meeting is held and final requirements for recognition are fulfilled (bylaws approved, budget and program adopted, officers and board elected).


15.
The state League recommends to LWVUS that the Unit be recognized as a local League.

II. THE UNIT OF MEMBERS-AT-LARGE
The League of Women Voters is organized on three levels--national, state and local--with inter‑League regional organizations (ILOs) in some metropolitan areas.  Recognized local Leagues function in some 1,000 communities throughout the United States.  Members living outside the area of, and not enrolled in, a local League are called members‑at‑large.  These members, whether they join at the state or national level, are automatically members of their state League and of the LWVUS.

A Member-at-Large Unit is a state League‑recognized group of members in an area where there is no local League.  In many communities, the potential for a local League organization is limited by the size of the community itself; in others, the full range of League activity cannot be sustained with the volunteer hours available.  Realizing these facts, state Leagues establish their presence throughout their state by recruiting MALs and by organizing MAL Units.

An MAL Unit offers members an opportunity to participate in selected League activities, serves the community and helps train new leaders for the organization.  It provides the state League with a vehicle for recruiting and retaining MALs--those new to the League, those who belonged to a League in another community or, perhaps, to a local LWV that has disbanded.  And it helps increase awareness of the organization and strengthen the League's voice in all parts of the state.

MAL Units operate under the direction of the state League, which sets requirements for these groups.  A minimum number of members--typically between five and ten--is set by the state board.  A simple organizational structure is prescribed, usually a leadership team composed of a chair, a vice‑chair and a secretary/treasurer.  A nonpartisanship policy must be approved.  And dues are collected to meet state and national per member payment (PMP) obligations.  Typically, the state board appoints an advisor to guide the Unit and to serve as liaison with the state League.

In some cases, the group may operate indefinitely as an MAL Unit; in others, the experience as an MAL Unit serves as a stepping stone towards recognition as a local League.  Guidelines for moving towards recognition are covered in Section VIII.

MAL Units undertake community service projects that encourage citizen participation in government, such as candidate forums and informational meetings on public policy issues.  They also are encouraged to participate in state and national program studies and to respond to state and national action alerts.  State boards may also give permission to MAL Units to work on local issues, under the direction and close supervision of the state League advisor.

III. TAKING THE FIRST STEPS TOWARD FORMING A NEW LEAGUE GROUP
Interest in the League may be sparked by many different events--an impending election, a newspaper article, a controversial issue, a move to a new community.  When this interest prompts a citizen to contact the state League for information about forming a League in a community, it is important to have established a system for responding promptly.  This includes both designating a person to follow up on such contacts and assembling written materials to be sent to interested citizens.

Responding to an Initial Request for Information about Forming a New League
When an inquiry about forming a new League is received, the individual should first be encouraged to join as a member‑at‑large.  A follow-up phone call to answer questions and offer assistance should be made by the designated state League contact.  This contact person could be the state League's Unit coordinator--the person responsible for overseeing MAL Unit operations in the state--or a League advisor, someone who will serve as a mentor to the group during its formative stage.

An introductory packet of material should be sent promptly.  The packet might include items such as membership brochures, basic information about establishing a new League group, suggestions of steps to take to recruit a nucleus of members-at-large, and the names of any MALs living in the area.  (See Appendix I.A.1. for sample response letter.)

Of course, the state board itself can take the initiative to recruit members-at-large and form a new MAL Unit.  When there are several members-at-large in the same community, a state League representative could contact them personally and send them a similar introductory packet of organizing materials, or the board could solicit contacts from interested citizens by placing an ad or opinion piece in the local newspaper.

Convening an Informational Meeting to Introduce the League
When several members‑at‑large in the community seem eager to learn about formal League involvement, the state League contact should help the group make arrangements for an initial informational meeting.  One or more representatives of the state League--the Unit coordinator, the likely state League advisor for the group or other experienced League members--should plan to attend.

The informational meeting can be handled in one of two ways.  It can be a small gathering with the handful of people who have expressed an interest in forming a new League.  Or it can be a community‑wide meeting to which the public is invited.

The purpose of the meeting is threefold:


o
To introduce the League.  The League's mission, nonpartisanship and unbiased approach to issues should be explained, and its history, multi‑level structure and multi‑issue program covered briefly.  "The League in Profile" (LWVUS Pub. # 1009) provides good information from which to develop a concise orientation to the League.


o
To assess the level of interest.  Next on the agenda should be a discussion of MAL Units‑-the benefits they offer to communities, the opportunities they afford their members, and the steps involved in establishing and maintaining a League group.  This will help those present decide whether they want to move forward with forming a League group.


o
To plan an organizational meeting.  If the group is interested in taking the next step, the state League representative(s) can help them begin planning an organizational meeting.  The purpose of this next meeting will be to generate wider community interest in the League, recruit additional members, select a leadership team, adopt a nonpartisanship policy and outline a calendar of activities.

The date and time selected for the organizational meeting should be convenient for the widest audience possible.  Choosing a site that is open to the public can help attract potential members from outside the group's immediate circle of friends and colleagues.  Everyone present at the planning meeting should contribute to an extensive list of friends, neighbors, business associates and community leaders to receive personal invitations to the organizational meeting, and a plan to publicize the meeting should be developed.

The state League representative can play a key role at this point by helping the members identify and reach out to all segments of the community as they prepare to launch their new group.  The organizational meeting sends an important signal about the League's commitment to reflecting the concerns of all citizens.  It gives the group an opportunity to share leadership and chart the League's future with diverse community members, enhancing the organization's future ability to bring about positive change.

Other assistance might include providing sample press releases, talking points about the League and a list of any former League members in the area, if records are available.  The representative also can help the group schedule any additional work sessions that might be needed to prepare for the organizational meeting.  The offer of a modest start-up fund to assist with initial organizing expenses can provide important evidence of the state League's support.

Before adjourning, everyone attending this informational meeting should be asked to join the League on the spot, if they have not already done so.

Assessing Community Potential for an MAL Unit
Determining the potential of the community to sustain a new League group is among the first steps to be taken in organizing an MAL Unit.  The state League contact, working with a nucleus of interested members‑at‑large, will want to consider the following:


o
Level of interest, enthusiasm and commitment of the group's leaders.


o
Potential of the group to reflect the diversity of the community.


o
Opportunities for League involvement in the community.


o
Resources, such as the strength of other community organizations and the likelihood of support from key segments of the community.


o
Population characteristics and outlook for growth.

If completed in time, the results of this informal "feasibility study" could be shared with those attending the group's organizational meeting and then become part of the group's application to the state board for recognition as an MAL Unit.

IV.  ORGANIZING A UNIT OF MEMBERS-AT-LARGE
The state board should appoint an advisor to work with the new group as early in this organizational period as is appropriate and possible.  Important momentum can be gained if the advisor can attend the group's first informational meeting, and certainly she/he should be in place in time to attend the organizational meeting.

The advisor may be a current or former state board member, a former local League president, or another experienced League member.  Proximity to the new group is a plus.  In special circumstances, therefore, it may be practical to recruit an advisor from a neighboring state League.

The qualities to be considered in selecting an advisor include enthusiasm, League experience, and the ability to enjoy and work well with people.  An advisor should be flexible and should be able to communicate the intent and basic philosophy of the League.  She/he should be ready to help the members think through their strengths and weaknesses, realizing that each League group needs to find the approach and solutions that work best for it.  The advisor also should keep in mind the many other demands that the Unit leaders may be juggling, often including full-time job and family.

Holding an Organizational Meeting
An organizational meeting is held once a nucleus of members‑at‑large has demonstrated serious interest in moving forward with establishing an MAL Unit.  The meeting should be held at a convenient time, in a location open to the public, and should be well publicized.  Its purpose is to fulfill the minimum requirements for recognition set by the state League for MAL Units.

The state League advisor should offer whatever assistance the group may require in preparing for the meeting, as well as attend the meeting with other available state League representatives.  Their attendance helps demonstrate to both the members and the community the state League's support for the new group.  (See Section VI, State League Support.)

For the benefit of those who may not have attended the initial informational meeting, a brief overview of the League's mission, structure and program could be presented.  The main items of business for this meeting, however, are the following:


o
An explanation of the requirements that must be met to achieve initial recognition as an MAL Unit, namely, a paid membership that meets or exceeds the number set by the state League, the selection of leaders for the group and the adoption of a nonpartisanship policy.


o
Collection of state dues from any new members present and a discussion of whether additional local dues will be assessed.


o
Selection of a Unit chair, vice‑chair and secretary/treasurer-- and other members of the leadership team, if desired.


o
Discussion and adoption of a nonpartisanship policy.


o
Approval of a calendar of activities for the first few months, with assignments for carrying out these plans.

It may be helpful to allow some time, either at the beginning of the meeting or following the discussion of requirements for MAL Units, for those present to become better acquainted before proceeding to the selection of the leadership team and the development of the nonpartisanship policy.  If available, the results of the group's informal "feasibility study" also could be discussed during the first part of the meeting.

The Unit leaders should arrange to meet with their advisor (or consult via phone, fax or e-mail) soon after this meeting to develop plans for the balance of the year.  These plans should be presented to the rest of the members for approval.

Selecting Unit Leaders
A certain amount of structure is needed to provide leadership for the MAL Unit.  Typically this includes a chair, a vice‑chair, and a secretary/treasurer.  As the Unit grows, it may be helpful to separate the offices of secretary and treasurer and to appoint other members to take responsibility for various aspects of the MAL Unit's work.  (See Appendix II.A.1. for suggested job descriptions for the leadership team.)

In filling positions on the leadership team, it can be effective in the early stages to talk about the jobs to be done instead of focusing on job titles.  A member may be more willing to "preside over meetings," for example, than to volunteer to be "unit chair."  Similarly, "helping to plan a budget and collecting and recording dues" is a tangible description of what is expected of a treasurer, and "keeping a written record of what happens at meetings" may sound manageable to a potential secretary.

The leaders of the MAL Unit are responsible for planning and overseeing the implementation of the group's program and voters service activities and for helping their members gain understanding of League policies and procedures.  They work closely with their advisor to ensure that all Unit activities are carried out within League guidelines.

If the organizing group is large enough, consideration should be given to appointing membership, program and voters service chairs at the outset.  Additional chairs or committees (to handle finance or publicity, for example) can be added as the Unit grows.  Individual members can be invited to take on well defined, short-term projects.  Involving members is essential to the Unit's ultimate success, as it deepens members' understanding of the organization, helps build commitment to the League's mission and develops new leadership.

Adopting a Nonpartisanship Policy
The League of Women Voters is a nonpartisan organization.  It does not support or oppose any political party or any candidate for elected office, whether or not the candidate is affiliated with a particular party.  The organization's nonpartisanship policy has added strength to its positions on issues and credibility to its voters service and educational work.  Safeguarding the League's reputation for nonpartisanship is of paramount importance.  For this reason, approving a nonpartisanship policy is among the first requirements that must be met by any MAL Unit.

While the League urges its members to be politically active as individuals, the involvement of League leaders who hold sensitive positions must be limited.  The political activities of the Unit chair and the voters service chair, for example, must always be restricted, while guidelines for others will depend on the political climate and traditions of that community.  The group's nonpartisanship policy spells out these limitations.

The policy, which should be reviewed and reaffirmed each year, should include the following:


o
A statement of the nonpartisan nature of the organization.


o
Guidelines for the leadership team.


o
Guidelines for the general membership.

The state League advisor or other state League representative attending the organizational meeting can be of great assistance in helping the members consider the issues involved in developing a nonpartisanship policy for their new group.  (See Appendix II.A.2. for a suggested discussion guide and sample MAL Unit and local League nonpartisanship policies.)

Drafting Additional Policies
No bylaws are required for MAL Units since they are covered by applicable sections of the state League bylaws, as well as by state League policies and procedures.  In the weeks following the organizational meeting, however, the Unit should adopt additional policies that supplement, and do not conflict with, state League policies.

Local policies might include:


o
Delineation of the Unit's basis of organization (the geographic area it covers).


o
Identification of leadership positions and specification of terms of office and method of selection.


o
Statement on commitment to diversity.


o
Restrictions on the use of the membership list outside the League.


o
Guidelines for joining coalitions.


o
Restrictions on circulating petitions at Unit meetings.

(See Appendix II.A.3. for a sample policy sheet.)

Recognizing the New MAL Unit
Once the minimum requirements have been met, the group's advisor requests that the state board officially recognize the formation of the new MAL Unit.  The state League president sends a letter of welcome, and appropriate mention is made in the state League newsletter and other organizational mailings of the expansion of the League into a new area of the state.  An appropriate recognition at the next state council or convention is highly recommended.

V.  SETTING MINIMUM REQUIREMENTS FOR MAL UNITS
Requirements for MAL Units are determined by each state League and fall into two categories.  One set of requirements must be met when the MAL Unit seeks recognition from the state League.  These may be supplemented by a second set of requirements that the group is expected to fulfill in order to remain in good standing.

Minimum Requirements for Recognition
Since official recognition can be very encouraging to the new Unit-‑a sign that the group has been accepted by the larger organization--it is important to make this first step as straightforward as possible.  The group should be expected to provide evidence that it has:


o
Enrolled the required minimum number of paid members, as determined by the state League (typically between five and ten members).


o
Adopted a nonpartisanship policy.


o
Filled the leadership positions specified by the state League.


o
Planned meetings or activities for the first few months.

Minimum Requirements to Remain in Good Standing
State Leagues may wish to set additional requirements for MAL Units to meet at a later date--at the end of the first year, for example--as a means of encouraging their growth and development.  These additional standards of performance should be realistic and flexible, however, as groups will vary widely in terms of size, leadership, member interest and general capacity for League work.
An MAL Unit in good standing would be expected to:


o
Maintain the minimum paid membership set by the state board.


o
Reaffirm annually, and adhere to, a nonpartisanship policy.


o
Maintain a leadership team adequate to guide the Unit.

An MAL Unit also might be encouraged to:


o
Conduct an annual meeting to adopt a budget and select leadership.


o
Hold a specified number of additional meetings each year.


o
Publish, at least quarterly, a newsletter for its members.


o
Develop and implement a membership recruitment and retention plan, with strategies for building a membership as diverse as the community.


o
Develop and implement a diversified fundraising plan.


o
Participate in state/national League meetings, studies and action.


o
Participate in leadership training.

 VI.  STATE LEAGUE SUPPORT
Role and Responsibilities of the Unit Coordinator
Each state League establishes its own system for overseeing the well‑being of its Units of members-at-large.  Typically the responsibility for monitoring these groups is assigned to a state board member, in some cases as part of a larger portfolio (that of membership chair, for example, or organizational vice president) and in other cases as a sole assignment.  Whatever her/his title, this "Unit coordinator," in partnership with the Unit advisors, has an important role to play in helping organize and manage new League groups in accordance with state League guidelines.

When an MAL Unit has been recognized by the state board, the coordinator's responsibilities could include making sure that:


o
The new group has been recognized by a letter of welcome, signed by the state League president.  (See Appendix I.B.3. for sample letter and list of suggested enclosures.)


o
The appropriate state League board member or staff person has 1) issued a check for start‑up funds (if such funds are provided); 2) ordered subscriptions for LWVUS Duplicate Presidents Mailings (DPMs) for the Unit chair and the Unit advisor;  and 3) added the Unit chair and advisor to the mailing list for all materials sent to local League presidents.


o
The LWVUS has been notified of any new members on the appropriate forms.


o
Basic leadership materials and new member packets have been delivered to the Unit chair and advisor.  (See Appendix I.B.1 for a list of suggested leadership resource materials.)

The MAL Unit coordinator's ongoing responsibilities could include:


o
Reviewing, updating, and/or preparing a state League member‑at‑large handbook.


o
Reviewing and developing policies affecting MAL Units, as needed, and presenting them to the state board for approval.


o
Assisting and guiding MAL Unit advisors.  Regular phone calls as well as annual (or more frequent) meetings with the advisors to share ideas and success stories are well worth the effort.


o
Reporting to the state board on the health of each MAL Unit, based on the reports received from the Unit advisors and from the Units, if required.


o
Keeping the LWVUS informed as appropriate of the progress of MAL Units moving toward local League recognition.


o
Establishing procedures to ensure that:




DPM subscriptions are renewed as needed and that any changes in MAL Unit leadership (names and addresses) are passed along to the LWVUS, the state League office and local League presidents.




Each Unit's membership records agree with those of the LWVUS and the state League and that membership changes are passed along promptly.




Each Unit submits its official January 1 membership count to the state League office in a timely fashion.

Role and Responsibilities of the State League Advisor
The advisor represents the state League and acts as the link between the MAL Unit and the state board.  Her/his role is to help the group's members develop an understanding of the programs and activities that are appropriate for furthering the League's mission, to support and assist the Unit in whatever it undertakes, to keep up the interest of the members and to guide and 

counsel its leaders.  A close personal relationship between the advisor and the members of the MAL Unit can contribute greatly to the group's ability to learn and grow.

To assist the advisor, the state League provides leadership materials, a subscription to the LWVUS Duplicate Presidents Mailing, state board mailings and other pertinent resources.  (See Appendix I.B.1. for a list of suggested leadership resource materials.)

The advisor's specific responsibilities are to:


o
Consult with, and advise, the Unit on all aspects of League activity. The advisor is not expected to be an expert in all areas and should call on other state League leaders for assistance whenever necessary.


o
Keep in close touch with the Unit chair through occasional personal visits, phone calls, mail and/or e‑mail. The advisor should receive copies of newsletters, meeting minutes and reports of Unit activities (if required).


o
Encourage the Unit to develop and implement a plan for membership recruitment and retention, including strategies to build a membership that is as diverse as the community.


o
Encourage the Unit to develop and implement a plan to ensure its financial stability.


o
Encourage the Unit to send representatives to statewide events, such as workshops and conventions/councils, and to purchase every-member and leadership publications and materials, as well as specific publications on program items, over and above those routinely sent.


o
Attend the Unit's annual meeting, as many leadership team meetings as possible, and other meetings and events as time and resources permit.


o
Consult with the Unit, as needed, on its responses to action alerts from the LWVUS and state League, and on all letters to elected officials, news releases, letters to the editor and public statements; approve all local publications; approve any involvement in local issues, including study, consensus and action.


o
Ensure that records are properly kept, that reports are completed and submitted on time, and that leadership changes are reported promptly to the state League office.


o
Report to the state Unit coordinator (or other designated board member) before each state board meeting on the progress of the Unit.  Consult with the coordinator promptly if a serious problem arises.


o
Arrange for regular leadership training sessions for Unit leaders.

VII. NURTURING AN MAL UNIT
Once the state League has recognized an MAL Unit, its task is to help the group develop according to the interests and capacity of its membership. The energy and level of resources that state League leaders decide to devote to an MAL Unit, however, may depend in part on their assessment of the group's potential for growth.

Some groups are likely to operate indefinitely as state Units, requiring steady but modest levels of state League oversight to help them maintain a meaningful League presence in their community.  If, however, the population in the area is substantial and/or there is evidence of significant member‑at‑large and community interest, the state board may wish to encourage the group to work toward local League status from the outset.  Such a group would require intensive guidance and mentoring.  Both types of Units will benefit enormously from regular leadership training sessions arranged by their state advisor.

In the case of a new group that does have strong potential and that could benefit from intensive state League guidance, the state board may want to consider applying to the LWVUS for an organizational grant to assist with its organizing expenses.  (See Section IX. for details.)

All League groups, whether they are on a "fast track" toward becoming a League or they expect to continue as an MAL Unit, should be encouraged to give attention to:


o
Membership growth


o
Diversity


o
Program work


o
Voters service


o
Financial stability


o
Communications

Although the following discussion is designed especially for newer MAL Units that are working towards becoming recognized local Leagues, it is relevant for League groups at every stage of development.

Membership Growth
Developing and implementing a plan for membership recruitment and retention should be a priority for all League groups.  MAL Units of any size can make an important contribution to their community, but all League groups can benefit from bringing in new members with new ideas and energies.  All League groups need to emphasize membership growth in order to maintain their momentum and viability.

Increasing the size of their membership should be a major first-year goal for the leaders of any newly recognized MAL Unit.  Their state League advisor should encourage them to:


o
Set a specific numerical goal for membership growth.


o
Identify community groups and individuals to target for recruitment.


o
Design a program of activities that will generate community interest and attract new members.


o
Schedule activities at times and in places that are convenient and inviting to the widest audience possible.


o
Build a membership recruitment component into every activity, including a brief presentation about the League and an invitation to everyone present to join the League.


o
Develop a system for following up with those who express an interest in the League (for example, by attending a League event).


o
Develop a system for following up with all new members to help them find a level of involvement that suits each one.

Diversity
An integral component of the MAL Unit's plan for membership growth should be strategies to recruit a membership that reflects the diversity of the community.  League members at every level recognize that diverse perspectives are necessary for responsive and responsible decision making and that inclusiveness enhances the organization's ability to be an effective voice for all citizens.  Adopting a diversity policy and developing diversity strategies are important first steps towards achieving this fundamental goal.

The multi-year plan of action to achieve diversity in the League adopted by the LWVUS/EF will concentrate first on achieving racial and ethnic diversity but will also include technical assistance to Leagues to ensure that all programs and meetings are barrier-free for members with disabilities.  A Diversity Implementation Task Force of the board has been established as part of this plan of action.

Key steps for MAL Unit leaders in meeting the challenge of achieving diversity:


o
Make a personal commitment to diversity.


o
Develop a written policy that affirms the MAL Unit's commitment to diversity.


o
Identify and learn about groups with diverse perspectives in the community.


o
Set goals for increased diversity and develop an action plan to achieve these goals.


o
Identify opportunities to network and collaborate with diverse groups in the community.


o
Weave diversity goals and strategies into all League programs and activities.


o
Hold meetings in locations that are inviting to all people in the community.


o
Establish an environment that is welcoming and supportive of all members.

(See Appendix II.B.6., "Tips For Achieving Diversity," for additional suggestions of ways in which to build a membership that reflects the diversity of the community.)

Program Work
A meaningful and compelling program is essential to the success of any League group.  Our program is what we offer our members, it's what attracts others to join us, and it's what we do for our communities.  Through its education and advocacy work, the new Unit will be helping fulfill the League's goal: to empower citizens to shape better communities worldwide. (See Appendix II.A.5. for a more detailed discussion of building an effective League program.)

The Unit members' first step in planning their activities for the year is to select the issue(s) they want to address.  Choosing issues that are timely, that need public discussion, and that are of vital concern to the community will help attract an audience and establish the group as an organization that can make a real difference.

Among the topics the group could consider are those issues targeted for emphasis at the state and national levels, particularly if one or more of them is generating a lot of community interest.  Another option is to focus on a purely local issue that can then serve as a means for the new members to learn about the structure and operations of their local government.  A thorough understanding of the governmental decision-making process is key to effective citizen education and advocacy.

The range of topics from which to choose is formidable, and the Unit may be tempted to adopt an overly ambitious agenda.  The state League advisor can play an important role in helping a Unit focus its energies and develop a program of activities that matches its resources and sends a coherent message about the League's purpose.

After identifying the issues they wish to explore, the members can plan the activities they will undertake in working on those issues.  Possibilities include:

Member and Community Education

o
Meetings with a guest speaker.  This could be a local government official discussing an issue of community concern or a state League leader talking about one or more state or national League program priorities.


o
Discussion group.  Members may want to meet to explore one or more public policy issues in depth, perhaps as a follow‑up to a presentation by a guest speaker.


o
Tours and visits.  Attending a city council meeting (preceded perhaps by a discussion with two or three city officials about the issues on that evening's agenda) can help League members learn about how their local government works.  A visit to a landfill, a public works project, or a social service agency can make public policy issues come alive.


o
Community forums.  A panel of speakers with a range of perspectives can help citizens learn about possible solutions to a critical governmental issue and how they can make their own opinions heard.


o
"Know your community" project.  New League groups often conduct an in-depth study of their community, gathering information on the structure and procedures of the various governmental bodies within their jurisdiction.

Study

o
State/national studies.  MAL Units are encouraged to take part in state or national League studies under way and in the related member agreement process.


o
Study of an existing state/national position.  The group may want to learn about an existing position from the state or national League program and examine its relevance to the community.  The members also could use local study material developed by another League in the state as the basis for an examination of the issue from the perspective of their own community.


o
Local study.  With permission from the state board, the group may undertake a study with consensus on a local issue.  This kind of hands‑on learning experience can serve as a valuable introduction to the League's balanced approach to issues.  Close supervision by the state League advisor would be essential.

Action

o
State/national action alerts.  MAL Units are encouraged to respond to action alerts from the state and national levels.


o
Local action on state/national positions.  With permission and guidance from the state League advisor, the group may apply a state or national League position to a local issue and take appropriate action.


o
Local action on a local position.  If the MAL Unit has completed a study and consensus on a local issue, it may, with permission and guidance from the state League advisor, take appropriate action based on that position.

Other Activities

o
Observers.  The MAL Unit may form an observer corps to attend and report on local government meetings.


o
State/national program planning.  MAL Units may help set the state and national League agendas by taking part in the program planning process.

Voters Service
Providing election‑related services was one of the original purposes of the League's founders and continues to be a primary activity of League groups everywhere.  Many members are first drawn to the League through voters service and it often provides the original impetus for the formation of MAL Units.  The state League advisor will, of course, want to work closely with the Unit to ensure that it maintains strict nonpartisanship in conducting any and all voters service projects.

Among the voters service activities the group may want to consider are:


o
Registering voters and disseminating registration and voting information.


o
Conducting a get‑out‑the‑vote campaign.


o
Sponsoring candidate meetings or debates.


o
Sponsoring pro/con forums on ballot issues.


o
Compiling local voters guides/candidate questionnaires; distributing those and state guides/questionnaires.


o
Publishing a local directory of elected officials.
Financial Stability
The MAL Unit must be adequately financed in order to operate and carry out its goals.  As the members make their plans for the year, the state League advisor can help them develop a budget showing the expenses they expect to incur and the sources of anticipated income.

Since members‑at‑large join by paying dues to the state League (except for those members who have joined as nationally recruited members) the new MAL Unit will need to decide whether it wishes to assess additional local dues to help support its activities.

In making that decision, the group will want to evaluate other resources that may be available.  Some state Leagues, for example, provide a small start‑up fund for new MAL Units.  Others rebate a portion of the state dues to help the new group get started.  Many state Leagues also provide key leadership materials such as subscriptions to state and national Duplicate Presidents Mailings.

MAL Units also are encouraged to seek financial support from the community at large.  This will become easier to do as the group begins to gain visibility and recognition through its voters service and citizen education projects.  The state League advisor can help by sharing successful fundraising experiences of other League groups and by explaining how tax‑deductible contributions may be made.

Communications
As they grow in strength and numbers, Units are encouraged to publish a regular newsletter to keep members informed about meetings and other organizational issues.  Funding will have to be provided for in the Unit's budget.  A simple two‑page newsletter, produced quarterly, would make a good beginning.  The advisor can help by sharing examples of attractive and interesting newsletters published by other League groups.  The Unit leader can be added to the mailing lists of local Leagues.

Visibility for each activity on the MAL Unit's agenda should be built into every project.  External communications are essential to the success of each individual activity and to the long-term growth of the new League group.  Consider:


o
Regular announcements of League meetings in the local newspaper's calendar of events, on local radio and on TV, as well as on a variety of community bulletin boards.


o
Letters to the editor.


o
News releases, particularly when new leaders are selected.

VIII. MOVING TOWARD RECOGNITION AS A LOCAL LEAGUE
In addition to planning and carrying out the program‑related and voters service work of the League--the activities that draw most members into the organization‑-the leaders of an MAL Unit that is aiming for local League recognition will need to give attention to fulfilling certain requirements.  The state League advisor plays a very important role in helping the group keep track of the tasks that need to be accomplished, providing sample materials and advice whenever needed, and keeping up everyone's enthusiasm.

The state board is responsible for deciding when an MAL Unit has met the necessary requirements and for requesting that the LWVUS recognize the group as a local League.  In making its request, the state board will be affirming that the MAL Unit has fulfilled all League requirements approved by delegates to national convention and any additional requirements that may have been set by that state League.

(See Appendix III.B. for a checklist for MAL Units working towards local League recognition.)

LWVUS Requirements
Delegates to the 1986 LWVUS convention approved a set of requirements that local and state Leagues must meet to gain LWVUS recognition and to maintain League status.  As amended at the 1994 convention the requirements are as follows:


o
The League must have bylaws, the first three articles of which must be consistent with those of the LWVUS.  The remaining articles must provide for democratic procedures.


o
The League must establish and maintain a nonpartisanship policy.


o
The League must hold an annual business meeting of the membership.


o
The League must hold regular board meetings.


o
The League must meet its financial obligations to the state and national levels of the League.


o
The League must have a plan for membership growth and retention that encourages a membership as diverse as the community.


o
Any advocacy pursued by the League must be consistent with League principles, positions and policies.

State League Requirements
Any additional requirements set by the state League should be flexible, allowing for variations in structure and activity level while safeguarding basic League standards of operation.  In many cases, these are called "guidelines" or "standards."  It is understood that they are goals that may not be achieved every year by every League.  These often provide a yardstick by which the state League measures the MAL Unit's readiness to be recognized as a local League.

Topics frequently covered by these state League requirements, or guidelines, include:


o
Membership.  Most state Leagues specify a minimum number of members for their local Leagues.  While this number should be larger than that required for recognition of an MAL Unit, it also should be reasonably attainable by League groups in a variety of settings.


o
Leadership.  Elected officers and board members are often mentioned, although local Leagues are given considerable flexibility in determining the exact configuration of their boards.


o
Meetings.  Some state Leagues suggest that a minimum number of general meetings be held annually (in addition to the annual business meeting and regular board meetings specified in the LWVUS requirements).


o
Local newsletter.  Regular communication with members often is pres-cribed, although the frequency and format is left up to the local LWV.


o
Program/voters service.  Some state Leagues require MAL Units seeking local League recognition to carry out at least one project to demonstrate members' understanding of League policies and procedures.


o
Knowledge of local government.  Familiarity with the structure of the local government is expected, although MAL Units are allowed to satisfy this requirement in a variety of ways.  It can be demonstrated in the course of carrying out a local study, for example.  In other instances, League members produce a written document, ranging from an informal compilation of existing materials to a formal study leading to a "Know Your Community" publication.


o
Jurisdiction.  Early on, the MAL Unit will have worked with the state LWV to determine the geographical area for the group's basis of organization and assess the potential of the community to sustain a local League.

IX. APPLYING FOR AN ORGANIZATIONAL GRANT FROM THE LWVUS
If an MAL Unit demonstrates strong potential for achieving full local League status, and the state League needs help with its field service expenses for the group, the state board may want to apply to the LWVUS for a one-year organizational grant.  In considering an application for such a grant, the LWVUS will look for evidence that the group has achieved recognition as an MAL Unit and for a detailed budget showing how expenses for assisting the group will be shared.  The one‑year grant may be renewed for a second year.  The LWVUS will also provide one free Duplicate Presidents Mailing to the MAL Unit during the organizational grant period.

The fact that an organizational grant may be renewed for a second year is not meant to suggest that such Units must spend two years fulfilling the requirements for recognition set for local Leagues.  If at any time during the grant period the MAL Unit meets all these requirements, the state League should promptly submit a recognition request to the LWVUS.  On the other hand, if at the end of the two‑year grant period the state League believes the group is not ready for full local League status, the group can continue as an MAL Unit, but without additional LWVUS funding.

In applying for the grant, the state League will be asked to provide:

Evidence of the MAL Unit's potential, including:

o
Number of paid members


o
Level of interest, commitment and enthusiasm of the group's leaders


o
Description of organizing activities to date


o
Plans for membership growth and diversity, program activities, voters service, financial stability and communications


o
Other resources, such as members with previous League experience or a supportive civic and business community

Indication of how this MAL Unit will increase the League's demographic or geographic diversity
A state League field service plan for the group, including:

o
Name and qualifications of the group's state League advisor


o
Proposed method of working with the group, including number of visits planned


o
Plans for leadership training for the group


o
Goals and a time line for achieving local League status

Copy of a budget of anticipated expenses for carrying out the field service plan, including:

o
An indication of how these expenses will be shared among the state League, the LWVUS, and the MAL Unit.

In considering a request for a one‑year grant renewal, the LWVUS will look for:

An assessment of the MAL Unit's first year, including:

o
Growth and diversity of membership


o
Strength of the leadership team and development of future leaders


o
Adherence to the group's nonpartisanship policy


o
Growth in understanding of League positions, policies and procedures


o
Involvement in issues of importance to the community


o
Efforts made to become knowledgeable about local government


o
Activities carried out, including program work and voters service


o
Internal operations, including board meetings and annual meeting


o
Funding sources and financial stability


o
Communication with members and degree of member involvement


o
Community awareness of, and support for, the MAL Unit

An evaluation of the first year field service plan, including:

o
A progress report on the goals and time line for achieving local League status


o
State League assistance provided

An accounting of income and expenses related to the budget for the first year
An updated field service plan for the second year
A budget of anticipated expenses for carrying out this field service plan
(See Appendix I.B.6. for an organizational grant application form with a complete list of documentation requested.)

X. EXPLORING NEW APPROACHES
From time to time, a potential new League group will need a different type of support or will want to follow a different organizational approach than that outlined in the preceding sections.  These include Units that cross state boundaries, Units that are sponsored by an existing local League or Inter-League Organization (ILO), on-campus student Units, and corporate Units.  Other innovative approaches, such as electronic League Units, are just now beginning to be discussed.

Flexibility, common sense and a willingness to experiment are among the keys to success in adapting traditional procedures to fit the special circumstances of groups such as these.  The LWVUS Member Services Division is eager to work with League leaders wishing to tailor an approach to the needs of a particular group.  The LWVUS also can link members interested in sharing experiences in forming new Leagues.

MAL Units that Cross State Boundaries
On occasion, interest in forming a new League group may come from a community that is closer geographically to experienced League leaders in the next state than it is to representatives of the home state League.  In such cases, the two state Leagues will want to work together to develop a plan to assist the new group, monitor its progress and divide responsibilities fairly.  Good communication throughout the MAL Unit period, however long it may last, will help ensure that the group receives the guidance it needs to grow to its full potential.

Among the issues the two state Leagues will want to address are:


o
Supervision.  The state League advisor assigned to the group is likely to be a League member from the neighboring state.  A routine for reporting regularly on the progress of the Unit to the home state League board should be established.  The advisor should also receive copies of all mailings and other leadership materials from the home state League so as to become familiar with the priorities and issues pertinent to that League.


o 
Finances.  The members of the new League group will pay PMP to, and be members-at-large of, their home state League.  Much of this PMP will help offset the cost of providing mailings and leadership materials to the MAL Unit and to its advisor.  The two state boards will want to work out an arrangement for handling any other expenses (such as travel and phone) the advisor may incur.


o
Requirements.  The group will follow the same organizational steps, undertake the same kinds of activities and need much the same assistance as any MAL Unit.  If the two state Leagues have developed different requirements for their MAL Units, they will want to clarify what is to be expected of this new group.


o 
Information.  Members of the MAL Unit will want to receive their home state League newsletter to learn about public policy and election-related issues that affect them.  They may be interested in learning about statewide meetings sponsored by the neighboring state League as these may be more convenient to attend than those in their home state.  The group's advisor should be on the alert to pass along such information to these members.

Local League-Sponsored Units
Some new groups develop under the auspices of a local League.  This occurs when the residents of an area where there is no League organize as a sponsored Unit of an existing local League nearby.  The impetus may come from the residents of this new area themselves; or the sponsoring League, interested in expanding its base of operations and increasing its membership, may take the initiative.

Establishing a sponsored Unit implies more than recruiting a handful of members from a nearby town or neighboring county that has no League of its own.  The Unit typically will have a substantial nucleus of members (ten or more) who are interested in bringing the League into their community and who are willing to assume some organizational responsibility for making that happen.  The organizers can have a sponsored Unit in mind from the outset, or the Unit can evolve gradually as membership in the "unincorporated" area grows and interest in pursuing a League program specific to that community develops.

The sponsored Unit is an integral part of the sponsoring League.  Its members pay dues to the parent League, follow its bylaws and participate in its program.  They learn how the organization works by accepting leadership positions in the sponsoring League and by taking on administrative responsibilities at the Unit level.  They are encouraged to undertake voters service and citizen education projects of interest to residents in their area and may, with permission, guidance and oversight from the sponsoring League, do program work (study, education, consensus and action) on issues specific to their community.  The state League may wish to assign an advisor to assist the local League in mentoring the sponsored Unit.

The sponsorship continues as long as it is useful to the Unit and the parent League.  Eventually a change in the organizational basis of the group may be indicated.  In some cases, the original League may simply expand its boundaries to incorporate the area of the sponsored Unit into its jurisdiction.  The League will usually signal this officially by changing its name to reflect the larger area.  Contact the LWVUS for further information on steps to be taken.

In other cases, however, the members of the Unit will decide that they want to pursue recognition as an MAL Unit or as a local League.  In moving forward with that decision, care must be taken to minimize the impact of the transition on the sponsoring League.  The financial implications are particularly important, since the parent League is liable for state and national PMP for any Unit members on its roster at the time of the January 1 membership count.  The timing of the change in organizational basis, an arrangement for handling the payment of Unit member dues and for the prorating of the LWVUS PMP should be worked out in consultation with the LWVUS and the state League.

The state League will also want to assist in developing a plan to see that the Unit meets all the necessary requirements for recognition as a local League.  (See Section VIII. for a discussion of LWVUS and state League requirements.)  If the members have already demonstrated a good understanding of League policies and procedures and have had an opportunity to carry out a program of League work in their community, the Unit may be able to fulfill the remaining administrative tasks (drafting bylaws, developing a budget, electing a board) in just a few meetings.  For other groups, the plan may call for an interim period as an MAL Unit to enable the members to finish preparing for local League status under the guidance of a state League advisor.

ILO-Sponsored Units
In some cases, it may be practical for an Inter‑League Organization (ILO) to serve as the sponsor for an MAL Unit.  Interest in such a Unit might come from citizens living in a community within the ILO's jurisdiction where there is no local League, or it could come from members of an existing local League that is having difficulty maintaining the level of activity expected of a healthy League and who wish to reorganize as an MAL unit.  In both cases, ILO sponsorship can help foster an important sense of connection to the larger organization.

Expectations of the sponsored Unit and its sponsoring ILO will be similar to those for a Unit being sponsored by a local League.  The group will be expected to have a genuine nucleus of members, for example, and to undertake some voters service and/or program work, in accordance with the interests of its members and its community.  For its part, the ILO will provide whatever guidance is needed and assist the group in moving to full local League status, if appropriate.  

ILO sponsorship differs in one important respect from sponsorship by a local League, however.  Members of an ILO‑sponsored Unit pay dues to the state League rather than to the ILO.  (Under current LWVUS bylaws, members belong to local Leagues, state Leagues, and the LWVUS.  ILOs, on the other hand, are made up of local Leagues, not individual members.)  Fairness would suggest that the state League and the ILO will want to work together to devise a sharing policy to assist the ILO in providing services to the unit and its members.

In deciding to sponsor an MAL Unit, the ILO, together with its member local Leagues, will want to consider its policies for organizational decision making.  Will MAL Units and the member local Leagues have the same voting privileges at ILO council meetings, for example?  How will MAL Unit participation in ILO studies and program planning be handled?

Local League-Sponsored Units that Cross State Boundaries
An established local League may even be called on to serve as the sponsor of a Unit composed of members who live in a neighboring state.  In these cases, a three-way partnership involving the two state Leagues and the sponsoring local League will be needed to develop a plan to assist the new group.  Among the issues to be addressed will be deciding which state League will provide primary guidance to the local League and its sponsored Unit, how Unit members will participate in organizational decision making (such as state studies, program planning and state conventions) and how dues and PMP will be handled.

Possible dues arrangements include:


o
Members of the Unit join as MALs of, and pay dues directly to, their home state League, which pays the LWVUS PMP for them.  They receive newsletters from that state (and The National Voter from the LWVUS) and the Unit chair receives copies of home state mailings for local League presidents.  The state League rebates a portion of the dues to the sponsoring local League to help cover administrative costs and the cost of providing a local newsletter to the Unit members.  By agreement with the LWVUS, the MALs may be counted toward the local League's national convention representation.


o
Members of the Unit join as local members of, and pay dues directly to, the sponsoring local League in the neighboring state, which pays LWVUS PMP for them.  The local League pays state PMP for the Unit members to their home state League which in turn sends its newsletter to those members and state mailings to the Unit chair.  If the PMPs of the two state Leagues involved differ markedly, the local League may establish a different dues rate for the Unit members.  Or, the local League pays state PMP to its own state and reimburses the home state LWV for mailing costs.  The local League includes Unit members in its membership count for national convention representation.

On-Campus Student Units
A group of students can form another type of sponsored Unit.  Individual students may certainly join a local League and take part in its regular program of activities in the community, but some Leagues are also having success with establishing a student Unit on campus.  A key ingredient seems to be a faculty or staff advisor for the Unit, someone knowledgeable about the League who also can recruit and mentor the group on site.  The advisor may teach in a field closely related to the work of the League (political science, for example) or may simply be someone who is committed to launching the next generation of active and informed citizens.

Members of a student Unit decide on a program of activities based on their own particular interests.  Election-related projects, such as registering voters and sponsoring candidate forums, are often popular, as is education and advocacy work on a League issue, such as gun control or reproductive choice.  Meetings with speakers, letter-writing campaigns, lobbying and reaching out into the community to encourage broader participation in the political process are a few of the ways the Unit can pursue the League's mission.

Leaders of the sponsoring League, together with the Unit's advisor and members, will want to decide on the level of support needed from the parent group and the amount of interaction between the members of the two groups.  In addition to welcoming all members at any League event, opportunities for (mutual) support and interaction include:


o
Creating a position for a representative from the student Unit on the local League board.


o
Setting aside a section of the local newsletter for articles written by members of the student Unit.


o
Undertaking a special fundraising event (with participation from the student members) to subsidize a student dues rate or to help with expenses for student members attending convention or other state/national meetings.


o
Scheduling a special presentation by the League study committee at a student Unit consensus meeting.


o
Involving student members in the operation and ongoing work of the local League, such as doing research for a League study, helping with voters service activities and special events, tracking legislation, handling PR, or developing a League home page on the Internet.

Corporate Units
Members of a local League or an MAL Unit have geography and units of government in common; a League corporate Unit, on the other hand, is organized around a common employer or work place (an industrial park or a mall, for example).  Its members come from various communities in the area and do not have a hometown local League in common.  The group can be organized by the state League and follow MAL Unit guidelines, or it can be a sponsored Unit of the local League in the town or county in which the work place is located.  In either case interested employees work in concert with the state or local League to obtain official company support for the Unit.  

Corporate Unit members meet at some point during the business day (at lunchtime, for example, or before or after work) and follow their own program of activities.  This arrangement helps people participate in League activities despite the demands of a full-time job.  It appeals to longtime members who can no longer be active in their local League and to new members who may go on later to become involved through the local League where they live.

A supportive employer is essential.  Most companies value having well informed and civic-minded employees and are interested in promoting citizen education and civic participation within their work force.  Corporate support can mean the use of meeting rooms, office equipment and inter-office communications as well as flexibility to handle League business during work hours (a longer lunch period for meetings, for example).  The Unit must be independent of the company, however.  Its members must be free to choose the issues they work on and the positions they take.

The impetus for forming a corporate Unit may come from an interested employee, the state board, or the local League in the town where the company is located.  Perhaps the idea occurs to someone because the company has asked for League voter registrars or has been given a League award.  The key in any case will be a nucleus of employees interested in making a proposal to the company to recognize and sanction the corporate Unit's activities.

Guidance and financial arrangements for the Unit will vary, depending on whether the group is organized by the state board or by a sponsoring local League:


o
Corporate Unit of a local League.  The sponsoring local League works with interested employees to obtain official company support for the Unit.  Its members join the League as members of, and pay dues directly to, the local League.  The parent League pays state and national PMPs for Unit members and includes them in its membership count for purposes of determining the number of delegates it may send to state and national conventions.  The sponsoring League provides whatever guidance the Unit needs in getting organized and undertaking a program of League work.


o
Corporate Unit of the state League.  Interested employees work with the state board to obtain official company support for the Unit.  Its members join the League as MALs of, and pay dues to, the state League.  They receive the state League newsletter and The National Voter and the Unit chair receives copies of state mailings for local League presidents.  The state League assigns an advisor to assist the group in getting organized, developing a program of activities and mastering League policies and procedures.  (The extent of the advisor's involvement will depend on whether or not there is an experienced League member in the Unit.)


  
The state League also facilitates communication between the Unit and any local Leagues in the area.  A local League in the town in which the participating company is located should be fully informed about the corporate Unit and encouraged to work with the group when appropriate and mutually desirable.  A study committee from the local League might make a presentation to the corporate Unit members, for example.  And Unit members might be interested in attending League-sponsored candidate forums or other events in the communities in which they live.

Electronic Units
Advances in communication technologies are opening up new possibilities for League organization, and members are beginning to explore ways to take advantage of the information superhighway to link members and form new Leagues.  Among those who might be interested in joining a "virtual League" would be state MALs who live too far from each other to make regular meetings possible, members who are homebound or who find it difficult to get out because of age or disability, members whose busy work schedules preclude their attending local League meetings and members whose strong interest in a particular issue is shared by other members scattered across the state (or country).

The field is developing so rapidly that it is difficult to predict today where the League will be electronically just a few months from now.  But League leaders are encouraged to experiment with the powerful new communications tools now available and to look for ways in which to use them to foster membership growth, member involvement and leadership development.  A state League interested in pursuing formation of an electronic MAL Unit might consider taking the following steps:


o
Establish a League listserv--an electronic discussion group for the members of the Unit.  To join, members would send a message to the e-mail address of the computer hosting the list.  They could then exchange messages with all the other members of the list.  As a community service, universities are often willing to host a listserv for civic organizations.


o
Appoint an online state advisor.  This should be someone with both organizational expertise and the know-how to manage the list.


o
Recruit members.  Find out which members are online already and invite them to join the electronic Unit.  Announce the formation of the Unit on your state League web site and encourage people to contact you for membership information.  Those who want to join may be MALs and/or members of existing local Leagues.


o
Determine the Unit's jurisdiction.  An electronic Unit composed of MALs would have a very different role from that of a Unit whose members also belong to existing local Leagues.  An electronic Unit for MALs would give its members a structure for working as a group on a full range of League activities.  An electronic Unit for local League members, on the other hand, would function more as a special interest group, offering additional opportunities for League involvement.


o
Develop goals and a program for the Unit.  The members and the Unit advisor will need to decide what they want to accomplish.  Will they be a discussion group, sharing information and ideas about critical policy issues facing the state and/or the nation?  Will they serve as an electronic lobby corps, responding to action alerts from state and national?  Will they participate in a state or LWVUS study--or in state or national program planning?  And if the answer is yes, how will the LWVUS or state League assess their input?


o
Expect evolution.  The guidelines that the Unit follows in its first few months are sure to change over time as more members join the group and as new strategies for online participation develop.   

XI.  DISBANDMENT
Starting Point has been designed to assist League leaders in working with MAL Units at all stages of development--whether their goal is to achieve recognition as a local League or to continue to operate indefinitely as an MAL Unit.  Occasionally, however, despite the persistent efforts of both the state board and the local leadership to maintain and strengthen the Unit, it becomes necessary for the group to disband.  While painful for all concerned, this step should be approached without feelings of guilt on either side.

When an MAL Unit seems headed towards disbandment, the state advisor should meet with the Unit leadership to explore the various alternatives available.  If honest answers to hard questions indicate that disbanding is the appropriate answer, the Unit leaders should call their members together to vote on the disbandment.  If the leaders are unwilling or unable to take on this responsibility, the state board should call the meeting.  In either case, a notice should be sent to each member, clearly stating the purpose of the meeting and noting that absence will constitute a silent vote for disbandment.

If the members vote to disband, all records and remaining funds of the Unit must be sent to the state League.  In sorting through the files, the Unit leaders may give away or discard any state or national materials, but items relating to the group's history should be saved.  These include such items as minutes, newsletters, correspondence and local publications, which often are of interest to local libraries or archives.  Or the state League may ask to acquire these materials.

Members of the MAL Unit retain their membership in the League for the remainder of the year for which they have paid dues.  They may continue as members-at-large of the state League, or they may be given an opportunity to join a nearby local League, if appropriate.  To ensure that the state League's records are accurate, the Unit should forward a copy of the membership list to the state office, noting the renewal date for each person.  The state League can then contact them to renew their membership on the established anniversary date.

The atmosphere of defeat that a disbandment often leaves can be minimized if everyone bears in mind that new League groups can and do rise from the ashes of old ones.  Though the process takes time, community conditions do change, new sources of leadership appear, an issue emerges and people get behind the idea that the League of Women Voters is the organization to do something about it.


 APPENDICES
I.  RESOURCES FOR STATE LEAGUE LEADERS--Includes sample letters for state League use and materials for state League leaders working with new League groups.  To be adapted to fit the needs of your state League. 


A.
Responding to Initial Requests for Information on Starting a League Group



 1.
LWVUS response letter to an individual interested in forming a League group, with enclosures (Information about forming a member-at-large Unit of the League of Women Voters; Establishing a League presence in your community)



 2.
Sample letter of welcome to a new MAL, with ideas for possible enclosures 


B.
Material for State Leaders



 1.
Suggested leadership resource materials for state League advisors



 2.
Suggested resource materials for Unit organizational meeting



 3.
Sample letter of welcome to newly recognized MAL Unit



 4.
Checklist for state League advisor on MAL Unit progress



 5.
Sample MAL Unit annual report form 



 6.
Organizational grant application form

II. SAMPLE MATERIAL FOR MAL UNIT AND LOCAL LEAGUE LEADERS


A.
Basic Packet--Information to help the leaders of a new League group meet minimum requirements for recognition as an MAL Unit and plan activities for the first few months



 1.
Suggested job descriptions for an MAL Unit leadership team



 2.
Developing a nonpartisanship policy, with sample policies



 3.
Sample Unit policy sheet



 4.
Guidelines for League work on issues



 5.
New approaches to League work in your community



 6.
Glossary of League lingo


B.
Leadership Material for League Leaders at the Local Level--A collection 
of "tips" for getting the various jobs done that help a League group function effectively.  To be passed along to League leaders at the local level on an as-needed basis



 1.
Tips for calendar planning



 2.
Tips for successful meetings 



 3.
Tips for the secretary



 4.
Tips for the treasurer



 5.
Tips for membership growth



 6.
Tips for achieving diversity



 7.
Tips for the membership chair



 8.
Tips for the voters service chair



 9.
Tips for the action chair



10.
Tips for the newsletter editor



11.
Tips for the public relations chair



12.
Tips for financing the League



13.
Tips for the finance chair



14.
Tips for a successful annual meeting

III. MOVING TOWARD RECOGNITION AS A LOCAL LEAGUE


A.
Developing an MAL Unit Budget, with Sample Budget


B.
Recognition Checklist


C.
Request for Local League Recognition
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LWVUS RESPONSE LETTER TO AN INDIVIDUAL


INTERESTED IN FORMING A LEAGUE GROUP
The following letter and enclosures are sent to individuals who contact the LWVUS and express an interest in forming a League group in their community.  A copy is sent to the president of the relevant state League for appropriate follow-up.  State League leaders may wish to adapt this letter for their own use in responding to inquiries they receive about forming a new League.


Date


Name


Address


Dear:


Greetings from the League of Women Voters of the United States!  Thank you for getting in touch with us and for your interest in our organization and in starting a League group in your area.  We hope that you will join the League and be a part of a dynamic organization committed for over 75 years to making democracy work!


The business of the League is to empower citizens to shape better communities worldwide.  We believe that informed and active citizens, joining together to explore common problems and identify shared goals, can resolve the tough issues that confront our communities and our nation.


The League addresses a wide range of issues.  Members work for constructive change in public policy in the general areas of government, social policy, natural resources and international relations.  We study and educate our members and our communities about public policy concerns, we encourage public discussion of these problems and citizen participation in resolving them, and we take action to achieve solutions that contribute to the mutual benefit of all.


Although we're political, we are strictly nonpartisan.  We never support or oppose candidates or political parties.


League membership is meaningful and personally rewarding.  Whatever the talents or the time you have to give, there's an important contribution you can make--to the League and to your community.


The first step in establishing a League group in your community is to become a member-at-large.  To become a member-at-large, please return the enclosed membership form to me here at the League national office.  This will automatically make you a member of your state League as well.
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The second step in forming a League group is to get in touch with your state League president:



[XXX], President



League of Women Voters of [STATE]



Address



Telephone


We are sending [HER/HIM] a copy of this letter so [SHE/HE] can learn of your interest in the League.  I am also enclosing some information for you about what is involved in forming a League group.  We all look forward to working with you in this effort.


I hope you will join the League today and help make a real difference in the future of our country.


Sincerely,


[XXX]


Assistant Manager, Organizational Services


Enclosures:


cc.: [XXX], President, LWV of [STATE]


Appendix I.A.1.


INFORMATION ABOUT FORMING A MEMBER-AT-LARGE UNIT


OF THE LEAGUE OF WOMEN VOTERS
We welcome your interest in the League of Women Voters and in forming a League group in your community.  Here is some general information about the organization, as well as some suggestions about the steps interested citizens can take to form a League.  Since the state League oversees the formation of new Leagues, it's important that you get in touch with your state League president. 

[NAME, ADDRESS, TELEPHONE]

ABOUT THE LEAGUE
Our Mission. The League of Women Voters, founded in 1920 by the leaders of the woman suffrage movement, is a nonpartisan, political organization.  Its mission is to promote the informed and active participation of citizens in government and to influence public policy through education and advocacy.  Membership in the League is open to all women and men; voting members must be citizens, age 18 or older.

Nonpartisan. The League of Women Voters does not support or oppose any political party or candidate, whether or not the candidate is affiliated with a particular party.

Influential. Since its formation, the League of Women Voters has taken positions on public policy issues and advocated for governmental change.  The League addresses a wide range of issues in the general areas of government, social policy, natural resources and international relations.  The League acts only after careful study and member agreement.

Educational. The League provides balanced information about critical public policy issues and engages citizens in finding positive solutions that serve the common good.

Multi-level. The League is organized on three levels--local, state and national--to parallel the three levels of government.
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ESTABLISHING A LEAGUE PRESENCE IN YOUR COMMUNITY
Member-at-Large.  An individual who joins the organization but does not live within the geographic boundaries of a local League becomes a member-at-large (MAL).  An MAL is a member of the state League and of the League of Women Voters of the United States.

A member-at-large receives:


o
Information--A regular newsletter and other mailings from the state League.  The National Voter, our LWVUS magazine.  Access to publications about candidates, election issues and other topics of public concern.


o
Opportunities to make a difference--Timely action alerts on priority issues.  Assistance in promoting citizen participation, such as distributing voter information, assisting with voter registration activities and conducting interviews with state legislators.


o
Opportunities for personal growth--Notice of state and national meetings featuring leadership training and workshops on public policy issues.

Member-at-Large Unit. A group of members-at-large in a community can form a member-at-large Unit (MAL Unit).  An MAL Unit provides opportunities for greater involvement in promoting the League's mission in the members' community and addressing issues on the League agenda.  It also serves as a stepping stone for becoming a full-fledged local League.

Forming a Member-at-Large Unit. The first step is to contact the state League president about your interest in establishing a League presence in your community.  You will likely be encouraged to recruit additional members from your area to work with you on this project.  Your state League will be able to tell you the minimum number of members (typically about ten) required to establish an MAL Unit.

Once you have a nucleus of interested members‑at‑large, you and the state League will begin to assess the potential for an MAL Unit in your community.  You will want to consider such factors as the level of interest and commitment of your group's leaders, the potential of the group to reflect the diversity of your community, opportunities for League involvement in the community, the strength of other local organizations, the likelihood of support from key segments of the community and local demographics.

When it is apparent that the formation of an MAL Unit is likely, the state League will assign an advisor to work closely with your group.  This advisor will help you put on an informational meeting for interested citizens to learn more about the League and about the steps involved in establishing and maintaining a League group.  If your nucleus of members decides to proceed, they can begin planning for an organizational meeting.
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The purpose of this second meeting is to generate wider community interest in the League, recruit additional members, select a leadership team for the group, adopt a nonpartisanship policy, and outline a calendar of activities for the next few months.  With assistance from the state League advisor and with good preparation, your group should be able, at this meeting, to fulfill the requirements for recognition set by the state League.

In the following months, your state League advisor will work with you and your members to help you gain an understanding of League positions, policies, and procedures and find satisfying ways in which to pursue the League's mission.  Depending on the interests and energies of your members, your group may operate indefinitely as an MAL Unit, or it may develop into a full‑fledged local League.  In either case, you and your members will have many opportunities to make an important difference in your community.

Best wishes to you in forming a League group in your area!

LWVUS

1996
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SAMPLE LETTER OF WELCOME TO A NEW MAL
Date

Name

Address

Dear New Member:

We welcome you as a member-at-large (MAL) of the League of Women Voters and note that you will have an opportunity to participate in League activities through the MAL Unit in your community.

Enclosed is some additional information to help you feel at home in our organization.  You will also receive regular newsletters--The National Voter from the League of Women Voters of the United States and the state League newsletter from our office.  These publications will keep you informed about the League's work on important issues of public concern and about special League activities and events.  As a member, you also receive discounts on any state and national League publications.

Members-at-large are cordially invited to participate in regional and state workshops, as well as in local meetings of their MAL Unit.  I hope I will have the opportunity to meet you at one of these gatherings.

We are delighted that you have joined the League and truly hope that you will enjoy your association with our unique organization.

Sincerely,

[XXX], President

League of Women Voters of [STATE]

Enclosures:
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IDEAS FOR POSSIBLE ENCLOSURES


FOR A LETTER OF WELCOME TO A NEW MAL
Along with their letter of welcome, state Leagues should send their new members-at-large additional material to provide tangible evidence of the benefits of League membership.  The selection of materials will depend on the resources of the state League, the availability of new publications, and the activities and issues on the League's agenda at the time.  It is likely, therefore, that the selection will vary from year to year.

Possible enclosures include:


Publications



o  Recent state League newsletter



o  State League legislative newsletter



o  State League voters guide



o  State League legislative and governmental directories 



o  Tell It to Washington (LWVUS pub. # 349)



o  State League program publications on current studies


Resources



o  State and national publications catalogs



o  State League voter registration information


Organizational information



o  Flier on upcoming state League events



o  State League program positions in brief



o  LWVUS program positions in brief (from Impact on Issues



   pub. # 386)



o  State League nonpartisanship policy



o  State League guidelines, if any, for members of MAL Units 



o  State board and local presidents lists



o  A glossary of League Lingo
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SUGGESTED LEADERSHIP RESOURCE MATERIALS


FOR STATE LEAGUE ADVISORS
The state LWV advisor to an MAL Unit should have subscriptions to the LWVUS and the state LWV Duplicate Presidents Mailings (DPMs).  The advisor should also have the following LWVUS materials:


o
Starting Point (LWVUS pub. # 263)


o
In League (LWVUS pub. # 275)


o
Current President's Packet (LWVUS pub. # 152)


o
The League in Profile (LWVUS pub. # 1009)--materials on basic League operations and history for use in orientation of new members 



o
Best Practices (LWVUS pub. # 1054)--specific techniques that enhance the overall operation of successful League groups


o
Best Practices: Fundraising (LWVUS pub. # 1055)--methods for fundraising shared by Leagues successful in raising money 


o
Impact on Issues (LWVUS pub. # 386)


o
LWVUS Bylaws (LWVUS pub. # 381)


o
LWVUS/EF publications catalogs

and the following state League materials:


o
State League Bylaws


o
State League guidelines for MAL Units, if any


o
State League policies that apply to MAL Units, if any


o
State equivalent of Impact on Issues

o
State League publications catalogs


o
State board list


o
Local League presidents list

As the MAL Unit develops and moves toward local League status, the advisor should consider passing along some of the "Tips" for League leaders in Appendix II.B.:


o
Tips for calendar planning


o
Tips for successful meetings 


o
Tips for the secretary


o
Tips for the treasurer


o
Tips for membership growth


o
Tips for achieving diversity


o
Tips for the membership chair


o
Tips for the voters service chair


o
Tips for the action chair


o
Tips for the newsletter editor


o
Tips for the public relations chair


o
Tips for financing the League


o
Tips for the finance chair


o
Tips for a successful annual meeting
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SUGGESTED RESOURCE MATERIALS FOR UNIT ORGANIZATIONAL MEETING
The state League representative attending the meeting should have copies of the following items:

For handouts--20 copies of:


Membership brochures and applications


State League information sheets on MAL Units


State League program positions in brief


LWVUS program positions in brief from Impact on Issues (LWVUS pub. # 386)


Current issues of the state League newsletter and legislative newsletter

For display--sample copies of state and national League publications:


Impact on Issues and state League equivalent


State and national voters service publications


State and local League voters guides


The National Voter and local League newsletters


State League legislative and government directory


Tell It to Washington (LWVUS pub. # 349)


State and national publications catalogs

For reference:


Starting Point (LWVUS pub. # 263)


In League (LWVUS pub. # 275)


Current President's Packet (LWVUS pub. # 152) 


The League in Profile (LWVUS pub. # 1009)--materials on basic League operations 
and history for use in orientation of new members


State board list and local League presidents list


State League and LWVUS bylaws (pub. # 381)


Additional new member materials for persons joining that evening


State LWV guidelines for MAL Units


State League policies that apply to MAL Units
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SAMPLE LETTER OF WELCOME TO NEWLY RECOGNIZED MAL UNIT
MAL Unit Chair

Dear:

I am delighted to inform you that the League of Women Voters of [STATE] has granted recognition to the [NAME] Member-at-Large (MAL) Unit of the [STATE] League.  You are now officially part of a nationwide network with a common mission: to encourage informed citizen participation in government and to influence public policy through education and advocacy.  Local groups such as yours are the strength of this network.

The state League is looking forward to working with you and the other members of your leadership team.  You are to be commended for your organizational efforts to date, in particular for the nonpartisanship policy you have designed to maintain the credibility of the League in your community.

[NAME], your advisor and liaison with the [STATE] League board of directors, will continue to work with you in the months ahead.  She will be in touch with you regularly to find out how things are going and to answer any questions you may have.  I also encourage you to call on her whenever you need advice or assistance.

I have arranged for you to receive subscriptions to the Duplicate Presidents Mailings (DPMs) from both our office and the LWVUS.  These include all mailings to local League presidents and will help keep you up-to-date on what is happening in the League and provide information to share with other members of your Unit.  To supplement those materials you may already have received I am enclosing a packet of additional materials to refer to as you continue to organize and grow.

Welcome and best wishes for much success in [LOCALITY].

Sincerely.

[XXX], President

LWV of [STATE]

Suggested enclosures (unless the Unit has already received them):


X number of MAL membership brochures


In League, current President's Packet, The League in Profile

State board list, local League presidents list


LWVUS/EF and state League publications catalogs


Impact on Issues and state equivalent


LWVUS and state League positions in brief


Tell It to Washington and state League equivalent


LWVUS and state League bylaws


Any timely state League voters service or program information
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CHECKLIST FOR STATE LEAGUE ADVISOR ON MAL UNIT PROGRESS
Your role is key to the continued health and development of your MAL Unit.  In the months following the meeting at which it was organized, it is important that you be in touch regularly with the chair of the MAL Unit for which you are board liaison.  Friendly phone calls will keep you informed and let the chair know that you are available "just to talk."  Personal visits are very important as well. You are also asked to make periodic brief reports to the state board on the Unit's progress and any problems.

Here are some suggested topics you might bring up with the Unit chair and/or mention in your reports to the state board.

First quarter:  If you aren't yet acquainted, introduce yourself, give your address and phone number (and e-mail address, if any), and encourage the chair to call you whenever the need arises.  Attend an upcoming meeting of the leadership team.  Offer to schedule a training for the team.  Ask to receive a copy of the leadership team roster, the Unit calendar and minutes of all business meetings.  Ask to be put on the mailing list for the newsletter.

Second quarter:  Ask how things are going.  Does the chair seem upbeat?  Are all leadership team positions filled?  Is morale good?  Is membership diverse and growing?  What are the opportunities for member involvement?  Are there any organizations in town with which the Unit might cosponsor a program or activity to help build community awareness of the League?  Are leaders and members receiving state and national League mailings?  What programs are planned for the year?  Has an annual business meeting been scheduled?  Would the Unit like a state League representative to present a program on a state or national issue?  Extend a cordial invitation to all members to attend any upcoming state or regional meetings.

Third quarter:  Ask about activities completed and progress made on planning for future events.  Refer to the Recognition Checklist (Appendix III.B.) for specific topics relating to progress towards local League recognition.  Remind the chair of deadlines for upcoming state League events, such as convention or council.  Discuss costs and emphasize the benefits of attending.  Arrange to get together at the state gathering.

Fourth quarter:  Continue follow up on activities, evaluating leaders' morale.  Check on plans for the annual business meeting.  What kind of program is planned?  Will there be any changes in leadership?  Have a realistic budget and program of work for the following year been developed?  Make sure the chair knows that you would like to attend.
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Internal checklist for state League advisor

o
Is morale good?  Is there forward momentum?


o
Are you receiving copies of minutes and newsletters?


o
How is the Unit doing in terms of leadership, membership, program and finances?


o
Are future leaders being developed?


o
Are meetings being held regularly?


o
Is the Unit working with any other organizations in town?  Have they co-sponsored a meeting or a voters service project, for example.


o
Has the Unit carried out any voters service projects?


o
Has the Unit responded to calls to action; participated in state/national program planning or studies?


o
Have you attended any meetings of the Unit or of the leadership team; any other events?


o
Have Unit members attended any state League meetings?


o
Is the Unit complying with administrative responsibilities, such as reporting membership and leadership changes?
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SAMPLE MAL UNIT ANNUAL REPORT

LEAGUE OF WOMEN VOTERS OF [STATE]


[Address]


For the period from [DATE]-[DATE]


Deadline: _____________
Instructions:  Send one copy to the state League office and one to your state League advisor.  Keep a copy for your files.


Unit:


Chair:


Address/Telephone:

Names and titles of other members of the leadership team:

Current number of members:

Meetings and activities since last report
Please use additional sheets to give a brief summary of the topic or purpose of the activity with the date, place and attendance.  Attach copies of fliers and newspaper clippings and, if they have not already been sent, copies of your newsletter.

What activities are planned for the near future?
Do you need assistance in any way that you are not currently receiving?
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ORGANIZATIONAL GRANT APPLICATION FORM
                                                                               DATE ___________________________

STATE LWV PRESIDENT'S NAME ____________________________________________________

ADDRESS ___________________________________________________________________________

TELEPHONE ________________________________________________________________________

STATE LEAGUE ADVISOR'S NAME __________________________________________________

ADDRESS ___________________________________________________________________________

TELEPHONE ________________________________________________________________________

The League of Women Voters of [State] _____________________ requests a one‑year organizational grant from the LWVUS to assist an MAL Unit in______________________________. The group has met the state League requirements for recognition as an MAL Unit and shows good potential for achieving local League status.

SIGNATURE _________________________________

TITLE _______________________________________

PLEASE RETURN COMPLETED APPLICATION, 

WITH THE DOCUMENTATION LISTED ON THE BACK OF THIS FORM, TO:

Assistant Manager, Organizational Services

Member Services, LWVUS, 1730 M Street, NW

Washington, DC 20036

Telephone: 202-429-1965, Fax: 202-429-0854

E-mail: 75300.3121@compuserve.com
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PLEASE SEND THE FOLLOWING DOCUMENTATION WITH THE APPLICATION

Assessment of the MAL Unit's potential:
Number of paid members

Comments on the group's leadership team

Description of organizing activities to date

Plans for:

Membership recruitment and commitment to achieve diversity

Program activities, voters service and other community involvement

Board meetings and other internal organizational work

Financial stability

Communication with members

Additional resources, such as members with previous League experience or a supportive civic and business community

Indication of how this MAL Unit will increase the League's demographic or geographic diversity:
Special demographic features

Potential to bring a League presence to an area where none now exists 

Potential to attract a new type of member (e.g., corporate employee member, student member)

Copy of a state League field service plan for the group, including:
State League advisor's name, qualifications, method of communicating with state board

Proposed method of working with the MAL Unit, including number of visits anticipated 

Plans for leadership training for the group

Goals and a time line for achieving local League status

Copy of a budget of anticipated expenses for carrying out the field service plan, including:
Advisor travel and communications

Printing and postage

Leadership materials

Indication of how these expenses will be shared among the state League, the LWVUS, and the MAL Unit.

Copy of the MAL Unit's nonpartisanship policy
List of members of the Unit's leadership team (names, addresses, phone numbers)

Copies of state League requirements for MAL Units and guidelines for local League recognition
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PLEASE SEND THE FOLLOWING DOCUMENTATION WITH THE RENEWAL REQUEST 
State Leagues may apply for a renewal of their organizational grant for a second year.  In considering a request for renewal, the LWVUS will look for the following:

An assessment of the MAL Unit's first year, including:
Growth and diversity of membership

Strength of the leadership team and development of future leaders

Adherence to the group's nonpartisanship policy

Growth in understanding of League positions, policies and procedures

Involvement in issues of importance to the community

Efforts made to become knowledgeable about local government

Activities carried out, including program work and voters service

Internal operations, including board meetings and annual meeting

Funding sources and financial stability

Communication with members and degree of member involvement

Community awareness of, and support for, the MAL Unit

An evaluation of the first year field service plan, including:
A progress report on the goals and time line for achieving local League status

State League assistance provided, including type and frequency of communication with the state League advisor, number of visits made by the advisor and leadership training provided

The relationship between the MAL Unit and the state League advisor

An accounting of income and expenses related to the budget and organizational grant for the first year.

A field service plan for the second year, including a time line (revised if necessary) for achieving local League status.

A budget of anticipated expenses for carrying out the field service plan during the second year, including an indication of how these expenses will be shared among the state League, the LWVUS, and the MAL Unit.
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SUGGESTED JOB DESCRIPTIONS FOR AN MAL UNIT LEADERSHIP TEAM
Outlined below is a set of suggested responsibilities for each member of an MAL Unit leadership team--a chair, a vice-chair, and both a secretary and a treasurer.  These may be tailored to fit the interests and special circumstances of each Unit.  One person, for example, may take on the responsibilities of both secretary and treasurer.  The team could be expanded to include a program chair or a voters service chair who would then handle those responsibilities.  Or various tasks may be delegated to other members.

The chair:

o
Schedules periodic meetings of leadership team to plan activities and evaluate the well-being of the Unit.  Chairs meetings of the leadership and the Unit.


o
Reads the mail and shares League news with the membership.


o
Speaks for the League.  Only the chair, or a member designated by the chair, may speak for the League, and all public statements, news releases, and other forms of communication with the public require prior approval of the MAL Unit advisor.


o
Sends a copy of action communications to and from state legislators to the state League, and action communications to and from members of Congress to the state League and to the LWVUS.


o
Directs fundraising efforts.  Checks first with the state League advisor to ensure that the activity complies with IRS regulations.


o
Maintains the Unit's files.

The vice-chair:

o
Assists the Unit chair and fills in for her/him when necessary.


o
Arranges for meeting places and refreshments, if desired.


o
Fosters membership participation and growth.


o
Prepares and distributes new member packets.


o
Circulates news of the Unit through the media.

The secretary:

o
Keeps minutes of business meetings and distributes them in accordance with the wishes of the group.


o
Notifies the advisor and the state League of changes in leadership.


o
Prepares and submits required reports.


o
Notifies members of meetings and activities by phone, postcard, flier or simple newsletter.

The treasurer:

o
Handles local income and expenses; keeps financial records in a manner consistent with the Unit's budget format; and, submits an annual treasurer's report to the Unit and the state board.


o
Collects dues and transmits them to the state League office along with the returned membership application or renewal form.


o
Keeps a membership roster, sending a copy to the state League office for the yearly January 1 membership count, and notifying the state League office of any interim changes.
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DEVELOPING A NONPARTISANSHIP POLICY
It is the responsibility of every League group to formulate and adopt a nonpartisanship policy to guide the political activities of its leadership team.  The purpose of the policy is to assure the credibility of the League as a nonpartisan organization which does not support or oppose any political party or candidate.  Establishing and maintaining a nonpartisanship policy is one of the seven LWVUS requirements for League recognition.

A nonpartisanship political policy should include the following basic elements:


o
A statement of the nonpartisan nature of the organization.


o
Guidelines on permissible activities for members in leadership positions.


o
Restrictions on certain leadership positions.


o
A policy on how to handle resignations when a member of the leadership team resigns to engage in political activity.


o
A procedure for an annual review of the policy by the leadership team.


o
The date the policy was last reviewed/revised.

Suggested Discussion Guide
As the leadership team develops a policy that will protect the League's credibility as an effective nonpartisan organization in the community, members should consider the following factors:


o
The political climate and traditions in the community.


o
The sensitivity of specific portfolios (e.g., president or chair, voters service).


o
The extent to which the public identifies (or may identify) a member's activities with those of the League.


o
The visibility associated with specific political activities.

See also In League and the current President's Packet for additional information and guidance on developing a nonpartisanship policy.

Sample Nonpartisanship Policy Statement for an MAL Unit
The organizational structure of an MAL unit is simpler than that of a local League so its policy may be brief and form part of its policy guidelines.


The League of Women Voters is a nonpartisan organization.  It does not support or oppose candidates for public office, but it does encourage its members, as individuals, to participate actively in the political process.


Members of the leadership team for [NAME] MAL Unit recognize that, as a result of their close identification with the LWV, they have a special responsibility to see that their activities do not create an impression of partisanship.  They will use discretion in any political activity,  ascertaining in advance from the state board that such activity will not compromise the nonpartisanship of the League.  [DATE]
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Sample Nonpartisanship Policy Statement for a Local League
The League takes action on governmental measures and policies in the public interest.  However, it shall not support or oppose any political party or any candidate.

Recognizing that the League experience uniquely equips members for public life and wishing to encourage them to utilize their special knowledge and abilities, non-board members are encouraged to participate fully (as individuals) in party politics.  The activities of certain board members, however, must be limited to preserve the League's nonpartisan reputation.

The president, the voters service director, and any other board member whose position is deemed sensitive shall not run for, or hold, elective office.  When a board member declares for an elective office, the member shall resign from the board.

Public notices released by the League announcing the resignation of a board member to run for elective office should be carefully worded to avoid the appearance of endorsing the resigning board member's candidacy.

Board members shall not undertake any action that will cause them to be identified publicly as supporting any candidate for office or any political party.  The president, voters service director and holders of other board positions deemed sensitive shall not participate in any political campaign in any way.  No board member shall chair or administer political campaigns or campaign events, or work in a significant way in a candidate's campaign.

A board member may serve on any public board, commission, committee, or coalition; however, that board member does not represent the League unless officially designated a League representative by the board.

A board member may not speak in an official capacity, or work in any way, against a League position.

The political activities of a spouse or relative of a board member are to be considered as separate and distinct from the activities of the board member.

This policy shall be reviewed each year at the board's organizational meeting following the annual meeting.

[DATE]
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SAMPLE UNIT POLICY SHEET
Since the MAL Unit is an entity of the state League and therefore covered by state League bylaws, no formal Unit bylaws are necessary.  MAL Units will, however, want to develop policies to cover certain aspects of their operations.  The state League advisor can assist Unit leaders in drafting policies to help them respond to difficult situations that could compromise the group's nonpartisan reputation.  The following list of topics and sample policy statements is provided to assist MAL Unit leaders in developing a set of policies appropriate to their group.


o
Specification, terms of office and method of selection of the MAL Unit's leaders.




The leadership of the [NAME] MAL Unit shall consist of a chair, a vice-chair, and a secretary-treasurer.  They shall be elected for one-year terms at the spring general business meeting of the membership.


o
Diversity policy statement.




The [NAME] MAL Unit affirms its belief in and commitment to diversity, inclusiveness and collective decision making.  There shall be no barriers to participation in any League activity.  Further, the [NAME] MAL Unit affirms its commitment to reflecting the diversity of the community in its membership, its leadership and its programs.


o
Guidelines for joining coalitions.




Membership of the [NAME] MAL Unit in any coalition shall be undertaken only when the coalition's major goals are in accord with the League's mission and when membership would bring added effectiveness to the League's efforts to achieve its advocacy or education goals.  Coalition membership must be approved by the leadership team.


o
Restrictions on the use of the membership list outside the League.




The membership list of the [NAME] MAL Unit may be shared or exchanged with other nonprofit organizations for one-time mailings, with the permission of the board.  The list may not be shared with candidates for elective office.
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o
Restrictions on the circulating of petitions at MAL Unit meetings.




Candidate petitions may be circulated only after the meeting has adjourned, in an area separate from the meeting room, and in a manner that does not create the impression that the League endorses that candidate.  Other petitions may be circulated with the permission of the leadership team and with an explanation of the League's position in regard thereto.


o
Restrictions on announcements on behalf of other groups at MAL Unit meetings or in the Unit newsletter.




Announcements on behalf of other organizations may be made at Unit meetings or in the Unit newsletter only with the permission of the leadership team.


o
Restrictions on announcements on behalf of candidates at MAL Unit meetings.




No announcement on behalf of any candidate for elective office shall be made at any League meeting.


o
Designation of the spokesperson for the Unit.




The Unit chair is the official spokesperson for the Unit unless she/he designates another member to speak.  Unless authorized otherwise, members lobby in their own names, not in the name of the League.
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GUIDELINES FOR LEAGUE WORK ON ISSUES
The mission of the League of Women Voters is to encourage the informed and active participation of citizens in government and to influence public policy through education and advocacy.  To stay true to our mission and our nonpartisanship and to acknowledge the challenges of working in a multilevel organization, we have developed a number of policies and procedures that govern our program work:


o
The League must have a position before it takes action.


o
League positions are derived from member study of issues selected by members and from member agreement obtained through consensus or concurrence.


o
League studies examine all sides of an issue, providing balanced and fair information that members use as the basis for deciding what governmental changes are needed.


o
The chair is the official spokesperson for an MAL Unit unless she/he designates another member to speak.  Unless authorized otherwise, members lobby in their own names, not in the name of the League.


o
Local studies focus on issues that can be addressed by local government.


o
MAL Units may use locally adopted positions or relevant state or national positions to lobby their local elected officials.


o
We never lobby as League members in opposition to a League position, but, as individuals, we are free to lobby as we choose.


o
The program work at each level of the League is directed by the board at that level.


o
Leagues are asked to respond to action alerts from the state League and the LWVUS.  To lobby at the state or national level when lobbying has not been requested by the board at that level, Leagues seek permission from the appropriate level before acting.


o
The League speaks with one voice, coordinating action with other affected Leagues, or other levels of the League, when the need arises.

The goal of League program work is to empower citizens to shape better communities worldwide.  We recognize that broad-based citizen involvement is key to resolving the complex problems that confront our society today.  In carrying out our program activities, therefore, we seek to engage both our members and our fellow citizens in the process of bringing about positive change.
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The League is trusted to provide the public leadership needed to help citizens play a meaningful role in the governing process.  Balance, fairness, a commitment to including all voices, and a belief in the power of collective decision making for the common good are hallmarks of our approach to issues and our efforts to connect citizens to government.
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NEW APPROACHES TO LEAGUE WORK IN YOUR COMMUNITY

LWVUS Membership Committee Memorandum to League Leaders


December 1994
A meaningful and compelling League program is a critical component of a successful membership campaign.  Our program is our product; it's what we offer our members, it's what attracts others to join us, and it's what we do for our communities.

Packaging and marketing our product effectively is also important.  People are busy, and countless other organizations, worthy causes and leisure activities are competing for their time and attention.

As we celebrate with pride our 75 years of accomplishments, we must also seek out innovative ways to pursue our mission in the future--ways to make the League's work more relevant, appealing and inclusive.  This memo and worksheet are designed to stimulate discussion about new approaches to working on issues and promoting citizen participation in your community so that your program of activities can become a strong force for membership growth for your League.

League leaders who should receive a copy of this memo include those responsible for:


o
organizing and implementing your 75th anniversary membership campaign;


o
developing a plan to encourage a more diverse membership for your League;


o
conducting your local program planning meeting this winter;


o
designing your League's program of activities for the coming year;


o
doing the work of your League: taking action, conducting studies, educating members and the public, and involving citizens in shaping a better community.

1. Building Program Around Issues of Concern to Your Community.
The mission of the League of Women Voters is to promote informed citizen participation in government and to influence public policy through education and advocacy.  As part of a multi‑issue organization that addresses public concerns at every level of government, each League has a formidable range of topics to choose from in deciding how to pursue this mission in its own community.

Leagues can enhance their effectiveness by selecting issues that the people in their communities see as affecting them directly--issues that citizens consider to 

Appendix II.A.5

be truly vital to the public interest and where they believe they can bring about positive change.

An issue of community concern may lend itself to a purely local solution, or it may need to be addressed at a regional, state or national level.  It may be a topic that is adopted at a local League annual meeting or it may be an aspect of an LWVUS issue for emphasis or a state program priority that has special relevance to the community.

A. Identifying the Issues of Concern to Your Community.  (You may want to use the attached worksheet as you develop your plans.)

Ask yourselves what public concerns are of the most interest to your community.


o
What issues do people in your community make time for-‑by attending meetings, by volunteering, by taking action, by writing letters to the editor of your local paper?


o
What issues are of special concern to groups in the community that you are targeting in  your membership campaign?


o
What issues would interest and involve your newest members?

Ask others to help you identify the pressing issues.


o
Invite representatives from a variety of interest groups to a meeting to discuss the pressing issues facing your community.  Include people with a range of viewpoints, people who don't talk with each other on a regular basis.  Find out what they (or others) are doing to address these problems and what aspects of the problems need more attention.


o
Invite government officials and administrative staff to meet with you to share their thoughts about the critical issues facing the community, plans that are under way to address these problems, and any potential role for the League to play in bringing the community together to help resolve the problems.


o
Invite several people from one of the groups you are targeting in your membership campaign to talk with you about community issues that concern them.  Ask what they are doing--or what they think should be done--to address these problems and how your League might work with them on a solution.
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o
Attend meetings of one or more other community organizations to learn what issues are on their agenda and to see whether there are



opportunities for collaboration with your League.

Examine an LWVUS issue for emphasis or a state program priority as it affects your community.


o
Convene a focus group of citizens representative of your community to discuss one of the LWVUS issues for emphasis.  The two new issues--Early Intervention for Children at Risk and Crisis in the Community--would make particularly good topics for such a discussion.  Explore with the group how the issue affects your community and ways in which to work on the issue.  Use the results of this discussion to help your League address the issue in a way that is relevant to your community.  Invite those who participated in the meeting to form a community team to work with the League to resolve the problems identified.


o
Meet with representatives of community groups that are working in areas related to an LWVUS issue for emphasis or a state program priority to learn how they define the problem and what they are doing to address it.  Explore with them ways in which your League might contribute to resolving the problem.

B. Determining Your League's Role in Addressing the Pressing Issue(s).
Leagues have a range of options available to them in deciding how best to address an issue of public concern.  Each approach--whether study, community collaboration, citizen education or action--can be a valid and effective means of pursuing the League's mission.  The set of circumstances surrounding each issue‑- complexity of the subject, timeframe for action, needs of the community, goals of your League, resources available--helps determine the most appropriate method to use in working on that issue.

Consider the following roles for your League, both when adopting a program item at your next annual meeting and when deciding how to respond to emerging issues throughout the year:


o
Study.  Would the community benefit from a League position on the issue?  Is there time to do a study?  Will doing a study of the issue be the best way to attract new members, reach out to the community, work with other groups and interested individuals and take part in resolving the issue for the common good?
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o
Community Collaboration.  Does the community need a neutral facilitator to help all interested parties come together to define the problem and develop a solution for the mutual benefit of all?  Would serving as a facilitator enable your League to be involved in 



resolving a critical community issue on which it has no position?  Would the facilitator option give your League an effective vehicle for working with and including diverse segments of the community in setting public policy?


o
Citizen Education.  Does the community need objective information on the issue?  Would a citizen education campaign on the issue be the best means of attracting new members, collaborating with diverse interest groups and helping the community resolve the issue?


o
Action.  Does your League have a position on the issue?  Will advocating your position be the most effective means of helping your community resolve this problem for the mutual benefit of all?  Are your members committed to helping ensure the success of an action campaign?  Will an action campaign be the best way to attract new members and help engage others in shaping a better community?

C.  Using New Techniques to Work on Issues of Concern to Your Community.
To engage both members and other citizens in playing a more active role in addressing public concerns, Leagues must provide opportunities to have a real impact on a problem.  And to respond effectively to the challenges facing our communities, Leagues must ensure that all interest groups have a chance to participate in the problem‑solving process.

Sponsor projects and activities that give members and citizens direct experience with a program item on the League's agenda.


o
Incorporate a direct action project in your work on an LWVUS issue for emphasis, state program priority, or local program item.  A back‑to‑school health fair for low-income kids, for example, can help people understand the need for early intervention programs for children at risk, give citizens a tangible way to get involved in addressing a community problem and enlist new advocates for long- term governmental solutions.  Look for ideas for hands‑on projects in national, state, and local League bulletins and in publications of other organizations.  (The kids health fair, for example, is described in the December/January 1995 issue of The National Voter.)
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Convene a task force of representatives of the various groups affected by a problem to forge a community consensus on a solution.


o
Your League can play a key role in helping your community address a divisive issue by bringing all the stakeholders together to define 



and resolve the problem.  With your reputation for fairness and your time‑tested consensus‑building skills, your League can ensure that all viewpoints are heard and that the solution that emerges best serves the common good.

Try activities and events that others have used with success in your community.


o
Talk with people from groups you are targeting in your membership campaign to see what kinds of events, times and locations appeal to them.  Make a note of activities and projects that generate interest and involvement in your community.  Look for ways to weave these kinds of events into your work on a program item.

Seek opportunities to collaborate with other groups in the community.


o
Look for opportunities for joint sponsorship of events and projects.  Cosponsorship allows your League to work with groups whose members have demonstrated an interest in community involvement, helps you network with more diverse organizations and enables your League to increase its impact without increasing dramatically the amount of work required of League members.

Offer a regular program of social‑educational events to your members and the public.


o
Establish a regular (monthly, bimonthly, quarterly) luncheon or Saturday brunch program at various restaurants in town featuring League and/or non‑League speakers on issues of concern to your community.  Pick topics of special interest to groups you are targeting in your membership campaign and make a special point of inviting them to attend.

2.  Applying New Approaches to Voters Service in Your Community.
Help give citizens a more meaningful role and a stronger voice in elections.


o
Convene a representative group of citizens from your community for a structured discussion of election‑related issues that are uppermost in their mind.  Invite the local media and elected officials to observe your focus group and listen to what "regular" citizens think about the issues.  Ask your local cable station to tape the meeting and 
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broadcast it for the larger community.  Share the citizens' views with the candidates and ask that they address these issues in the campaign.


o
Recruit a panel of citizens to explore and make a recommendation 



about an upcoming referendum or ballot issue.  Ask proponents and opponents of the measure to present their positions to the panel.  Give the panel an opportunity to question neutral experts about the subject before they deliberate and reach a position on the measure.  Invite your local cable station and/or newspaper to cosponsor the project and cover the story in depth so the whole community can learn about the issue.

Work in partnership with the media to develop new methods of covering campaigns.


o
Ask your local paper to give space to a "newspaper debate."  Begin with a guest column by one candidate for office and invite other candidate(s) to respond.  An exchange of candidate views on several different topics could take place during the last few weeks of the campaign.

3.  Making Membership a Part of Everything You Do in Your Community.
As you reach out into the community to explore issues of common concern and collaborate with others on solutions to public problems, take advantage of every opportunity to tell people about the League and invite them to join.


o
Make sure that all League members involved in activities such as those described above carry membership brochures and are ready to ask community colleagues to join the League.


o
Keep a list of people who participate in these activities.  Invite them to other League events.  Send them complimentary copies of your bulletin.  Ask them to join your League!

Finally, if your League has involved your community in your work in an innovative way, please help us share your experience with other Leagues by sending a brief description of your project to the LWVUS Member Services Division, 1730 M Street, NW, Washington, DC 20036, Attn: Ann Profozich.
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BUILDING PROGRAM AROUND ISSUES OF


CONCERN TO OUR COMMUNITY
A Planning Worksheet for League Leaders

1.  Name four issues of concern to our community--issues that people consider to be truly vital to the public interest and that affect them directly.  These can be issues that require a purely local solution or that need to be addressed at a regional, state or national level. Consider:


o
Who is concerned about this problem?


o
What evidence do we have that this is an issue of concern?


o
Is there a real possibility that citizens could bring about positive change?

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

2.  Pick one of these issues to be a focus for our League.  Consider:


o
Is this an issue of concern to a group we would like to target in our membership campaign?


o
Does our League have a particular expertise in this area?


o
Is there a special role for our League to play in helping our community resolve this issue?


o
Would people want to join our League to be involved in working on this issue?

The issue we have chosen (from #1) is _________________________________________________

3. In addressing this issue our goal is to _______________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

4.  Name five interest groups in our community who are concerned about this issue-‑and why.
___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________
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5. For each interest group identified in #4 answer the following questions:

o
What are at least three aspects of League that would be appealing to prospective members?  What needs of theirs might LWV meet?


o
What are perceived barriers to membership by both LWV and the group?


o
How should each prospective member be cultivated and for how long to make sure their response the ask is YES?


o
What would be necessary to sustain their long-term interests in LWV?


o
What would be the first LWV event you invite each to attend?  Why?


o
What are at least two ways to make the ask?  How many times?


o
How would your League prepare members of the interest group for assuming a League leadership role?

6. List five different ways in which our League can work on this issue.  Consider:


o
What types of activities attract citizen participation in our community?


o
What approach would appeal to groups we are targeting in our membership campaign?


o
Is there a hands‑on project that would give people a tangible way to get involved in this issue?


o
What groups are already involved with this issue, and how might we collaborate with them?

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

7. The approach we choose (from #5) is _______________________________________________ 

8. We believe _________ people would join our League by working with us on this issue.
9. The first five things we will do to start working on this issue are:
___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________
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GLOSSARY OF LEAGUE LINGO
There are certain terms that are peculiar to the League of Women Voters--"League  Lingo."  Some are listed here to help new members feel at home in the organization.

ACTION.  Promoting the League's positions on local, state and national public policy issues to government officials, the media and the public. 

ACTION ALERT.  Request from the LWVUS or state League to take action in support of a League position.

ANNUAL MEETING.  Local year-end business meeting to elect officers and directors, vote on bylaw changes and adopt a budget and program of work for the next year.

ASSOCIATE MEMBER.  A nonvoting member of the League, such as a person under 18 years of age or a non-citizen.

CONSENSUS.  Collective opinion of a substantial number of League members, representative of the membership as a whole, after objective study of an issue.

CONCURRENCE.  Agreement by League members with a position on an issue reached by a small group of members or by another League.

CONVENTION.  A state or national League meeting held every other year at which delegates elect officers and directors for the biennium, adopt program, make bylaw changes and adopt a budget, usually for one year.  Local Leagues send delegates to state convention, local and state Leagues send delegates to national convention.

COUNCIL.  An assembly of delegates held in alternate years to adopt a budget and assess program developments.  Local Leagues send delegates to state council, state Leagues to national council.

DPM.  Acronym for Duplicate Presidents Mailing, a subscription available to any member, containing the material sent in regular national or state League mailings to local League presidents.

EDUCATION FUND.  The tax-deductible arm of national, state and large local Leagues, handling funds to be used only for educational purposes, not for action on issues.

HONORARY LIFE MEMBER.  A person who has been a member for 50 years or more.  Life members are excused from dues payment and their Leagues pay no per member payment (PMP) for them.
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ILO.  Acronym for an Inter-League Organization, formed by local Leagues within a county, metropolitan area or region to act on issues that are beyond the local League area in scope.

MAL.  Acronym for member-at-large, a member who resides outside the area of, and is not enrolled in, a local League.

MAL UNIT.  A state-recognized group of members-at-large, in an area where there is no local League.

"NATIONAL MEMBER."  Popular but incorrect terminology.  There are no national-only members.  Those who first join the League through the LWVUS are referred to the appropriate state League and, through them, to a local League in their area, if any.

PMP.  Acronym for Per Member Payment, the amount of money paid to the LWVUS and the state League on behalf of each member.

POSITION.  A statement of the League's point of view on an issue, arrived at through member study and agreement (consensus or concurrence), approved by the appropriate board and used as a basis for League action.

PRINCIPLES.  Governmental standards and policies supported by the League as a whole.  They constitute the authorization for adoption of program at all levels.

PROGRAM.  Selected governmental issues chosen by members at the local, state and national levels for study and action.

PROGRAMS.  Plans for speakers, discussion or other activities for League meetings.

UNIT.  Groupings of members within large local Leagues to provide more opportunity for discussion.  Units may be time-oriented (day, evening, lunch hour) or geographically oriented, or both.

VOTERS GUIDE.  Nonpartisan publication giving candidates' qualifications and positions on selected issues.

VOTERS SERVICE.  Year-round activity to help citizens be politically effective and to encourage their participation in the political process.  Registering voters and presenting factual, nonpartisan information on candidates and election issues are basic voters service activities.

VOTING MEMBERS.  All League members who are U.S. citizens and at least 18 years old.
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LEADERSHIP MATERIALS (TIPS) FOR LEAGUE LEADERS
The following materials are based on the kind of information that would be applicable to the operations of recognized local Leagues.  They are included in Starting Point for leaders of MAL Units that are growing and progressing toward full local League status, for their use as needed.  State League advisors, therefore, are encouraged to view these tips as very general guidelines for MAL Units, making use of those suggestions that seem most helpful at a given time and saving other ideas for a later date.

The various memos are to be passed along to the leadership team on an as-needed basis.  The secretary and the treasurer might appreciate receiving their Tips right away, for example, while it might be several months or longer before the Unit is ready for the tips on financing the League or planning a successful annual meeting.


 1.  Tips for calendar planning


 2.  Tips for successful meetings 


 3.  Tips for the secretary


 4.  Tips for the treasurer


 5.  Tips for membership growth


 6.  Tips for achieving diversity


 7.  Tips for the membership chair


 8.  Tips for the voters service chair


 9.  Tips for the action chair


10.  Tips for the newsletter editor


11.  Tips for the public relations chair


12.  Tips for financing the League


13.  Tips for the finance chair


14.  Tips for a successful annual meeting
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TIPS FOR CALENDAR PLANNING
What is an annual calendar?  An annual calendar is a planning tool that helps League leaders carry out their goals and priorities.  It is a guide to League activities but should be flexible enough to allow for changes during the course of the year.

Why do Leagues adopt annual calendars?  The process of developing a calendar helps League leaders think about what they hope to accomplish during the year and the steps they will take to achieve those goals.  It helps them to organize the year's work and to make sure the responsibilities for carrying it out are shared.  Printing the calendar in the local newsletter also encourages members to put League events on their own personal calendars and illustrates the variety of ways they can be active in the League.

When does the board create the calendar?  The board drafts the calendar at a special planning meeting held after the state League calendar is published, typically in July.  (The LWVUS Post-Board Summary, included in the Duplicate Presidents Mailing, is the source of dates for national League events, deadlines and activities.)  At the planning meeting, board members:


o
Determine their goals for the League for the year.


o
Decide on the strategies that will help them realize those goals.


o
Agree on a set of activities and events to carry out those strategies.


o
Decide what jobs will be required and assign them to board or off-board members.


o
Develop a calendar that reflects the board's planning.

What is included in the calendar?  The annual calendar usually contains dates for events of general interest to all members such as the following:


Local League meetings



General meetings for all members



Board meetings



Annual business meeting


State League and LWVUS meetings



State convention/council meetings



State League lobby day or other statewide workshops and events



LWVUS convention (June of even-numbered years)
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Voters service information



Election day



Registration and absentee voting deadlines



Candidate debates



Voters guides publication dates


Special League events



League-sponsored public meetings



Holiday parties, tours, new member orientation



Fundraising event

When and where is the calendar published?  Leagues usually print the full calendar for the year in their newsletter, often in September, with more details about upcoming events for the month in each bulletin after that.
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Administrative Calendar for Board Members
It is also helpful to prepare a detailed calendar for board members that includes important administrative deadlines.  In addition to dates for the events listed on the calendar for the general membership, the administrative calendar should contain information such as due dates for consensus and program planning reports; for newsletter articles; for membership reports and PMP payments; and for bylaws, budget and nominating committees reports.


Sample Administrative Calendar for Board Members
July
Board calendar planning meeting 

Summer social event

First quarter PMP due

Audit/review financial records

August
Plan fall kick-off event, new

 member campaign and voters

 service activities

Recruit committees (membership,

 action, study, voters service,

 fundraising)

September
Fall kick-off event

Study committee(s) under way

Voters service work under way

State League fall workshops

October
Candidate debates

New member orientation meeting 

Second quarter PMP due

Plan fundraising event

November
Election day

Follow up on membership renewals 

Year-end membership recruitment

Plan for holiday party

December
Update membership roster for

 January 1 state and LWVUS count

Holiday party

Begin planning for annual meeting

Nominating committee is working

January
Appoint budget, bylaws committees

State or LWVUS program planning mtg.

Third quarter PMP due

February
Local program planning meeting

Board approves program planning

 results for state/LWVUS

Primary election voters service

 events

Fundraising event

March
Primary election

Board determines recommendations

 for annual meeting

Annual meeting kit preparations

April
Fourth quarter PMP due

Recommended program, budget,

 bylaws and nominating committees

 reports sent to members (annual

 meeting kit)

May
Annual meeting

Year-end reports due to state LWV

June
State or LWVUS convention

Fill remaining board positions

Board orientation

Review nonpartisanship policyAppoint board members to

 new nominating committee
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TIPS FOR SUCCESSFUL MEETINGS
Careful advance planning is the key to the success of every meeting, no matter how small or informal.  As you begin planning ask yourself the five "W" questions: Why, Who, Where, When and What.

Why are you meeting?  What is the purpose of the meeting?  To help citizens gain the information they need to resolve a problem of community concern?  To reach member agreement on an issue chosen for League study?  To make decisions affecting the operations of your League group? To showcase the League and what it is doing for the community?  As you make your plans, know what you hope to achieve and structure your meeting so that you will meet your goals and participants will leave with a sense of accomplishment.

Who?  Who needs to be there to enable you to accomplish your purpose in holding the meeting?  League members and prospective members?  Members of the community at large?  Elected officials?  Potential partners in an advocacy campaign?  The media?  All of the above?  Will cosponsorship of the meeting help you attract the group(s) you are most interested in reaching?

Where?  What type of location will be most successful in attracting your target audience and in helping you meet your goals for the meeting?  Will the meeting be in the home of a League member?  Or will people feel more comfortable coming to a familiar public or semi‑public place such as a school, library, bank or church?  Does the topic of your meeting suggest a particular type of location, such as meeting at a recreation center to learn about programs for youth, or at a hospital to learn about health care reform?

Does the room lend itself to the seating arrangement that will fit the format of your meeting?  Will people be listening to a speaker at the front of the room or will it be important for your audience to be able to see and interact with each other?  Will you need break‑out rooms for small group discussions?  If the group will be large, will a microphone be available?  Will your speaker need special equipment such as an overhead projector?

Is there a charge for the use of the meeting room?  Is there handicap access?  Are there facilities for refreshments so that people can have an opportunity to mingle and get acquainted with each other?  How about facilities for child care?

When?  What meeting time will be most convenient for your target audience?  Weekday or weekend?  Daytime or evening?  Lunch time, dinner or Saturday brunch?  Will a variety of meeting times throughout the year help you reach a more diverse audience?

People appreciate a meeting that begins promptly, ends on time, and accomplishes its purpose in the time allotted.  To carry this off, the meeting chair will need a well timed agenda, an eye on the clock, and the ability to move the proceedings along graciously but firmly.
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In general, meeting length should be limited to one‑and‑a‑half to two hours. It can help people plan their arrival to designate a certain amount of time (say a half hour) before the official start of the meeting for registration and refreshments.  Those who are free can come early to socialize while those who are more pressed for time can arrive for the business portion of the meeting.

For example:

    Morning Agenda                                                       Evening Agenda
    9:00 ‑ 9:30 a.m.         Coffee and conversation               7:00 ‑ 7:30 p.m.

    9:30 ‑ 11:00 a.m.        Business meeting                        7:30 ‑ 9:00 p.m.

What?  What are the various tasks that need to be taken care of to ensure a successful meeting and who will be responsible for each?  Who will:


o
Develop the agenda?


o
Chair the meeting?


o
Reserve the meeting room and confirm arrangements?


o
Send invitations‑‑to speakers, to League members and prospective members, to non‑members we especially would like to see attend, to nearby Leagues?


o
Follow up with those we are inviting to encourage their attendance, answer questions, and offer a ride to the meeting?


o
Follow up with our speakers to see what equipment they will need?


o
Contact the media with information about the event?


o
Write an article about the meeting for the bulletin?


o
Arrange for refreshments?


o
Arrive early to make sure that the room is set up properly and that necessary equipment (podium, mikes, overhead projector) is in place?


o
Act as host at the meeting?


o
Help greet newcomers and see that they meet members and other guests?


o
Prepare easy‑to‑read name tags in advance of the meeting?


o
Make sure that the necessary tools are available: name tags and large markers, sign‑in sheet (for membership follow‑up), membership brochures, easel with flip chart pad, pencils and paper, handouts?

Now that all the preliminary planning is done and the meeting is under way, be businesslike but not hurried.  If you create a friendly atmosphere everyone will enjoy the event!
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TIPS FOR THE SECRETARY
Role
Serves as the official recorder of League business.

General

o
Takes minutes at all decision-making meetings of the board and at the annual meeting.


o
Maintains the record of attendance at all board meetings.


o
Types and distributes minutes in a timely fashion.


o
Maintains a file of all written reports and minutes with corrections.

Specific

o
Sends minutes with agenda (obtained from the president) and treasurer's report to board members before board meeting.


o
Arrives at meeting on time; if unable to attend, arranges for a substitute.


o
Verifies if quorum is present; takes attendance.


o
Identifies board members in minutes by last name.


o
Records motions word for word, with name of mover and vote.


o
Gives some sense of the discussion, especially for controversial items.


o
Attaches reports (including consensus reports) to minutes.


o
Sends minutes to state League office, if so requested.


o
Participates in board discussion and votes on motions.


o
Submits highlights of board meeting to newsletter editor.


o
Sends board changes to the LWVUS and state League office, as requested.   


o
Works with president to see that year-end reports of annual meeting decisions are sent to the state League.

Techniques

o
Ask board members for written reports.


o
Take accurate notes.  (A tape recorder can be very useful.)


o
Ask board members to write their motions.


o
Prepare a rough draft of minutes as soon as possible.


o
Have president check the minutes before sending them to board members.

The minutes are the record of League policy making.  They remind board members present of decisions made and actions to be taken.  Minutes let absent members know what happened at the meeting and tell future interested people why certain decisions were made and what the League's reasoning was at the time.

Good minutes contain:


o
The name of the League, type of meeting, date, time and place.


o
The name of the presiding officer, those present, those absent.


o
A record of all corrections to the minutes.


o
A treasurer's report (previous balance, income and expenditures, current balance).


o
A membership report (current number of members).
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TIPS FOR THE TREASURER
Role
Serves as the chief financial officer of the League.

General

o
For a new League group, establishes management systems that assure fiscal responsibility is maintained when personnel changes.


o
Manages money and keeps records in compliance with all applicable laws and regulations and in keeping with generally accepted accounting procedures.


o
Is aware of the League's liability and assures that fiscal management procedures can pass the "prudent person" test.


o 
Collects and disburses all League funds as directed by the board, allocating funds to budget categories.


o
Oversees all League financial records.  Assists board members with financial information as needed.


o
Makes periodic reports to the board and membership on the League's financial status (at least quarterly).


o
Keeps books which provide a systematic record of all income and expenditures.


o
Closes books at the end of the fiscal year.


o
Provides complete records for audit or review.


o
Prepares a report for the annual meeting.


o
Prepares required reports for state LWV and state and federal government.


o
Keeps financial records for at least five years.


o
Serves as an ex-officio member of the budget committee.


o
With the membership chair, maintains an up-to-date membership list and sends out dues notices.


o
Submits membership reports to the LWVUS and state League unless this responsibility is assigned to the membership chair.


o
Forwards PMP to the LWVUS and state League in a timely manner.


o
Deposits tax-deductible funds with the state League Education Fund or with the national-level Education Fund.

Techniques

o
Obtain all materials from the previous treasurer and review them together.


o
When you take office, register signatures, yours and the president's, at financial institutions where the League has accounts.


o
Promptly deposit receipts (dues, contributions, sales) and pay bills to keep your League's credit good.  Keep up with the paperwork.


o
Anticipate large expenses to avoid cash flow problems.

Annual Audit or Review of Financial Records
The financial records of the League should be reviewed at the close of each fiscal year.  Such a review assures that the League's books and records are being properly kept.

The treasurer can assist with the audit or review but should not be responsible for its report.  If the League does not have a member who is a professional who will do so, a small committee of members, including off-board personnel, can do an informal review.
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An informal review consists of the following procedures.

Start with bank statements. . .


o
Check the cash receipts journal against the deposits on bank statements and investigate discrepancies.  Are all interest payments recorded?


o
Verify bank reconciliations throughout the year.  Account for all checks by number.  Total all checks for the year; compare with amount on statements.

Then review dues. . .


o
Check dues collected during the year against the current membership total.  Understand reasons for discrepancies (transfers, life members, scholarship members, deaths).

Vouchers. . .


o
Check journals against vouchers and investigate discrepancies.  Are all expenses backed by an invoice or voucher?  Are items being debited to the proper account?

Taxes. . .


o
If applicable, recalculate sales/use tax owed state; compare with amount paid.

Budget. . .


o
Compare income and expenses with budgeted amounts.

Deposits of tax-deductible funds with the state (or national) League Education Fund. . .


o
Check transactions with the state League.  What amount is available to the local League?  Is the fund being used?  If not, why not?

Then do some math. . .


o
Recalculate a sample month and verify totals overall and for individual categories of income and expenditures.  Check beginning balance, receipts and expenditures, and balance.  Make necessary adjustments (corrections).

Return to the bank statements. . .


o
Verify amounts in checking and savings accounts at the beginning of the year and the end of the year.

The goal of the review is to assure accuracy.  Discrepancies should be understood and adjustments made before an auditing report is made.  The signed report may be worded as follows:


We have reviewed the books of the League of Women Voters of [NAME] as of [last date of fiscal year], examined the records of revenue and expenditures and traced beginning and ending cash balances to bank statements.  The books are an accurate reflection of the financial condition of the League of Women Voters of [NAME] as of [last date of fiscal year] and the results of its operations and cash flows for the year then ended.
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TIPS FOR MEMBERSHIP GROWTH
All League leaders have a role to play in building and sustaining a strong membership base.  The membership chair and the membership committee may be responsible for implementing the League's day‑to‑day recruitment and retention activities, but their success depends on everyone's participation.  The following tips for membership growth should become an integral part of the League work of each board member.

Goal setting. The goals and strategies of the board and the membership committee should be designed to:


o
Recruit and maintain a membership large enough and diverse enough to further the League's mission and carry out its program of work.


o
Attract a membership that reflects the diversity of the community.


o
Promote member understanding of LWV procedures and policies.


o
Give each member an opportunity to contribute individual talents to the work of the League in a way that is satisfying--while making sure that every member feels that involvement with the League, whether active or supporting, is essential to the LWV's strength and success.


o
Build members' pride in belonging to the League by sharing information about the League's impact and influence in the community and at the state and national levels.

Recruitment.  This requires perseverance and year-round attention.  The reasons for joining the League are many, but the key is being seen as an organization that is making an important difference.  Strong, visible program work (education and advocacy on issues that citizens care about) backed by meaningful community outreach and good public relations make an effective combination.  All members, and especially all board members, must accept personal responsibility for membership growth.  They should always be in a recruiting mode and ready to "make the ask."

Orientation.  This is the follow-through to successful recruitment.  Soon after they join, new members should be given an opportunity to learn more about the League's purpose and program and to think about the role they might play in the organization.  Many Leagues schedule a special orientation session for new members where they can socialize with current leaders and other new members.  Orientation can also be part of a general or unit meeting.  Assigning an experienced League member to act as a mentor is another way to help orient the new member.

Member Involvement.  Each new member should receive a packet of introductory material including a membership directory, information about current program activities and an interest questionnaire.  The completed questionnaire becomes part of the member's record and will be helpful in matching the member with activities and a level of involvement that are satisfying.  All members' records should be updated periodically to reflect new interests.  While League leaders would like to see all members participate actively, they recognize that some join to support the LWV and the work of others.  These "checkbook members" must be made to feel welcomed and valued for contributing to the strength of the organization.
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Retention.  This is as important a part of membership as recruiting new members.  The key is making sure that the League is meeting a variety of needs.  Make good use of your local newsletter to meet some of those needs.  Include articles about critical issues for the members who join for information.  Highlight League action (at all levels) for those who want to support an organization that makes a difference.  Provide  opportunities to get involved (action alerts, meeting notices, requests for help at special events) for those who want to be active.  Follow up with phone calls to those who have indicated an interest in participating.  Organize a phone tree; encourage car pooling; schedule social events.  Ask board members to contact members who are late in paying their dues to encourage them to renew.  If people drop their membership, ask them why they did not rejoin--and bring that information to the board for discussion.
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TIPS FOR ACHIEVING DIVERSITY
The League of Women Voters believes in the values of diversity, inclusiveness and the power of collective decision making for the common good.  This belief is reflected in the diversity policy adopted by the national board:



The League, in both its values and practices, affirms its belief in and commitment to diversity and pluralism, which means there shall be no barriers to participation in any activity of the League on the basis of gender, race, creed, age, sexual orientation, national origin or disability.



The League recognizes that diverse perspectives are important and necessary for responsible and representative decision making.  The League subscribes to the belief that diversity and pluralism are fundamental to the values it upholds and that this inclusiveness enhances the organization's ability to respond more effectively to changing conditions and needs.



The League affirms its commitment to reflecting the diversity of America in its board, staff and programs.



Every League is expected to adopt its own written policy on diversity and to devise a plan of action to become an organization that fully reflects its community.

Commitment. The most important step League leaders can take in meeting this challenge is to make a personal commitment to diversity.  Learning to be more culturally sensitive and practicing inclusiveness must become a day‑to‑day priority for each of us as individuals before meaningful diversity can become a reality for our organization.

Training. Valuing diversity is something we have to learn and practice.  Training programs can help all of us come to terms with our biases and assumptions about others and learn how to create an inclusive environment for all members.  Leaders committed to diversity will provide opportunities for their members to:


o
Become knowledgeable about culturally diverse groups;


o
Become comfortable with discussions about diversity;


o
Identify barriers within the League that operate against achieving diversity, and


o
Develop remedies to remove these barriers.

They will also recognize that developing the skills to manage diversity takes time and that training will be needed at many points in the process.

Setting goals. Many groups of people are not currently represented in any significant numbers within the League.  Increases in racial and ethnic diversity, gender diversity, the number of lower income members, the number of members in the work force, members who are younger and members with disabilities are all needed.  The task is a large one and will need to be managed in stages.  
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The multi-year plan of action to achieve diversity in the League adopted by the LWVUS/EF will concentrate first on achieving racial and ethnic diversity but will also include technical assistance to Leagues to ensure that all programs and meetings are barrier-free for members with disabilities.  A Diversity Implementation Task Force of the board has been established as part of this plan of action.

Analyzing its current membership and collecting demographic data on its community will help each League decide where to begin.  Sources of demographic information include city or county planning departments, municipal libraries, real estate companies, the departments of sociology, geography or political science at a local college or university, United Way, the Chamber of Commerce, political parties and census reports.

After comparing the profile of its own membership with the profile of the broader community, the League should be ready to set measurable goals and develop strategies to increase its diversity, with special emphasis on one or two target groups.

Translating diversity goals into action. Diversity strategies should be woven into all aspects of League planning and League work.

Program.  Design programs that serve all segments of the community.  Meet with representatives of diverse groups to identify areas of common interest and discuss opportunities for collaboration.  Seek out an organization that serves a group targeted in your diversity plan and join together in developing a program to address an issue of mutual concern.  Working together builds trust and mutual respect.

Meetings.  Hold meetings in locations that are inviting to all people in the community.  Experience indicates that public or semi‑public facilities are more successful sites than are private homes.  Make sure all sites are barrier free.  Schedule meetings at times that are convenient to a diverse audience.

Publicity.  Traditional means of inviting participation in League activities are not effective in reaching all audiences.  Make use of alternative community newspapers, student publications and church bulletins.  Personal invitations and follow‑up are invariably more effective than printed announcements.

Environment.  Embrace diversity.  Welcome new points of view.  Provide opportunities for all members to contribute their talents and develop new skills.  Be prepared to accept the changes that will come by bringing in members with different backgrounds and life experiences.  Encourage members to be "diversely" active in their everyday lives.

Evaluation.  Review progress and update goals and strategies regularly.
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TIPS FOR THE MEMBERSHIP CHAIR
The membership chair is responsible for directing the League's efforts to recruit and retain members.  Keys to success include a knowledge of the League, enthusiasm, administrative ability, patience and persistence, along with full cooperation and assistance from all board members.  The membership chair should not be expected to undertake this challenge alone but should enlist others to help whenever possible.  Forming a membership "team" makes the job more fun and manageable while training others for future League leadership.

Role
Recruits and involves members in League activities.

General

o
Recruits new members.


o
Retains current members.


o
Provides League orientation for new members.


o
Maintains an up-to-date membership list.

Specific

o
Plans and coordinates special membership recruitment events.


o
Works with the board to review the League's goals for diversity and determine action steps for the year.


o
Keeps a file of prospective members and former members.


o
Makes personal contact with prospective members.


o
Sends prospective members the League bulletin.


o
Contacts new members, transfers and members recruited by the LWVUS or the state League to welcome them and inquire about their League interests.


o
Plans and coordinates special events to welcome and orient new members.


o
Works with board members and committee chairs to match members, new and old, with opportunities for League involvement, recognizing that involvement is optional.


o
Organizes and oversees a telephone tree or e-mail tree.


o
Works with the treasurer on dues collection and list maintenance.


o
Submits membership reports to the LWVUS and state League, as required.


o
Makes sure a supply of membership brochures is available.

Techniques

o
Form a committee to share responsibility.


o
Provide all board members with membership brochures and ask them to carry brochures with them at all times.


o
Highlight membership recruitment/retention opportunities at every board meeting.


o
Encourage board members to collaborate with diverse organizations in the community as they make their plans for the year (cosponsor meetings, for example, or Get Out the Vote campaigns).


o
Capitalize on League advocacy to attract people interested in those issues.


o
Work to create visibility for the League—- with the PR chair, if there is one.

Appendix II.B.7.


o
Have membership materials available at every League event and ask board members to assist with hospitality and recruitment.


o
Ask the board for help in getting members involved.


o
Have a League table or booth at community events.


o
Provide League information to diverse organizations in the community.


o
Provide information on new members to the bulletin editor for brief bios welcoming them to the League.


o
Be enthusiastic, patient and persistent!


o
Ask the membership question: "Would you like to join?"


o
Plan and carry out orientation for new members--by a meeting or one-on-one.


o
Develop a new member kit.
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TIPS FOR THE VOTERS SERVICE CHAIR
Our voters service work is often the first thing the public thinks of when they hear mention of the League of Women Voters.  The basic principle of voters service is nonpartisanship‑‑providing unbiased, factual information to help citizens make their own informed decisions on election day.  It is always separate from advocacy.

Role
Oversees and coordinates the League's efforts to provide nonpartisan information to voters and to promote citizen participation in elections.

General

o
Develops a plan and sets goals for providing as many voters as possible with accurate, timely and useful nonpartisan information on candidates and election issues.


o
Develops strategies for promoting voter turnout on election day, with special emphasis on groups with historically low turnout.

Specific

o
Identifies other community organizations, individuals, or entities with an interest in promoting an informed and active electorate.


o
Invites one or more of these groups to partner with the League in one or more Get Out The Vote (GOTV) activities, including those listed below.


o
Obtains from the state League and local election officials basic registration and voting information as well as accurate dates and deadlines for the current year.


o
Disseminates this information throughout the community, especially any changes in election law affecting the public.


o
Compiles and publishes the responses to local candidate questionnaires (voters guides).


o
Prepares pro and con information on local ballot issues.


o
Distributes this and any similar information on statewide issues prepared by the state League.


o
Organizes local candidate debates, observing state and national League guidelines to assure nonpartisanship.

Techniques

o
Appoint a committee to carry out planned projects, involving as many members as possible.


o
Work with the public relations, membership and finance chairs to take advantage of public relations, membership and fundraising opportunities provided by voters service.


o
Coordinate GOTV campaigns, candidate debates and other voters service projects with diverse community organizations and with nearby local Leagues, where appropriate.


o
Maintain a good working relationship with election officials.


o
Staff the League telephone during elections or provide accurate and up‑to‑date voters service information to be taped for the telephone.


o
Organize a speakers bureau, delegating responsibility for recruiting and training speakers and for filling requests for nonpartisan speakers or moderators.
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TIPS FOR THE ACTION CHAIR
Action is whatever the League does to influence government officials to implement the League's program goals.  It is writing letters, making phone calls, visiting public officials, testifying at hearings, mobilizing public support.

Role
Oversees and coordinates the League's advocacy efforts to implement League positions.

General 

o
Assists the board in developing strategies to achieve action goals.


o
Is informed about local, state and national League program positions and action priorities.


o
Makes certain that requests for action from the state League and the LWVUS receive prompt attention, ensuring that pertinent action guidelines are followed.

Specific

o
Encourages action at the local level.


o
Coordinates the League's response to action requests from the LWVUS and state League, including assisting the president in carrying out the agreed-upon action activities.


o
Reports to the LWVUS and state League on the action taken and replies received.


o
Encourages member participation in action activities and keeps members informed of action taken.


o
Makes sure that appropriate board approvals are obtained and that members understand action goals and activities.


o
Maintains contact with local, state and national legislators and officials.


o
Arranges and documents periodic interviews with state and national legislators, as requested, and with local elected officials.


o
Maintains files on action taken and replies received.

Techniques

o
Write a regular action column for the newsletter.


o
Announce action requests at board and general meetings.


o
Bring action information and stationery to meetings.  Ask members to stay after for a few minutes to write an action letter, or schedule special letter-writing sessions.


o
Establish and make use of an action phone tree.


o
Send letters-to-the-editor or op-ed articles to your local newspaper to promote public understanding of critical issues and recommended policies.


o
Attend state League legislative seminar or legislative day.


o
Ask new members to join experienced Leaguers in interviewing legislators.


o
Maintain a profile of your legislators' special interests, committee assignments, voting record on League priorities.


o
Know which members have special access to legislators.
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TIPS FOR THE NEWSLETTER EDITOR
Role
Maintains communications between the board and the membership by producing and distributing a regular newsletter that accurately describes the activities of the League.

General

o
Promotes good communication within the League.


o
Publishes a newsletter that serves as a source of organizational information for current members, as a recruitment tool for new members and as a public relations vehicle in the community.

Specific

o
Is responsible for compiling, editing, setting up layout, illustrating, proofreading, reproducing, collating, addressing and mailing the newsletter.


o
With the board, plans overall content of the newsletter, sets publication target dates, determines general format and budget.


o
Includes articles written by board members and committee chairs or composes articles from data they provide.


o
Stresses positive aspects of League activities and achievements.


o
Submits the draft newsletter to the president for final review and approval.


o
Sends copies of the newsletter to the state League and LWVUS liaisons and to other League leaders, as requested.


o
Complies with postal rates and regulations.


o
Keeps a file of the newsletter for the League's archives.

Techniques

o
Get help.  Recruit members with design expertise, artistic talents, proofreading skills.  Delegate reproduction, collating and mailing to a sub-committee.


o
Maintain a calendar of League activities and deadlines for the year (including information from the state League and the LWVUS) to help plan for future articles.


o
Set firm deadlines for copy.


o
Ask board members to submit their articles on computer disk or by e-mail.


o
Use camera-ready copy and logos from the LWVUS and the state League.


o
Use graphics, but with restraint.


o
Exchange bulletins with other local Leagues to get ideas for content and layout.


o
Pay attention to newsletters from other organizations, noting attractive features.


o
Credit the source of non-League material; get permission to use copyrighted material.


o
Fully identify and date each issue.


o
Work with other board members to get in-kind contributions, such as printing, and to solicit advertising for the bulletin.


o
Work with other board members to identify potential members,  community colleagues and donors who should receive complimentary copies.
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A good newsletter instills pride in the organization; arouses interest and makes members want to get involved; informs the reader about priority issues on the League's agenda and about actions taken by the board; summarizes important events; praises individuals and groups for work done; celebrates past successes and inspires new ones; welcomes new members and introduces them briefly; impresses non-members with the variety and effectiveness of League activities; and attracts the eye with layout, graphics and content.

Suggested newsletter features:


o
Message from the president--to share pride in the organization, to stimulate thinking about the League and its mission, to invite participation in upcoming events, to thank members for contributing to the organization's successes.


o
Calendar of upcoming events and related articles--to encourage participation, but without instilling guilt in those who choose not to be involved.


o
Local League news--to let members know what their organization is doing (studies, voters service, public forums, special events) and how they can participate.


o
Background information for consensus meetings—-to promote a well informed membership and encourage attendance.


o
Action column--to encourage responses to action requests that are not time sensitive and to let members know what action is being taken on their behalf.


o
Membership column--to introduce new members, solicit names of prospective members, invite attendance at new member events, encourage everyone to make a commitment to membership growth and diversity.


o
Highlights of successes, events and activities from the state League and the LWVUS — to build members' understanding of the League as a multi-level organization.


o
Contact information--to help prospective members learn more about the League.
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TIPS FOR THE PUBLIC RELATIONS CHAIR
Public relations is the art of using the media to inform and to influence.  The PR chair may have primary responsibility for heightening League visibility in the community, but every board member should contribute to the group's PR efforts.  Leagues should build a communications strategy into every activity on their agenda.

Role
Promotes the League's image and activities in the community and informs the public of the League's services, positions, membership opportunities and fundraising efforts.

General

o
Formulates a public relations plan and submits it to the board for approval.


o
Trains board members to think about their role in communicating the League's message to the community, emphasizing that every event offers an opportunity for visibility.


o
Explores all means of promoting the League: media releases, op-ed pieces, radio/television appearances, press conferences, exhibits and displays.

Specific

o
Develops and maintains personal contact with media representatives.


o
Maintains an up-to-date list of media contacts, as well as a list of organizations for networking.


o
Develops all media releases, with the approval of the president, and directs the releases to all appropriate contacts.


o
Maintains a copy of all media releases and coverage.

Techniques

o
Think public relations at all times.


o
Make appointments for you and the president to meet with the editor of your local paper and the news editor of your local cable station.  Discuss opportunities for League-media partnerships; encourage them to consider League as a resource.


o
Work with the chair/committee responsible for special events and program activities to develop a PR component.


o
Involve others.  Divide and assign tasks.


o
Be positive, courteous and diplomatic when promoting the League.  Be appreciative of time and space given by the media.


o
Submit material to the media with ample lead time and in the form requested.

A good media release clearly and concisely states who, what, when, where, why, how and perhaps why not.  It is typed, double-spaced, on one side of the page and includes:

 
o
Media contact/address (TO)


o
League contact/title (FROM)


o
Date of sending (DATE)


o
Date of release (RELEASE DATE)


o
Subject (SUBJECT, TITLE OF STORY)
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TIPS FOR FINANCING THE LEAGUE
Fundraising is vital to Leagues of all sizes.  A good fundraising plan is first of all diversified.  That is, it relies on a variety of sources of revenue, including members (through both dues and contributions), other individuals, businesses and corporations, sales of items and services, special fundraising events and perhaps even private foundations.

That is why financing the League requires the help of many individuals--the entire board and every member.  The more people who will commit to helping fund the League and its projects, the more successful the efforts will be.  Remember, too, that the gains from fundraising efforts are not always money alone.  Every mailing, special project, or event helps to raise the League's visibility and attract new members.

Every League, regardless of size, should have an annual finance campaign--a time when the League asks the community for financial assistance for its operations in return for the contributions it has made to the community.  This often takes the form of a letter to businesses and special friends in the community, outlining the services the League has provided and its plans for the future.  The letter usually goes out over the president's signature, although recruiting a prominent business person or community leader to sign the letter can also be very effective.  In-person follow-up visits to selected persons on the mailing list can also boost returns as can telephone calls.  To make the job manageable, target a few donors (or potential donors) each year for visits and make phone calls to the others.

Although Leagues often set aside one time of the year for the annual finance campaign, they usually find it expedient to make fund solicitation a year-round activity.  Deadlines for funding requests for some companies, for example, may not coincide with the League's fund drive.

Most Leagues supplement community contributions through other means.  Here are some suggestions:


o
Sponsor a special event, such as a state-of-the-community dinner, award reception, theater event, roast of a public official, or seminar--and charge admission in excess of the cost.  Ideally, this type of event relates to the League's mission, thereby helping to advance it as well as raise funds.


o
Seek in-kind contributions--free printing or photocopying, free use of space for office or meetings, new or used equipment.


o
Seek cosponsors for League projects with donors underwriting some, or all, of the costs.  Citizen education projects are attractive to many potential co-sponsors.


o
Sell League guides to local government or other program publications.


o
Hold a garage sale, bazaar, silent auction or other sale.
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o
Make contractual arrangements for services such as training for election workers or "how to manage consensus."


o
Use members' homes as "bed and breakfast" for special local events or fall football season, if you are in a university town.

Before undertaking sales of services or items, get in touch with the state League for information on sales and use taxes and reports to the IRS.  They will tell you whether to file yourself or through the state League.
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TIPS FOR THE FINANCE CHAIR
Role
Plans and directs the fundraising activities necessary to carry out the League's plans.

General

o
Raises money for the support of the League.


o
Makes the case, or rationale, for supporting the League to the community.

Specific

o
For a new League, establishes a system for an annual finance drive so it will continue when personnel changes.


o
Prepares annual fundraising plan for board approval, taking into account the goal specified in the budget as well as the money budgeted for fundraising expenses.  Includes direct solicitations and special fundraising projects/events.


o
Obtains board approval of plans and reports back to board as plans progress.


o
Initiates and supervises the finance drive and other fundraising activities.


o
Directs the preparation and mailing of solicitation materials.


o
Arranges follow-up on solicitation letters to those who do not respond within a couple of weeks.


o
Makes sure that contributors are thanked promptly.


o
Coordinates activities with public relations chair and treasurer.


o
Encourages board members to assist with fundraising efforts by providing names of new prospects, making personal contacts and being aware of the funding potential of League activities.


o
Looks for ways to involve other members.


o
Coordinates activities with neighboring Leagues, if jurisdictions overlap.


o
Keeps contributor list up to date.  Collects names of potential individual and business contributors; adds names of new donors.


o
Nurtures contributors--sends newsletter, publications and special invitations to League events, even personal notes when they are in the news.


o
Keeps the record of expenses and income of fundraising activities.


o
Evaluates the success of each fundraising activity and makes recommendations for the future.


o
Serves on the budget committee.


o
Mentors future finance chairs.

Techniques

o
Share the job with a co-chair.  Divide and assign the tasks: finance letter, special events, list maintenance, mailings, thank-you letters, record keeping.


o
Recruit a committee and divide tasks into small assignments. 


o
Ask board and members for fundraising ideas.


o
Start planning and organizing early.


o
Set deadlines for annual finance drive and other fundraising activities.


o
Look for in-kind and/or special purpose contributions.


o
Be alert to PR opportunities to promote the League and encourage



contributions and membership.


o
Learn how tax-deductible contributions can be used.
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Role of the board.  The League board is ultimately responsible for funding the League.  Board members should assist in drafting the case statement to use in soliciting financial support, help develop the prospect list of potential donors and take an active part in all fundraising efforts.  The board should assure that accurate and complete records are kept of both fundraising costs and income.

Prospective donors.  Begin by developing a prospect list.  Ask your board and members for names of people they feel are sympathetic to the League or have reason to appreciate what the League does for the community.   Remember that people give to people, so that personal contacts are essential to fundraising.  It has been said that fund development is really "friend making."  Don't think only of big donors.  Many groups rely on the loyal support of small businesses.

Cultivation.  Carefully nurture your contributors--and prospective contributors--throughout the year by sending them copies of new publications, voters guides and bulletins.  Invite them to special League events, such as candidate forums, meetings with speakers, or membership functions.  This special attention keeps your supporters aware of how their contributions are being used to make yours a better community--and it acquaints potential donors with the work of the League.  Watch the local paper for news of your donors.  Congratulate them on awards or other accomplishments.

Classify prospective donors by potential for giving.  Potential contributors of larger gifts deserve a higher level of attention, which means personalized letters, telephone calls, and even visits, if the prospect is willing.  A request for funding for a particular project (rather than for general operating expenses), especially a project that matches the donor's interests, can also be effective.

Building a relationship is vital to fund development.  Be sure to acknowledge responses to solicitations, even if the answer has been "No."  A letter or brief telephone call can help to build future loyalty from the potential donor.  It often takes a year or two for cultivation of a larger donor to pay off.

Tax deductible gifts.  Most of a League's revenue will not be tax deductible.  Examples include dues and "unrestricted" contributions, which can be applied to virtually any area of League activity--administration, advocacy, bulletin, educational projects and so on.

Some donors, however, would like to be able to deduct their gift to the League as a charitable contribution.  They may do so by contributing to a League of Women Voters Eduction Fund.  Gifts made through an education fund may be used only for educational projects and activities, such as a voters guide, educational forum or conference, or directory of elected officials.  They may be general contributions to support the League's ongoing educational work, or they may be earmarked for a specific educational project.  Education fund money cannot be used to develop or promote League advocacy.

Please check with your state League or the League of Women Voters Education Fund at the national office for guidance in soliciting tax deductible contributions.
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TIPS FOR A SUCCESSFUL ANNUAL MEETING
The annual meeting is one of the most important general membership meetings of the year.  It gives members an opportunity to direct the future of their League.  Holding an annual meeting is in fact one of the seven basic requirements for League recognition.

The purposes of the annual meeting are to:


o
Elect the board or leadership team for the coming year.


o
Adopt a local program that reflects the interests of the membership.


o
Approve a budget that provides financial support for the League's activities.


o
Review and/or amend the policies (for the MAL Unit) or the bylaws (for a local League) that govern the group's operations.

This should be an enjoyable social event as well as a business meeting.  A catered or potluck meal is always fun, as are featured speakers, awards, skits and other lighter activities.  The meeting can also be a time to recruit new members by demonstrating how the League functions.

Here is a checklist for the preparations:


o
Set an annual meeting date and review pertinent policies or bylaw requirements.


o
Appoint an arrangements chair to oversee the necessary meeting preparations.


o
Notify those committees responsible for making recommendations to the annual meeting (nominating, budget, program and policies/bylaws committees) of the date of the board meeting at which they should present their reports.


o
Make the following appointments:


  

- a person to audit or review the treasurer's books 


  

- a parliamentarian for the meeting.


o
Plan with the board the format and content of the meeting.  Guest speaker?  Clever skit?  Special awards?


o
Prepare a script for the business part of the meeting.  Include notes in the margin re things such as vote required.


o
Invite your state League advisor or liaison to attend the meeting.

Be sure to display League literature so that invited guests can learn about the League and our positions on issues.  This is also a good time to distribute and collect personal interest surveys, and, since this is often the start of a new fiscal year, don't forget to collect dues if your League does not use the anniversary system.

And after the meeting:


o
Have minutes prepared, read and approved as required.


o
Complete appropriate report forms for the state League.


o
Appoint those to be appointed to the board.


o
Appoint board members to the next nominating, budget and policy/bylaws committees.
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DEVELOPING AN MAL UNIT BUDGET
The budget is an important planning tool.  It should reflect the group's agreed-upon goals, priorities and anticipated activities and indicate how these will be funded.  An MAL Unit's initial budget will be quite modest and will therefore not need a lot of detail but it sets the stage for a more detailed budget as the Unit grows.

The typical League budget is a gross budget, documenting income and expenses rather than just the net difference.  For example, if the League holds a luncheon, all the income is recorded as are all the expenses.  An MAL Unit budget might include some of the following categories:

INCOME
Dues.  Will the Unit assess an amount from each member for local activities over and above the state MAL dues?  How much additional dues would be needed from each member to cover the cost of the newsletter and modest PR expenses, for example?

Contributions.  Will the Unit seek contributions from members and the community to help support the work of the League?

Special projects.  Are there plans for an educational publication, for example, that you could sell, or produce with in-kind support?

Fundraiser.  Will the Unit hold a special event (a dinner with speaker, for example) aimed at bringing in additional revenues?

Interest.  Does the Unit have any funds in an interest-bearing account?

EXPENSES
Administration.

Chair and leadership team



(postage, phone, fax, copying, e-mail fees, travel, publications)


Membership--a priority



(brochures, invitations, postage, directory, ads, recruitment



materials)


Public relations and publicity to attract members and the public to meetings


Newsletter (printing, supplies, postage)


Insurance (property, liability--ask the state League for advice)


Taxes
State MAL Dues (if members don't pay their dues directly to the state League).
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Meetings.

Room rental for Unit meetings or other events


Annual meeting



(printing of materials, invitations, meal, speaker's expenses)


Registration and other expenses for state/national workshops, conventions, councils. 
(Budgeting for state and national conventions over a two-year period can help
meet these special expenses.)

Activities.

Educational activities



(publications, study materials, tours, public forums)


Advocacy



(stationery, postage, phone, fax, e-mail, legislative newsletters, coalitions)


Voters service

Fundraising.
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SAMPLE MAL UNIT BUDGET
Income
A. Dues*

     Individuals 12 @ $44                                 $528

     Household members 3 @ $22                              66

B. Contributions

     Members                                                75

     Non-members                                           100

C. Annual Meeting (with dinner)                            300

D. Election Reporting                                      100

                                       Total Income      $1169
Expenses
A. Administration

    Board expenses                                       $ 85 

    Newsletter                                             44

    Insurance                                              35

B. Dues to state League*

    Individuals 12 @ $40                                  480  

    Household members 3 @ $20                              60

C. Meetings

    Annual Meeting (w/ dinner) 20 @ $12                   240

    State League workshop 2 @ $20                          40

    State/national convention                             100  

D.  Activities

     Program Committee                                      50

     Voters Service Committee                               35

                                       Total Expenses    $1169
*Assumes that the MAL Unit collects the dues to forward to the state League and that the state League pays the national PMP to the LWVUS.
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RECOGNITION CHECKLIST
This checklist is intended for use by the state League and the MAL Unit leadership team in both short- and long-range planning and as an aid in self evaluation.  Use it to assess the readiness of the MAL Unit to "graduate" to local League status.

Nonpartisanship

o
Has the Unit adopted and adhered to an effective nonpartisanship policy? 


o
Has the Unit carried out its activities in such a way as to maintain its nonpartisan reputation in the community?

Leadership team

o
Has the leadership team grown in expertise and effectiveness?


o
Has there been orientation of new team members?


o
Do members have a good understanding of League policies?


o
Has the Unit been responsive to suggestions made by the state board?


o
Is there a good mix of experienced members and future leadership?

Nominating Committee

o
Has a nominating committee been selected to prepare a slate for the League board?


o
Is the committee prepared to be active throughout the year to identify new leadership?

Bylaws

o
Have bylaws been prepared, the first three articles of which are consistent with those of the LWVUS?  Do the remaining articles provide for democratic procedures?

Meetings

o
Have regular leadership team meetings been held?  Is the agenda available before each meeting?  Are minutes taken?


o
Has an annual calendar of activities been prepared?


o
Have regular membership and/or public meetings been held?


o
Have members attended state and/or national League workshops, conferences, or conventions?


o
Has an annual meeting been scheduled to adopt a budget, local program and bylaws and to elect officers and directors?
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Membership

o
Is membership growth and retention a priority for every member?


o
Is membership addressed year-round?


o
Has the membership committee developed a strong recruitment program which is bringing in new members and building a diverse membership reflective of the community?


o
Has a retention program with standard renewal procedures been established?


o
Do new members receive an orientation to the League and/or a new member kit?

Finance and Budget

o
Has the Unit contributed to the financial support of the League as a whole?


o
Does the Unit have a budget adequate to carry out its operations?


o
Has the Unit completed at least one fundraising activity and evaluated its success?


o
Has the Unit developed a realistic and diverse fundraising strategy for the coming year?


o
Does the proposed League budget reflect anticipated growth in program and voters service activities?


o
Has the leadership team accepted its responsibility for the group's financial health?

Program (study, community education, action)

o
Has the Unit kept its members informed about current League program priorities?


o
Has the Unit participated in a state and/or national study or position review?


o
Has a local area of concern been identified?


o
Have local study and action been undertaken under state League supervision?


o
Has the Unit demonstrated success in fostering a better informed citizenry?


o
Has the Unit responded to action alerts from the LWVUS and the state League?


o
Has the Unit shown an understanding of politics and government essential to League action?

Voters Service

o
Has at least one voters service project been successfully completed?


o
Are League members informed on election laws?

Communications

o
Is a regular newsletter published?


o
Is the Unit visible in the community?  Are activities well publicized?


o
Has the Unit worked with other community organizations and the media to achieve League goals?
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LEAGUE OF WOMEN VOTERS OF THE UNITED STATES


1730 M STREET NW, WASHINGTON, DC  20036


202/429-1965

REQUEST FOR LOCAL LEAGUE RECOGNITION

PART I -- TO BE COMPLETED BY THE MAL UNIT

(Two copies to state League; one for local files.)

Name of MAL Unit:


________________________________________________________________

Name & address of MAL Unit Chair:

____________________________________________________________________________________________________________________________________________________________

Proposed name of local League:


__________________________________________________________________

Name & address of local League President:

____________________________________________________________________________________________________________________________________________________________

President's home and business telephone with area code, fax and e-mail:

(Home) ____________________(Business)  ____________________

(Fax)  ____________________(E-mail)  ____________________

Date of recognition as an MAL Unit:__________________________________________

Has there been a full-fledged local League of Women Voters in your area in the past?    Y/N

If yes, under what name? _____________________________________________

Current number of paid members:________________________________________

Congressional district (s) included (e.g., 4th): ​​​​​​​_______________________________________

Appendix III.C.

Please attach copies of the following materials.

Attached:


_____
Exhibit 1.
Membership list





Membership roster indicating membership type,--e.g., household members.


_____
Exhibit 2.
List of jurisdictions your League encompasses and map





Attach a listing of all ZIP codes in your LWV area --for the assignment of nationally recruited members to your League.


_____
Exhibit 3.
Board list


_____
Exhibit 4.
Bylaws


_____
Exhibit 5.
Budget


_____
Exhibit 6.
Nonpartisanship policy


_____
Exhibit 7.
Membership activities and future plans





Brief outline of membership activities including efforts to increase membership, improve retention and build diversity.  Attach copies of newsletters, if any.


_____
Exhibit 8.
Program work, voters service activities and future plans





Brief description, including community outreach components, and any pertinent clippings.


_____
Exhibit 9.
Fundraising activities and future plans





Brief evaluation.

_________________________________________________   __________________

MAL Unit Chair's SignatureDate

MAL Unit: Send two copies to the state League; keep one copy for your files.
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PART II -- TO BE COMPLETED BY STATE LEAGUE
The state board of the LWV of _______________________________________ hereby requests the national board to grant recognition as a local League to the MAL Unit of ______________________________.

In our judgement the members of this MAL Unit have fulfilled the requirements for recognition.

_____________________________________________________________________

State LWV Advisor's SignatureDate

_____________________________________________________________________

State LWV President's SignatureDate


State League: Return signed original with exhibits to:





 LWVUS, Member Services Division,


1730 M Street NW, Washington, DC  20036.

Rev. July 1996




