Minutes of the 152nd Meeting
of the National Executive Council
of the Air Force Association of Canada
held in the Loyalist Room of the Holiday Inn
in Trenton ON, from 8:00 AM
on Friday 16 November 2009

In Attendance
John Melbourne, National President

Brian Darling, CD, 1st Vice-President

Terry Chester, CD, 2nd Vice-President

Grant E. “Ted” Mahood, CD, Immediate Past National President

Randy Cox, Atlantic Group

Guy Vallières, Quebec Group

Dave Donovan, Ontario Group

R. Weldon Moffatt, DFM, Prairies Group

Gilles McDermott, Alberta Group

Jan Hogan, Pacific Group

Regrets
George E.C. Macdonald, CMM, MVO, CD

Secretary
Dean C. Black, CD, Executive Director

Observers
Greg Spradbrow, CD

Robert Roe, CD
	Item
	Discussion
	Actions

	I
	Call to Order and Opening Ceremony. The Chairman opened the meeting at 8:00 AM and presented the opening comments and Act of Remembrance.
	

	II
	National President’s Opening Remarks. Mr. Melbourne welcomed all participants, and acknowledged the presence of Mr. Greg Spradbrow as an observer. The Chairman also expressed his gratification in respect of seeing everyone present, including the Pacific Group President.
	

	III
	Immediate Past National President’s Opening Remarks. Mr. Mahood emphasized how much he has enjoyed serving the Association in various capacities. Mr. Melbourne thanked Ted for his dedication.
	

	IV
	Approval of minutes of the 151st meeting of the National Executive Council. The Chairman offered everyone some time to review the minutes, and then sought a motion to approve the minutes.
	Mr. McDermott moved to accept the minutes. Mr. Vallieres seconded the motion.

	V
	The Executive Director reported on the budget, audit report and a proposal concerning possible means by which printing and mailing magazine costs can be reduced.
A motion to accept the budget report and proposal, for subsequent presentation to the membership during the AGM, was made by Mr. Mahood; seconded by Mr. McDermott.
A motion to accept the audit report for subsequent presentation to the membership during the AGM, was made by Ms. Jan Hogan, and seconded by Mr. Donovan.
Mr. Black then presented a proposal concerning whether Wing members would prefer the option of subscribing to Airforce magazine, as part of their membership. Key points of the proposal can be found at Annex A to these minutes. Mr. Donovan moved that the NEC give the proposal serious consideration; Mr. McDermott seconded the motion.
	The NEC is to consider the proposal (see Annex A) at its earliest convenience.

	
	On the matter of MAL representation at the NEC level: A discussion ensued with respect to recent efforts to fill a previous MAL Director vacancy, first filled in 1991-2. The benefits of having a representative for the MAL population were acknowledged. Notwithstanding the precedent which had previously provided for an elected voting member (Director) for this function, the discussion focused on constitutional articles that NEC members concluded would prohibit them from being able to extend voting privileges to an MAL Director. For example, article 2.7.5.1 does not allow for appointed members to vote at an NEC meeting. Mr. Guy Vallieres moved that the NEC appoint Mr. Mr. Duane Daly as Advisor (MALs) with a mandate of developing the governance mechanism that would serve the MAL members, especially those who are interested in playing a greater role in the Air Force Association of Canada. The motion was seconded by Mr. Dave Donovan. 
	The National President is to write a letter to Mr. Duane Daly inviting him to accept in the interim an Advisory (non-voting) appointment, with the aim of developing the policy that would provide the governance mechanism, and identify necessary changes to the constitution, etc...that would eventually lead to the establishment of the MAL Advisor as a voting Director

	
	On the matter of a review of the Strategy Planning Notes, a discussion ensued regarding next steps. It was suggested that those who have not yet considered the main questions be encouraged to answer them before the Mid-term in February-March 2010. 
Mr. Donovan moved that the NEC meet in-person at the next Mid-term, subject to financing, at a place to be determined, to discuss among routine matters the next steps in the strategic planning process. Mr. Guy Vallières seconded the motion.  Mr. Mahood suggested the questions and SWOT work be e-mailed to members of the NEC.
Secretarial Note: Mr. Black e-mailed the information to each of the NEC members at that very moment.
	

	VI
	On the matter of the S.O.C.C. review, it was concluded that the S.O.C.C. was incomplete, and there were some challenges ahead. NEC members considered the suggestion that Mr. Macdonnell be invited to continue working on the process; however, the National President was encouraged not to delegate responsibility for strategic planning in this way, outside the NEC. Consequently, strategic planning will remain the purview of the NEC henceforth.

	

	VII
	On the matter of resolutions:
The NRC Chairperson informed the NEC that resolution 2009-08 was withdrawn. There was unanimous consent, supported by further input from the S.O.C.C. suggesting that the issue had not been completely explored.

Mr. Weldon Moffatt introduced additional pertinent information relevant to Resolution 2009-13 – Amendment to the Criteria for the Canadian Volunteer Service Medal (CVSM). Mr. Darling also addressed other information he was presented with. Consequently, the resolution was withdrawn.
Mr. McDermott explained some of the background to Resolution 2009-10 Recognition of Total Service. Some examples were provided. The resolution was withdrawn in favour of reviewing and rewriting it for future consideration.
Mr. Cox, representing the S.O.C.C., withdrew Resolution 2009-07 concerning the biennial general meeting, explaining that the context of this S.O.C.C.-based resolution was actually part of the 2008 AGM resolution, which was defeated in Montreal.

Mrs. Hogan enquired about a resolution originally submitted in 2005, regarding biennial general meetings. Indications are that the resolution was tabled, pending a trial the framework of which would serve to validate the concept of a general meeting held every two years, at the national level. The question remained as to when such a trial would be held.
	The National President will review this resolution to determine the next step. A briefing to the NEC will take place at the Mid-term Meeting.

	VII
	On the matter of a Membership Discussion Paper:
The status of the membership classification system was discussed, and the efficacy of the Associate member and Dual member elements were a focal point.
An historical review of Dual membership costs was explored, resulting in the discovery that the Dual membership cost of $10 was set in 1990, and has since never been modified to keep pace with changes in other membership dues.
It was moved by Mr. Chester that the cost of a Dual membership be raised wef 01 July 2010 to (2 x Regular Fee cost (currently $44)) less $24. (Booklet 105, Article 2.1.2 (1)) and approved at the AGM1990. Mr. Vallières seconded the motion.
With respect to the matter of Associate members, consensus was reached. NEC members agreed the discussion paper should be circulated widely to obtain feedback from Wings on the matter of Associate members, and the recommendations made therein (See Annex B for a copy of the discussion paper)
	NEC members (Group Presidents) shall communicate this cost increase at their earliest opportunity. Mr. Black will draft a communiqué for this purpose. Essentially, the cost of a Dual membership will rise from $10 to $20 or, alternatively, one spouse will pay $44 and the other $20.

	VIII
	On the matter of the RCAF Association Trust Fund report, Mr. Mahood provided an update. He also presented Mr. Donovan with a cheque in the amount of $2,500.00 reflecting a designated donation for the AEA2005. In earlier e-mail correspondence, Mr. Donovan had confirmed the AEA2005 team would be able to apply the funds to close-out activities and expenses.
Mr. McDermott volunteered to join the Board of Trustees until such time as a replacement from Alberta Group might be found.
	

	IX
	On the matter of the association’s membership in the NCVA, a discussion ensued leading to a motion by Mr. McDermott to propose to the membership that we seek not to renew our NCVA membership forthwith. Mr. Vallières seconded the motion.
Members of the NEC believe that since the Air Force Association is not a veterans’ organization per se, and since we defer to the expertise and role of other organizations (Royal Canadian Legion, ANAVETS, etc...) for support to all veterans, including air force veterans, it was felt that membership in such an organization was not necessary.
	

	X
	On the matter of the Legion Unity Proposal, Mr. Darling explained some of the concepts that have been proposed, emphasizing that the Air Force Association of Canada retains an interest in participating in the discussions with no specific commitments to any of the organizational and governance options that were under consideration.
	

	XI
	On the matter of the AGM Agenda Review & Resolutions: no further discussion was deemed necessary.
	

	XIII
	On the matter of open discussion and new business: Mr. Mahood reported on the activities of the National Nominations Committee. He confirmed the willingness of Mr. Spradbrow, Mr. Chester and Mr. Darling to serve in the capacities of National 2nd Vice-President, National 1st Vice-President and National President accordingly.
On the matter of the AGM2010, members of the NEC entertained the possibility of traveling to the West coast. The tentative dates of 15-17 October were accepted.
	

	XIV
	On the matter of service to the Association, Mr. Melbourne expressed his gratitude to Mr. Macdonnell, Mr. Mahood, Mr. Newman, and Mr. Labelle, for their service to the association. Mr. Melbourne also welcomed Mr. Donovan, Mr. Vallières and Mr. McDermott to the NEC.
Mr. Cox enquired about the possibility of one or more Centennary of Flight issues of Airforce magazine coming out. Specifically, he enquired about a story submitted by (name not recognized)  and he wondered when or if it might be published. Mr. Cox was encouraged to speak with Mr. Johnson, Editor of Airforce magazine, who is present at the AGM in Trenton.
	

	XV
	Guy Vallières moved to adjourn the meeting, the motion was seconded by Mr. Mahood. 
	The Chairman adjourned the meeting.


Dean C. Black, CD

Secretary

Approved/Not Approved

John E. Melbourne

National President

Annex A to

152nd Meeting of the NEC Minutes

Dated 14 November 2009

Proposal Paper for NEC Consideration

REDUCING WING MEMBERSHIP DUES

Aim

This document proposes a reduction to Wing Membership dues by providing Wing members the option of subscribing to Airforce magazine.

Scope
Adoption of this proposal could support a $10 reduction in national membership fees paid by Wing members who opt out of Airforce magazine. Their subscription to Airforce magazine would be replaced with a subscription fee contribution made to their Wing, with which the Wing would purchase sufficient copies (one for each Wing member) of a new publication more tailored to the requirements of Wing members, possibly titled Canada’s Wings.
Additionally, Airforce magazine should be pared back by at least eight pages to reflect an aspect of this proposal: namely, that the association news column would be pulled from Airforce magazine and included in Canada’s Wings. Furthermore, pages need to be pared from Airforce magazine to reflect the fall in advertising interest.

Finally, circulation of individual issues of Airforce magazine should be reduced from current levels (16,500) to less than 10,000, to reflect the reduction in the number of Wing members estimated to opt out of a subscription to Airforce magazine.
Implementation Date
Implementation of this proposal would have to begin no later than 01 July 2010, owing to the rising cost of printing, publishing and mailing of the association’s magazine. 
Background

(For a more in-depth analysis of the cultural transformation of the Air Force Association of Canada, see the Additional Discussion Points following the Recommendations Section, below)

Relatively recent challenges signal a transformation in the culture or personality of the Air Force Association of Canada membership. For example, one Wing opted to convert the majority of Regular members to Associate so as to meet property tax challenges. Members who accepted the conversion lost all standing in the association. Another Wing openly questioned the value of Wing membership but, for the moment the Wing’s executives have chosen to postpone for one year any decision to withdraw pending the results of the S.O.C.C. study. More widespread is the reality that barely two-thirds of the Wings routinely participate in the (Annual General Meeting) governance of their association. More disconcerting is the fact that from a succession planning perspective Wing, Group and National executive positions are under threat of not being filled owing to a declining interest on the part of members. Finally, by itself the Associate member classification is a process that privileges membership in a Wing over membership in the association. All of these challenges, recent and not so recent, reflect a shift in the mindset of members who do not support all of the aims and objectives of the association to the same extent other Regular members do.

Discussion

Some of these challenges should not come as a surprise, so soon after two recent $5 increases in membership dues. The “value proposition”, or what members perceive they are getting, for their money, is under siege. One method by which the NEC could respond is by increasing the value proposition, especially for members.

Would members presented with the option choose not to subscribe, if they could continue to be members of the association at a reduced fee? How much could the fee be reduced by? The exact amount depends on a number of factors; however, the cost to produce the magazine is approximately $15 to $22 per member, meaning that the current $44 membership in the association could be had for as little as $22 or as much as $29 for a Wing member.

What are the benefits to the association of providing Wing members with the option? Printing and distribution (mailing) of fewer magazines (10,000 vice 16,500) could lead to a 38 percent savings, for the association. Printing and mailing of the magazine currently costs the association approximately $110,000 per year. The resulting savings could approach $41,800. If, for example, 3,000 out of 5,000 Wing members opted not to receive the magazine, the association would be foregoing $66,000 in revenues. In other words revenues could drop by as much as $66,000 while costs would drop by only $41,800. 

Is this a bad thing? While the immediate result would seem to be an overall loss of $24,800, it may not necessarily be bad. One option to help alleviate any loss might be for Wings to agree to purchase a set number of magazines for between $200 and $400 per year. Alternatively, the association could approach the issue in a phased manner. To illustrate, the magazine would be discontinued for those who opt out, but their membership fee reduction could be made to lag by approximately 3 to 6 months. The idea would be to promote the idea on the basis that it should lead to better retention and recruiting rates such that the attractiveness of a reduced membership rate might actually lead to increases in Wing membership. Another method by which this process could be facilitated from both an administrative and financial perspective, would be elimination of the Associate member category and concurrent promotion of all Associates to (non-subscribing) Regular member status. If, for example, there are 3,000 Associate members converted to Regular status, this could provide the association with up to $66,000 in revenues. Much of the increased revenues could then be redirected back to the Groups through an enhanced Wing Visitation Allowance, such that the association does not profit beyond its financial needs while the Groups enjoy better funding. After all, Groups and Wings are on the front lines when it comes to marketing and promotion of the association itself. Implementation of the Wing Visitation Allowance was something we adopted to help Groups and Wings with these important marketing and promotion duties.
Are there disadvantages? From a financial perspective such a reduction in circulation would probably also lead to a reduction in the Canada Magazine Fund grant, which currently amounts to approximately $24,000 per year. The actual reduction would probably not be significant; for example, the grant might be reduced to $15,000 to reflect reduced circulation numbers. It should be noted, however, that the grant system is under review, and there is no guarantee that the grant to the Air Force Association of Canada would survive this government review.

One final aspect of such an option concerns the potential to create an alternative publication more relevant to Wings. By this is meant the production and distribution of a bulletin-like association magazine tailored specifically to Wings and the operation of small “clubs” and businesses. The best material could be drawn from all of the current Wing bulletins, and this material could be augmented by material produced by other organizations and associations that operate in a similar fashion. Articles and resources from these latter groups would be hand-picked by staff and Wings themselves because the value of the material is recognized by Wing members. The Wing members would not necessarily need to subscribe to this magazine; rather, a certain number of copies could be provided and mailed to each Wing, as per their needs, in exchange for a reasonable fee to help cover part of the production and mailing costs. If, for example, a 16-page magazine containing one or two feature articles from Airforce magazine, plus other articles from Wing bulletins, plus one or two features from Association magazine, costs $25,000 to produce on an annual basis, Wings could be asked to pay $385 to $500 to receive 100 copies, or so.

Summary

The Air Force Association of Canada is fraught with significant challenges that suggest the culture of the membership is undergoing a transformation. This transformation threatens the very association itself to the extent that the traditional mission and vision of the association no longer resonates with the modern-day membership to the extent that once was. This transformation is leading to increasing complaints regarding the “value proposition” of membership, to which the NEC must respond.

Recommendation

It is recommended that the NEC consider allowing for the proposal of these ideas in an upcoming communication to all Wing members, who would be asked to convey their thoughts and questions back to the NEC through the Group Presidents.

Additional Discussion Points

· The introduction of the Associate member classification in 1971 has contributed to a transformation of the culture of the Air Force Association over the past four decades. This kind of transformation is to be expected, in associations like ours, and the same phenomenon is evident in the Royal Canadian Legion
· The key to successfully prolonging the life of the association is for the NEC to determine how best to respond to the cultural transformation. The term “cultural” is synonymous with the term “personality”, meaning that the personality of the air force association has undergone a significant transformation since 1971, when compared with the earliest days of the association in the post-war period
· In our case, the resulting transformation favours support to air cadets and community service, of which both are reflective of the raison d’être of a number of our Wings, while air force heritage and advocacy efforts have become increasingly challenging for associate members to relate and contribute to
· This transformation, or shift in balance is evident in many of our Wings, in the form of lower attendance at meetings, declining interest in and participation at heritage/ceremonial events, like the Battle of Britain and Remembrance Day ceremonies, and greater difficulties sourcing material for Airforce magazine. Furthermore, it is also manifest in fewer individuals willing to step up and take on the important leadership positions from Wing to Group to National
· Over time a not insignificant number of these associate members have become Regular members, but their individual ability to lead Wings has varied. Again, for the most part many of them have brought strong leadership skills reflecting their interests and understandings of the three-faceted role of the association (Youth-Advocacy-Heritage), but those interests and understandings have been such that the air force heritage and the ceremonial aspects, along with the advocacy efforts, now receive far less attention than has been the case. The number of advocacy-focused resolutions is a strong case-in-point.
· In the language of associations and societies, these associate members are known as “non-practitioners” as compared to the traditional air force association member (air force retirees) whom are known as “practitioners”. Most if not all of our membership drives over the past thirty years have attempted to target “practitioners”, as is the present case
· “Practitioners” choose to affiliate (join) in greater numbers when they can be assured that there are sufficient numbers of other “practitioners” with whom they can share their common identity and unique experiences (in the air force). The purpose of doing so is to gain greater insights from this shared context – a context that helps “practitioners” understand the meaning of their life-long air force contributions. Again, “practitioners” derive such an understanding primarily from two sources: talking and meeting with other “practitioners” and reading articles in Airforce magazine
· When the associate member and social member classifications grew in ever greater numbers, “practitioner” numbers declined in percentage terms, making it more difficult for them to derive the value they originally sought from membership, from the Wings they confronted. These “practitioners” essentially became less interested in affiliating with Wings; the MAL category proved to be of more relevance to them
· Many “practitioners” tried to improve their individual situations by attempting to serve in ever higher capacities within their Wings. Unfortunately, there is plenty of evidence to show that many of these “practitioners” confronted an “old-guard-gatekeeper”-type mentality, manifest in Wing executive (“non-practitioner”) members who saw no relevance to the kinds of advocacy, and air force heritage and ceremonial issues or the vision these die-hard “practitioners” were promoting

· Membership in the Wings has declined steadily since 1988 from a high of 8,674 to current levels of just over 5,000. This drop in Wing population seems to have been matched by a rise in MAL population

· Nevertheless, the rise in MAL population lasted only six years. Thereafter, in 1999, membership of MALs began a steady decline from a high of 8,800 to current levels of about 5,700

· At the same time, membership dues increased from approximately $20 to current levels of $45
· All of the foregoing key points demonstrate how the “value proposition” of membership in the air force association has been transformed. By value proposition we mean that when members join they ask themselves two questions: 1) What’s in it for me?; and, 2) What’s in it for the Good-of-the-Order?

· In order to enhance the “value proposition” of membership in the association it is paramount that the NEC continue to implement decisions and solutions that enhance “bang for the buck”

· Over the past three years, significant decisions of a financial nature have been made, such that the association is presently in reasonably good standing. Unfortunately, this standing will not last long owing to the decline in member numbers each year. Left unaddressed, our current positive balance ($22,000) will be gone in one year, since membership revenues from the passing of over 500 members will essentially wipe out this positive balance ($45 x 500 = $22,500)
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Discussion Paper 
Prepared for: Members of the NEC 

Subject: An analysis of some specific classifications of memberships within the Air Force Association of Canada (AFAC), the impact of a disproportionate fee structure and some options for consideration. 

Background 
Membership numbers within the Air Force Association of Canada (AFAC) have been decreasing rapidly over the past years, numbering several hundreds each year; alarmingly that rate of attrition also appears to be increasing. This has had the effect of shrinking revenues at the national level creating the requirement for staff layoffs and reduced service. There are many reasons for these trends: the advancing age of our members and our apparent inability to attract new ones, and the seeming general lack of interest by the public at large in collective groups and clubs, as evidenced by similar problems experienced by sister organizations such as the Legion. It is not an option, however, to merely observe these events and wait for our eventual demise as an organization. The NEC and the Director are examining options to moderate this decline in membership and revenue, and if possible, reverse it. One of the factors that may be contributing to this loss is the fact that our current membership structure and types may have evolved to a point where they no longer serve the best interests of the Wings or the Organization in general. This might possibly have had the effect of weakening Wing cohesiveness and raison-d’etre, (our key building block) and thereby diminishing the organization as a whole. A review is therefore mandated of our membership classification system with some proposals on how we might possibly modify it to make it more relevant to our situation and more productive and visible within our organization, whilst simultaneously rationalizing the fee structure. This, combined with other corrective measures, might well assist us in planning for the future with a robust, forward looking organization 

Aim 
The aim of this discussion paper is examine and analyze the current membership classification system to include; a background of how specific types were created, how they might have evolved and whether or not they might still be relevant to what we do and espouse. The paper will also propose some options of what we might or could do, with some effects of those changes postulated. These options will be presented to the NEC for their consideration and perhaps furtherance to the membership at an upcoming AGM. 

Discussion. 

There are three types of membership classifications identified at article 2.11.2.1 of the association’s by-laws:

a. Regular; 

b. Associate; and 

c. Honorary. 

The term ‚Life‛ member simply denotes a sub-classification, meaning that ‚Life members‛ can be found in each of the above three classifications. There is also a ‚Dual‛ membership sub-classification that has evolved that will be discussed later. 

There are two types of membership affiliation described: 

a. Association with a Wing as a Wing member; and 

b. Association with National HQ as a Member-at-Large. (MAL). 

It should be clear, however, that there is no such thing as a ‚Wing member‛ as distinct from an association member‛. The term ‚Wing member‛, while erroneous, can only be applied to those individuals who are members only of the Wing. This term, ‚Wing member‛, would seem more appropriate to describe those ‚Social‛ and ‚Associate‛ members who do not pay membership dues to the Air Force Association of Canada, as do ‚Regular‛ members. It should be noted from the above, as well, that MAL is not a membership type, as is commonly believed, but merely a description of how that member’s administration is effected. MAL’s are in fact regular members. In researching this subject the author discovered a misunderstanding amongst some members that when one signs up for the AFAC many believe that one is actually just ‚joining‛ a Wing. The comparative analogy would be that when you went in to the recruiting centre to join the Air Force you would be signing up for a specific squadron! In fact, all regular members join the Air Force Association of Canada; the membership at large is then formed into Wings (or MALs) for administration purposes. The Wings comprise the core unit or foundation of the AFAC and it is association with and belonging to, those formations that fosters the pride and unit cohesiveness essential for the overall esprit of the organization, as it is in the Air Force at large. It is largely because of this common affiliation with HQ that all members must have, that Wings cannot exist as stand-alone units outside of a National structure. 

Limits 
This paper will limit its discussion to regular, associate and dual membership types. The honorary and life memberships are special sub-categories that are not counted in overall totals and do not pay annual dues, therefore do not bear on the discussion. The social category is no longer recognized as official. There is some discussion in booklet 105 of an ‚Associate Member at large (Page 5, AM 32/72). This is believed to have evolved to suit some individual group’s needs, but is not now considered a valid affiliation type and will not be discussed further.
Background – Regular Membership 
The regular membership was designed from the outset to be the core, or basic, member of the Association. It was anticipated that this type of membership would comprise the bulk, or majority, of the members of the Association and the Wings that form it. There is a list of criteria in Booklet 105 for regular membership; they centre primarily around ex or current Canadian and US forces, CIC, DND civilians, members of the general public involved in the aviation business in general and/or the spouses of all those aforementioned. The guidelines are intentionally sufficiently broad enough to permit virtually any citizen of good character with an aviation background or contact to become a regular member. The Wing Executive Councils are expected to ‚screen‛ applicants on behalf of the NEC to ensure they meet the criteria and are of good and reputable character. Interestingly, it is noted in this paragraph, (2.03) (4), that those individuals not otherwise eligible under normal criteria may be offered Associate Membership. This appears to have been skewed with time, more about that later. Fees for regular members, which are a combination of National and Wing fees, are collected annually by the Wing and a portion is forwarded to HQ. This amount varies from Wing to Wing. 

Proposals 
There are no proposals or changes recommended to the ‚Regular‛ classification at this time, except that criteria for membership should be periodically reviewed to ensure it conforms to changing times and demographics. 

Background – Associate Members 
The exact origins of the Associate member classification are unclear. Some point to the AGM held in Saskatoon from 29-30 September, 1971, however, the following excerpt suggests that Associate members may have been a part of the Association – at least at the Wing level – before these remarks were made in Saskatoon in 1971. 

‚During the meeting Mr. R. Steers of 442 Wing rose to explain that ’his Wing members *felt+ that Associate members should be recognized at the National level’. Mr. Steers further sought approval from the NEC to issue a certificate and a lapel pin to Associate members. The National President, Mr. A.T. Goodwin thanked Mr. Steers for the suggestion, and recommended that the incoming NEC consider the matter at its next meeting‛. 

Subsequent to this event the Constitution & By-laws of the Air Force Association of Canada appear to have been amended to include Article 2.11.5.1 which states: Associate Members. Associate membership shall be open to those who support the objectives of the Association with eligibility as from time to time determined at an Association Meeting.‛ 

By November 1972 the NEC had promulgated direction explaining that national headquarters was developing Associate Membership Kits and would be offering the kits to Wings ‚that subscribed for all their Associate members‛. It should be noted that these kits came with a cost which was to be recovered from subscribing Wings. 

Article 12-2(b) and (c) of the association’s Booklet 101 (Rules and Regulations of the Association) approved by the 22nd Annual General Meeting on September 30th, 1972, stated: 

(b) ‚Wings may, provided their Wing constitution and by-laws so state, have as part of their membership members classified as Wing Associate Members up to the number allowed by local law. This membership shall be open to citizens of good character, not eligible for Regular membership, who subscribe to the aims and objects of the Association and their eligibility and the nature of their participation shall be from time to time determined by a Wing General Meeting‛. 

(c) ‚Wing associate members shall not have National membership status and shall be administered by the Wing concerned‛. (emphasis added) 
Association files (3804-1 and others), as well as a number of meetings, have been replete with distress over policies and procedures regarding Associate members, since the 1971-era decision. A number of National Presidents have made concerted efforts to eradicate the Associate member classification, all to no avail. The reasons underpinning these efforts are varied; however, it is generally agreed that it may have to do with the perception that Associate members benefit from membership out of proportion to the (national) financial contribution they make to the association. It should be emphasized that Associate members pay no (national) dues whatsoever. It should also be pointed out that many Wings have chosen to address this inequity by imposing higher Wing fees on their Associate members, in comparison to the Wing’s Regular members. In some cases Associate member fees are 25 percent higher than their Regular member counterparts. 

Today, new permanent membership cards have been introduced on which is included a ‚Member Since‛ date. This date has caused some consternation, in a number of Wings, because the date is invariably incorrect if the member happened to join a Wing as an Associate member. Some Wings have intentionally refrained from elevating Associate members to Regular status simply because the Wing would lose membership revenue by doing so. In at least one case (808) a Wing actually demoted most of its Regular members to Associate apparently owing to property tax problems at the Wing. The increase in revenues retained by the Wing, as a 5 

consequence of this decision, seemed to mitigate the Wing’s financial difficulties. This is perceived by some as a ‚sea-change‛ in the direction intended by our founders. (Executive Director’s comment: the 808 Wing decision, and the support the Wing derived from the Association as a consequence of the decision, is a violation of article 2.17.2.3 of the constitution, and should never have come to pass. When the majority of 808 Wing’s Regular members agreed to be down-graded to Associate member status they in fact were no longer considered members of the association and were struck from the records. When loyal members discover the potential impact of the Wing’s intentions, protests have surfaced) 
With respect to acknowledging the retention and recruiting efforts of Wings, it has been discovered that many of the Wings who happen to have won the Association award for these efforts in recent years have been Wings with substantial Associate member populations. What this means is that the recruiting and retention efforts portrayed in the presentation of the award may be misleading. It would seem a Wing with a substantial population of Associate members simply decides how many Associate members to elevate to Regular status, at any one time, and if the number is sufficiently high the Wing wins the award. Is this a reflection of the Wing’s recruiting and retention efforts, or merely a juxtaposition of numbers? The individuals underpinning the award were recruited years or decades earlier, but not all at the same time. In effect, the Associate member classification can be used as a shell-game, when it comes to these kinds of awards. This was clearly not intended to be the case when the Association was founded. 

Finally, it is important to return to Article 12-2(c), of Booklet 101, which was quoted above. This article is perhaps the single most contentious aspect of the policy that was developed in response to Mr. Steers’ 1971 proposal that led to the creation of the Associate Member classification. It seems entirely incongruous to declare in one publication (Booklet 101) that a class of members shall not have National membership status, while declaring in another publication (Constitution & By-laws Article 2.11) that they do. Clearly this situation is not acceptable in a large, national organization such as ours, and must be addressed properly.
Conclusions on Associate Memberships 
It would appear that we may have drifted away from the original intent of the associate membership category, and this has caused incongruities. This is likely the primary source of the distress many have had and continue to have, with the Associate member classification issue. The membership classification system that has evolved over the years is becoming less relevant, given the changing nature and numbers of our organization, and may well have become inefficient. This has created several managerial and systemic problems, not the least of which is a growing misunderstanding of not only the purposes of these classifications but of the organization as a whole by those very members. There are some Wings who have developed a management and financial system that depends on having a majority of Associate members, (thus retaining a larger share of revenues). Indeed, they play these numbers to their advantage, promoting and demoting memberships to their advantage, sometimes even winning commendations in the event for ‚most improved Wing‛. Unfortunately, the financial burden for the maintenance of the entire system is borne by the Wings who ‚play by the rules‛, that is, who treat associate members as the exception to the rule. This ‚gaming‛ of membership categories is no longer acceptable in an era of declining memberships and revenues. 

The membership classification system is designed by the association’s members, and is supposed to work to the benefit of the association. Unfortunately, the benefits to the Air Force Association of Canada of the Associate Membership classification are elusive and questionable. Not surprisingly, the benefits of the Associate Membership classification system to individual Wings, is undeniable and positive. It would seem advisable, therefore, to recognize the Associate Membership classification for what it is: an effective method of encouraging individuals to join not the association but only their local Wing. If, therefore, we consider Associate members as ipso facto ‚Wing‛ members only and we acknowledge the principles reflected in article 2.17.2.3 of the association’s constitution and by-laws, it should be clear that the Associate Membership classification as it is currently being used, is a violation of this tenet. 

Options 
A. Retain status quo. 

Pros. Little or no systemic changes, Wings continue as usual, no NEC action required. 

Cons. The system, as described above, remains dysfunctional and less relevant and we continue to observe a diminishing amount of revenue to, and interest in, a national association. 

B. Revise the Associate Member classification. 

Discussion 

If we reverted to the original concept of associate memberships, that is, new applicants would be offered an associate membership for a period of time, usually one year, a ‚try before you buy‛ policy, so to speak we might well alleviate some of our problems. After that period the local membership committee would consider the application and the applicant could become a full or regular member. There may well be other variants of this approach.(time limit etc). This would clarify the situation and is more in line with the original intent of the organizational structure. This type of policy would encourage Wings to actively, and continuously recruit new members, since they would retain the first year’s dues and in subsequent years association’s membership would see an overall increase in revenues. The overall costs would now be borne by a larger number of people. It is not possible, in this paper, to estimate what those increases in revenue might be since, incredibly, not all Wings are respecting the requirement to report the number of Associates they have! Not to put too fine a point on it, but there could well be a potential ‚black market‛ of associate memberships out there, uncontrolled and unaccounted for. That is not the hallmark of a professional organization like ours. Furthermore, owing to the exigencies of article 2.17.2.3 it is not acceptable to bestow membership in the association without collecting

some fee which can be presented to the membership for the association’s benefit. Even a ‚one-year trial ‘try-before-you-buy’‛ cannot come for free. Submission of a membership fee only to the Wing cannot be accepted as membership in the association. In this regard it is advisable for the Associate member to make a contribution to the association, and this should not be a problem for someone who as our constitution defines is a ‚citizen of good character, not eligible for Regular membership, who subscribe to the aims and objects of the Association‛. 

Pros. 

This proposal would have the effect of controlling the issue and use of Associate memberships, and would permit a fairer distribution of the financial load. 

Cons. 

This proposal will not be well received by those Wings who depend on Associate dues for the bulk of their revenues. Some will threaten withdrawal, others will decry this shameless revenue grab, and some will portend collapse. Again, the association exists for the benefit of members who believe in its aims and objectives, and cannot simultaneously exist for the benefit of individual Wings who may be in financial difficulties. The constitution and by-laws of our association, as with all other not-for-profit organizations who must ascribe to the relevant federal statutes, prohibit us from having any rights in the assets of any Wing, or from being liable for any debts or obligations of any Wing. Nevertheless, if we are to restore fiscal discipline and control to our organization as well as making it a level playing field for all concerned, we must take these measures, or something like them, for the overall health of our organization. 

Background – Dual Memberships 
Dual memberships were probably developed with the intent of encouraging the spouses of members to come out to the Wings for social activities etc, fully believing that attendance would improve. In some Wings, the response to this initiative has been very good. The basic idea is that one member pays the regular dues and their spouse gets full membership for an additional $10. Unfortunately, $10 does not accurately or equitably cover membership in the association, when compared to what other members pay for the same services, benefits and privileges. In other words, the ‚value proposition‛ derived from membership is skewed in favour of those who pay the least amount of money. This defies logic, and is undeniably unfair to the majority of members. The argument that has been used in support of a lower membership fee for the Dual member is that there is no requirement to send two magazines to the same household. However, there is more to the membership than the magazine and, in a recent ‚Value for Money‚ article in Airforce magazine, the current annual cost of producing the magazine, to include postal fees, is approximately $18. Logically, therefore, it stands to reason that an appropriate and equitable membership fee for the Dual member should be $45 less the cost of the magazine ($18), or about $27 for the Dual member. 

Currently, the Dual member sub-classification is presenting another problem: when a Regular member transfers to the Dual member classification in many cases a refund is requested or expected. However, while refunds may have become somewhat of a norm, in recent years, the practice has been stopped simply because the association by-laws do not mandate the return of dues. It is impractical and difficult to budget for. Changes in classifications should only be made during (re) registration and each should be a special case for consideration. 

Proposal 
It is proposed that Dual memberships be offered to the spouses of regular members only, and that those fees be increased to the cost of a normal membership, minus the cost of the magazine. 

The aim would be to ensure every single member, regardless of their membership classification, would derive the same value from the fees they agree to pay. At this time the amount for Dual membership would seem to be about $27, but should be recalculated on an annual basis to reflect the net cost after removing the costs associated with production of the association’s magazine, which may change from year to year. 

Summary 
With respect to the Associate member classification, it is critical that measures be taken to resolve long-standing distress over this issue primarily because the number of associate and former associate members has grown such that the culture of the Air Force Association of Canada is undergoing significant change. This kind of cultural transformation is to be expected, and has occurred in many associations that have introduced new membership classifications as a means of improving retention and recruiting. Former associate members have now risen to the highest governance positions in the association, and their experiences and background while understandably devoid of the kind of air force background veterans have brought and continue to bring to the association, are impacting on deliberations and decisions that take place at and fall out of association meetings. It is time to rewind and restore our association to the norms and type of governance that was envisioned by those who created it, by clearly delineating and defining what and who Associate members are, and restoring a correct fee structure to these membership classifications discussed, including that of Dual membership. 

Prepared by: T.E. Chester, 2nd VP NEC, 31 July 2009
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