DREAM Board Meeting Agenda
August 29, 2007
Kristen Towbin’s House
5:30 pm - 8:30 pm

Chair Report
(old business and new business)
Chair, Bill Finnegan
(5:30pm)

Welcome to Lu -- our new board member!

ED evaluation wrap and salary approval

Conflict of Interest question for Tamarack and DREAM Youth Video

Project/EPA Grant

Q&A
(answers to questions brought up through homework)
(5:45 pm)

ED report
EL reports for EL 12: Camp
Executive Director, Mike Loner

Break for Pasta!l
(6:15)

Mmmm.

Discussion #1: Board Transition, Function, etc.
Bill Finnegan
(6:30)
This seems like a good time to check in about how we operate and what we
do. Board survey results are below.

Discussion #2: Camp Filter
Bill Finnegan
(7:00)
Quickly go over feedback on filter and discuss process and how this relates to
future board/staff interaction.

Priority Captain Report on Expansion
Pete Land
(7:30)

Pete will lead a discussion on expansion, feasibility study, etc. Comments
pasted below.



Comments from the August HW

1) Last Meeting Minutes — ACCEPTED

2) State of DREAM Report - Mike Loner

Did you “almost” meet up with the high adventure crew...? Sounds like
you actually saw them.

Just met the new staffers on their scavenger hunt. They’re awesome!
As I get older, the AmeriCorps kids are starting to seem younger - and
now you have a whole bunch of them. I'm all for the youthful energy
that a young staff brings, but I'm curious about what this means for
the long-term staffing picture. Is the idea that DREAM will always be
youth-driven, or will DREAM seek more experience employees as it
builds capacity to hire more paid staff? I can see arguments for both.
Hey mike, really exciting stuff here... good luck with orientation. How
are financials?

Saw the group at the office this week - so exciting to have such a
large DREAM group in house!

3) EL Monitoring

EL 12.1 The Ed shall not fail to bring creativity to site development and
programming that addresses DREAM’s Theory of Change for Children.
REJECTED

I agree that increased staff should help address implementation
challenges - as should learning from past experiences. How are you
documenting the challenges you’'ve faced? Seems like, with the high
turnover of Camp staff, that documentation could help future staffers
address problems experienced in the past.

Sounds like an amazing summer at camp.

I think the wording of a couple of these camp els is pretty confusing.
Camp sounds exciting — good to hear that self-reliance (an important
part of the theory of change that isn’t necessarily tackled all that well
with the weekly mentoring) is the focus...is it the focus in programming
discussions too? Should WAC be mentioned here? It will be
interesting to hear how you tackle the implementation concern this
coming year...

For the same reasons that Mike states - do we need to rework or find
another mesurement? Camp is so highly influenced by factors outside
of their control, such as weather. Do we measure with a percentage of
completed projects, the number or quality of planned projects, etc.?

EL 12.2 The ED shall not fail to certify recreational land by the highest
accreditation standards whenever applicable. REJECTED

Yeah, we should clarify this.
why not just say the ED shall not fail to receive accreditation from the
ACA? Obviously we'd fail for a couple years...



We should talk about what exactly you are certifying for and why - I
initially read this as some sort of environmental certification because
of the focus on land. After a quick look at ACA, it looks like it is more
about health and safety, so I assume that is more infrastructure
related. Both seem important (although there isn’t a good
environmental land use certification program).

Agree with Mike on all fronts - maybe make the goal more specific -
what kind of accreditation or standards do we want met? I also agree
that with the specific resource hired to focus on land management,
now’s the time...

EL 12.3 The ED shall not fail to obtain proper permitting and advisory boards
for the property and follow all other requirements as specified in the town
permit. - REPORTED NON-COMPLIANCE

Do your new structures comply with the terms your conservation
easement?

Any chance of increasing the number of kids allowed at each camp
session?

It seems like the camp oversight committee should be in place before
additional weeks are requested...

Is there a penalty for not having a permit, or is the town easy to work
with?

I would definitely put that Committee on fast track - they might have
good ideas for reaching out to the community as well.

Ahh, permitting... Hopefully they’ll get you squared away without too
much hassle? Glad to hear that some movement will occur re: the
Oversight Committee, this feels like a gap so it will be good to put the
ball back in the town’s court as far as making it happen.

EL 12.4. The ED shall not fail to build neighbor relations, including keeping
immediate neighbors abreast of DREAM programming and site developments.
REJECTED

How do you publicize the BBQs? Do you have any friends in the
community that could help bring in other neighbors?

Neighbors are tricky — I would agree that it is important to make this a
priority and to build strong relationships with open communication.
The last time I was at camp, the staff didn't know the nlyan-funks
(sp?)...our next door neighbors. They’ve been some of our most
supportive pond residents and they actually live there year round. Is
there some way to introduce them to our staff and to let them know,
on a continual basis, that we’re considering them in everything we do?
This would go for Jeff too and other near-neighbors...

I would suggest a simple newsletter - that way you tried. The town
would have all their addresses.

And it would seem that the Oversight Committee may help in some of
that outreach.



EL 12.5 The ED shall not fail to provide strategic, long range planning for the
property’s physical development and all programming. ACCEPTED (report
missing content?)

e Was there more to be said in that last sentence? I'm curious if the
additional property behind the 50 acres is being considered in the long
term development plan? At least that it's being actively watched in
case it gets put on the market....

e Any time you want an additional eye on some of your children’s
program, I'm happy to review. It's been awhile since I've written a
lesson plan but I do have some curriculum-building experience.

EL 12.6 The ED shall not fail to incorporate environmental stewardship into
DREAM into strategic planning. REJECTED (EL language)

e I'm confused by the wording of this EL - “into DREAM into strategic
planning” — sounds like a typo and how does it relate to Camp?

e Ben & Jerry’s also may have a resource for help with this EL if camp
folks are interested. We have an amazing Environmental Manager
who focuses on our impact as a company. She may be able to provide
info and contacts if there are any projects you want to undertake
(composting worms, biodegradable utensils, etc.).

EL 12.7 The ED shall not fail to conduct an annual site and facility safety
audit. ACCEPTED

e Trailbob needs to get its act together!

e Excellent!

EL 12.8 The ED shall not fail have and train staff in a current emergency
plan. ACCEPTED

EL 12.9 The ED shall not fail to adequately maintain property assets,
including tools, facilities, gear, and site. ACCEPTED
e Just an observation here - it seems in the past that certain staff

members have been made responsible for gear, which seems to have
given, unfortunately, permission to other staff to ignore cleaning
duties. I bet it drove Lu crazy. I wonder if a culture of “clean up after
yourself and right away...” would help take some steps in this
direction... and be a good example to set for kids and mentors too.

EL 12.10 The ED shall not fail to develop a contingency plan and budgeting
in the event of unforeseen disasters occurring on DREAM recreational
property (natural and human). ACCEPTED

e Does insurance cover any disasters?

3) Board Proposals



A) Bill Finnegan i Camp Filter

I like the idea of a filter and these questions seem appropriate, but do
we need to be more explicit about how it is used? For example, does
an idea have to pass all 10 in order to be approved?

Also, should there be a question along the lines of, “Is it the best use
of DREAM’s resources given current opportunities and challenges?”

I missed the retreat so forgive me if I am off base: This seems like a
thoughtful set of questions to use when determining if DREAM should
take on a new Camp Project. Should you also ask if undertaking the
new program/infrastructure would adversely affect the rest of DREAM’s
programs?

I would take out #2... I think having #3 in there covers #2 and more.
I think it looks really good though...obviously not every question would
make sense for every situation, but in general, good thought
provoking stuff. I wonder if we should encourage it to be used for
more than just “difficult decisions...” Also, dream should probably
comment on this before we push it any further, year? Would it be
helpful or a pain in the ass? Could they effectively implement this
filter and how would they?

Love it! #2 may, in retrospect, be redundant but its good to cover the
bases... Well worded.

B) Pete Land i Expansion Priority Report

Great report — good questions - I assume we will discuss them at the
meeting

#1- I say absolutely YES! We will LOVE ourselves in 2-3 years if we
engage in the feasibility study now. I actually think that the outside-
Vermont realm is where the Board can add the most value at this point
because it seems to be the point of the most confusion. Regarding
Vermont expansion, it seems like DREAM has taken the steps to really
dive into it this year and I don’t know how much value the Board can
add right now —-perhaps in the late fall when we see how the different
initiatives are going (teens, camp, new programs, etc.), we can do a
quick eval and add some insight...

#2 - 1 vote yes. 3-5 years...

#3 - really good questions pete, and a big challenge for the office.
It’s important that things in DREAM seem connected and fluid -
important for individual ownership amongst other reasons.

#4- 1 still wonder if a feasibility study could be worked into someone’s
job description... I don’t think the VT focus of the new staff is a barrier.
I'm still on the fence for the feasibility study, especially for the next
few years when the focus (as a result of the state program) will be
focused on Vermont and refining the model for replication. I don't
think anyone outside DREAM has any answers here, and have a slight
distrust of consultants who think they do, and the expense involved.
The feasibility study would be helpful if it was a survey of the
mentoring landscape around the country to identify where and how
DREAM could grow, 3 to 5 years down the road.



Agreed (on question 2). And staff is already thinking about this - I
expect VT capacity to be reached as a result of this staffing burst
within the next year or two. Can staff through the Americorps state
program actually spend any work time on out of state expansion
questions? Will non-Americorps staff be able to spend time on this, or
will managing the expanded staff take up all their time. The long term
planning really seems like a place where the board could step up.
I am more worried about the impact of split offices, as not everyone
can fit at a single office right now, on how the larger team holds
together. It sounds like they have thought through staff roles and
teams in a way that will really work.
The other experimental opportunity for growth, which has already
been in the works in terms of relationship building, is developing a
village mentoring model that links a corporation and a community.
B&J and 7" gen seem to be the strongest corporate partners - does it
seem feasible to engage more deeply a subset as actual mentors?
This would likely take a lot more staff support than the college
programs. In terms the theories of change and mentee experience, 1
think it could be even more rewarding than the teen center approach.
Also, has any through gone into other communities that could be
connected - for example, retirement homes seem like a natural fit as
well, although it would be a very different experience. What about
overlaying multiple communities, so that a child has mentors at
different stages in life? Again, this is program experimentation -
you've got VT expansion covered, and we have more to discuss on the
beyond VT question.
I'm SURE there will be much discussion tonight, so just a few notes to
remind me for tonight...

- staging in state expansion plans as a model for out of state

- shoring up/formalizing programming

- how is knowledge stored and shared from staff to programs?

- formalizing different program size models - what works

C) Bill Finnegan i Board Survey
1. I prefer meeting (check or highlight):

once a month - I think this helps us stay more connect to the program
& staff

once a month (x 2)

once every two months

once every two months (one month seemed rushed ...like we’d just
finish one meeting and hardly have time to breath before our
next...perhaps we could have them more often with less to do at each
so we could really focus on things...)

2. I think we get more done in a:

retreat (x 2)
retreat but that’s not always possible time-wise



e retreat (because things are getting meaty and delay between mtgs)
e I cannot really answer this because I missed the retreat - but in
general — I think that lots can get accomplished in regular meetings
with clear agendas and good facilitation
3. I would be able to participate in day-long retreats a year.
-4

, but would have to know a long time in advance so I could fly out

e o o o o
oW W

-2
-2

4. It fits best within my schedule to:
¢ meet during the day in the morning
e meet during the day in the afternoon (x 2)
e meet during the weekend (x 2)
e meet after work (x 3)

5. I prefer meeting:
e at the home of a board member (x 2)
e at the DREAM office
e at the office of another board member
e at another location: (any place that is comfortable and neutral, i.e.
not connected to our daily work lives)
e NA - phone

6. I would be willing to host a board meeting in my home:
e yes (if you dare)
e yes (x2)
e depends what time of year
e NA

7. For monitoring the policy we have set through the Carver Model, I think
we should:

e create a committee to go through policy once a year so we can focus
on other things (x 3)

e create a committee to go through policy once a year so we can focus
on other things (Maybe more than once a year, but some other way to
focus fully at an appropriate time? For example, Camp EL once at the
end of the summer program and once at the end of the winter
program?)

e respond to ED reports on homework but not discuss during the
meeting - I do think it’s important that board members have an
ongoing involvement in policy... I wonder if we can have a rotating
committee that gives a brief report on the status of policy sections each
meeting. Maybe that committee could meet with Mike rather than have
him write it out (probably a more indepth and productive conversation
could come out of this)



8. For visioning and long term planning, I think we should:

e work closely with staff to create a shared vision (x 4)
e volley ideas for vision back and forth in an ongoing dialogue (x 3)
e take a larger role in visioning the future of the organization (x 3)

9. For the relationship between board and staff:

10.

I would like to get to know staff better and spend time informally with
staff (x 3)

I would like to have a good relationship with staff, but don’t have much
time for this

I would like to help staff be effective in their jobs by playing more of a
direct mentoring role - NO. I think this is completely contradictory to our
model... if board members want to do this, it seems like they should do it
with their board hats off! My two cents.

Any thing else on your mind?

What if, instead of short meetings every month or two, we had 4 all-day
retreats — 3 as a Board and 1 with staff (for at least part of the day)?

We could also require each Board member to attend at least 3 DREAM
events per year (Could be a Camp work day, a Friday program session, a
WAC night, a fundraising cookoff, etc.)

I would like to have a little more clarity about how the activities of the
board, (particularly the priority captain duties and the goal setting) hang
together with the rest of the organization’s timeline & activities.

As a newer board member without a previous role at DREAM, I don't
always feel as connected or as engaged as I would like to be. Timing is
of course difficult (and a newborn makes it tougher) but days like the
retreat (with or without staff) are very helpful for getting me back up to
speed and feeling plugged in.



