
American Association of Collegiate Registrars and Admissions Officers
Minutes of the Meeting of the Board of Directors
January 20-21, 2023
In-Person Meeting, Washington D.C.
 

The Board started an information and discussion session on Friday, January 20, 2023 at 9:05 AM EST.

Board Members in Attendance: Jackie Carter, Karee Head, Philip Hunt, Ari Kaufman, Rhonda Kitch, Rock McCaskill, Cassandra Moore, Connie Newsome, Julia Pomerenk, Tiffani Robertson, Tiffany Robinson, Rob Shomaker, Sherry Wells

Incoming Board Members in Attendance: Chris Huang, Roslyn Perry, Brenda Selman, Kristi Wold-McCormick

Staff Members in Attendance: Quintina Barnett Gallion, Tina DeNeen, Julia Funaki, Melanie Gottlieb, Martha Henebry, Tiffany Hsu, Wendy Kilgore, Michelle Mott, Mike Simmons

Guests in attendance: Sarah Bobman, Christopher Griffin, Adam Proger


Discussion List 
New Board Member Orientation
The incoming board members were given an overview of the newly restructured divisions within AACRAO. Each division leader gave a brief presentation on how the department works to support the goals of the strategic plan. A copy of the staff presentations can be found in Dropbox. 

Raymond James Presentation
Adam Proger gave the Board an overview of what is happening with the AACRAO portfolio and how the portfolio played out through 2022. AACRAO’s portfolio is currently sitting at $10,132,048 at the time the presentation was drafted. A copy of the portfolio presentation can be found in Dropbox. 

Audit Presentation
Auditors Griffin and Bobman gave the board an overview of the audit of financial statements for FY 2022. Auditor Griffin noted that AACRAO had a clean audit with an unmodified opinion. Back in December, this presentation was presented to the FI&A Committee and has since been finalized. The report was finalized on December 15, 2023. Auditor Bobman went over some Financial Statement Highlights. Auditor Griffin then concluded with an overview of the Areas of Audit Emphasis and Accounting and Regulatory Updates. Additional details can be found on the AACRAO-FI&A Presentation-2022.Final.pdf. 

Strategic Plan Implementation
Associate Executive Director Barnett Gallion gave the Board an overview of recap of the strategic plan implementation. The process started off with Associate Executive Director Barnett Gallion interviewing each staff member with the following three questions:

1. What do you love about AACRAO? What attracts you to the work?
2. In your experience, what are the traits of high-functioning organizations?
3. What are you most worried about? What are your big questions when it comes to implementation of the strategic plan?

Overall, the staff loved that AACRAO is a mission driven organization dedicated to higher education and all students at all stages. In addition, the staff love the flexibility of their work and that they’re able to be autonomous in AACRAO’s work. The staff described organizations as high-functioning if they are ones that are transparent with a clearly communicated direction from the leadership. High-functioning organizations are also ones that are not afraid of hard decisions, are agile, and have plans for the future. The things that AACRAO staff are most worried about include:
· The staff don’t see themselves as part of the strategic plan
· The staff don’t know how the work will get done or whether there are enough resources to accomplish all the goals
· More meetings, more work on top of already heavy workloads
· How staff will collaborate and communicate with each other

With the implementation of the strategic plan, AACRAO formed new divisions, which are different from the workflows. The work that is done by each workflow is what is included in the quarterly reports and it is their work that fulfills the goals of the strategic plan. AACRAO is using a 90-day driver diagram process to approach the implementation of the strategic plan so that the goals become “doable” sets of actions.

External Board Member Shomaker asked the AACRAO staff, having gone through process of implementing this new strategic plan, if the staff are experiencing burnout and how is it being addressed. Different division leads commented on how each of their departments are experiencing burnout (if any) and how each division head is working with their staff to address the challenges that are experienced as a result of this new way of doing their daily work. For many, it is the fear of uncertainty with a new way of doing things that is causing the stress. Additionally, as a result of the new reorganization, many staff members were promoted to director roles who had not previously held director type positions. Once the staff are able to understand all the new components, how they connect and work together, and how they all contribute to the overall goal of the association, the staff have learned to accept and embrace the new methods of doing their daily work. 

President Kitch commended Executive Director Gottlieb and the staff for their transparency and candidness about the whole process.

Proposed Bylaw Changes - Town Hall Talking Points  
Questions that came up during the town hall were ones that the presenters were already prepared to discuss. Members will continue to be able to submit questions about the proposed bylaw changes via the website. When it comes time to vote on the proposed bylaw changes during the Business Meeting, each proposed bylaw change will be brought up, one-by-one, for a vote. President Kitch does not expect pushback from the piece about online voting.

Incoming Vice President Selman wants AACRAO to be mindful that it continues to serve those who work in admissions in addition to registrars. Executive Director Gottlieb believes that opening the roster will allow AACRAO to reach more people who work in admissions. The current roster limit makes institutions selective about who to put on there and typically registrars are added because AACRAO is the place to go to for registrar related professional development. People who work in admissions have more options for professional development opportunities outside of AACRAO. 

Aligning all the calendar years
President Kitch wanted incoming board members to be aware that currently, AACRAO operates on several different calendar cycles. The membership renewal cycle begins on July 1 and goes through June 30. AACRAO’s fiscal year begins on October 1 and ends September 30. Board transitions take place at the Annual Meeting which is late March/early April. External Board Member Shomaker asked whether or not there were any consideration for aligning all the different calendar cycles. Executive Director Gottlieb noted that it is very difficult to synchronize however, she is open to the idea, but it is not a priority at this time. 

Annual Meeting Logistics
President Kitch gave a quick schedule overview for the upcoming Annual Meeting. Board committee meetings will start on Friday, March 24, typically around noon, followed by an all-day board meeting on Saturday, March 25. Sunday morning there are pre-conference workshops and then the Annual Meeting activities will follow. The Annual Meeting will wrap up on Wednesday with a quick debrief and lunch at 1:30 PM MDT. All board activities are expected to conclude around 3:30 PM MDT. President Kitch encourages the Board to review the script to see where there are commitments. Incoming board members are only expected to pop by certain events for a quick hello before heading out. 

Vice President Pomerenk asked why board members are assigned to all sit towards the front of the room and whether or not that appears cliquish. After much discussion, the consensus is that board members should all sit together in the front of the room, in the marked reservation sections, so that when it comes time for introduction they can be easily spotted and introduced. This only applies to the larger general sessions such as the opening plenary, business meeting, and closing plenary. For luncheons and other sessions, board members should spread out and mingle as much as possible. 

President Kitch asked for those currently serving on the board to share any tips or words of advice for new board members. Some of the tips shared were:
· Do not overcommit yourself
· The AACRAO office is a safe space to take a break if board members would like a quiet place to get some work done without having to talk to others
· Go to caucus meetings because the discussions can be interesting and insightful
· Vice Presidents without portfolios can help in lots of different areas. Don’t be afraid to reach out to those without portfolios for help if needed.

The Board was dismissed for the day at 4:38 PM EST.

The Board resumed on Saturday, January 21, 2023 at 9:07 AM EST.

Board Members in Attendance: Jackie Carter, Karee Head, Philip Hunt, Ari Kaufman, Rhonda Kitch, Rock McCaskill, Cassandra Moore, Connie Newsome, Julia Pomerenk, Tiffani Robertson, Tiffany Robinson, Rob Shomaker, Sherry Wells.

Incoming Board Members in Attendance: Chris Huang, Roslyn Perry, Brenda Selman, Kristi Wold-McCormick

Staff Members in Attendance: Tina DeNeen, Melanie Gottlieb, Tiffany Hsu, Mike Simmons

Call to Order                                                                                                              
President Kitch called the meeting to order at 9:07 AM EST on January 21, 2023.

Approval of Agenda
MOTION 2023.01.01 – It was duly moved and seconded to approve the agenda. APPROVED

Officer Reports
Vice President for Leadership and Management Development
Incoming Vice President Huang called attention to the upcoming Presidents Roundtable Webinar coming up on Friday, January 27, 2023. This is a networking and listening session in support of State and Regional Presidents. The State and Regional Pre-conference Workshop details will be finalized in the next couple of months. Amber Cellotti (Incoming State and Regional Relations Committee Chair) and Incoming Vice President Huang have been working together to create position description documents to help ease the transition between the Vice-Chair and Chair.

Executive Director Gottlieb recommended board members to connect with State and Regionals to see what their needs and wants are when board members visit to present at their conferences. Incoming President-Elect Wold-McCormick suggested adding a field on the intake form where State and Regionals can opt into setting aside some time to engage with the AACRAO board representative.

Vice President for Finance
The Treasurers Affinity Group would like to have quarterly meetings. Vice President Kaufman will follow up with AACRAO staff Apple to get this arranged. The group is currently looking for a Chair to lead the group.

Vice President for Information Technology
Doug McKenna’s three-year term as Group VI Coordinator ends at the Annual Meeting. Scott Campbell has been tapped to replace Doug McKenna when he rolls off. 

MOTION 2023.01.02 – It was duly moved and seconded to approve Scott Campbell as the new Group VI Coordinator once Doug McKenna rolls off his role after the Annual Meeting. APPROVED

Associate Executive Director DeNeen would like for the Board to formalize a process to replace Program Coordinators once they roll off their positions. Incoming Vice President Perry is also in the process of replacing the Group V Coordinator role once she rolls off. She is following the process that Vice President Moore used when she was rolling off. The process would be to send out an email to Group V folks letting them know there is an opening and to send an interest statement to the current Group Coordinator if they were interested in the role. The current Coordinator would then review all the interest statements and pick a person to take on that role. 

Vice President for Access and Equity
Vice President Moore noted that the Black Caucus is planning a webinar focused on The Role of Higher Education in Black Activism. In addition, the Asian American and Pacific Islander Caucus is continually engaging members in communicating with their members about uplifting Asian American accomplishments and experiences with anti-Asian racism. Dr. Soraira Urquiza, the Chair of the Latinx Caucus will be leaving higher education administration and pursuing a different role as an Assistant Professor of Chicana/o/x Studies at Los Angeles City College. Theresa Rodriguez, the Registrar at Carleton College will become the new Latinx Caucus Chair.

Vice President at Large
Vice President Robertson hasn’t received an update from the Mentoring Work Group as to the progress of the report and how close it is to finalization. She hopes it’ll be ready for AACRAO’s team to review and put final finishing touches on in the next couple of weeks. 

External Board Member
CUPA-HR is currently focused on the following topics:

· Recruitment, Retention and Engagement, 
· Mental Health and Well-Being, Burnout
· Race, Equity, Diversity, Equity, Inclusion, and Belonging Challenges
· Public Policy and Regulatory Issues

Around Recruitment, Retention, and Engagement, External Board Member Shomaker shared the employer retention survey a couple months ago. The supervisory section has just been released and is currently on the website. There are several toolkits available on the CUPA-HR website to help with mental health, well-being, and burnout. External Board Member Shomaker called attention to the DEI Maturity Index on the CUPA-HR website which is a free resource. For Public Policy and Regulatory Issues, the fall agenda was just released. Additionally, CUPA-HR is following Supreme Court cases and staying on top of what is happening with DACA. 

External Board Member Shomaker is going to propose to his executive team the continuation of a four-day work week. This has been helping with staff burnout and the staff have responded well to it.

Vice President for Admissions and Enrollment Management
Vice President Wells is finishing up with the CAS Admissions Statement Review. 

President-Elect
The Board needs to select a replacement for Rob Hornberger and Sam Fugazzotto when Hornberger rolls off as Program Committee Chair and Fugazzotto takes over as Chair after the Annual Meeting in Aurora. Two people were selected as nominees to take over as Vice-Chair of the Program Committee. One is Steve Seaworth and the other is Daniel Weber. Seaworth was not able to fulfill the commitment and Weber has accepted the role. With Weber moving into the Vice-Chair role, there will be a vacancy to replace the Group VII Coordinator. Associate Executive Director DeNeen will finalize a proposal for the new process in selecting the new Program Committee Vice-Chair and bring it forth to the Board for approval and a vote.

President
The call for a new Parliamentarian went out and the hope is that a new Parliamentarian will be selected before the Annual Meeting in Aurora, Colorado. This will allow the new Parliamentarian enough time to shadow the current Parliamentarian, Kristin Waters, whose term ends with this year’s Annual Meeting. Currently, there are 10 applications and the application deadline is January 31, 2023. Once the application period closes, a small committee made up of Vice President Pomerenk, Vice President Shipman, Past President Robinson, and Vice President Head will review all the applications and bring forth their recommendations for a board vote at the February Board Meeting. 

Committee Reports
Finance Investments and Audit Committee
The term for the current FI&A Member-at-Large position is expiring and therefore a new member needs to be selected to fill that position for the next three years. AACRAO staff Hsu will work with the AACRAO Communications Team to get a call out in the beginning of February and the call for that position will remain open through the Annual Meeting. John Meldrum, the current Member-at-Large will remain in his position until the May 2023 FI&A Committee Meeting. 

Executive Director Gottlieb went over the budget with the Board explaining that this is the first budget the Board will look at with the new organizational structure. AACRAO’s biggest expense is salary, and that is the area where there’s the biggest increase due to the reorganization. There is a 15-20% increase in travel expenses overall. In addition, there is an increase in expenses related to meetings because meetings now cost more to run compared to pre-pandemic. This budget is one with the tightest margin that AACRAO has ever presented. AACRAO has $110,000 in contingency expenses and also $250,000 in depreciation. Executive Director Gottlieb will work with CLA Principal Birchfield to make this budget more presentable and digestible to the membership. A risk factor that Executive Director Gottlieb took this time when drafting the budget was to project funds AACRAO might capture in the Grants space. AACRAO is investing money and staff resources to capture grant funds. 

MOTION 2023.01.03 – It was duly moved and seconded to approve the proposed FY24 budget as presented. APPROVED


Next, Executive Director Gottlieb and Vice President Kaufman went over the Q1 Financial Statement. Executive Director Gottlieb noted that because CLA does not have the history of AACRAO financial numbers, they did an average for each of the quarterly revenue streams. CLA did not pull month to month statements from last year. The legal fees are higher for this first quarter because AACRAO didn’t initially budget for an accounting firm change. AACRAO had to pay for services from both firms during the transition. In addition to the attorney that AACRAO currently has on retainer, Jim Goldberg, AACRAO had to hire an attorney to help renegotiate the hotel contract room block and also help with the proposed bylaw changes review.

MOTION 2023.01.04 – It was duly moved and seconded to approve the Q1 Financial Statement as presented. APPROVED

Governance Committee
AACRAO conducted a town hall of the proposed bylaw changes on January 17th and will hold another one on January 25th. After the first town hall, the Governance Committee reviewed and developed frequently asked questions to further promote member engagement and transparency. When the committee is not doing bylaws review, the committee will look into the Board Handbook, and the N&E Handbook.

Human Resources and Compensation Committee
The committee met yesterday to talk about Executive Director Gottlieb’s 2023 goals. Executive Director Gottlieb will go back to review and refine those goals. The committee started a touch base with the Executive Director on a regular basis to check-in to see how things are going. Vice President Wells hopes that this will continue when Vice President Robertson takes over as Chair of the committee.

President Kitch noted that the Board is not involved in the hiring of staff for the office. Unless there is something that has fiscal implications and needs the Board’s attention, Executive Director Gottlieb will make the hiring decisions. 

Program and Services Review Committee
Vice President McCaskill noted that the committee met to discuss the charter because the committee is and has been struggling with what the committee is supposed to do. The committee is struggling with determining what the committee is responsible for and when it becomes the responsibility of the AACRAO staff. Executive Director Gottlieb suggested that if the committee begins to explore ways to help in the content and curriculum development area that they reach out to include Associate Executive Director DeNeen in the discussions as that area now falls under her division.

Strategic Planning Committee
In the past year, the committee has been focused on presenting and highlighting the new strategic plan across the association and to the membership with a particular focus on State and Regional Associations and all the members who attend the Leadership Meeting. 

Vice President Hunt led the Board through a review of the brainstorming activity from last year’s June Board Meeting, which attempted to answer the question of “How do we best organize our community to achieve our mission by way of our goals (which will change)? Through the lens of our values”. The Board reviewed the _Typed up Board Member engagement sheets (revised 1.21.2023).docx which had a listing of:

· “Who” the association currently serves
· “How” do we engage?

Executive Director Gottlieb explained that the brainstorm started with the 4th goal of the strategic plan, which is “Reimagining Engagement and Community”.  To start, the Board has affirmed that the Annual Meeting will have a virtual component and that the Business Meeting will be in a hybrid format. AACRAO has also purchased an engagement platform, Higher Logic, and that will be the foundation piece of the online engagement for our current communities. AACRAO has around 11,000 members and about 2,500 are actively engaged, therefore, there is a big opportunity to engage the people who are not currently engaged. In addition, AACRAO is in the process of changing the membership structure, which in turn will lead to more members. AACRAO needs to ensure that it can create ways to engage those new members. Most of AACRAO’s actively involved members join a committee or engage through the AACRAO governance structure. 

External Board Member Shomaker noted that it is important to create opportunities, however, AACRAO need to be cautious that not all members want to join a committee or work their way up to be a part of the governance structure. He cautioned that AACRAO also needs to be okay with the fact that some members may only want to attend a webinar and that also counts as a level of engagement. Furthermore, it was noted that the Board should not get too into the weeds of determining how members should engage and instead leave that to the staff to solve. 

As the Board continued to explore the list of “Who” AACRAO would like to engage with, Executive Director Gottlieb noted that she hopes to help gain caucus funding through the work that caucuses are doing by way of sponsorship. Vice President Hunt would like to see AACRAO turn this brainstorming document into a structure. Executive Director Gottlieb noted that AACRAO can take the list of the people AACRAO would like to engage with, put it into a Driver Diagram, and update it with the goals. From there, AACRAO should be able to identify new ways of engagement and opportunities for engagement. External Board Member Shomaker noted that it is okay when doing this exercise to notice that there are blanks. Some of these categories can be aspirational categories as the staff is already stretched thin. 

Incoming Vice President Huang asked whether or not AACRAO has determined what the definition of baseline involvement would be. It was suggested that perhaps voting is the bottom line because AACRAO has such a small percentage of members who actually vote. Executive Director Gottlieb envisions that as AACRAO changes the way people are added to the roster, those members can update their profile to indicate which areas they are interested in. Based on what their indicated interest areas are, AACRAO can use that information to engage with them. AACRAO’s next step forward is to create pathways for engagement. 

Next, the Board reviewed the “How do we engage” list and added: 
· State and Regionals
· PPAG
· Editorial Boards
· LEAD ASCEND Program
· Micro-Credentials
· Social Media
· Job Boards

The Strategic Planning Committee will take the revised sheet, take a deeper dive, and then bring some recommendations to the Board.

Staff Reports
Executive Director Gottlieb directed the Board to Dropbox for her January report. 

Old Business
AACRAO Staff Hsu went through and updated the Actions Items List while the Board discussed the pending items.

New Business
No new business was discussed during this meeting.

The meeting was adjourned at 3:51 PM EST.

Attachments
Agenda
December 14, 2022 Meeting Minutes
AACRAO 2022 Portfolio and Performance Review.pdf
AACRAOFY24 Master Budget (FINAL).pdf
AACRAO Strategic Plan Implementation_Board.01.20.2023.pptx
Board of Directors-February 2023-Division Overview.pptx
Communications-Jan 2023 BOD Orientation-final.pptx
ED Report Jan 23.docx
EducationMemberDevelopment.pptx
Governance Committee Report January 20 2023 In Person.docx
Group V Access and Equity Report In Person January 20 2023.docx
In-Person Governance Committee Meeting Agenda.docx
R&P Division Board Presentation.pptx
_Typed up Board Member engagement sheets (revised 1.21.2023).docx
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