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Ener gi zi ng Your Counci |

A Wor kshop

Pur pose: To present and di scuss ideas to
I ncrease the activity level of councils in
t he Navy League.

Lear ni ng Cbj ecti ves:

1.

2.

Agenda: 1.

6.

Di scuss factors that cause reduced
council activity.

Learn strategies for overcomng the
factors that caused reduced council
activity.

Pl an an Energi zing Strategy for your
counci | .

Under stand the inportance of follow
up, neasurenent and recognition for
execution of your Energizing Strategy.

Brai nstormthe Question: “Wy do
counci |l s becone inactive?”.

Present and di scuss what draws nenbers
to the Navy League.

Eval uate strategies for attracting new
menbers to your council.

Plan a Energizing Strategy for your
counci | .

Devel op neasurenent, feedback and
recognition activities as part of your
Energi zi ng Strategy.

Pl an next steps.

Limt: One Hour during the Wrkshop
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Energizing Your Council

Less Active Councils — Why?

You are attending this workshop because you are concerned
that a Navy League council you are involved with in sone
capacity has becone | ess active. Before we can design an
effective strategy for energizing a council, we nust first
understand better why councils becone | ess active.
Renmenber :

“I'nsanity is defined as doing the sanme things we' ve al ways
done..and expecting the results to be different!”

So we need to learn what things councils do that lead to
reduced activity, then think of ways to change our thinking
and thus get the council noving forward again.

Your facilitator will now |l ead you in a structured
brai nstorm ng session. The session will have three phases
(steps):

1. Generation
2. Cdarification
3. Eval uati on

Brainstormng is always conducted to answer a questi on.
The question is witten on the easel pad or board so that
the group can focus on possible answers. Here' s the
process:

Generation: During the generation phase, we want to
collect the ideas of the participants in the quickest, nbst
efficient manner possible. W acconplish this objective by
follow ng the Rules of Brainstorm ng bel ow

Only one person may speak at a tine.

Al'l ideas are recorded on an easel or board and

kept visible to everyone.

Express your idea using the KISS principle (short

and sweet).

Each person contributes only one idea when it is

his or her turn.

Everyone is given a turn in sequence.

It’s OKto pass if you can’t think of another

i dea.

Don’t repeat ideas already |isted.

Build on the ideas of others.

No criticismor discussion of ideas as they are

bei ng gener at ed!
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Energizing Your Council

Clarification: The clarification phase gives everyone an
opportunity to ask questions about any idea listed. The
objective of this phase is to ensure that everyone has the
sane understandi ng of the idea that has been recorded.

Eval uati on: The eval uati on phase gives the group an
opportunity to conbine ideas that are simlar and elimnate
i deas that don’t appear to fit the question.

Any questions? Then let’s get started.

The question we want to brainstormis “Wiy do councils

beconme | ess active?”

Take a minute to think about why a counci

becones | ess

active. Wite your ideas below and share themwhen it is

your turn during the exercise.
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Energizing Your Council

Exerci se

Pur pose: To brainstormreasons for reduced counci

activity.
Acti on: 1. Review the Rules of Brainstormng
2. Select a “scribe” — sonmeone who will wite the

i deas on the easel or board.

3. Conpl ete the Generation Phase, follow ng the
instructions of your facilitator.

4. Conplete the Clarification Phase, ensuring
t hat everyone understands the neani ng of al
i deas |isted.

5. Conpl ete the Eval uation Phase, conbining |ike
i deas and striking ideas that are not germane
to the question.

Limt: Thi s exercise should take fifteen (15) m nutes.

This list will be used for devel opi ng our Energizing
Strategy later in the workshop. Before we start

devel opnment, we need to review what draws nenbers to the
Navy League.

Navy League Menbership Survey - 1999

An extensive survey was conpleted in 1999 with Navy League
menbers answering questions about their satisfaction with
the Navy League. The results are insightful and shoul d
hel p us design our Revitalization Strategy.

What are the strengths of the Navy League?
The top four strengths identified were:
1. Support and recognition of sea services personnel;
2. Influence legislation that supports the sea services;
3. Provide opportunities for young people; and
4. Support the comunity.

Correspondi ngly, two strong weaknesses were identified:
1. Lack of awareness and interest at the council |evel;
and
2. Agi ng nenber shi p.
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What are the npbst conpelling reasons to join the Navy
League?
The top four reasons to join were:

1. Vant to support the sea services;

2. Patriotism

3. Interest in Navy League Prograns (especially youth

prograns); and
4. Menbershi p benefits.

What is npbst satisfying about nenbership in the Navy
League?
There were five responses nost cited:
1. Participation in social prograns at the |ocal |evel;
2. Opportunity to tour ships and interact with enlisted
per sonnel ;
3. Support of the sea services;
4. Sea Power magazi ne; and
5. Support of youth progranms (schol arshi ps, Sea Cadets,
JROTC) .

O her studies have shown that people volunteer for one of
t hree reasons:
Achi evenent — they want to give sonething back to
soci ety (the charitable inpul se).
Affiliation — they want to neet new people or
associate with people of |ike mnds.
Power — they want to be in a | eadership position and
i nfluence the direction of the organization.

Qobvi ously, not everyone joins the Navy League to | ead the
organi zation, so we need to provide opportunities for both
vol unteers and ot her nenbers. Can you think of exanples
from your council when an assignnent was m smatched with
the volunteer? Did that person renmain active?

The next step is to conbi ne our personal know edge of
counci | nenbers and our comunities to devel op an
Energi zing Strategy for our council.

Energi zing Strategies

| f you have ever asked to revitalize an inactive council
you' || be advised to call up all council nenbers and try to
convince themto becone active (again). This strategy is
probably insane, don’t you agree? W need a different
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Energizing Your Council

approach that introduces “new bl ood” into your council,
preferably young bl ood! Here's an approach:

1. Step One — Assess Council/Comrunity Strengths. There
is acouncil in your community for a reason. The
reason may no |onger be valid, but that doesn’t nean
we should ignore it. Sone reasons often cited for
form ng a council are:

A desire to support and interact wth personnel at
local mlitary facilities — ships, bases, stations
or reserve centers in one of our sea services (Navy,
Mari ne Corps, Coast Guard, NOAA, Public Health
Service or Merchant Marine);

A desire to attract ships or ship visits to your
communi ty;

A |l arge population of mlitary retirees who want to
mai ntain their connection with the sea services;
Supporting the comm ssioning of a ship, particularly
a “nanesake” ship (naned for the community, state,
geogr aphi cal area, |ocal resident or |ocal

hi storical event);

Adoption of the community’s “namesake” shi p;

A maj or defense contractor in the community wants to
denonstrate support of the sea services;

Yout h group support — Naval Sea Cadet Corps, Naval
Juni or ROTC, Marine Corps Junior ROIC, Young

Mari nes, Sea Scouts or NROTC units found in many
conmuni ti es;

A parent’s desire to support a child involved in the
sea services or a youth group

A desire to support a sea services historica

pl atform (ship, base, nuseum or site);

D spute with an existing council;

D stance to attend neetings and functions of the
assi gned council; and

A desire to denonstrate support of our country
(patriotism) and the sea service personnel fighting
to protect our freedomns.

There are probably other reasons, so if you know of
them please share with the group. Now that we have a
better understandi ng of what attracts people in
general to the Navy League, and what m ght attract
people to join in your comunity, lets sumarize your
st rengt hs.
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Energizing Your Council

Exerci se

Purpose: To summarize the strengths of your comunity
and to identify reasons citizens mght join your
counci l .

Agenda: 1. List below the reasons you believe a counci
can exi st in your conmunity.
2. List below reasons local citizens would
support a council in your community.
3. Rank your responses in inportance to
revitalizing a council in your comunity.

Comuni ty Rank Citizen Rank
St rengt hs Support

Limt: Thi s exerci se should take 15 m nutes

2. Step Two — Sel ect Target G oups for Recruiting. The
Navy League wants to recruit younger nenbers who can
beconme the present and future | eaders of our League!
Therefore, at | east one of your target groups for
recrui ting should have a younger popul ation. In
general , younger nenbers can be recruited from four
target groups:

- Parents of Youth G oup participants;
Parents and spouses of active duty sea service
per sonnel ;
Reserve personnel and their famlies; and

Community Affiliate nenbers.

O her target groups include:
Menbers of rel ated organi zati ons (MOAA, ANA, SNA,
Crui ser/ Destroyer/ Submari ne Veterans, Naval
Institute, Naval Order, Navy Menorial, Nava
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Acadeny Al unmmi Associ ation, Coast Guard Acadeny
Al ummi Associ ati on, Merchant Marine Acadeny

Al umi Associ ation, VFW Anerican Legion, and
Reserve Associations — ROA, NRA, Fleet Reserve).
These organi zations tend to have an ol der
menbership profile, but can provide new nenbers
and new bl ood. Many of these groups have been
approached by the Navy League’s Direct Mi
solicitations, so they may be aware of the Navy
League and it’s m ssion/goals.

Civic-mnded citizens involved in other civic
organi zations (Rotary, Kiwanis, Lions, etc.).
Active duty personnel |eaving one of the Sea
Services (Transition Assistance Program.

Local businesses interested in becom ng Conmunity
Affiliate nmenbers (see “Recruiting Community
Affiliate Menbers” Workshop).

You probably know of other potential menbership groups
that can be targeted. Please share themw th us.

3. Step Three — Determ ne How to Make Contact with Target
G oups. How do you reach the group you have targeted
for menbership recruiting? Let’s discuss sone ideas.

Parents of Youth G oup Participants — You shoul d have
t he nanes/ addresses of the young people in your youth
groups. Verify the parent’s nane, then invite themto
join. The adult |eaders of your youth groups should
be nenbers of the Navy League — ask themfirst, then
get their help in recruiting the parents. |If the
parent cannot afford to join, try asking an existing
menber (individual and/or business) to “sponsor” the
parent for menbership. Al so, the parent may be
wlling to help recruit their enployer as a Community
Affiliate menber, with the parent becom ng one of the
4 individual nmenbers!

Parents and spouses of active duty personnel — If your
council provides support to | ocal sea service
commands, you shoul d ask the spouses of active duty
personnel to join the Navy League. They are eligible
for a reduced rate nenbership ($30). The active duty
menber may want their spouse to be a nmenber and can
convince themto join. The spouses who join nmay be
willing to assist your council in recruiting other
spouses, but you nust ask them
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Parents of active duty personnel are harder to reach
since their son or daughter usually are not assigned
| ocally. One nethod used by sone councils is to
sponsor a Fam |y Appreciation Day in their community
and identify parents through a registration process.
Details on how councils do this can be obtained from
your facilitator.

Reserve personnel and their famlies — The War on
Terrorismhas caused nmany reservists to be recalled to
active duty, which provides opportunity for councils
to provide services to their famlies and potentially
recruit themas nmenbers. Famlies of recalled
reserves are often without a mlitary support system —
base facilities, Fleet Fam |y Service Center, Navy &
Marine Corps Relief Society, etc. The |ocal reserve
center may be their only link to the mlitary famly
support system and they can use our help. The
contact point is your |ocal reserve center conmmandi ng
of ficer, who can advi se you on servi ces needed.

Community Affiliate nenbers -A Community Affiliate
menber can be any business in your comunity that
wants to support the young nen and wonmen serving our
nation in one of the sea services, wants to support
one of your youth groups, or wants to build their

busi ness in your comunity. They may or may not have
a business relationship with the sea services or your
council. Navy League Corporate nenbers are typically
| arger conpani es that do business with the Depart nent
of Defense and want to denonstrate their support of
the sea services. A local branch, plant or office of
a Corporate nmenber may becone a Conmunity Affiliate
menber to connect with the local council. The levels
of menbership available to a business are described in
the NLUS “Gui de to Busi ness Awar eness: Community
Affiliate, Business Associate, Corporate Mnbership”,
which is the handout for the “Recruiting Community
Affiliate Menbers” workshop. A Conmunity Affiliate
menber shi p i ncl udes four individual nmenbers in your

council. The individual nenbers can becone a source
of new energy for your council, but you nust engage
t hem

Rel at ed organi zati ons — Rel ated organi zati ons are best
approached t hrough your existing nenbers who belong to
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t hese groups. Consider having a joint neeting with
sone of these groups to discuss a topic of nutual
interest, listen to a speaker of mutual interest, or
tour a local mlitary or defense industry facility.
Co-sponsoring a Synposiumat a |local college or
university is another nmeans of engagi ng these

organi zations. The NLUS Direct Mil program has
probably contacted many of the individual nenbers of
t hese groups.

Civic organi zati ons — Establishing a Speakers Bureau
is the nost effective nethod for reaching
civic/service groups. These groups are always | ooking
for speakers, since many of them neet weekly. The
Navy League Speakers Kit has prepared speeches that
your speakers can use to tell the Navy League story
ask for support of your youth groups, and ask themto
join as individual or Community Affiliate nenbers.
The Navy League Centennial videotape is an excell ent
“progrant for a civic group, since it discusses the
hi story of the Navy League and focuses on our m Ssion
and goal s.

Separating Active Duty personnel — MIlitary personnel
are processed through a Transition Assistance Program
(TAP), which assists themin l[earning to survive in
the civilian world. The Navy League has an agreenent
wth the U S. Navy to provide support to TAP through
the Hi ghline Program Active duty personnel who
participate in the TAP programare eligible to join

the Navy League while still on active duty. The
Council Guide on the Hi ghline Program can assist your
council in planning to approach this group (you should

al so contact the Director of Regional Activities for
assistance in using TAP to recruit personnel
separating fromactive service).

Step Four — Establish Goals and Supporting Prograns
for the Reenergi zed Council. As we |earned earlier,
many nmenbers join the Navy League for the socia
activities, contact wwth sea services personnel and to
support youth groups. Younger nenbers have speci al
needs, however. Because of famly and work
commtments, they tend to avoid neeting in the evening
and during lunch! Meetings that are less rigid and
are pronoted as a “m xer” or “networking session” in
the late afternoon are popular. Tours or soci al
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activities on weekends, with children invited, nay
draw attendees from your younger nenbers. Picnics, or

bal |

ganes with sea service personnel have al so been

successful. Meetings focused on recogni zi ng and
supporting your youth groups, or the sea service
personnel on adopted ships, units or stations are also
popul ar wi th younger nenbers.

The foll ow ng guidelines are gernane:

WIW 08/06/2003

Sel ect 3-5 goals (maxi mum5) and design your
schedul e of activities to align with your goals.
Make sure your activities are interesting to the
menbers you are recruiting to energize your
council. Provide a Menber Interest Survey to
tell themwhat the council does and to recruit
vol unt eers.

| dentify new | eaders and get theminvol ved. Most
people (including yourself) will work hard for a
short period if they can see the end and know a
replacenent is available to take over when they
finish their comm tnent.

Build a large Board of Directors — include
menbers fromall your target groups. Sel ect
people for their expertise — financial,

adm ni strative, accounting, business expertise,
education, etc. Successful councils often have
nore than 30 Board Menbers!

Consi der letting the younger nenbers conduct an
activity programseparate fromyour “traditional”
program (e.g. speaker at a dinner or |unch
neeting). Let them take ownership of scheduling
these activities, but invite everyone.

Establish a website and an email conmuni cation
process. The younger nenbers want to conmunicate
in this manner and will take the lead to set

t hese processes up. Young people in your youth
progranms may want to take on a project to
establish a website (perhaps as a school project
for extra credit).

Encour age everyone to becone a recruiter — if
everyone recruits one new menber, your counci
will double in size!

Recogni ze success — especially your nmenbers who
come up with innovative prograns, or are
successful recruiters.
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St ep

our Council

Tune in to your nenbership — ask them what they
want to do and then deliver.

Five — Measure and Report Progress. GCenerally,

peopl

e wll work to achieve goals, so determ ne how to

measure your goals and then report results to your
menber shi p. Make sure you cel ebrate success!

Measur enent Pri ner

When goal s are established, a nmeasurenent nust be sel ected

to determ

ne progress towards neeting the goals. Renenber

“A goal without a nmeasurenent is a w sh!”

Here are sone principles that should be foll owed to sel ect
nmeasurenents. We use an acronym for effective neasurenent:

MOA.

M — Measurable. Obvious, isn't it, but nost of us

have

worked on a task or project that wasn’t

measurable, at least in the traditional sense.

Physi

cal neasurenent (tinme, distance, volume, cost,

energy) is famliar to us. To be neasurabl e, anyone
can take the neasurenent and get the sane results, as

long as we’'re using the sane tool and have the sane
| evel of training or experience.
O — observable. |If a neasure is observable, we have a

common under st andi ng of what is being neasured. What
are sone outputs that are not observable w thout
further definition? Wat about “good”, or “quality”?

VWhat
W th

do | measure if you ask for “a quality product
good functionality”?

A — Attainable. Leaders nust not expect the
i npossi bl e when setting goals. Renenber the Go
Getters Creed: The difficult we do right away; the

i npossi bl e takes awhil e.

Yes, peopl
not hi ng.
sensitive
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e wll agree to an inpossible task and then do
The | eader needs to avoid this situation by being
to MOA
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Establ i sh the Council Energizing Strategy

Getting started requires that we plan to energize the
council, using the ideas discussed in this workshop. |If
you are a “one person energizing teanf, start with
recruiting new, young nenbers and expandi ng the Board of
Directors using those new nenbers. New Board nenbers can
then be asked to take responsibility for one additional
goal. Keep in mnd our Rule of 3-5 Goals.

Exerci se
Purpose: To prepare a Council Energizing Strategy.

Acti on: 1. Identify who is available for the
energi zi ng team
2. Organi ze an energi zi ng team neeting and

conpl ete the foll ow ng tasks:
Set 3-5 goals for the energizing effort.
Det erm ne how to nmeasure each goal
Establish the | eader for each goal (the
i ndi vi dual who accepts responsibility for
wor ki ng to neet the goal).
Sel ect target groups for recruiting new
menbers.
Establish your strategy for contacting the
target groups; schedul e additional
trai ni ng/ wor kshops, if needed (for exanple,
Recruiting Conmunity Affiliate Menbers).
Compl ete the pl anni ng wor ksheet (Action
Itenms), including the tinme allotted to
conpl ete each action item

3. Schedul e periodic foll ow-up neetings (at |east

monthly) to track progress. Reallocate

resources or change deadl i nes, as necessary.

Rigid plans are nore likely to fail!

Limt: This exercise should take one - two hours and
shoul d be conducted after this workshop.
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What actions do you VWho w il |When will How wi | |
plan to take? help you |it be training be
do it? done? conpl et ed?

We hope you have enjoyed this workshop. Please conplete an
eval uation form before you | eave so we can continue to
i nprove these workshops. Thanks for you interest!

The End!
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