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2010 TAFTA Board Planning Meetings were held at the home of Carolyn Bond, 18 Salisbury Street, Moonee Ponds (Melbourne) Victoria on Sat/Sun November 20/21 2010.
Those who attended on Saturday Nov. 20th:

· TAFTA Directors: President Leonie McNally (N.T.); Vice-President Sue Mears (Qld) ; Hon. Secretary Donna Toussaint (Qld) ; Directors Kay Faulkner (Qld); Sue Ford (Qld); Jude Skeers (NSW); Svenja (Qld); Sheila Virgo (Qld) ; Martien van Zuilen (W.A.).

· Employees of TAFTA (guests of the meeting): CEO Janet De Boer; contractor Sofia Woods (acting as Scribe for the meeting)

· NFP Advisory Guests: Marion Matthews (Vic) who has a long history in regional arts and the NFP sector; Tricia Smith (NSW) current national President of ATASDA – The Australian Textile Art and Surface Design Association; Paul Sugden (Vic) – TAFTA’ Honorary Solicitor.

   On Sunday, Nov. 21st, Paul Sugden was unable to attend, but Carolyn Bond was present for the discussion.

· All those attending the meeting have were asked to provide a short biography and/or C.V. and to indicate their experience with the NFP sector. TAFTA’s current directors will provide similar information for the TAFTA website, to be posted in February 2011.
· Each person was asked to indicate what they hoped would be the main outcome(s) of the Planning Meetings and this information informed the points for discussion.

First point of business (after Introductions): Review of TAFTA’s current form of governance through reference to the Articles of Association, and Background Notes, distributed to all in advance. It is important to confirm that everyone present has a reasonable, if not a detailed understanding, of how TAFTA currently operates.

Discussion about alternative methods of governance – ranging from one of the most structured (company limited by guarantee, in TAFTA’s case) - to the least demanding – and steps in between. 

· What can the invited guests share with the meeting in terms of their own experience?
· Have issues of legal terminology been identified?

· Is there a role for TAFTA well into the future?

· What specific assets might logically be expected to be retained/modified? Including intangible assets.

· Who would be instrumental in seeking new members for the Board, if new members must be found?

· Who would undertake to train new Directors in the history of TAFTA and their responsibilities under the terms of the Articles (whether those now in place, or revised)?

SWOT model:It was deemed useful to adopt the SWOT Model (Strengths; Weaknesses: Opportunities; Threats) with discussion facilitated by Sofia Woods. This can be applied to TAFTA’s current structure and will help identify suggested points arising for further discussion for Sunday, 21st November.

SWOT Analysis of TAFTA’s current situation:
STRENGTHS:

Strong Governance model

Strong Reputation

Extensive Network and Synergies

Extraordinary Customer service

WEAKNESSES:

Funding/money relies on one person CEO

CEO must exit at some stage

OPPORTUNITIES:

Transition to a sustainable model of service delivery

Better use of new technology

Charitable foundation

THREATS
Reputation can be degraded

Market saturation

Summary for meetings of Saturday, November 20th, prepared by Sofia Woods
Preamble:

The purpose of the meeting is to discuss the future of TAFTA in consultation with other sector representatives of Not for Profit organisations. The following outlines the thread of discussion thus far – highlighting important points and themes. The purpose of these meetings was not to structure or confirm policy but to consider ideas and options and invite new information.
Other Models of NFP Governance and Operation (ATASDA and Grampians Textile Conference)

· Much discussion was had about company limited by guarantee vs associated body and the difference being that associations are incorporated in their individual states as opposed to company’s being able to function on a  national scale

-     Associated bodies - don’t have to provide audit to Dept of Fair trading.
· If TAFTA became a QLD state based association – and operated only out of the gallery space and bookshop, process and audit fees and other operational costs reduced – but wouldn’t be able to trade outside of state. 

· Major issue with being an association – you need to procure volunteers and have someone to manage this. Having volunteers can be problematic – there is high changeover and upskilling – additionally volunteers can mean the organisation of AGMs can be difficult .

· Challenge with every organisation is how to set the change and succession planning for the organisation so that it is effective. Having a clear process, structure and transparency makes the transition much more successful 

· Currently there seems to be no apparent financial reason to change structure of TAFTA,
Not for Profit VS Profit for Purpose

· Not for Profit – not for profit for the members – often rely on people volunteering until they can make enough money to ‘contract’ or ‘employ’ people. 

· Profit for Purpose: make profit to run to meet objectives – state your purpose –  profit can employ people under the Company Director (as long as continues to make money to employ them)

Revenue

· TAFTA may need to find ways to sustain itself without major trading revenue. Over the years, CEO Janet De Boer has turned opportunity into revenue – does the board need to restructure so that Directors become more active in fundraising? How is TAFTA going to sustain itself into the future?
Intellectual Property

TAFTA could be useful in supporting other organisations/groups to run other kinds of conferences/textile businesses – how is this done while still maintaining Intellectual Property?

How to do you put a price on intellectual property – if advocacy and consultancy around the TAFTA model of magazine and forums was the core business – how would TAFTA charge for this and should TAFTA charge for this? 

Assets:

General
· Applying for project funding to manage the assets of the company - can this model work? It seems unlikely.
· Is the Tafta board in a position to push to keep TAFTA running in its current state = lots of work to do this. It dramatically changes the nature of becoming a TAFTA Director and still requires considerable management. 

· If all assets could be sold, the resulting money could go to establish a charitable foundation- donations can be tax deductible – from this money events could perhaps be run on a small scale – this model would still need to have its own governance and has its own drawbacks. Also, TAFTA is already registered as able to accept tax free donations so there is no reason to re-structure to achieve this.
Magazine: 

· Can it generate enough money to cover the salary of a new editor – bearing in mind the editor position is larger than just editing – they must continue to build connection with the subscribers and advertisers to sustain the magazine.  

· Although the magazine is sustained by Janet De Boer’s relationships to the subscribers, community and advertisers – can the magazine still exist once she’s gone? Is it a strong enough product? 

· Possibly merge with another organisation? and/or adopt the Joint Venture model – Paul Sugden confirmed that with a joint venture model you can still have a licence fee paid back to TAFTA for the name - the magazine still has the TAFTA objectives. The Board is active in managing this agreement and the fund. The Board would then be responsible in deciding what criteria they want and determine the shape of the asset and monitor this.
FORUMS

· Marion Matthews explained the development of the Grampians Textile Conferences Model– which was highly influenced by the TAFTA FORUMS and is now set up a Not For Profit organisation – they have joined Regional Arts Vic which is also an NFP but is a company – Regional Arts buy bulk public liability through OAMP –Grampian Arts joined them and are covered through their Public Liability insurance.

· Grampians model uses existing accommodation and restaurants to provide food/accommodation (at participants expense) Exhibition openings – get money from Mayor – run  twilight market (version of heathen’s bazaar)  - 14 workshops – wide range of accommodation options (people can bring family’s &  friends )

Brainstorming (all ideas acceptable):
· Good expertise/good consultation/advisory – this could be the model for TAFTA into the future
· Have a model i.e.: like this meeting where people can come and discuss ideas and share knowledge and experiences in the industry

· Seminar days instead of FORUM – for networking – ideas generator/think tank (someone would have to steer this)

· Source of money: set aside a certain amount as investment capital – could spend the interest – develop prizes – invest in seminars for the expertise/ideas – build on fund money – assets that don’t need a CEO to steer 

· Whatever structure is decided there will need to be some from of structure for liability, charitable for tax purposes – paying of income

“Joint Venture”:

· Expertise being passed on to another organisation

· Partnership between company (divide profits, losses, this is what you’re responsible for and this is what my company is responsible for)

· E.g.: TAFTA will give name to event – in contract specify what standard is – TAFTA provides network and knowledge (licence fee per delegate or event – or lump sum fee) – together running this

· Still need someone to provide the TAFTA knowledge and consultancy????

· Advantage of getting paid for the name which is an asset

· Joint venture without being a sole provider

TAFTA Board – the role of Directors
- how much time does the board want to put into the transition to keep TAFTA running at its current level within the sector.

-  Do we need to replicate and continue what TAFTA does just because that’s what it’s been doing – is there still a demand for TAFTA’s services in the market or is this is being fulfilled by other organisations?

- The amount of time the Board is able to volunteer to see the transition through may partly dictate what direction the organisation takes. 

Summary of Questions Posed

1. Board to Identify what assets that TAFTA has and what is to  continue into the future (e.g.: the FORUMS, the Magazine, the advocacy & consulting, subscribers)

2. What shape/size does the Board take to suit the needs of the ‘new’ future TAFTA

3. Does TAFTA have the funds to support a transition?
4. Where does TAFTA want to be in 5 years and what services does it want to be delivering?

5. Does TAFTA stay the same or does it downsize/upsize?
6. Clarification about what role Janet De Boer will have with TAFTA during and after its transition. Will  she still provide support to TAFTA’s assets, in what way and for how long (i.e.: continue to be editor for a period of time in a joint venture situation) 

SUNDAY, November 21st

Other Models of NFP Governance and Operation 

· Caroline Bond spoke about the organisation she works for, CALC, and some of her experiences over the years  –  her organisation is formed under the company’s act but the focus is in Victoria – there is always a need to consider how to keep the organisation flexible – depending on funding may need to downsize or upsize company – don’t necessarily need to try to grow the organisation.
· Janet De Boer – TAFTA’s current national model works and this can be kept and still downsize organisation but keep the structure per advice received from Paul Sugden on Saturday.
· Company structure looks more impressive to funders.
Intellectual Property

Assets:

General
· TAFTA has an integrated package with magazine subscriptions linked directly to membership in TAFTA. 

· TAFTA has the capacity to get large amounts of information out to the community and sector

Magazine: 

· The magazine still fosters community – this is still an unique aspect of the magazine

Subscriptions

· What do you get if you are a member of TAFTA  without the magazine? Sofia Woods suggested one option is the Ausdance QLD membership model –  provision of consultancy, advocacy, sector development, e-newsletter with first hand information about opportunities, conferences, resources, jobs
Potential Structure Model
Joint Venture:

· What kinds of joint ventures would be suitable for TAFTA? –  one option could be running seminars in various parts of Australia (also discussed on Saturday) and partnering with an association or group to do this – good to be seen as partnering and supporting organisations in the sector.

· TAFTA currently does partner with many organisations – this could perhaps be formalised in a manner that produces revenue via payment to attend.
· ATASDA is aware of possible benefits in more partnering with TAFTA for the continuity of networks and sector connection, specifically for sourcing tutors for workshops

Actions:

· Applying for funding: Marion Matthews confirmed that if funding is needed to promote an event (like the ones TAFTA currently holds in Geelong and Orange) it may be possible to apply to State Tourism bodies – or a local tourist association. 
· Define Bequests on the website (leaving money to TAFTA in a will). There can be a long wait to determine if this money would ever eventuate plus it can take time and effort to create awareness of this option. However, TAFTA could revise the notion of bequests –  e.g. can put a ‘support us’ on the website, and a Director or Directors could research how to articulate what bequests do, for purposes of the website.
· Continue to brainstorm about what TAFTA can offer their members if there is no magazine? Will they join and to what?
Some further notes on Sat/Sun discussions

· Janet De Boer’s discussion around trying to steer Volunteers - found it difficult to get them involved– need a job description and task orientated process – In Janet’s case as she was stretched running the organisation – it was difficult to provide this and still run the company

· Need a volunteer coordinator who is not the CEO? In which case insurance for Volunteers must also be purchased; at present TAFTA uses WorkCover and only involves people on a work for gain basis.
· New ways of thinking about revenue raising – always good to entertain new ideas

· Charitable foundation? – this would be a different way to ‘sell’ the idea of donations if TAFTA should, or even can, go down this path 

· Bequests – see above

· Magazine still an important product that has a role to play in the sector and has the momentum to keep going
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