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“Working for America’s Best”
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Overview

The Enlisted Association of the National Guard of the United States conducted a membership workshop 24-25 February 2007 with the purposes of:

· Developing strategies to improve membership in EANGUS

· Determining membership goals for 2007

· Identifying tools that states can use to recruit and retain members

The workshop was facilitated by George F. Smith, CPF and David Otto of Career Training Concepts, Inc.

This report provides the results of the workshop and may serve as a guide for States and Areas to implement the “Best Practices” and “Improvement Strategies” identified during the sessions. 

Agenda

The following is the agenda for the workshop:

· Welcome and Introduction of Special Guests – Frank Lever

· Opening by the Facilitator

· Presentation: Status of Recruiting and Retention in EANGUS
· “What is working?”/“Best Practices ” 

· “What are the obstacles to achieving improved membership?” 

· Identify the top ten challenges to success 

· “Strategies to overcome the challenges” 

· “Identify State, Area, and National membership goals for 2007?” 
· Close the session and Identify Next Steps - Facilitator
Welcome and Introduction of Special Guests
EANGUS President Frank Lever kicked off the workshop and introduced the following special guests:
Colonel Madderra, Base Commander, CSM Gipe, Command Sergeant Major of the Army National Guard, and CCM Smith, Command Chief Master Sergeant of the Air National Guard.
A special welcome message was given by Representative Gene Taylor, D-Mississippi, Co-Chair of House Guard/Reserve Committee encouraging members to support EANGUS. 
Opening by the Facilitator

The lead facilitator, George Smith opened the session by reviewing the workshop purpose, agenda, and ground rules. He described the processes to be followed during the day and a half event.

Presentation: Status of Recruiting and Retention in EANGUS
EANGUS President Frank Lever briefed the participants on the current state of membership in EANGUS. A copy of the presentation is attached.

What is working?”/“Best Practices”
The facilitator divided the participants into 10 breakout groups and provided instructions to guide the participants in developing a list of what is working in their states to improve membership and to identify any best practices they would want to share. The participants returned and shared their results in a plenary session. Following are the results of those breakout sessions:
	WHAT’S WORKING/BEST PRACTICES  - Group 1

	Raffle – Harley Davidson

	Combined Association’s Membership Fees

	Confronting Leaders

	EANGUS 101 Mandatory 

	$200.00 Prize –largest Membership to Unit

	Contacting EANGUS Members’ Spouses

	Inform Soldiers – Drill Weekends

	When Soldiers/Airmen sign up/automatically signs up spouse for state

	Add spouse’s information to form

	Free State Membership

	Promote National Accomplishments

	Application /Spouse Information 

	Fundraising to Bring Members to National  

	Membership Dues Taken From Drill Pay

	WHAT’S WORKING/BEST PRACTICES  

GROUP #1  (con’t)

	Leadership Involvement

	Train Members to Promote EANGUS

	At the Unit Level – Updating list with Current/Non-Current members 

	Support Professional Organizations – TAG Letter

	Fundraisers - $500.00 Scholarships

	Plaques/Awards to Units that get 100% Membership at State Conference

	Combined State/National Dues

	Promote Full-Timers

	Annual Raffle – Shotgun or $300.00 Cash

Soldier sells $25.00 Book of Raffle Tickets & gets paid membership 

	Face-to-Face Contact

	Use Recruiters

	Get Senior NCOs Involved

	Personal Contacts by Someone who knows EANGUS and what it can do for you  

	Drill Weekend – Talk benefits of joining EANGUS

	Five $1000 Scholarships-Recipient must be member  

	Maintain Contact person at each unit

	Numerous Mail Renewals –National level-state follow-up


	WHAT’S WORKING/BEST PRACTICES  

GROUP  #1 (con’t)

	Combined Association works well together by using this competition – Tag (Officers) vs. State Sgt Major (Enlisted) and awards are presented for the highest number of new Memberships   

	Thru State legislature, SSLI is given as well as SGLI

	Scholarship Funds – Private Donations

	New Soldiers – First Year Free

	Recruit AGR  Soldiers at the Unit Level

	Sponsor Junior Enlisted to National Conference


	WHAT’S WORKING/BEST PRACTICES - Group # 2

	Recruit Officers/Spouses at State Conference

	Membership pin with stars for each five new members recruited 

	One-On-One Contact

	Cash Award for most members recruited 

	Combine Auxiliary/Family Readiness Group Meetings

	Sponsorship Competition – I sponsor you this year-you sponsor someone next year

	Reverse Chain of Command – Leaders recruit Platoon Sergeants – Platoon Sgts Recruit Section Chiefs etc…

	Educate Top Leadership

	EANGUS doing Renewal Notices

	EANGUS Education at Joint Officer/Enlisted State Association Meetings

	Posters/Flyers posted in common areas

	Send information via informal distribution channels

	Define roadblocks – Change attitudes

	Member discounts for Awards Banquet, Events, etc

	Retention – Drawing at State Conference for everyone with dues paid on time

	It is not a “Ladies’ Auxiliary” - “Anyone” who supports the NG can join the Auxiliary  


	WHAT’S WORKING/BEST PRACTICES - Group # 3

	Send out welcome letter / thank you letters from state

	Use dynamic people to help push EANGUS

	Use G-1 Help for USAA Enlistment for E5s & E6s

	One-on-One Recruitment using chain of command or peers

	Use Recruiters, staff, G REP, AGRs, to brief Enlisted about EANGUS

	Send Jr. Enlisted to Conferences and use them to help brief others on EANGUS

	State Newsletters including EANGUS news 

	Use unit reps to help with information flow

	Recruit @ SRPS & mobilization build up

	Use top down support & emphasize quotas & goals

	Utilize fund raisers for Enlistment help


	WHAT’S WORKING/BEST PRACTICES - Group # 4

	Face Time

· Roll Calls

· Commanders Calls

· Annual Training

· NCO Professional Development

	Drill

	Insurance Allotment

	Target the young troops with young troops

	Senior Leadership Support

	Sponsorship

	USAA

	EANGUS Renewal Program

	Welcome letters and flyers

	Bulletin Board Posters

	Pro-Bono work with Public Relations Firm

	CD-101 for Dummies

	Joint Membership Form

	Mailers

	Membership Drive 

	Web Sites ( ads on “my space & face book” )

	Awareness Programs ( face time )

	Using accessible data almanac features 


	WHAT’S WORKING – Group #5

	POC in Every Unit and in Chow Hall
Unit Rep may attend State Council Meetings


	WHAT’S WORKING/BEST PRACTICES - Group # 6

	Senior Management Seminars (SMS)
USAA  paid membership
Face to Face 
· Empower Informal Leadership
· Recognition Programs/ National Conference

· Follow-UP 
Academy Induction

Who we are




	WHAT’S WORKING/BEST PRACTICES - Group # 7

	Enlisted Leadership Influence

· Setting example with membership

· Sharing Knowledge gained by membership

· Challenging other leaders to get involved

	Membership Drives

· Door prizes, dinner and state conference sponsorship 

· Benefit Information flow

· State sponsored scholarship

· Tax Benefits ( IN)

	Communication / Education

· Web Based Information

· Instant Membership

· Direct Mailing to New E5-E6

· Membership Emphasis from Leadership Unit Visits


	WHAT’S WORKING/BEST PRACTICES - Group # 8

	Website for Renewals 

	Promote Senior Enlisted Membership  

	Use Retirees to recruit at unit

	Face-To-Face Contact, Word of Mouth

	Conference Call for Worldwide membership

	USAA Membership 

	Enlisted rep in each unit with knowledgeable EANGUS information 

	Website; Email; Mail outs

	Communication


	WHAT’S WORKING/BEST PRACTICES - Group # 9

	Money

	Leadership Support

	Brand Name Education

	Partnership


	WHAT’S WORKING/BEST PRACTICES - Group # 10

	Awards during Unit Training Assemblies

	TAG Challenge

	Educate During Professional Development

Power Point Presentation



“What are the obstacles to achieving improved membership?”

After reviewing best practices and sharing what was working in the states, the participants returned to their breakout groups and following the instructions provided by the facilitator, developed a list of the obstacles they face in improving membership. Once the complete list was determined, the breakout groups came to consensus on the top three to five obstacles and returned to the plenary session to share their results. The following are the results from the breakout sessions:
KEY:  A = Auxiliary       S= State           N = National Office
	OBSTACLES Group 1
	Level

	Membership push right at State Conference time 

Money Issue

More Advertisement
	S

	Can’t go one-on-one
	S

	Getting Knowledge Down to Soldiers
	S

	Getting Auxiliary Information Out
	S

	Senior Commitment All
	S

	Lack of Communication about Association and keeping everyone involved all year round 
	S

	 Maintaining Good Leadership at top
	S

	Maintain pressure about membership
	S

	Soldier’s Attitude, Apathy, Excuses
	S


	OBSTACLES Group 2
	Level

	Lack of Knowledge / Communication
	S, N, A

	No support from Command Leadership

· Lack of Volunteers

· Geographical Issues

· Major Events:  Deployment-Conferences

· Lack of Money 

· Lack of Marketing

· Lack of Respect – “me” mentality 

· Losing retirees

· SIDPERS list of unit members 

· National Ethics for Promoting EANGUS 
	S, N

S

S

S

S

N


	OBSTACLES Group 3
	Level

	Senior NCOs Negativity 
	S

	Apathy
	A, S, N

	Command Involvement 
	A, S,N

	Combined Association – Division between members 
	S

	Deployment
	A, S, N

	Fear of crossing legal boundaries
	A,S, N

	Lack of Knowledge and awareness
	A, S, N

	Retention & Involvement of Retirees
	A,S, N

	Cost of Marketing 
	A, S

	Follow-Up Sponsorships
	A, S

	Allotments – Payroll
	A, S, N


	OBSTACLES Group 4
	Level

	Lack of Technology
	N

	Lack of Awareness
	N

	Lack of Membership Yearly Options
	N

	Geographic Area Spread Out
	S

	Leaders Blocking Access
	S

	Limited Access to Membership Data
	S

	Contract Information of Guard Members
	S

	Apathy – Guard Members
	N

	Cost of Dues
	S

	Lack of Senior Leader Support
	S


	OBSTACLES Group 5
	Level

	Senior NCOs being involved
	S

	Information flow from New Members thru chain
	S

	Lack of accessible useable database
	N


	OBSTACLES Group 6
	Level

	Leadership Support 

· Apathy 
	S

	JAG & JER
	S

	Lack of one JER
	N

	Funding 
	S

	Lack of Marketing 

· State board member TURNOVERS
	S, N

	Lack of commitment between Auxiliary and the State Association
	S, N


	OBSTACLES Group 7
	Level

	Lack of communication “who are we?”
	S, A, N

	Renewals

· Not being sent out to states on renewal program on a consistent basis
	N

	Command not 100% supportive
	S

	Looking for membership (numbers) not members
	S, A, N

	Lack of participation from members.  New blood?
	S, A


	OBSTACLES Group 8
	Level

	Change of mindset of the older generation to give the younger generation a better appreciation
	S

	Lack of Marketing Advertising
	S, N

	Don’t know organization exists
	S


	OBSTACLES Group 9
	Level

	JAG Ethics Interpretation
	S, N

	Senior Military Leadership
	S, N

	Time:  lack of time in the schedule for briefings, during drills
	S, N

	Individual Reluctance
	S

	By-Laws Restrictions
	S

	Changing & Unclear Ethics Rules 
	S, N

	Lack of Cash Flow
	S, N

	Age Difference:  Baby Boomers, Generation X…. Do not see “what’s in it for me?”
	N

	OPS Tempo (Deployment)
	N

	Visibility / Exposure 
	S, A, N


	OBSTACLES Group 10
	Level

	Lack of Senior Leadership
	S

	Lack of Communication from Executive Council to Members
	S,A,N

	Legality Issues

JAG/IG
	s,n

	Lack of Ownership @ Unit Level 
	S


Identify the top ten challenges to success

During the report out of the top three to five obstacles by the breakout groups, the facilitator assisted the participants in eliminating duplications and grouping common thoughts to bring the entire group to consensus on the Top Ten Challenges that EANGUS needed to overcome to achieve its membership objectives. The following is a list of those Top Ten Challenges:
1.  National Ethics/Law for promotion of EANGUS Allotments for dues  

2.  Lack of Knowledge/Communications

3.  Lack of Commitment/Support from Senior Leadership

4.  Renewals not sent out on consistent Basis 

5.  Create participation from members  

6.  Age difference (Generations)  

7.  Lack of Marketing/Advertising  

8.  Keeping everyone involved all year round  

9.  Maintaining good state Association Leadership  

10.  Lack of ownership at Unit Level
“Strategies to overcome the challenges”
Each of the 10 breakout groups was given one of the Top Ten Challenges and directed to brainstorm strategies that when implemented would overcome the challenge. The breakout groups returned to the plenary session, reported their results, and then participated in “multi-voting” using colored adhesive dots to identify for each challenge the one strategy that they each thought would provide the greatest payoff if implemented. The following are the results of their work with the priority strategies for improvement identified:
	 Group 1
	Challenge/Strategy
	

	  
	National Ethics/Law for promotion of EANGUS Allotments for dues
· Endorsement from General Blum on EANGUS 101 fully implemented

· Need white paper on clear cut guidance

· Need white paper for allotment rules

· State recurrent credit purchase check draft debt


	39

16

4

3


	Group 2
	Challenge/Strategy
	

	    
	 Lack of Knowledge/Communications

(Technology & Lack of Usable database)
· Have recruiters promote the organization

· Utilize unit sponsor to get information out by sending them a group of names and having them locate the information 

· Develop a questionnaire concerning Junior Member interest

· Distribute minutes of EANGUS meetings to both Auxiliary and EANGUS members 

· Unit sponsor including Junior Enlisted on check list 

· Inform EANGUS members about EANGUS 101 and other information such as brochure and power point presentations

· Establish usable membership database that can be used by Air and Army units 

· Implement email program to include Auxiliary

· Use teleconferencing

· Information flow from new members thru chain

· Auxiliary President to sit in on EANGUS Meetings

· Create a new info commercial with our Junior Members

· Download existing poster from the EANGUS website

· Open access to Privacy Act Issue 

· Have recruiters give EANGUS a release form with members’ addresses
	39

24

22

19

6

6

4

4

4

3

1

3

1

1

1

1




	Group 3
	Challenge/Strategy
	

	    
	Lack of Commitment/Support from Senior Leadership
· Develop a plan in conjunction with the National Guard CCM and CSM and state CCM and CSM 

· Senior Leadership to write to both members and non-members thanking them for membership and challenging new members 

· State Presidents schedule to meet with State Guard Leaders for verbal / written support commitment 

· Continually report and inform problems / solutions quarterly with TAG

· Ask NGAUS for EANGUS support 

· Establish recognition through competition 

· Include community involvement and promotions considerations


	54

39

2

2

2

1

1




	Group 4
	Challenge/Strategy  
	

	
	Renewals not sent out on consistent Basis
· Provide access to database

· Establish multi year payments for lifetime membership 

· EANGUS provide membership renewal information to the state

· Sponsorship program

· Provide money to fund additional personnel 

· Provide procedural briefing on website 


	55

25

20

11

1

1

0


	Group 5
	Challenge/Strategy
	

	
	Create participation from members

· Create welcome package 

· Legislative updates keeps members informed 

· Empower Junior Enlisted to serve on Junior Enlisted Committee and Resolutions Committee 

· Introduce curriculum in PME for professional organizations

· Make participation for conferences affordable to Junior Members  
	46

27

10

7

2


	Group 6
	Challenge/Strategy
	

	
	 Age difference (Generations)

· Mentor individual to develop a sense of pride by joining state/national organization  

· Maximize participation at conference in Area Workshops by instilling ownership and involvement 

· Create useful marketing materials 

· Identify “what’s in it for me”

· Encourage and empower Junior Enlistment members to voice problems and make suggestions for changes 


	50

24

16

5

2


	Group 7
	Challenge/Strategy
	

	
	Lack of Marketing/Advertising
· Pride in belonging 

· Break age barrier by increasing Junior Enlisted attendance at the National Conference and other meetings through cost deferment (funding)

· “Target Marketing” to different ranks i.e. Junior Enlisted,   E5/E6 and Senior NCOs

· Have advertising tool available for state to use

· Place EANGUS into unit’s sponsorship programs

· Unit Newsletter  

· Bulletin Boards showing current and future goals

· Thank you / Welcome letter to new members 


	0

45

36

10

7

3

           1

1




	Group 8
	Challenge/Strategy
	

	
	Keeping everyone involved all year round
· Activities such as car shows, spaghetti dinners, auctions, burger burns, poker runs golf tournaments, fishing tournaments, softball tournaments and other related activities

· Association support of deployments 

· Newcomers Briefings

· Retiree information

· Update webpage monthly with emails and newsletters

· Utilize Guard Recruiting Program (G-REP)

· Senior NCO calls

· Each member recruit one new member face-to-face

· Monthly membership drives

· Membership drive upon re-deployments


	82

15

4

4

3

2

1

1

0

0


	Group 9
	Challenge/Strategy
	

	
	Maintaining good state Association Leadership
· Train, groom and grow future leaders

· Identify leadership qualities

· Identify position duties and responsibilities

· Communication between leadership and members

· Support leadership but eliminate them if they fail to work for the organization

· Support the EANGUS Auxiliary

· Strong Committee Involvement

· Review EANGUS By-Laws and Constitution regularly


	57

17

17

11

6

3

2

1

0


	Group 10
	Challenge/Strategy
	

	
	Lack of ownership at Unit Level
· Educate E-5s and E-6s on what we do during Professional Development seminars 

· Provide PowerPoint presentation to all unit leadership

· Obtain professional media products from National Office

· Offer incentives at state unit level – Target low strength units and establish unit goals 

· Sponsor conference attendees and competition


	57

30

30

4

4


“Identify State, Area, and National membership goals for 2007?”
On the second day of the workshop, the facilitator divided the participants into seven Area breakout groups and provided instructions and a template for the groups to use in developing membership goals for 2007. Upon their return to the plenary session, each group reported its results and the results were tabulated and projected for all to see. Following discussion, the goals were approved.  The following are the 2007 membership goals: 
	Area 1
	
	 
	Area 2
	 
	
	Area 3

	STATE
	EANGUS
	AUX.
	
	STATE
	EANGUS
	AUX.
	
	STATE
	EANGUS
	AUX.

	RI
	125
	10
	
	WV
	1500
	200
	
	AL
	1000
	50

	NY
	850
	15
	
	DE
	226
	20
	
	SC
	4500
	28

	NH
	475
	0
	
	MD
	255
	20
	
	PR
	80
	0

	NJ
	800
	7
	
	DC
	464
	57
	
	TN
	2159
	60

	VT
	250
	3
	
	VA
	1300
	50
	
	FL
	996
	107

	ME
	350
	25
	
	T-10
	250
	25
	
	VI
	135
	0

	MA
	625
	8
	
	NC
	400
	44
	
	GA
	2000
	200

	CT
	525
	32
	
	OH
	2200
	130
	
	Area total
	10870
	445

	Area total
	4000
	100
	
	KY
	1000
	200
	
	
	
	

	
	
	
	
	PA
	900
	25
	
	
	
	

	
	
	
	
	Area total
	8495
	771
	
	
	
	


	Area 4
	
	
	Area 5 
	 
	
	
	Area 6
	

	STATE
	EANGUS
	AUX.
	
	STATE
	EANGUS
	AUX.
	
	STATE
	EANGUS
	AUX.

	TX
	560
	20
	
	NE
	220
	22
	
	AZ
	708
	10

	KS
	1200
	35
	
	MI
	100
	5
	
	NM
	654
	28

	MS
	4300
	300
	
	ND
	1325
	44
	
	NV
	267
	0

	MO
	1700
	50
	
	WI
	1647
	70
	
	CO
	741
	0

	LA
	3000
	200
	
	MN
	3420
	32
	
	ID
	105
	4

	OK
	2000
	45
	
	IL
	660
	20
	
	WY
	376
	20

	AR
	3000
	200
	
	IN
	1250
	10
	
	MT
	606
	33

	Area total
	15760
	850
	
	IA
	2000
	100
	
	UT
	1000
	50

	
	
	
	
	SD
	3082
	75
	
	Area total
	4457
	145

	
	
	
	
	Area total
	13,704
	378
	
	
	
	


	Area 7
	
	National

	STATE
	EANGUS
	AUX.
	
	Total EANGUS
	63076

	OR
	140
	18
	
	Total Auxiliary
	2853

	GU
	300
	10
	
	
	
	

	HI
	850
	30
	
	
	
	

	WA
	500
	10
	
	
	
	

	CA
	1000
	80
	
	
	
	

	AK
	3000
	16
	
	
	
	

	Area total
	5790
	164
	
	
	
	


Close the session and Identify Next Steps
The facilitator closed the session by reviewing the session purpose and asking the group if the purpose had been met. The participants agreed that the purpose had been achieved. The facilitator then listed those actions that the participants believed needed to be taken to complete this work. Following are the next steps:
NEXT STEPS
        WHAT                                                      WHO  
WHEN

	Document the session on Website
	Mike Cline
	2 March 2007

	
	
	

	Email to State Presidents/Executive Council, Auxiliary Presidents, TAGS, CSMs and CCMs
	Mike Cline
	

	
	
	

	List of due-outs for National 
	President Lever
	15 March 2007

	Implement the Strategies
	
	ALL OF US!!!
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