Island Readers and Writers
Board of Directors Meeting
Saturday, April 13, 2024
Zoom

Meeting Participants: Jan Coates, Elizabeth Hodder Corbus, Michelle Finn, Andrea Gilmore,
Alexandra Hinrichs, Deborah Jamieson, Debra Lay, Susan Peck, Alison Kupfer Poteet, Kelsey
Buckley (Board Clerk); Lauren Jennings, Eva Rosenberg (NPAG consultant)

Debra Lay called the meeting to order at 1:05pm.

Debra lay moved to approve minutes from the February 3, 2024 Board Meeting. Susan Peck
seconded. All approved.

Eva Rosenberg, Consultant

Warmup exercise with Eva.

Deep dive in governance and Board roles in February 2024. Diving back in today. First business
is recapping Jan’s three webinars she held on critical aspects of her work with IRW and IRW
history.

Grantmaking Session Takeaways

Debbie: Amazed at the breadth of grants that are applied to and received, the amount of time to
research, submit and manage grants. Very interesting.

Debra: We learned about the back end and how much work goes into every single grant, the
relationships with each of these foundations and grantmakers. A realization that this does not
happen overnight, perspective on what has gone into the org over time.

Allison: Jan makes it look easy.

Susan: We need someone who can allocate a huge amount of time to this, it's overwhelming to
look at how much work grants require.

Debra: Transitioning some grantmaking to Kelsey so that there will be organizational history.

Eva: Is there more we need to know? What more might we need to know about timing,
accountability, evaluating the process?

Elizabeth: Do we have access to that info?
Eva: We should look at this process both generally and in the context of transition. Will the

Board need to offer more support for knowledge transfer as we prepare to partner with a new
leader?



Elizabeth: We can’t do the work ourselves, so what is our role? Having an understanding of how
the process works is different from actually meeting deadlines, for example. How do we
establish a framework for a new director?

Eva: Knowledge transfer is the key topic here. We don’t need to do it ourselves but need to be a
resource partner to a new director.

Elizabeth: I'm struck by how much knowledge and history is with Jan. As a Board member, my
job is to ask what needs to be deeply understood by the next director.

Andrea: It will have to be a period of time of flexibility. We need to acknowledge that someone
coming in will not have the network and experience of our current ED. They will need a
schedule and plan for grantseeking. They will need to build on what we have and grow and use
their own creativity to move forward.

Eva: We need to find ways to support that person. We need to decide what the expectations are
for the Board and Jan in terms of preparing. The key: being confident in what we know and what
we need to know.

Jan: This is all about us being more prepared and discovering what we need to know.

Criteria for Selecting Schools

Elizabeth: | was by the process of choosing schools and that there is constant evaluation.
There’s real data involved in this work and goes in both directions.

Susan: Evaluation piece was very interesting. Encourage all to watch recordings.

Eva: What's one thing you learned that every BOD member should know?

Susan: | was struck by how much Jan does and the many facets of the organization that are in
her head and are acted on every day.

Debbie: It spoke to me about the impact beyond MDI, the impact that these programs have in
multiple Maine counties, and have had. There’s so much love and devotion from staff and

volunteers over the years that benefits Maine kids. This work has been done on minimal staff.

Eva: This is a great affirmation on how helpful these sessions have been. Let’s brainstorm
topics for future webinars, but also let’s start thinking about...

Imagine, later this year, you were answering questions from a potential candidate—where do you
feel prepared, and where do you want to know more?

Elizabeth: | have questions about school visits and the pedagogical perspective of IRW.



Allison: Candidates may ask questions about internal, external and workplace culture. May ask
about fundraising and finances, what is our mix of contributed revenue, our staff, etc.
Candidates want to do risk management, have an idea of what support they may have. What
are the Board’ hopes for or vision of staff growth moving forward, including transition?. What'’s
the interest in evolving the program?

Breakout Sessions

Michelle: Alex and Debbie in group. Curious and want to know more about staff roles and what
they do. How do we learn about the roles and responsibilities of our current staff members?
How do we solicit input from staff about their priorities? More background on financials.
Dreaming forward process. Considering other opportunities around fundraising, how do we
continue to breath life into that to support IRW’s financial future?

Andrea: Debra, Susan, Kelsey in group. Some specific questions: more information about
GTRS, detail to speak about it with confidence. More knowledge about policies and bylaws, who
we are as a Board, continuing to familiarize ourselves. How we are building the Board and
selection of officers, generating a strong Board. We probably need to tone down our enthusiasm
for Jan because it may be discouraging for a new candidate. Susan added that we need to
consider how enthusiastic and supportive we may want to be with a new person’s new ideas.
Debra added that we need to think about a new person in conjunction with a new strategic plan.
What will the balance be—how far will we take the new plan? Will we leave it to the new ED?
Hard decisions to make on what’s next.

Elizabeth: Jan and Allison in group. Wanting to better understand programmatic content. Allison
added: What is the “special sauce”--we don’t need to know every detail but why have we gone
in the direction that we have? Candidates may have a wide range of backgrounds, we do
something very niche, how do we make sure that we have a very cogent pitch on why we’ve
developed our approach.

Eva: Please all consider a next step for each BOD member with a due date.
Eva Rosenberg left the meeting at 2:19pm.

Alex Hinrichs reminded the group of the recent close of the Raising Readers program in Maine
and highlighted the gap it will create in early childhood access to books.

The Board went to break from 2:20pm to 2:25pm.

Business Meeting

Andrea moved to approve the February 2, 2024 meeting minutes. Michelle seconded. All
approved.



Executive Director’s Report

Jan referenced the Director of School Programs and Director of Communications and
Engagement reports. In the school programs area: 50% of IRW’s spring visits have been
completed including our last visit with Charlotte Elementary School. Charlotte Elementary
School is closing, with students being absorbed by neighboring schools. Director of
Communications and Engagement Kelsey Buckley has hired Celine Martin as IRW’s new
Engagement Coordinator for support with summer programs and social media.

Jan has recently been on donor visits, including a visit that may have resulted in an endowment
gift to IRW. Jan will travel May 1—4 to join representatives of organizations honored by the
Library of Congress for best practices in literacy.

Summer Morning in Maine and Dear Teacher are underway in planning and facilitation. Dear
Teacher registration will open on May 1. We have had good success with our sponsors returning
and are looking for new sponsorships.

We are branching out by partnering with Pembroke Elementary School as fiscal sponsor to
apply for a grant through the Department of Education. This would be IRW'’s first state grant.
The grant will support a professional development offering for teachers in Washington County, to
be held March 14, 2025.

Jan mentioned leads from a meeting with Leann Larson from the DOE in terms of funders and
sponsors. She is also working on making her way through files and archiving important
documents.

Organization Administrator Dawn Severns will be fully remote beginning in June before she
relocates with her family. Dawn plays a significant role in coordinating many aspects of our work
in the office, and we will need to adjust to determine what can be done in-office vs. remotely.

Financials

Allison Poteet reviewed the Profit & Loss, Balance Sheet, Budget to Actual and Grants
Dashboard documents with the group. It was noted when reviewing the Budget vs. Actual sheet
that expenses pertaining to the Dear Teacher conference will be moved to their own line.

Susan Peck asked why Dear Teacher has its own budget. Jan responded that Dear Teacher, as
a larger and more complex program in terms of funding, has its own zero-based budget; IRW
hopes to cover its cost fully with registration fees and sponsors. By breaking it into its own
budget, we are able to track its cost and expense in greater detail.

It was also noted that increased expenses related to Organizational Development pertain to the
Board’s preparation for an Executive Director search, including consulting fees, as opposed to
professional fees which include services such as tax preparation.



Financial Health & Investment Committee Report

Lauren Jennings joined the meeting at 2:58pm.

Motions:

Allison moved that Jan Coates, Executive Director be authorized to hire Harpswell Capital
Advisors to Manage and Invest the Nancy Fund.

Susan seconded; all approved.

Allison moved to authorize Jan Coates, Executive Director to move the funds from Fidelity to
Mellon Bank as directed by Harpswell Capital Advisors.

Andrea seconded; all approved.

Allison moved that Treasurer, Allison Kupfer Poteet, Treasurer Elect Andrea Gilmore and
Executive Director Jan Coates, be authorized signors on the account.

Susan seconded; all approved.

Governance Report
Michelle: Proposed amendments were sent via email to the Board.

Pursuant to Article X, Amendments of the Bylaws, a minimum 14-day notice must
be given to Board Directors of any proposed changes to the Bylaws. Their
passing requires a 2/3 vote of Directors.

Section 1.5. Purpose. Add — “Island Readers & Writers is organized and operated
exclusively for charitable or educational purposes within the meaning of Section
501 © (3) of the United States Internal Revenue Code, as amended.”

Section 2.2 Number and Term of Office. Strike - The original Board of Directors
shall consist of Jan Coates, Rebecca Milliken, Sallie Findlay, Lorna Stuart, Mabel
H. Cabot and Diana Hambleton.

Section 2.2 a) Election. Strike - No more than 49% of the individuals on the
Board of Directors may be “financially interested persons” as defined in 13-B
MRSA §713-A, or any corresponding successor provision, in effect from time to
time.

Article II, Board of Directors, Section 2.9. Add - Electronic Voting. “If the Board
Chair determines that an action requiring full board approval requires immediate
attention, they shall include the proposed action in an email to all directors’
respective email addresses. The action shall allow the directors to respond with a
vote of in favor or opposed. Responses to the action will be sent to the Chair or
their designate. The board vote on the action will be ratified at the next board
meeting”.



Michelle moved for the Board to accept the amendments proposed to the Board via email.
Andrea seconded; all approved.

Michelle reported that Governance is preparing a slate for IRW’s next Board meeting. This
involves contacting all directors for nominations. The slate will be shared two weeks prior.

Andrea: asked why we have our annual elections at the Board meeting that occurs during
August and in conjunction with Summer Morning, which is a hectic time.

Jan: Annual elections are in August because they are in our bylaws. We can amend bylaws to
move them to June each year.

Michelle offered to make adjustments moving forward to move the annual elections to June
each year.

Michelle: Next steps, we have candidates for new directors, Carol Null and Carol Martin, one
other in the early stages.

Susan: How many board members are moving off this year? Allison moves off this year, Debra
and Michelle next year.

Nancy’s Legacy Committee

Debbie reported on the progress of the committee. The committee met to discuss possible use.
Goals:

Honor Nancy

Increase visibility

Increase donor base

How much $ would be needed.

Ideas shared.
Gave background on GTRS study that was conducted. Rubrics have already been created for
assessment.

Questions posed:

Can we serve a greater group of children with these funds?
What happens with training educators? Citing educator turnover.
Should volunteers be trained?

Whose role is it to establish this program? Does the BOD establish or support Jan and staff to
carry this program forward.



The committee determined Jan and staff or possibly new staff can run a pilot for up to three
years with BOD oversight. Data collection and an impact study are necessary steps.

The committee asks the BOD to consider supporting this program at $80,000/year for up to
three years.

Jan: $80,000 will cover hiring for a staff person for this program as well as costs for a feasibility
study. We have also looked at the Hancock County region as being beyond MDI/Washington
County as a region that could benefit from these programs, and we should “get the lay of the
land” before we implement a program. Assess the need and the players.

Susan: Do you envision using a similar program with authors and illustrators?

Jan clarified that the Getting the Right Start program utilizes elements of the Whole Book
Approach and Visual Thinking Strategies as a way to optimize storytimes for young children.

Debra: Are we looking for a new hire?

Lauren: There was the initial work of the committee that established 1) We want to give a boost
to an important IRW program and identified the Getting the Right Start Program 2) We need to
have the ability to make up budget shortfalls.

It's a bit of a “chicken or an egg” situation—we need to give staff a framework so that they would
be able to develop a program.

$80k is 50% of 4-5% of the Nancy Fund annually.

Jan believes that staff would be comfortable hiring someone to supply GTRS to our partner
schools. But GTRS offers an opportunity to go beyond our network. Currently our school
programs are at max and staff is at max. There is also the consideration that IRW’s programs

are funded from Hancock county donors, who have vested interest in programs happening
there.

Debra: | would like to see the committee continue to do this work and explore possibilities.

The Board entered Executive Session at 3:50pm.
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